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Introduction
Client engagement is not about squeezing as much work as possible out of every client! It
is about delivering an excellent job and about delighting the client. It can be about
working with the client to ‘build’ or achieve something worthwhile. It is often about
working with the client to produce something that has a tangible benefit to a community or
to society as a whole. It can be about relationships that last a lifetime. It is, however,
also about winning the right amount of the right type of work from the right clients at the
right price.
Excellence in delivery is usually necessary to achieve this but it is not always sufficient.
Other quality organisations in the marketplace may have a similar level of technical
expertise – or they could at least convince the client of this fact. In addition to excellent
delivery then, client engagement and client development involves building the right
reputation and the right relationships within a client – or a potential client – and
influencing the key decision makers such that they are keen (motivated) to buy, and rebuy, from us rather than the competition.
Everyone in the supplying organisation has a role to play in influencing these key decision
makers. Some ‘just’ need to deliver a great job. Others have to make sure the service
experience is second to none. Some have a specific responsibility for defending and
developing these key relationships and for winning new work, and some have a
responsibility for winning new clients too.
The Client Engagement, Building Profitable Relationships, Intermediate programme has
been designed on the basis of five core principles:
1
Excellence in client engagement is a strategic imperative and a source of competitive
advantage. This is non-negotiable – Atkins does (and must) differentiate itself in all its
markets by the way it engages with its clients. As such, we must continue to engage
better and more strategically with our clients, and everyone has a part to play in this;
2
Client engagement is entirely compatible with, in fact critical to, commercial robustness.
Engaging with clients is not about being ‘soft’, it is about engaging well with clients in all
areas, including issues which will impact on the profitability of a project/business unit;
3
Adaptability - one size does not fit all. This does not imply that programmes should not
be delivered across business groups but that each person/unit needs to apply the
concepts and skills in the right way for their circumstances;
4
Integrity – each person will apply the skills in their own way and in line with their values.
We are not looking to change personality or ask people to do things that compromise
their professionalism, we are helping them to use their own personality to engage to
best effect with their clients; and
5
Consistency. Notwithstanding 3 and 4 above, there needs to be a consistency of
approach across the business, recognised by clients, on how Atkins (and its people)
engages with its clients.
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Introduction
The programme itself focuses on the skills and actions necessary to build all kinds of
profitable relationships with new and existing clients and other stakeholders and to engage
well and profitably with a very broad range of clients and contacts.
In contrast, this pre-programme reading focuses most on one particular area, that of
winning work/winning clients - or ‘selling’. Many of the skills and approaches are of course
transferable to different situations, however we have asked participants to focus on this
area in advance of the programme because, in our experience, it is here that study and
clarification of some key elements beforehand saves a lot of time on the programme and
allows us to focus our efforts on practice and application in real life.
The programme itself is more broadly focused than the reading in this document. For the
purposes of this pre-workshop reading however we need to start with a question…..
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What is Selling?
To many professionals ‘selling’ is a dirty word. They base their views on the experience of
being sold to badly by pushy salespeople who appear to be interested only in making a
sale. Very few professionals would like to be seen as pushy by their clients or anyone else.
Nevertheless one of the main objectives we have in engaging well and powerfully with
clients and potential clients is to maintain and build the profitable revenue stream
generated by those clients. That means we need to build strong and profitable
relationships with key people - and (at the right time and in the right way) to sell them the
services of the firm.
How then do we reconcile client-focused, and totally professional, client engagement with
selling?
Let’s start by defining our terms. There are numerous definitions of selling. The dictionary
tells us:
To sell: To persuade others to accept
That seems simple and reasonable enough.
However at PACE we are uncomfortable with one of the words included in this definition.
That word is “persuade”. If I feel my job is to persuade you then I will be tempted to do
so by the force of my argument and by my genuine enthusiasm for what my firm does.
Unfortunately if you are not immediately persuaded I might be tempted to ‘persuade’ you
harder. Then persuasion becomes pushiness or pressure and pressure in this situation is
counterproductive and usually leads to resistance.
Also if my job is to persuade you then all of the energy in the interaction will tend to come
from me. I want the energy to come from you. I want you to really want to move
forward in the relationship – to want to engage with me; to want to consider my ideas
positively; eventually to want to buy and to continue to buy from me. I don’t want you to
be persuaded – I want you to be motivated.
Our definition of selling is therefore:
To sell: To build the motivation to buy

If my job is motivation rather than persuasion I can learn a lot from my experiences in
motivating others in my management role – and my experiences, good and bad, of being
‘motivated’ by others!
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What is Selling?
The best people managers do and say the things that get people in their teams to want to
do the things that will make them, and the team, successful. They are able to do this
because they recognise some key facts about motivation. These include:
1

Everyone is unique. No two people are motivated by identical things.

2

To motivate someone you need to understand what ‘makes them tick’. Not just what
they do but why they do it. Not just what they say but what they mean.

