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Our goal at Trusted Advisor Associates is to help people and their organizations 
become more trustworthy and trust-enhancing. It’s always exciting when we meet 
people who believe as we do.  It’s even more exciting to talk to those who have 
found success by applying the same principles we talk about.
 This month we place a spotlight on real trusted advisors, success stories of real 
professionals who make trust part of the foundation of their business strategies.
The Trust Primer Volume 11 features three powerful interviews. In Books We Trust: 
You’re Working too Hard to Make the Sale we talk to the son of author Bill Brooks. Then 
we speak to Chip Grizzard in Real People, Real Trust: A CEO You Should Know and 
finally we end with Trust, Sales and Getting Real: Interview with Author Mahan Khalsa. 
 Each of these three people demonstrate in their own unique ways how concepts 
of trust have played out for them in sales and leadership careers. 
If you enjoy this ebook, you can email it to friends by following this link. Better yet, 
stop by the blog and join in the conversation. If you received this from a friend or 
colleague and would like to subscribe to the series, click here.
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Books We Trust:  
you’re working too hard to  
make the sale

This is the first in a new series called Books We Trust.  We expect 
to publish it irregularly, but about monthly.

The first book was a no-brainer for me.  You’ve probably never heard of it; it 
was not a best-seller; it ranks about 900,000 on Amazon (not high).  But I’m 
telling you: it is a wonderful book. It’s called, You’re Working Too Hard to 
Make the Sale, by Bill Brooks and Tom Travisano.

I came late to the study of sales (though early, and miserably, to selling 
itself ).  None of it made much sense to me; it all seemed either excessively 
hormonal, abstract, or manipulative.  It all felt vague—a feast of gratuitous 
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adjectives and amateur psychology.

I persisted, reading books I won’t mention, which only made it worse. Then 
one day, I came across You’re Working Too Hard, by two folks I’d never 
heard of.

It made everything click for me.  Suddenly I could make sense of trust, influ-
ence, psychology, money, fear, and closing.

One of the points the book made was that the concept of “needs” had gotten 
overused.  Everyone, they said, was focused on identifying needs and gen-
erating a complete picture of what the clients needed so that they could 
consultatively package and sell a solution that fit the specs of what the client 
really needed.

I had always felt something was lacking in that formulation (Years later, 
John Caddell wrote, “No one ever bought a value proposition”), putting more 
words to my feeling—but that was later). Brooks nailed it down, with page 
after page making fun of the penchant for identifying needs.

It was “wants,” he insisted, that motivated buying behavior, not needs.  Needs 
included toothpaste, bicycles, audits and CRM systems.  But wants—that 
was different. Wants included a myriad of hopes, wishes, fears, desires and 

aspirations. If a seller could connect on that level, the story went, buyers 
would transfer the purchase of their “needs” to those who had made the 
wants connection.

The data were astonishing.  Travisano in particular—a former political con-
sultant and pollster, I believe—had crafted the research to explore exactly 
that thesis.  And, they’d done it across several relevant business sectors, 
including CEOs of small entrepreneurial companies and CIOs.

I knew how serious, educated people made big dollar decisions for 
serious investments in major services, and the rational, deductive 
model of decision-making that I had been taught simply did not 
bear resemblance to the undeniable parade of actual decisions I 
had seen.  This book explained it.

And the punch line was marvelous: you didn’t have to satisfy people’s wants 
to get the sale—who would believe a salesperson could deliver on a buyer’s 
wishes, needs, hopes fears and aspirations?  It was enough that you con-
nected; that they felt understood, that someone “got” who they were.  That, 
the research said, powerfully drove sales.

It was a eureka book for me.  It meant you could be a real, genuine, flawed, 
warts-and-all human being—and still sell.  As long as you could connect to 
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the real person on the other side of the table.  Faking it did not work; self-
obsession did not work; the answer didn’t lie in process or in mastery of 
closing lines, or even of the collection of questions and needs.  It lay in 
understanding the human being in front of you.  Suddenly I liked selling.

Co-author and researcher Tom Travisano died a few weeks after the first 
edition; lead author and more famous sales consultant Bill Brooks carried 
on with The Brooks Group in North Carolina.  Brooks himself passed on in 
2007, but his company is aggressively continuing, even prospering, through 
the efforts of his sons Jeb and Will.

I spoke with Jeb recently.

CHG: This book was one of the top three sales books I ever read, and the one 
that had the most impact on me.  How did your dad come to write it?

JB: First, we’re touched, thank you.  dad wrote over 20 books, but we always 
thought this one was the sleeper. He wrote them all longhand, on yellow pads, 
by the way. This was maybe the 6th or 7th book for him. It was released twice, 
first in 1995, then 2005.

