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By ALLAN S. BOress, CPA, CFE

The purpose of Mastering the Art of Marketing Professional Services: A Step-by-Step Best
Practices Guide is quite simple:

New business is the lifeblood of every CPA and consulting firm.

Some CPA firms today are going out of business, being forced into mergers, surrendering
superb talent, losing valued clients, being bought out, or slowly disintegrating before
everyone’s eyes because not enough new clients and profitable new work are coming in to
sustain the firm and pay off the partners who want to retire.

Mastering the Avt of Marketing Professional Services was written to share with you what I
have learned over the last 25 years as a CPA and the last 20-plus years as the top business
development consultant to our business. My goal is to provide you with a proven, method-
ical way to build your practice and make it more profitable and enjoyable for you.

I am indeed fortunate to have Mike Cummings as my co-author. I don’t believe anyone
knows more about the marketing of professional services than Mike does.

Mike will laugh and tell you that he came to me in the 1980s to learn how to sell profes-
sional services, but he’s the one who taught me so much of what marketing is all about.
Although Mike is not an accountant, he thoroughly understands our profession and was a
founding member of Arthur Andersen’s headquarters marketing group in 1980. He was
instrumental there in managing the marketing function for 6% years. Since 1986, Mike has
worked with many professional firms, large and small, to improve their business develop-
ment results.

Today, as the founders and rainmakers of numerous firms retire (or hope to), many see that
their fellow partners and staff simply aren’t interested in, or capable of, growing the busi-
ness. In one Top 20 firm that was recently sold to a publicly held company, only a verita-
ble handful of the partners brought in the majority of the work, and they were all in their
50s or early 60s. No wonder they gladly found someone to buy their practice.

Most firms are started and grown by entrepreneurs who did marketing and sold work in
order to cat. Other rainmakers are proficient at self-promotion and selling their services
because they innately know how to do it well and, therefore, enjoy it. These entrepreneurial
types did such a good job of bringing in work that they had to hire others to help them
with the workload. Customarily, those hired were not entreprencurs by nature, but tech-
nicians—they became accountants because they liked accounting, not because they want-
ed to spend their careers and free time marketing and selling professional services.
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Unfortunately, most business generators can’t tell you systematically how they’ve market-
ed themselves or how they sell work. This book contains a systematic, step-by-step
approach to effectively market your services and your practice. It is an approach that may
be the opposite of what you may perceive marketing to be. It’s designed to be time and
energy effective, and it’s adjustable to your personal style.

This is not a traditional marketing book. Some of the ideas may be not what you
expect and may be new to you. Our goal is not to have you use all your free time
pumping flesh, spend a lot of money on ineffective marketing, or hang out at social
functions. We only want to help you become highly effective at marketing your ser-
vices systematically and painlessly that will lead to many more clients and opportuni-
ties for business.

Therefore, 1 request you approach the ideas discussed heve with an open mind.

Nobody has ever done more research into what makes marketing work in our profession
and then simplified and prioritized for you. Please look to see where you can apply at least
some of the ideas; not all the ideas will be appropriate for you, however, because this book
was written for a wide audience.

We’re the experts; let go of your already existing beliefs about marketing. Let us guide you
by the hand to successful marketing. Be aware that Mike and I have helped thousands of
CPAs and consultants and hundreds of firms become much more successful at marketing
over the last 20-plus years. Let us coach you, too.

Read, enjoy, and become a rainmaker!

o omEoum

By MicHAEL G. CUMMINGS

My career has paralleled the explosive growth of marketing in the accounting profession.
And it illustrates how marketing is now ingrained into the business. I believe that business
development is now central to being a successful, entrepreneurial CPA firm.

For the sake of perspective, I had the distinction of being the second person hired into the
fledgling marketing group at Arthur Andersen’s headquarters back in 1980. My only train-
ing in marketing came from my MBA instruction.

However, this lack of experience was a blessing in disguise because marketing for CPA
firms was a brand new field. At the time, there were no established methods for the
marketing of professional services. So, we were essentially pioneers facing an unchart-
ed frontier.

Back in 1980, marketing was almost a “dirty” word. It implied that unscrupulous huck-
sters, hustlers, and promoters were somehow going to take over the profession. The first
wave of advertising in the early 1980s seemed to confirm this perception.

However, in reality, marketing has always been part of the profession. Getting and keeping
clients has been a regular part of the profession forever.




PREFACE

But, over the years, marketing has become increasingly critical to the achievements of suc-
cessful accounting firms. Throughout the 1980s, firms had to invent productive approach-
es as they went along—borrowing some techniques from the marketing of other services
(such as banking or financial services), modifying other business-to-business marketing
techniques, and analyzing the winning methods that their most successful partners
employed to build the practice. Seeing our service through the eyes of our clients and
prospects through market research and interviewing was also critical.

Simply put, marketing is here to stay. You can no longer rely on the economy to boost your
business. Marketing is no longer an optional skill. Without question, effective marketing is
now central to your success as a professional.

In the past, you could almost hang out a shingle and business would come in across the tran-
som. If you were a competent technician and diligent worker, you were likely to be a success.

Those days are over. Being technically excellent is not enough. Without business-genera-
tion skills, new clients simply won’t be able to find you. Your prospective clients are being
consistently and aggressively courted by a number of firms.

So, marketing is now a requisite protessional skill—you can’t afford to ignore it. And it will
become even more important in the future.

Think about how the profession has changed over the past decade or so. It’s been radical-
ly transformed. Here are a seven of the permanent, pervasive shifts that we’ve seen and
many of you have experienced. These are the seven reasons why marketing is here to stay.

Reason 1. Intense Competition

In many cities across the nation, clients of CPA firms are being bombarded by “cold” sales
calls, e-mails, letters, speeches, articles, advertisements, and other marketing activities.
Every bit of business is precious—for example, the “Big Firms” are targeting the entrepre-
neur and small business clients of smaller firms. Larger firms want smaller clients; sort of
like setting up a farm system for future large clients. Meanwhile, the consulting arms of the
top firms are marketing a wide array of special services. High-asset, wealthy individuals are
being courted by financial planners, bankers, and attorneys. So, it’s tougher than ever to
grab the attention and interest of these targets. What’s the end result? Some major firms
are no longer in business. And lots of smaller practitioners are on the fringe.

Reason 2. Shrinking Markets

Throughout the 1980s, many industries and companies consolidated in the United States.
In addition, the 1986 tax act eliminated the need for much of the complex tax planning
that took place before it. Improvements in simplified, easy-to-use accounting and tax soft-
ware have minimized some write-up work and tax work. Lots of clients are looking to per-
form as much as possible inhouse. All these factors combine to limit the potential for the
traditional CPA services that many firms offer.
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Reason 3. Consulting Orientation

Increasingly, accounting firms are more consulting-driven, and we’re not just referring to
the big firms, cither. By its very nature, consulting requires a consistent, effective market-
ing and sales effort—due to the nonrepetitive, project-oriented nature of the work. Skillful
selling is often needed to persuade a client to undertake a consulting project. Also, in many
consulting disciplines you end up competing with non-CPA firms with both a full-time
marketing department and sales force.

Reason 4. Technical Parity

These days, there are plenty of qualified CPAs who possess the technical skills needed to
serve clients. Through continuing professional education requirements and other support
programs offered by the AICPA and the state societies, technical competency is available
to all practitioners. So, it’s difficult to distinguish yourself as a technician—especially in the
eyes of clients who lack technical sophistication.

Reason 5. Tighter Margins

There is a clearly downward pressure on fees. It’s no secret that many firms “low-ball” their
bids to get some client assignments. Beyond fee pressure, investments in training, salaries,
reference materials, and marketing are putting pressure on your bottom line. So, how do
you fight back? How can you make sure that clients see and appreciate the value that you
deliver? Through top-notch service and client marketing.

Reason 6. Less Client Loyalty

Clients are switching firms more than ever. And even more clients are considering the pos-
sibility of switching. Why is this happening? First, aggressive marketing and selling are hav-
ing an impact. Second, many clients may not see a tangible value in the services provided—
so if you can have the same work done for a cheaper price, why not switch? Again, top-
notch service, quality control, and effective relationship marketing are the tools you
employ to foster and strengthen client loyalty.

Reason 7. Increased Emphasis on Marketing and Sales

Because of all these business pressures, marketing and sales activity seems to intensi-
ty each year. As more marketing-oriented practitioners mature in the profession, mar-
keting campaigns proliferate. Sales people and sales managers are now fixtures at
many of the most successful firms. Business development performance is now evalu-
ated at firms to determine partner and promotion potential. Simply put, marketing is
now central to success in the CPA profession and the associated consulting and finan-
cial service operations.
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So, the bad news is that marketing is here to stay. But, the good news is that marketing is
a skill—one that you can systematically build and apply.

By investing in Mastering the Art of Marketing Professional Services, you’re already ahead
of the game. You’re looking forward to the future—taking the time to strengthen the
entrepreneurial skills that you need to succeed. Others are still clinging to the past—ignor-
ing the obvious impact that marketing has made on the profession.

How 10 USE THIS BOOK

In our consulting and training work, we’ve had the good fortune to work with some of the
top business producers in the CPA and consulting professions over the past 20 years.

With this close association and continuing working relationship with those who excel at
business development, we’ve enjoyed a unique opportunity to share ideas, confirm success
strategies, test marketing methods, and understand sow they excel.

Right now, we want to share the step-by-step approach that allows the best business gen-
erators to surpass the results that others achieve. Why?

Because you want to produce the same vesults.

That’s your goal. That’s what marketing and business development are all about. Too
often, professionals think the answer to effective marketing comes down merely to better
marketing tools—like public relations, seminars, advertising, brochures, logos, Web sites,
and direct mail.

That kind of marketing is meaningless without the proper foundation. Look at what dis-
tinguishes the best individual business generators from the others. They don’t aim to have
the best marketing. Simply put, the critical difference comes down to their entrepreneurial
behavior and the quality of their personal marketing effort. Study the best business gener-
ators that you know and youw’ll find that their success isn’t accidental. There are specific
skills, attitudes, behavior, daily habits, and patterns of action that lead to results.

Our goal is to make it easy for you to grasp these principles and then quickly apply them
to your practice. To this end, we’ve simplified and systematized the lessons and proven
practices of the best business generators, so, in effect, you can use this system as a blueprint
for building your own practice.

Part I—How to Become a Top Business Producer

Think about people you know who excel at business development. Consider their person-
al style. What personal skills are strongest? How do they relate to their clientst How do
they spend their time? What do they do that others at your firm don’t do?

Keep your conclusions in mind as we go on. Compare your impressions to the attributes
that we’ll be covering here.




MASTERING THE ART OF MARKETING PROFESSIONAL SERVICES

The purpose of Part I is to coach you toward building your personal success strategy and
action plan—by “modeling” or emulating the behavior of the best business generators.
Here’s another way to look at it. In Part I, you’ll be mentoved by the top producers in the pro-
fession. You’ll benefit by seeing what it takes to produce the top-notch results you desire—
from the professionals who are already generating a substantial base of business.

As you’ll see in this section, we’ve isolated two basic sets of key factors that drive the busi-
ness development success of the top producers. Let’s introduce these two aspects now and
cover them in more detail later Chapters 1 through 6. Specifically, rainmakers excel due to
their attitudes and aptitudes.

Attitude means that the best business generators share a common mind-set: they think
about business development in a way that amplifies the intensity, vitality, and quality of
their practice building effort. They work harder and smarter at it. They sec business devel-
opment possibilities in all aspects of their workday. And they enjoy the entrepreneurial chal-
lenge of building their personal base of business.

Working through Chapter 1, you’ll see how you can build and reinforce these same atti-
tudes. Because, your attitude is under your personal control, you can shift the way you think
about your day. By setting the proper goals and reinforcing them on a disciplined, daily
basis, you’ll begin to think like the top producers do. You’ll see how this attitude translates
into greater, more productive activity and, ultimately, more new business.

Even though the top business generators have different personalities and operating styles,
they do share similar aptitudes in business development habits, plans of attack, and personal
marketing systems. Once you understand why these aptitudes lead to success, you can con-
centrate on using them to develop a step-by-step, systematic approach to build your own
practice. Simply put, if you start doing the same things, you’ll start to produce similay vesults.

This personal marketing system defines the specific, custom-tailored, and step-by-step con-
sistent actions that you’ll take to achieve superior results. In a sense, this will become your
daily personal marketing “to do” list. It will build the hustle, consistency, and disciplined
effort required for mastering business development. Over time, you’ll see improvements
and successes that will drive you to increased daily marketing action.

Here’s how you’ll build your personal marketing plan through this book.

Chapter 1 Establish the right attitude
Chapter 2 Focus on your best opportunities
Chapter 3 Market to your existing clients
Chapter 4 Obtain quality referrals

Chapter 5 Build powerful alliances

Chapter 6 Develop an effective network

Our goal is to give you a blueprint for building your practice. Again, using the best busi-
ness generators as a “model of success,” you’ll build a highly patterned, systematic, and dis-
ciplined plan of attack.
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As you’ll see, the best business generators put the most important and productive actions
first. Here’s another critical point, the bulk of the marketing system—items two through
five—all involve relationship marketing. That’s the secret of the best business generator’s
success: leverage. By building exceptional relationships, they magnify and amplify their per-
sonal marketing effort, and turn others into a sales force for them.

Also, notice that it is an “inside out” approach. Clients are always your first priority. Then,
you build your network. As a final step, you go directly to the outside market.

Part II—How to Create High-Impact Marketing at Your Firm

In Part II, “How to Create High-Impact Marketing at Your Firm,” we will show you step
by step how to create a effective game plan to grow your practice. The first chapter in Part
II is Chapter 7, which covers a bottom-up approach to building a marketing plan for your
firm. Chapter 8 covers the development and management of a formalized marketing func-
tion. Chapters 9 through 20 cover all marketing tools your firm might consider using:

@ Brochures

# Newsletters

# Press releases

# Advertising

& Direct mail

& Public speaking

# Publishing

# Seminars

& Trade shows

B Telemarketing

# Branding

# Web
Each chapter contains step-by-step instructions for using these tools to their full potential.

Marketing is a series of choices. First, you can choose to do it, or not to do it. Presumably,
you’re at least considering the benefits of marketing (we’ll assume that’s why you’re read-
ing this manual). You’ve probably realized by now that—like life in general—marketing
offers a lot of opportunities, stirs up a lot of questions, and provides no concrete answers.
The one thing we can guarantee about marketing is that, if you dedicate yourself to doing
it (in some way, shape, or form), and keep plugging away, you will get results.

If you promote yourself and your services using any of the methods we discuss, you will
eventually see the effects of your actions. Choose the methods you feel most comfortable
with, design a plan of attack, and keep at it. The key to the whole battle is persistence. In
marketing, as in life, the moment you stop trying, you are all that you will ever be.

Now, read on and see how you can build your practice.
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INTRODUCTION

After twenty years of studying, learning, applying, analyzing, adapting, and consulting on
the subject, here’s our definition of marketing professional services:

Marketing is anything that puts you in front of someone you want
to do business with.

This definition frees you up to be creative and acknowledges that any contact you have
with clients, prospective clients and referral sources is marketing. The key word in that last
sentence is contact.

Marketing Truth. Marketing is a contact sport.

Marketing should be considered any kind of interaction that you or your firm has between
clients, prospective clients, nonclients, referral sources, prospective referral sources, and
recruits. In short, everybody (including salespeople, the Paychex salesperson, the postal ser-
vice person) and anybody who steps into or calls your office or comes into contact with you
or your people should be viewed as a marketing opportunity.

Every person your firm comes in contact with knows about 250 people—their own per-
sonal network. When you think of powerful marketing, remember you’re broadcasting not
to individuals, but potentially to that number of individuals times 250.

(As an aside, we’ve determined that 250 is a good number from interviewing funeral home
directors and caterers. On the average, 250 people or so show up for someone’s funeral.
Also, caterers say that if the average bride and groom could afford it, they would invite
about 250 people cach.)

R
WHAT YOU ARE REALLY MARKETING

The marketing of professional services adds and emphasizes something completely differ-
ent from the consequences of the provided service itself. In promoting accounting and
consulting services, all we have to market and sell as CPAs is us!

No matter what firm you work for, people buy other people; they buy into the individu-
als they interact with. This explains why you may at times lose business to less-qualified
firms. Your prospective buyer often has no point of reference or expertise in the area of
service you are promoting.

Real Life Mavketing Example. One of our first consulting projects in training

CPAs and consultants how to sell and market their services came from the man-

aging partner of an international firm after it had just lost the largest client in the
entire country to a large local firm based in a major city.

Interestingly, the firm that lost the client is known in the industry as a very good
technical firm. The local firm that won the client is not.

Here’s what happened: The managing partner of the local firm had met the CEO
of the client eight years earlier and began cultivating a relationship with the
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client. (Business is relationships.) He met with the CEO on a regular basis to see
how things were going, took him out to lunch, joined the same clubs, sent him
articles, took him to ball games—you get the picture. (Please remember that this
is the biggest client of an international firm, a jewel of a prize that would be
worth the effort).

Six years later, the partner in charge of the client (from the old firm) retired. He
had enjoyed an excellent relationship with the CEO (which is a good reason why
the CEO didn’t switch in those years despite being “romanced” by the other
CPA). This partner was replaced by a junior partner who had little or no contact,
nor relationship with the client. An obvious mistake, you say? Happens all of the
time. Even small firms regularly replace key people without regard to the lack of
existing relationship with the client and then ignore ways to build that relation-
ship. Why? Because most professionals see the most important part of the client
relationship as being the technical work done, for example, the project, tax
return, or audit, rather than the relationship between client and professional ser-
vice provider.

Two years later, in the eighth year of pursuit, the managing partner of the local firm
reeled in the biggest fish of his career: the largest client of an international firm.

This theory of how people buy intangible professional services versus tangible items also
accounts for why you do not have people ordering consulting engagements, tax returns,
and compilations over the phone with their credit cards. Do you get a lot of walk-in traf-
fic, right off of the street, where people come in with their information and leave with a
consulting project or tax return? That’s just not the way the great majority of people pur-
chase intangible professional services.

Because our services are “invisible” and sometimes considered generic, many firms go out
of their way to distinguish themselves from the competition. The concept of “branding” is
a hot topic today. Still, the decision to purchase is made based on interaction with the ser-
vice provider (or who they think will be the service provider) and the buyers.

a2
PERCEPTION IS REALITY
Every contact must be considered marketing: telephone conversations, financial state-

ments, how your tax returns look, work done at the client’s office, how your people look
and act, and so on.

You are always marketing yourself, whether you think so or not. The people who work for
you are always marketing the firm and themselves whether they know it (or care) or not.
Marketing is broadcasting; its very essence is communication.

You and your firm are always sending messages out into the world, as well as throughout
your own office, that affect whether your firm is perceived the way you want it to be and
that may determine whether you get enough of the kinds of opportunities you want.
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Everything about you and your firm broadcasts a message. What does your office look
like? Carpets dirty or old? Walls banged up? Are your stationary, business cards, and Web
site affecting the kind of image you want to project to attract the kind of client and refer-
ral source and business that you want? How do your staff members treat the clients and
everyone else who comes in contact with your firm? How is your phone answered? How
do your staft members handle e-mails? Do clients feel like long-lost relatives with money
when they call, or do they feel like strangers or taken for granted? Can they even under-
stand the name of the firm when the phone is answered?

Recently we had a client relate to us that she had visited a CPA’s office to get him involved
with the local community center. She, not an accountant, was not impressed. Why? His
office had nothing on the walls, no pictures, no citations, no diplomas, no books, nothing
(no, he had not just moved in). Her reaction, that of a possible prospective client in the
future, and a potent referral source, was that he wasn’t a competent accountant! The visu-
al effect of his office (or lack thereof) had that negative outcome on her judgment and her
influence on the 250 people she knows.
Mavketing Truth. Every single interaction you have must be considered marketing.

You are always broadcasting a message, so be careful about what communication
you are sending and its intended effect.

Therefore, is billing marketing? Yes. Some firms send out bills that read “January ser-
vices—3$5,000.” Other firms, which we have determined have less fee resistance (by inter-
viewing their clients), send out completely detailed billings describing the work per-
formed for the client. One of our CPA firm clients details every single schedule it pro-
duces for its clients on a 1040 or 1120 return on its bills. Outrageous? Yes. Time-con-
suming? Yes. Adds value in the client’s eyes? Absolutely. The client now sees what he or
she is getting. And the firm’s fees are at least 25 percent higher than its competitors for
the same kind of work, and it is certainly no more competent or expert at taxation than
its rivals are.

You and your firm are always sending messages into the world that affect whether your
firm is perceived the way you want it to be and may determine whether you get enough
of the kinds of opportunities you want.

Your personal image, the way you look to others, should be congruent with the types of
clients you want to attract.

We’re not spending a whole lot of time on this subject, because the concept of business
casual seems to have taken over almost every firm. It appears people can dress pretty much
anyway they please these days.

However, we don’t know who your target clients are, and they may be different than your
current clients. So you really should consider taking a look at your wardrobe, hair style,
and overall look, to decide if it’s appropriate to the type of client and referral source you
want to attract.
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If you have doubts about how to dress or need help in making wardrobe decisions, we sug-
gest an image consultant. Often these professionals will consider more than the clothes you
wear, but also how you come across in personal situations. It is a good investment, one
we’re glad we made, and has contributed to our success in attracting those clients in our
target market.

MARKETING VERSUS SELLING

It is important to create a distinction between marketing professional services and selling
professional services because they are very different in purpose. We don’t want to expect
results from marketing that can be accomplished only through active selling.

Most professionals confuse marketing with selling. The truth is that business schools con-
centrate mostly on the technical skills necessary to be a good service provider. Very few
schools, if any, teach you how to run the professional practice, how to build it, how to
communicate better with your clients, how to keep your clients happy (besides the techni-
cal aspects), how to win friends and influence people, how to manage your employees (and
tellow partners—now there’s a challenge!). You get the idea.

In order to be better at marketing, and get excellent results, you must know exactly what
the differences are between marketing and selling.

Marketing gets you there. Selling is what you do once you get there to convert the
prospect into a client.

=
Pur

TING MARKETING IN PERSPECTIVE

The art of marketing and selling professional CPA services is relatively new. It is only since
1978 that CPA and consulting firms have been allowed to actively promote their services
via the media and through active solicitation of prospective clients. Some states, like
Florida, prohibited “cold calling” regarding certain service lines until 1993. Today, procur-
ing clients is an open field limited only by one’s imagination, skill level, time constraints,
drive, and budget. Before you begin your marketing efforts, you should review the AICPA
Code of Professional Conduct and your state regulations to make sure you understand
your professional requirements and .boundaries.

We will guide you away from making lot of common mistakes in marketing professional
services. Many firms and CPAs and consultants still market and sell their services as if they
were tangible goods, like computers or cars or blue jeans. Unfortunately, it’s not that easy.
In selling and marketing professional services, there is nothing to see, feel, taste, or smell.

Some of the concepts behind marketing tangible items and marketing intangible profes-
sional services are the same, but the manner in which they ave marketed and the end result
to be expected must be different.
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The concepts of frequency of contact, market penetration, market share, quality of marketing
materials, and projecting the right image for your service are the same for marketing profes-
sional services or tangible items. It’s just that the way your services would be marketed and the
end result, what you can expect to have happen from excellent marketing, is totally different.

Marketing Truth. All that excellent marketing of professional services can be expect-
ed to do is provide more opportunities, not complete the actual sale of the item.

Think about marketing this way: Marketing tools are simply equipment—Iike a golf
club is to a golfer. Getting the best clubs money can buy will not make you shoot
par. Lowering your score or becoming a pro depends primarily on your skill as a
golfer. And that comes from dedicated, continuous application of what works.

Also, remember that most marketing that yow’ve fumiliar with isn’t appropriate for profes-
sional services. Many CPAs and consultants make expensive mistakes by trying out mar-
keting approaches that work for copying machines, peanut butter, and soap. This kind of
product-oriented marketing simply is a waste of time.

So, what’s the answer? Believe this: If you want to get better results, you must find ways to
become more like the best business generators. Adopt their proven approaches to building
your practice. Skillfully emulate their behavior and consistently practice their tactics on a
daily basis.

What can you expect if you follow this advice? You’ll find that getting better at business
development is fully under your personal control (and can even be enjoyable, as you put
into action only those strategies that have been proven successful). That’s right. All pro-
fessional services marketing success boils down to you as an individual. But don’t take our
word for it. See how the best business generators operate. The top producers know that
what prospects and clients buy is you—your expertise, ability to communicate and capa-
bility to solve their problems. Realize that you are the product—and you are also your own
product manager and sales force. Take control now of your personal marketing strategy.

Here’s a final point to keep in mind before we proceed. The best business generators know
that business development is o skill—just as anditing, tax preparation, or consulting arve also
skills. Moreover, as a professional, you already possess a great deal of the personal skills
you need to bring in a lot of work. Using the best business generators as a model, all you
need to do is to apply your existing strengths—and build a few more skills on a focused,
disciplined basis. You don’t need to be a natural-born salesperson or self-promoter to
excel. You just have to shift your thinking a bit—and practice a consistent, step-by-step
system on a daily basis.

F F
THE 12 BIGGEST MISTAKES IN MARKETING

Since 1980, we’ve observed the mistakes of many CPAs and consultants in marketing
themselves and their practices. This section outlines the 12 most common and critical
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errors these people make when they invest their priceless time, effort, energy, and
resources in marketing. If you can avoid these errors, your marketing effectiveness will
improve dramatically:

Mistake 1. Being Passive

It’s a fact: the great majority of CPAs and consultants ignore marketing altogether.

They’re too busy getting the work out to invest time, thought, or (heaven forbid) money
into marketing. Many of them use excuses, such as “Our work speaks for itself.” Or, “We
build our practice the way we always have, through technical excellence.” Or, “Marketing
is demeaning to our profession.”

In preparation for writing Mastering the Art of Marketing Professional Services: A Step-by-
Step Best Practices Guide, we interviewed more than 200 managing partners of CPA firms
all over the country. Firms ranged in size from sole practitioners to the largest offices of
major firms. We wanted to know what these firms were doing differently in order to deal
with increased competition and a changing profession. Here are the results:

Less than 15 percent of the firms we interviewed were doing anything different
regarding their marketing programs, being proactive in their personal marketing
efforts, or even changing the way they did business with their clients from the
year before. The consensus from our interviews was that CPAs in the profession,
as a whole, felt they were too busy to worry about generating new business or
changing the way they went to market. Some had hired marketing people and
assumed the issues we discuss in this book were taken care of.

That’s great news for you! That’s why we say, “There is very little competition.” However,
if your firm and your partners and staff aren’t marketing your firm actively, you’re not com-
petition to anyone clse, either.

Those firms that are marketing-passive are sitting ducks to their more aggressive competi-

tors. If you haven’t done much marketing in the past, now is a good opportunity, starting
with this publication, to get with the program.

Mistake 2. Having the Wrong Expectations of Marketing

Take a moment and think about this question before you answer it: What’s the purpose of
marketing a tangible item like a personal computer or an automobile?

To create a desire? To get the name out? To get product information into the hands of the
buyer? To build a reputation?

NO!

The only purpose of marketing a tangible item is to sell it immediately! Right now! They
want you to march into that dealership and buy their new Fuzzmobile this very minute!
At the highest possible price! Whether you need it or not!

And, you will buy the tangible item because of the item, itself.
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How many of us have had to live through that humbling experience known as purchasing
an automobile? If the dealer has the car you want, at the right price, are you going to buy
it even if they aren’t necessarily nice, or professional, with you? You either like the tie
you’re looking at in the store, or you don’t. The personal interaction with the seller has
less to do with the purchase than the item itself.

Marketing Truth. People do not buy professional, intangible services the same
way they purchase tangible items.

With an intangible professional service, there’s nothing to see, hear, feel, and smell! What
vou market, sell, and deliver is air.

We need to take a solid look at what people are really buying when they purchase profes-
sional services: They’re buying you. No matter what firm you work for, big name or no
name, the ultimate decision to purchase is based on interaction with real human beings.

Yes, if you spend an absolute fortune on advertising and entertaining and getting the word out,
about five years from now, the community will more readily recognize the name of your firm.
Name recognition doesn’t come overnight, and inexpensively. But, all that will do, possibly, is
open the door a little wider. You still will get hired, or not hired, after they meet you! There
are a lot of easier and less costly ways to get your foot in the door, and we’ll show them to you.

Mavketing Truth. People buy other people, not firms.

Branding is a good idea, as it makes you and your firm more readily recognizable and
memorable. It will probably get you more opportunities. But it is not the major deter-
mining factor in getting the client.

No matter if you work for the best-known firm in town, or the oldest firm in town, or any
firm, the ultimate decision to use a service provider is based on human interaction.

Perhaps in the past you, or one of your colleagues, have come back after losing a sales
opportunity and explained it away saying that the prospective client wanted to go with a
bigger-name firm, or something like that. Be careful. The reason given for not doing busi-
ness is often not the real reason. People don’t like hurting other people’s feelings. That’s
the way we’re brought up. So, the buyer makes up an excuse, such as “Your fees are too
high” or “We need to go with a bigger firm,” to placate you. They probably won’t tell you
the real reason because they don’t want confrontation.

