4DMentor.com

4D for Fun & Profit - Chapter 3 - Finding Prospects for 4D Projects

Chapter 3 - Finding Prospects for 4D Projects

3.0

3.1

Developer, Consultant, Salesperson

Make no mistake about it: to become a successful 4D DevelapdrConsultant, you have to
also become a good Salesperson - selling your talents aredtiesgto clients who need what you
have to offer. This is true whether you are an in-house d@eglor an independent consultant: if
you don't sell, you don't eat. Like it or not, you will have tewvelop some selling skills along
with your 4D skills. Therefore, a large portion of this booKlwdirectly or indirectly devoted to
Selling Skills: teaching you how to sell your services witte tleast effort and the maximum
profit.

This chapter is your first lesson. It covers the first stephia selling process: Prospecting. To
make sure that we're talking the same language, let me give ayavorking definition of
Prospecting.

Key Point:

Prospecting is the act of finding people or organizationsowkant or
need your services, ranking them in order of their probapibf buying
your services, and spending your time and efforts on thepaats that
are most likely to buy your services. This ensures that yandpyour
time on the prospective accounts that will give the higheturn. In
other words, Prospecting is not only Finding, it is also BRting,
Deleting, and Focusing.

Looking for Prospects

How do you look for prospects? In a nutshell, you follow theviad that is more than 2,000
years old:

"Seek and ye shall find."

You might recognize that quote. It is from the bible, and ithe best advice | ever heard of for
prospecting. However, there are many unanswered questars How do you seek? Where do
you seek? How do you know when you have found? The answerso&e thuestions are the
subject matter of this chapter.

Before | was a 4D developer, | was a salesman, sales tramersales manager - for 19 years -
in the Mutual Fund, Insurance, and Real Estate industriad. [Acan tell you that the principles
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3.2

of prospectin are sam¢ whethe you are sellinc stocks or insurance or buildings or 4D
development services.

Finding prospects in this business is incredibly easy - sy #zat | don't need a whole chapter to
tell you how to do it. | can tell you how to findgspects for 4D work in one sentence:

Key Point:

Keep your eyes and ears open for organizations that have - data
processing problems.

When you find an organization that has a data-processinigigarg you have found a prospect.
When you open your eyes and ears, you may be astonished tothestr in the course of a
typical day, you will make contact with literally dozens dftpntial prospects. Let's take a few
examples:

« You walk into your favorite restaurant for breakfast. Asuydo nearly every morning,
you order Honey for your pancakes instead of syrup. Howelvisr time, the waitress
tells you that they ran out of Honey about 30 minutes ago. Yamalt that the last time
you were there, they ran out of Coffee Mate. Your antenna gahip restaurant might
need a new Purchase Order system.

You stop by the Stationery Store to buy paper for your prinide store has thousands
of items and they have a Point-of-Sale system. As you weréingato pay for your
paper, you noticed that two of the 12 items that the previaistamer was purchasing
were not recognized when the clerk scanned the bar codeso, pbur box of printer
paper has no price on it; the clerk has to send someone toitatta look at the price.
Alarm bells go off in your head, alerting you that this storaymeed a new Inventory
Control system and Point-of-Sale system.

* On the way to the office, you remember that you need to renewr yautomobile
insurance, so you stop by your insurance agent's office.clér& looks everywhere, but
she can't find your file folder. Finally, she locates the fin another clerk's desk in her
"Renewal" stack. As the clerk writes up your renewal appiica by hand, the light
comes on in your head: this small office a needsmaputer system!

And so it goes throughout the day. Even now, in the 21st cgntbhe number of organizations
that need computer systems - or need to update their exisystgms - is astonishing. Prospects
are organizations that don't yet have computer systems, ellsas organizations that have
systems but want or need to upgrade to something better.sEiend category will be the vast
majority of your prospects: | have yet to find an organizatibat was 100% happy with their
present system; they always want more, betteerfastore reliable.

Ten to Win

So you see, the problem is not finding prospects; prospeetalaaround you all the time. The
problem is deciding which of those prospects you will go raféand try to get their business. If
you go after the wrong prospects, you will waste a lot of timegke very few sales, and
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eventually get discourage anc quit the business You nee( a systen thai helps you make
intelligent decisions about which prospects give you the blances of success. The system that
| use for evaluating prospects is one that | learned more 8taryears ago, when | was a
salesperson. It's calléiten to Win.

| have found that salespeople, when they are new in the assiirewhen they become desperate
to make sales, will try the "law of averages" method of sgllifhey try to make a sale to
everyone they meet, hoping that the law of averages willgotiiem some business. This method
will work to some extent, but it is very inefficient and verisdouraging. When you use the Law
of Averages method, you waste a great deal of time with uifgge@l prospects, and you
encounter a great deal of rejection along the way. This, 1in, tundermines your self-confidence
and makes you start doubting that you are "cufauthis."

Ten to Winis a much smarter way to prospect. The basic philosophyesf to Winis very
simple:

Key Point:

Some prospective customers are more likely to buy your cesvihan
others. The smart way to spend your prospecting and selling s to
concentrate on the prospects who are most likebuto

The idea of focusing on the most promising opportunitiesasmew, and it is not confined to
Sales. For example, when mining companies look for a precmetal or a mineral (e.g. gold),
they don't just go in and start digging. First, their sciststiook for geological signs that gold
might be present. When they find a site that has the geolbgigas, they evaluate whether or
not they have the equipment and the financial resourcesttaaxthe gold from that particular
site. If the geological signs are there, and if they have theipgment and the finances to
undertake the projedhen and only thedo they start digging for gold.