I was young when I first read it.  I thought, “What’s the big deal?”  It 
seemed so common sense, so obvious.

CHG: I had that feeling too just recently, re-reading it.  But at the time, for me, 
I had to work at it to get it.  It sounded simple—maybe I just couldn’t accept 
that it really was that simple.

JB: dad said that back then, everyone was focused on needs, needs, needs.  
He made a lot of fun of “needs-based selling” in that book.  He felt that Frank 
Bettger had it right years before—the idea that if you could show people what 
they really wanted, they’d move heaven and earth to get it.  When dad got 
together with Tom Travisano, a skilled political researcher, they set out to 
prove it, and to prove that the dominant needs-based sales mantra missed the 
boat.

CHG: I still hear a lot of focus on needs; this book needs a rebirth.  I always 
remember how they collapsed the key insight into one critical sentence: 

“Buyers are eager to buy what they need from salespeople who understand 
what they want.” Almost every word in that sentence is significant.

JB: Other insights included “People buy the salesperson, not the product,” 
and  “the opening is where the sale is made, not the closing.”
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CHG: And the research is solid: thousands of buying situations, blinded stud-
ies, both complex and simple B2B products and services. But let me ask you: 
in today’s sales 2.0 world, do you think his findings about buyer motivation 
are less relevant, or perhaps more?

JB: Without a doubt—even more relevant. In Sales 2.0, the buyer is supposed 
to be in control, and that’s true—but the buyer still doesn’t know what they 
want. If anything, they’re more confused by all the data, because they think 
they should know.  So because it’s easier nowadays to find all your needs, that 
means it’s even more important to find someone you trust, who understands 
your wants.

I recently had to buy a health care plan for our business, and it was tough.  I 
didn’t know much, and I didn’t want to do the wrong thing, I didn’t want to 
upset people, and so on. In fact, I had a lot of wants. And guess who I went 
with? The person who worked hard to find out what I wanted, without mak-
ing me feel stupid. And you know what? That is just plain, simple how it works.  
That’s what dad and Tom said so clearly. It sounded so obvious not because 
it was obvious—they had to uncover the truth to say it so plainly.

CHG: How do you and your brother think about that book these days, besides 
being proud of it?

JB: We live the values he talked about: Integrity and Intense Customer Focus. 
We’re a sales-driven company, meaning we deliver on buyer wants.  And that’s 
what he talked about.
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Real People, Real Trust:    
a ceo you should know

Chip Grizzard (@chipgrizzard) is the CEO of Grizzard Communica-
tions Group, a nonprofit marketing and fundraising agency. Chip 
is the fourth-generation member of the Grizzard family to work 
at the 91-year-old company. 

discover Chip’s candid replies to questions about what it really takes to 
be a Trusted Advisor and how to create a company that leads with trust, 
every day.
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Seven Key Traits of a Trusted Advisor
I first met Chip in January of this year when he brought me in to teach his top 
35 leaders about Trust-Based Selling. It was clear from the moment we met 
that he’s a very principled man with a real commitment to being the kind of 
leader that others want to follow.

When I interviewed Chip for this article, I asked him what he sees as the 
fundamental attributes of a Trusted Advisor. His answers highlighted seven 
key traits:

 1. Keep your promises. “You gotta do what you say you’re going to do. So
 many times people will casually say, ‘I’ll send you that’ or ‘I’ll call you about 
 this.’ I routinely make mental notes about how often people follow through 
 on their promises. It’s about 50% of the time or less. That drives me nuts 
 and definitely impacts my perception of someone else’s trustworthiness,  
 so I work hard to be sure I keep my promises. I watch my words a lot and 
 don’t make off-hand comments. If I say it, I’ll write it down or get a text 
 message to help me remember. And then I’ll do it.”

 2. Focus on others’ success. “The only way I’m successful is if I make others
  successful. You can’t fake caring about what others think or what’s important 
 to them.”

 3. Stay in it for the long haul. “You can’t look for a short-term gain; you
 have do to what’s right for the long-term. We have a 60-year client rela- 
 tionship in one case; other clients have been with us 20 and 30 years. This 
 is unheard of in our industry. We give them all we have and they know 
 we’re in it with them.”

 4. Treat people right. “It really is so simple. Just treat people right. It
 doesn’t get any simpler. If you do that, then great things happen. The day 
 we’re fired from one client is the day we start working to rebuild that 
 relationship and win that business back. We always end a relationship as 
 positively as we can. Any time you take a hard approach, you burn a bridge. 
 Some agencies in our space take the harder approach. They carry that 
 with them forever. We always strive to be fair—to ourselves as well as our 
 clients.”