Our experience as marketing consultants to the CPA profession overwhelmingly indicates
that business is relationships.

That’s good news: You don’t have to invest a fortune on marketing to be effective at it.
You will, however, have to get involved in the marketing effort and be willing to carry out
the actions learned in this course.

And, many firms think that if they conduct one seminar or run an ad, they’re going to get
business from it. Sorry—that’s not how it works (although you could get lucky, conceivably).

Mavketing Truth. Marketing is a process, not an event.
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Marketing is a cumulative process, like a hurricane. Each marketing effort builds on what
you’ve done in the past. One-shot marketing events rarely produce business—save your
money and your time.

Mistake 3. Investing in Useless Marketing Tools

In this book we’ll cue you in to what tools work.

Mistake 4. Engaging in Me-Too Marketing

Does your marketing look like everyone else’s? Do you do the same kinds of marketing
that your competitors do?

Marketing is one very important way you can separate yourself from the competition. Me-
too marketing dilutes your message and could send prospective clients to your rivals.

Me-too marketing also tends to be quite boring. Avoid uninteresting marketing—CPAs
and consultants need to garner as much attention, in a professional manner of course, as
possible because the very nature of our business can be construed by the public as not nec-
essarily fascinating nor even that important.

Mistake 5. Not Marketing to Your Own Clients

A good percentage of your new, incremental business must come from your existing clients
and their referrals. Yet, most firms ignore their own clients when it comes to offering them
new or additional services and treat their clients like “annuities” that won’t disappear
because they are good accountants or service providers.

Most firms ignore their own backyard, and outside resources wind up selling services to
the firm’s existing clients that could be provided by the firm. After interviewing over 600
large and small clients of CPA firms for this publication, we discovered that most don’t
even know what other services their CPAs can perform for them.

Worse, it’s those outside resources that your clients use, instead of you, that infect the
client relationship. Once you have an outside resource doing work for your client, the rela-
tionship is at risk because sharp service providers try to bring their buddies into your client
relationship. It secures their position and pays back referrals received (from other CPA and
consulting firms).

It’s also important to continue to market to your clients to let them know how valuable
you are—why using you is such a good idea. One reason auto companies advertise so
heavily is because they want additional purchases from their existing customers and refer-
rals. They constantly send home the value of their product because they know it’s much
more difficult to attract business from someone who has never done business with them
before than to keep and get more business from someone they already have in their sta-
ble as a customer.




INTRODUCTION

Much of the growth and profitability of firms that are extremely successful is due to

the additional (gencrally, nonattest) services sold to existing clients, often on a value-
billing basis.

Mistake 6. Ignoring Internal Marketing

All of the marketing in the world, no matter how great it is, won’t be nearly as effective if
everyone isn’t on the bandwagon back at the ranch. Successful firms involve everyone in
marketing the firm’s services.

Did you know that everyone in your firm is conveying a message all of the time to every-
body about your firm? That’s the essence of marketing. How is your phone answered?
What do your financial statements look like? What does your office look like? What do
your people look like? Are they dressing business casual or too casual? How do they treat
your clients? What message are you trying to convey, but aren’t?

If your firm and your people aren’t in alignment with the kind of client you’re trying to
attract, marketing can’t work.

Everyone in the firm needs his or her own personal marketing plan. Even the receptionist.
Everyone needs to know what’s expected of him or her as his or her part of the marketing effort.

Mistake 7. Searching for Too Many Referral Sources

A significant portion of your new business, about 25 percent, needs to come from refer-
ral sources, outside of clients. What if your percentages differ from ours? You may be doing
something very right (for example, getting a lot of new work from clients) but ignoring
your referral relationships.

Most CPAs and consultants don’t understand what it takes to have a true referral rela-
tionship. We’ll discuss that later. Most professionals also look at referral relationships as a
numbers game: “The more attorneys I know, the more people who will send me busi-
ness!” Not necessarily. The best business generators in the accounting and legal profes-
sions most often have fewer referral sources than their less productive rivals.

Mistake 8. Marketing to Too Many Different Markets

We often start consulting engagements with discussions about exactly what kind of
new business the firm would want. Most CPA and consulting firms use the “Chinese
menu” approach to marketing: You want it> We got it! If that diluted approach works
for you and your firm, keep using it. We find repeatedly, though, that many firms
invest a lot of money and effort into marketing technical expertise that nobody cares
about. We see many firms pursue markets they shouldn’t, thus diluting the overall
marketing effectiveness.
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Now, we don’t want to downplay the importance of technical expertise as the foundation
for all good marketing. But you have to know what kind of technical expertise the market
wants before you market it.

Also, promoting to markets where you don’t already have a presence can be a long and dif-
ficult road. Later we’ll discuss the concept of “cloning” your best clients.

Mistake 9. Lack of Day-to-Day Consistency and Persistence

On what day does Toyota not advertise? Christmas? New Year’s? Nope—Toyota advertis-
es every single day.

As we said earlier, marketing is a process, not an event. Marketing needs to be conducted
even during your busy season, to be most eftective. Otherwise, you have to get all geared
up all over again and almost start from scratch on May 1 or whenever it’s over.

Mavketing Truth. There is time in everyone’s day to go to market: It’s called
lunch (or breakfast, or dinner). Most people eat lunch, even during busy season.
However, we usually eat lunch by ourselves or at our desks or with our friends at
the firm.

We suggest not less than two lunches or breakfasts or after-work meetings a week with
clients, referral sources, prospective clients, and others, even during busy season. The CPAs
and consultants who are committed to successful marketing don’t leave the marketplace
during busy season; many increase their exposure because they know that busy season is
simply the best time of the year to do marketing.

Mistake 10. Being Cheap

How much do your most successful clients spend promoting their businesses? What would
happen if they stopped:?

The most successful firms we know set aside a percentage of gross revenues and treat it as
a fixed cost, like rent, to do marketing. Perhaps the most successful firm in the country that
we know invests 4 percent of gross revenues in marketing. In the beginning, that percent-
age was higher for them. The most successful engineering firm we know of invests 10 per-
cent of gross revenues in marketing. Few CPA and consulting firms invest more than 1 or
2 percent, and usually that includes nonmarketing items buried there by the partners.

Similarly, most firms and individuals don’t take the skills of personal marketing and selling
seriously enough, nor are they willing to invest in their people, to properly prepare the
partners and staff to succeed at bringing in more business. Less than 10 percent of the
major firms in the U.S. provide material training to their people in this area and then they
wonder why they lose golden opportunities, get beat up on fees, or simply don’t generate
enough golden opportunities in the first place.

Folks, marketing and selling are the greatest skills in the world, and they can be learned.
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To amplify the productivity of your firm’s marketing efforts, involve your people, you
included, in as much marketing and selling skill development as you possibly can.

Marketing Truth. Marketing is an investment, not a cost!

Mistake 11. Relying on Marketing People to Do It All

Some firms have hired marketing directors in recent times to handle the marketing chores.
These are the most frustrated people we know.

Almost every single CPA and consulting firm we’ve ever talked to that has allocated
someone to the marketing function (sometimes a clerical person with no real knowl-
edge or background in marketing) has expected that someone to be the one to bring
in the business.

No, no—that’s not how it works! If marketing and generating new business worked that
way, every firm would be on that bandwagon.

Everyone must be involved in the marketing effort! The partners cannot pass it on to the
staff and to the marketing person.

Marketing Truth. All marketing does is provide the opportunity.
Good marketing puts you in the position to get that opportunity more often than the
competition. Somebody still has to show up and get the work (that’s called selling)!

The biggest complaint I hear from marketing directors is: “I can’t get our people to do
anything.”

Mistake 12. Not Following Through on Leads

Good leads are hard to come by for most of us. People that don’t follow through on mar-
keting leads should be ashamed of themselves. We’ve found that it’s the same people who
complain about not enough new business but who don’t jump on referrals and hot leads
immediately before they cool off.

The longer one waits to follow through on that referral or interest shown by a prospective
or existing client, the colder that lead gets and the harder to convert into business.

Yes, you do have time to follow through on leads—it’s called lunch.
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ATTITUDE Is THE FOUNDATION OF YOUR SUCCESS

There is one clear lesson that we’ve learned over the years:

Marketing Truth. We feel that building the right attitude is about 80 percent of
your personal marketing success.

Let’s make this clear. Frankly, without a shift in your thinking, no amount of marketing
know-now will matter.

Why? Because, we’ve proven time and time again that achieving breakthroughs in person-
al marketing, client development, and selling means that you first must change how you
think about your business day, your job, and your personal strengths. Otherwise, you won’t
make the changes in your day-to-day action that lead to success.

EEE
THE IMPORTANCE OF “RIGHT” THINKING

In Exhibit 1-1, “The I-Hate-Marketing Learning Model” we can see how the “right”
thinking will drive your success. Here’s what this means for you:

Marketing Truth. Basically, the way vou think about business development
determines the way you act.

For example, if you see yourself as a technician, you’ll act like a technician. That denotes
that you’ll focus more on getting the work out and dedicate yourself to the high technical
quality of your work product. There is nothing wrong with that way of thinking.

But, if you want to get better at business development, you’ve got to build a strong
business development attitude (thinking process). That may require a simple shift in the
way you think about your daily priorities. The best business generators see the business
development aspects in everything they do. For example, they see the delivery of a work
product to a client as a relationship-building opportunity. Therefore, instead of simply
mailing out a tax return, they take the tax return out to the client, explain the results,
discuss the implications, and find other ways to be of service. Without the right atti-
tude, the best business generators wouldn’t have taken the kind of action that turns into
new business.

The second important point is this. The right thinking makes you set the right daily prior-
ities, so you consistently take the right kind of actions. Linking the right attitudes with the
right aptitudes means you’ll aim toward taking the actions that are most productive in build-
ing your practice. And you’ll do it consistently.

Therefore, if you think about business development in the right way and take the best
actions consistently and systematically, you’ll feel better about business development. You’ll
feel in control, as you’ll discover that you can get direct results through added effort.
Also, you’ll feel more comfortable and confident in your business development capability.
And, ultimately, you’ll feel more enthusiastic about business development—and you’ll be
eager to do more.
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Eventually, you’ll experience the tangible 7esults that you’re after. The right thinking means
that you take consistent actions. Then, your practice will grow with new clients, vital net-
works, additional business with existing clients, and more referrals. And these results will
vitalize you even further.

Accordingly, this is the right place to start—thinking about business development in the
right way. The best business generators have learned to think in a specific way over time,
and so can you.

A THREE-STEP PROCESS TO LAY THE FOUNDATION OF YOUR SUCCESS

We’ve identified three key attitudes that distinguish the best business generators from
everyone else and developed them into the following three steps.

Step 1. Hustle Smarter
Step 2. Bleed Business Development
Step 3. Act Like an Entrepreneur

Step 1. Hustle Smarter

The first attitude of the best business generators in the accounting profession is to hustle
smarter, which means they get into more business development action on a daily basis.
Their success is not based on being lucky or well-connected. Nor is it based on a grand
marketing strategy. Instead, they do the basic practice building steps each and every day,
no matter what else interferes.

We’ve found this attitude in each top producer that we’ve worked with over the years.

Reanl Life Mavketing Example. Perhaps the best example is one of the top pro-
ducers Mike met while working at Arthur Andersen & Co. This man had single-
handedly transformed a medium-sized office from a meek market presence to the
dominant accounting firm in his town over a five year time frame. And this
growth was largely due to his personal efforts. In fact, his reputation for being
aggressive at business development was so renown, he was nicknamed the Great
White Shark, and he was proud of it. Eager to learn his secrets of practice devel-
opment, Mike asked him about it one day. Here’s a direct quote.

All T do is write down five business development action steps cach day on my to-
do list. And, no matter what, I make sure that I follow through on these five
things. Some days I do more and other opportunities arise without me having
to generate them—but I always do those five things.

Now, take five action steps a day. Multiply it by five days a week and you get
twenty-five actions a week. OK, multiply twenty-five action steps a week by fifty
weeks a year, and you get 1,250 actions steps taken in a year, at 2 minimum. I
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know that my average competitors aren’t approaching this amount of activity. So,
even if I was a complete moron, I’d get some business out of what I’'m doing,

1 found that the harder I worked at business development, the luckier I get. And,
over time, I’ve gotten smarter. Now, I know which marketing activities pay off—
and which are useless.

It’s sounds almost too simple. But, it’s true. To get results from business development you
have to find a way to do more of it on a daily basis. That’s what we call hustling smarter.
Here are some examples.

# Hustle is the difference between thinking about all the people that you could
be contacting and actually contacting two each day.

# Hustle is the difference between going to lunch by yourself or with a col-
league at your firm and taking clients out to lunch to discuss their business,
listen to their problems, and look for more ways to serve them.

# Hustle is the difference between simply attending a conference—and pas-
sively listening to the speakers—and actively “working the conference” and
systematically making good contacts.

Therefore, hustle means doing more business development each and every day by setting
minimum acceptable standards for activity and then following through on a disciplined,
daily basis.

Right now, we imagine that a lot of you are resisting. We know—you’re already busy.
You’ve got to manage your projects, answer client phone calls, review the work of oth-
ers, and get your own work done. You’re swamped. That’s the bad news about hus-
tling smarter.

But the good news is that it’s not that difficult to out-hustle the vast majority of your com-
petitors. Because they use the fact that they are busy to put off doing anything at all.

What we found is that hustle is really a mindset. And it’s a conscious decision that you have
to make each and every day. That’s right. It’s not necessarily working longer hours. It’s just
doing a few things each and every day. You build marketing actions into your schedule and
squeeze the most you can out of them.

So, what are some ways that you can hustle smarter? Here is what you can do when putting
these ideas into action.

Start Small

Aim to do just one or two more business development actions each day for the next month.
It doesn’t have to be anything major. Keep it simple. For example, clip an article and mail it
to a client, prospect, or referral source with a personal note attached. Or make a phone call
and invite a client to lunch next week. What you do is less important right now than the fact
that you make it a daily habit. And, over time, to build in more and more action as you see fit.

Even by itself, this approach can have a big payoft for you.
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Real Life Marketing Example. Recently, after attending one of our training pro-
grams, a young staff person realized he had to do more business development to
progress in his career. He decided his single business development action would
be to ask his favorite client for a referral. Realize that this took a bit of courage,
since he had never done it before.

So, he scheduled the lunch and asked for the referral. Guess what happened? He
got one! More so, it turned into a sizeable client for his firm.

Now, think about this example. Hustling smarter really boiled down to a making a simple
decision, and taking control by scheduling a lunch with that particular client.

Use Lunches and Breakfasts to Market and Sell

Let’s face it: You have to cat anyway—cven during busy season. So, use this time more
effectively to make contact with people who can help you. It can be a client, lawyer, banker,
or somebody else who can bring you work.

Don’t, however, just go to lunch and talk about anything. You must have a predefined
business development purpose in mind. You want to be in control. For example, let’s say
that you’re having lunch with a banker. What’s your goal? You want to explore what mutu-
al opportunities exist and how you can promote together. Find out if she has any customers
who are dissatisfied with their existing CPA or consultant and secure an introduction.

In other words, we suggest that you have an agenda for lunch. Go to meetings with a pur-
pose. Find specific ways to do more business.

Make lunches and breakfasts your “sacred” marketing time. Schedule them out in advance.
You’ll find yourself hustling smarter, more quickly and quite painlessly by using this tactic.

Set Give-Up Goals

If you’re going to add more business development actions into your daily routine, you
have to free up time by eliminating other activities. Otherwise, you won’t get to follow
through on the new business development priorities.

In other words, if you are going to do more business development—you’ll have to do less
of something else.

Real Life Mavketing Example. We had a client who found that she was going to
a lot of technical conferences, where there was little or no business development
possibility.

After thinking about it, she decided to cancel her registration at a technical con-
ference, even though she enjoyed it. Instead, she went to a conference organized
by an industry association that was recommended by one of her clients. When she
arrived, she found that there were lots of prospective clients that she could min-
gle with. As a result, she met a prospect who became a very important client.

So, she gave up a time-consuming activity with no business development possi-
bility, in return for an activity with a solid business development purpose.
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Stop here for just a second. Think about how your day is set up. Take a look at your cal-
endar for today. Could you have substituted a business development action for something
on your to-do list? Look for the items that you can eliminate or delegate to someone else,
and replace them with business development action.

Also, consider a business development action that you could get others to do on your
behalf. Could your secretary or staff get some letters out for you? What else could they do
that would free up your time?

Fill Down Time With Business Development Activity

Even if you’re a good time manager, you still face some down time. Consider how can you
fill it up with business development action.

For example, if you take a train to work, don’t read the newspaper on the way. Write per-
sonal notes to clients and prospects instead. Review your schedule to brainstorm on what
you can do to bring in business that day.

Or, you’re in a reception area, waiting to meet with your client. Don’t just sit around.
Make a few phone calls instead, while you have the chance. Or jot down the referrals or
introductions that you want to request from the client you’re meeting. Perhaps, grab the
industry journal sitting on the end table. Make note of an article that applies to one of your
service areas, and make it a point to mention it to your client.

Or, when you’re in your car, don’t just listen to your car radio—listen to a tape on busi-
ness development instead. Get audiotapes of important industry conferences so that you
are up to speed. Use the car phone to keep in touch.

Now, take a look at these four ideas. We recognize that you’re busy—you’re not a sales-
person who is supposed to be selling all of the time. But, consider the best business gen-
erators. Don’t you think that they’re busy too? In fact, many of them are in leadership posi-
tions at their firm. And this puts even more demands on their time. But, despite these
scheduling burdens, they make the time to hustle.

So, all we ask you to do is to try the same approach. Consciously squeeze more business
development into your day. Fill in the gaps in your schedule with solid business develop-
ment. That’s what we’re talking about when we suggest that you hustle smarter.

Getting Started

To help you get started, we’ve put together a personal brainstorming exercise, Exhibit
1-2 “Hustle Smarter: A Personal Brainstorming Exercise.” Take some time out right now
to complete it. Remember, the key to hustling smarter is to consistently make business
development a top priority in your daily schedule.

The purpose of the last step of the exercise, “Step 4. Go the Extra Mile,” is to get you even

more closely tuned into the best business generators’ frame of mind. After all, the best
business generators sell and market as if their professional livelihood depended on it!
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If you’re a sole practitioner or managing partner, you may already have this orientation.
But, others of you will have to strengthen your resolve—and set more aggressive daily
activity goals. In other words, sell and market as if your professional success depends on
your ability to bring in business. Act as if you were on full commission, instead of salary.
Then, bring this frame of mind to your daily setting of priorities. You’ll find that the hard-
er and smarter you work at business development, the luckier you’ll get.

Step 2. Bleed Business Development

The best business generators see business development possibilities in every aspect of their
day. Whether they are meeting with clients, calling a client’s attorney or banker, attending
a chamber of commerce lunch, or planning their social calendar, somehow and someway
they’ll find a business development tie-in. They think more about business development
than they do about other aspects of their job. Moreover, they see business development
possibilities in everything they do, whether work related or social activities.

Rainmakers see business development possibilities in even the most routine and mundane
activities. Take billing for example. Many top producers don’t simply send an impersonal
bill out to their clients. They may send along a brief memo that summarizes the value of
the work to the client, instead of simply the cost associated. Some break out all the indi-
vidual parts of what they do on the billing, for instance, all of the schedules of the 1040,
and the individual steps of the consulting engagement so the client can see the real value,
other than a cold number of dollars due.

For important clients or those they haven’t seen for a while, they may talk it over in per-
son. And, they sell the client on the value they’re producing.

Their “antennac” for new business is always up. They look at every situation—a lunch, a
golf outing, or even a wedding as an opportunity. They are in the habit of thinking about
generating business; it’s in their consciousness.

Real Life Mavketing Example. This is a true story of one of our clients. The
daughter of the managing partner was getting married. At the wedding recep-
tion, the managing partner was standing in the receiving line and saw some-
body he’d never met before. He introduced himself and quickly discovered
that this person owned his own manufacturing business. The managing part-
ner made a mental note to seck out this person later. After dinner, as he circu-
lated around the room, he found this guest and engaged him in a very short
conversation discussion about him and his business. Wouldn’t you know it?
The guest wasn’t pleased with his current firm. The managing partner told us
he said the following words to his guest: “I’m the managing partner of the
XYZ CPA and accounting firm. Should we be talking about your business?”
That was his “close.”

The result? By listening—by keeping his business development antenna up—he
caught a prospective client in the “buying cycle” and created the appointment
that turned into a new client, right at his daughter’s wedding.
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The best business generators simply think about business development more often because
they see it as the most important part of their job and their career. So, when they plan out
their day, they are constantly thinking about how business development can be factored
in; it’s always their top priority.

So, now let’s look at how you can begin to bleed business development.

Identify the Things You Like to Do That Can Result in More Business

The best of all worlds is if you enjoy something and it brings you lots of business. It’s also
easier to do more of activities that you like.

Start finding ways to do more of those activities right now. Get the most business devel-
opment payback possible. For example, if you enjoy networking, make sure that you are
in the right organizations. Find the associations with the highest concentration of clients
and prospects.

Or, if you like writing articles, contact the editor of a newsletter or magazine that caters
to the type of clients that you want to attract. Pinpoint an area of interest or a common
problem that their readers face. After you write the article, make sure that you use it to
create business by mailing copies to all of your targets and clients.

Perhaps you like to speak at seminars. Find an opportunity to speak where clients and
prospects gather. Load your presentation up with references to your client experiences. Be
sure to get a list of attendees and follow up with a personal note.

Don’t stop here. What social and community actions do you enjoy? Are you into golf?
Find clients, prospects, and referral sources with a similar passion. Join the golf and coun-
try clubs where you can find prospective clients. Become visible in activities that showcase
your business expertise. It doesn’t have to be golf. Are you active in your church? Do you
enjoy charitable work? Little League? Boy or Girl Scouts?

Marketing Truth. Wherever you go, you’ll find business. It almost doesn’t mat-
ter which activity you choose initially, but find a way to factor in business
development.

Work With the Top Producers at Your Firm

Find a way to learn from the top producers at your firm. See if they’d be willing to coach
you a bit—or mentor you. Why shouldn’t they? It’s in their best interest to have you bring
in more business; it’s going to fall into their pocket.

How should you work together? Initially, meet with them. Find out what their plans are
to build their practice over the next year. Find out what problems and obstacles have
kept them from selling more business. See how you might help to solve some of these
problems. For instance, they may need help in following through on the large number
of leads that they already have. Or, they may see opportunities that they don’t have time
to pursue.
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Real Life Mavketing Example. A partner at one of our clients wanted help
from one of the big producers at his firm—who resided in Washington. So, he
had to figure out a way for this rainmaker to come to New York to help him
build his local practice. But, he was stumped. What could he offer this person
who was the best business generator in the entire firm? Well, he figured that he
had nothing to lose. So, he called the partner in Washington and asked him
how they could help each other out. To his surprise, he found that the
Washington partner lacked the resources and time needed to complete a pet
project. So, they made a deal. The New York partner would contribute some
staff resources and supervise the project to completion. In return, the rain-
maker would guide and counsel him. And, more importantly, he’d introduce
the partner from New York to his existing Washington-based clients who had
strong New York connections.

In our experience, this story is not uncommon. How can you leverage off the success of a
top producer at your firm? How can you work together in a way that’s mutually beneficial?

Work With the Top Producers at Allied Firms

Now, go beyond the top producers at your firm. Think about the attorneys, bankers, insur-
ance agents, and others that you work with closely. Which ones excel at business develop-
ment? Do you have good personal chemistry with them? Do you feel comfortable?

Take the next step. Set up a lunch meeting. Tap into their brain. How did they build their
practices? What seems to work best for them? Do they see mutual advantage in marketing
together with you?

If nothing c¢lse, schedule lunch meetings periodically, just to share ideas. You’ll find that
the top producers have turned business development into a game, like golf, and similarly
love to share new ideas about how to get better at this game, just as they would for other
pursuits. Better yet, find a way to work together more closely.

Real Life Mavketing Example. One CPA we know came up with a novel ap-
proach. He specialized in estate and business planning for family-owned com-
panies. In this work, he had teamed up with a respected insurance agent. And, on
occasion, he worked with an attorney and a consulting psychologist that special-
ized in family business issues. Most of them were pretty good business generators
in their own right, but the insurance agent was an excellent marketer. He agreed
to mentor the others.

They decided to organize monthly business development meetings. They’d
review each other’s promotional materials and discuss enhancements. Over time,
they identified opportunities for joint marketing. They began to invite guest
speakers to brainstorm on additional ways to bring in business.

Needless to say, they ended up trading some pretty heavy business back and forth.
But, more importantly, they became a “support group.” They helped each other
foster a consistent business development effort. And they all benefited.
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Enhance Your Business Development Skills

The fourth way to bleed business development is to become more skillful and adept at it.
Let’s face it: If you think you’re inadequate at something, you won’t like it. And you cer-
tainly won’t seek out opportunities to do more of it.

However, if something is truly important to you, you’ll look for any technique, approach,
or tool that might help you to perform better.

In our business, we often conduct in-house personal marketing and professional sales
training workshops for CPA and consulting firms. Guess who sits in the front row paying
tull attention? Who do you think takes the most copious notes? Which ones participate
most in the training and attempt to apply the techniques when they leave?

You guessed it. It’s the best business generators—the people who already excel at busi-
ness development. They are the most enthusiastic students.

Real Life Mavketing Example. We were conducting a training session for a
firm in St. Louis. In the morning session, we covered listening and interview-
ing techniques that make you more productive in face-to-face selling. About
20 minutes before the lunch break, the managing partner excused himself. He
explained that he had a long-standing lunch appointment with a prospective
client. Before the training, he had planned to make a presentation. After hear-
ing what we had to say in the morning, however, he decided to leave his pre-
sentation at the office. Instead, he would simply listen and interview the
prospect—using the techniques he had just learned.

After lunch, he returned to the class. It turns out that he made the sale. But,
more importantly, he sold the prospect a different service than the one he would
have presented to him. In other words, he would have tried to sell the prospect
something that the prospect didn’t want to buy.

He made a sale he might have missed if he hadn’t been open to hearing new ideas
or learning new skills.

Take a cue from the best business generators. Work on your business development skills.
What skills do you need to get better at?

Here are a few to consider:

@ Public speaking

# Persuasive writing

# Personal marketing

i Professional selling skills
# Relationship management
& Designing presentations
# Networking skills

# Working industry conferences
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@ Special services (for example, litigation support)

B Various certification courses (for example, becoming a CFP, BVA, CFE, or
- Series 6)

Before you go on, ask yourself a question. What skills are going to be most important
for your success? Isn’t business development at the top of the list? Now, pick a course.
Get signed up today.

Believe us. Business development is a learnable skill—it’s not solely a natural talent.
Anybody can improve and excel over time. But, you have to want it and work at it just
like you’ve worked hard to build your technical skills. And, remember, the more skillful
you become, the more you’ll like business development. Consequently, you’ll be
spurred on to do even more.

Let’s move on now to the final way to bleed business development.

Recognize That You Are Marketing and Selling All the Time

We briefly talked about this earlier. You’re already marketing and selling all the time,
even if you don’t realize it. When you do work for your clients, you are always send-
ing a marketing message. Every interaction with a client indicates how much you
care about them and how well you understand their business. Based on your mar-
keting, they may perceive you as a valued adviser. Or, instead, they could view you
as simply a technician. Your success in marketing your quality of work and service
determines whether your clients continue to hire you—and whether to ask you for
more help.

When you go to lunch with a prospective client or a referral source, you are making
some kind of marketing impression. If you handle the event properly, they’ll see you as
a valued contact, one who impresses them enough to refer clients to for service.
However, if you don’t market right, the referrals will never come.

You are also selling ideas all the time. Whether you trying to persuade a client to write
off its inventory or to get its financial records to you on a timely basis, it’s all selling.
Mavketing Truth. Remember you ave the marketing message. So, what do you

do? Treat all important interactions as a marketing opportunity. That’s what
the best business generators do.

When you go to lunch with a client, don’t think about what you want to eat. Instead,
think about your interviewing strategy to find out what your client’s aches, hurts, needs,
wants, concerns, and desires are. What are the key problems they’re facing? What can
you do to enhance the quality of your client relationship? What ideas do you have to
improve this client’s business?

Likewise, if you are networking at an association meeting, you are sending out a per-
sonal marketing message with everyone you meet. How do you introduce yourself?
What questions do you ask? Do you try to meet people?
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Always go to a marketing event with an agenda. Go with a specific business devel-
opment purpose.

Getting Started

We’ve now covered five specific ways that you can begin to bleed business develop-
ment. The predominant reason that the top producers sell a lot of work is that they see
business development in all aspects of their job. They enjoy it. They think about it con-
stantly. And they are always seeking out the opportunity to help their clients and
prospects to solve their business problems. Take some time out right now to review the
exercise in Exhibit 1-3, “Bleed Business Development: A Personal Brainstorming
Exercise.” Work through the following brainstorming exercises to tailor these ideas for
your practice.

Now, ask yourself this: how do hustling smarter and bleeding business development com-
pliment each other?

Time out! Think back. Can you see how the first two attitudes of the best business gen-
erators play off one another? If you bleed business development, that is, if you think
about it more often and you learn to like it, naturally, you’re going to want to do more
business development on a daily basis—consequently you’ll hustle smarter.

