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						"This book is a revelation. A'must read' for sales people. Willy Loman
would not have met the fate that he did had he been exposed to its contents.
And it is written in the brisk writing style of a western novel."-Alan Cimburg, CPAE
National Speakers Association past director

						"Hired Gun is THE book every sales manager and business CEO has
looked for, longed for, and never found! If you hire salespeople, buy a copy
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It is not the critic who counts,

not the man who points out how the strong man fails,

or where the doer of good deeds could have done them better.

The credit belongs to the man who is actually in the arena,

whose face is marred by dust and sweat and blood;

whoeers, and comes short again and again,

because there is no effort without error and shortcoming.

But who does acutally strive to do the deeds,

who knows the great enthusiasms. the great devoitions,

who spends himself in a worthy cause;

who at best knows in the end the triumph of high achievement,

and who at the worst if he fails,

at least fails while daring greatly,

so that his place shall never be with those cold and timid souls

who know neither victory of defeat.

-Theodore Roosevelt, 1910




FAST FOREWORD

Bob Workman and I have dedicated our lives to studying excellence.

I studied Bob as he studied the masters and became a master himself.

With so much written about How To's it seems that what has become lost is what happens to the ones who do truly become successful. Why is it lonely at the top?

Bob has dedicated his life with a passionate obsession to studying the fine line between winners and losers. When I met Bob he was twenty­ five, a track and field champion with Bachelor's and Master's Degrees with honors, and was driving a school bus. During the next fast-paced years I watched him grow to achieve an income and lifestyle enjoyed by only the top 2%. The final step of his commitment to self-actualization was to put it on paper, and this book is the result.

-Joseph J. Charbonneau, CSP, CPAE President, Presentations Inc. Trophy Club, Texas




Preface

Getting to the top isn't the problem, stay there is. The destiny of salespeople of fortune is to emotionally experience mountaintop sunrises and sea trench midnights. First, it is vital that a top producer accepts these ups and down as occipational hazards; it is then important to know how to deal with them in order to control lightheadedness at the heights and nitrogen narcosis in the depths. Remaining #1 requires an entirely different skill set than becoming#1. These ultimate lessons in successful selling ar what I share with you in Hired Gun.




"Gender-Specific Expression"

I practiced diplomatic use of gender in this discourse untilthe computer's grammar-check function protested my last name as a "gender-specific expression." Get over it. Reform is one thing; the Spanish Inquisition is another. Our social culture is becoming concerned to a fanatical degree with politically correct posturing. If the pundits of this nineties phenomenon have their way, Texas chili will taste like vegetable stew; we'll live in the 'Burbs, have 2.6 children and drive minivans.

Viva Ferraris - Hooray for martinis - Light up a Churchill cigar! When I talk about a salesman I'm referencing a guy I knew in a particu­lar situation; when I talk about the superlative women I've known in sales, (and according to Dartnell's 29th Sales Force Compensation Survey 1996-1997 there are more women in sales today than ever before at 24.1%) I refer to them as saleswomen. Mostly I talk about sales reps, and when I sign my name I make no apologies to any techno-grammarian.

-Robert Workman




THE GUNFIGHTER SYNDROME


Congratulations, you are now or soon will be the #1 sales rep in your organization. That's evident by your action pick­ing up a book like this one. Top producing reps are always on the lookout for something that gives them a competitive edge over their rivals. It's one way they stay at the top.

How we reach the pinnacle of this profession is often a mystery. For example, most successful salespeople have college degrees (65% according to Dartnell's 29th Sales Force Compensation Survey 1996-1997) - butnot in sales. We don't have many formal settings in which we can learn and practice before entering the real world like tra­ ditional schools of law, medicine, architecture or engineering. We do most of our training through extra curricular seminars, books and tapes after we already have a job in sales. It seems many of the companies advertising for someone to create their cash flow want "3 to 5 years sell­ing experience" but don't provide the means to get it.

You accepted the challenge of sales, one that frightens off mostwho consider it, and for that you have my respect. You took the job, went through training (if any was offered), made joint calls with other reps and your sales manager, read the books, went to seminars, invested money in yourself and the tools of the trade. You worked on weekends while your friends played, and you stayed up late many nights, unable to sleep because your adrenaline was pumping as you mentally prepared for your big presentation the next day, and the next, and the next . . .