 5. Persevere. “It might take 10 years to fix something, or to win
 someone’s business. So be it.”

 6. Never compromise. “Compromise is not negotiable. It’s not even some
 thing I think about. Our industry is very small and people move around a  
 lot. News travels fast about how you treat others. Personal integrity matters.”
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Here’s the seventh, which I’m adding to the list on Chip’s behalf:

 7. Modesty. Chip didn’t speak of this trait directly; he demonstrated it. At
 the beginning of our interview, this very confident and highly successful 
 leader said, “I hope I can help you. Please don’t feel like you have to use 
 my answers if I don’t give you exactly what you need.” An hour after the 
 interview was over, he emailed me a note to thank me for my time.

Moments of Truth
I asked Chip to talk about tough times in Grizzard’s very long history of 
exemplary client relationships. He shared one particularly poignant story.

“We made a big mistake once. Our client had a big media plan that coincided 
with our direct mail drop. Because of our mistake, the mail arrived in homes 
before the big media push. In the client’s mind, this hurt results. He called 
and said, ‘This is very disappointing. We’ve done all this planning and you’ve 
let us down.’ I asked him what would make him feel like we addressed the 
situation to his satisfaction. He said, ‘I don’t think we should pay for this 
mailing.’

“There was a fair amount of money at stake. Right away, I said, ‘No problem, 
done.’ As painful as it was, it was the right thing to do. Ten years later, he’s 
still a client, despite having moved around to different organizations and 

locations. And every time I see him—every time—he says, ‘do you remember 
when we had the problem with that mail drop and you took care of it?’ It had 
a huge impact on him, and he became a lifelong client as a result.”

Creating a Culture of Trust
Grizzard was recently named “Top Workplaces 2011” in Atlanta. The evalua-
tion for the program was based on feedback from a survey that 94% of Grizzard 
employees completed (exceeding the average company response of 55%). This 
top honor is a direct result of the honest feedback in a number of areas related 
to Grizzard’s culture, such as organizational values, strategic vision, leadership, 
operations, pay and benefits and overall work environment and experience.

I asked Chip to share any advice he has for executives who are trying 
to create a culture of trust in their organizations. His response boiled 
down to one thing: being a strong role model. And from Chip’s perspec-
tive, it starts with him.

A Matter of Personal Integrity
“I never send a mixed signal related to integrity; my staff never sees me do it 
one way this way this time and another way another other time. Some people 
try to play both sides of the fence—to turn on the relationship charm and do 
the right thing at some points. But it’s not a part-time thing. You have to live it 
every day. It has to be real. And it’s not just a business thing.
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“I just came back from a client conference where I saw people doing great 
things with clients during the day and crazy stuff at night with colleagues. Even 
if clients don’t see that, well, then your co-workers doubt your character. You 
can’t turn it on and off. You have to be consistent all the time—in your personal 
life, your social life, your professional life. I talk to my staff when I see them 
doing things outside of work that leave me concerned. Integrity applies to all 
aspects of your life.”

Teachable Moments
Chip made mention of a discussion his leaders were having during the program 
I led on Trust-Based Selling for Grizzard. The question on the table was: Are 
there ever times when you shouldn’t tell a client the whole truth? Chip was in 
the room at the time (role modeling that he, too, had things to learn and it was 
worth his time to spend two days in a classroom). He reminded me what he 
said that day.

“My answer to that was simple: If you’re expending any energy on the debate, 
then it probably means you already have your answer about whether or not it 
crosses the line. I said it that day in front of all 35 of my leaders in the room, 
and since then I’ve heard two people repeating the same thing when talking 
to their staff. Teaching moments are key to living our values and our culture. 
They start with me.”

Recovering from Mistakes
I asked Chip what happens when he makes a mistake. Here’s what he said: 
“I hope I’m not making a lot of integrity mistakes. I might make mis-
takes on how we’ve resolved a particular situation. In that case, I look 
back and acknowledge it, and apologize if necessary. I own it, try to 
explain it, and try to rebuild the relationship. I put in the time, the 
work, and the commitment to turning a situation around.”

Going the Distance
Chip is not only a leader with an impressive track record, he’s also an endur-
ance athlete with a long list of sports accomplishments. Chip has competed in 
over 100 triathlons, including the Hawaii Ironman and Escape from Alcatraz 
Triathlon. I asked him what connections he saw between his athletic efforts 
and his success as a leader. His answer was inspiring:

“It’s very easy to not want to get up at 4 a.m. and go workout sometimes. If I 
stay up too late and do something dumb and I’m in the middle of training for 
an event, well, I get my butt out of bed and go suffer (laughing). On the endur-
ance sports side, my work ethic and my passion make a difference for me. The 
same is true on the business side.”

