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Introduction
I knew for sure that technology had changed the selling landscape forever when I started getting requests from unknown salespeople begging me to review the e-mail messages that they had created to send to key prospects.
There was nothing particularly surprising about receiving anonymous requests from readers. For well over a decade, I had gotten calls and letters from salespeople asking for my help in critiquing traditional aspects of the selling process: the calling approach, the proposal, even the cover letter that was meant to thank a prospect for showing up for a face-to-face meeting. Then, almost without warning, in the late 1990s, I started getting a different kind of request.
All the other appeals were still there, of course. I still had plenty of calling approaches, proposals, and thank-you letters to look over in what I laughingly referred to as my “spare time.” (You don't really get much of that when you run a global sales training organization, it turns out.) But in addition to those documents, people started asking me how to create a compelling e-mail headline, how to create text that people wouldn't scroll past, and how to avoid problems with spam filters.
It was all very flattering, of course … and it was also a bit of a challenge. Back in 1998, which is about the time I remember these questions starting to come in, we hadn't yet developed a systematic approach to resolving any of these questions. It was about then that I realized we had some work to do, because we ourselves were making mistakes in these areas that were costing our company business.
What you're holding in your hands right now is the result of eight years of ongoing discussions with my readers, my company's clients, and my staff on the best answers to the tough questions that the era of e-mail communications technology has been throwing at salespeople with ever-increasing urgency — and will no doubt continue to throw our way. An ever-growing share of the salesperson's day is devoted to creating, critiquing, and sending e-mail messages; perhaps a few years down the line, some fresh change in technology will inspire me to write a new book about a new series of questions. (Maybe everyone will communicate by means of iPods at that stage; I wouldn't be surprised.)
For now, this book is the very latest and most reliable information I have been able to assemble on the subject of e-mail, a communications tool that has caused more than one “expert” to adjust some of our core assumptions about selling. In the twenty-first century, the world of business is a great deal smaller and faster than it was even at the end of the twentieth, and for better or for worse, a big part of the reason for that is on display when you and I check our e-mail accounts. Here's hoping the advice that follows — all based on direct experience — comes in handy at some point before that crucial moment we hit “send.”
I'd love to hear your opinion about what follows. Please share your impressions by writing to me at contactus@dei-sales.com. I really will do my best to answer you. And who knows … you may inspire another book!
Stephan Schiffman
New York City

Part One
Foundation Concepts


1
A Tale of Two E-mail Messages
Once upon a time there were two e-mail messages. The first looked like this:
Subject: Our implementation notes and related items
Good morning Mr. Miller:
I am Mike Conway, Senior Sales Associate for ABC Interactive Media, located here in New York City. I would like to have the opportunity to share with you some notes on assessment and implementation that we have assembled by means of a careful review of the existing prospective customer base that overlaps with your industry, a copy of which list is available in a variety of different formats for your review. We understand that you are a major manufacturer of widgets, and we wish to make you aware that we have a significant number of widget plants and widget-related businesses on our current customer list, all of whom have come to rely on us for widget retooling services. (One of these is Century Manufacturing, a supplier of yours whose operations manager, Ken Steiner, suggested that I give you a call.) You will find more information on this on our company's Web site,  www.retooler.org , which is accessible and fully functional via both Microsoft Outlook and Mozilla Firefox. To access the list of companies with whom we have worked, simply access the site and click on the function bar that reads “client list,” then work your way through the first fifteen categories until you reach the sixteenth one, which reads “Widget companies with whom we have worked.” At that point, you will be able to click the icon and access the names of the firms in question. These, just to clarify, are the firms I wish to discuss with you in person. May I ask that you phone me as soon as possible at 606-555-5555 to discuss the possibility of our evaluating this list together?
Yours very sincerely,
Mike Conway
P.S. I would like to assure you that our client references are of the highest possible quality and that I can give you my personal assurance that you will not be disappointed by a decision to contact me by telephone, which I hope you will do at your earliest possible convenience.
Here's what the second e-mail message looked like:
Subject: Ken Steiner
Ken, as you know, works for Century Manufacturing, one of our clients; he suggested that you and I meet to discuss your widget retooling plans for the coming year.
Could we meet this coming Tuesday at 2:00 P.M. at your office?
Sincerely,
Mike Conway  www.retooler.org 
978-555-0555 (office) 978-555-5550 (cell) 978-555-5050 (home)
Which e-mail message would you be more likely to read? Which e-mail message would you be most likely to respond to? If you were the CEO, which e-mail message would you be more likely to forward to your administrative assistants with the note “Set up a meeting with this guy?”