All that really is required is a decision: to make a simple shift in your thinking. See that
business development enters all aspects of your day. Although you may not look at it
this way currently, you are marketing and selling all of the time.

Let’s move on to the final attitude.

Step 3. Act Like an Entrepreneur

The best business generators see themselves as entrepreneurs rather than solely as CPAs.
This means that they believe their primary purpose is building their practice. Because of
this, marketing, selling, client relationship management, quality service, and cross mar-
keting are always top of mind.

Even early in their careers, they understood that in order to move ahead, they had
to take responsibility for building their own book of business; they couldn’t wait
around for someone to hand feed them work for the rest of their careers and still
expect to progress.

Marketing Truth. The best business generators know that they are in business
for themselves.

This doesn’t mean that they don’t value their technical qualifications. It simply means
that they rely on others to supplement and play this role.

In our market research work with professional service firms, what clients continually
tell us is that they wish that their service provider would get off of the technical details.
Instead, they want to hear the business implications. What are the critical problems you
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see? What solutions do you suggest? What action should your client take? That’s why
the best business generators excel. They are able to persuade the prospect to en-
gage them because they speak directly to the needs, values, and concerns of the
client and prospect. Put another way, they speak their client’s language—using their
words and vocabulary.

Numerous studies have been conducted with CEOs to ascertain how they selected the
winning accounting firm. Universally, the conclusions are the same. Exhibit 1-4, “Most
Important Reasons for Selecting an Accounting Firm,” shows the results from a study we
conducted with CEOs at 100 companies of varying sizes across North America, asking
them what the most important reasons were when they selected their accounting firm.

Do you see what your clients and prospects are telling you?

Let’s sum up. The best business generators see themselves as entrepreneurs. And this
entreprencurial viewpoint allows them to tune into the wavelength of their clients. In
turn, this enhances their position as a business adviser and strengthens the rapport they
have with business owners.

So, how can you act more like an entrepreneur? A few suggestions follow.

Listen to Clients and Identify Their Concerns

How much do you know about your top client’s business? Are you up on the concerns
that are driving their industry? What’s most important to your clients?

The best way to position yourself as an entreprencur in the eyes of your clients is to ask
them questions and listen.

Learn their priorities, as that is what’s important to them. And that’s why they need you.
Ask them questions that go beyond their accounting and tax perspectives. Find out what
challenges they face in operations, service, and management systems.

Real Life Marketing Example. We were working with a firm in the Southwest.
A new managing partner was recently appointed and he wanted to make sure
that the relationships with their top clients were strong and vital.

We worked out the following approach:
# A client service training session was conducted for all partners and managers.

# For the top 45 clients, the managing partner and his division heads met
with the clients’ CEOs and CFOs. They conducted a structured interview
intended to test the current satisfaction and identify any enhancements
required. Each interview was followed up with a personal note to let them
know what corrective follow-up action was being taken.

2 For the rest of the clients, a brief 15-question survey was sent to the CFOs
to get a handle on any service related issues. Any clients with a problem
got a phone call from the managing partner to set up a personal visit. All
clients did get a personal letter from the managing partner to thank them
for their participation.
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One result was recognition of the top quality service that this firm pro-
vides because few service problems required any corrective action.
However, the managing partner found that clients generally didn’t see
their partner as a valued business adviser outside of accounting issues. So,
he is currently defining ways to address that problem through training and
other methods.

This sounds simple, but it works. And too few CPAs and consultants engage their cli-
ents (and prospective clients) in conversations like these.

Immerse Yourself in an Industry

Increasingly, our clients are specializing in a handful of industries. Let’s face it. You
can’t be all things to all people. So, make the tough choice to become immersed in two
or three industries. Even if you specialize in several industries, we suggest that you pick
one or two as your “super” specialties. Then, blitz these areas and deepen your under-
standing of this industry.

What’s the best way to do this? Enlist the aid of your top clients who are in this indus-
try. What are the best associations? Which one would be best for meeting top execu-
tives at prospect companies? What newsletters and magazines do these clients read to
stay on top of the industry? What is the best way to market yourself and network in
this industry?

Here’s another idea. Walk trade shows with these clients. This is a good way to get
introduced to companies just like your clients and their suppliers, as well. If there are
educational sessions going on at the show, sit next to your client at the presentations
and see how the topic impacts your client’s business.

Meet with the leaders of the local industry association. Talk to the president, member-
ship chairmen, and head of the program committee. Get their perspective on the top
business concerns that their members face. Which of the members is particularly knowl-
edgeable? Can you get an introduction to this person?

Also, interview the editors of the top newsletters and magazines that serve this indus-
try. What’s their editorial focus? Why? What are their reader’s concerns?

Make it a project to learn all you can about this industry. Get some help from your staft
or administrative people. Start an industry information file. Get them to read selected
industry periodicals and highlight the relevant articles. Or, have them go to a library.
Xerox the table of contents from back issues of the industry periodicals. Then, get
copies of the articles that look best.

Some partners tell us they couldn’t get their staff to pursue industry knowledge, espe-
cially on their own time. Why shouldn’t they? Where does it say that they don’t have to
help you build your practice? How can they expect continual increases in pay and op-
portunities for advancement, unless they do their fair share of increasing their produc-
tivity and value to the client and prospective clients?
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Consider conducting a special research study, perhaps in concert with an association or
industry periodical. Do a research study that identifies the critical business concerns fac-
ing the industry. Or convene a special focus group where clients and prospects share
their business concerns, current priorities, and future plans.

Or, collect financial and operating benchmarking information. Calculate key industry
ratios. Compare these ratios to some of your client results.

Here’s another idea. Hire an industry guru to speak to a small group of your clients and
get them to invite some colleagues along. Alternatively, rent a videotape by the expert
or link into a teleconference and take the same approach.

Now, once you immerse yourself in an industry, gear the bulk of your marketing to this
industry. Being an entrepreneur means that you can see the world through the eyes of
your clients. You see their needs and find a way to help them. You should strive to know
what your clients care about. And your marketing results will multiply.

If you look back on these ideas, you may be already doing some of them. These prin-
ciples are tried and true methods.

The point here is intensity. What we suggest is an all-out blitz on an industry—a full
court press. Put almost all your energy into an industry. The following example illus-
trates how one firm used an industry focus to expand an existing marketing program.

Getting Started

As entrepreneurs, the top producers tend to have a broader business perspective instead
of a strict accounting or tax perspective. Said differently, they tend to see business issues
as a business owner might view them. Consequently, the best business generators are
more like their clients. As a result, clients relate much better to them—not as techni-
cians, but as fellow businesspersons.

To act like an entrepreneur, you must get in tune with your client’s point of view. You
must understand their industry issues, business concerns and personal goals. Take some
time now to review and consider the suggestions in Exhibit 1-5, “Act Like An
Entrepreneur: A Personal Brainstorming Exercise.”

CONCLUSION

Lets’ take a look at what you accomplished so far. You now know the three critical at-
titudes that the top business generators possess.

Stop for a second. Take a look at these attitudes once again. Now, start with the first
attitude. How might this differ from an average producer? In fact, what would be the
“polar opposite” attitude that one might display?

Repeat this process for the next two attitudes. Again, what would be typical attitude?
And, what would be the opposite extreme thinking?
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Now, take a look at Exhibit 1-6, “Building a Business Development Attitude.” See how
your answers compare to what we typically find. In the left column, labeled “Stop,”
we’ve identified those attitudes that will inhibit your growth as a business developer.
Unfortunately, these attitudes are ingrained in many of the average producers in the
profession. Sadly, this attitude will limit their ability to grow their practice.

So, to improve your business development results, you need to ask yourself a basic ques-
tion: How can I build these same business development attitudes? You want to shift
over to the attitudes depicted in the “Start” column. This will take a conscious effort
and daily reinforcement, but it can be done.

All it takes is a decision. Decide to think about business development like the best busi-
ness generators do. That’s a decision that you can make today.
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EXHIBIT 1-1: THE I-HATE-MARKETING LEARNING MODEL

Think > Act

Y Y
Results » Feel
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ExHIBIT 1-2: HUSTLE SMARTER: A PERSONAL BRAINSTORMING EXERCISE

Get out your daily calendar, as well as a notepad to jot down some ideas. Look at your sched-
ule for the next week or two.

Step 1.

Step 2.

Step 3.

Step 4.

Add one more business development action each day.

Get a goal to add at least 10 to 12 business development actions for the upcoming
two weeks. Consider all your possibilities.

@ Clip an article and send it to a few clients.
@ Call a referral source to get reacquainted.
& Join a new association.
# Meet with a colleague.

If you’re having trouble coming up with ideas, go ask a top producer in your firm
for some advice. Also, are there any business development actions you’ve been
procrastinating on? Commit to getting to them this week.

Use your breakfusts and lunches to market and sell.

Take a look at your schedule for breakfasts and lunches. How many of these have
business development possibilities? What do you have to do to turn this into a
marketing or selling opportunity?

Do you have slots open? Make it a point to fill them up with business development.
Invite a client, referral source, partner, or colleague to join you.

Set give-up goals.

Look at your schedule and review your to-do lists. What actions can you delegate to
others to free up business development time? Can you eliminate any activities
outright? Are there any additional business development activities that you can
leverage off to a junior professional or an administrative person?

Go the extra mile.

Look at what you’ve accomplished thus far. This is how the best business generators
manager their calendar and set priorities. How much additional action did you come
up with?

Now look at your to-do list from a different perspective. Imagine that you didn’t
draw a salary at all. Instead, let’s say that your full income was derived from the
additional work that you sold to clients, as well as from the fees generated from new
clients that you brought in. With this fresh mind set, review your calendar once
again. How much more business development could you fit in? Would you add a
few more business development breakfasts and lunches? Could you find other
activities to delegate?
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ExHIBIT 1-3: BLEED BUSINESS DEVELOPMENT: A PERSONAL

BRAINSTORMING EXERCISE

Take out a fresh piece of paper. Set aside a few minutes of quiet time to brainstorm.

Step 1.

Step 2.

Step 3.

Step 4.

Step 5.

Identify the things you like to do that can vesult in more business.

Remember that the best way to enjoy business development is to concentrate on
those activities that you enjoy—the ones that interest you and where you feel
comfortable and confident.

Think about your personal interests—whether it’s community activities, business
associations, or sports. Consider ways that you can turn these activities into a fertile
business development purpose. For example, if you enjoy tennis, ask a client to join
you for a set or two. If you are in a business association, consider how you can get
into a visible role in order to meet prospective clients.

Next, consider those business development activities that you enjoy. Do you like
spending time with the top executives at your clients? Do you enjoy networking or
do you prefer writing articless Do you prefer writing personal notes or calling
people on the phone? Do you enjoy public speaking or putting on seminars?

Work with the top producers at your firm.

Which partners bring in a lot of business at your firm? Which of these people do you
have the best rapport and personal chemistry with? Would they be willing to mentor you?
Set up a meeting and ask this person to advise you on the best immediate ways to
build your personal practice.

Work with the top producers at allied firms.

Do you know any attorneys, bankers, or other contacts who excel at building their
practice? Consider perhaps people who may act as advisers to your clients Again,
do you have solid personal chemistry with any of these contacts: Make a point to
take them to lunch. Ask them how they’ve built their practice, what their plans are
for perpetuating this growth; and what advice they have for you.

Enhance your business development skills.

Consider how you can enhance your personal marketing and selling skills. What
skills are going to be most important in your success? Would you like to be a better
public speaker? Do you need to strengthen a special expertise through additional
training? Would you like to improve your skills in face-to-face selling?

Find out what training courses that others recommend. Commit to taking a
training course in marketing or selling over the next three weeks.

Recognize that you’re alveady marketing and selling all of the time.

Do you have a meeting coming up with a client? How can you structure the
agenda so that you can turn this into a marketing opportunity? How can you help
this client further? What can you do to improve your relationship with this individual?
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ExHIBIT 1-4: MOST IMPORTANT REASONS FOR SELECTING AN
ACCOUNTING FIRM

~ MOST IMPORTANT REASON FOR DECISION  RANKING ON SCALE (1
Concern for helping the company make more money 94
Rapport—close interpersonal working relationship between the
contact partner and the company’s key executives 9.1
Ability and willingness to listen and help identify, understand,
and resolve the company’s business problems 8.7
Exhibiting a proactive attitude—anticipating problems and,
especially, opportunities 8.1
Timeliness of performing services 8.0
Responsiveness to client service request 7.8
Periodic, regular nonengagement contact 6.7

(For the sake of comparison, technical expertise is rated 5.3 and fees are 5.6.)
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ExHIBIT 1-5: ACT LIKE AN ENTREPRENEUR: A PERSONAL BRAINSTORMING EXERCISE

Get out your daily calendar, as well as a note pad to jot down some ideas. Look at your sched-
ule for the next week or two.

Step 1.

Step 2.

Step 3.

Set appointments with three of your most entreprenenvial clients for Iunch or breakfast.

Your job will be to interview these successful people and find out:

1. To what do they attribute their success?
2. Why did they start their own business?
3. What would they do differently if they could?

These interviews are designed to give you some specific insight into the entrepreneurial
mindset and activities. You should find several thought processes and success attributes
in common.

Tike out subscriptions to new publications and vead them diligently.

In order to speak the same language, think about what your clients do, and relate
better to their concerns, you need to read the same publications, the Wall Street
Journal, Investor’s Business Daily, and the predominant industry publication the
client abides by.

Set your goals with a new mindset.

In setting your goals for the year, month, and week, ask yourself if all you are doing
is looking to get work done, or doing strategic, long-term items that will help you
reach career and business goals.
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ExHIBIT 1-6: BUILDING A BUSINESS DEVELOPMENT ATTITUDE

# Marketing only when you have “spare time” # Hustling smarter to generate new business
g only \ p g 22
each and every day

%@ Concentrating on simply getting the work out ~ #  Seeing business development in every aspect
of your work

[

#  Making business development consistently a Thinking more about business development
low priority than any aspect of your work

% Seeing yourself as a technician @ Seeing yourself as an entrepreneur
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APTITUDE FOR FOCUSING ON BEST OPPORTUNITIES

In this chapter we’ll guide you to begin creating your own custom-designed personal mar-
keting plan. You’ll define the value of your services and find out which clients need your
services the most. You’ll find out where you can be most successful marketing your ser-
vices and discover the best ways to promote yourself.

aag
THE PRACTICAL VALUE OF FocCus

There are pragmatic reasons to have a strict focus for your marketing effort.

Reason 1. You Can’t Be All Things to All People

First, you can’t be all things to all people. In fact, the more generic or commonplace you
look, the less valuable you seem. Conversely, the more distinctive and unique you appear,
the more value you project.

Reason 2. Strengthens Marketing Efforts

Second, if your marketing effort is scattered and diffused, your impact will be weak.
Without a strong focus, many CPAs and consultants end up running in circles, chasing any
opportunity that looks like a possibility. With focus, you get a strong, sustained, and con-
sistent exertion on a clear, precise target.

Reason 3. Competition Is Becoming More Specialized

Third, your competition is becoming more specialized and focused. Niche marketing is
now the standard of success in the profession. It’s no secret that the national firms invest
millions of dollars in their industry programs and service line teams. These firms want to
be fully up to speed on their clients’ specific business challenges. Also, they invest in mar-
keting programs geared specifically toward these industry/service priorities.

What the big firms do doesn’t apply to you. Even mid-sized and smaller practices are
becoming highly specialized. Increasingly, you see partners who concentrate their full time
and effort on a single industry or service line. One New York firm (not a national firm)
boasts of fourteen partners devoted only to Internet and high-tech start-up companies.
Just like medicine and law, our profession is quickly becoming much more specialized and
focused. It’s your choice: You can get with the program now, be a leader, and grab a big-
ger piece of the market share while your competition is still sleeping, or you can wait until
they grab your market share.

Reason 4. Marketing Resources Are Limited

Fourth, you don’t have the time to promote to a wide variety of market segments. What’s
the most precious resource for any professional? It’s your time. After all, you make money
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by billing your time. So, you can’t waste time and energy by chasing opportunities that
aren’t likely to go anywhere.

Another way of looking at focus is as a process of disciplined priority setting. Even if you
have the experience and expertise to serve a wide variety of industries or types of business-
es, you simply don’t have the time. Therefore, you have to look at your strengths and your
best opportunities. Then, keep concentrated on your top two or three market priorities.

In this way, you always keep striving for those opportunities that mean the most to you,
instead of furiously chasing clients or prospects that are less valuable.

Reason 5. Easier to Get Referrals

Focus makes it more likely to receive referrals because it is simpler for someone to access a
specific “file” in their mind rather than an entire “database.”

Perhaps you asked someone to refer you to someone who might need a CPA. There’s a
problem: That person must now access every person (every file in their database of people
they know) in their entire mind to see if they know anyone for you. That’s too much work!

However, with the power of focus, you can be much more specific with the referrals you
request. You’ve limited the number of people or companies to a smaller group but have
increased the odds they will comply with your request.

Mavketing Truth. 1t’s easier for someone to refer a client to you if they know

exactly what you are looking for because it limits the number of files in their
memory to a specific category.

Reason 6. Adds Value in the Client’s Eyes

Sixth, and last, focus makes you more distinctive and valuable in the eyes of your clients
and prospects.

In our programs and consulting, we run into objections to marketing focus quite often.
We have only one answer: You really may not have a choice. Why? Because clients and
prospects care about your focus. Although they differ in degree of interest, they value rel-
evant knowledge and specific expertise in their business.

Experience proves, and market research confirms, that clients value focused CPAs and con-
sultants. Clients look for professionals with an in-depth understanding of their business or
personal financial challenges. They want an expert who can quickly solve the trauma that
they might be facing. Also, they see an expert as being more efficient in serving their needs.
They believe that a specialist can get up to speed on the situation rapidly without spinning
his or her wheels struggling to learn their business.

Also, it’s been proven that the quality of rapport and personal chemistry is central to suc-

cess in winning a client’s business. Consequently, the more you understand about a client’s
business, the more likely you will be able to empathize and relate to the client.
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Moreover, you can ask more insightful and reasoned questions that will lead to a more
thorough diagnosis and sale.

All of these factors combine to make focus critical to your ability to build the kind of per-
sonal chemistry that your clients and ideal prospects will value.

Consider the following example.

Real Life Marketing Example. A firm that had some success with an succession
planning direct marketing plan for wholesale distributors wanted to expand its
efforts beyond the mailing program.

Here’s what the partners did. They contacted the local chapter of the association
for wholesale distributors and set up a meeting with the executive director and
the editor of the association newsletter.

They wanted to set up two informal discussion groups of eight to ten wholesale
distributors. First, they wanted to discuss succession planning challenges with
the senior family member who was running the business. Then, they wanted to
have the same discussions with the next generation of family members to get
their perspective.

The wholesale distributor association took responsibility for organizing the
groups. But the firm’s lead niche partner made sure that three or four of his top
clients were included—and two of these were brand new clients.

The CPA firm partner’s role was to simply facilitate the discussion, while the
owners discussed their succession planning frustrations. At the session, the edi-
tor took notes and wrote a lead article on the findings—with a special commen-
tary by the accounting partner.

After the article was published, two of the participants called the partner for a
meeting, and one became a client. In addition, when the article was published,
he received ten more calls—which resulted in another new client.

There’s an old adage in the goal-setting business: It’s better to be a meaningful specific
instead of a wandering generality. The same is true for your marketing strategy.

WHERE DoOES BUSINESSs COME FrRoMm?

We’ve got to cover one more key to marketing success.

Let’s analyze the best business generators once again. Remember, everything we cover in
Mastering the Art of Marketing Professional Services is modeled on how the best business gen-
erators, in small and large firms, succeed. Now, we’ll look at how the best build their practice,
as illustrated in Exhibit 2-1, “Where Should Your New Business Come From?”

As the chart shows, 50 percent of your new business should come strictly from existing
clients, in the form of additional services and referrals from them. If approximately 50 per-
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cent of your new business should come from clients and their referrals, where should you
invest 50 percent of your marketing attention and effort? That’s right—with your current
clients, because they are your most important business building asset.

Second, what kinds of prospective clients are your best existing clients likely to refer you
to? That’s right: people just like them—either in the same business, at the same income or
social level, or facing the same personal challenges. Again, that’s where focus pays off.

If you excel at this and stay close to your client’s business, they will see you almost as an
extension of their company resources. Consequently, they’ll repeatedly hire you for addi-
tional work, special engagements, and consultative advice as the need arises. Also, they’ll
actively refer and recommend you, leading to even more business.

Next in importance are allies. As with their top clients, the best business generators reap a
lot of business from close, committed relationships with attorneys, bankers, insurance bro-
kers, securities people, bonding companies, and others. In effect, your close allies must act
like your external sales force, securing for you a steady stream of referrals that contribute
to your growth.

The final component is direct prospecting and marketing to prospective clients, or
strangers. This encompasses seminars, public speaking, mailings, association involvement,
advertising, and your Web site. Immediate personal contact and disciplined follow-
through is essential after direct marketing and means little without it.

When most accountants think about marketing, they focus the great majority (75 percent
or more) of their effort and marketing dollars on marketing contacts intended to generate
new contacts with strangers! This is wrong. We recommend that you invest 75 percent of
your marketing effort on building strong personal relationships with allies and clients.
Then, you can build off this success with concerted, focused marketing campaigns.

Of course, there are some exceptions. If you don’t have any current clients, you have to
hustle harder with referral sources and direct marketing to prospects. Also, if you sell pri-
marily independent consulting engagements, you’ll also have to emphasize more direct
marketing, because that’s a transaction-oriented business. But, for the conventional CPA
with an established practice, the above standards apply.

What does this mean for you? Who should you be targeting for marketing efforts?

# Focus on your best clients.
# Focus on prospective clients who are clones of your best clients.

# Focus on allies who can get you more business from clients and referrals into
clones of your best clients.

# Focus on direct marketing to those places where you can reach cloned clients
and referrals of those kinds of people.

Doesn’t this appear logical? We’ve found that this is the best way to focus yourself. Why?
Because you were able to attract and keep your best clients for a reason: mainly due to your
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service expertise, knowledge of their business, ability to help these clients succeed, and
your personal relationship with them. Said another way, your personal strengths are the
reason that you’ve retained and prospered with these top clients.

Question: Where can your strengths be best directed for optimal results? Answer: To
prospects who are similar to your top clients.

By playing to your strengths, you increase your chances for success. Why stray away from your
best market niches? Unless the market is so thoroughly saturated or you can’t serve these tar-
get clients at a profit, let your competitors waste their time and diffuse their marketing impact.

Stay focused, and concentrate your full energy and marketing investment on a smaller
number of high-priority market niches.

——
el

THE PERSONAL MARKETING STRATEGY SYSTEM

You’ll start creating your personal marketing plan by getting focused on your golden
opportunities or best marketing opportunities. What’s a golden opportunity? Simply put,
a golden opportunity is finding those market needs and wants that are both most attrac-
tive to you, as well as where your chances for success are greatest.

Focus helps you to keep your eye on the prize. Focus makes your life easier and more pro-
ductive, because you will make a frank appraisal of your strengths. Then, you will gear your
full efforts on your best clients, along with a precisely defined group of realistic, achiev-
able, and profitable prospective clients.

Here’s another way to look at it. See yourself as a product that you are bringing to mar-
ket. There are four questions, illustrated in Exhibit 2-2, “The Personal Marketing Strategy
Process,” that you need to answer before you can properly market any product or service.
Let’s review each of these questions in detail.

Question 1. Why Do People Need Your Services?

First, you need to define the value of your services.

# What need, hurt, ache, problem, wants, or desires do you satisfy in your clients?

& Why are they willing to part with their hard-earned dollars for your services?

= Why is your blend of expertise, experience, past client engagements, or
industry know-how of particular value?

& Do you have some special service savvy that either eliminates a client’s hurt,
ache, trauma, or problem or makes their life easier?

# How is your value distinctive and different from others’ services that can sat-
isfy this need?
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By answering these questions, you are putting yourself in the buyer’s shoes, which is the
first step in any marketing process.

Consider the automobile industry and the product variety that they offer. Mini-vans, pick-
up trucks, compact cars, luxury cars, and sports cars all serve different customer needs,
wants and desires. Each product has a variety of attributes that solves a different problem
set for its customer.

This first step in your marketing process results in a self-examination of your core strengths:
technical, client service, industry understanding, and functional service know-how.

# How are your clients better off through your service?
# What benefits do they garner from your services?

# How would they describe these benefits in their own words?

Question 2. Which Clients and Prospective Clients Need Your
Services the Most?

Second, you must define your market segmentation or the groups of clients and prospects
that have the greatest need for what you have to offer.

# How can you define this group?

# Do they vary by industry? By business structure? Size? Geography? Tax com-
plexities? Degree of computerization? Sophistication of internal staff?

Mavketing Definition. The process of answering these questions is called mar-
ket segmentation.

The purpose of market segmentation is to precisely define those groups and subgroups of
companies or individuals with the best potential for you. Precisely defining these market
segments leads to more efficient, targeted, and successful marketing efforts.

Take the automobile analogy once again. For example, lower cost “sporty” models, such
as the Mercury Cougar, appeal to younger people starting out on their first job. Therefore,
everything about these cars and the corresponding marketing campaigns are geared to
appeal to this market segment: flashier colors, sporty styling, first-time buyer programs,
and lower prices. Youth-oriented advertising is emphasized on television and radio pro-
grams that have the right youth-oriented demographics—usually with an upbeat message
backed by popular rock music.

Contrast this with the marketing of mini-vans. The target market segment for those vehi-
cles are growing families. Therefore, auto companies promote those product qualities that
will appeal to the decision-makers in these families (often the wife and mother in the fam-
ily, the person who will be using the vehicle the most). Roominess, reliability, the safety of
young passengers, low maintenance, and ease of driving are their concerns. Also, the adver-
tising is geared toward television programs that they tend to watch and magazines they
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most likely read; this advertising is applied with a more sedate and sensible promotional
message than that geared to young and single people.

What do you think would happen to the sales of mini-vans and sporty models if they were
marketed generically to everybody?

This same segmentation process applies to your practice. As you review the clients you
already serve, we’re certain that you’ll see several market segments. This means there are
a few groups of businesses or individuals with common attributes, facing the same types
of problems.

There is a reason that these clients selected you and stayed your clients. You are serving a
need, want, desire, trauma, ache, or hurt they have in a way that they value and trust.

By understanding this segmentation, you can define and target the market niche that needs
your service most and best respects your track record and service capabilities. Again, the
more precise and narrow your definition of these pockets of opportunities, just like in the
automobile business, the more effective and efficient you’ll be in converting business.

Question 3. Where Can You Be Most Successful in
Marketing Your Services?

Third, you need to know where you should be marketing or when you can exploit your
market share advantage.

Each firm or practitioner will have both assets and liabilities in pursuing a market oppor-
tunity. The goal is to go where your strengths are greatest and exploit this opportunity to
the maximum.

Mavrketing Definition. In marketing terminology, this is referred to as exploit-
ing market share advantages to grow.

In plain English, this means building on your past success for incremental business growth,
or using your strengths and advantages to attract more clients like your best existing clients.

This also makes sense from a client’s or prospect’s point of view. Pretend that you are the
CFO of a hospital looking for a new CPA or consulting firm: Which firms would you ask
to propose? Wouldn’t you want a firm that understood the special problems that your hos-
pital was up against? How could you tell if a firm specialized in your type of hospital?

Exploiting market share advantages will give you more opportunities to sell your services.

If you were the CFO, it’s clear that you’d look for a firm that served a number of hospitals
that you considered to be just like yours. You would first think about any CPAs or consul-
tants who you know personally and then you’d ask your colleagues at other hospitals who
they have as their CPAs and consultants. You’d find out which partners served these hospi-
tals and ask for further references or client lists. In this way, you’d be seeking evidence that
you were getting qualified candidates to propose, so that you would receive the best service,
superior advice, and efficient work, and you would reduce your risk of a poor decision.
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Doesn’t this selection process make sense? How difficult would it be to get this engagement
if you served only one other hospital, or none at all (little or no market share advantage)?

Recognize that this same buying dynamic applies to your practice as well. It’s easier to grow
in those areas where you are already successful and strong (assuming there is still room for
growth). This is also where your referral base and service reputation is most potent.

Thus, in our personal market planning work with you, we will help you to build this disci-
plined focus into your personal success strategy.

Question 4. What’s the Best Way to Promote to Your Best
Prospects and Targets?

Lastly, in bringing your services to market, you need to know the best ways to promote them.

The selection of your target market niches will guide and define the rest of your market-
ing action plan. Each marketing action that you consider must be screened against the fol-
lowing standard: Will this marketing action attract the highest priority client or prospect
that I desire?
It it doesn’t produce this result, why would you want to invest any time or money in this
marketing eftort?
Please realize that the selection of your priority clients and target prospects will guide the
rest of your plan. Your target niche will determine what kind of marketing makes the
most sense. After all, you wouldn’t market to a lawyer in the same way that you’d mar-
ket to a contractor.
Mavrketing Definition. In marketing terminology, there are different marketing
“channels.” This means that there are distinct vehicles for promoting yourself

that are different for each market segment. They belong to different associations,
read industry specific periodicals, and attend different conferences.