May we all have the wisdom and tenacity to walk a mile—or run 26.2—in Chip 
Grizzard’s shoes.
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“ What a refreshing story! There’s something about 
Chip – a sense of “purity,” a sense of clarity of self, 
and I’ve been trying to find a descriptor for a day 
now and it alludes me…ugh! but purity and “clean” 
are the closest I can come right now…” 

    —Comment by Peter Vajda

click here to read (and join in) 
the rest of the conversation.

from the 
conversation on 

the blog:
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Trust, Sales and Getting Real:  
interview with author mahan khalsa

Mahan Khalsa is one of the more respected names in the field of 
complex sales. When I set out to write Trust-based Selling, there 
were three books foremost in my mind: Let’s Get Real or Let’s Not 
Play, Khalsa’s 1999 book, was one of them.. 

FranklinCovey bought his business, and he went on to head their Sales Perfor-
mance Group. More recently, he has become the head of Ninety Five 5, which 
combines sales techniques with change management and the science of expert 
performance.

.
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Trust Quotes: Interview with Experts in Trust
CHG: First of all, Mahan, thank you very much for speaking with us here 
today. I have long admired your work from afar, and I’m personally delighted 
to make the connection.

I want to focus mainly on trust as it relates to sales and business change, but 
let’s start more broadly. I did not start off in sales, and neither did you, if I’m 
correct?  How did you come to be involved in the field of selling?”

MK: My first encounters with selling were painful. I was working my 
way through college and needed a job, and took a position as a door-to-
door salesman. I’ve written about it at greater length but I’ll summarize 
it by saying one of the happiest days of my life was when I got a job in 
a factory.  I promised myself that I’d never be involved in sales again.

What I had experienced was abusive to both buyer and seller. Both were sul-
lied.  I don’t project my personal history on others who have had great experi-
ence in sales right from the beginning – or overcame early negative experiences 
in route to great success.  That was just my experience.

I actually made it through college, and found myself the director of a residen-
tial yoga and meditation community. We arose at 3:30 a.m. each day, took a 
cold shower, and did two-and-a-half hours of yoga and meditation.  I would 

have been happy doing yoga and meditating all day long.

However, part of the lifestyle was to take what you gained from your morning 
discipline and apply it in the everyday world. We had a lot of energy and 
motivation but lacked knowledge of how to run businesses. To remedy that, 
I was fortunate enough to get accepted at Harvard Business School, which 
was nearby.

Following my MBA, I founded a computer systems company. When it came 
to the moment when we actually had to sell something, that was a crisis and 
a conundrum. On one hand, it was my company, I felt it was up to me to bring 
revenue in. On the other hand, my experience in sales had led me to believe 
that you could be either a salesperson or a spiritual person but not both.

The combination was tricky. There were times I felt very honorable—and 
failed miserably. There were times I was successful in getting immediate 
revenue—and compromised my values and probably my long-term relation-
ship with the customer. There were times I thought I had it all together—and 
still fell flat on my face. Yet eventually, everything started to come together. 
Not only was I successful at that which I once feared and hated, it became 
what I most enjoyed.

I thought others might benefit from what I had learned. I designed and taught 
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a course for Arthur Andersen partners, which was successful and over time 
became the firm’s worldwide model for face-to-face selling.

luckily, one of my later clients was FranklinCovey. They valued what I brought 
to the table enough to purchase my company in 1999. It has been an excellent 
relationship for all concerned.  My Sales Performance Group colleagues and 
I have worked with tens of thousands of salespeople and consultants from 
some of the world’s most successful companies. The Helping Clients Succeed 
coursework has been taught in over forty countries in nine different languages. 
We have coached and consulted on initiatives involving many billions of dol-
lars of sales.

despite our success, something important was missing.  Companies weren’t 
getting as much of the sustained improvement we all hoped for.  As it turns 
out, training, by itself, no matter how good it is, starts fading the moment the 
trainer leaves.  Several of us formed Ninety Five 5 llC.  Ninety Five 5 con-
centrates on execution and measurable results, using training as only one part 
of a systemic improvement initiative.  We’ve been able to build on the well 
received content developed with FranklinCovey and produce impressive 
results with companies willing to move beyond sales training to get serious 
about real world sales transformation.

CHG: The subtitle of your book originally was,  “The demise of dysfunctional 

Selling, and the Advent of Helping Clients Succeed.”  What did you mean by 
‘dysfunctional selling?’

