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			Book Presentation: The Art Of Woo by G. Richard Shell and Mario Moussa

			Book Abstract

			Main Idea

			Selling ideas is different from selling things. You have to “woo” people – win others over to your way of thinking. The Art of Woo is all about strategic persuasion, about using the strength of your relationship to get people’s attention, pitch your ideas and gain their approval. If you can get people to agree with you based on influence and persuasion rather than coercion or force, you have an excellent and valuable skill in your work repertoire.

			Relationship-based persuasion almost always follows a distinctive and repeatable four-step process:

			[image: ]

			“The Art of Woo provides tools for a critically important activity in professional life: selling your ideas to people within the context of ongoing, important relationships. If you want to be a player in your organization, a successful partner with your customers or suppliers, a leader in your community, or even a good parent, you need to woo people to your point of view by putting your ideas across in convincing, relationship-friendly ways. Regardless of the context for your idea sale, the four-step Woo process constitutes the best practice for this Art.”

			– G. Richard Shell and Mario Moussa

			About the Author

			G. RICHARD SHELL is director of the executive negotiation workshop at the Wharton School of Business. He is also professor of legal studies, business ethics and management at Wharton. BusinessWeek named Dr. Shell as one of the nation’s top business school professors. He is the author of Bargaining For Advantage: Negotiation Strategies for Reasonable People and several other books. Dr. Shell is a graduate of Princeton University and the University of Virginia

			MARIO MOUSSA teaches at the Wharton School of Business. He is also a principal of Center For Applied Research (CFAR) Inc., a management consulting firm. He has published widely on organizational dynamics, power, and influence. Dr. Moussa has led the development of programs at Wharton for corporate security managers, energy executives, physician leaders, health care and banking executives. Dr. Moussa is a graduate of the Wharton School and the University of Chicago’s Committee on Social Thought.

			The Web site for this book is at www.theartofwoo.com.

			Important Note About This Ebook

			This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.

			Summary of The Art Of Woo (G. Richard Shell and Mario Moussa)

			1. Survey your situation

			To have any hope of selling your ideas to anyone else, you need to be crystal clear in your own mind what you’re trying to do. You also must figure out who you need to speak with and in what order. If you know all the players well, you’ll already know how to adjust your presentation style to maximize your chances of success. People will only agree if you’re passionate about what you’re suggesting so show that.

			To become a skilled persuader, you need self-awareness of your own strengths and weaknesses as a communicator of ideas. You’ll have a preferred channel of communication and a preferred persuasion style. By being aware of these factors in advance, you can try and orient everything you do to align with the areas where you are strongest.

			Channels of communication

			There are six basic channels of communication which typically get used in business:

			
					Interest-based persuasion – where you pitch your idea as being in the other party’s best interests first and foremost. You induce others to go along because it will be good for them.

					Authority – where you give an order to someone who is lower in the hierarchy than you are and you expect them to do what you say irrespective of their personal concerns.

					Politics – where you gain some clout by convincing others to go along with what you’re suggesting, thereby making it harder for a boss to say no.

					Rationality – where you justify a proposal on the basis of its own merits which are logical and reasonable.

					Vision – Inspiration and emotion – where you try to get people to go along with what you say by appealing to their overriding sense of purpose, values or beliefs.

					Relationships – where you rely on your network of friends and associates to open the doors which will make it easier for people to say yes.

			

			Selling ideas is very rarely a matter of forcing or coercing people to do what you say. Instead, Woo-based persuasion is about aligning interests, values and relationships so people find it easier to say yes rather than no. It’s also a matter of figuring out which channels of communication your counterparts are attuned to and sending the appropriate messages on those channels.

			In addition to these various channels of communication, there are also five styles of persuasion which can be determined along two basic dimensions:

			
					Whether you’re trying to tailor your announcements to your intended audience (other-oriented) or whether you’re more likely to make blunt announcements of your point-of-view regardless of who’s listening (self-oriented).