Also, different market segments respond to a different mix of marketing tools. It’s diffi-
cult to get attorneys to respond to a direct mailing campaign because they are drowning
in paper. But, they do respond to direct referrals by other attorneys who they respect. Or,
it’s possible to generate work by speaking at bar association meetings or via continuing
legal education.

So, we need to define this proper mix of tools for you, based on your priorities.

-

A SEVEN-STEP PROCESS TO FOCUs ON BEST OPPORTUNITIES

Now, let’s custom-tailor these ideas for your practice.

We’ll do this in the form of a brainstorming exercise. There are no concrete right or wrong
answers for this exercise. Instead, the point is to be creative, introspective, and coldly ana-
lytical. You may want to try this exercise several times over a period of a week or so, and
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you might care to get some further input from trusted professional colleagues, allies that
you respect, or even clients who know you well. The steps in the exercise are:

Step 1.
Step 2.
Step 3.
Step 4.
Step 5.
Step 6.
Step 7.

List your clients in descending order by fees.
Scan down the rest of the list.

Conduct a cluster analysis.

Group similar clients into a cluster.

Rank the clusters in terms of your top priority.
Test your cluster analysis.

Step back and take account of your feedback.

Step 1. List Your Clients in Descending Order by Fees

To perform this exercise you’ll need a list of your clients. Ideally, use a list that ranks your
clients from highest to lowest in terms of professional fees over the past 12 months or last

fiscal year.

To do this exercise correctly, we recommend that you use a spreadsheet that lists the
client’s name in the first column. This leaves a lot of room for brainstorming.

You’re going to concentrate on the top end of the list, those clients who generate the
majority of your fees. While there are no hard-and-fast rules, we suggest you view your
clients with the classic 80,20 rule in mind. Focus on the top 20 percent of your clients
that generate 80 percent (or the majority) of your revenues. Highlight this segment of
your client base by drawing a line that separates them from the rest.

Step 2. Scan Down the Rest of the List

Look for any clients who meet one or more of the following conditions:

# Their future fee potential will put them into your top 20 percent within the
next year or two.

@ They are superb referral sources.

# You are providing them with a special advisory service that you want to
emphasize within your top 20 percent.

Place an “X” next to those that apply.

Step 3. Conduct a Cluster Analysis

In this step, you’ll be using a brainstorming technique called cluster analysis. Come up
with the categories into which you can group, or cluster, your clients. Start working your
way down the list, beginning with your largest client.
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Write a brief description of each client’s business next to its name. Try to make your
description as specific as possible. Essentially, answer the following question: What is
unique about this client’s business?

Remember two rules as you do this analysis: be brief and be creative. Combine as many
attributes as you need to be as precise as possible.

Here are some descriptive guidelines for business clients. Itemize or write:

# A micro-specific definition of their industry.

# A description of their customer base.

@ Products or services they sell.

# Their size in terms of revenue or fee growth.

% Their location, geographic diversion, or concentration.
® Stage of growth or maturity of the business.

# Ownership structure (for example, they are family owned, closely held, or
second generation).

# Significant transactions they face (such as selling off the company, transfer-
ring the business to the next generation, or getting ready for an initial pub-
lic offering).

# Age of the owners and major executives.
& Top two or three business challenges that the company is facing.

# Recovery on fees and speed of payment.
Here are some descriptive guidelines for individual clients. Identify:

# Level of income.

# Key personal financial planning challenges (for example, estate planning,
education funding, pension plans, potential for financial services).

# Stage of life.

# Key tax and estate considerations.

# Source of income.

& Nature of their profession.

# Where they are located.

# Recovery on fees and speesd of payment.
Here’s a rule of thumb as you complete this brainstorming exercise: Do it at a brisk
pace. Jot down the principal phrases that do the best job of describing the client. Then

quickly move on to the next. Combine as many factors as you need to precisely define
the client.

Work your way down the list until you have covered all the top clients.
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Step 4. Group Similar Clients Into a Cluster

Your objective in this step is to group similar clients into a cluster, or a market niche. The
purpose of this step is to link together clients into as distinctive and homogeneous clusters
as possible.

Here are some guidelines for clustering:

¥ Begin with industry-oviented or lines of business groupings. Continue from
there to redescribe or improve your description of each cluster (make it more
clear, more concise—see the example in step 3). If clustering by industry
doesn’t work out, use ownership structure (for example, family held).

8 You can put a pavticular business client into move than one cluster. For exam-
ple, you could put a client into an industry cluster. Then, you might also put
them into one of your service line groupings, such as succession planning.
Be as creative as you need to be to place clients into as many clusters as they
qualify for, in your estimation.

& If you are lumping far too many clients into one cluster, take a closer look at the
cluster. Work hard to find differences and distinctions within the cluster to
see what subgroupings appear logical. Look for additional descriptions that
can create meaningful segments within the cluster.

w Alternatively, if you have too many clusters (say, 10 to 12), you have two choic-
es. You may leave them as is, because you may have that kind of diversity
within your base. Or, you can look for ways to combine clusters.

Step 5. Rank the Clusters in Terms of Your Top Priority

To maximize your marketing effectiveness and profitability, you are going to want to focus
on your top priority clusters. Look at the clusters and evaluate how much service poten-
tial exists within the client segment inside the cluster grouping. In determining your rank-
ings of priority, ask yourself the following questions:

# What are my current fees at these clients?

# Has this grown or shrunk over the past two years?

# Do they actively seek my advice and counsel?

# Do we provide a good deal of consultative service to this cluster?

B Arc any of these clients good referral sources?

@ Do I have some strong allies at this client (for example, their bankers or
attorneys)? Have they given me referrals to prospective clients?

# Do I understand these businesses well? Do I also have good rapport with
these clients?

# Are their businesses growing or shrinking? Is the marketplace for their goods
or services growing or shrinking?
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Realize this isn’t intended to be a hard-and-fast quantitative analysis. Instead, use your
instinct and judgment. Then, force yourself to assign a rank. Don’t settle for a tie. Make a
clear decision.

Step 6. Test Your Cluster Analysis

This cluster analysis is essential to your personal marketing strategy. So, it’s vital that you
test it. Review your cluster analysis with a professional colleague you trust. Try to select
someone with a solid understanding of business development. Explain your top segments
and get their reaction.

Then tap into the expertise of your clients. Meet and interview a few of them over lunch,
perhaps. Ask them which industry or business associations they frequent. Do they read spe-
cialty magazines or newsletters? Where do they go to get the latest information? What con-
ventions do they attend? If you feel comfortable, review your description of their cluster.
How would the client modify or enhance your description?

Step 7. Step Back and Take Account of Your Feedback

Review this cluster analysis at a future date and refine your descriptions as needed.

For comparison, take a look at the cluster analysis in Exhibit 2-3, “Sample Priority Market
Niches Worksheet,” an analysis performed by one of our clients. Notice how specific and dis-
tinctive the descriptions are in this example. How do your descriptions compare to the exhibit?

Now you can perceive the value of focus. Notice how easily an ally will understand who
your target clients are so he or she could make an introduction for you.

DEVELOP YOUR 30-SECOND COMMERCIAL

Let’s imagine that you are attending an important networking event. You have the chance
to meet face-to-face with an ideal prospective client, one who is in your highest priority mar-
ket niche. What impression do you want to make? How do you want to be remembered?

The notion of a personal commercial was first drummed home to us when Rita, an attor-
ney, became our client many years ago.

Real Life Mavketing Example. Rita had been a practicing attorney for over 16
years at that point and was still struggling with her practice. During those previ-
ous years she had been active in a number of organizations in the city where she
lived, all of which were in some way related to her specialty, advertising law.

Rita was particularly perturbed about never receiving a single referral, introduction,
or case from her many contacts amongst the hundreds of members of the Advertising
Club (a major organization) she belonged to. She had even been president.
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Fortunately, we had some other clients who were also members and active in the
organization. We asked them if they knew Rita, and they all did. Not one of them
knew that Rita was an expert at advertising law!

Why? Because she had never told them. Whenever she introduced herself, she
would say that she was an attorney. How do you introduce yourself?

We’ve learned from the Best Business Generators in the professions that you always have
to take the occasion to tell people what you do whenever presented with the opportunity
because you never know which person you meet will turn into a client or a referral source.

Personal marketing is a sort of grand treasure hunt. You can’t know, or prejudge, who can
or will help you until they know what you do. So you have to keep broadcasting your mes-
sage when given the opportunity everywhere you go, just in case. Referrals and business
come from the strangest places.

Within one year of personalizing a commercial for Rita, she had 16 new cases and three
solid referral sources in that one organization.

Also, your commercial gives the other person an opportunity to ask you questions, above
and beyond what could be expected if you say, “I’'m a CPA.”

In this segment we will walk you through the process of creating your own commercial.
Yes, you can have more than one commercial, depending on the situation. It one of your mar-
ket niches is estate planning and you are speaking at a retirement village to a group of senior
citizens, your commercial will be different from the one you’d use if you want to promote your
computer consulting market niche to a group of business people at an association meeting.

For our purposes right now, choose your highest priority market niche.

Here are the elements you need for a good 30-second commerecial:

# Give a description of your target niche.
# Be brief but descriptive.

# Don’t start your commercial with “I’'m a CPA.” It’s too generic. Think
about the last person who introduced himself or herself to you as an “insur-
ance agent” or “personal financial planner.” What was your reaction?

Remember that the purpose of focus is to make you as distinctive and unique as possible
in the eyes of prospects and referral sources.

Now take out a piece of paper and complete the following items in order, as illustrated in
the steps described as follows:

Step 1. Complete the following sentence: “I specialize in working
with D

Step 2. Sclect two types of services.
Step 3. Test it out.
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Step 1. Complete the Following Sentence:

“I specialize in working with ”?

Review what you wrote. Is it brief? Specific? Accurate? Interesting?

Step 2. Select Two Types of Services

Select two types of services you offer to your highest priority market segment, which you
described in step 1.

Think about the most pressing problems that you help them solve. Don’t describe what
you do for them. For example, you don’t want to say you do tax planning, compliance,
or auditing. 7

Instead, describe the problems they face, for example, minimizing their taxes to preserve
their cash flow. Or setting up pension plans leading to a secure retirement. Or, ensuring
a dependable line of credit with the bank so the client can count on it when it’s needed.
Or working with companies to maximize the effectiveness of their organizations.
Remember, the client or prospect doesn’t care about the process (features), he or she cares
only about the selfish results (the advantage, or consequence of what you do—avoiding or
alleviating nagging problems or improving previous circumstances).

Now, it’s your turn. Describe what problems you solve. How does your service make your
clients better oft?

@ I help these clients to . Review what you wrote.

# Describe Problem 1/client advantage. Review what you wrote.

@ Describe Problem 2 /client advantage. Review what you wrote.

Step 3. Test It Out

Run this 30-second commercial by your clients and colleagues. Ask them how clear it is.
Does it sound right? How could it be enhanced?

See Exhibit 2-4, “Samples of 30-Second Commercials,” for some examples of commercials
that work and others that fail to deliver.

At first glance, those commercials look a bit cambersome, don’t they? The point is that
they work. In every example in Exhibit 2-4, our clients can point to business created and
referrals received because they struck a cord from the get-go in a conversation. Each short
commercial broadcasts a distinct, targeted message, which can be changed depending on
the audience.

Sometimes, people will use your commercial as a jumping off point for other services.
“Stacy Lacy” (see Exhibit 2-4) related the situation of a new client she met at a local
business card exchange meeting using her commercial above. When she said “...account-
ing software...,” her future client remarked: “Don’t you do any taxes? We’ve got a prob-
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lem with the IRS.” At which point, she responded that she indeed had a great deal of
successful experience with the IRS. Stacy set the appointment right there and secured a
new client.

L |
CONCLUSION

Let’s look back at what you’ve accomplished in this chapter.

In essence, you’ve built the foundation of your personal marketing strategy and action
plan through focus.

Now, you recognize that clients and prospective buyers value a focused professional, one
with an in-depth understanding of their business and their personal challenges. Since client
and prospects rule the marketing game, you need to focus in a way that they can perceive
and appreciate.

Next, you also realized that you must play to your strengths. So, you took an inside-out
look at the power of your advantages. Starting with your best clients, you discovered, or
confirmed, the different pockets of strengths you possess based on the type of clients that
you already serve.

By defining your market niche, you’ve seen how you can extend your success by targeting
clones of your best clients. These targets will most likely see and appreciate the value of
your experience.

You then made some decisions and set priorities. Through a disciplined self-assessment of
your strengths and opportunities, you’ve selected those niches where you have the best
chance for success.

In other words, you are now focused. Realize, though, that building your personal mar-
keting strategy is a “living” process—you’ll find different, clearer, and more precise ways
to focus as you get further information and feedback from your marketing efforts.

That’s okay, because you now know why focus is critical. And the more focused you
become over time, the better your chances of success.

Finally, you created a short commercial for yourself; it’s a way to introduce yourself to
someone so that they know exactly what you do and what you are looking for—you never
know where you will bump into a prospective client or referral source.
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ExHIBIT 2-1: WHERE SHOULD YOUR NEW BUSINESS COME FrROM?

25% from existing clients 25% from your clients' referrals
buying additional services

25% from you;' referral 25% from "strangers"
sources' referrals
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EXHIBIT 2-2: THE PERSONAL MARKETING STRATEGY PROCESS

Why do people need my services?

What's the best mix of Who needs my services most?
marketing actions for my success?

Where can | be most successful?
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EXHIBIT 2-3: SAMPLE PRIORITY MARKET NICHES WORKSHEET

Real estate 1.

Divorce cases 1.

w

Large, established home builders
New, small, growing builders in Kane County
Older owners who need age-based pension plan

Kane County divorce attorneys representing spouses of high-
income individuals

Clients pay timely
Charge premium rates
Get spouse’s tax work later
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ExHIBIT 2-4: SAMPLES OF 30-SECOND COMMERCIALS

Poor examples (too limiting and boring):
I’'m a CPA.

I do tax work.

I do individual tax preparation.

I’m an auditor.

I do consulting work.

More poor examples (too generic):
I work with small business in the areas of accounting, tax preparation, computer consulting, write-up, ...

I work with manufacturers, wholesale distributors, nonprofit organizations, contractors, developers,
banks, hospitals, municipal governments ...

Good examples that are proven winners:

I’m Jill Swill and I’m a partner with the CPA firm of Joe Smith and Associates. I’'m in the business of
helping senior citizens to organize their estates and achieve a secure retirement.

I’'m Maggie Baggie and I’'m a manager with the CPA firm of Marin and Marin and I specialize in work-
ing with construction companies to install financial reporting methods that help ensure an adequate cash
flow for their business.

I’m Archie Becker. I have my own CPA practice and we work with women facing a divorce to ensure a
fair and equitable settlement from a financial standpoint.

I’m Chris Bliss and I’m a consultant with the firm of Church and Lurch. I work with nonprofit organi-
zations to help them effectively manage their financial practices and accounting systems.

I’m Molly Jolly. I have my own consulting practice and I specialize in developing pension-funding strate-
gies that minimize tax exposure and maximize the benefits to the owners.

I’m Stacy Lacy. Our CPA and consulting firm works with entrepreneurs to make sure that they have the
right accounting software and hardware resources to best run their business.

I’m Penny Henny and I work in the financial services function of Super Duper and Company. We work
with family held businesses to ensure that they don’t send one dime more than necessary of their hard-
earned money to the federal or state government—in this lifetime or the next.

I’m Maureen Steen and I work in the business consulting function of Schmaltz and Herring. We out-
source the accounting and audit function of publicly held companies so they don’t have to expend val-
ued resources trying to recruit, manage, motivate, and retain these kinds of people which allows them to
concentrate on higher priority issues in their firm.
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Most CPAs and consultants miss the proverbial boat when it comes to marketing addi-
tional services to their existing clients. Why? We find that some professionals are afraid to
discuss additional services for a variety of reasons—some have tried and failed, some don’t
have the time, and most simply don’t know how.

The top producers in our profession know that there is “gold” in their own files.

Instead of investing the majority of their precious marketing monies and efforts into
doing business with strangers, they market to their existing clients. That means they keep
their eyes open and constantly explore new ways of helping their clients be more suc-
cessful and protected.

If a client purchases a service from an outside vendor (an intruder) instead of from you,
not only have you lost business you should have sold, you have infected the relationship
with someone who may be intent on having their alliance partner replace you as the
client’s CPA or consultant. Therefore, it behooves you to take all of the ideas presented in
this book on how best market your services, and yourself, and apply them first to your
existing clients.

This chapter will show you how to use packaging to make your intangible services more
tangible to your clients. It will also discuss the timing of marketing to clients and how to
keep your clients happy.

g2 9w
USE PACKAGING TO MARKET SERVICES

The purpose of marketing a tangible item, such as a car, is to sell it immediately. The pur-
pose of marketing an intangible service is to provide the opportunity.

Pontiac builds excitement! (We thought they built cars.) People pay far more for Ralph
Lauren’s Polo shirt because of the cache’ that surrounds the brand. (Cache’ is an intangi-
ble.) AT&T wants you to see its generic long-distance service (electric impulses travelling
over fiber optic lines) as different and better than MCI’s and Sprint’s identical service
(electric impulses travelling over fiber optic lines) by coming “home to AT&T.” Michelin
doesn’t spend forever telling you how great their tires are, where they’re made, and what
they’re made of. They put babies crawling on tires to drive the message home.

But that’s when you’re marketing a tangible item.

Marketing Truth. A success secret to marketing an intangible service is to make
it as tangible as possible.

Marketing an intangible service, even to a client, is more difficult than marketing a tangi-
ble product by the very nature of the item—it’s invisible! It’s a service; there’s nothing to
feel, touch, see, or smell. And, there can be a fear of endless fees—a money pit situation—
where the service never ends because the job’s not finished yet.
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So, it’s vital to package your services to successtully market them—make them easier to
buy, make it simpler for the buyer to “put their arms around” the service, to be able to see
it and get a distinct picture of what it will do for them. This packaging removes much of
the fear of buying the service.

Let’s take a look at a couple of examples of successful packaging of intangible services.
Fidelity Funds changed the profession of “investment advice” forever by the way they mar-
ket and sell their mutual funds.

Thirty years ago, if you wanted to invest you would sit down with a security broker and he
or she would analyze your situation and come back with recommendations. Fidelity revo-
lutionized that professional service by packaging their advice (buy this fund) into many
separate, easily identifiable “products.” If you are interested in “growth,” you can buy their
“growth fund.” If you desire to diversify some of your assets overseas, you can purchase
one of their international funds.

Fidelity has done such a great job “product-izing” their professional services, that people
today give their precious money to total strangers 24 hours a day to invest for them with
other total strangers.

The beauty of packaging is that the easier you make it for someone to grasp what you
do, the more likely they are to buy it and see the value inherent in it. And we must
change the way the service provider sees what they do in order to market it more effec-
tively. We must stop seeing what we do as billable hours and start seeing our work as
product that has definable value, which we can, by the way, charge more for as a pack-
age, rather than just hours as the client is accustomed to buying other tangible, and
intangible items, in this way.

You can package any service to make it more tangible. Our clients have effectively pack-
aged cash flow management, internal controls, activity-based costing, estate planning,
financial service, computer consulting, and even audits and tax work using our process,
thus selling much more than before when they were selling pure “air.”

The client will always perceive more value if the service is productized as we instruct you
to do and packaged services are the best way to educate everyone in the firm as to the var-
ious services that are offered.

-
e s

A THREE-STEP PROCESS TO MARKET TO EXISTING CLIENTS

The only difference between marketing services to new clients and marketing new services
to existing, satisfied clients is that marketing to satisfied clients should be much easier.
Existing satisfied clients have already made a decision to do business with you, which is the
hardest hurdle to overcome in any sale. And rainmakers know that the more business they
sell to their existing clients, the more secure the relationship is. The steps to do this are:
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Step 1. Package intangible services.
Step 2. Prescribe now—operate later.
Step 3. Keep the client happy.

Step 1. Package Intangible Services

Productizing helps remove the fear of buying professional services for the buyer who may
have experienced, or fears, a money pit situation, wherein seemingly endless amounts (often
undiscussed) of time and money are sunk into a project over and above expectations.

Here is an exercise to help you begin packaging your consulting, accounting, tax, audit,
financial, and non-attest services.

Imagine a Package of Services

Start by describing a complete package of services, including what problems it solves, its
purpose, its features, its value, and its cost. In order to help you (and your client) visual-
ize the packaged service, we’ll be using the term product to describe it. Exhibit 3-1,
“Sample Form for Describing a Package of Services,” is a form to help you with this step.

Examine Your Existing Services
Now that you’ve had the experience of productizing an intangible service, you take a look
at all or most of the services your firm offers as a step toward making them more tangible.

In this exercise, you will list the products your firm offers. Exhibit 3-2, “Sample Form for
Listing Firm Products,” is a form to help compile this list.

Identify Client Purchases and Potential Purchases

The purpose of this exercise is to have you begin targeting clients to whom you can mar-
ket additional products. In this exercise, select a client with whom you have a good work-
ing relationship—someone who likes you.

Exhibit 3-3, “Sample Form for Listing Current and Potential Sales,” helps you list the
products your client now buys from the firm and the products they should be buying.

List Actions Needed to Sell Potential Purchases

Consider and list what you must do to sell more. Exhibit 3-4, “Sample Form for Listing
Actions Needed to Sell Additional Products,” is a form for listing the marketing actions
needed.

Okay—what did you learn from the exercises in steps 1 to 4?
When tested, most of our clients and students find:

# They didn’t realize all the services that the firm offers or that they, them-
selves, were capable of offering.
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# They didn’t recognize that they had clients who should be buying many
more services from their firm.

Hopetully, you now feel an urgency to sit down, away from the client’s office and distrac-
tions (over lunch is best) and discuss with the client the possibility of having you fill these
service needs, wants, and desires.

Step 2. Prescribe Now—Operate Later

Hopetully, you have more than your hands full between January and May first. You
probably don’t want any additional work to do right then. Well, how about picking up
some work for that time of year? That’s what many of the Best Business Generators do:
They market and sell during busy season and schedule the additional work to be per-
formed afterwards.

Why Busy Season Is the Best Time to Market

There are six good reasons why busy season is the best time to market. They are:

Reason 1—You Have Much Move Contact With Clients. Busy season is akin to Christmastime
in the retail industry. There is never more opportunity to market your wares.

But what would happen to your retail clients if the salespeople hid in the back room dur-
ing Christmas season? Or the merchandise wasn’t put out for the customer to buy?

That’s exactly what happens to CPAs during busy season: They sell much less than they
should. CPAs go into a veritable seclusion from potential business during busy season
because they are so preoccupied with getting the work out. (Don’t draw the wrong con-
clusion, however; you have to get good, quality, timely work out during busy season too.)

The point is that the great majority of our peers turn their minds off to new business dur-
ing busy season when they should have the exact opposite attitude.

We all know that you and your staff will come into contact with more clients (and prospec-
tive clients, if you do it right) during that time of year than any other. Great!

Remember our marketing definition: Marketing is anything that puts you in front of some-
one you want to do business with.

For instance, how often do we get to sit down with our individual tax clients, except for
busy season? Perhaps some of you meet with your higher-income clients before year-end
to do some last-minute tax strategizing.

What about your audit clients? Again, you see them much more often during busy season.
And your compilation and review clients?

Every single client you have in your firm is a potential buyer for some other service. Every
single client you have is a potential referral source, too. Don’t ever forget that, or overlook
this built-in marketing season we practitioners have.
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Reason 2—Clients Ave in the Trauma of Tax and Busy Season. As if it wasn’t soon
enough, right after the holidays, Uncle Sam sends out the 1040s and 1120s, reminding
everyone it’s almost time to pay the piper for all that money made during the year.

There’s a certain dread, or trauma, about the time of year people file their tax returns.

Marketing Truth. This tax trauma is wonderful for marketing purposes because
the more people hurt or ache about something, the more likely they are to
take action.

If your tooth hurts, you’re going to take action, right? If your car has problems, you’re
going to get it fixed immediately, correct? If their taxes hurt, people are more likely to take
action, too. After all, who likes paying taxes?

Perhaps in the past you’ve tried to have conversations with some of your clients about tax
planning, estate planning, financial planning, or setting up wills and trusts. Usually, if
accountants attempt to discuss these topics with clients at all, they do it during a slower
time of the year, after the trauma of tax season has gone away, thereby lessening the like-
lihood of people taking action or being interested in the topic.

Same analogy applies to dentistry. If your toothache goes away, do you want to talk to your
dentist about having a root canal?

Therefore, begin discussion with your clients on these tax- and money-related issues
while you have their attention during tax season. Discuss how tax planning, trusts, and
financial planning would help ease the tax burden after the fact if some work were done
before the fact.

Set an appointment, right then and there, to meet after tax season to move forward.

The Best Business Generators have a saying: Prescribe now—operate later. That’s how
they create additional business after busy season. They strike while the iron is hot.

A similarity exists while the client is going through the trauma of year-end closings and
getting its financial statements audited, compiled, corporate tax return prepared, and other
activities. They’re finally going to get a good, hard look at the bottom line. They’ll say, Is
that all that there is? Couldn’t it be more? Isn’t it impossible to improve? We worked so
hard this year!

If you wait until after busy season is over to discuss with your client how you might help
them to improve their internal control, improve their cash flow and receivables collection,
get a handle on their inventory, install a new computer system to provide faster and better
information for superior decisions, or review their health care benefits—it might be too lnte.

The ache or hurt of the recent past dissipates into the challenge of the future by the time
May, June, and September have rolled around.

Follow the lead of the Best Business Generators. Take advantage of the marketing oppor-
tunities that busy season provides and have these discussions with your clients then, while
they have an interest, and set an appointment to get started on the work after busy season!
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Reason 3—Referral Sources Have Trauwma, Too. Your referral sources are often inundat-
ed by complaints from their clients and customers during busy season because of the lousy
service they’re receiving from their CPAs (hopefully not you!).

You need to have more contact with them, too, at this time of year for more referrals than
ever before. You need to be in front of your referral sources more during busy season
(lunches, breakfasts) to get all of the referrals you deserve from them. “Out of sight, out
of mind” applies here, too.

Reason 4—Theve’s Lots of Publicity About Taxes and Year-End Results. If you listen to
the radio, read the paper, surf the Internet, or watch television during busy season, you
know that taxes are a hot topic of conversation. There are many more articles written
and read, postings on Web forums, guests on radio shows, and appearances by tax
experts on television. Tax information and more importantly, misinformation can be
found everywhere.

During busy scason, news usually comes out about how poorly the XYZ Company did,
for example, with lower earnings than forecast.

Please realize that during busy season the media is doing public relations work for you
for free! Jump on it!

This media hype surrounding our profession dissipates immediately after April 15.

Reason 5—CPAs Arve “Heroes” During Tax and Busy Season. Those of you who go to
social functions during busy season know exactly what we mean. During the rest of the
year, if out socializing, people will often respond with a “ho-hum” when you tell them
you’re a CPA.

But during tax season, you’re a hero! People want to talk to you! This is very good for
marketing and building a practice. Take advantage of it. Yes, go to more parties during
busy season. As long as you speak English, instead of technical jargon, you’ll be a popular
person and have an opportunity to show yourself off to a lot of people who are in the trau-
ma of taxes and year-end results (that’s called marketing). We know, you’re too tired to
socialize during busy season. Catch up on your sleep in July. We’re talking about boosting
your practice, here!

Reason 6—Nobody Else Is Even Thinking About It. Maybe the best reason to market,
make contacts, and go places during busy season is that your competition isn’t even
remotely thinking about it. That’s right, there’s a 32 month window of opportunity to do
personal marketing in a virtual vacuum.

Take advantage of this marketing “monopoly” before the window closes.

We’ve had clients increase their practices 20 percent and more (and these aren’t small prac-
tices, cither) during the rest of the year by following the suggestions in this chapter and
marketing during the best time of the year.
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When Do You Have Time to Do Marketing?

The Best Business Generators in the profession are always marketing and always thinking
about business, even while they’re grinding out the work.

They use those times during the day that are available to them to make more contact.

Most professionals still eat lunch during busy season, some even breakfast. Where do they
eat? Usually at their desk, in the office, or with fellow co-workers.

Set aside two to three lunches a week, especially during busy season, to make more con-
tact with referral sources and people you should be doing more business with. Meet for
breakfast or do whatever is most convenient for you.

We know, we know—you don’t have time. So take a look at exactly what you’re doing.
Maybe you can delegate a bit of it, to free yourself up to take advantage of this best mar-
keting time of the year.

What Will People Say?

What will people say if you call them or meet them for lunch during busy season? “Aren’t
you guys busy this time of year?”

To which you should reply, “Yes! Thank goodness, business is very good. But I've found
that this time of year is the best time to meet with people, as taxes and business are more
on their mind. This is a good time of year for me to pick up additional work for later on
and get new clients right now.”

That’s verbatim what one of the Best Business Generators in the accounting profession
says to her contacts and clients. She maintains that it sets up their meetings to be even
more productive than they might otherwise be. And she knows she has no personal mar-
keting competition during busy season.

A managing partner of one of America’s most successtul marketing firms said, “We consid-
er one hour of personal marketing as valuable to the firm as five hours of chargeable work.”

What About Advertising and Direct Mail During Busy Season?