MK:. I count as dysfunctional those actions and behaviors that ultimately 
serve neither seller nor buyer.  Since most people are both sellers and buyers 
in their lives, most can fill in their stories of what this means.  Put in all the 
things you hate when sellers try to manipulate rather than serve your interests.  
Put in all the things you hate when buyers ask you to do things that don’t seem 
to make sense to either party or that aren’t likely to result in them deciding 
in your favor or even deciding at all.  Put in all the things that detract from 
rather than aid in producing both the results and relationships to which both 
parties aspire.  unfortunately, the lists can be long.

Most professional sellers have good intent.  They know manipulation 
and deceit hurt rather than build long-term sales success.  They know 
that building trust is essential to both creating and capturing value.  
So they eliminate a lot of what would otherwise be dysfunctional—no 
surprise there.  Yet most also consistently engage in actions that are 
not value-adding–for them or for their customers.  Even when great 
intent is present, there is a lot of room for improvement in eliminat-
ing dysfunctional behaviors.
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CHG: I notice your recent editions changed the subtitle to “Transforming the 
Buyer/Seller Relationship.”  Anything noteworthy behind that change? 

MK: The new title goes to the essence of what we are about—creating a sub-
stantial improvement in the mutual success and satisfaction of both buyers 
and sellers.  We feel there are ways of interacting that better benefit both 
parties and that doing so is a good contribution to the kind of world we want 
to live in.

CHG: I asked Neil Rackham if there was one, over-arching biggest single 
problem in the field of selling, and he said yes—for him it was the tendency 
to jump to solutions before having completed the questioning process.  do 
you yourself find an over-arching ‘missing link’ in the field of sales?

MK: I would certainly rank “pre-mature solutions” at or near the top of my 
missing links list.  Almost all of us have room for big improvements in our 
ability to “seek first to understand” before we “seek to be understood.”  And 
the challenge is being able to gain access to and skillfully develop that under-
standing with the key decision makers and influencers, many of whom seem 
to be hidden away from those who are trying to understand them.

looking a little more holistically we could say the missing link is the ability 
to successfully blend excellent inquiry with excellent advocacy—to do a superb 

job of matching our story to the client’s story.  Good inquiry is essential and 
most often the more undeveloped portion of the balance—and it is still only 
part of the equation.  I’ve seen people get good at inquiry and still not be able 
to convert on advocacy.

I’ve also changed my view a little bit on what the true missing link is.  I now 
feel the biggest over-arching problem is that 80% or so of all salespeople fail 
to get substantially better, year after year.  They may get more comfortable, 
they may make the minor improvements they need to make just to stay even.  
However, as Geoff Colvin states in Talent is Overrated,

“Extensive research in a wide range of fields shows that many people 
not only fail to become outstandingly good at what they do, no matter 
how many years they spend doing it, they frequently don’t even get 
any better than they were when they started.”

The need for growth in most companies never stops. unfortunately, the growth 
of sales people does.  That creates a “growth gap” that most companies try to 
fill with quantity (more salespeople) rather than quality (better salespeople).   
The missing link is not more good stuff, it is getting good at good stuff.
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CHG: A fascinating insight.  To that point, you have talked about how you 
integrated sales with change management and the science of expert perfor-
mance.  How did you come to make that connection?  And what is the link 
with sales and change management?

MK: We hold two beliefs that happen to be backed by considerable 
data, research, and direct experience:

1.  Deliberate practice is the key to improvement.

2.  A supportive environment is the key to deliberate practice.

deliberate practice, while not a particularly sexy phrase, is the term commonly 
used in the science of expert performance to describe the single most common 
and powerful attribute of top-flight performance in almost any field.  It con-
tends that the quality and quantity of mindful practice and application is what 
separates star performers from the decent, average, and poor performers.  
(Geoff Colvin’s aforementioned Talent is Overrated is a good read on this 
topic).

deliberate practice is not ordinary practice.  As Edward deming once said, 
“It is not enough to do your best.  You need to know what to do and then do 
your best.”  So the quality of the practice and application is as important as 

the quantity of practice—and the quantity is essential.

What I find liberating and motivating about the research is that everything, 
repeat everything, we need to do in order to get really good at sales is learn-
able—if we are willing to practice.  It doesn’t have to do with our dNA, our 
native IQ, our personality type or social style, our years of experience.   If we 
are willing to engage in a high number of repetitions of quality practice we 
can become as great as we want to be.  That’s powerful.

CHG: That really is powerful.  I’ve always felt that people’s capacity for change 
is grossly under-estimated, but I confess I like hearing your scientific tone in 
expressing that truth. Reminds me of Gladwell’s 10,000-hour rule.  How can 
companies encourage it?

MK: If an organization feels a strong need for its salespeople to keep growing 
their performance, and they see deliberate practice as a key lever to realizing 
that growth, the next issue is how to align the organization to make deliberate 
practice a way of life that is encouraged, expected, and rewarded.

