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1. Reach 'em where they live! Grab 'em where the hair is short. Create a 2—prong penetration into your
customer's consciousness. Experience a double—edged blockbuster benefit. First, guarantee specific
outcomes. Don't market your product or service. Instead, market what your customers identify as their
desired outcomes of your product or service. (In this article, I'll simply say "service".)

2. Second, beat your promise, right from the gitgo. You gotta deliver when you market outcomes. So,
give more than your previous best. Raise the bar again. And again. Raise the bar on you.

I've been doing this since Day One back in 1978. Promise a real, measurable return on your client's
investment in your offer. (Call it that. It's not a fee. It's an investment. It's an investment in the
outcomes of your work.)

3. Why market outcomes instead of services? Because services are commodities. Outcomes are not.
Outcomes are far more valuable. Research the value of the desired outcome to the client. Then, when
you're with the person who can say yes, rub salt in the wounds of the way things are. Make it hurt.

4. Now, romance the outcomes you can deliver. Be an evangelist. Compare what they have now with
what you are prepared to deliver. Ask which they prefer. The answer is obvious. (See "Selling the
Dream," by Guy Kawasaki.)

5. How about implementation? Create a detailed paint—-by—number System that, when wisely engaged,
produces desired outcomes. Title it The System. Or call it The
Operating Guide. Make it easier and more natural to succeed in creating desired outcomes. Build
accountability for taking prescribed actions into this implementation instrument.

*** Some situations may be beyond your skill level, beyond your experience level. Beyond the possible.
Be judicious. Before you commit, consider whether you can guarantee desired outcomes. Don't go in
over your head.
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Measurable outcomes:
1. Guarantee a real return. A measurable return. A bankable return.

Here's an example. In the early 1980's | delivered a lot of sales trainings. | guaranteed
decision—-makers a 12% increase in sales within 30 days of my program. If they didn't get this
measurable result I'd come back for expenses only and do some more training free. This promise cost
me nothing.

That's because | not only showed my students how to paint mouth—watering, alluring, seductive (and
true) pictures. Pictures of the benefits of the benefits their customers would enjoy after taking
recommended actions. Then | went well beyond that. | showed my students their personal benefits

when they sold the way | modeled.

When you speak with decision—-makers, always cause your listeners to imagine, to picture, to envision,
to visualize themselves experiencing their life after they do what you want them to do.

Like this: See yourself, you, reader (and | do mean you,) after you allow yourself to accept-and to
don-the mantle of your true power. See yourself lighting up the faces of your customers when you
illuminate them with your how-to's and your why-to's. See them inspired. See them breathing hard. See
them eager to get out there and use the ideas you gave them.

That vision you hold inside you enlivens the inner you. It reflects on the outer you. You carry yourself
differently. You stand taller. You move more dynamically. The look in your eyes is more steadfast. Your
voice has a new and bolder ring. You reach people at a deeper level of their consciousness. You vivify
your delineations.

Non—-measurable outcomes:

Some outcomes are hard to quantify. Let success be as seen through the buyer's eyes. If the
decision—-maker does not see the desired outcomes within a reasonable time, be willing to undo the
transaction.

There's magic in this, real magic. You go the extra mile. You do your advance research with more
care. You probe. You diagnose more deeply. You identify the points of pain. Then you prescribe with
more care.

In your early discussions with the decision—maker, you may ask, How will we know this program is a
success? What outcomes, outcomes we can see and touch, will tell us you got the value you desire?
What will have improved after | do my job?

You then develop your proposal with even more care. If you market a service, the intervention you
recommend may expand to include one—on-one, in—depth interviews with different management levels.
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You, as the outside expert, may recommend an Executive Retreat to dig deeply into possible high—level
policy changes. Why? Brilliant Australian expert, Ivan Frangi, says that without senior management
buy-in, your proposal won't stick. This Executive Retreat requires your presence, of course, as leader
and moderator.