You should do likewise in your 4D prospecting: look for pdieh clients that have the
geological signs of buying, and determine if you have theemirskill set to meet that potential
client's needs. If you get a "yes" to both questichgn and only thershould you spend your
time and effort digging for "gold." The Ten to Win system isteustured, organized way for you
to find answer to three vital questions:

* "Do they need help?"

* "Do they know that they need help?"
* "Can | help them?"

3.21 How It Works

As you have probably already guess@an to Winis a system that involves looking the
'geological signs' that an organization is a good prosjBadtthe prospect is only one-half of the
equation; the other half is you. The complete TeWin system works like this:
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3.2.2

3.22.1

3.2.2.2

* Eacl of you has 10 potentia points - you anc the prospec - for a total of 20 potentia
points.

 Your prospect's point score comes from their 'preparedriespurchase your services;
your point scores come from your 'preparedness' to sergepditicular prospect and
meet their specific needs.

* To calculate the prospect's score, you evaluate the pcbspeten crucial areas; to
calculate your score, you evaluate yourself indiertial areas.

* You add the two scores. If the total score is below 10, doa'stes your time with this
prospect. If the total score is 10 or more, you have a reaseneissibility of making a
sale. The closer the total score is to 20, the more likely yeu@make a sale - and after
the sale, have a successful long-term relationshith that prospect.

« |t takes at leasten to Win!

The Ideal Prospect

Let's talk about the prospect first. For 4D corisglivork, your ideal prospect:

Has the Money to Invest

This seems so obvious; however, when 4D developers tell raataheir attempts to bring in
business or their efforts to get projects approved with&irtbompany, | have noticed that they
will often go after accounts or try to get projects approvetew the company is in financial
trouble, the division's budget has been cut, and so on. Mieer they don't make the sale, they
feel that they did something wrong. Yes, they did; but thegegs thing they did wrong was
trying to make a sale to that prospect in the piate!

When you are choosing prospective clients to pursue, youlgHost feel reasonably sure that
they will have the "wherewithal" - the money to invest in thardware (if needed), the 4D
software, and the development costs. As much as possiblggodo homework about the
financial capabilities of every prospect before ot a lot of effort into trying to make the sale.

(And by the way: notice that | use the word "invest" insteadh# word "spend.” When you are
talking with prospects, talk about the "investment” in theject, rather than the "cost" of the
project. This is a basic sales technique.)

So here is th&en to Wirrule for Has the Money to Invest:

If you are satisfied that the organization or the divisionllwiave the money to invest in the
development costs and the other associated hardware ahwlssefcosts, then you can give this
prospect one point for "having the money to invest.

Has a Strong Need or Want for Your Services

Again, this is obvious: if the organization does not want eed your services, they are not a true
prospect - no matter how much money they have. But | am writingut these things to remind
you that they are really, really important!
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3.2.2.3

Now: before we go on, let me clarify something here. When |'sayr services,” | am talking
about something that is within your current skill set - sdmmgj that you already know you can
do. Here is an example of what | mean: | once watched a 4D deselontract with a client to
do a complete Accounting system. There was only one probileendeveloper had never done
an accounting system before. But he figured that it wouldd®@mblem: take some code he had
written here and some code there, study a few books, and @alastom accounting system. He
estimated that the project would take about 3 m®nth

One year and many thousands of dollars over-budget latera¢hounting system still was not

working to the client's satisfaction. The client's auditerere screaming for blood; the client's

banks were screaming for reliable financial informationdahe client was screaming at the

developer. Finally, the client discontinued the whole potj threatened to sue, and refused to
pay the developer another cent.

The real irony of this story is that the developer learned tdenaccounting systems as a result
of that experience. If he had the job to do again, that sameldper could give that client an

excellent accounting system. However, before that expegiea complete accounting system
was just too far beyond the developer's skill level and eepee. So the moral of the story is

this:

Key Point:

If the organization has a want or need that is far beyond yourrent
capabilities, then that organization is not a gqodspect for you.

You can extend your capabilities by purchasing the expedfsanother 4D developer who has
successfully done that type of job before - either by subeamting to that developer, or by
purchasing the developer's documented code.

So here's th&en to Wirrule for Need or Want:

If the prospect has a strong want or need - and if that want ocedhé within your current
capabilities in 4D, or if you can purchase the expertise ofother developer who has
successfully done that type of project before - then you éa@ this prospect one point for
having a "strong want or need for your services."

Feels the Urgency to Act Now

In the early days of my sales career, when | was in trainingy thught us that we should ‘create
a sense of urgency' in the mind of the prospect in order to raad@e. However, as | matured in
sales, I realized that trying tweatea sense of urgency was very difficult; in fact, it was almost
impossible. | realized that instead, | should look for pexsp whoalready felta sense of
urgency.

A feeling of a sense of urgency usually comes as a result oiséscif there is no crisis, there
will not be a sense of urgency. And you cannot create thesgrisihas to already exist before
you arrive on the scene. This is one of the reasons that tleerani element of Luck in

prospecting. The timing of your contact with the prospect loa very important: a cold prospect
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yesterda car becom: a hot prospec tomorrow becaus a crisis occurre« today Here are some
examples of the types of crises that could cause a cold ptospdecome a very hot prospect:
These are situations that | have actually seen happen tgpextige clients - events that caused
the prospects to feel the urgency to act Now.