That’s where the field of change management or “systemic alignment” comes 
into play.  leaders in organizations have many levers they can pull that will 
influence what behaviors their people adopt and apply.  Coordinating how 
and when those levers are pulled is a key to moving a sales force rather than 
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just the top 10–20% who will make sure they will grow no matter what is 
happening around them 

CHG: I like the idea that you focus heavily on beliefs: you highlight five (my 
favorites: ‘move off the solution,’ and ‘world-class inquiry precedes world-
class advocacy’). This focus on beliefs, and on relationships—your subtitle is 

“Transforming the Buyer/Seller Relationship”—seems to me to have, for lack 
of a better term, a spiritual bent to it.  Am I right?

MK: I would say the focus on beliefs is practical, powerful, sometimes trans-
formational, and for most people, under developed.  I might go as far to say 
that sales is the process of understanding and influencing beliefs, our own 
and those of others. I’ve not thought of it as spiritual per se, though depending 
on how someone defined “spiritual” it may have a fit.

Most of us have heard the phrase, ‘people buy based on emotion and justify 
with facts (or rationale).’  Various neuroscientists and cognitive psychologists 
have given scientific support for this conventional wisdom.

I would modify the statement a bit and say people decide based on beliefs— 
what they believe to be good or bad, right or wrong, useful or not, meaningful 
or not important, high ROI or low, and so on.  How they see the world through 
their beliefs determines what they do—which in turn determines the results 

they get.  Those beliefs could be emotional, or based on what a person believes 
to be fact—whether those beliefs are corroborated by empirical data or not.

For many people, the beliefs that underlie their actions and decisions are 
unconscious or at least not clearly articulated.  And when selling to multiple 
people, the beliefs may be conflicting as well as unclear.  So the better job we 
do of understanding, articulating the key beliefs the client needs to resolve, 
both intellectually and emotionally, the better job we are likely to do demon-
strating how we and our solution can address those beliefs.  understanding 
and clarifying beliefs goes to the heart of inquiry and addressing them goes 
to the heart of advocacy.

Too often both our inquiry and advocacy deal with the so-called ‘facts.’  
However, as a University of Michigan study claims, “facts often do 
not determine our beliefs, but rather our beliefs (usually non-rational 
beliefs) determine the facts that we accept.”

Or as Annette Simmons claims in The Story Factor, “People make their deci-
sions based on what the facts mean to them—not on the facts themselves.  The 
meaning they add to facts depends on their current story [their beliefs].  Facts 
don’t have the power to change someone’s story.  Your goal is to introduce a 
new story that will let your facts in.”
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So yes; I believe the focus on understanding and addressing key 
beliefs is critical to helping clients succeed. 

CHG: Stephen MR Covey, Jr., author of The Speed of Trust, is a colleague of 
yours.  What do you think is the most powerful point he makes about trust?

MK: I think his most powerful point is that trust can be built on purpose. It 
doesn’t have to be an accident of circumstance or personality mesh. Trust 
with others—and in ourselves, for that matter–can be exercised like a muscle.
When you apply deliberate Practice to consciously build trust, trust becomes 
a reality with more and more people in more and more situations—to the 
benefit of all concerned.

CHG: let’s focus on trust. It’s easy to get lost in various permutations of trust, 
but how do you see trust’s role in selling? In change?

MK: It’s hard to come up with something more original than the obvious— 
when you have trust everything goes faster, costs less, and produces superior 
results (usually). Typically, we find that three things flow together, up or down:  
trust, value, and the flow of meaningful information. If you have two you can 
usually get the third. Trust is hard to measure, and value is a lagging indicator.  
However, the flow of meaningful information (beliefs and facts) from the right 
people (decision makers and influencers) is a good leading indicator of whether 

trust exists and value will follow.

CHG: let me just interrupt there, sorry. In my jargon, what I hear you saying 
is that transparency is a driver for increasing the odds that a would-be trustor 
will perceive a would-be trustee as trustworthy—thus creating trust. Yes?

MK: A little complex, but yes. As you say, there are many definitions, permu-
tations, elements to trust—it has multiple and complex equivalents.  Your 
trustworthiness equation is certainly a good, well-tested definition.  People 
have to trust that what you will do will really get them the results and rela-
tionships they want. They have to trust that you will actually do what you say 
you will do, and trust that what you do will be performed in their best interests 

—or that your best interests are best served by helping them get their best 
interest met, which indeed certainly seems to be the case. Blinding flash of 
the obvious—to gain trust, you have to be trustworthy.