Our experience is that you will have a better response from advertising and direct mail
before and during busy season for the reasons stated above. Refer to our chapter on adver-
tising for specific suggestions on how to make your advertising efforts more effective.

Step 3. Keep the Client Happy

The Best Business Generators realize that marketing and selling are a lot like courtship. And
the relationship with your clients is a lot like marriage. Like the Best Business Generators,
you should never let the romance die in your client relationships. How can you get closer
to your clients? How can you stay on top of their critical personal and business concerns?
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Moreover, the Best Business Generators recognize that it takes a lot of time and effort to
fortify their relationships with clients. And, they have to guard against complacency because
any laziness on their part may, ultimately, cost them their clients. We find that more clients
are lost due to poor communication and inattention than for any other reason.

Mavrketing Truth. Your best client is your competitor’s best prospective client.

Keep this marketing truth in mind. Believe us—your clients are being actively courted. And
losing one of your top clients is really painful and it will be ditficult, expensive, and time-
consuming to replace.

Here are a few ways for you to guarantee a stable of delighted clients.

Act Like a Business Doctor

The Best Business Generators are always examining the business operations of their top
clients to find ways to help. They keep a close eye on what’s disturbing their clients and
seeing where it hurts. Is their pension plan out of whack? Are they facing special financing
requirements? Are they expanding their plant?

The Best Business Generators want their clients to see them as a valued business adviser.
That’s why they are the most enthusiastic cross-marketers of services. For they find that the
more services they provide, the more their clients see them as an adviser, and not solely as
a limited technician.

Because of cross-marketing, these clients are less likely to go outside of the firm to others
for services.

Give Your Clients Referrals

Do you keep your eyes and eyes open to send business your client’s way? Many of us think
we do, but what do our clients think? How much business have you actually referred your
clients’ way this past year? Do you make a habit of sending your top clients some business
or making introductions?

How do you do this? When you go to industry conferences, keep your eyes and ears open
for new opportunities for your clients. Know the type of business that your clients are seek-
ing. Be like the Best Business Generators; they enjoy finding business for their clients
almost as much as they enjoy selling their own services.

Conduct Quarterly Meetings With Your Top Clients

To serve your clients as an adviser, you have to find out what’s on their agenda. How do
they plan to grow? What are their strategies? What problems are frustrating them most?
Which areas require the most time and attention? What business problems are keeping
them awake at night? In other words, stay on top of what’s happening in their business.
Use these quarterly meetings as a method to “routine-ize” the process of staying close to
your clients.
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We know a CPA who includes this type of meeting in a// of her proposals, and she has dra-
matically increased her winning percentage accordingly. Because, in many cases, compa-
nies are switching from service providers who failed to communicate and stay in close reg-
ular contact with them.

Prospective clients don’t want to engage a firm that would fail to listen to them. And, this
CPA finds that the quarterly meetings provide tangible evidence of her distinctive com-
mitment to listen and counsel.

Here’s an example of how being in tune with your clients can lead to new opportunities.

Real Life Mavketing Example. A CPA noticed a trend in the industry he
served—a trauma needing attention. He did the necessary research to familiarize
himself with the applicable issues, then produced an executive briefing to reach
out to clients, help solve the trauma, and further promote his firm for new
opportunities.

The executive briefing is a short (half hour) presentation of a leading-edge
issue—or a source of severe trauma. It is not intended as a seminar or a deeply
educational event. Instead, it’s an executive summary that positions you as an
expert and allows you to “sell” subtly.

Its best use is for cross-marketing a specialty service to a client. Or it can also be
presented to an allied referral source for the same purpose. Use it with prospec-
tive clients too. It is a nonthreatening way to move prospects oft of neutral and
marching toward becoming your client.

Here’s an example of its use.

One of our clients served a number of mid-sized manufacturing companies.
Many of these companies were either exporters or suppliers to big exporters.
Consequently, many of them were feeling pressure to qualify for ISO 9000 cer-
tification to preserve their customer base.

Seeing this buyer trauma, the partner attended a series of intensive seminars on
ISO 9000. Then, he contacted a local training firm in his city and purchased a
tully scripted executive-level presentation titled “All About ISO 9000.”

Next, he contacted his top 10 clients and made arrangements to conduct the
executive briefing for them.

He fortified his relationships with his top clients and sustained his position as a
business adviser in their eyes. Beyond client goodwill, he also was retained by six
of these clients to help them assess their ability to meet the financial and account-
ing requirements of 1SO 9000.

e

CONCLUSION

Marketing to existing clients is always the first priority for the best business generators.
The Best Business Generators know that they are going to get about 50 percent of their
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new business from their clients and their referrals—whether it be new services sold to these
clients, repeat business, or referrals to new clients.

The Best Business Generators generate many more opportunities to sell by packaging your
services into products, identifying which clients are in need of what, and then meeting with
them to discuss their purchase of these products. Also, there are many marketing advan-
tages to be exploited during busy season, which is why it is the best time of the year to
market services.
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ExXHIBIT 3-1: SAMPLE FORM FOR DESCRIBING A PACKAGE OF SERVICES

Product description:

Aches, hurts, problems, or desires this product solves:

Product’s purpose:

Product’s features:

(continued)
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ExHIBIT 3-1: SAMPLE FORM FOR DESCRIBING A PACKAGE OF SERVICES (CONT’D)

Purchase’s value to the client:

Cost (range or fixed): $

“Eye-catching” name of product (for example, the Protect Your Assets Program or the Estate
Protection Plan):
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EXHIBIT 3-2: SAMPLE FORM FOR LI1STING FIRM PRODUCTS

Product item:

10.

11.

12.

13.

14.
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ExHIBIT 3-3: SAMPLE FORM FOR LISTING CURRENT AND POTENTIAL SALES

Missing Products Checklist

Client name: Date:

List of products client is now buying:

List of products client should be buying:

Product 1:

Why should they buy? List three “hurts” you know of that this product will solve:

Contact person:

Cost (range): $
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Product 2:

Why should they buy? List three “hurts” you know of that this product will solve:

1.

Contact person:

Cost (range): $

Product 3:

Why should they buy? List three “hurts” you know of that this product will solve:

1.

Contact person:

Cost (range): $
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ExHIBIT 3-4: SAMPLE FORM FOR LISTING ACTIONS NEEDED TO SELL
ADDITIONAL PRODUCTS

Action steps to sell the additional products:
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APTITUDE FOR OBTAINING QUALITY REFERRALS

As we’ve mentioned earlier, the Best Business Generators in the CPA profession rely great-
ly on referrals from clients and allies to produce the majority of their new business.

Sadly, CPAs just don’t seem to get their share of referrals that would help their practices
grow dramatically and profitably with the targeted clients they want. And if they do receive
a referral, many simply don’t follow through on it, and it goes to waste!

By drawing on this vast resource of receiving referrals, you can, as the top producers do,
turn your clients and referral sources into your sales force! In this chapter we’ll show you
how to use a systematic approach that guarantees referrals because it has been proven by
hundreds of our clients and students over the past 20 years.

WHY DON’T YOU GET MORE REFERRALS?

In 2001, we conducted a study of 200 clients of CPA firms, large and small, spread out
over the United States and Canada. We wanted to know if these clients gave their CPAs
referrals, how often, and if not, why not.

The results were quite interesting and not exactly as we expected:

# A full 50 percent of those interviewed said they had, indeed, given their ser-
vice provider referrals.

# Of the other 50 percent (those who did not give referrals), 80 percent said
they did not primarily because they had never been requested to give a refer-
ral and didn’t know their CPAs wanted any.

# In addition, 87 percent of those who didn’t give referrals didn’t because
their service provider was too busy and, because they were overloaded with
work, they didn’t think they wanted any.

& Of those responding to not giving referrals, 37 percent, regardless of order
of importance, did so simply because they didn’t like their service provider
enough.

# Only 4 percent didn’t offer referrals because they didn’t think their ser-

vice provider was good enough technically.

@ Of those who had admitted giving three or more referrals in the past
year, 91 percent said they had done so because they had specifically been
requested to.

The Best Business Generators in our profession know that they have to request referrals
on an ongoing basis because if they wait for referrals to come in, they may not get enough
to keep growing profitably.
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How SERVICE PROVIDERS ARE SELECTED

Following is the course of action that the absolute great majority of all people employ
when hiring a service provider. It has been proven time and again in similar, live exercises
and interviews with fellow professionals, other service providers, and “civilians.” Please be
open-minded about this process; in this profession we have a tough time believing that
people actually use this approach in selecting a service provider. Perhaps, you wouldn’t.
Our experience, however, in conducting hundreds of these kinds of interviews with your
peers is that if we had the opportunity to interview you personally, it most likely would play
out in the following fashion:

Question 1. Who Do I Know?

The first step in hiring a service provider is always asking oneself at some conscious level,
Gee, who do I know that’s an estate attorney? or Who do I know who can help me (or
my client)?

If you couldn’t think of someone off-hand, you would proceed naturally to the next step.

Question 2. Who Do I Know Who Knows?

If you can’t think of someone or can think of only one, perhaps, you then begin to search
your data banks for someone who might refer you to an estate attorney.

Question 3. Who Do I Like and Trust?

Okay, you have the names of three local estate attorneys who can represent you (or your
client). You knew one and were referred by your partners to two others. What’s the next
step? Well, for many people, it’s to interview the attorney to see if they feel comfortable
with that person and like and trust them.

How else could you possibly determine who to hire? By fees? Really? Do you (or your
client) want to hire the cheapest estate attorney in town to make sure this situation is han-
dled in the most proper, time-effective, and least problematic way? Not likely.

Question 4. Who Wants the Business and Will Appreciate It?

The hiring process could have easily stopped at the previous step because you met some-
one you really liked and trusted him or her to do his or her best on your behalf.

Or, you’ve interviewed all three attorneys, and like them all pretty much the same. Now,
how do you make the decision?

Well, if you can’t distinguish one from the other, and you like and trust them all fairly the
same, you might indeed select that person who had the lowest fees. If you can’t tell the
difference, why not?
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However, this is most likely the way it will happen: Had you interviewed all three and
liked them all pretty much the same, you would base your final decision on who you
think really wants the case and who will appreciate it (and therefore do the best job).

That’s the same process people go through for hiring a service provider.

Some CPA have said in the past that they wouldn’t hire an estate attorney without review-
ing his or her records, files, and other items. Really? Remember, you’ve been referred in.
What professional service provider do you know who will let you in their files? Would you?
Of course not. The problem is that when hiring another service provider, outside of one’s
own realm of expertise, the decision to hire has to be made on trust, amicability, and
knowledge of the service provider in the first place because there is nothing to see, hear,
touch, and smell, as there is with a tangible item.

This somewhat illogical process is based not on technical expertise, but on someone’s
third-party direction of another party, which is why referrals are so highly valuable to every
professional.

Marketing Truth. Whatever you say about yourself is your opinion (and pretty

darn worthless—it’s your feeling!). What others say about you is fact (they’re not

getting paid to say it and their credibility and their relationship with the referee
are on the line).

People who are referred to you are presold. This is another reason referrals are so power-
ful and they’re the casiest and quickest way to build your practice.
You really have to fail miserably to lose the referred client. If you can’t convert a referred
lead to becoming your client 90 percent of the time or more:

# You’re doing something terribly wrong in the sales process.

# You’ve let the referred lead get too cold because you were too busy to fol-
low through on it and they hired someone else.

# Their hurt, ache, need, want, or desire went away.

-
SOME TRUISMS ABOUT REFERRALS

Here are some steadfast principles regarding securing referrals. Following are the founda-
tions of effectively garnering referrals.

People Like Helping Other People

In fact, people often go out of their way to aid and assist others. If, on your way out of an
office building, you see an elderly person with a walker trying to exit the building, it’s like-
ly that you’ll run, not walk, to open the door for him or her.
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How much money has been raised through the years from television telethons? People
from every walk of life part with their hard-earned cash to organize and donate to help oth-
ers. Don’t you buy Girl Scout cookies?

Okay, the last two examples are for charities. Maybe you’ll think they’re not relevant. How
about when a friend calls and asks you to help him move a piece of furniture?

People enjoy helping other people because it makes them feel good.

Use those feelings in building your practice. Yes, you can help others feel good about
themselves by asking for their assistance and allowing them to help you—it is better to give
than receive?

Your success in garnering referrals will depend on how you feel when asked for one. Do
you feel put out? Embarrassed? Angry? Or do you feel like most of the people we’ve inter-
viewed for this course: honored, happy to help, and often eager to assist.

Why, therefore, shouldn’t people help you? Introductions are simply the easiest way to
build your practice now.

It’s Not Unprofessional to Ask for Referrals; It’s Expected

How have your clients built their businesses?

Your clients’” business has been built through repeat business. But how have they secured
a great portion of that repeat business? By requesting, and receiving, referrals.

Your clients understand the power of referrals. They know that referrals are tantamount to
the success of every business.

Yes, there was a time, perhaps 100 years ago, when no rightful CPA would dream of ask-
ing for referrals. Then it was proper to wait for word to get out about the quality of your
work. Unfortunately, do to the ever-increasing competitive and expensive nature of our
business, you may not be able to afford that luxury anymore. The Best Business Generators
in our profession have always looked at referrals as their primary way to get good business.

Also, those who are best at securing powerful referrals know when, how, and where to
do so.

You DON’T WANT REFERRALS, ANYWAY!
That’s right—you don’t want referrals! What are referrals, anyway? Do they sound like this?

Client.  You’d like a referral? Sure—why don’t you give Damon Ramone a call;
maybe he could use you.

That’s not a referral—that’s a cold call with a name hung on it!

Worse, if you make that call, how will your prospective client receiving it most likely feel?
How would you feel? Do other service providers, or salespeople, regularly make calls like
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that? Perhaps you’ve received a few in your time. How do you like it> Maybe you’ve taken
a telephone call like this:

You: Hello, Joe Smith speaking.

Them: Hello, Mr. Smith. My name is Dalton Walton and I work for Walt Life
Insurance. Bill Thrill said I should give you call about your insurance!

Great. How does that make you feel? You’ve been interrupted from what you were doing,
and somcone (who you thought was a friend) forced an insurance salesman on you.
Chances are that you’re upset with Dalton for bothering you and somewhat peeved at Bill
for giving your name out without your approval.

You don’t want referrals; you want personal introductions. There is a big difference
between receptivity and chance for closure. We’ll show you how to do it.

Let’s now review our systematic approach to securing your share of introductions from
your clients and referrals sources.

A SEVEN-STEP PROCESS TO OBTAIN QUALITY
REFERRALS FROM CLIENTS

The following system to garnering introductions was based on an approach used by one
of our clients who is known as the King of Referrals in his sizable firm (which he grew
from scratch). We’ve modified it and simplified it for you. We’re going to show you who
to ask, how to do it, where to do it, and what to ask for:

# Ask the right people. Concentrate only on clients and referral sources
where you have the best relationships. Asking people you don’t enjoy
very good personal relationships with lowers your chances of success and
increases your odds of offending them.

# Be specific in your veferrals. Based on who your target clients and indus-
tries are, ask for specific referrals, not generic ones. Saying something like
“Do you know anyone who might be looking for a business consultant?”
is much too generic and requires the referrer to access every data file in
his or her brain, which is simply too much work. This unparticular
request often leads to, “Gosh, I’ll have to think about it.”

Instead, be specific about who and what you want to be referred to. It’s
much easier for your clients to think of fellow business owners in the high-
tech business located in their particular town, than “anybody.”

5 Ask in the right places. The greatest skill in the world may very well be

the art of persuasion. People who are excellent at this skill know that the
environment must be properly set to ask someone to do something
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important. Would you recommend someone propose marriage over a
candlelit dinner in a quiet restaurant or over tacos at Uncle Joe’s fast food
joint? The very same ideas apply to requesting referrals. Make sure the
environment is correct; you want to put them in a mood to help you.
That’s pretty tough to do in someone’s office, where the phone is ring-
ing and the secretary is constantly coming in and interrupting.

We’ve discovered, and proven, that the absolutely best place to ask a client or
referral source is over lunch at a restaurant, away from the distractions of
their business, where it’s most likely that they will open up and relax—and
where you have their attention.

B Ask at the best time. Ask for referrals and introductions only when you
believe someone is feeling positive about you at the time.

B Know exactly how to request. In requesting referrals, we suggest the fol-
lowing system.

Step 1. Get them to lunch.

Step 2. Thank them for their business.

Step 3. Use the “Plus/Minus” method.
Step 4. Be specific about what you want.
Step 5. Send a thank you note.

Step 6. Follow through on the introduction.
Step 7. Let the client know what happened.

Step 1. Get Them to Lunch

Okay. You’ve called one of your closest clients and invited her for lunch. You know that
she likes you and appreciates the work you do for her. You’ve helped her grow and control
her business, but she really hasn’t sent you much of any kind of new business. Here’s how
you set the appointment for lunch:

You: Anna? Hi, it’s Ralph. How are you?
Her: Fine! How are you?

You: Great. How about lunch next week?
Her: Okay.

Wow—that was tough. She’s your client; why wouldn’t she go to lunch? If she asks
what it’s about, just say that she’s your client and that you’d like to take her out to
lunch and discuss something with her. If she persists, merely say that you’d like to dis-
cuss it in person.
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Our experience tells us that you won’t get the third degree, or resistance, in asking a client,
or a referral source out to lunch—if there is a good relationship. If there’s too much resis-
tance, perhaps the relationship isn’t as good as you thought it was.

Next, you’re now at lunch. Move to the following step.

Step 2. Thank Them for Their Business

In having people do things for us, like giving us referrals, they must feel positive about
us. Reflect upon your own experience. Do you wait until your spouse, child, friend,
father, or boss is in a good mood to ask them for a favor? Or are you one of those dar-
ing types who plows straight ahead, no matter how the other person is feeling? We sug-
gest strongly that you get people into a good mood before you ask them to do some-
thing for you.

You’ve already started that process by taking your client out to lunch. You may now be
concerned that taking all of these clients out to lunch is going to cost a lot of money
(directly off the old bottom line, right?). Well, you might be correct. Taking clients and
referral sources out to lunch, dinner, or breakfast, may truly cost you funds that you
haven’t expended in the past. However, this is where you should be investing your mar-
keting money: in those places where you’re most likely to get a very positive return,
instead of wasting it on marketing to strangers.

A person can only be in one of three emotional states at any one time: positive, negative,
or neutral. This entire referral requesting process is designed to move your referrer to the
positive side.

When’s the last time you were thanked for your business? By your attorney? By your insur-
ance agent? By your stockbroker, perhaps? Maybe your doctor has thanked you recently!
Hardly. This art of appreciation, which is so vitally important to maintaining and improv-
ing relationships, is virtually ignored in today’s society.

Yes, there was a time where the clerk at the cash register actually thanked you for doing
business with them. Have you noticed that’s changed? Have you noticed that you often
thank them for taking your money?

People love to be thanked for their patronage. Nobody does it often enough. Now’s the
time to thank your client for her business—we promise she’ll like it.

You: Anna, one reason | wanted to take you to lunch was to just thank you for
your business these past six years. Often we just don’t stop and take the
time to say thanks. You’re an important client to us, and we’ve enjoyed
working with you and watching your business prosper.

Her Why, Ralph , you’ve very welcome.

She’s now in a positive mood. Go on to the next step.
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Step 3. Use the “Plus/Minus” Method

Because we don’t want anything to get in the way of getting at least one super introduc-
tion, we’re going to allow the client the opportunity to get off her mind anything that
might be bothering her. After all, what’s the likelihood of getting that introduction if she’s
not happy about something? But couldn’t that upset the whole situation?

Well, if there is something bothering her, and you give her the opportunity to express her
displeasure without interrupting her and getting defensive, she will go negative for a time
and then return to the positive attitude.

You: I’d like to take this opportunity to discuss with you how we are doing as
your service providers. How is our new staft person interacting with your
IT manager? Is there something that is bothering you about us, any com-
plaints that we should address? I’ve decided to have conversations like this
with my clients regularly so that there are no misunderstandings, so we can
keep our relationships right.

Hey: Well, now that you mention it, there are a couple of things we should be
discussing. Your new person seems to be getting along well with Clark, but
you really should talk to him. We don’t have much interaction ourselves.

I would also like to talk with you about your fees. Based on what I’m hear-
ing from other people, there appears to be quite a bit of fee competition
out there these days. Your fees have increased 120 percent in the last six

years. Why are we paying so much money? How much can you knock off
of that?

You: (You sure didn’t want to open up the can of worms about fees, did you?)
Our fees have increased in total as your business has grown. Certainly, your
business isn’t the same as it was when you were first starting out six years
ago. Our fees have gone up as the amount of work has gone up, which
would explain part of the increase.

Also, T hope that you have seen some benefit from being our client. We
helped you arrange financing at the Twenty-Third National Bank and we
installed a system of accounts receivable control that has sped up your col-
lections considerably, saving you interest expense and giving you better
cash flow to invest elsewhere.

Just as you have increased your prices due to increasing costs, we’ve had to
increase our fees, as well. There are ever increasing pressures on us to main-
tain the best staff we can, and we spend a small fortune training our people
on all of the new changes that are constantly happening in our business.

I hope you can see the value in having us as your professionals, even if we
are more expensive. s there anything that we’re doing well?
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Her:

Well of course you’re right, Ralph. You and your firm have been a big help
in our business; it’s just that we’re constantly pestered by other firms to
let them do our work for much less.

D’ve always appreciated the way you’ve treated us. You’ve always been so
responsive, and you look to save me taxes before the fact, rather than
when it’s too late, as have the other accountants I’ve dealt with over the
years. That’s why I came to you in the first place.

Good. She’s back to positive. How successful do you think you’d be in receiving a refer-
ral unless you discussed what was bothering her first? Move now on the next step.

Step 4. Be Specific About What You Want

You:

One of the reasons I wanted to get together with you, besides saying
thanks, was to see if you might be able to help us with our business.

Getting new clients is harder than ever for us, what with all the cutthroat
competition that’s out there. And, we’re set up for some additional qual-
ity business without hurting our existing clients one bit.

The way we we’ve always grown our business has been through referrals
from clients like you, people who are happy with us and might know oth-
ers who would like the same level of service.

Can you think of another business owner like yourself who could use the
same kind of direction we’ve given you all these years in her business?
Perhaps someone from your networking groups:”

Note: There are only three answers to this question—no, maybe, and yes. All three are

just fine.

Here’s “no” scenario:

Her:

No.

That’s just fine. She’s sorted herself out as someone who cannot help you build your prac-
tice at least at this very time. You have, no mistake about it, planted the seed for future

referrals.

Here’s “maybe” scenario:

Her:
You:
Her:

Off the top of my head, I just can’t think of any.
Okay. Can I get back to you after you’ve had a chance to think about it?

Sure.

And why wouldn’t she think more about it? You’re her valued service provider.

You:

When should I get back to you?
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Her: How about next Thursday. One of our groups is meeting next Wednesday
and it will give me a chance to check around.

Will she? Drop her a thank you note, send an e-mail, or leave a voice mail message as a
reminder that you will indeed call her Thursday as you agreed. Remember, people like
helping other people. You’ll call her on Thursday to follow up.

The “yes” scenario is:

Her: Why, yes, come to think of it. Delores Morris is just starting out in her first
business after successfully building the hydrolux division of a Fortune 500
company. She has some important backers and great contacts, but I am not
sure whether she is set for her CPA firm or consulting. I know she could
use help like yours.

Bingo. You have the referral. Now go for the introduction.

Tou: Great! That’s very exciting. I’d love to talk to Delores, but she doesn’t
know me. I’d feel very uncomfortable calling her right out of the blue.
Would you introduce her to me by calling her and asking if she’d like to
talk to me?

This just makes too much sense for people to say no. Our experience is that about 80 per-
cent of those people who have offered us referrals over the years have been willing to go
the next step, and smart people who know how the game is played will always offer the
introduction even without your asking. And that’s how you should also give introductions:
offer to make the contact for the person being referred in.

You can decide what to do with referrals that won’t be introduced to you. You might send a
letter suggesting that you get together or call based on a conversation you had with your client.

Getting back to our conversation:

Her: I’d be happy to.

You: Good. When should I get back to you to find out how your conversation
went?

Her: Give me a call Thursday. I’ll be seeing her at the group meeting on
Wednesday and I’ll see if she wants to talk to you.

Tou: Wonderful. I’ll call you then.

Step 5. Send a Thank You Note

Keep your client positive after the lunch by sending oft a personalized thank you note imme-
diately. Exhibit 4-1, “Sample Follow-Up Thank You Note” is a sample thank you note we use
in our practice. Please note all of the positive elements. Change or modify it as you see fit.
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Step 6. Follow Through on the Introduction
Come Thursday, Ralph makes sure to call Anna about Delores.

You: Anna? Hi, it’s Ralph. How are you?
Her: Ralph—good to hear from you.
You: I just wanted to follow up on our conversation to see how your talk with

Delores went.
Only two things can happen here: she talked to Delores or forgot to. Both are fine.
Her: Oh, I forgot all about it—my cat had kittens.

That’s fine—now she feels guilty about letting you down. Guilt is a powerful motivator!
She’ll give you even a better referral.

Her: Why don’t you get back to me tomorrow? I’ll give Delores a call right
now.

Or she might have talked to Delores, after all.

You: Anna? Hi, it’s Ralph. How are you?
Her: Ralph—good to hear from you.
Tou: I just wanted to follow up on our conversation to see how your talk with

Delores went.

Her: Good. T had a chance to talk to her and she’s not interested.

That’s fine, as well. You haven’t been rejected, she has! And you have planted the seed in
her subconscious mind of future referrals.

You: Well, thanks so much for trying.
Or the best thing happens:

Tou: I just wanted to follow up on our conversation to see how your talk with
Delores went.

Her: Good. She’s waiting for your call!

Great. Drop what you are doing. You’ve got a red-hot lead. Someone wants to talk to you.
Set the appointment with Delores immediately.

Step 7. Let the Client Know What Happened

If you want a continuous source of introductions, always let the client know what hap-
pened to the referral you received. If you didn’t get the client, explain why, and thank
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them again. If you did get the business, they’ll be excited and feel good, too, thus leading
to more referrals.

ADAPTING THE PROCESS FOR REFERRAL SOURCES

This step-by-step approach works just as well with your referral sources as it will with your clients.
See Exhibit 4-2, “Sample Process to Ask Referral Sources for Referrals,” for an example.

ADAPTING THE PROCESS FOR COLLEAGUES

It’s amazing, but true: People outside of the profession (especially successful salespeople)
never understand why CPA don’t refer business to their colleagues right in the same firm
often enough.

But you know it’s true.

From the largest firms in the world to the smallest, partners and managers are often afraid
to refer business to others in the same firm for fear of harming the relationship. Maybe that
tear is well founded. After all, who would want to knowingly refer business to someone
they knew who wasn’t going to do the job properly for their valued client? Our clients have
told us that this is sometimes not based on reality; it’s frequently due to the lack of com-
fort with the fellow partner or manager.

Those fears can be placated in some situations by getting to know the other person better
over lunch or socially. See Exhibit 4-3, “Sample Process to Ask Colleagues for Referrals,”
for an example of how a colleague’s referral can be sought.

WHAT IF You DoON’T HAVE ANYBODY TO ASK?

Perhaps you are just starting out. You don’t have many (or any) clients to ask for referrals,
and haven’t met any referral sources that are ripe for referrals. Now what?

Ask everybody you know. Because funds are precious, consider doing it over coffee, instead
of over lunch. If they don’t know someone the first time you ask, ask them again—a name
may have come to them after you planted the seed.

If you can’t think of asking anyone through normal channels, perhaps you should consid-
er building your own network with a group of like-minded business associates. Consider
the following example.

Real Life Mavketing Example. A group of professionals and other top executives
in a suburb of Philadelphia saw a need to expand their network of contacts. Two
younger ambitious partners—one from a CPA firm and another an attorney—
decided to form a networking organization. They wanted it to be the equivalent
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of the Young Presidents organization. In other words, they wanted only young
professionals, business owners, and executives who were as ambitious as they
were. Also, they wanted to limit the number of people in several categories, such
as like brokers, insurance agents, attorneys, and CPAs.

To get the group rolling, they formed a core of 10 founding members, many of
whom were their clients and top allies.

As they talked, they decided that the only way that this would work would be if
it were perceived as an “elite” group, so, they decided to limit membership in the
group to 20. Then they developed a program and agenda for meetings through-
out the year. Each month they had a speaker and a feature member who would
talk about their business.

Two results occurred. First, the CPA partner’s word-of-mouth advertising
increased dramatically—since he had regular access to 15 new contacts per
month. And over the first three months of involvement, he got three new sub-
stantial clients. Over the next three years, he generated over a quarter of a mil-
lion dollars in new business from the group.

If you really are desperate for business right this very minute, it doesn’t matter where you
do it, just do it before you run out of money!

Sometimes desperation is a great motivator. It was for us. We started marketing to CPA
and consulting firms by asking everyone we knew—and received four introductions. Two
of those led to major breakthroughs that set us on the path we are on today. We parlayed
those precious few introductions into more introductions, and more. We were determined
not to make a single cold call.

Yes, we’ve used all of the tactics in Mastering the Art of Mavketing Professional Services to
be highly successful in our business. None have been more important than requesting and
receiving introductions.