2
E-mail and the New Sales Culture
E-mail has made it easier for salespeople to communicate than ever before.
That's both a good thing and a bad thing.
It's a good thing because I, a salesperson just like you, can now contact virtually anyone in the world. For the first time in history, I can reach out to a prospect or customer and send that person a message that reaches them in just a few seconds.
It's a bad thing because I can also screw up that conversation in a millisecond.
The new sales culture, at least where e-mail is concerned, is one that is all too often based on instant actions, on rambling away, hitting “send,” and seeing what happens next.
In the case of the two e-mails you just read, hitting “send” in the first example is a great way to make sure the person never opens another of your messages for the rest of his life. (I'll go further — it's a great way to make sure the person never even takes your call — assuming that he remembers your name from the long e-mail that you sent.)
By the way, did you notice how the one piece of information that the reader might conceivably have a positive reaction to — Ken Steiner — was buried in the middle of the message, where it was least likely to be read by a busy executive?
Notice, though, that in the second e-mail, that single piece of relevant information was in the subject line … the very first thing our executive (or whoever is screening his incoming e-mail) would be likely to see. Notice, too, that the second message didn't take all day to answer the reader's unspoken question (“What the heck do you want?”).
Our sales culture may be priming us to hit “send” to as many prospects and customers as possible … but if our job is selling (and since you're reading this book, I'm assuming that your job is selling), we have a duty to increase the odds that the people we're trying to communicate with will actually open, read, and take action on the e-mail messages we send. If they do that, we will accelerate our sales process.
That's what this book is all about.

3
Way Back When
When I first started out as a professional salesperson, more years ago than I care to remember, there was not only no such thing as e-mail — there was no such thing as a personal computer.
You could pretty much count on every piece of communication falling into one of two categories: People were either talking to you face to face, or they weren't talking to you face to face.
Nowadays, they may well talk to you face to face once, then conduct the rest of the relationship by means of e-mail messages and conference calls.
You're used to that. And I'm used to that. Now. Back in the 1970s, though, most of the important interaction would come about as a result of these quaint things we used to call “meetings.” That's an old, out-of-date term, I know — let me define it for you. By “meetings,” I mean situations where you and the prospect or customer could sit down, face to face, and talk things over. With nothing else going on in the background.
A wild idea, I know, but believe it or not, that's actually how we used to do business. People would say, “Hey, I'm going into a meeting, hold my calls, please.” And then they would walk, with the salesperson, into a room without (gasp) any access to the Internet whatsoever! And then, having ushered the salesperson to his or her seat, the person you were talking to that day would actually stride over to the door, close it, and focus on you, and only you, for 30, 60, 90, sometimes even 120 straight minutes!
Yes, that was how it was back in the covered-wagon days of the Carter administration. It's a little embarrassing to admit that I was in fact alive back then, but the truth is, I was.
Meetings are still the lifeblood of the field sales force. They are not important for people who sell over the telephone, of course, but for those of use who still sell face to face, the advent of e-mail has profoundly changed the dynamic of the selling relationship. In some ways, it's made it much more difficult for us to sell in 2007 than it was for us to sell in 1977.
How, specifically? (That's not a hypothetical question. I'd really like to ask you to think of your best answer before moving on to the next chapter.)

4
The Information Equation
I just asked you how, specifically, the selling job is likely to be more difficult in 2007 than it was in 1977. I hope you came up with an answer of your own. Here's my answer. Compare it to yours and see how close we are.
Back in 1977, if you bought from me, you and I had a series of face-to-face meetings where I was pretty much the only thing happening in your world for a half-hour or so at a time.
In the twenty-first century, if you buy from me, I'm lucky if I get any one-on-one time with you, and during our (brief) face-to-face encounters, there are usually a whole lot of other things happening.
SCENARIO A: In 1977, I would ask you for a meeting, and you would either meet with me or you wouldn't. If you did, we would meet face to face, I would suggest another meeting, and you would either give me that one or not, and then eventually I would close the deal with you — perhaps after three or four face-to-face sessions.
SCENARIO B: Nowadays the cycle (in some industries, at least) might very well look like this:
	You e-mail me based on something you saw on my Web site.
	I e-mail you back asking for your phone number so we can chat.
	You e-mail me the telephone number and let me know the best time to reach you.
	I pick up the telephone and call you but reach your voice mail system. (This is another piece of technology that was not around when I first started selling. But I digress.)
	You return my call and we actually speak, voice to voice. (Note that this is the point at which the relationship might have actually begun thirty years ago.)
	We agree to meet a week from now on Tuesday at 2:00.
	We do in fact meet face to face, and we have a good discussion about how we might be able to work together. I ask you for another meeting, and you agree that we should talk again this time a conference call that involves your boss (who operates out of another city) and a member of your technical team.
	We set the date and time for that conference call.
	I try to confirm the conference call by sending everyone an e-mail message a few days before we are scheduled to “meet.”
	You and the others acknowledge receipt of your e-mail message. But there's a scheduling problem.
	We set up another time that works for everyone.
	I confirm the date and time of the conference call once again, and this time everyone's schedule is in agreement.
	We have the conference call, and we all discuss how we might be able to work together. You agree that it sounds good, and you ask me to draw up a formal proposal. We set a date and time for another conference call.
	I work up the proposal.
	I confirm the date and time of the conference call.
	Once again, the timing doesn't work, and we have to reschedule.
	I reconfirm the date and time of the conference call.
	This time everyone is on the call. I go over the proposal point by point, and you love it. You ask me to draw up a contract.