I think that in inquiry, a key skill is to consciously, with our words and behavior, 
create a container of safety where people can freely express what they think, 
feel, believe to be true. And if the container is really strong and expansive, 
they will allow us to question, examine, and offer alternatives to those beliefs. 
Most only are willing to do that if they feel the information they share will be 
used for them rather than against them—they have to trust our intent, our 
purpose in asking questions.
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I sometimes say intent is more important than technique—perhaps another 
way to express the old axiom that people don’t care how much you know until 
they know how much you care. The good news is that you can get crystal clear 
on your intent and how it is mutually beneficial, and you can practice becom-
ing completely congruent with that intent before picking up the phone or 
walking into a room.

CHG: I find people first want to know the ‘magic phrases’ to use, and it’s really 
not a matter of words only.

MK: You can communicate your intent without even saying a word.  When 
people can sense that your intent serves their best interests, they are willing 
to open the trust valve at least a little. If that little bit is rewarded, they can 
risk a little more, and so on. If the risk is continually rewarded, trust grows.  
Of course, as you well know, all the hard earned work can vanish suddenly if 
the bond is broken. So constant attention to language and behaviors is critical 

—and learnable, and improvable.

As far as the role of trust in change, I feel the key is that if everyone 
in the organization feels the best way of improving our numbers is 
to focus first on improving our client’s numbers, the basis of trust 
will be institutionalized.  Jack Welch once said,

“One thing we’ve discovered with certainty is that anything we do that makes 
the customer more successful inevitably results in a financial return for us.”

To create a trust-based organization everyone has to believe that our self-
interests are served by helping our customers reach their self-interests. When 
that belief permeates an organization and is backed by action, process, and 
rewards—not just value statements—trust can become a competitive 
advantage.

Often, in large organizations, the further away executives are from the cus-
tomers, the more they focus on salesperson activity or quantity-based leading 
indicators (numbers of calls, number of proposals) versus quality-based lead-
ing indicators (flow of meaningful information). Perhaps they don’t trust the 
quality can be improved and that pulling the quantity lever is their best choice.
They concentrate on improving the seller’s numbers (high self-orientation) 
rather than the buyer’s numbers (high other-orientation) and they put into 
place reward and reinforcement systems to reflect that emphasis. As buyers, 
we can feel where that focus is placed, and ironically, when it is on the seller’s 
numbers rather than our own, we are less likely to take action to improve their 
numbers.
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Customer focus is not just a tag line.  It is a passionate, all consuming 
orientation that can guide everything we do.  Importantly, it helps 
us stay away from what I called “dysfunctional” selling and push back 
with both courage and consideration when customers ask us to do—or 
to not do—things which would help the client succeed.

CHG: You have the ear of a lot of people—some of whom even read this blog!  
What would you suggest are the top few things people can do as individuals 
to increase trust in the workplace?

MK: Well, of course before I’d want to give someone any advice, I’d want to 
make sure they wanted it and would want to understand their specific situa-
tion.  And I’d want to make sure I was following my own advice before I’d 
advance it to others.  So here are three things I tell myself—and we at Ninety 
Five 5 tell each other:

1. No Guessing. If people are going to trust you to help them get what they
 want, need, and value, you have the obligation and right to understand their 
 beliefs as to what that really means.  Remember, beliefs are often unclear 
 or not well articulated.  If you guess about what they want, don’t have mutual 
 clarity on the outcomes and rewards, don’t understand what has or will 
 stop them, don’t know how they will make a decision, or what resources  
 they will apply to getting a solution that meets their needs, you will likely  

 miss the (undefined) target and trust will suffer.

2. Say it, do it. Build the power of your word. You don’t have to say, “I promise.”
 If you say it, it is your Word, and your Word is your bond. If you say it, do 
 it. Period. If you find it is going to be a challenge to meet your word, com- 
 municate the difficulty to the other person. let them agree to a change or 
 say they need you to meet your word. If you need to meet your word, meet 
 it. Period.

3. Be Clear. Be crystal clear on your intent and how it serves the interests of
 the other person(s)—even as it serves your own. Before any interaction, clear 
 out any internal or external pressures that might cause you to be incongruent  
 with that intent. let your intent manifest with clarity and congruency 
 through what you say, how you say it, what you look like, and what you do. 
 Be so clear that it becomes easy and natural to be fearless, be flexible, and  
 have fun.

Or maybe just be the kind of seller you would love to have if you were the 
buyer. One you could really trust.