3

If you try to motivate others by what motivates you it will not succeed. Many people
will not be motivated by your actions – some will even be demotivated.

4

It is useless to make value judgements about what people should be motivated by.
The manager needs to understand each person’s mind and motivations in detail and
then to work with what is, not what he or she would like to be.

5

In order for the manager to get to the point where his or her team is comfortable to
be open about their motivations and feelings he or she must build a relationship with
them, really listen to them and build confidence and trust.

In building the motivation to buy and re-buy (i.e. motivation in selling and client
engagement rather than in management) the lessons from the above list include:
1

Beware using the same argument (or features, benefits, proposal pages or slides) for
two clients or potential clients. If you find yourself saying the same things to
different people – or cutting and pasting chunks of proposals into others - you are
acting as though you believe those people are the same. They are not.

2

The key to success lies in understanding what makes each (person in each) client tick
– not just understanding what they need.

3

If you spend your time telling people what you believe is great about your expertise
or service you will put off many clients. You will in fact come across as the very
pushy salesperson we all so despise.

4

Don’t moan about clients making ‘stupid decisions’ based on lack of understanding.
Work with what the client sees and believes - and build the kind of relationship that
allows you to influence her thinking before you need to put forward your solution.

5

Focus efforts on building trust and understanding. Invest most of your time in this
and, in general, seek first to understand before seeking to be understood.

Much of success is therefore based on understanding the client and what makes her buy.
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Why do People Buy?
What is it that makes a client choose one supplier and not others?
How is it that some people make a ‘poor choice’ when seemingly better competing offers
are ignored?
As our careers in selling and business development have progressed, we have been
exposed to various models and theories. Interestingly the vast majority of these models
focus heavily on building selling behaviours rather than working hard to understand buying
behaviours.
Over







the years we have been told that:
People buy if they buy you.
People buy if you can fulfil their needs.
People buy if you can lead them to the conclusion that they have needs which must
be addressed and that they really are looking for a solution to these newly discovered
(and now apparently mountainous) needs.
People buy for two reasons - because they need something or because it makes them
feel good.
People buy if you can satisfy their needs and their wants.