CONCLUSION

In this chapter we’ve shown you why referrals are so powerful and so important to the
profitable growth of your practice. We’ve shown you a system that’s been proven to work,
time and again. It’s up to you to apply it, experiment with it, and reap its rewards.

A powerful marketing program always incorporates gaining leverage through others and
enhances all the other ideas put forth in this book.
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ExXHIBIT 4-1: SAMPLE FOoLLOW-UP THANK YOU NOTE

Dear Mary:

Thank you so much for the honor of working with your client, 007 Security; we greatly
appreciate your referral. We have wanted to work with them for years and you were the one
who finally was able to open the door for us.

Because we have worked so hard to build our practice, every client is like a precious flower—
one to be appreciated, acknowledged, and nurtured. Please be assured that we will take our
very best care of this client, as we do with all of our client family.

And we will continue to send our clients to you, as we have heard so much positive feedback
over the years about your work.

Thanks again.
Respectfully,

Moc and Joe, CPAs
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EXHIBIT 4-2: SAMPLE PROCESS TO ASK REFERRAL SOURCES FOR REFERRALS

Step 1.

Get them to lunch.

 VARIABLE /REASONING* |

Same strategy applies.

Step 2. Thank them for their business. Same psychology applies. (Thank them for
taking such great care of your clients
over the years.)

Step 3. Use the “Plus/Minus” method. Same psychology applies. (Find out what kind
of feedback, good or bad, they have received
about you and your firm.)

Step 4. Be specific about what you want and Same strategy applies.

get the introduction.

Step 5. Send a thank you note. Same strategy applies.

Step 6. Follow through on the introduction. Same strategy applies.

Step 7. Let the client know what happened. Same psychology applies.

*As compared with the process to ask clients for referrals.
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ExXHIBIT 4-3: SAMPLE PROCESS TO ASK COLLEAGUES FOR REFERRALS

 VARIABLE/RBASONING*

Step 1. Get them to lunch. Same strategy applies.

Step 2. Thank them for their business. Same psychology applies. (Thank them for
something they have done for you or the firm.)

Step 3. Use the “Plus/Minus” method. Same psychology applies. (Find out what
kind of teedback, good or bad, they have
received about you and your work from clients.)

Step 4. Be specific about what you want and get Same strategy applies.
the introduction.

Step 5. Send a thank you note. Same psychology applies, even in
the same firm. People have emotions
and enjoy being recognized for a job

well done.
Step 6. Follow through on the introduction. Same strategy applies.
Step 7. Let the client know what happened. Same psychology applies.

*As compared with the process to ask clients for referrals.
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APTITUDE FOR BUILDING POWERFUL ALLIANCES

Gaining the cooperation and committed help of closely allied referral sources is critical to
building your practice. Creating allies creates an external sales force for your practice—
finding and introducing you to a steady stream of prospective clients. As you’ve learned
in our coverage of the Best Business Generators, the top business producers in the
accounting profession excel at building close, vital relationships with a few potent allies.
In this chapter we’ll cover the strategies and tactics that will help you to accomplish this
same objective.

First, you’ll learn the advantages to alliances and the key attributes to a success alliance.
Then, we will guide you through a step-by-step process that will help you to maximize the
quality of your referral relationships into alliances.

¥
THE POWER OF ALLIANCES

Except for marketing to your existing clients, building potent alliances is the most critical
aspect of your personal marketing action plan. Why? Well, growing your practice is a little
bit like going to battle—especially in the increasingly intensive competitive environment
that we are all facing. So, like nations entering into conflict, you need allies on your side
who are willing to commit to helping you win the battle of practice development.

More to the point, the CPA profession is truly a relationship business. Your success is first
and foremost dependent on the quality of your relationships—with clients and allies.
Therefore, your skill in managing your ally relationships can ultimately make or break
your practice.

Let’s look at the four advantages that allies bring to your business building program.

Advantage 1. Leverage

The first factor or advantage is leverage, getting maximum impact and contribution from
the effort, contacts, and abilities of others. Let’s face it: Given the time constraints, com-
peting pressures, shifting critical priorities, and various demands that you face, there is only
so much that you can do yourself.

So, what can you do? Model what Best Business Generators do: Delegate some of your
practice development to your allies. In effect, they become an outside sales force for you—
finding a steady stream of prospects and contacts that would be valuable to you.

Advantage 2. Word-of-Mouth Advertising

The second advantage for you is word-of-mouth advertising: Recommendations from a
respected attorney or banker carries a lot of weight. Frankly, prospective clients don’t want
to spend a lot of time researching CPA firms or making cold inquiries. So, they look to
other advisers to get their recommendations for a service provider.
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Remember, solid allies will always be looking to bring your name up in the course of their
significant business conversations. They know you, trust you, and like you, and they expect
that you’ll be reciprocating in their behalf, looking for opportunities to bring business their
way as well.

Advantage 3. Complementary Strength

The third advantage is complementary strength and collective impact. This means that the
mutual advantages that you and your ally bring together are of greater value than what you
have individually.

For example, your clients benefit from your close working relationship with an ally as you
each bring expertise and a working style that speeds communication and streamlines the
process. Similarly, in marketing, each of you carries different advantages in terms of client
bases, specialization, and manpower.

Additionally, you’ll be able to invest more time, money, and support resources together
than either of you could invest separately. Done correctly, this will translate into better,
higher-impact marketing programs.

Advantage 4. The Mastermind Effect

The final ingredient is the mastermind effect. At times, business development can be a gru-
eling, frustrating process. Also, on occasion you need to bounce ideas off of another entre-
preneur who knows how you think, and who can appreciate and understand your point of
view, as well as the hurdles that you may be facing.

Over time, allies become a support group. They can become your informal business devel-
opment advisers. Since they know you and understand your practice, their advice will be
reasoned and pointed. In effect, they become your mastermind group—providing the
insight and support that we all need at times to succeed.

THE ALLIANCES THAT THE BEST BUSINESS GENERATORS ENJOY

In our study of the Best Business Generators, the power of their alliances was a clear-cut
component in their success. Without exception, they all confirmed that alliances were
instrumental to their prosperity.

However, one fact did surprise us. We thought that these business generators would enjoy
a wide network of referral sources. Wouldn’t it makes sense that they would have dozens
of referral sources who passed them a lead or two based on their experience, reputation,
and personal charisma?

That wasn’t the case. Instead, while they did gain referrals from their network, the most
important source of high-quality leads and new business originated from a few, strong,
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and enduring alliances. In fact, the bulk of business generators’ new business came from
a predictable stream of referrals from their best allies. And, on average, the quality of
these referrals was exceptional—each lead had a high probability of immediate closure
for new business.

Here are a few Real Life Marketing Examples that are typical of the power of allies from
our training and consulting clients:

Real Life Marketing Example. The top business generator at a firm in Ohio is a
highly personable senior partner. To give you an idea of his impact, this one per-
son brings in 40 percent of the new clients to his firm with a partnership group
of 20 partners. His passion is golf. Consequently, he’s worked mostly with allies
that share his interests, including golf.

By virtue of being “sporting types,” as he put it, one year they decided to have
a referral contest and keep score. Their goal was to go all out and find as many
referrals for each other as possible over the following six months. From this
group of four allies (a foursome is required for golf), each ally added new clients
that amounted to 10 percent to 20 percent of his individual practice.

Real Life Mavketing Example. The bulk of work in this leading independent
firm in the Midwest comes from the real estate and construction business. The
managing partner traditionally generates over 40 percent of its business (more
than $10 million in fees).

The majority of this work is generated from a tight-knit group of people who
have known cach other from their fraternity days at college. All became success-
ful and remained friends. So, our client finds ways to remain close to this group.
In fact, he keeps a chart with their names in a prominent area in his office. Each
day, he looks at that chart to determine if there is anything he can do for those
important allies. He finds any way to stay close, whether it’s jogging with one or
helping out another’s important charitable cause.

Real Life Mavketing Example. Another managing partner we work with closely
built his top suburban Chicago firm from scratch to a $12 million practice. As
his firm grew, he recognized that the vast majority of his new business came from
his banking allies. But, as his firm expanded and diversified, he found that his
marketing program strayed away from his most important allies. Rather than
mutually marketing with allies, he was stressing direct marketing to new clients,
without outstanding success.

So, he reoriented his firm’s marketing effort. Recognizing the legacy of his firm
and the importance of his confederates, he invested over 50 percent of his mar-
keting effort into his allies and lavished attention on them. He joined in on
their chamber of commerce leadership programs. Custom-tailored continuing
professional education courses on cash-flow and understanding financial state-
ments were offered to the commercial loan officers, free of charge. All referrals
were directed to the allies who brought in referrals. What was the effect?
Despite an economic downturn at the time, this firm experienced double-digit
growth in fees.
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The way we look at the power of ally relationships is this: An ally is basically a partner in build-
ing your business. You can’t, however, deal with them as you would a partner; you must treat
them like your most important client. Think about the relationship in these terms: Initially,
you sold this person on being your ally. This sale has led to a number of new sales (or repeat
business). Isn’t this similar to the relationship you have with your clients, to a degree?

Exhibit 5-1, “Critical Differences Between Alliances and Referral Networking,” illustrates
critical differences between alliances and referrals. Please recognize that there is an impor-
tant distinction between managing your alliances and building your referral network. Here
are the key attributes of an ally.

Generates a Significant Number of High-Quality Leads

An ally is somebody who finds you a lot of leads—somebody who is absolutely instru-
mental in building your practice. By contrast, a referral source may generate a lead or two
once in a while.

Will Act as Your Salesperson

Allies are adept at preselling your services. They know you and your practice well enough
to qualify prospects on their need, want, or desire for your service.

Demonstrates Strong Commitment

An ally is somebody who has a personal stake in your success. In most cases, it’s a long-
standing relationship. In fact, you may be the CPA that he or she sends all of his or her clients
and contacts to see. You may be the only person who jointly markets services with her firm.

There is a much higher closure ratio for leads generated by allies than by referral sources
who are often weakly submitting your name along with others.

Benefits From the Relationship

No enduring ally relationship can be wholly one-sided. Therefore, vital alliances are high-
ly balanced. For example, you trade business back and forth. You counsel one another on
business development or technical issues. You trust your ally to serve your clients, friends,
and contacts, and vice versa. Perhaps you share mutual marketing investments. And you
may invest a lot of time communicating to stay on top of your business together.

Referral relationships are often unbalanced and one-sided. Ever formally keep track of refer-
rals received and owed? Allies make sure you get taken care of; referral sources tend to forget.

Has Personal Rapport and Chemistry

An alliance is typically sparked by a good personal working relationship and often develops into
friendship. This is essential to its success as each of you probably have other options for refer-
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rals and alliances. So, there needs to be a reason for a continuing relationship, and this strong
personal connection provides the foundation upon which the business relationship thrives.

Is Entrepreneurial

We’ve found that both parties must have similar business-building ambitions for the
alliance to work effectively. An entrepreneur is always on the hunt for ways to grow; there-
fore, he or she respects and secks allies who share this goal.

Unfortunately, many people often waste their precious referrals by giving them to profes-
sionals who have little or no interest or competence in building their own practices.

A FOUR-STEP PROCESS TO BUILD POWERFUL ALLIANCES

Now you can see why there’s no question that alliances are critical to growing your busi-
ness and you understand the qualities that lead to a productive alliance.

Let’s look at how you can create or enhance an ally relationship. For the rest of this
chapter, we’ll show you proven methods and techniques for managing and improving
these relationships, and engage in a brainstorming exercise to illustrate how to put them
into practice.

Here’s our four-step approach to building your alliances, which we will be discussing in
detail.

Step 1. Audit your referral sources.

Step 2. Focus on a top few.

Step 3. Agree on an up-front contract.
Step 4. Develop an allied marketing plan.

Step 1. Audit Your Referral Sources

Appraise the quantity of leads and new business that you trade back and forth. Then, eval-
uate the quality of the relationship in terms of personal chemistry, compatibility, entrepre-
neurial ability, and other important intangibles. Let’s take a closer look at your referral
sources. Use the form in Exhibit 5-2, “Sample Chart for Auditing the Quality of Your
Referral Relationships,” to complete these exercises.

Rank Order Your Key Referral Sources

Begin with your best key referral sources: the banker, lawyer, or colleague who is the most
important asset in growing your practice. Then, list the second best source, and so on.
Continue until you run out of sources worth mentioning.
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Review the Last Year

Think about how many leads this person provided to you. Then identify the amount of fees
that were generated by the new clients from these leads. It’s okay to estimate; you don’t
have to get the numbers exactly. Just make sure that they are reasonably accurate.

Look at the Relationship Through the Eyes of Your Referral Sources

You’re now going to redo the same analysis, but through their eyes. How many leads did
you provide to them? What estimated fee revenue did they generate from you?

Note Your Reactions to This List

What initial responses come to mind? Are there any surprises? Do the relationships seem
balanced? Don’t worry about any hard-and-fast conclusions right now. You’ll confront
those later as the auditing process continues.

Step 2. Focus on the Top Three

A major tenet of building alliances is to limit yourself to the number of relationships you
can manage and invest in. So, for the purposes of this exercise, let’s work with your top
three referral sources. Now, we’ll quickly audit these relationships a bit further. Consider
the following two issues.

# Can they bring you clients in your target market niches—your ideal clients?
This may seem like an odd step. But, sometimes, your traditional referral
sources may not be the best source for the type of clients you want to attract
today and in the future. For example, you may want to emphasize a new ser-
vice for business clients instead of taking on a ton of individual 1040 clients.
But, this does not mean that you forsake this ally. It simply means that other
referral sources could move up higher in rank order if they are better posi-

“tioned to bring you ideal clients.

i Take a look at the intangibles. How is your personal chemistry with the refer-
ral sources? Will they look forward to an even closer, more proactive work-
ing relationship? Are they entrepreneurially oriented? Would they be willing
to aggressively market on a cooperative basis?

Now, think about your answers. Does this referral source look like it will still be a top
source of new business for you? Is there any significant reason to think that this relation-
ship will decline or “dry up” this year?

If you think that your top three relationships will continue to thrive, proceed to the next
step. If you see one of these relationships to be at risk, then pick another referral source
relationship to take through this process.

Don’t eliminate a top-three referral source relationship until you go through the next step.
Because this is a valuable referral source, you want to make sure that you fully understand
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how you can make this relationship work best. Armed with the information you’ll gather
in Step 3, you can make an informed judgment on how to revitalize this relationship, or
you can decide to invest the bulk of your attention to three other relationships.

Step 3. Agree on an Up-Front Contract

Formalize the goals for your alliance. Define your mutual conditions of relationship satis-
taction. Consider the objectives of your potential ally. Balance your viewpoints and define
the precise, shared goals for your alliance.

Define Your Conditions of Relationship Satisfaction

Specifically define what you need to yield from this working relationship to be delighted.
What are your objectives? How many leads and referrals would be satisfactory? What type
of cooperation is required? How are communication and follow-through currently work-
ing? What has worked well in this relationship that you want to sustain? Where is there
room for improvement? What specific measures and guidelines should be set to gauge how
well this relationship is moving? What type of joint marketing efforts do you want to
attack? What kind of introductions do you want from this ally?

Think through all these factors. Then write down a set of specific goals. Make sure that
these objectives are reasonable and achievable. To the extent possible, make these goals
precise and quantifiable.

Review now what you have really accomplished with this portion of Step 3. You’ve laid the
groundwork necessary to manage this relationship. The problem with alliances is that they
are rarely formalized, contractual agreements. Because of the loose nature of these
alliances, they tend not to be carefully managed. Using our approach, you take the initia-
tive. Also, you’ve carefully defined your expectations, so that your ally can understand
them and aim for your goals.

Define Your Ally’s Conditions of Relationship Satisfaction

You are only partially finished with this step. Remember the balance rule. For an alliance
to work, there has to be strong mutual benefit. So, look at this working relationship
through the eyes of your potential ally. Reconsider some of the same questions in the first
portion of Step 3, but answer them as your potential ally might. Specifically, how does
your working relationship benefit this potential ally? How much business did you gener-
ate for him or her? What’s working from his or her point of view? What would he or she
change in your working relationship? What marketing programs would be beneficial to
him or her? What introductions could you make for him or her?

Formalize Your Up-Front Contract With Your Ally

Now, it’s time to agree on a treaty with your potential ally. We call this an #up-front
contract.
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Set up a meeting with your potential ally, preferably a relaxed lunch away from the dis-
tractions of the office—where the sole purpose is to discuss how you can best work togeth-
er for the upcoming year.

Start by stating your purpose for the meeting. Then, review your conditions of relation-
ship satisfaction—giving your potential ally a precise understanding of your goals for the
working relationship. Tell him or her the quantified objectives that you aspire to—in terms
of number of leads and introductions, cooperative marketing as well as any enhancements
you seek in the alliance.

Then get their reaction. Are your goals reasonable? Are they attainable? Are these priori-
ties that they can commit to? What doesn’t make sense from their standpoint?

Now, ask your potential ally for their conditions of relationship satisfaction. Do they dove-
tail with your goals and objectives? What can you specifically agree to in terms of mutual
goals for referrals and introductions? What will be your plan of attack for working togeth-
er? What corrective improvements do they desire in your working relationships? How often
will you meet to keep things on track?

Come to a meeting of the minds. Document what you agreed to in the meeting.

Here’s what you have accomplished: You now have clear, shared goals. Also, you have for-
malized your working relationship with your ally—you defined the precise ways that you
can help each other best. Beyond these advantages, you also have brainstormed on the kind
of cooperative marketing actions that can benefit both of you.

Consider having your treaty typed. Send your ally a copy so that he or she can refer to it
and you can review it together from time to time.

Step 4: Develop an Allied Marketing Plan

In this step you will develop a precise plan for mutual marketing. This is your “working
agreement.” While you may have some initial ideas or you may have some programs that
have worked well historically, take a look at the ideas we summarize in this section—11
proven winners for allied marketing programs.

But, before we get started, we have to review our cardinal rule of marketing. If you get just
one thing out of this book, remember the critical Marketing Truth discussed in the
Introduction: “Marketing is a contact sport.” This means that the best form of marketing
is one that puts you in direct (preferably face-to-face) contact with your best clients and
ideal, qualified prospects.

All of your other marketing can only complement your direct marketing efforts, but, con-
tact-making marketing should always be your highest priority.

Review the contact making, allied marketing programs that have proven to be winners for
our clients and students. Then, look if you can select the best fit for your practice, and,
incorporate them into your plan of attack.
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Program 1. Shared Client Meetings

If you both serve the same clients, this is the place to start.

If a banker or attorney ally serves a client of yours, coordinate your approach to service.
Use a quarterly or semi-annual “How’s Business?” program.

Get your ally and the lead executives of your client together in a relaxed atmosphere over
lunch or in a conference room, preferably away from the distractions of their office.

Then ask the client’s owner, CEO, or CFO to bring you up-to-date on the significant
developments in their business. Your role is to simply listen and advise—you’re not there
to sell. Get them to review their significant goals and objectives for the upcoming quarter
or six months. Offer up questions, issues, and concerns.

What do you accomplish with this? First, you both reinforce your position as trusted busi-
ness advisers. Second, you provide a higher level of service because you are both fully up
to speed on your client’s critical business concerns. And you speed communication and
streamline coordination with your ally in serving this client.

Simultaneously, you and your ally strengthen the relationship with your client. And, guess
what? Somehow, you will generate additional business. You will likely find direct aches,
hurts, problems, needs, wants, or desires that you can remedy. Or you’ll walk out with
mutual or individual referrals, based on this close contact that amazingly few other pro-
fessionals even think of offering.

Whether you charge for meetings like this with your best clients is up to you. We believe
that meetings like this are, indeed, marketing in its truest, and most valuable, sense. Some
of our clients charge for these meetings; most don’t. Invest your marketing time and dol-
lars where there is the highest potential for payoff: with your best clients, best potential
clients, and allies.

These meetings are an added value that will help you secure many more best clients than
the typical CPA who certainly doesn’t offer this kind of client service.

Program 2. Direct Introductions to Clients and Prospects

This is the obvious next priority.

Often, we hear from professionals who haven’t received many new referrals lately from
their referral sources. The referral sources explain it away saying that they haven’t brought
in many new clients or customers recently. Sound familiar?

Then, now is the time that each of you should take a fresh look at your clients and
prospects.

Something may have changed or developed within your client base that might be an
opportunity for your ally. If you both take the time to diagnose each client carefully and
individually, you have to find some high closure possibilities that you and your ally can cap-
italize on immediately.
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Real Life Mavketing Example. Jake, a client of ours, recently audited his own
client base with an eye on possibilities for his close ally, Jeff, an attorney in gen-
eral practice. He discovered that over 30 of his clients needed fresh wills, trusts,
and estate work; six wanted to form new corporations; and three had been sitting
on lawsuits waiting to meet an attorney they could trust to file for them. This was
just for starters. He started feeding this work to Jeff incrementally.

Jeff, faced with an avalanche of new business, immediately contacted 20 of his
best clients to see if they were displeased with their current CPA and made per-
sonal introductions to Jake to 16 of them, 14 of whom hired Jake immediately
for corporate or individual work.

Note: Jake, being the effective service provider that he is, has been keeping close
track of the number of new clients Jeff owes him.

Program 3. Bring a Client to Lunch Club

Contact your allies and begin a Bring a Client to Lunch Club. Each month trade off the
responsibility of bringing one client to a mutual, low-key luncheon with your ally. To stay
in control, you keep score.

Under what pretense? None. It just makes good business sense to introduce your clients
to attorneys, insurance people, and others they might have use for in the future. Having
done so, this is another person-to-person contact with your clients and shows you care
about their welfare. In inviting your clients, merely state that you’d like them to meet
someone you think highly of. Why wouldn’t they come? If they’re not interested, go on
to another client.

Real Life Marketing Example. One of our clients in an area of the country where
business is slow took our suggestion on this one. Within only two months, he had
generated over $100,000 in new billings because of these direct introductions,
resulting in new clients and referrals.

Program 4. Exchange Marketing Materials

Earlier, we discussed how your allies are basically an external sales force for your practice.
So, go the extra mile. Make sure that you have materials from your ally that can make it
casier to sell him or her to a prospect or client, and vice versa. Give your ally some of your
key materials as well.

At a minimum, maintain an accessible inventory of each other’s business cards. Better yet,
keep some of their basic brochures and contact information available. Best of all, ensure
that you know the service specialties and industry niches where your ally and you excel.
Then, secure access to each other’s specialized marketing materials.

Why is this important? We’ve found that this simple step strengthens the impact of your
cross-selling activities because it streamlines the follow-through process. Think about it. If
your ally meets a prospect for you and passes along your card or a brochure, the prospect
is ready for your call. Morcover, the strength of the recommendation to the prospect is
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even greater than normal because your ally went the extra mile and followed up aggres-
sively. They gave the prospect everything necessary to either call you or be ready and
informed when you call.

Program 5. Executive Briefings

Let’s say that both you and your ally have targeted specific, related service specialties. Then
consider executive briefings as your next mutual marketing project.

An executive briefing is a personalized presentation on an important topic. It is not a sales
call. Its purpose is informative in nature, and low key.

In doing an executive briefing you could focus on a specific industry’s key issues, such as
wholesale distributors and the hot issues that are facing the industry at this particular time.
Or you could go cross-industries and concentrate on a crucial business hurt, ache, or trau-
ma, such as estate planning or business-succession issues that can affect everyone.

Then what’s the best way to promote your service offering? Put on a seminar? Do an
advertisement?

No. Start where you should always start in marketing: with your mutual base of existing
clients.

Simply develop a brief (30 minutes, maximum) mutual presentation on the pain and pit-
falls that business owners or individuals face in the particular situation you have selected
to discuss. Then, highlight the clients with the highest need for this service offering.
Schedule a series of individual meetings with these clients at your place of business or theirs
(in a conference room).

Here’s what to do at these meetings: Start by setting the ground rules. Your goal is to get
as much interaction with the client’s executives as possible. You want to ask the clients
questions and react to how these circumstances are impacting their business so that you
can qualify them for your services. Then, you make your presentation. Afterward, have a
discussion on how your client is struggling with these related issues.

Needless to say, if your client sees an urgent need to address this service, follow through
appropriately.
Next, go beyond your existing clients. Do you have any target clients who would benefit

from this presentation? If so, go for it. Can you get a referral into an ideal prospective
client? Then, use this as an entree—an excuse to get together.

Keep working this approach. It’s a great weapon to have in your arsenal.
Program 6. Joint Speaking Engagements

You now have a presentation that’s been tested with your existing clients. Moreover,
you’ve heard and seen their reactions.




MASTERING THE ART OF MARKETING PROFESSIONAL SERVICES

You have a wealth of information on how these problems and challenges impact their business
or personal success. In other words, you have something valuable to offer. What do you do next?

Find more ideal prospects and make this same presentation. Target associations or organi-
zations where your ideal prospects gather. Then find out if you have a client or contact who
can refer you into this organization as a speaker, or get them to introduce you to the pres-
ident or program chairman and sell your presentation ideas to this group.

Follow the methods we cover in our chapter on public speaking to turn speaking engage-
ments into hot leads.

Program 7. Breakfast Roundtables

Once again, let’s say that you have a mutually important, targeted service area. Hopefully,
it can be the same area that you targeted in programs 5 and 6. Instead of doing a presen-
tation, try a breakfast roundtable of six to eight participants. In these roundtables, you act
as moderator or facilitator. Your goal is to spur a group discussion on trends or critical
aches or hurts that this group is facing. It also allows you to showcase your in-depth expe-
rience to serve a particular industry. Furthermore, it’s a good way to give some of your
managers and staff people an exposure to public speaking and selling.

These roundtables should be with a peer group. That means that the attendees have to see
cach other as similar. For example, CFOs at banks or vice presidents of information sys-
tems departments at hospitals. Senior citizens with over $500,000 in pension assets that
they are managing. Lending officers specializing in real estate and construction financing.
You invite the ideal prospects that fit the service profile.

Once you’ve identified your target service and priority peer group, how do you get people
to attend? First, invite your clients who fit the profile. Why? Because they may need the
service. Also, they will act as your salesperson in the roundtable, testifying to the quality of
your service and value that you add to their business.

Then, both you and your ally should ask the clients who are attending to invite one other
person who fits the profile. In this way, your client acts as your sponsor, and it’s easy for
them to access and persuade a peer to attend because there is no selfish reason for them
personally to invite a prospective client. Therefore, prospects are more likely to attend.
Also, it makes the session more appealing to a prospect, and it appears more valuable, if a
trusted peer makes the invitation—instead of a stranger like you.

What if you need more people to attend? Or what if you want to run multiple sessions? You’ve
got two options. First, find other contacts who can bring in prospects that fit the profile.
Perhaps target the head of an association or some other contacts who are highly networked.
Or get others in your firm to invite a prospect or one of their clients or referral sources.

Here’s your second option. Believe it or not, our clients have had luck in sending out
“cold” invitations to prospects for roundtable discussions. There are, however, a few
secrets to making this work correctly.
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First, use personal stationery or invitation stock (like what’s used for wedding invitations).
Everybody tends to pay much more attention to invitations, so it’s more likely to reach
your target. Second, mention other individuals who will be attending so they see that their
peers will be there. Finally, mail them out in groups of 25 or so, then make a follow-up
call to see if you can get them to attend. There’s an example invitation in Exhibit 5-3,
“Sample Invitation for a Roundtable Discussion.”

How do you prepare and conduct the roundtable? Simply prepare an outline. Also, allow
everybody to introduce himself or herself and trade business cards. After introductions, ask
directed questions and get the participants talking. Make it an informal discussion and
encourage interaction. Make sure that you draw in all the attendees so they feel comfort-
able, even if you have to call on some who are more reserved.

After a few minutes, you’ll find that the conversation takes off on its own! You just have
to keep it flowing. Keep it on schedule and adjourn on time.

Two last points on these breakfast roundtables. First, make sure you take notes on the
problems and aches that surfaced during the discussion. You can then make use of these
ideas as a way to follow through with the participants to see if they want to set an
appointment, and as a next step, in a direct mail piece.

Second, make sure that you send a hand-written thank you note on your personal sta-
tionery. This adds the critical personal touch that makes an impact. Also, enter all the
names, addresses, and phone numbers into your marketing data base. Over time, periodi-
cally mail articles and other materials to sustain the contact.

The most immediate results that you produce are a widely expanded network of contacts
in a short amount of time. It’s not uncommon to immediately generate referrals and a new
client or two after conducting about three sessions.

Program 8. Joint Case Studies and Mailings

How can you make use of the feedback and information that you generated through the
executive briefings or the breakfast roundtables?

Simply write a brief article (one page, front and back). Keep it on an executive summary
level. Include as many quotes and feedback from participants as possible.

Who would this article go to? Besides those who attended, anyone who might be a
prospect, client, referral source or for possible publicity. Don’t be afraid that someone sees
such an article and wonders why they weren’t invited. If you didn’t know they had an
interest, how could you invite them?

In some towns, a short article on a meeting like this would qualify for publicity in the local
newspaper’s business section.

What would the article look like? There’s an example in Exhibit 5-4, “Sample Roundtable
Executive Briefing.”
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Program 9. Joint Seminars

Based on the last few steps, you and your ally have a winning presentation. Moreover, you
received some solid feedback and client experiences that add flavor and potency to your
presentation.