CHG: A perfect note to end on. Thanks so much, Mahan, it’s been very enlightening.
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seminars and coaching servicesspeaking engagements

Charles H. Green, co-author of The Trusted Advisor (Free Press, 

October 2000) and Trust-Based Selling (McGraw-Hill, December 

2005) presents and speaks on the nature of trusted client relationships 

in business, with experience built from 25 years of consulting to the 

professional services industry. His presentations are rich with real 

examples, as well as drawing from current business events. He speaks 

effectively before any size group. Dynamic and literate, his talks are 

fact-based, provocative, and highly practical. FINd OuT MORE

Helping people become trusted advisors is the core of our work. We customize 
client relationship strengthening programs for your firm by building from two basic 
templates: Trust-Based Selling™, and Building Trusted Advisor Relationships. 
FINd OuT MORE

In November we launched the Trusted Advisor Mastery program. A hybrid of 
personal coaching, group online discussion, and customized webcast content 
delivery, it represents a fast-track approach for professionals who are serious about 
getting very good, very fast, at the mindsets and skillsets of a Trusted Advisor 
and of Trust-based Selling. For more information about the program, visit this 
Introduction to the Trusted Advisor Mastery program. 
FINd OuT MORE

To get your name on the list for an opening in the next session, email us at 
mastery@trustedadvisor.com
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trust diagnostics trust roadmaps trust workshops trust-based coaching

We believe that both people and 
organizations can become more 
trustworthy — if they have the right 
tools. And we believe that building 
trust builds business.

We offers services for diagnosing 
the trustworthiness of individuals 
and organizations, and the tools for 
increasing that trustworthiness. All 
are based on the work of Charles H. 
Green in the area of trust over the last 
12 years, including the Trust Equation 
and the Trust Principles.
FINd OuT MORE

Where can the power of trust best 
work for your organization? Exactly 
how can you build more business by 
building more trust within and around 
your organization?

The Trust Roadmap™ is a tool for 
assessing the trustworthiness of  
an organization. Based on the 
four Trust Principles, it highlights 
dimensions where your company or 
organization is already strong on 
trustworthiness, and areas where  
trust can be improved. 
FINd OuT MORE

Do your professionals shy away 
from “selling?” Do they rely solely 
on their expertise to sustain client 
relationships and to build new 
business? Is the effectiveness of your 
organization limited by a lack of trust 
among your people?

Lively, interactive, and practical, our 
workshop learning programs are based 
on real-life problems the participants 
bring to their sessions. Each program 
is a customized session for you based 
on our core programs.  
FINd OuT MORE

Trust coaching is executive coaching 
with a point of view. It’s based on the 
four factors of the Trust Equation, and 
works to help you or your executives 
gain confidence in selling, build trust-
based relationships, and perform at 
your highest levels. 

Our coaches combine coaching 
expertise with business experience, 
and are willing to challenge executives 
throughout the coaching process. 
Contact us to discuss how coaching 
can benefit your team or organization. 
FINd OuT MORE

SERVICE OFFERINGS
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Charles H. Green is a speaker and executive educa-
tor on trust-based relationships and Trust-Based 
Selling in complex businesses. He  
is author of Trust-Based Selling (McGraw-Hill, 
2005), and co-author of The Trusted Advisor (with 
David Maister and Rob Galford, Free Press, October 
2000). Charles has spoken before a variety of 
industry and functional groups. An engaging and 
content-rich speaker, he has taught in executive 
education programs for the Kellogg Graduate 
School of Business at Northwestern, and for 
Columbia University Graduate School  
of Business, as well as through his own firm, 
Trusted Advisor Associates. His work centers 

on improving trust-based relationship and business development skills for busi-
nesses with complex service offerings. Business development, and on building 
profitable trust-based relationships.

about charles h. green charles h. green books

Buy this BookBuy this Book
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You can subscribe to the series by 

clicking on the icon above or by following 

this link to get the latest on my writings and 

conversations of my blog. 

This ebook is protected under the 

Creative Commons license. No commer-

cial use, no derivative work. Feel free to 

share it, post it, or copy it.

subscribe

Take The TQ diagnostic Test and discover your Trust 
Temperament™.

Answer 20 simple questions based on the Trust 
Equation, and you will discover a powerful tool 
for business success—your Trust Quotient and  
your Trust Temperament™. These revealing 
answers will tell what you do that helps people  
trust you, and the things you can do to improve  
the way you are perceived.

Your Trust Temperament report will tell you whose 
trust you are most likely to gain, what about you 

people are likely to trust, and specific actions you  
can take to be as trustworthy, and as trusted, as 
possible, so you can: 

 » Increase sales results

 » Improve credibility in business

 » Build deeper and more satisfying personal rela-
tionships with people who matter

Invest in yourself now! Take the Trust Quotient 
diagnostics now and get your 20+ page personal 

tq diagnostic test

 

Take the TQ Diagnostic Test
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