We have found that none of these are incorrect - but they all fall short in some regard.
This sometimes comes into focus on a training session when a participant claims that, “I
worked hard to understand every aspect of his needs, I checked it with him, I built the
solution totally in line with what he said, and then he went and bought a solution with half
the functionality and paid more for it. Tell me why that is.”
The trainer who is working to the model of ‘needs based selling’ is struggling here. His
initial thoughts are to doubt the participant’s skill in understanding and fulfilling the client’s
needs. However, as the trainer works with more and more people he hears the story more
and more often. These people can’t all have done such a bad job. Perhaps the model of
‘needs based selling’ is incomplete?
Needs and Wants
A few years ago when my children were young and my job required me to carry a lot of
bulky equipment around the country I looked at a ‘people carrier’ vehicle as a potential
purchase. They were comfortable, gave good visibility, were reasonably economical, could
carry a lot of equipment, were useful for transporting the family and dogs and were
configurable so that weekend DIY jobs and shopping excursions could be accomplished
quite easily. They were also well made, had received good reports in the motoring press
and fell within my budget.
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Why do People Buy?
When it came time to change my car what did I buy? I think you can guess the answer.
My four wheeled solution fulfilled very few of my logical needs and I had to personally top
up the budget by a few thousand pounds. So much for needs based buying behaviour.
What I needed and what I wanted were two different agendas.
A few years ago we were talking with an estate agent. We asked this person about a
common complaint which people had expressed to us about estate agents in general. The
complaint was about the sheets of property details that were sent out to prospective
purchasers.
People who were looking for a semi-detached property in a particular area and within a
certain budget were sent details of properties varying totally from this specification.
This annoyed many potential purchasers as they had to waste their time sorting through
the details themselves. Surely the estate agents could put in place a simple system to
resolve this service issue?
The estate agent in question agreed this could indeed be done but he would not do it.
Asked why this was, he said that it was his lifetime’s experience that the property that
people finally bought was often a long way from what they originally said would match
their needs. People who said they would only consider living on the north side of the town
bought properties in the east. People who said that they needed four bedrooms and a
bathroom bought a property with three bedrooms and two bathrooms.
What people said they needed and what they eventually put an offer in for could be very
different. To stop sending mismatched details would simply hand purchasers to the estate
agent’s competitors.
Needs, Wants and Trust
Let us take as another example the purchase of a pension as provision for old age. Our
case will be John, a 26 year old man, married for one year and who has just found out that
he and his wife have a child on the way. They are delighted. John is not an irresponsible
individual, he works but he does not have any pension provision in place.
One day John is introduced to a person who sells (amongst other financial services
products) pensions. This person sits down with him and runs through various
assumptions. When would he like to retire ideally? What would he like his lifestyle to be
when he is retired? How long after retirement will he probably need to maintain this
lifestyle?
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Why do People Buy?
The conclusion is reached that John will need to earn enough in the next 34 years to keep
him in the style he is accustomed for the next 60 years! That is some conclusion. Even
more startling is the calculation that he has just over 400 pay cheques (i.e. opportunities
to contribute to pension provision) to come in the rest of his working life - assuming he is
never out of work.
Does our 26 year old want to live frugally for the last third of his life? No way. Does he
need a pension? You bet. Does he go ahead and take out a pension? No, he doesn’t.
Why?
After the pensions salesman has gone John sits down with his wife. They have a budget of
sorts and they have aspirations of the things they want to do in life - some long term,
mostly shorter term.
They want to take a holiday the month after next - the last they’ll have before they have
children. They want to redecorate in expectation of the new arrival. They want to buy a
very attractive crib which they have seen in a local store. They want to have another child
within a reasonably short time of the first.
Do they need all these things - really need them? No - but they want them.
With all these priorities, the £50 or £100 per month which the pension would consume,
just can’t be considered right now. However, John has made a mental note that he will get
some form of pension provision underway before he allows himself the luxury of a
motorcycle. (Something he has always wanted since two of his closest friends went twowheeling.)
When the salesman calls back to see John, John tells him that he and his wife have
decided not to go ahead. The salesman re-iterates the calculations and arguments of their
last meeting. John seems to waver but holds his ground. He decides to explain in detail
the things he and his wife discussed and the priorities they have. It is clear however that
the salesman is not interested in these issues in John’s life. He keeps interrupting with the
logical arguments. It is clear he is not listening to John. In the end John finishes the
meeting with, “I understand what you’re saying, but not now!”
The salesman leaves.
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Why do People Buy?
John is thinking, “I understood what he said, but not now - and as far as he is concerned not ever!” John has decided that even if the pension was far enough up his want list to go
ahead, he would not buy from this person. This salesman displayed behaviours that
indicated that he was more interested in selling something than understanding his
potential client. Instinctively John does not trust this behaviour and people who seem to
manifest this type of behaviour.
Some years on, John does conclude that the time is ripe to make pension provision for
himself. He has been convinced of the need for years - now he wants to make this a priority.
All he has to do is find the right person whom he feels he can trust to give him advice.
He wants to talk with someone who is very knowledgeable on the subject of pensions,
someone who has a track record of advising people just like himself, someone who will
listen to what he wants, someone who is not pushy, someone who will point him in the
direction of the product most aligned to his situation - not their commission cheque - and
preferably someone whom he can get on with. After all, there may be times in the future
when his situation may change and he doesn’t want to have to go through the process of
finding a new adviser every time that happens.
Conclusion
Why do people buy? People buy because the product or service they decide to purchase
fulfils a combination of their needs and wants and they feel they can trust the person and
organisation who is supplying them.
Does this apply to every purchasing decision in life? No it does not. The more the
transactional nature of the purchase, the less the concept will apply in totality. I buy most
of my clothes locally - I don’t want to have to travel. Local is convenient. I do not ponder
too long on where I will buy my baked beans - the cheapest will probably do. These are
transactions.
However, I get my garden pond ‘serviced’ by a person who is neither convenient nor
cheap. I tell him to do whatever he thinks is best - then bill me accordingly. Why? My
experience tells me that I can trust this person totally. This is not a transactional
purchasing decision. This is a relationship.
In the vast majority of instances when prospective clients are considering the use of
professional advisers, they are aware that this is not a transaction. This will be a
relationship - for the duration of the project or perhaps a lot longer. When we position our
offering we must be able fulfil the client’s needs and meet their wants but do this in a way
or through a process which enables the prospective client to trust us - to know that we are
credible, capable and compatible with them.
The model as to why people buy is becoming more complete.
© 2009 The PACE Partners LLP London England
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Why do People Buy?
Aristotle and The Art of Rhetoric
How new is all this?
It’s not. In fact it is nearly 2500 years old.
In the early democracy of Greece, in both the Ecclesia (or Assembly) and the Council of
Five Hundred, men had to justify their actions to their fellow citizens. The Assembly was
also a place of deliberative rhetoric - where men urged the city to take one course of
action or another. The law courts of the time could have a ‘jury’ of up to five hundred
citizens. The state did not have the monopoly on prosecutions. All who could establish a
prima-facie case could bring their opponents to trial.
In this environment it is hardly surprising that the ability to persuade through oratory was
considered to be highly important. The skill was so prized it was considered to be the
second most important a man could possess. Only the skills of the warrior were
considered to be more valuable.
The skills of persuasion were studied in detail and around 330 BC. Aristotle captured the
essence of persuasive behaviour in writing The Art of Rhetoric. This writing defines the
high point in Greek oratory.
Aristotle defined what it was that made people believable and persuasive; what it was that
enabled some to sell their ideas better than others. He identified three key characteristics
in persuasive rhetoric. In Greek these are Logos, Pathos and Ethos.
What Aristotle was saying is that to be successful in persuading others we must produce
arguments which, when people hear them, are rational and logical. This is Logos.
However, this is not enough. People also respond to emotional appeals - just as people
buy based not just on logic but also on emotion - what they would like to have, not just
what they need to have. This is Pathos.
If the person who appeals to people’s logical needs and emotional wants is also someone
who is considered to have a believable and trustworthy character (this is Ethos) then this
person will be successful in their attempts at persuasion.
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Why do People Buy?
Aristotle and The Art of Rhetoric (continued)
“Of those proofs ......there are three kinds. Some reside in the character of the speaker,
some in a certain disposition of the audience and some in the speech itself, through its
demonstrating or seeming to demonstrate.
Proofs from character are produced whenever the speech is given in such a way as to
render the speaker worthy of credence - we more readily and sooner believe reasonable
men on all matters in general and absolutely on questions where precision is impossible
and two views can be maintained.
..... Proofs from the disposition of the audience are produced whenever they are induced
by the speech into an emotional state.
..... Finally, proof is achieved by the speech, when we demonstrate either a real or an
apparent persuasive aspect of each particular matter.”
Aristotle
The Art of Rhetoric