It doesn't seem as though you started very long ago, but now you're reaping the rewards of a higher income than your parents ever made, you drive a fine car and make enough money to go places and do things you always wanted. You're on top of the world with a future as bright as a supernova.

So what's that nagging sensation in the back of your mind? Why do you feel those pangs of paranoia when you talk with your colleagues at work about the future? Why do you worry about what the guys upstairs are planning that will affect your job and income? Why is it so difficult to avoid the quJting circle gossip about what's going to happen to the sales team next?

It's called anxiety. Because you're one of the best there is in your profession, you prefer to believe you have more control over what happens to you-but you know you don't. It would only take one stupid decision by some so-called executive who couldn't sell a machine gun to General Custer and you could be out on the street looking for another job. And sales jobs that pay a solid six figures can take time to find, or develop.

Not The Same Old Enchilada

This is not a book about how to sell. You won't find Seven Cutesy Closing Techniques (like the rolling pencil close, please!) or Beowulf-style war stories about How I Made The Greatest Sale In The History Of All Time. I'm full of them (as well as it) believe me, but so are you. Shelves in bookstores and racks at car washes already sag from the weight of hun­ dreds of books that preach the gospel of successful selling and other business practices. I've listed my favorites in the back to benefit both salespeople and managers.

Hired Gunhelps you understand your unique psychology as a consistent top-producing sales rep, because who you are is a hundred times more important than what you do. And what you do is many times more valuable than most of the jobs in your company.

It examines why you do the things you do, explains why your des­tiny is to experience extreme feelings of triumph and defeat with an intensity and frequency unknown by any other profession. Most impor­tantly, Hired Gunshows you how to deal with the fact that even if you are (and often because you are) the top sales rep in your company, you'll be out on the street before you know it. The bottom line is, you need to be prepared to find another job withing the next year. You think this sounds scary? It's not nearly as scary as having it happen to you and not being prepared.

When you're the fastest gun, somebody else is always gunning for you. The problem is, they only come after you on their very best day. It doesn't matter if this also happens to be your worst day; you still have to win. Consequently, you have to be at your best every day, every month.

Top athletes live with this gunfighter syndrome throughout their careers. Imaging the lifetime of pride some duffer has if, on the finest day of golf in his life, he manages to clip Tiger Woods by one stroke, even thoug The Tiger is ill, having an uncharacteristically lousy day. It's the same in any sport: in college football Notre Dame, Texas, Nebraska, Ohio State, Michigan, USC, Penn State - each one must play its best game every Saturday, because the biggest game of the year for any team that plays them is That Game. Any football team in the NFL can gloat for an entire season if it knocks off the Dallas Cowboys.

In COWBOYS Have Always Been My Heroes, Peter Golenbock quotes Drew Pearson, the famous receiver of the Hail Mary pass:

Everybody had it in for us. And the reason they did was because of our arrogance. Not so much for the Cowboy players in the field. We respected our opponent to the utmost, but it was what Tex Schramm was projecting for the Cowboys as a team. They saw Coach Landry nicely dressed, wearing a tie, a hat on the sideline, and their coaches are in a coaching shirt, a little ugly green jacket. It was what we projected. We projected class. When we traveled, we wore ties. You don't think people recognized that? Sure they did. And if they recognized it, they were going to write about it, and they were going to tell about it. 'This team is class. They do it this way, do it that way,' and a lot of people got tired of hearing that crap. They just got tired of hearing it. And our opponents used that to help psych themselves up, help motivate themselves to want to beat us.And that's why every time we played any­ body, I don't care who it was, the worst team or the best team, they played us like it was their Super Bowl.

In boxing, think about Joe Louis, one of the greatest heavyweight fighters of all time, but after his prime he lost to Rocky Marciano. Allow me to paraphrase a scene from Coming to America:

"Rocky Marciano! Rocky Marciano!

Every time I mention Joe Louis

somebody has to bring up Rocky Marciano!"

"Yeah, but he whooped Joe Louis' ass ..."