< An audit revealed that several receivable accounts were itian 120 days past due,
but the company was still extending credit to those custeni@ecause of pressure from
the parent company, this subsidiary company was motivatguitchase a computerized
Billing system.

* An audit revealed that tens of thousands of dollars' woftimerchandise was missing,
and no one had any idea where it might have gone. Becauseldssas were so great,
the company was strongly motivated to tighten up security iastall a computerized
Inventory Control System.

* Monthly customer statements were not going out propertgtegnents for one month
might go out by the end of the following month - if they were kyc Also, customers
often contested the statements because of mistakes. Tissiroed several dozen hours
of employee time to research and reconcile those accouataiuBe of a desire for more
prompt collections, a desire to improve customer serviod,adesire to reduce the time
spent researching disputed accounts, this company wasvatedti to purchase a
computerized Billing system.

Due to changing market conditions, the company's salagw@las increasing at a rate
much higher than originally anticipated. The company wasplido get the business, but
the paperwork was swiftly getting out of control. In certaispects of the paperwork,
including the billing, they were as much as three months rimehiAs a result, the
company's cash flow was suffering. If they didn't do sommghitheir Sales Success
could bankrupt the company. So this company was highly ratgty to invest in the
development of a front-end sales processing system thdtiweoord transactions at the
moment they happened (rather than after-the-fact), arldwehrough with an Order
Fulfillment and a Billing system, both of which were tied teetfront-end sales tracking
system.

A company was using an old IBM System 36 mini-computer systéBM had
announced that, within 18 months, they would completelysphaut support for the
System 36: ho more spare parts, no more system software egpdad more crisis
support. So this company was highly motivated to invest etthrdware and software to
replace their aging - and soon to be orphan - 8ysSt

The above are just a few of the many examples of events thairrect in my prospects’
companies before | arrived on the scene. These crisis eg@aws the prospects a sense of
urgency - the desire and motivation to act Now. Before you enom, stop for a moment and
think back over organizations that you have observed, acalrthose that have had a sense of
urgency because of a crisis: a system crash that resultedss df data, the loss of a key
developer, an unsatisfactory rating after an aediit,

Here is theTen to Wirrule for Sense of Urgency:
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3.2.2.4

3.2.25

If your prospec has had a crisis that createc a sens of urgenc to act now you car give this
prospect one point for ‘feels the urgency to aet.ho

Has an Open Mind

A sense of urgency usually opens the mind to new potentialtisols, but sometimes the
prospect's bias may be so strong that they will choose sohmr gblution - or no solution -
rather than your solution. In the days when 4D was Macintwdly; we often encountered this
type of bias: the corporate executives and/or the IT departrfelt that Macs were not real
business computers; they felt that "Macs are fds kyeeks, and Graphics departments.”

Sometimes, strong anti-4D opinions exist within the DatacBssing (DP) or Information
Technology (IT) department of the company. If the DP or IT al#ément has a strong bias
against Macs or against 4th Dimension and you come in to doveodd 4D on your Mac, this

will be two big strikes against you. To make a decision in ytawor, decision-makers will have
to override the IT department. That override hagmametimes, but don't count on it.

(Note: In the days before 4D natively supported SQL, therse awareat deal of justification for
their bias: in many organizations, 4D was the only databgs¢es did not support a full
complement of SQL commands, and so the IT department hadyaheed time pulling data and
statistics out of 4D. This put them in a difficult positionedause Management wanted
organization-wide data reporting, but the IT departmerd k& 'jump through some special
hoops' to get the data from 4D.)

Back toTen to Winhere is the rule for Open Mind:

If the decision-makers in the company have a reasonably aged, and if there is no strong
bias against the solution you are proposing, then you cae giNs prospect one one point for
'having an open mind.'

Is Decisive

How many people will be involved in the decision-making pss? How often do they meet?
Will they have to get approval from 'upstairs?' These arayhes of questions that you want to
find the answers to when you are evaluating a prospect fasideaess. Personally, | like to deal
with organizations wherene persorhas the decision-making power. In a large organization,
that is not normally the case; but a crisis can change thihdise situation is bad, and someone
has been told: "Clean it up - | don't care how you do it!" theattberson probably has an
unusually high level of autonomy and decision-mgkiower.

When you are meeting with a prospect for the first time, takeeful note of the chain of

command in the room, and how decisive the top-ranked pergpaaas to be. Little things can
give clues: who answers your questions about the problera tmlved; who makes the decision
about where people will sit; who makes the decision about rwlaed where the next

appointment will be. All of these things - and many more - cev@ you clues as to who has the
power, and how decisive that person is.

Here is theTen to Wirrule for Decisiveness:
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3.2.2.6

3.2.2.7

If the decision-makin proces will involve very few people (preferably one but nc more thar
three), and if you feel that those people will not procragtenwhen it comes time to make a
decision, then you can give this prospect one goimtlecisiveness.'

Is Honest and Direct

| cannot stress enough the importance of Honesty in a praospew things are more frustrating
than dealing with someone who is not giving you honest answéou are much better off
dealing with someone who gives you a direct "no" than you aadidg with someone who gives
you an evasive "maybe." When you get a "no" you can alwaysabk?" If you get a direct and
honest answer to this question, then you may be able to aglpustproposal to their concerns
and try again; or you may decide that you should not expendnaong effort at this time with
this prospect. Either way, at least you know whene stand.