However, all people are different and on different occasions people will be persuaded by
different things. Therefore to be successful in selling, the most effective mix of emotional
appeals and logical arguments has to be defined. The only person who has this
information is the client. The person who wishes to sell his services therefore has to define
from the client exactly what they would like.
We are always being told how difficult it is to prize a client away from an incumbent
adviser. This is true. Even when the client goes out to tender, the incumbent is rightly
considered to be in pole position to win the work next time. (This assumes that the reason
for going out to tender is not dissatisfaction with the incumbent adviser.)
When we examine this behaviour in the light of the Aristotelian model it is easy to explain
why. If the incumbent has been doing a half decent job for the client they will have the
advantage of:


Being a known, and therefore trustworthy, provider.
We often meet professionals who when told that a client has decided to stick with
their existing advisers, have heard the words, “Better the devil you know than the
devil you don’t.”
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Why do People Buy?


Knowing the less tangible appeals which will persuade individuals in the client’s
organisation to support their proposal.
By spending time with the client’s people, the incumbent professional has the
opportunity to be perceived as someone who is credible, competent and compatible.
If he achieves this, he becomes trusted. This trust gives the professional the
opportunity to get to know the people behind the decisions.
He gets to know their likes and dislikes, their hopes and aspirations, their desires and
their fears.
These factors do not appear in the Invitation to Tender.
Person A in the decision making process may want a solution which not only meets
all of the organisation’s rational needs but is also going to be positioned in such a
way that the success of the solution’s implementation will reflect upon him.
Person B may be looking at potential solutions and considering how much personal
time and involvement she is going to have to commit. The more time and
involvement, the worse the solution to the individual concerned.
Person C may be looking at potential providers from the point of view of personal
security. If the last two projects in which this person has been involved have gone
off the rails in a career threatening way, then this will motivate him to support the
safest looking option.

All of the competing firms given the ‘even playing field’ of the Invitation to Tender do not
have the advantage of this vital decision influencing information. The incumbent who has
used his time well - and any prospective provider who has been ‘courting’ this client with
interest and passion over a period of time - has the benefit of being in a position to craft a
solution which not only meets the stated needs expressed in the Invitation to Tender, but
also meets the more subtle and hidden wants of important people involved in the decision
making process.
Richard Carlson in his book Personal Selling Strategies for Consultants and Professionals
expressed this concept in the following way:
You will never make a serious error in judgement if you expect your prospects and clients
to make decisions on personal rather than organisational consequences.
We believe that Carlson may be overstating the case but we also know that there is a
great deal of truth in his claim. Clients will always explain their appointment decisions in
logical and rational terms but the real deciding factors may well be personal and
emotional.
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Why do People Buy?
Real Needs and Perceived Needs
There are times when a client articulates her need quite clearly but when we explore
further into the issue we begin to realise that this need is badly specified. It may simply
be wrong! This often comes about when the client sees the symptoms of a problem but
fails to recognise the root causes. The professional however, having dealt with these types
of issues many times in the past, comes to the conclusion that there is a disparity
between:

What the person perceives as their need

The real need.