Obviously, there are big differences between Scenario A and Scenario B. The main disadvantage of Scenario B in comparison with Scenario A, though, is that I have much less time with anyone face to face.
That's an extremely important fact, and one that's potentially quite damaging to me, the salesperson, because of something I call the Information Equation.
The Information Equation sounds like this:
The quality of the information I, the salesperson, get from you, the prospect, tends to improve with the number and quality of our face-to-face interactions.
Please read it again before you move forward in this book!

5
The Information Equation, Continued
The quality of the information I, the salesperson, get from you, the prospect, tends to improve with the number and quality of our face-to-face interactions.
When I explain this Information Equation principle to salespeople during our training sessions, they instantly “get it,” and my bet is that if you've been selling for more than six weeks or so, you “got it” after reading the words twice in a row.
When I (the salesperson) meet with you (the prospect) in person, not just once, but for a second or third or fourth time, the quality of the information you share with me tends to get better. It's a reliable principle. People really do share things with salespeople they have back in for another meeting that they don't share on the first meeting.
And guess what? The quality of the information gets even better if the meetings you agree to have with me take place in different venues. First, you let me sit down in your office. Then, a week later, you walk me through your factory. Then, a week after that, you introduce me to your boss and show me her office. What I learn from you on that third visit is, as a general rule, going to be more meaningful on that third face-to-face visit than the information I got on the very first face-to-face visit.
That's just a universal principle of human relations as it applies to the sales process. You may occasionally run into an exception, but I guarantee you that in most of the situations where you have meetings with people, the information improves with the number of face-to-face meetings you have.
Now look again at Scenario B in the previous chapter, and you will notice that our business culture is moving away from face-to-face meetings and toward remote meetings.
This trend seems likely to continue, which means that if you do nothing and simply keep setting up conference calls as instructed, the quality of the information you get from your customers and prospects is going to decrease over time, and you're going to close less business.
In fact, if you're like most of the salespeople I train, you can very easily think of situations where you played Scenario B through for weeks or months on end … and then lost the business for mysterious reasons that became clear only after the fact. You know what happened? Someone else was getting meetings while you were settling for conference calls. Someone else was building relationships while you were reconfirming people's schedules.
So — what do we do about that?

6
Wishful Thinking
Here's what we don't do. We don't spend all day writing e-mails designed to get us into more conference calls when we could be finding ways to get in front of more people face to face.
I wish I could tell you that the act of writing a better “let's have a conference call” e-mail message than your competition will, in and of itself, guarantee you a better relationship with, and better information from, your prospect.
But I can't.
If I were to tell you that, I would be engaging in wishful thinking rather than strategic thinking. And wishful thinking, alas, is the one syndrome I have identified over the years that has inevitably led to failure among individual salespeople and organizations as a whole.
Here's what I can tell you. If you're smart, and if you implement the principles in this book, you can use e-mail more intelligently than your competition is currently using it, and thus get more in-person meetings and accelerate your selling cycle. In so doing, you will improve the quality of your relationship — and thus improve the quality of your information and your likelihood of closing the deal with people who keep moving forward through the sales process with you.
Ultimately, I think you should be using e-mail as a tool to establish momentum with people who could conceivably buy from you. And I'm going to warn you ahead of time, if your job is to sell face to face, you're going to get the best results if you use e-mail to uncover reasons to get face to face with your prospects and customers.
If you sell over the telephone, your goal is going to be to have as many good conversations as possible with your prospects. The best way to do this is to establish commitments for a “phone appointment,” as in, “Yes, I will agree to talk to you again tomorrow at 2:00 p.m.” You must, unfortunately, accept as a fact of life that someone who manages to establish a face-to-face relationship with your customer, while you can maintain only a voice-to-voice relationship, is very likely to steal the account away from you. In any event, most of what follows in this book about using e-mail to support the sales process will be very easy for you to adapt to the telesales world. (See also my book Stephan Schiffman's Telesales.)To understand what I'm talking about, you have to have a little bit of background on what can go wrong in the selling process. Let's look at that more closely right now.