The largest sale | ever made - in terms of initial payment amdiouing consulting fees - was to
a client who told me, back in the days when 4D was Macintodit;diMy company hates Macs.
We are a true-blue IBM shop. If this was not a crisis, | would eeen be here talking to you."
With 19 years' experience in Sales, that was music to my é&rsew that | was dealing with
someone who would give me honest answers. Because of trerextmature of the crisis, they
bought my Insurance Agency system - which | had developedrmiprown Insurance agency -
and their plan from the very beginning was to study how | djcaiid replace my system with a
system that ran on a SQL back end with a Visual Basic front éner a period of years, they
did exactly that. Butin the meantime, | made a lot of moneyding Insurance Agency systems
for them in three countries, and supporting thgstesns.

On the other hand, if you are dealing with someone who is beuagive and dishonest with you,
you never really know where you stand, and it is nearly imibsto make progress toward a
sale.

So here is th&en to Wirrule for Honesty and Directness:

If you have good reason to believe that the prospect will deigh you honestly and directly,
telling you exactly where you stand, then you can give thispect one point for 'honesty and
directness.’

Is Positively Preconditioned

Has the prospect heard about you in a favorable light? Thidddoe from exposure at a trade
show, from advertising, from word-of-mouth, from a newspagrticle, or even from a seminar
that you conducted. If the source is non-paid exposure (pesma to commercial advertising),
the positive pre-conditioning will be stronger. This is wdsles training courses make such a big
deal of "getting referrals.” But | have found that the begiety of referrals are those that were not
solicited by you: in other words, when your clients say gréasihgs about you to other
prospective clients, without you having asked them to darees type of word-of-mouth activity

is extremely powerful for getting you new clients.

So here is th&en to Wirrule for Positive Pre-conditioning:

If you have good reason to believe that the prospect has djrbéaard about you, and that what
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3.2.2.8

3.2.2.9

3.22.1

he or she hearc was favorable word of moutt - especiall' from a satisfiec client - ther you car
give this prospect one point for 'positive precoioding.'

Is a Referral from a Happy Customer

This factor is related to the previous factor about Posifwveconditioning, but it deserves a
separate point all by itself. A strong positive recommeiwatafrom a happy customer won't
guarantee you a sale, but it will almost certainly guaragtaea favorable hearing. Think about
it: aren't you more likely to trust someone who comes to yahli recommended by someone
else that you trust? Yes, and most people areatine svay.

So here is th&en to Wirrule for Positive Preconditioning:

If this prospect is a strong referral from a happy customew gan give the prospect one point
for being a Referral from a Happy Customer.

Is Accessible

How difficultis it to get in to see the decision-maker? Cam yost walk right in? can you make

an appointment and know that he or she will keep the appomitner, at the other extreme, do
you have to go through three layers of bureaucracy just tottalthe key person? This is a

crucial question. You can waste a lot of time trying to getarsee someone who is not easily
accessible. And the fact that it is so difficult for you to rhed&th them is an indication that they

are not likely to do business with you.

So here is th&en to Wirrule for Accessibility:

If you have easy access to the decision-maker(s), you centlgiv prospect one point for being
Accessible.

Is a Center of Influence

This factor is one that looks beyond the sale that you aredryo make now, looking ahead to
other sales that you want to make in the future to other paisp&hink about the person that
you will be dealing with most often if this prospect buys yosgrvices: is this person an
influential member of the business community or of his/lmcalty? An influential member of
the civic community? An influential member of an organipatithat might have many other
needs for your services? If so, this prospect is worth sontea eetfort to make the sale; you
might even want to lower your price just to get yfmot in the door.

So here is th@en to Wirrule for Center of Influence:

If the prospect is an influential member of the business canity of the civic community, or of
his or her organization, you can give this prospaee point for being a Center of Influence.

Do you see what we have done with these ten rules? We have gitean objective basis for
evaluating every prospect, and for deciding if it will be Woyour time and effort to pursue the
sale. If you get good at this, you will be light years aheadlbfre developers who araot using
these rules to evaluate prospects.
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3.2.3

3.23.1

The Ideal 4D Consultant

Now let's talk about you. Your success in finding prospectd building your 4D consulting
business depends partially on the quality of the prospéetsybu pursue, but it also depends on
the quality of you: just as the prospect must be qualifiedyfow, you must be qualified for the
prospect!

We will divide your qualities into two categories - Persoaatl Professional - and we will look
at five qualities in each category. Let's take the five peasaualities first. The ideal 4D
consultant:

Has a Good Attitude

Consider this line of pseudo 4D code:

Altitude := Attitude * Abs(Attitude) * Aptitude

What does this mean? A Negative attitude will yield a negatesult, no matter how high your
aptitude for the business. Also, notice that your attitudengetrically accelerates the positive or

the negative results.

Key Point:

The single most important thing that you can do in order to ronp
your 4D success is to improve your attitude! No matter howertedd
you are, in the long run your talent cannot overcome the tiega
effects of a bad attitude.

Just so we will be speaking the same language, let me deftradaattitude' and contrast it to a
'good attitude' when it comes to 4D consulting. | will pointtcertain situations, and describe
the differences in the reactions of a person with a goodudtitversus a person with a bad
attitude.

* You encounter a 4D Bug

» Good Attitude: You acknowledge the existence of the bug and then you
immediately start looking for a work-around. When you firigk twork-around, you
report the bug and the solution to Tech Suppod,than you move on.