After this, a Management Overview is appropriate. Why? Because, as Ivan said, it takes
management/supervisors support after your program to keep the troops on course. The Management
Overview naturally includes you as guide and facilitator!

Lavish your essence on implementing desired outcomes for all concerned. Arrange to be available to
respond to questions for a full year after you complete your work. And for down—-the-road consultations
with management as needed.

If you market services, develop a fee for your services based on the value to the client and not on the
time you invest. This is called value—pricing. It's the only way to go. After all, you're the Doctor. Your

client is investing in your experience, your know—how, and your wisdom, not in your time.
Blue—-sky fantasy outcomes:

Some problems are unsolvable at the level of the problem. The roots of the distress may be at a
higher management level. There may be deeply seated philosophical challenges requiring major
management surgery. Intervention may be appropriate at the Board level.

You may choose to recommend-or to bring in—a specialist to share the challenge. You may choose to
decline an all-but-impossible assignment.

Take these profit—boosting actions now:

1. Resolve that effective now you do not market products or
services. You market outcomes exclusively.

Outcome delineation is the source and the root system of success in selling or marketing.

2. Target senior management exclusively.

This level has the budget and the willingness to invest in the outcomes they want.

3. Pour your heart and your energy into in—depth pre—proposal research.

You uncover hidden causes; you discover new insights; you create golden handcuffs; you get to know
and understand the key players. What's more, key decision—-makers get to know and appreciate your

true value.

4. Don't bite off more than you can chew.
Decline challenges that are over your head.
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5. Produce graphic support tools that are works of art.
Make these too valuable, too dense with wisdom, too physically handsome to toss out.
6. Set outrageous penetration goals for each target client.

Finally, remember this: Your goals are in the service of your mission. Your missions are in the service
of your destiny. Your destiny is in the service of your legacy.
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When adapting existing course content, it's tempting to assume that there's nothing to do when it
comes to the training outcomes. Just use the existing ones, right? Not necessarily. Changing the way
you offer the programme can result in a whole raft of '‘process' related training outcomes being
introduced. For example, online/distance programmes often expect students to find and assimilate
information from Internet based resources. They also need to manage their own study, and are often
expected to identify what they don't know and articulate this through the online environment.

These expectations are often not present to the same degree in face—-to—face training, due to the
immediacy of trainer/lecturer support. That's why you'll often find students baulking at the degree of
independent study expected of them in online/distance courses. It seems like a lot of unnecessary
extra work, when the trainer/lecturer could just give the information. There are two implications here for
training design:

1. If we're going to add process related outcomes to the programme, we need to be sure that the
volume of work is still realistic, and that the programme is designed so that learners are trained in the
skills, not just assumed to have them.

2. There will be much better buy—in from learners when these outcomes are clearly articulated as part
of the programme. They won't be seen as an unnecessary extra, they'll be a legitimate part of the
programme. In point of fact, these sorts of (enterprise) skills are becoming recognised as core to many
programmes, both academic and corporate. The online/distance environment is a great place to
develop them, so long as they have a legitimate place in the programme.

Also bear in mind that in a face—to—face environment, the trainer/lecturer is in a position to clarify,
update or change outcomes as the course progresses. An ambiguous outcome can be clarified with a
quick question. However eLearning/distance courses generally leave learners in more isolated
environments. Sure, there are messageboards and email tools for communicating course information,
but how will you know when there is a problem with an ambiguous outcome? Online/distance
communication is slower and less homogenous. Often you may not be aware of a problem until
assessments are submitted, and it's a little late then to be clarifying objectives... The lesson here is; the
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more remote the student, the more explicit the instructions need to be.

The design process is now at the point that you have a clear picture of your learners and what will work
for them. You have also articulated your training goals.

Phil has been involved in a number of projects in the field of flexible delivery, both research based and
product-based.http://www.toucanhouse.co.nz
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