"Yeah, but Joe Louis was seventy-six years old ...

Joe Louis came out of retirement to fight him!"

For this reason, Hired Gunteaches you a skill in which top pro­ducers don't typically excel: the survival tactic of watching your sides and your back, and knowing when to get out a winner. The reason high achievers are weak in this area is we move through life like a LeMans racer tearing along at 220 mph through Mulsanne.Just as the driver must think of the road eight miles ahead, we live eight days to eight weeks in the future with deals yet to close.

It's a law that as speed increases, peripheral vision narrows. The problem is that our focus is so tight on Doing The Deal that we sacrifice a great deal of proximity awareness. We concentrate so much on the hattle at hand that we don't dwell much on political actions subtly taking shape around us.

Your nemeses are not the challenges of selling or managing your finances.You wouldn't be where you are today if they were.Your natural enemies are those very souls who depend on you to be the hunter-gatherer who creates the revenue they need in order to subsist. These are the CFO, COO, GM, of Production or other executives or employees not living or dying daily by bringing in revenue to feed the corporate beast. (Sometimes it's even the VP of Sales ...)

Notice I didn't include the CEO or the entrepreneur who founded the enterprise (often the same person). Of all the people in the organization, this one normally has the keenest appreciation for a top producing sales rep. Entrepreneurs and CEOs know their businesses depend on sales and sales reps. That's why they are The Bosses.




The Good, The Bad & The Bourgeois

It matters not how strait the gate,

How charged with punishments the scroll.

I am the captain of my fate.

I am the master of my soul.

- William Ernest Henley

The Good New Is: Your security lies not in your job, not in your company, but in yourself. This is true in sales more than any other profession. When you have paid the dues required to become a top sales rep, you can go anywhere, anytime, and make money. If you're truly an all-star, you'll be sought after before you make any deci­sion to change jobs. Imagine Troy Aikman coming up for grabs in the NFL. Why do you think Jerry Jones signed a $50,000,000 contract with this three-time Super Bowl champion and Super Bowl Troy fills the stadiums. He brings in the cash.

Hired Gun is for and about those who enjoy the freedom they've earned through consistent performance over extended periods of time. It's for the top guns many sales managers wish they had producing their over­ rides, but also wish they didn't have to manage.

You know who you are: your chief concern is doing the deal, not worrying about whether someone else feels uncomfortable around you merely because you feel good about yourself. You work six days a week to do the best job you possibly can and give 100% of what you have into every­ thing you do. Your motto is,

"WHATEVER IT TAKES TO GET THE JOB DONE."

You are there to produce revenue. You're not there to draw base pay or meet a need for affiliation with colleagues. Social/affiliation needs rank near the bottom of your list at the job, because you're not being paid to make friends, but to do business. If you wanted to make friends you'd join the "Y."

The Bad News Is:

We're not Troy Aikman. Accept the fact that if you're successful in sales, before you know it you'll be selling something different than you're selling now, quite possibly for somebody other than who you're working for now. The irony is, the better you are, the shorter your life­ span will be in your job. The stupidity is, it probably won't be your choice.




Recently, after dinner at Galatoire's in New Orleans, I felt compelled to buy a T-shirt out of a store window on Rue Royale. The slogan on its chest exclaimed: "New Orleans; It's not the heat, it's the stupid­ity!" Apparently, these co-existing factors are not limited to the Crescent City. As a mercenary of sales, heat is an occupational hazard. Unfortunately, so is stupidity. The question is, is it stupidity on the part of the manager who lets the company's top producer hit the door-or on your part for staying too long? That's the dilemma of the Hired Gun.




I know you don't want to believe this, don't want it to be true. You think it won't happen to you; you're good, you're professional, you're loyal. You believe in your company and your job. You work hard; you earn every cent you're paid. Right ...




Accept it, deal with it, control it and you will be respected, head­ hunted and successful the rest of your life. But put your blinders on, ignore it, and you're a target for disappointment and confusion when someone allegedly on your own side topples you.




You built your successful position, worked long hours and days to create it. It pays you well. You're not prepared to deal with feelings other than those of being successful. When you're suddenly betrayed you feel strange pangs of despair.