» Bad Attitude: You keep trying the same thing, refusing to acknowledge i$iatnot
working. When you finally do acknowledge the bug, you corplaitterly about 4D
Inc. and their (lack of) quality control; you send a harsigrded message publicly
over the internet, and when someone suggests a work-argand;omplain that 4D
should fix the bug, because you 'shouldn't havestosuch a kludge.'

* You Lose a bid for a big 4D Project

» Good Attitude: You write a letter or an email to thank the prospect for the nclea
to compete for the business. You say you hope that they wweha successful
project, and that they will give you an opportunity to bid dre tnext project. You
analyze the experience to see what you can leanmit; and then you move on.
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3.2.3.2

» Bad Attitude: You tell yourself (and anyone else who will listen) what a dgu
company that is, and that the company never intended to giuelye job in the first
place. They were too blind to see that you were the best pdosahe project. You
take no responsibility for possibly having been the causethef company not
accepting your proposal. You cross them off yosir li

| could give you many more examples of Good Attitude versud B#itude, but let's generalize
the discussion so that you can use some critee&dtiate your own attitude.

A person with a Good Attitude:

« gives other people the benefit of the doubt, assuming tiet may have good reasons
for the things that they do.

« reacts positively and constructively to the disgippments in life.

« looks for some good that might come out of every experieroe, matter how
undesirable the experience may seem on the surface.

* realizes that we cannot always control what happens toutsye can control how we
react to what happens to us.

A person with a Bad Attitude:
« Seems to think that anyone who does not agreehaittis an idiot.
reacts negatively and destructively to the disappments in life.
is always looking for someone else or somethisg & blame.
rarely looks for the positive lessons to be ledrfiem adversity.
never seems to realize that a negative reaction multiglres extends the undesirable
effects of the undesirable situation.

So here is th@&en to Wirrule for Good Attitude:

If you respect the intellect of other people, even when tloeyt digree with you; if you make a
habit of reacting positively and constructively to the gipaintments of life; if you look for
lessons learned whenever things don't go the way you want thego - then you can give
yourself one point for having a Good Attitude.

Is Motivated

Your level of motivation makes all the differenéere are a couple of quotes for you:

"Every human mind is a great slumbering power until awakelgd keen desire
and by definite resolution to do."
-- Edgar F. Roberts

"Doubt and discouragement are the things we seenwlgetake our eyes off our goals."”
-- Anonymous

Do you jump out of bed in the morning looking forward to a brare day, or do you lie there
dreading getting out of bed? Obviously, it is better to lookwfard to every new day. You will
probably agree with me that your level of motivation has angadous impact on your level of
achievement. But let's stop and think for a moment: what isivation? If you break the word
down into its two parts, you will see that Motivation meansdtie for Action.” There has been
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3.2.3.3

agreadea of researc into motivation anc whai they have founc is a chair of facts thai is very
simple:

« Your level of motivation is directly related to yomotives for action;
« Your motives for action are directly related tauydevel of desire;

* Your level of desire is directly affected by the mental prets of the future that you hold
in your mind.

So what can we conclude from this? To get motivated and stawated - in spite of doubt,

discouragement, setbacks, or the criticism of others -@ll yave to do is hold in your mind
pleasant mental pictures of the things that you want to aptism This will give you a desire so
strong that it overcomes your brief moments of disappointraed it helps to you keep moving
forward through the good times and the bad.

And one more thing: contrary to popular thinking, you doavé to know exacthhow you will
achieve a goal in order for that goal to be 'realistic.' Maagge don't set goals - or they have no
faith in their ability to achieve goals - because they dontdw exactly how they will accomplish
their goals. They don't know, in advance, every step theltaile along the way, and so they
don'tthink their goal is realistic. This is a common fallagyhen you set a goal, you don't need
to know in advance every step you will take toward that godil.ydu need to know is the first
step - what will you do first? - and the follow-on steps will bevealed to you as you march
toward the goal.

So here is th@en to Wirrule for Motivation:

If you know where you're going and why - and you continuallgjgat for yourself pleasant
mental pictures of your goals - and if you keep yourself reg@ihthat you don't have to know
exactly how you will achieve the goals - then you will sustahigh level of motivation, and you
can give yourself one point for Motivation.

Is Creative

Think about it: yesterday's ideas seldom sell at a premitigudryone can do it and is doing it,
thenit has limited value in the marketplace. We have seerymglaming examples of this in the
world of electronics: prices of cell phones, computerst-dlaxeen TV's, and other electronic
gadgets are dropping every day, because more arelvendors are jumping into each market.

If you want to command a premium rate in the marketplace, ydu have to increase your
Creativity to a very high level and then maintain that lev&s.a 4D developer, your job is to
create practical, usable applications from thin air, sogea&. With your 4D skills, you are
literally creating value. To do your job and do it well, youedka very high level of creative
energy. You need creativity when you analyze data storagelgmms; you need creativity when
you plan database designs; you need creativity when yoeprg®ur proposals to clients; you
need creativity when you design screens and write code; yad mreativity when you install
and test your applications; and you need creativity every, da you support the application.
You can never afford to become complacent; never think tleaterday's good is today's good
enough. You have to constantly compete with yobirsaive to be better.
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Sc hereis the Ter to Winrule for creativity:

If you are constantly thinking of creative prospecting isleereative database designs, creative
programming techniques, creative workarounds to bugs, enedte support strategies - then
you can give yourself one point for Creativity.