Now you have the choice to put on a seminar, but make sure that there is a broad enough
audience to warrant a seminar.

Who is the target attendee? Is there a target association that would see this as a valuable
seminar to sponsor? Can you get the right people to attend?

We’ll cover the secrets of successful seminars in a future chapter, but there is a rule of
thumb regarding conducting seminars we want to cover here: Always get an organization
to sponsor your seminar. Put it on by yourself only as a last resort.

Why is this smart? First, organizations are in the seminar business; they do it all the time,
while this is a sideline business for you. Second, the associations are in tune with their
members’ key concerns and educational requirements. They can handle all the little details
that can make a seminar successful (and be very time-consuming). Finally, being sponsored
lends credibility to you and the topic that you just can’t replace in getting people to attend.

Mavketing Truth. Putting on seminars by yourself is difficult unless it’s predom-
inantly aimed at clients. Even then, it’s tough to get good attendance.

The reason we caution you is that self-sponsored seminars can be an awful waste of time,
money, and effort. They’re tough to pull off properly. The self-sponsored seminar in your
town may be over-saturated. That’s why we devoted a chapter on seminars later on—to
increase your odds of success.

We suggest you initially explore the earlier steps of joint marketing, specifically executive
briefings, breakfast roundtables, and speaking engagements. Then, you’ll know how com-
pelling a seminar might be.

Otherwise, unless you handle it right, the cost and risk of putting on a seminar can be sub-
stantial, and the payback, tenuous.

Program 10. Jointly Sponsored Special Events

Special event marketing is one of the fastest growing fields in the art of promotion.

It is also a tool that any practitioner can employ. If you’re with a sizeable firm, you could
consider a major event, like sponsoring a tent at a sporting event or endorsing a major
charitable event. Next time you see an important golfing tournament, for example, look at
all the corporate sponsors who bring their top customers to the course.

But, even if you’re a smaller firm or sole practitioner, you can do the same thing on a small-
er scale. Whether it’s a local township fair, school or fraternity alumni event, a college con-
cert, or a church event, there’s often a chance for sponsorship. Also, special meetings, guest
speakers, or hospitality suites for major association meetings are a natural for any size firm.
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Special event marketing is within the reach of most firms. Why is special event marketing
so hot? It can be highly productive and allows for lots of face-to-face contact.

Mavketing Truth. Special event marketing gives you the perfect excuse to per-
sonally greet every guest and participant at the event, because you are the host.

You might not get too many warm, personal one-on-one contacts like this too often. It’s
a marvelous opportunity.

Also, today there’s a lot of marketing “clutter” competing for the attention of your clients
and prospects. Events stick out amongst the clutter as in many cases; it is an event in every
sense of the word. Done correctly, it is a special attraction and something unusual.

It also allows you to make special invitations. Your clients and prospects will be flattered
that you thought of them, even if they can’t make it.

So, put your head together with your ally to see where you have some mutual interests,
along with organizations that might have some sponsorship possibilities. As you think
through some options, here are some guidelines:

# Make sure that the event is a “lure” to the type of people you want to attract.

# Do some homework before committing. Make sure the event lives up to
your professional standards.

# Avoid anything that could offend or upset your clients. Therefore, be care-
ful about mixing in volatile areas, such as politics or religion.

# Make sure it fits into your cooperative marketing budget with this particular ally
in terms of both money and time. If, for example, your ally can’t find enough
time to properly “work” the event, consider someone else to go in with.

@ Don’t sponsor too many events. Pick one or two at most a year. Then, con-
centrate your time and money on these, so there is a higher impact.

Once you pick the event, you and your ally should put your full effort into getting your
clients and mutually ideal prospects to attend. Print up the invitations with an RSVP return
card. Send them out, and follow up with a call to inspire them to attend.

Prepare to market and sell at the event. We’ll cover some of the principles of networking
and the related skills of working trade shows in Chapter 17, “How to Use Trade Shows
to Reach a Target Market.”

Here are a few additional ideas:
# Have a ready supply of sales collateral and promotional material at the event.
Keep this material in an area where people will see it and pick it up.

# Get your allies and colleagues to the event. This boosts the attendance. You
also will want them to proactively work the room.

# Go to the event with a plan. After all, you’re there to cither sell or to build
relationships. Keep this in mind.
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# Bring your calendar so you can book appointments with any interested parties.
# After the event, follow up. Send personal notes and make calls as warranted.

Special-event marketing can be a potent weapon. It works best when you team up with an
ally. Consequently, keep an eye open for opportunities that make sense for both of you.

Program 11. Double-Team Associations and Social Organizations

Here’s our final suggestion for allied, cooperative marketing. Again, its main purpose is to coordi-
nate your promotional strategy and agree on a plan of attack. In this way, you amplify your success.

We suggest that you and your ally double-team the associations that your best clients and
most attractive prospects frequent. Come up with a clear scheme to position both of you
visibly within the organization.

Target different leadership positions with your ally. One could aim for being president,
while the other should go after the program chairmanship.

Get your clients involved in leadership positions, too, so you can have inside salespeople infect-
ing the organization on your behalf. Then influence others in your firm to be active in terms
of both attending and taking leadership positions. This will multiply your word-of-mouth mar-
keting within the group and gain greater market share for the firm within the organization.

Seek ways to showcase your expertise in the operations of the organization. Develop a busi-
ness plan for the organization. Review the accounting and financial procedures. How could
you improve the productivity of the operations? Take a look at the accounting systems and
software. Make a tangible show of your expertise.

Maintain a visible position in the programs of the organization. Make sure that either you,
your ally, or your clients are frequent speakers, or ensure that you are in the position to
introduce speakers at events.

Seek feedback from members on their satisfaction with the organization’s membership.
Sponsor informal breakfasts or lunch brainstorming sessions to find ways to make the orga-
nization as valuable as possible. Or, sponsor a member satisfaction survey.

Why does this make sense? It shows your commitment to client service and satisfaction.
Isn’t that a great way for your firm to be perceived?

These ideas are just a start. Think through every way you can promote yourself coopera-
tively with your ally. After all, you’ll be investing a lot of time and energy in this organiza-
tion. So, find ways to make the most of your involvement.

INSIDE ALLIANCES

Getting allies in building your practice is critical to leveraging your individual efforts. We
have shown you how to build a small number of highly committed and vigorous allies who
scout out opportunities for you. But, the ally doesn’t always have to be an outside ally. In
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fact, the best source of new business and referrals may be the partner, manager, or staff
person right down the hall.

But wait. We find that cross-marketing rarely happens easily, because, many partners may
guard their client relationships against potential damage. So, you have to sell others with-
in your firm to send you referrals. Because, just as with client referrals, you can’t simply
assume that referrals are going to come your way.

As we wrote earlier, the best business generators recognize that cross-marketing is essential
to building their practice. They want to guarantee that all business from a client stays in-
house—and is never taken outside to another firm. Outsiders pose a hazard to the rela-
tionship. Therefore, they take control of the inside game. Here are a few strategies they use.

Decide Who Your Best Inside Allies Are

Find somebody who can be an asset to you. Then consider if you have good personal
chemistry with this person. Cross-marketing can be risky, so trust is important. Work with
someone with common interests and similar goals for building his or her practice.

Make It Easy for Others to Sell Your Services

Summarize danger signals for your colleagues to keep an eye out for while at their clients.
Teach them how to qualify their clients’ need for your service. Trade short questionnaires
that illustrate how to interview clients to determine their need for your service specialty.

Nurture the Business Building Possibilities

Coach your work team on their role in spotting additional service needs. In many cases,
the work team may be closer to some client executives than you are. Have them keep an
eye out for the challenges and problems that your client is facing. Work on questions that
they should be asking their client counterparts that would signal a service need.

In other words, turn your own people into your sales force as well. Always remember that
staff shouldn’t simply get the work out. Instead, they must be your eyes and ears at the
client when you’re not there. Use a part of your regular client service team meetings to
discuss clients’ service needs along with your other project issues.

CASE STUDY—BUILDING POWERFUL ALLIANCES

One of our clients is the managing partner of a CPA firm on the west coast. He believed that
his firm’s business generation was flat. At our request he conducted an “audit” of his firm’s
top alliances, using the same process we’ve just reviewed. One fact jumped out at him.

The top bank in his suburban area was traditionally a superb source of highly qualified
referrals. But, for the past year, his firm had received no referrals from this previously solid
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referral source. Upon further investigation, it turned out that his partners collectively sent
at least 10 clients to this bank during the same period.

However, each individual partner sent one or two referrals to a variety of individual loan
officers, and no one knew what the others were doing. Thus, the total benefit of these leads
to the bank was not obvious. In addition, the managing partner realized that he hadn’t
stayed in close contact with the bank president.

Initially, the managing partner called together a few of his partners to brainstorm on
how they could market cooperatively with this bank. Then, they set to paper their con-
ditions of relationship satisfaction, as well as their plan of attack to pursue the market-
ing programs they targeted. Next, the managing partner called up the bank president
to set up a working lunch to explore ways that they help each other’s business to grow.

They met in a conference room at the accounting firm—just the managing partner and the
bank president. Our client thanked the president for getting together. He said that he
regretted that their working relationship was not as strong as it used to be. This caught the
bank president by surprise. And, he was further startled by the fact that his bank had not
referred any clients to this accounting firm, as he always personally valued the referral rela-
tionship that they had built.

Then, they brainstormed on exploring ways to market together. They drew up their con-
ditions of relationship satisfaction on a flip chart.

Here’s the agreement they reached:

# Goals. They agreed to trade at least 10 business leads back and forth for the
upcoming year.

® Networking. The bank president had just been named to be the president of
the local chamber of commerce, and he asked the managing partner to be on
the board.

& Cooperative marketing. They agreed to put together a joint presentation on
estate and retirement planning, and they resolved to put on a series of joint
seminars to both the bank’s customers as well as the firm’s clients. In addi-
tion, the bank’s public relations department would aim to book joint speak-
ing engagements at top associations.

@ Training. The CPA firm would put on some breakfast training sessions
for the construction and real estate loan officers at the bank. These ses-
sions were geared to help the bankers understand the intricacies and
complexities of construction and homebuilder’s financial and cash flow
statements. In addition, this allowed the younger professionals (man-
agers, staff, and younger loan officers) to meet and build rapport.

E Sales materials. The bank often encounters entrepreneurial customers who
are starting up their own businesses. And many of these customers lack finan-
cial and accounting know-how. So, the CPA and consulting firm provided
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them with a business “start up” kit with reference materials on the account-
ing, financial, and tax issues that impact new businesses. All of this material
was placed in a folder with the firm’s name and contact information promi-
nently displayed along with a business card of the managing partner.

& Social mixing. The bank sponsored a “mixer” with the professional staff of
the bank and the CPA and consulting firm. At the beginning of the get-
together, the bank president reviewed the bank’s service capabilities and
priorities for growing the bank. The managing partner did likewise. After
the presentations, a guest speaker trained the total group on key network-
ing skills. Then, the firm’s professionals and bankers practiced their skills
and networked with each other.

& Quarterly velationship veview meetings. The bank president and managing
partner agreed to meet on a quarterly basis. They vowed to keep in touch
to make sure that the working relationship stayed vital. Their personal sec-
retaries were delegated the task of scheduling these meetings for them.

@ Referval ledger stavted. At the managing partner’s request, the bank presi-
dent and managing partner each began keeping a referral ledger at their busi-
nesses to account for referrals given and received to make sure the previous
situation didn’t reoccur. They designated their personal secretaries as the
keeper of these books.

What was the net effect of all of these efforts? Not only did the CPA and consulting firm
realize its goal of 10 new business clients—they doubled it. And they built a foundation
of commitment and consistency that will make this relationship vital and enduring.

CONCLUSION

You now appreciate the practice building power of alliances and see how alliances augment and
multiply the impact of your marketing efforts. Don’t settle for shallow relationships with your
best allies. Instead, manage your ally relationships. Make it a consistent, daily, high priority.

Once you have built critical advantages into your practice building programs, you will have
leverage, word-of-mouth advertising, complimentary and synergistic strength, and a mas-
termind group to support your marketing program.

Don’t go it alone. Together with your allies, you’ll amplify your success—and be a step
ahead of your competitors who rely on less.
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ExHIBIT 5-1: CRITICAL DIFFERENCES BETWEEN ALLIANCES AND
REFERRAL NETWORKING

B An ally is one of your top three % A referral gives you a few leads over time.
sources of referrals.

& An ally presells you to others. & A referral submits your name.

# An ally has a personal stake in your &  The relationship is not as close a
success and shows strong commitment. working relationship—the referral offers

you and others.
&  The relationship is mutually beneficial. # The relationship may not be balanced.
# There is a strong personal chemistry. # There is cordiality.

B  An ally is highly entrepreneurial and # The relationship does not contain an
marketing oriented. intensive cooperative marketing effort.
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EXHIBIT 5-2: SAMPLE CHART FOR AUDITING THE QUALITY OF YOUR
REFERRAL RELATIONSHIPS

Brainstorming Worksheet

What I Received What I Gave Out
Last Year Last Year
Name of Referral Source # of Leads $ in Fees # of Leads $ in Fees
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
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EXHIBIT 5-3: SAMPLE INVITATION FOR A ROUNDTABLE DISCUSSION

Don’t miss our upcoming Roundtable Discussion!

You and a guest are invited to attend our upcoming Roundtable Event
on November 4, 20XX

Special Speaker: Jane Brain, CPA
Discussion to Follow
Special Topic: “FINALLY! Making Sense of Cash Flow Reports:
What You Need to Know Explained in Common English”

Bradenton Country Club
November 4, 20XX—7:30 a.m.

RSVP to Jim Bob Knob: JBKnob@mocandjoecpas.com
or call (941) 555-7777
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APTITUDE FOR BUILDING POWERFUL ALLIANCES

EXHIBIT 5-4: SAMPLE ROUNDTABLE EXECUTIVE BRIEFING

Executive Briefing: Cash Flow in the Construction Industry

On November 4, 20XX, Moe and Joe, CPAs, sponsored a Breakfast Roundtable discussion at the
Bradenton Country Club for attorneys with clients in the construction field. Jane Brain, CPA, was
the featured speaker on the topic of “FINALLY! Making Sense of Cash Flow Reports: What You
Need to Know Explained in Common English.”

“Ms. Brain did a super job,” said Mark Hammer, of the Nailem and Flailem law firm.

Topics discussed were:

How the economic slowdown has affected the construction industry

How we can help our clients at times like this

Exactly what to look for in studying cash flow

How to get your point across to bankers and financiers as it relates to this topic
What to do in your own practice and for your clients when you leave

The next Roundtable Discussion to be held will be at the Bradenton Country Club on December
5, 20XX. The topic will be “Immediate Tax Strategies to Implement for Personal Tax Savings.”
Our speaker will be Dee Duction, CPA. Contact Jim Bob Knob if you have an interest in attend-
ing: e-mail him at JBKnob@moeandjoecpas.com or call (941) 555-7777.
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APTITUDE FOR DEVELOPING AN EFFECTIVE NEITWORK

Most people have the wrong impression of what networking actually is and, therefore,
don’t want to have anything to do with it. Here’s what productive networking is #ot:

# Being pushy
# Taking advantage of your clients, relatives, and friends

# Always meeting strangers and going to social events
Here’s what productive networking is:

# Finding people who are qualified to help you build your practice
# Creating mutually rewarding business and personal relationships

# A “sorting out” process

To find people who can help you and then create relationships with them, you are going
to have to sift through a lot of people. That’s what the Best Business Generators in the
profession did in starting and growing their own networks.

Just because you meet someone, that doesn’t mean you’re going to develop a meaningtul
relationship with him or her. It’s sort of like courtship in that respect.

The purpose of this chapter is to help you get into the directed action of greatly increas-
ing your number of important contacts in the business community and elsewhere.
Increased contacts mean increased future business and referrals as you carry out the pro-
ductive action learned right here.

BUSINESS Is RELATIONSHIPS

That’s the bad news. Chances are they didn’t teach you much or anything at all about
building lifetime referral or business relationships in school.

Quite the opposite, actually. The emphasis was on becoming technically excellent in your
chosen field. The message was, and still is, directly or implied: Technical excellence will
carry you far as a successful professional.

Today, in the 21st century, that message no longer applies to the extent that it may once
have done. Perhaps there was a time when people sought out service providers simply by
their reputations for being superior technicians, reputations that took a long time to build.

Don’t get us wrong. We don’t want to imply that technical expertise isn’t important in
being successful in your chosen field; it’s just not enough to build the practice you want
in today’s more competitive world.

The truth is that most of the truly successful CPA firms we’ve seen over the last 20 years
were built by someone, or a handful of dedicated people, who went out and made lots
of personal contact with other professionals and set up powerful referral networks that
produced business.
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Most firm builders or rainmakers learned how to do this network building by trial and
error, were naturals at it, or were fortunate enough to be mentored (very few). As they
became more successful, they hired technicians to do the work.

Here’s the good news. We’re going to teach you how to do this, step-by-step, in this chap-
ter. This systematic practice-building activity through productive networking is not taught
anywhere else that we know of. It is a methodical approach to building a lifetime referral
network that produces a continuous stream of quality referrals. This is not something you
will do once and then leave it. As with anything regarding relationships, it is a living thing
and must be nourished and nurtured over the long term.

You will be building word-of-mouth advertising and networking effectively as the Best
Business Generators in the professions do.

A S1x-STEP PROCESS TO DEVELOP AN EFFECTIVE NETWORK

We are now at the system we’ve devised that delineates how the rainmakers in the account-
ing profession have built their productive referral networks.

Why it works:

& It’s based only upon “models of success.” There’s no theory here, only what has
been proven to produce results.

@ It’s an inside-out process. This starts with you and your immediate contacts
and puts you in control.

® It improves and maximizes the strength of your current contact base. It lever-
ages off your existing base. Where does it make sense to start this process of
building business relationships? With total strangers? Or by using the exist-
ing assets you already have? Sadly, most professionals in our business ignore
their already existing advantages (who they know and how those people can
help them), and pursue relationships with total strangers first. We believe you
should work “smart” rather than “hard.”

& Last, it will focus your efforts outside your existing client base.
Here’s the step-by-step process that we have systematized for you based only on how those

who are best at building productive referral networks have done it. We will discuss each
step in the process in detail as we proceed.

Step 1. Take inventory of existing contacts.

Step 2. Analyze existing contacts for further contact.
Step 3. Activate existing contacts.

Step 4. Follow through.
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Step 5. Join select organizations.
Step 6. Make networking a daily activity.

Step 1. Take Inventory of Existing Contacts

The key to effective networking is to get the most out of the contacts you have and par-
lay your strengths into business. The listing you are about to conduct will give you an
opportunity to take inventory of all the additional contacts (and sources of contacts) that
you could tap into, to expand your business relationships.

As a way to facilitate your inventorying process, we have categorized several different types
of networking contacts. Since a large list expands your options for follow-up, brainstorm-
ing will be useful to prompt even more additions to your inventory.

Style your list on Exhibit 6-1, “Sample Form for Personal Contacts Inventory.” As you
think through the categories and come up with additional contacts, write down the names
in column A. You should concentrate on expanding the list right now; the evaluation of
these contacts comes later, in Step 3.

Keep in mind the kinds of target clients you determined in the “Seven-Step Process to
Focus Your Personal Marketing Strategy” exercise in Chapter 2 and those who can help
you make further contacts. To help you brainstorm, use the following five categories of
contacts and consider the questions listed below:

Category 1. People You Know Within Your Client Companies

# Who are your direct contacts in your best clients?

# Who else within the client company have you reported results to, worked on
a project with, or spent extensive meeting time with?

# Have you considered all those to whom you’ve sold add-on services?
Category 2. Professionals Inside Your Firm

@ What kind of contacts do you have in your office who work within your
industry or specialization?

# Have you considered professionals with whom you’ve worked in the other
functions in your firm?

# What partners have you dined with, had extensive business conversations
with, or done marketing with in the past year?

Category 3. Professionals Outside Your Firm

# Have you included the lawyers, bankers, stockbrokers, insurance agents, and
other advisers to your best clients?
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% What other lawyers, bankers, and others have worked with you, either per-
sonally or in a client engagement?

# Do you know any politicians or government leaders well?

# Have you thought about other types of professionals, such as financial
planners, executive recruiters, and public relations executives? Many of
them are “concentrations of power,” those precious few people who know
and influence many others. They are truly centers of influence who also
love to help other people. All you need are a handful of these in your sta-
ble of referral sources and you will have a substantial and regular influx of
new business.

# How about people you worked with at a previous firm? Might they have
referral opportunities for you in noncompetitive situations? Or for business
they can’t handle or want?

Category 4. People You Know Socially

# Have you considered the people in your neighborhood who are in business
or arc professionals?

# What about people in business with whom you’ve had dinner with the past
year or had extensive business discussions?

# What people have you met more than once over the last year in a social or
religious group?

# What school alumni have you been in touch with in the last few years (or
should be in contact with in the future)?

# What about those you know from the health club, softball league, or tennis
lessons?

Category 5. People You Know From Business Associations

# What people have you had extensive business discussions with over the last year?

# How about those you’ve met more than once over the last year at an associ-
ation or meeting?

# Have you considered leaders, board members, or association chairs you’ve
been in touch with over the last year?

Now that we’ve reviewed these different categories of people, take out your address
book and complete the first column of Exhibit 6-1. Feel free to expand on Exhibit
6-1; you really should have many more than 19 names to post if you go through your
address book and consider all your clients and referral sources, personal and social
contacts, and people you’ve met at business associations. You could even look at your

holiday card list.
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Consider everyone as a possible contact before you exclude him or her. The elimination
process is designed to sort out only those who have helped you in the past or could help
you in the future.

Real Life Marketing Example. One of our former students, a manager at a large
firm, attended a state society program had never considered her college room-
mate (who had become the vice president of a local bank) as a potential referral
contact. It wasn’t her fault—nobody had ever introduced her to this process, and
her roommate hadn’t thought of her, either.

Within three months of learning about our program, she wrote to tell us that her
roommate had introduced her to 11 prospective clients and she had secured six
of those as clients for her firm.

Step 2. Analyze Existing Contacts for Further Contact

A long list expands options for making a productive contact base. But the most effective
way to take action is to focus initially where you have the best potential for making more
contacts and where you already have strong relationships.

To do this, review the contact list you’ve just created and evaluate them on the three cri-
teria that follow.

Criterion 1. Historical Dimension of Your Relationship

Will these contacts help you? Rate the quality of your present personal relationship.

In the Historical Rating column, rate your contacts on how effectively they have provid-
ed you clients or referrals in the past. Use a 1 to 4, and O, rating scale:

1 =

4 =
O =

Contact referred you to opportunities and other contacts that resulted in
business.

Contact referred you to opportunities and other contacts, but no busi-
ness was developed.

A strong business relationship exists, which led to at least two hours of
discussion of mutual opportunities over the past year.

Not much of anything productive on your side has occurred.
Other

Rate them historically now in Column B.

Criterion 2. How They Can Help You in the Future

How can these contacts help you? To help rate them consider the following questions.

# What is their contact making potential?

# How closely does their contact base fit your target criteria?

# How extensive is their contact base?
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# Can they help you make contact with concentrations of power they know?

# Might they help you make contact-with other buyers within their company?
With other referral sources in their office?

@ Will they help you make contact with prospective buyers or influencers out-
side their company?

& Could they help you make contact with good referral sources?

# Might they introduce you into the right organizations and associations that
you would want to join to become visible and active in?

Using an A, B, or C rating scale, post to Column C:

A = There is high potential for access to the right opportunities.
B = There is very good potential for access to the right opportunities.
C = Contact needs to be qualified further to verify if there is strong potential.

Post your potential ratings to Column C now.

Criterion 3. Why You Think They Will Help You

People do things for their reasons, not yours. Now is the time to consider what your con-
tacts’ aches, hurts, or other emotional reasons would be for helping you:

# What problems do they have that you can help them address?

# Are they strongly interested in growing their practice or business, too?

# What can you offer them?

5 Will they help you because you are close friends?

@ Might they help you because you have helped them in the past?

# Do they like you and respect you?
In Column D, list the reasons you think, at this time, that these people might or might not

help you. It’s possible that at this point you may not know the answer to that question and
will have to find out. Please post your answers now to Column D.

Note: Because they can be so vital to your ability to network, indicate with an asterisk any
of your contacts that you consider to be “concentrations of power.”

Congratulations! Stop right here—you have probably done an exercise that less than 5 per-
cent (if that many) of your competitors have ever completed.

Now, do you have any thoughts, feelings, or observations after you have inventoried and
quantified your existing contacts for how they have helped you in the past and their poten-
tial for the future?

Approximately 80 percent of those completing this exercise have told us they had been
investing time, effort, and energy in the wrong relationships!

Our next step is to use the information you have constructed and analyzed.
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Step 3. Activate Existing Contacts

It’s time to activate your existing contacts. In this step you will move from analysis to
action and begin developing word-of-mouth advertising and commence personally mar-
keting your practice in a directed and thorough way based on models of success.

You already may be doing what you consider networking now—that’s great. We suggest
you make adjustments where necessary if you see a need to improve your bottom line
results from the effort you’re investing. This is an inside-out process; we’ll get to building
a contact base outside your foundation of relationships in Step 5.

Where to start? Here are some suggestions:
# Begin meeting first with people who have helped you the most in the past
(according to your information in Exhibit 6-1, 1As). Unless you are already

having ongoing, regular, and continuous dialog, perhaps there is more you
should be doing together

% Then move on to 2As, and others.
It’s important to concentrate on the A, projected future-rated people because they are

most in a position to impact your network. Although you might feel more comfortable
with 3C’s, you could be misspending valuable time and energy.

[t may take you more than one or two meetings to have a 4A assist you, and, it may never
happen because of lack of chemistry, lack of interest, or other factors. But you want to
invest where the relationships are already the best and there is possibility for more and
move your way down in priority order.

Most people approach meetings with business contacts, referral sources, and others who
can help them without thinking about what they want to achieve and how. Usually, little
is accomplished. The Best Business Generators in our business prepare in order to succeed.

Before you embark on any contact-building meeting, sit down for at least five to 10 min-
utes and write down the answers to these questions:

# How can I help this other person be more successful and effective?

# How can we advance our mutual interest by working together?

# What is this person’s likely aches, hurts, needs, wants, desires, and problems
about their business, professional practice or personally?

# Do we have mutual friends, business interests, or hobbies?

& What do I want to learn about their business?

# When’s the last time we worked together on a client or project?

# Do I have a specific piece of business I should be discussing with them?
# Do I owe them referrals, or vice versa?

# What commitments do I want to secure from this meeting?

# What next steps should I aim for?
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You need to figure out in your conversations specifically how people can help you (and you
help them).

Also, consider the type of individual you are approaching. The three types of individuals
you should be meeting with are clients, referral sources, and others. A discussion with rec-
ommendation on how to approach each type follows.

Agenda for Meetings With Clients

Specifically, meet with clients who can help you by introducing you to people who can
hire you, by acquainting you with new referral sources and by leading you into the right
organizations.

In Chapter 4, we reviewed a systematic seven-step process to requesting referrals. That
process can be translated into an agenda for effective networking. The difference is that
this time you may be looking for referrals, but you also may be looking for additional refer-
ral sources, clubs, and organizations you can be introduced into and any other ways you
feel the client may help you build your referral network.

Here’s a recap of the seven-step process (from Chapter 4), which you can modify to cre-
ate a networking agenda:

Step 1. Get them to lunch.

Step 2. Thank them for their business.

Step 3. Use the Plus/Minus Method.

Step 4. Be specific about what you want and get the introduction.
Step 5. Send a thank you note.

Step 6.  Follow through on the introduction.

Step 7. Let the client know what happened.

In Step 4, you may ask for the referral, or you may look for introductions to “concentra-
tions of power”—attorneys, bankers, and the like—or a personal introduction to those
select organizations where your target clients may hang out.

Real Life Marketing Example. One client who participated in this program was
the partner in charge of the tax practice for his office. A brilliant but introverted
and shy person, he had climbed the ranks based on his technical greatness, but he
could no longer rely on that alone to move ahead, or even to stay where he was.
He had no referral network to speak of.

Here’s why the inventory and prioritization is so important: One of his 1040 tax
clients was the managing partner of the most important and successful law firm
in town. This person was truly a “concentration of power” who was politically
well connected and who had built a huge firm.

Our client had done this man’s personal return for years, and they had a warm
relationship. He was rated 4A by our client and had never received a referral or
introduction from him.
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After participating in our program, our client decided to pursue just the type of
conversation we’ve suggested with you. He followed the agenda presented in this
chapter to the letter.

In Step 3, he made his request very specific: Would his client help him build his
referral network? Would he be willing to mentor him and teach him what he had
learned in building his own network?

The attorney was flattered. Of course he would help! (People like helping other
people, remember?) And many successful people love teaching and mentoring;
It’s a way for them to be immortal, to pass along their great thoughts and suc-
cess stories. Interestingly, within his own law firm, with a reputation as the con-
summate rainmaker, not a single partner or associate had ever asked this man to
mentor them.

Since then our client has been taken under the rainmaker’s wing and personally
introduced to all of his important business contacts.