Abnormal feelings in an abnormal situation are normal. - Law of the Hired Gun



Naturally, there are some whiners out there who'll take exception to this reality. They like to impress themselves by hearing their own voices say this theme is negative thinking. Sorry, Harvey; I'm not impressed. This isn't a book of Happy Talk; it's the real deal. This is about making the best hand out of the cards that are dealt to you, good bad. But it goes beyond making lemonade out of lemons-it gets you to prepare for inevitable change and take control of your life. Now that's positive.


Aces and Eights

It isn't that everybody in the company is out to get you; it's that one or two are. And let me tell you, they resent you, hate you, despise you. And they envy you. Why? Because they wish they were you and know that they can't be you, so the only way they can bring themselves up is by drag­ ging you down, even if it means getting you with a bullet in the back. One of the goals of this book is to have you leaving the table for another game when aces and eights come into your hand.




Let's identify the probable sources of this paradox:




1) Your Company:

a) It gets sold - so you're out and the acquisition team is in.

b) For economic reasons, management changes sales policies. The new ones devalue you, your position, your income.

2) An Executive: This person is threatened by the glow of your excellence. For reasons of ego and envy, this company official has it out to do you in.

3) Another Sales Rep: This one can't beat you on the playing field, so they try to take you out of the game with potshots from the sidelines.

4) You: You shoot yourself in the foot due to an insecure self-image that can't cope with the stresses of the lofty position at the top of the heap. Stresses such as:

5) Your Friends: The same old gang doesn't hang out with you anymore because you work too hard, make too much money. You look too good, and when you look good they look bad.




Resumes and W-2s

Keep your resume updated every sixty days. Two months is a long time in many sales environments; a lot can happen. Companies get sold, executives fired, staffs downsized, divisions closed and others opened. In today's business flux it's vital that you're prepared to market yourself at any moment.
There are a lot of handy books and software programs available on effective resume-writing. The best time to get one and start working is now, while you're doing well. Consider your contribution to the company, major sales you've made, client with big name recognition you've sold, awards you've received, your W-2.

W-2? That's right. Separate yourself from the phonies. When I interview sales reps, they all claim to have successful track records and to have earned high incomes in previous jobs. So do I. But I back it up with year-end paychecks and copies of W-2s. There it is in black and white; results, no lies or innuendo. I've been told that this can come on a bit strong. Fine; if they don't want strong sales talent they need to look somewhere else, and so do I.

This book isn't for the faint of heart. It's for top carnivores, those who have killer instincts, top producing sales reps. At the risk of preaching to the choir with veterans of corporate wars, it prepares rising hot shots for adverse conditions that lie ahead. I don't mean sales reps who make enough to pay their bills run out of money before they run out of the month. I'm talking about the sales reps others envy, the ones who sell the most deals, bring in the highest revenues, have the highest finish over quota every month, month in and month out.




quo.tan. 1. a management tool used to measure mediocrity.




Winners and Losers

Let's look at a winner, a Hired Gun in the truest sense of expression - Mickey Spillane. When he wrote I, The Juryit sold over six million copies the first year. His next five books averaged some three million copies each, unheard of numbers at the time. In the 1956 book, Sixty Years of Best Sellers,Alice Payne Stewart documented that of the ten best selling American fiction titles ever published, seven were by Mickey Spillane. (He had only written seven books.)




For Mickey, just like for many consistent winners, success did not bring ready acceptance by his peers. In fact, the critics sniped at him with every opportunity. But Mickey Spillane has a secure self-image and knows how to deal with being a winner. In his historical review, The Fifties,David Halberstam relates what Spillane endured and how he handled it:




Certainly the critics hated him. James Spandoe of the Herald Tribune called him "an inept vulgarian." Malcolm Cowley in the New Republiccalled him a dangerous paranoid, sadistic, and masochist. Even his own editors seemed a little uneasy with him. Victor Weybright liked to tell reporters that too much was made of the Spillane phenomenon. Such critical salvos did not burden Spillane, who liked to say that he did not care about the critics and that the only critics who mattered were his readers. He thought the literary world was made up of second-rate writers who wrote about other second-rate writers. It was a world of the Losers. "The Losers?" Terry Southern asked him. "The guys who didn't make it," he answered, "the guys nobody ever heard of." Why, asked Southern, would others want to write about Losers? "Because they can be condescending about the Losers. You know, they can afford to say something niceabout them. You see, these articles are usually written by Losers - frustrated writers. And these writers resent success. So naturally they never have anything good to say about the Winners." "It is hard to be a Winner?" Southern asked. "No, anybody can be a winner - all you have to do is make sure you're not a Loser," he answered.