Has a Pleasing Personality

"Personality is to a man what perfume is to a flaive
-- Charles M. Schwab

That quote is one of my favorites on the subject of Persgndliharles Schwab, the founder of
Bethelem Steel Corporation and many other successful keniof the time, was one of the

richest men in America during the early 1900's. He seems\e baen one of those rare people
who maintained balance: his life, both personally and msifmally, was one success after
another.

| believe that what Mr. Schwab wanted to point out with thabtguabout personality is this: like
the fragrance of a flower, your personality precedes youwd-yanur personality leaves a lingering
scent after you are gone.

| have a theory that one of the reasons you and | like prograugmsithat it gives us a chance to
withdraw from interaction with people and to communicatéwé machine - a computer. That's
fine, except that we do have to go out into the real world ireortd sell our services. Computers
don't authorize database projects, and computers domé ahiecks unless a human being tells
them to do so. Therefore, to be successful in 4D consultirgywll have to deal with human
beings - real people - over the phone and facede-f

And while we are on this subject of a pleasing personalityme point out two mistakes that |
have seen many 4D developers (and other computer profassionake when going out into the
real world and dealing with people:

« Mistake number one: "Talking down" to their customerst hgxause you know a great
deal more about 4D and about computers than your customersgriibat does not mean
that you are "smarter" or that you have the right to be corefetiog or talk down to
your customer. If you make a habit of talking to them as if yoa amart and they are
dumb, then | can guarantee you that they will be looking foysvio reduce the number
of times they have to interact with you; in short, they will loeking for ways to get rid
of you. Your clients want to feel comfortable and at ease mdoyou - and they, like
everyone, want to feel important. Ignore that ttcgour own risk.

Mistake number two: Not paying attention to - and complywmith - the dress code of
the client organization. Whenever | go to computer confeesn- for example, the 4D
Summit - | notice that a large percentage of the attendees g hair, thick beards,
and other signs that they are "rebels" in the area of appeerdinat type of appearance
is fine at a computer conference, but it has no place in atidi@m prospect's office -
unless that type of dress is standard for that organizakitamy organizations go to a lot
of trouble to establish a dress code - some even to the poiptafiding uniforms for
their employees. Therefore, whenever you go into a clierat prospective client's place
of work, take a look at how they dress. Even better, do yourdwank: go there before
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your appointmen anc find oul the dres: norr before you visit officially for the first
time. Then when you go back for your appointment, make sure gppearance is not
too far away from their norm.

Yes, | know, you may be thinking: "The way | dress has no eftacwhether or not | can do a
good job for them." But you are wrong; your appearadoeshave an effect on how well you
work with them, because it affects how well you communicatiéhwhe members of the
organization, and how comfortable they feel around youlielse that this ‘appearance’ factor is
one of the main reasons that so many 4D developers have aieyltitime getting projects in
mainstream business and professional organizations: gearent is ‘turned off' by the
developer's appearance.

Key Point:

Whenever you visit a client or prospect's place of work, takecial
care to keep your appearance close to the parameters thae begn
established by the organization. If you don't do this, yoll ke silently
regarded as a ‘human virus' by the top managemiethieoorganization.

So here is th@en to Wirrule for Pleasing Personality:

If you can easily and naturally establish rapport with pempmaking them feel comfortable
around you; and if you are willing to pay attention to orgaaibns' written and unwritten dress
codes and tailor your own appearance to be close to thosesdcesles, then you can give
yourself one point for Pleasing Personality.

Is Self-Organized

Here's my favorite quote about being organized:

"The art of progress

is to preserve order amid change,
and to preserve change amid order."
-- Alfred North Whitehead

The author of that quote, Alfred North Whitehead, was an Ehglmathematician and

philosopher who lived from the late 1800's through the mi@Ql®. He had an impressive list of
accomplishments, and was the mentor to two of the greatedtenmatical minds of the 20th

century: Bertrand Russell and Willard Van Orman Quine. \&itad was also the co-author,
with Bertrand Russell, of one of the most important worksha 20th century on mathematics
and logic:Principia Mathematica.

| believe what he was trying to tell us is that it is importamtnbaintain a balance between Order
and Change. As a 4D developer, you will always have heavy ddshan your time. Some of
those demands will be about maintaining order, and otheraddmwill be about creativity and
change.

When you're just getting started, you have so much to ledvautaprospecting, about systems
analysis, about project scheduling, about 4th Dimensidyut plug-ins, about operating
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systemeabou use training abou custome support anc on anc on anc on. Somehow you mus
learn to preserve Order in the midst of all this Change, butnyg¢ let Order inhibit you from
Changing when necessary.

After you have an established career, again you will be vargyb You must develop many

"systems" to keep yourself organized: a system for papéqweosystem for analysis, a system
for programming, a system for customer support - and yes) aveystem for relaxing. Without

all those systems, every day will be chaos; you will feel dutantrol. But at the same time you

are using all those systems, you will have to find time to tpka the saw," as Steven Covey
says. You will have to continually learn new software, newas, new techniques, and yes,
perhaps even new computer platforms. Somehow, you must teapreserve Change in the
midst of order, and Order in the midst of change.

So here is th&en to Wirrule for Self-Organized:

If you are organized - if you have systems for most of the meuéictivities that you need to
accomplish each day; and if you also make time in your scleethrl professional growth, for
self-improvement, for exploring new technologies, and relaxation - then you can give
yourself one point for being Self-Organized.