Agenda for Meetings With Referral Sources

Referral sources are other professionals looking to develop the right referrals into allies.
Perhaps you’ve met and exchanged referrals with some of these people before, over a long
period of time, or it could be a first meeting.

Next is an agenda for conducting meetings with referral sources about networking and
contact building opportunities. It is somewhat difterent:
1. Get them to lunch.

2. Start your meeting with an upfront contract:
# Ask them if they have anything they’d like to discuss at the meeting.

& Describe what you’d like to accomplish.
3. Focus on the other person first.
# Spend most of your time listening.
# Listen hard for their personal goals, motives, ambitions, problems, needs,
wants, and desires.
4. Qualify them on how they can help you:
# Do they see ways you can work together?
% What are their goals for building their practice?
i Who are they feeding off referrals to now? How is that relationship going?
Are they delighted with the feedback they’ve received from their clients?
5. Ask for their help—be specific:
# What advice do they have for you?
# How can you go to market jointly?

# What specific introductions would you like?
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0. Test their reaction and seek commitment by asking how they want to proceed.

7. Define mutual goals for the relationship:
# How will they see this as a productive relationship?

# What objectives do you have?
8. Agree on the commitments you make and the next steps you both will take:
# When’s the next time you should meet?

# Should you both review your address files to locate referral sources you
should be introducing to each other?

# Exactly how do you proceed from here?

Keep in mind that networking is a sorting out process.

There are going to be instances with referral sources where there is no place to go. In that
case, you have succeeded at effective networking: you have sorted someone out of your
potential network of referral sources at this time to invest your effort, energy, and referrals in.

Agenda for Meetings With Others

Next is an agenda for conducting meetings with others who do not fall into the categories
of clients or referral sources, such as friends, relatives, or social contacts. We do recommend
sitdown meetings with them to discuss this particular subject, rather than doing it in pass-
ing or over the phone. This topic is an important one—you could tap into resources you
didn’t know you had, so make it a separate meeting from anything else.

This next agenda has worked for many of our clients:

1. Get them to lunch.

2. Find our what’s going on with them. Ask about family, friends, work, chil-
dren, or other topics.

3. Thank them for meeting with you and tell them why you requested the lun-
cheon.
# Inform them that you are building your network.

# Ask them to think of ways that you could help each other.

4. Describe exactly what you do and what you are looking for—contacts, intro-
ductions, or referrals into the right organizations

5. Find out how you might help them.

6. Test their reaction and seek commitment by asking how they want to proceed.

7. Find out how to move forward.

Guidelines for Asking for an Introduction

If yow’ll remember, an introduction is a much more powerful marketing tool than a refer-
ral. A vital key to your effective networking is to have the contactor introduce you. It will
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be necessary to get over your fear of asking people to make these introductions for you.

One way to do that is to reflect now upon your inventory of contacts. Take a look at the
column Why They Will Help.

Also, in your meetings with these people, consider that you may go to your grave without
knowing whether they would introduce you unless you ask. Do you want to do that?

Let’s quickly review what a conversation about an introduction might sound like:

You:

Bob:

You:
Bob:

You:
Bob:
You:
Bob:

One of the reasons I wanted to get together with you, Bob, besides just
secing how you and Carol and Ted and Alice are, was to let you in on
what’s going on with me. It’s hard to believe that Teddy is going to be
attending college already!

You know, I’ve often admired the way you built your insurance business
and the number of people you know. Until recently, I’ve never given much
thought to building the same kind of network as you have because there
always was enough business to go around for good CPAs and consultants.

I think we’ve seen a dramatic shift in the way business is being done; the
professions, especially, have become much more competitive. Getting new
clients for us is harder than ever, what with all the cutthroat competition
that’s out there. And, we’re set up for some additional quality business
without hurting our existing clients one bit.

I feel awkward asking this, but I was wondering if you’d be willing to
introduce me to some or your referral sources and business contacts. I
don’t want to infringe on any of your relationships, but I sure would like
to change the way I’ve been marketing my practice. Also, I know you’ve
been heavily involved in certain clubs and organizations over the years.

Has it helped?

Sure, it’s helped. Everyplace I've gone I’ve generated business. I often
wondered how you did it because I never see you anywhere. I’d be happy
to help.

Can you recommend any particular club where I should start?

I’ve always generated the most business from the local Pessimists Club.
They’re very selective about their membership—one has to be referred in.

Would that be possible?
Sure—you’d fit right in.
I really must get to know more bankers and attorneys. What do you think?

Oh, they’re vital to growing your business. You’d like Sally O’Malley—
she’s located right near your office.
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You: Great. I’d love to talk to Sally. But she doesn’t know me—I’d feel terribly
uncomfortable calling on her, imposing myself right out of the blue.
Would you introduce her to me by calling her up-front and asking her if
she’d like to meet with me?

You get the idea. You would then ask for the personal introduction to the Pessimists Club,
perhaps accompanying Bob to the next meeting.

Step 4: Follow Through

Follow through is often one area people fall down in building an effective network. To
keep the attention of your contacts, make sure to follow through immediately after meet-
ing with them.

Plan on some form of communication at least monthly, whether it is in the form of a per-
sonal meeting, phone call, or sending an article. “Out of sight, out of mind” is an old
and valid marketing rule. Do more than merely send them your newsletter. Invite your
contacts to seminars, social events, and other events. Make sure to maintain personal
contact with them.

Be sure to end your meetings with commitments to action. We run into so many profes-
sionals who have met with referral sources and others who could help them in the past, but
had neglected to complete their meetings with decisions on how to proceed with the other
person.

You always need to know, and they do as well, exactly what happens next. Will there be an
introduction? Are you going back to your offices to search client databases for people to
introduce to each other? Are you going to refer your attorney referral source to this
banker? How? When? Don’t leave things hanging in the air at the end of meetings, as tying
together loose ends later on is much more time-consuming and difficult.

Open-ended meetings, unless of course contacts are unwilling to help or move forward,
result in ambiguity. And because the other person doesn’t know what he or she is supposed
to do next, he or she forgets about you and your meeting immediately. Complete meet-
ings by placing your next contact dates on your calendars.

Set the following commitments to action at the end of meetings:

# The next time you will make contact

# When, specifically, introductions will be made

# How to proceed on joint marketing efforts
You are going to need to maintain a detailed database to fully capture the value and con-
trol the assets in your personal inventory.

Yes, this is an additional time and paperwork burden; the Best Business Generators in
the accounting profession make it a practice to apply their accounting skills to their
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networking as well. You may learn later on that you have few more important assets
than this.

Exhibit 6-2, “Sample Information in a Contract Recordkeeping System,” contains the var-
ious kinds of information you need as an example for a simplified but effective network-
ing contact recordkeeping system. Contact management programs, such as Act or
Microsoft Outlook, work great for this purpose.

Being adept technically at building your network is invaluable to effectiveness and results.

Step 5. Join Select Organizations

This step is different from the first three steps because you’ll be concentrating outside your
circle of existing relationships that you will parlay into more relationships. In this step you
will meet with strangers by targeting and working the right organizations.

Apply the following five tests before you join an organization or decide whether you are
going to continue with the ones you’re already in.
1. Are important prospects and referral sources active in the organization?
2. Are your current contacts active in it?
3. Do your interests match the organization?
4. Are there opportunities to showcase your abilities?
5. Is it not overrun by your competitors?
Here are some specific ways to target the right organizations:
# Ask clients which organizations they like, and why. Request introductions to
the executive director.
# Ask referral sources what they recommend. Request introductions into the
group.
# Screen publications to see which organizations are covered and most active.
Marketing Truth. Your personal reputation in your community or niche will be

built by those peopsle you interact with in civic, business, or social organizations
and situations.

Since the most important form of marketing is personal, it is how you perform in front of
and interact with other people that determine their impression of you and your abilities as
a professional. Remember, they probably have no other point of reference.

In order to maximize your effectiveness in working organizations, you will need to devel-
op some tactics for success. Below are some proven tactics that we suggest you follow.

Go to the Gold

Be involved with those organizations where your best contacts and potential clients and
referral sources are. Use existing contacts to help you make more introductions at events
and gatherings.
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Don’t Join Everything

Be heavily involved in only one or two organizations that best match your interests and
goals. Many professionals shy away from the proper level of involvement, or involvement
at all in organizations, because they think they have to try to be involved in everything.
Not so. By limiting yourself to one or two of the best organizations or clubs for your pur-
poses, you are freed up to enjoy the organizations more and perform much better person-
al marketing.

Maximize Your Visibility

Try not to be trapped in hidden, traditional CPA-type roles unless they offer great vis-
ibility and connection to those people and situations that will best demonstrate your
talents. Most of the time, however, traditional CPA roles in organizations are quite pas-
sive by nature. You can get stuck doing accounting or bookkeeping work that no one
really appreciates because you take care of it and they don’t know what’s involved.

Instead, consider moving into high visibility committees, such as the program committee,
membership, and fund raising. Each offers you contact with many people and an oppor-
tunity to perform where it will be noticed.

Look to become the president of the organization, as that offers prominence and high vis-
ibility for your skills as a contributor and leader.

Seek opportunities to fill gaps and go for those jobs that others don’t want—and do your
best to solve the problems no one’s been able to do in the past. Find out from the exec-
utive director how you can best serve him or her and the organization. It makes sense
to be frank in a situation where you are going to undertake a situation that requires a lot
of work. Executive directors understand that professionals do organizational work out of
their sense of obligation to the community, but also to promote themselves. Set up-front
contracts, therefore, when undertaking challenging assignments for her publicity regard-
ing your work.

Undertake Only Projects You Can Complete Successfully

Perhaps this is obvious to you, but we have seen where many professionals don’t give the
same commitment to their organizational work as they do their client work. We’ve
observed and heard of situations where some projects are late, they don’t keep to their
commitments, and their work is sloppy or even incorrect. You must treat your organiza-
tional work as you would that of your best clients or prospective clients.

Although you’re not getting paid in dollars, you will be paid in referrals and new clients if
you absolutely put your best foot forward in everything you do. You are always marketing
yourself. Those who know you, observe you, and interact with you build your reputation.

Real Life Marketing Example. One service provider we know undertook a survey
project for one of his organizations about member satisfaction. A good idea—this
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project could put you in front of every important person in the organization for
his or her input and feedback. That’s not the way he saw it, however, or performed
it. Instead of using the precious personal contact provided by such a project, he
assigned clerical people to do the project with little supervision and guidance.

When the project was complete it was distributed to the other members on cheap
Xerox paper, without a cover. There were typos in it and obvious mistakes. How
did he look in the eyes of those he was trying to influence?

Real Life Marketing Example. In another city one of our clients decided to do
the same thing, except she looked at it as one of her most important marketing
projects of the year. She told us that she treated it as if she were being paid
$50,000 for the project, because that was the goal she set for new business to
come out of it.

Smartly, she conducted the selected interviews herself by phone, and the ones that
she wanted to make contact with target clients and referral sources, in person.

She did the project incrementally during a slower time of the year and produced
a survey to the delight of everyone in the group. It had graphics and charts,
showed trends, and was generated on her firm’s finest paper and covers.

Her personal contacts, the product itself, the article it spawned in the society’s
publications and the positive personal publicity she generated, resulted in 12 new
clients to the tune of $43,000 in new business and seven referrals to contacts and
clients outside the organization.

Real Life Marketing Example. One student shared what she had done after she
adopted our training to her particular circumstances. She was stuck in the hid-
den role of church treasurer. She had joined this particular church years carlier
for obvious spiritual reasons, but also because its members contained some of the
most influential people in the community.

For the last two years she had been on the board of directors with some of these
important people and had received no business or referrals. Then she decided to
be unique and present the financial results as they had never been conferred
before: Instead of the usual bi-annual review of the financial statements, she
decided to do it up as if the church was her best client.

Her new live presentation, which she had publicized in the church news, was a
big hit. Her hard copies became slides, her handouts became analyses of the
church’s results compared with other religious organizations in the community
and clsewhere, and her financials showed trends weighed against history and
anticipated results.

The comments were so positive about her presentation that the board
applauded when she was finished. Afterward, five of the “movers and shak-
ers” of the church asked to meet with her for lunch. Within three months of
her first “unique” presentation, she had obtained three sizable new clients
and 11 referrals.
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Plan Your Contacts Proactively

Before you attend meetings or events, decide ahead of time who you want to talk to or
meet at the function. Have a plan of action to speak with a specific someone, to introduce
yourself, make an appointment for lunch, or simply get to know better.

Set Goals for Your Organizations

Set a time frame to which you will give your best shot to an organization. For instance, if
after two years you haven’t generated a certain number of new clients, or a specific num-
ber of referrals, consider moving on to more fertile territory.

Avoid Drinking in a Networking Situation

Remember, you’re networking to market yourself—this is business! Some people don’t
know their tolerance; we’ve all met people at networking events who have had a few too
many to be sociable and to loosen up. We assume you don’t drink at work, so be sharp and
don’t take the chance of making the wrong impression.

Carry Your Appointment Book

Be sure to have your appointment book handy to set an appointment for lunch with some-
one that you find can benefit mutually from your association. Afraid to set appointments?
Try this: “Can we get together to discuss this further?”

Look to Give Rather Than Receive

Stop looking to merely get as many business contacts as you possibly can, and start help-
ing others with their marketing needs! You’ll stand out from everyone else.

Most people look at networking only as a way to help themselves—they are “takers.” The
best network builders are always looking to help others—they are “givers.” It is this giving
quality that attracts others to them.

Givers attend networking activities as a vehicle for them to help their referral sources
and clients. They know that what they give away will come back over and over again.
They use this “giving” excuse as a motivation to attend, because the best networkers
aren’t necessarily party people by nature. Many network because they see it is some-
thing they need to do in order to maintain, grow, and improve their practice and their
business relationships.

Help your contacts be successful and they’ll help you be successful.

Always Follow Up

Always send a personal follow-up to those that you interact with. Social psychologists
report that written communication is one of the best ways to enhance a relationship.
People like to receive personal notes, especially since so few people take the time to
write them.
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Timing is important, as with all forms of communication for positive reinforcement. The
sooner your note 1s received, the greater its impact. Some of our clients keep note cards at
home so they can write notes immediately after an event, so it will arrive the next morn-
ing in the mail or, at the latest, the day after that.

Separate yourself from the competition: Chances are, they don’t take the time or effort to
write personal notes.

Ask for Introductions

Don’t stand there wishing to meet that important person over there; ask someone (like the
executive director—it’s their job) to introduce you.

Take Notes

Take notes about the other person on the back of their business card.

Build Personal Interests Into a Contact Making Strategy

Contacts made by people enjoying what they do, meeting others who are also having a
good time (and possibly, because they were having a good time, more receptive to meet-
ing and spending time with new people who shared the same interest). Maybe it’s partial-
ly for this reason that so many clients have been met, and referral relationships nourished,
on the proverbial golf links.

We’re terrible golfers, however. In our own experience, we found that the best way to pro-
mote our businesses was through writing articles and speaking engagements, two activities
that we loved and enjoyed and that were well received.

So, create a list of those activities that give you energy and make you enthusiastic, and that
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you will want to pursue now for business reasons as well as personal gratification.

Real Life Marketing Example. We remember one woman who participated in
our networking training at a firm in the Northwest. She was one of the shyest,
most quict people we had ever met and was a self-described loner. However, she
saw that it was imperative that she somehow build a referral network in order to
stay with her firm and build up job security. We suggested she come up with a
list of activities that she enjoyed in order to guide her in this process.

She loved to play bridge and for the last eight years had played at every oppor-
tunity she could with the same three friends. Had she ever considered joining a
bridge club as a way of getting to meet people? Her homework was to identify
bridge clubs in the downtown area of her city as well as near where she lived.

Two weeks later she called us. She had conducted a very thorough search and
couldn’t find a single one! We suggested that there might be others, like her,
who would care to play bridge on a regular basis beyond the same old group of
players in their intimate circle. Why not start a bridge club as her way of getting
to know people?
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She was pumped. This was right up her alley! She loved bridge and was tired of
playing with the same players. She took out an ad in the downtown office news-
paper weekly, in her suburban newspaper, and in her university alumni newslet-
ter. She posted signs in the office buildings in the arca. Within three weeks, she
had started two bridge clubs, one downtown that met at lunch once a week and
one out where she lived.

Now, who do you think plays bridge? Bridge is a sophisticated game that attracts
a certain kind of “cultured” person. All of a sudden this shy person had showed
herself to be a leader and was regularly socializing with attorneys, bankers—
prospective clients and referral sources.

Sit by Strangers, Not Associates

At any event, make it your habit to sit with some people you don’t know. You’d be amazed
at how many opportunities to make new contacts are lost because people sit with their
cohorts or with the same “safe” buddies every time. If you want to have lunch or dinner
with an important contact at the meeting, just make sure you are seated together at the
table with the strangers.

Search Out the Lonely Person

Ever see people standing by themselves at organizational events? How do you think they
teel? Perhaps they are too afraid to walk up to someone they don’t know; maybe they’re
new to the group. There’s a good chance they won’t come back if someone doesn’t initi-
ate contact with them—and, they could be a potential client.

The next time you see someone alone, walk up to him or her, introduce yourself, and
welcome them. Find out about them and their business. They’ll be so grateful that
you did.

Wear a Nametag Correctly

Most people wear nametags on the wrong lapel. People read from left to right; same
with a nametag. Place your nametag on your RIGHT lapel. Write in bold, easy to read
letters: your name, your professional designation, your firm name, and your organiza-
tional title.

Regularly Check the Business Section of Local Newspaper

Keep an eye open for your contacts when they receive a promotion or some publicity about
something they have accomplished or done in the community. Send a congratulatory note
immediately—you’d be surprised how few people do.

Start a Networking Group

Some professionals have found great success by starting their own select business
alliances organization. The idea is to have only one profession and business represented
in the group. Meet for breakfast or lunch once a month and trade ideas on how to grow
your businesses and trade referrals and introductions within members of your group.
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By starting your own organization, you can be selective about who you want to include in
the group, perhaps referral sources you’ve not had too much contact with in the past.
Real Life Mavketing Example. One client did this at a very early stage in his
career. As a new manager in his late 20s, he formed a group with an attorney,
banker, and insurance fellow. Four years later, the group had expanded into 14

professionals and he had generated a quarter million dollars in new business from
scratch in his career.

Step 6. Make Networking a Daily Activity

Make networking a habit so you don’t have to decide continually if you’re going to do it.
The following points will help you build contacts on a daily basis.

# Schedule contacts proactively, days and weeks in advance, so when you look
at your calendar, you already have a commitment for making contact.

@ Set minimum daily or weekly requirements.

# Use breakfasts and lunches, those times of day you will usually not be work-
ing anyway.

@ Start with people you find interesting and want to meet with the most. It’ll
make the process that much easier to start with.

# Set goals to give certain things up. Replace unproductive activities with ones
that will help you build your network.

Real Life Mavketing Example. One of our clients had been involved with
the local society for years, serving on many committees and making a name
for himself as an expert on estate taxes.

He had been networking with other CPAs, who unfortunately didn’t refer
a stick of business to him in the 12 years of his activity. All of those plaudits
and displays of his knowledge and brilliance had not resulted in a dime’s
worth of new work because the other CPAs would rather do the tax work
themselves or give it to an attorney referral source.

So, he gave up 80 percent of his involvement with the society, and invest-

ed that same amount of time being introduced to other networks, referral

sources, and people who could hire or refer him. By redirecting his activi-

ties appropriately, the net result was an expansion of his business by 18 per-

cent in his first year.
We’re not saying you should give up your professional society work! Just
make sure it is in alignment with what you want to accomplish, practice
development-wise.

# Keep score. Set goals for the number of new people you will meet this
month, the frequency of contact meetings with existing and prospective
referral sources, and how many new organizations to check out. Reward
yourself when you reach these goals.
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# Maintain a referral ledger. Keep track of referrals received and given to indi-
viduals in a binder so you know at all times where you stand with your con-
tacts and referral sources.

# Reach out to new people in committee meetings, client meetings—anyplace.
# Talk to individuals at group presentations.

# Ask clients and referral sources to include people you would like to meet in
your meetings

# Get to know new people during engagements.
# Leave your business card with tips; insert it with your paid bills.

Real Life Mavketing Example. One of our students took this idea and real-
ly ran with it. He started leaving his business card with every tip he gave.
Many of the same people received his card over and over again. He sent his
card with bills that he paid. He built this form of networking into his daily
activities.

There is a real problem in marketing professional services successfully:
People need to know who you are, what you do, and that you are looking
for business before they can give it to you!

By passing out his card, our student was accomplishing all three. And, as in
advertising, one needs to keep broadcasting repeatedly, as people forget.
Consider this example if it applies to you: How many years of having the
AICPA send you letters about liability insurance did it take for you to final-
ly buy it? How often did Peter Norton hit you with direct mail before you
bought Norton Utilities?

In the first year of including his card with everything, our student picked up
26 new clients, some of those good-sized business accounts.

Real Life Marketing Example. Another client of ours taught us this one.
He takes an additional 15 minutes at lunch, every day—habitually—and
passes out his business card in a concentric circle to where he is. He’ll stop
in a store, ask for the owner, and hand her his card, saying, “If ever I can
help....” Sure, he sees the same people over and over again—he also catch-
es them at different times of the buying cycle.

Marketing is a personal contact sport, and he knows it! Within two years of
starting this practice, he had grown from being a sole practitioner to having
six people working for him, just to handle the work.

@ Carry a “hit list.” Draw up a list of people you’d like to know and proactively
ask your clients and referral sources to be introduced to them. Carry this “hit
list” with you in your calendar. In time you will find someone who knows
one of your targets and will introduce you accordingly.
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BUILD PERSONAL CHEMISTRY

Mavketing Truth. People help other people who they know, like, and trust, and
who want the business.

You can be the most technically superior person in your state, but if people don’t like you and
feel comfortable around you and feel good about helping you, they won’t. This is sad but true
for many of us who have placed our chips on the technical cards we hold in our hand.

Unfortunately, holding two technical “aces” probably won’t win the game of business
development poker if your other three cards are deuces or treys. So we’ll invest some
time in guiding you to improve your personal chemistry building skills. These skills
include employing active and empathetic listening and identifying aches, hurts, needs,
wants, or desires.

Employ Active and Empathetic Listening

Perhaps the single best way to building better chemistry, to develop more enjoyable and
productive relationships, and to have people genuinely like you is to be a better listener.
We know—you already know how to listen! Perhaps so, but do you listen enough? Do you
possess most of the skills to be the best listener you can be?

Listening is another skill generally not taught in schools. We have had so much success
in teaching our clients and students how to be more effective listeners, that we often
receive letters and phone calls about how they have applied this particular skill with
immediate results.

We use the term listening in this context to embrace a certain connotation. Listening
means to interact with someone in such a way that they get the feeling that you truly care
about them and what they are saying is important.

People care much more about what they have to say than what you have to say.
Unfortunately, they rarely find themselves in front of someone willing to listen without inter-
ruption. This need for being listened to is so vital that some people use the services of psy-
chiatrists (and pay a small fortune doing so) just to have someone attend to their concerns.
Does your best friend listen to you? Of course; otherwise, they wouldn’t be your best friend!

If you can tune up your listening skills, you will sell more work, get many more introduc-
tions, have better relationships with your clients and everyone else and totally separate
yourself from the competition.

From a control standpoint, listening is critical as well. Many people think that the talker con-
trols the conversation. Not true: The talker dominates. The listener, or interviewer, directs
the meeting. Watch “60 Minutes” some Sunday evening and you’ll see what we mean.
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The eleven keys to active and empathetic listening. Here’s how to become much better at
the skill of listening.

Key 1. Take Written Notes

What does it say about someone who takes written notes during a meeting? Doesn’t it say
that they are concerned, effective, and organized? Won’t the other person get the feeling
that what they are saying is important (and that they, too, are important)?

Taking notes at a lunch meeting isn’t easy. The food gets in the way, and it can feel awk-
ward. We’re not suggesting that you take volumes of notes; just make sure to write down
the commitments, introductions, follow-through and other pertinent information on how
you can help this person and vice versa. Written notes also provide the evidence, details and
history you need to refer to over the life of a productive relationship.

Written notes also say so much about you as a professional: that you are detail oriented,
thorough, that you are going to follow up—those are all positive traits for someone in
our profession.

Key 2. Never Interrupt the Other Person
People love to talk, and talk ... Unfortunately, most people are in too much of a hurry to
listen. Chances are, however, that no one else in the other person’s life listens.

Never interrupt anyone in a meeting except in case of fire. If the other person strays off of
the subject, you can always direct him or her back with a question you sneak in when they
take a breath.

How do you feel when you’re interrupted?

Rainmakers often receive more introductions and sell more business than their competitors
by simply listening more, and interrupting less, than the competition.

Key 3. Give Verbal and Visual Signals

Too basic, you say? We’ve been to dozens of meetings observing CPAs and consultants
where they sit blank-faced. You must let the contact know that they are being listened to,
or they will stop talking. Nod your head and say things like, I see, or Uh-huh to let the
other person know you are in line with their spoken thoughts.

Key 4. Pretend Whatever the Contact Is Saying Is Important

Sometimes you have to pretend what other people are saying is important because you
may have heard similar stories or the same concerns expressed before. However, these
are special issues to the contact and they will be disappointed unless you hear them out.

Key 5. Don’t Think!

Write down thoughts and questions that come to you. If you spend time thinking, you are
not listening, and the other person knows it.
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It is inevitable that thoughts and more questions come to you while listening. Great! That
will be a good way to keep your the conversation going. Merely note these thoughts and
questions on the paper where you are taking notes.

Key 6. Deal With Imprecise Words

Some referral sources make such statements as they “usually refer” Mary Contrary as their
accountant or consultant to clients or that they are “fairly pleased” with her work or that
they are “considering” other resources. What do these words and statements mean?

In order to be a better listener (and a better business generator) find out immediately.
Don’t let inexact words or statements pass you by, or you won’t find out what the con-
tact’s true motives are or diagnose the situation correctly.

Don’t be a mind reader! Say something like, When you said that you were fairly pleased
with how Mary takes care of your clients, what does that mean? Or, When you said that
you “usually” refer her in, does that mean that you would refer others in as well? Or, Can
you expand or give me an example of a client not getting the kind of service they wanted?
Or, When you said “considering,” does that mean you’re ready to try someone new who
will take better care of your clients?

Afraid to pursue vague statements or words? The contact often doesn’t realize what he or
she has said. And, we were all trained from childhood to redefine our assertions by our teach-
ers in class.

In 20 years of asking people to expand upon what they have said, no one has ever refused
to do so with us. If they ever did, it would be a good test of the lack of personal chemistry.

Key 7. Be Curious

Remember the time before you started kindergarten? Well, how about before your chil-
dren started school? Preschool age children are so curious about everything: “Oh Daddy,
look at the truck!” As we get older we tend to stop noticing things.

However, contacts, clients, referrals sources—just about everybody—loves it when they
find someone who has a genuine curiosity about them and their jobs, interests, and lives.
Too few others show much of an interest.

Be like that little child when you meet with the contact: Let your curiosity take over.
People will be much more apt to like you, be open and honest with you, and comfortable.

Key 8. Leave Brochures in the Office

Some people expect the brochure to do the personal marketing and contact making for
them. Yes, we’ve written material on how to write brochures (see Chapter 9), but there’s
a time and a place for them.

Brochures provide an excellent accompaniment to a personal thank you note sent imme-
diately after the meeting, which provides one more exposure for you. They provide a
written description of your services and information about your firm that people might
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want to refer to. However, people don’t refer accounting and consulting services from
brochures. People refer people. Don’t detract in any way from your meetings.

Key 9. Hold Yourself Back

Many professionals think they are supposed to be a fountain of ideas and business solu-
tions. We are reputed to be business experts and often feel the need to come up with
answers to everything on the spot. Many offer solutions immediately when they hear con-
cerns by referral sources about how their clients have been treated or whom they’ve
worked with in the past. This is not how many of the best business generators in the pro-
fession create personal chemistry.

There is a time and place to offer solutions. It is not when you hear a “hot button”; it is
later in the meeting after all of their needs, wants, and desires are on the table. If you start
answering concerns as you hear them, you will be doing far too much talking and inter-
rupting the good flow that the contact is feeling.

Ever have conversations like this?
The veferval source: My clients aren’t receiving their financial statements on

time from the guy we’re referring in now and they’re call-
ing us to complain about it.

The CPA: No problem! We’ll get you the financials when you want
them!
The referral sonrce: That’s what our last CPA said.

Remember, what you say about yourself is your opinion and carries little weight. Wait until
the appropriate time in the meeting to determine how and what concerns you will answer.
Many people don’t care about what you have to say much at all—it’s the listening that
builds your chemistry and credibility.

Key 10. Be Yourself

Some professionals adopt another persona when they meet in business settings. They start
acting like they think they’re “supposed to.”

Let the contact meet the real you. Be open and vulnerable; be yourself. If they refer you
and never meet the real you until afterwards, and don’t like you, they’ll refer someone else
in next time anyway. It’s only by being open yourself that you can build true personal
chemistry and friendship.

Key 11. Don’t Answer Unasked Questions

People don’t buy firms, they buy individuals. Don’t answer a lot of unasked questions
about your firm. We’ve seen so many professionals who don’t know how to sell go into
long dissertations about when their firm was founded, how many professionals they have,
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