The Bourgeois

bour-geois n., pl bourgeois 1. A person whose attitudes and behavior are marked by conformity to the standards and conventions of the middle class.


Have you ever noticed how many books are written to help middle managers improve? Thousands. Why so many? They need them. Middle managers are by definition bourgeois. They are in the middle. They don't create; creation comes from the entrepreneur who starts the company, then by the CEO who leads it. Managers don't execute; this is done by those who report to them, those who produce. Managers just manage.

Before you get the impression that I'm unfair to managers, consider your impression of someone who tells you, "I manage," as opposed to a person who says, "I excel; I do whatever it takes to get the job done." Hired Guns have no interest in being Managers. They are inter­ested only in excellence; they are Excellers.




This is not discounting; it's differentiation. Sales reps are one kind of creature; managers are another. (As for Sales Managers, these are the second most valuable people in the company, next to the CEO; see Chapters 15 and 16).




Top sales reps are the hired guns in a wild west town. Managers are the town's politicians, store managers, stock clerks or sheriff's deputies, depending on their position in the company. Managers comprise a vital part of the workforce. Business cannot do without them. Like Barney Fife in The Andy Griffith Show, someone has to sit in the sheriff's office, shuffle the wanted posters and be politically correct. Mediocrity isn't bad; but it isn't excellence and high achievers will not tolerate anything less.




I have a hard time dealing with anything less than excellence, and you probably do, too. Most people who put 100% of themselves into what they do have difficulty relating to those who put in 50-60%. Those of us who only get paid when we win our combat in the field have trouble associ­ating with those whose compensation is not based on productivity-those who are paid the same whether they succeed or fail. Yet for some reason, American Business believes that the key to success is through management. For this reason books, tapes and seminars abound in order to help managers manage better, while companies hire so many of them that one day they wake up to the fact that they're top heavy. Then somebody yells, "Downsizing!" and the personnel exodus looks like a Raid® bug spray com­mercial.




These guys are OK, but the problem is, too often middle managers believe their value is higher than top producing sales reps. It's like some second lieutenant just out of officer training school thinking he or she is superior to a Senior Master Sergeant whose eighteen stripes decorate sleeves he's worn through combat for twenty years. The facts are, good managers make less money and have less freedom than good sales reps. The bottom line is they occupy positions that do not produce revenue for the company. It is for these reasons managers are often uncomfortable with sales reps.






Hey, some of my best friends are managers. They have secretaries who screen calls, type letters, schedule meetings and remember forgotten anniversaries. Top producers should have the same kind of support. Sales assistants can write up orders, schedule calls, send out pertinent sales materials and perform other time-consuming tasks that lead to sales but do not close them. Though a few progressive companies provide this, those still making fire with flint and steel do not.




The most effective hired guns are the ones who are best at the job closest to completing the assignment, i.e.: making the kill, e.g.: closing the deal. Therefore, the more time these excellers have available to per­ form this top-end function, the more revenue they produce for the company.




The key question to answer in delegating:Can someone less valuable do it?-Law of the Hired Gun




Another difference between excellers and managers is that excellers often hire support people out of their own pockets. I've paid people from outside the company many times to perform lower priority but necessary tasks in correspondence, prospecting and production of sales materials when the company wouldn't step up to the pump. Did the funds for this come out of some departmental budget? Surely you jest. How many managers or VP's have you seen do the same?




Executive O.J.T.

If you're an executive who can't sell water in the desert, that's OK. You weren't hired to sell. But if you're vainglorious enough to think that you can lead a squad of battle-hardened warriors without having anycombat experience yourself, you've got another think coming. You'd best get out in the field PDQ-and often. I've never known a sales rep who didn't substantially increase his or her respect for an executive who asked to ride out on calls to witness adversities faced by the sales staff in the field.