7
Screwing Up the Sales Process
One of the interesting things about the twenty-first-century sales process pattern that I called Scenario B is that it features many more possible “touches” with our contacts than Scenario A did. It also exposes us to more people than Scenario A did.
I'm not saying those facts are good or bad, just that they're worth understanding. They're part of the new selling environment we all face today. If we understand that environment and act intelligently in response to it, we will prosper. If we don't, we won't prosper.
So: You want more “touches” — or at least the opportunity for more “touches” — and more contact with more people within the purchasing organization. By “touch” I mean something that I, the salesperson, do to remind you that (a) I exist, and (b) you and I have a relationship that could be beneficial to you.
Back when I first started selling, there were only three ways to “touch” a contact: mail the person something, call the person on the telephone, or meet in person.
Now we have this technology that makes it much, much easier to “touch” the person to whom we are trying to sell. But notice that a meaningful “touch” takes place only after I have already established some kind of relationship with the person. In other words, it is no good fooling myself into thinking that I am “touching” a sales prospect, or improving the relationship in any way, if my pattern looks like the following sequence, which I'll call Scenario C, or “The Scenario That Screws Up the Sales Process”:
	I e-mail you and ask you for a meeting, even though you have never heard of me before.
	I e-mail you again the next day, asking why you did not reply to my earlier e-mail message.
	I e-mail you again on the third day asking what I have done wrong and why you would ignore so many messages in a row.
	I go on your Web site and find your telephone number.
	I reach out to you by telephone — for the very first time — and leave you a voice mail message asking if you have gotten my emails.
	A week after that, I e-mail you again, reminding you of all the messages you have been ignoring, and suggesting that you be so polite as to call me so that we can set up a meeting.
	The following day I repeat the request, under the pretext that you may have missed my earlier phone message.
	The day after that I send yet another e-mail message that includes the text of all my previous e-mail messages to you. I once again request that we have a face-to-face meeting.
	Three months go by. I don't contact you during that time. Amazingly, you don't reach out to me, either.
	After that three-month period has elapsed, I e-mail you again and ask once again for a face-to-face meeting. The process begins all over again.

Obviously, the “touch” in this sequence is very different from the “touch” in the sequence that resulted in you actually buying from me.
In Scenario C, there is no relationship. There is no buy-in, no connection, and certainly no conviction on your part that you will benefit in any way, shape, or form by granting me your (divided) attention for fifteen minutes.
Let's be realistic. In Scenario C, I do not even have any guarantee that you know that I exist — much less that you have read my messages. And considering the possibility that my e-mail messages may have been blocked by your company's mail system, there is really no way for me to be certain that you ever could have received my messages! If I'm committed to Scenario C, complete with that telling three-month gap, I'm committed to either bugging you to death or ignoring you completely.
Truth in advertising disclosure: There is no e-mail strategy you can employ — nothing outlined in this book or in any other book — that can possibly overcome the damage you can do by making Scenario C your default selling routine.
Can you use e-mail to initiate a productive relationship with someone?
Sure.
Can you obsess with e-mail and thereby initiate a productive relationship with someone? Sorry, no.
Let me tell you a story that illustrates what I mean. There was a guy awhile back who stumbled across my company's Web site and “decided” that he was going to become my business partner. Did he call me (or e-mail me) to ask for a meeting so we could discuss this potentially huge step, in person? No. He blizzarded me with “ideas,” day after day after day, as though the fact that he had my e-mail address meant he already had a business relationship with me. He didn't. I got every newsletter, every article, every quote, every media mention this person could muster. And I got literally dozens of personal e-mail messages from him. There was this massive wave of e-mail that I was supposed to read (or maybe memorize) based on … let's see … nothing that he and I had ever agreed to do together.
You know what my first reaction was when I heard that he was on the phone and wanted to talk to me?
“Not the crazy e-mail guy!”
You know what my reaction would have been if he had left a voice mail message on the same day, asking for a conference call with me, him, and one of his people?
“Not the crazy e-mail guy!”
You know what my answer is now if anyone, anywhere, asks me what I'm looking for in a business partner?
“Not the crazy e-mail guy!”
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