For example:
Client I’m looking for help for my business producers. We’re not converting enough of our
proposals sent to new prospects, into work. We need help to improve our proposal
writing.
The need is explicit. The prospective client has said that she needs help of some sort in
producing better proposals. A few questions later the professional is convinced that
whatever the quality of the proposals being produced, this is not the underlying problem.
It is more fundamental. It has to do with the whole way the client organisation is
approaching new business development. This flawed process is being driven and endorsed
by the person sitting in front of him - the same person who has wrongly identified the
issue her business faces.
What does the professional do? Go along with the client’s definition of the problem and
produce a solution which the client is likely to buy? Tell, or lead the client to the
conclusion that she is wrong and risk the person being offended or losing face - and
thereby ruin the professional’s chance of ever winning work from this organisation?
The right answer is to only address real needs, and deal with real issues. However, we
have come across professionals who openly admit to taking on work initially addressing the
client’s perceived needs then, as the project develops, changing the perception of the
requirement in the client’s mind.
This can work. There is a very real explicable reason why it does work. However, there
are clear dangers in this approach and any professional adopting this way ahead must also
be prepared for the consequences of dealing later with a disgruntled client who believes
that the work was taken under false pretences.
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Why do People Buy?
If someone is going to tell or lead the client to the conclusion that her diagnosis is wrong,
how will this person have to be positioned to be believed? Quite simply, the client is going
to have to trust the professional’s judgement more than her own.
Trust (Ethos) is not gained easily or quickly - it has to be earned, and mostly this takes
some time. Again, the incumbent adviser with a successful track record is in a better
position to challenge the client’s assumptions. The new, unproven professional has to find
ways of building trust before seriously challenging the assumptions and without seeming to
confront the client.
The dangerous tactic of taking work initially aimed at addressing perceived needs, then
later changing the client’s perception, can be successful because the client has the
opportunity to get to know the professional. If this ‘getting to know you’ period is
successful, then the adviser’s credibility, competence and compatibility - the
cornerstones of trust - are established. The professional is then in a position to persuade
from this platform of trust.
However the best course of action is for the adviser to develop trust through the process of
selling. In this way the client the client will achieve the best solution and the professional
avoids the risk of destroying trust by ‘changing his story half way through the project’.
In Summary
If we can present logical arguments to most effectively answer the real needs whilst also
presenting solutions which satisfy the wants - and we are perceived to be a trusted
character - we are likely to have a high level of success.
To understand the client’s wants and be in a position to influence the client’s perception of
their real needs we must have earned a position of trust. Trust is fundamental to success
in selling professional services.
In brief:
Perceived Needs
The needs which the client thinks she has. These needs will have been reached through
‘logical’ thought. However, the logic may be flawed or the information base on which the
logic is founded may have shortcomings.
Real Needs
Real Needs may be an exact replica of the perceived needs or they may be very different.
A client may specify logically what she wants but when these ideas are put to the ‘expert’
adviser, the solution sought by the client may not serve her well.
© 2009 The PACE Partners LLP London England
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Why do People Buy?
Wants
The desires which the client would like to have fulfilled by the purchasing decision.
The wants may be parallel to the perceived needs (e.g. “I want to be seen to be making a
financially prudent decision or my credibility is on the line.”)
The wants may be contradictory to the needs. (e.g. “I know we need to appoint a good
agency but I want one based in town to give me the excuse to visit my friend more
often.”)
Trust
The state which the professional adviser reaches when he has proven to the satisfaction of
the people within the client organisation that he is credible, competent and compatible
with them.
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The Iceberg Principle
The Iceberg Principle shows these concepts in a pictorial way. The tip of the iceberg, the
small part which appears above the waterline represents people’s behaviour. What lies
under the waterline are the reasons for that behaviour. It is easy to observe behaviour
and accept it at face value. However, if we work in any role which involves a lot of human
interaction we will be more successful if we also know what drives the behaviour.
When we first talk with people we do not know well, people tend to express to us the
things which appear factual. They focus on the tangible. They tend to speak of things
which are easy to articulate and do not require deep explanation or justification. We may
find in the fullness of time that appearances are deceptive. The factual may be fictitious,
the logical may just be rationalisation with the benefit of hindsight.
People express the:

Factual
Tangible
Easy to articulate
Easy to justify

We need to understand the:
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The Iceberg Principle
When we get to know people we understand their ‘hidden’ motivators, they talk of things
which are more intangible and difficult to articulate. We begin to glimpse the emotional
(and sometimes irrational) drivers.
Henry Ford is credited with saying, “People have two reasons for doing anything - the right
reason and the real reason.”
In our Aristotelian model the tip of the iceberg represents the Perceived Needs - those the
professional gets to learn very easily. Underneath the iceberg however are the more
personal Wants. These usually take time to learn. The Real Needs we depict as a floating
mass. The real needs may be a replica of the perceived Needs. On the other hand they
could be far removed from them.
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The key factor which allows us to get closer to understanding the Wants and to dealing
with the Real Needs is the depth of Trust built up between the professional and the client.
The deeper the trust the better the opportunity for understanding.
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Trust and Client Engagement
Building Trust
What you are shouts so loudly in my ears I cannot hear what you say
Ralph Waldo Emerson
To earn a position of trust in the prospective client’s eyes we need to build an image of
credibility, competence and compatibility. To do this well and in a consistent and
repeatable fashion we need to understand the types of behaviour which contribute to this
positive impression. A number of these behaviours are detailed below.
Credibility
Factors influencing perceived credibility are:
Confidence
People who seem in control and confident in what they say and do are more believable
than people who appear to be hesitant and uncertain. There is no one instant solution to
having confidence. Real confidence comes from sustained success and sustained success
comes as a result of applying many of the factors which appear below.
It also comes from being in a situation which we recognise and where we have experience
of providing valuable solutions in the past. This in turn is likely to be more pronounced if
we are focusing in a defined market whose issues we know well and where we have
already had success
Initial ‘Impact’
People are never more sensitive (even if much of it is at a sub-conscious level) than when
they first meet. We ‘read’ the other person’s behaviour and we may have indelible
impressions of them even before they have taken a seat in the meeting. The behaviours
involved in initial impact are observable and can be controlled and improved
Honesty
A lack of total honesty may take some time to be discovered or it could be discovered the
moment a few words have been uttered. In either case nothing destroys credibility more
quickly than dishonest behaviour.
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Trust and Client Engagement
Credibility (continued)
Delivering as Promised
This is a factor influencing credibility which is not easily demonstrable early in the
relationship. However, as a relationship with a client develops there are multiple
opportunities to deliver (or fail to deliver). Continued credibility rests on being able to
deliver on an ongoing basis.
Competence
Factors which affect perceived competence are:
Knowledge
Knowledge is defined in this context as the amount which we know (technically or
theoretically) about a subject. Our qualifications (if recognised by a client) may give an
indication of knowledge.
Track Record
If the client believes that we have a record of providing valuable advice in her particular
industry and type of business, this will build our competence in her eyes. Most clients do
not want to act as an educator of their professional advisers - and pay for the privilege of
doing so. Clients are very astute in the main in assessing if advisers have a real track
record personally or whether the track record is owned by their firm.
An IT consultant who specialised in mainframe applications work was proposing for work
with a client. Part of the job involved data transfer. When the term ‘ATM’ was raised, it
was clear that the consultant thought that the reference was to ‘Automated Teller
Machines’. In the context of the meeting, anyone with a track record in data
communications would know that the reference was to ‘Asynchronous Transfer Mode’. This
one faux pas was enough. The consultant did not win the work.
Expertise
Expertise is the ability to apply one’s knowledge and track record to the client’s particular
situation and produce credible and believable ideas, ways forward and solutions. The
client is picking up the message, “I have this knowledge, I’ve done this before, let me tell
you the best way forward for you from here.”
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Trust and Client Engagement
Competence (continued)
Insightful (Non Manipulative) Questioning
Questions which really get the client to think in a dimension which she had never
considered before, can be a real demonstration of credibility. However, this type of
questioning has to be applied with great skill as there is a danger that the professional can
be seen to be leading the prospective client in a pre-determined direction in which the
professional has a vested interest.
Compatibility
Factors influencing perceived compatibility are:
Genuine Interest
This is demonstrated through spending time with the client and getting to know and
understand her business, the key players in the business and the issues and opportunities
faced by the business. Questioning is vital in this process but there is no substitute for
time invested.
(Active) Listening
To demonstrate that we have developed a real understanding of a client and the person’s
business, we must demonstrate that we have listened to, and absorbed, the messages
which the other person has been transmitting to us.
Adapting Behaviour
“Just be yourself” is the worst piece of advice to give anyone who has the job of
developing business from a wide range of people. The way we interact with a person
running a wholesale vegetable business may well be different to the way we speak and
behave with someone who runs a law firm. People who have difficulty in adapting their
behaviour from their normal model find it more difficult to build a feeling of compatibility
with a wide range of client types.
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Trust and Client Engagement
Compatibility (continued)
Showing Vulnerability
People rarely warm to the ‘know -all’. Professionals need to be aware of this.
Professionals spend their lives being right. That is what they get paid for. However,
projecting an aura of never being wrong, an aura of impersonal computer-like
unchallengeable accuracy, is going too far.
Occasionally saying, “That’s my mistake,” or “I’m sorry,” can have a positive effect on
developing a relationship. If the client comes to the conclusion that, “He never admits he’s
wrong, even when he clearly is,” the professional is displaying behaviour unlikely to build
any compatibility.
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Trust and Client Engagement
Two further elements – Consistency and Communication
Consistency
At the beginning of this section we suggested that the behaviours involved in building and
maintaining Credibility, Competence and Compatibility need to be demonstrated not just
once but consistently. There are three dimensions of consistency:

Consistency over time;