This completes the five Personal qualities of the Ten to Wijistean; now, let's look at the
Professional qualities that can earn you points.

Has an Effective Prospecting System

The ability to prospect for new business - intelligently avith no wasted effort - is one of the
most crucial professional skills that you must develop. @&wlas you are a 4D consultant, your
prospecting activities should never stop.

When | was a sales manager/trainer, one mistake that | fntlgusaw salespeople make was that
they stopped prospecting when they had lots of businessngpimi- when they were working on
quite a few pending sales at one time. As a result, they weawiugh periods of "feast or
famine:" when business was good, it was very good; but whiethase pending sales had been
wrapped up and turned in, they suddenly found themselves wit new prospects in the
pipeline. They had been lulled into a false sense of secbytyhe fact that they were busy
wrapping up current sales, and they forgot to cwatily prospect for future business.

What | am recommending to you is that you need to have a prtiapesystem that keeps the
pipeline full. Even when you are over-booked with currerdjects, you must still continue your
prospecting efforts - always maintaining several prospatieach stage of the selling process.
This way, you will never find yourself in a position where yaake up one morning and you
don't know where your next sale is coming from.

So here is th&en to Wirrule for Effective Prospecting System:

If you have a system that enables you to constantly be lodkingiew prospects, evaluating
their likelihood of buying and your own ability to serve egmfospect; and if you work this
system even when you are over-booked with projects, thegamgive yourself one point for
having an Effective Prospecting System.
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Has an Effective Estimating System

"Well begun is half done.”
-- Mary Poppins

That quote is aline from the children’s movidary Poppins | was fascinated with the idea the
first time | heard it. It struck me as excellent advice for 4Bbgrammers! The beginning of
every custom programming job is the Estimate of time-antenas needed to complete the job.
From that point on, everything depends on that estimateckieat’'s decision to go ahead is
based on it; the price of the job is based on it; the expectetptiion date is based on it; and
the developer’s income expectations are based on it. Tifulye estimate is well done, the job is
half done.

But estimating is probably the most difficult part of beingtB developer. | can tell you in all
honesty that in 25 years in the business, | haggerbeen exactly correct on any estimate for
any project that was more than two or three weeks in duraistimating is not an exact science
- not even close; sometimes it seems to border on 'voodoacieSo if that's true, why am |
talking about having an "effective estimating system?"d&mse there is no way you can have a
successful 4D consulting career if you don't dgveln effective system of estimating projects.

As | said earlier, estimating is probably the most difficp#trt of being a 4D developer. What
makes Estimating so difficult? Well for one thing, there @@ many unanswered questions:
“Have | gathered enough information?" "Have | talked to tight people?" "How much time
should | spend on the analysis?" "How can | get the customgaydfor it?" "How do | build in
safeguards against moving-target specifications?" "How gresent the bid to the potential
customer?" "What if I'm wrong?” That last question is espigiimportant, because in the vast
majority of cases, yowill be wrong.

So the main thing you must do in an estimate igdlnicatethe client or prospective client on the
fact that 99% of the time, estimates for large jobs are wr@wgwhat do you do? You break an
estimate down into very small pieces (I call them "Phasesgpch phase capable of being
completed in one-to-three weeks - and then provide an eifoa Phase 1. Beyond that, you
must educate the client that it is virtually impossible tewately estimate the rest of the job,
because there is no way to predict the number of twists antb ttive project will take as it
unfolds. (In the chapter on Estimating, | will discuss thapit in depth, and teach you some
strategies for educating the client.)

So here is th@en to Wirrule for Effective Estimating System:

If you have a system for estimating jobs that breaks the ptajewn into very small pieces,
does a detailed estimate for Phase 1, and educates the emnit the reality that 99% of the
time, estimates of large projects are wrong - then you cae giurself one point for having an
Effective Estimating System.

Has an Effective Programming System

The ability to control your programming time; to write cod&at you or someone else can easily
modify later; to get maximum results from minimum effort etie are skills that are essential for
4D consulting success. Writing 4D code is not so difficulemp people can do that. But to be
productiveand effectiveat writing code - well, that's another matter. Also "writipyoductive
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anc effective code'is a moving target you can' learr how to da it anc ther res on your laurels
and stick with that same system for the rest of your 4D caM#y? because of that little thing
called Change. 4D is undergoing major upgrades every 3-3syesperating systems are
undergoing major changes every 3-5 years; and #rkatplace is changing every day.

Have you heard the phrase "the time value of money"? Thissghpints out the fact that
money loses its value over time. As an extreme example: Ifrrdvo $10,000 from you and
return it in a month, the money will probably have approxietatthe same purchasing power.
But if | borrow $10,000 from you and return it i ears, the money will buy less - a lot less.

4D Code has a time value also. A perfect 4D application, dedigt one year late, may be useless
and worthless; on the other hand, an imperfect but workappdication, delivered on time, is
very useful and very valuable. So your programming systemtbgrevent you from spending
too much time making things 'perfect;' your system has topkgeu moving forward and
constantly reminded of the time value of code. If you are, bture, a perfectionist (and many
programmers are), then this will be difficult for you; in tat may bevery difficult for you. But

| can guarantee you that your life will be much better if youn ¢get over your perfectionism and
make it a habit evaluate your efforts not only ihat is delivered, but also bywhen it is
delivered. In the chapter called "Doing the Job - On Time,'lll tzy to help you overcome your
perfectionist habits. And in the chapter on Testing, | wélh¢h you how to be reasonably sure
that what you deliver will work - even though it ynaot be perfect, it is reasonably bug-free.