Do not let yourself become a victim of the circumstances.Live independent of the circumstances.- Law of the Hired Gun








Memo to Managers

To: Mr./Ms. MBA

From: The Hired Gun

Re: Staff Prima Donnas

See those prima donnas you complain about so much? Those hot dogs in their fashion-book clothes and gleaming cars? They're result-oriented, not process oriented. They're not politically correct, and I've got news for you; they're not going to be. You call it arrogance; they call it attitude.

You say you resent flamboyant sales reps? Well I've got more news for you, pilgrim. You're not out in the jungle projecting a successful image of your company for its life or death. Top producers look like a mil­ lion bucks because they're getting clients to sign contracts for that amount, and because they're worth a lot more to the company than that amount. They're well-groomed, well-dressed, drive high-toned cars. These are the tools of their trade. When clients make decisions to spend their company's money for something new, different or both they put themselves in positions of high-risk. They need to feel confidence in the person who asks them to buy, and every advantage sales reps can show, from intelligent elocution to the shine on their shoes, counts.

Attitude is an outer expression of an inner feeling. - Law of The Hired Gun

Who Pays the Piper?

You see, Mr./Ms. Manager, it isn't your company that pays your sales reps; it's your company's clients. Without their money the sales rep doesn't get paid, and neither do you. Those arrogant prima donnas make it happen for everyone.

Overcoming Negative Conditioning

They bust their asses doing the things we were all taught not to do. This is because they've overcome childhoods of negative conditioning put upon them by parents and other adults in our society. can ask a gen­eral audience anywhere in the if they've heard the following expressions as they grew up and they'll finish the phrases before do:

Don't go where you're - not wanted.

Don't talk to - strangers.

Don't speak - before being spoken to.

Don't trust-strangers.

Don't take people at - their word.

We all grew up hearing these things repeated so many times they've become part of our subconscious. These conditioning statements may have been valuable when we were three and four years old, but not any more. When we're old enough to give our lives defending our coun­try we need to make our own decisions about these things. The problem is, most people never overcome the repeated recordings of these messages in their minds. Thus they live lives of fear: fear of rejection, fear of fail­ure, fear of the unknown.

Hey!

We're born with only two fears: fear of falling and fear of loud noises. All other fears are learned, and we all learned the same ones. We can also get over them.


If you keep doing the same thing you will get the same results. If you do more of it, you get more of the same. If you want to change your results, changes what you're doing. - Law of the Hired Gun

The difference between top sales reps and everyone else is some­ where along the way sales reps learn that negative conditioning statements are mostly products of childhood training. They're behavior checks taught to us for protection when we couldn't be responsible for ourselves. What sales reps learn that others don't is how to overcome them.

If you're going to improve, you need to change something, and the first thing you need to change is the way you see yourself. There are exercises in this book that help you do that. Then you need to change other thoughts about yourself and your surroundings. list of sug­gested reading in the back will help you with this. When you change your thoughts, you change your actions. When you change your actions, you change your life. This puts you in control of yourself and your future.

Reprogramming of this magnitude provides salespeople with inner feelings of confidence. This fuels them to make three to four in­ person calls or sixty-five to a hundred dials of the phone every day. They do this while middle managers hold monotonous meetings behind theclosed doors of their ivory towers, or while executives take three-hour lunches, often figuring how to screw with the sales staff's commissions, divide their territories, raise their quotas or somehow penalize them for doing a good job.

Message to Managers Everywhere

The sales reps stay with you, Mr./Ms. MBA, and like Eli Wallach in you can't imagine why. I suggest you watch that movie and see how and why a sales dream team is formed, and performs. It isn't about cowboys or gunplay, just as this book isn't about paid assas­sins-we're all about a code:

HONOR, INTEGRITY, LOYALTY.

Watch that movie; read the next chapter of this book. It may enhance your appreciation of the only group of people in your company that brings in the money to pay you and everyone else, before they mount up and ride away to make somebody else rich-most likely your competi­tion.