Consistency towards people; and

Consistency between people.
Consistency over time
Whether we are building a new relationship, or engaging with a client we have worked with for
many years, time will tell whether the behaviours described above are deeply held and well
practised or whether they are skin deep and applied purely for our own (short term) gain.
Consistency in how we engage with clients and contacts – whether or not there is an
immediate opportunity for work or whether the individual is on the way ‘up’ or the way
‘down’ in their career or organisation – will be noticed by the person themselves and by
other who observe our behaviour. Trust is about belief. Consistency, or lack of it, will
build or undermine that belief.
Consistency towards people
One of my ex-colleagues always focused his attention on the ‘most important’ person
(client) in a room to the exclusion of others. As you might imagine those ‘less important’
individuals involved in a meeting or other interaction felt disengaged from him and from
the ideas, solutions and proposals he eventually put forward. This worked against him
when those other influencers had a real say in the decision and/or when the main decision
maker noticed and was put off by his behaviour – i.e. in most circumstances!
This was a behaviour we tried hard to change in this colleague.
Consistency between people
Nobody expects consultants in an organisation to be clones of each other! However if their
behaviour is inconsistent and the style, messages and approach are very different, clients
and potential clients may be confused and find it difficult to know “what to believe”. If
everyone at Atkins is consistent in the important elements of client engagement – while
still being true to themselves – it will be easier for the client to build and maintain high
levels of trust and belief in the organisation and all its representatives.
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Trust and Client Engagement
Communication
We now have four Cs! Are there any more elements to client engagement? We would
propose one final one – Communication. It could be said that communication runs through
most of the elements already discussed in this document, and that is true. The three
elements of communication we would add to make the model complete are:

Communication that has both substance and style;

Communication that both convinces and motivates; and

Communication that ‘fits’ the other person.
Substance and style
At one end of a spectrum we see consultants who engage in very worthy, very solid and
very factual communication with clients and contacts but who fail to engage the interest of
many clients – and especially new contacts. At the other end we see people who are very
‘polished’ and fluent and who seemingly ‘could sell snow to the Eskimos’ but who come
across to many hard-nosed and technical clients as thin and without credibility.
Engaging communication is informed and built on real understanding and expertise - but it
is also fluent, confident and easy to listen to.
Convinces and motivates
Connected to the previous point is the capacity to communicate with clients and contacts
in a way that engages both parts of their brain. This communication involves logic and
emotion. It is completely convincing with regard to the client’s (above the waterline)
needs - and attractive, motivational and sometimes inspiring with regard to her (below the
waterline) emotions, feelings and real needs and wants.
This communication involves the capacity to deliver facts simply and clearly on the one
hand and, on the other, to ‘paint the pictures’ that are engaging and meaningful for those
who are listening. It requires the communicator to have the understanding of how to
engage both the right and left side of the brain, the skill to communicate in different ways
and the desire to put enough effort into both elements of the communication.
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Trust and Client Engagement
Fits
Of course everyone is different and therefore how we communicate with each person
should be different. Some will need more logic, some more inspiration. Some will be keen
to hear the details of our ideas, others will only want the big picture. Each will have their
own personality and communication style covering many more than those two dimensions.
If we communicate with people in our favoured or natural communication style – rather
than understanding and adapting to theirs - we will be lucky if that style happens to fit
them exactly.
We therefore need to communicate with each of them in a way that is best and most
comfortable and engaging for them. This implies an understanding of the different styles
of communication and the capacity to adapt our style to ‘fit’ each person and situation.
With this ability we can engage with a very wide range of individuals – and not just with
people who are ‘like us’.
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Trust and Client Engagement
Trust and client engagement
Trust – built and maintained through Credibility, Competence and Compatibility - is at the
core of client engagement. Allied to the elements of Consistency and Communication
discussed above and summarised in the diagram below they produce a menu of key
elements that provide a focus for personal development in those who want or need to
achieve excellence in engaging with clients and prospective clients.
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A client engagement opportunity – the new business development meeting
Demonstrating excellence in all of the above elements could be a differentiator for Atkins
in every contact the business has with its clients, contacts, potential clients and other
stakeholders. During the programme we will be exploring many such interactions. In the
final part of this document we propose to focus on one specific interaction and to consider
particularly the way to structure that interaction for the greatest possible success. The
interaction we will consider as an example here is the new business development meeting.
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The New Business Development Meeting
Outcomes of business development meetings with clients and contacts
A business development meeting with a new client or contact has three potential
outcomes. One outcome is that we decide that the prospective client/contact is not worth
further development. The second is that further development is desirable but there are no
immediate opportunities in sight therefore we will have to maintain contact through ongoing development activities. The third is that we see an opportunity for work in either the
short or medium term and we believe that it is appropriate to begin pursuit of this
opportunity.
It is the evidence that we gather at the very first meeting that we have that allows us to
make the right decision as to the best way forward. This meeting is therefore critical. It is
critical for another reason as well. In our first paragraph we have been very self-centric –
we will make the decision as to the way that we will proceed. There is a danger that we
may forget one other important party – the client. She may have something to say about
the way forward. Just as we are forming a picture that will allow us to make a decision as
to the best way ahead for us, so also is the client. Just like us she is gathering evidence
from the very outset – from the very first handshake in the reception area.
As the meeting progresses she can come to a number of conclusions. For example she
may conclude:

These people seem OK so far so I will tell them about immediate work that they may
be able to pitch for. They could be another string to the bow but I won’t do anything
to enhance their chances over anyone else that I’m talking with.