So here is th&en to Wirrule for Effective Programming System:

If you make it a point to write code that will be easy to undamst later; if you write code that
allows for Change; and if you overcome your perfectionigispeality and write code with the
awareness that all code has a Time Value - then you can givesglbone point for Effective
Programming System.

Has an Effective Customer Support System

I had one full year of customer support problems that neady& me to throw up my hands and
get out of the business. That was a terrible time for me, bwtited out, like so many things that
feel bad when they are happening, to be a blessing in disglirs® unpleasant time showed me
the necessity for thinking deeply about customer suppod,the importance of developing an
effective customer support system.

Once you have several clients with mission-critical aggilans, "customer support" can be a
huge headache or it can be a huge source of revenue. | seeneussapport as a wonderful
source of revenue. | like to convert clients to a "retaingstem. This means that they pay me a
certain number of dollars every month to be on call, and | isdIthere whenever they need me.
Being on retainer greatly simplifies my life: | don't havelog every minute of billable time and

I don't have to estimate every little job that the client veamie to do. A Retainer system can be a
much better deal for you, and for your clients - provided yoel giving them support that they
value.

Why do | say "giving them support that they value"? You havebably heard the saying
"beauty is in the eye of the beholder." Well, let's paraphrtsat and relate it to customer
support: "good customer support is in the eye of the recéidehave sometimes heard 4D
developers say, "l gave them lots of free features and guggiost, but they didn't appreciate it."
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Whai those¢ developer failed to understan is thai ultimately it is the Custome wha decide
what is good support, not the developer. W¥ati consider to be good support may not be what
the customerconsiders good support. This means you have to put somet effiar thought into
understanding the wants, needs, and priorities of youooust, and tailoring your support to fit
those wants, needs, and priorities.

So here is th@en to Wirrule for Effective Customer Support System:

If you are tailoring your support strategy to the client'®alof good support (not yours) - and if
you are giving so much good support that your clients wantubywu on retainer, so they will
know that you will be available any time they need you - thangan give yourself one point
for having an Effective Customer Support System.

3.2.3.1 Has the Necessary Hardware and Software Tool s

As | said in the previous chapter, any good mechanic willyell that there is no substitute for
having the right set of tools. Your fifth professional regument inTen to Winis that you must
have and use the hardware and software tools that you neadén  create and support 4D
applications. | have already given you a list of the toold thzse in the previous chapter, and |
mentioned that you may need other tools, depending on youicpiar 4D practice and your
market. If you don't remember what the required hardwaresarfidvare tools are, go back and
read that section of the previous chapter. After you revieslist, think about what tools you
need in order to do your job as a 4D consultant.

Here is theTen to Wirrule for Hardware and Software Tools:

If you have the hardware and software tools that you needdeioto write 4D applications and
support them, give yourself one point for Hardwanel Software Tools.
3.24 Putting It All Together

Now that you know the basic elements of then to Winsystem of prospecting, let's see how
they all fit together to form a highly effectiveqapecting strategy.

3.2.4.10 Evaluate the Prospect
When you think you may have found a good prospect, your fobtis to do some detective
work: find out how the prospect scores in eacthefTen to Wirldeal Prospect areas:
* Has the Money to Invest
* Has a Strong Need or Want that You have the chfyala satisfy
* Has a Sense of Urgency
* Has an Open Mind
* Is Decisive
* Is Honest and Direct

* Is Positively Pre-Conditioned
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3.24.3

* Is a Referra from a Happy Custome

* Is Accessible

* Is a Center of Influence
Rate the prospectin each area. And remember: you are no¢ding just a 1 or a zero. You can
assign a quarter-point, a half-point, and even negativeegiff you feel it is appropriate. When
you have assigned points (or no points or negative pointgJliten areas, total the prospect's
points to get a score for this prospect. | haveenseen a prospect who was a perfect 10.
Evaluate Yourself
Next, you need to do an honest evaluation of yourself. Ratesgdf points, half-points, quarter-
points, zero points, and even negative pointspifrapriate) in each of the following ten areas:

* Attitude

» Motivation

* Creativity

* Personality

 Self-Organization

* Effective Prospecting System

* Effective Estimating System

* Effective Programming System

« Effective Support System

* Necessary Hardware and Software Tools

Be brutally honest with yourself and remember: if you feal e not as good as you could be
in any area, you can improve. In fact, an admission that wenateas good as we could be is
always an excellent first step toward improvement. Aftew have rated yourself in all ten areas,
add up your points to get a total score. | haveenegen a developer who was a perfect 10.

Add Your Points to the Prospect's Points

The best possible score is 20, and if the total score of thepeat + you is less than 10, your
chances of selling your services to this prospect at thig tare not good enough to warrant
spending time trying to make a sale. | have also found that évilae total score is 10 or more,

the prospect's score must be at least five, or | am betterpefiding my time looking for other

prospects. | always look for prospects that scave ltgher.

If your score is less than 5, you have a lot of work to do! Youl widt successfully build a 4D
consulting business until you make some vast imgmmants in yourself.

Back toTen to Win the closer the total prospect + you score is to 20, the bgtiar chances of
making a sale to this prospect. And if you have several pisgéat you are working on (and
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you shoulc ai all times) don' forget to concentrat your efforts on the prospect thai have the
highest scores.

And remember: it takes at ledstn to Win!
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