These people have really impressed me so far so I will tell them about immediate
work that they may be able to pitch for. I’ll give them a really good brief and be very
open as I have an early feeling that they may be good to work with at some point.

These people have impressed me but we have nothing on the horizon in the areas
that they appear to work in however I would have no objection to keeping in touch.

These people are unimpressive and don’t measure up to the kind of advisors that we
are using today. Even if we have work that their firm could do I don’t want to
become involved in a discussion with them about it.
Quite clearly we want to make the kind of impression that leads a client to thinking the
second option and never considering the fourth.

© 2009 The PACE Partners LLP London England

Page 25

The New Business Development Meeting
Managing the First Meeting
Our approach strategy has done its job. The client/contact has agreed to a first meeting.
A chance now to sell our services! Let’s think what may be appropriate. What would they
be most interested in? We should start by telling them about ………. Stop!!
This is where so many professionals go wrong. They see this meeting as a selling
opportunity (right) and therefore their job is to pitch to the client in order to convince her
that their firm has the services and capabilities that she should use in the future – wrong!
Let’s look at it from her point of view. She has perhaps been on the receiving end of
information from us over a period of time. One or two things made an early impression so
she continued to notice our stuff. She thought that a lot of it was good and mostly it was
relevant to her. When we approached her she said that, based on what she had seen to
date, she was open to an exploratory meeting but that we had to realise that she used
other advisors for the kinds of work that she understood that we did. We said, “Fine, we
would expect that, but let’s meet anyway”. She said, “OK”.
Let’s also think what will be in the client’s mind the day she decides (hopefully) to appoint
our firm to carry out the first piece of work for her. She will have reached the point where
she is thinking, “I believe I trust these people with this project and I think my organisation
and I can work with them”. Now, the simple fact is that most people do not reach this
conclusion at the end of a one-hour meeting, no matter how well we have managed it.
And let’s not run away with the idea that handling this type of meeting is something that
any professional could do easily. Client feedback on this issue is typically negative.
However the success rates of these meetings can be improved and one of the keys to
success lies in how the meeting is structured.
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The New Business Development Meeting
Structuring the First Meeting
Let us assume that we have agreed with the new client/contact that for our first meeting
we need an hour. Our experience tells us that most prospective clients are unwilling to
give more than an hour to an initial exploratory meeting. The exception to this is where
the advisor comes with a high recommendation from someone for whom the prospect has
high regard.
How should this hour ideally be used? The hour should roughly follow the split shown
below. Assume that the meeting starts on the hour.

60

1

3

15

45

2
30

The elements of the meeting are as follows.
1

A positive start

2

Gain and confirm understanding of the client’s ‘situation’

3

Add value, present ideas (possibly) and agree the best way forward
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The New Business Development Meeting
1

This part of the meeting is the first five minutes or so. In reality this can extend to
seven or eight minutes but should never be allowed to go on any longer than ten. In
these few minutes we are introducing the firm and ourselves, setting the scene and
agreeing the purpose and direction of the meeting with the client.

2

This part of the meeting should take up the bulk of the time available. It is in this
part of the meeting that we are building an understanding of the individual’s
organisation today, where it is going in the future and the kind of requirements that
she may have of professional firms like our own. We are trying to create a picture in
our own mind of the prospect’s needs and wants. We are also developing a feeling
as to whether this client and the type of work that she is looking for in the future
from firms like ours fits with our aspirations and strengths.
If it looks like this is a relationship that we want to take forward we are also trying to
gain information that will enable us to progress our business development activities
in the most effective way.
In this phase of the meeting we are listening to the client and prompting her with
questions some of which we have prepared prior to the meeting. Not only are we
listening but we are actively listening – meaning that we are not coming to
conclusions about what we have been told until we have checked our understanding
with her. Yes, all this in about 40 minutes!!

3

On the assumption that what we have learned to this point has whetted our appetite
to take the relationship further, in the last ten to 15 minutes of the meeting we
should:


Give the client two or three really cogent arguments as to why our firm may be
of value to her in the future – based not on generic arguments but related back
directly to what we have been told over the past 40 minutes or so.



Suggest a way ahead - or put a couple of alternatives forward for the client to
choose from. These suggestions should meet three criteria. Firstly they should
not be difficult for the client to agree to. Secondly they should involve her in
some form of action – even if it is simply to meet again. Thirdly they should in
some way keep us in direct face to face contact with the client and her
organisation.



Gain agreement to the suggested way forward.
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Conclusion
We believe that much of what is written in this document is common sense; but our
experience tells us that it is not all common practice. We think it is all very simple to
understand - but much less simple to do well. We will be glad to discuss any of your
thoughts on the ideas contained in this document during the programme but if you would
like to discuss anything before we meet please feel free to contact us.
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