					Whether you’re forward in actively engaging others (high volume) or whether you prefer to communicate in quiet conversational settings instead (low volume).
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			The five persuasion styles are:

			
					The Driver – who tends to come across as: “Do this my way or hit the highway”. Drivers can be overbearing and one dimensional but if they are dedicated to an organization’s mission, they call also be highly persuasive.

					The Commander – who speaks from a position of quiet confidence and authority. This style uses expertise combined with finesse to make points in an understated way.

					The Promoter – generally outgoing and gregarious people who engender enthusiasm in others. This style is necessarily assertive as not everyone’s interests are aligned.

					The Chess Player – someone who operates the levers of interests, relationships and politics behind the scenes rather than in the open. This style involves plotting a set of moves which brings about the desired outcome.

					The Advocate – someone who blends a moderate but persistent level of enthusiasm with a balance between self-and other-oriented perspectives. Advocates use the full range of tools to get things done. This style requires experience and sound judgment.

			

			Since you are the central player in the Art of Woo, you must first become self-aware before you can gain skill in persuasion. You need to know your own strengths and weaknesses, your preferred channel or channels of communication and your natural persuasion style in order for you to be involved in the process in an authentic way.

			Once you’ve laid this kind of foundation, step 1 in the overall Woo process of selling your ideas requires that you start by doing some very specific things:

			
					Assess persuasion styles

					Polish your idea

					Map decision process

					Devise stepping-stone strategy

			

			First up, you need to take your raw idea and develop it into a polished concept. Generally, this will involve:

			
					Defining in detail the problem you’re trying to solve.

					Researching relentlessly to know what others have tried.

					Letting your subconscious mull over the idea for a while.

					Catching the flash of insight which often comes.

					Shaping your raw idea into a robust, workable solution.

			

			By the end of this polishing process, you need to have a well-thought out concept which is ready to sell to the decision makers.

			Once you have a polished idea, you then need to map out the influence process you’ll use methodically to sell it. To start this off, ask three questions:

			
					How do decisions like this get made in my organization?

					Whom should I woo first to get entry into that process?

					What follow-up strategy will be required to keep moving?

			

			Most organizations have a formal organizational chart which sets out how things get done. In practice, however, there’s more than likely an unofficial version which embodies how things really get done around here. You need to map out what pathway your idea will need to take so you can actively guide the process.

			Armed with a good view of the lay of the land, you then come up with a “stepping stone” strategy – the sequence of steps you’ll need to follow to get your idea acted upon. In most cases, this usually involves determining whom to call on and in what order in order to generate buy-in for your idea. Most stepping stone strategies will be a logical sequence of getting people within your organization:

			
					To help you further polish your idea.

					To suggest your idea to their boss.

					To get enthusiastic about what is suggested.

					To approve the allocation of resources to your idea.

					To act as allies and support your idea.

					To make decisions about your idea.

					To implement your idea.“People tend to believe you more when you yourself believe in what you are selling. By engaging in a thorough job of searching for, discovering, and shaping your idea, you will have a much better story to tell about it as you present it to others. It will be a story you can believe in and that very belief will help make you more persuasive.”
– G. Richard Shell and Mario Moussa
“A goal properly set is halfway reached.”
– Abraham Lincoln
“Management cannot be expected to recognize a good idea unless it is presented to them by a good salesman.”
– David Oglivy, advertising pioneer
“With your idea in hand, you will be ready to map the situation in front of you, charting the course that will lead to the people who can transform your idea into reality. As you plan your idea selling strategy, you will need to set specific persuasion goals for each stage of the process. In some encounters, your goal will be to get introductions to key influencers; in other meetings, you will be looking for endorsements; eventually you will be asking for decisions.”
– G. Richard Shell and Mario Moussa
“Many people assume that only senior executives make decisions, or that only senior executive’s decisions matter. That is a dangerous mistake.”
– Peter Drucker, management consultant
“You can have brilliant ideas, but if you can’t get them across, your ideas won’t get you anywhere.”
– Lee Iacocca, former CEO and Chairman of Chrysler
“To just invent something and have a great idea is a lot of work, but it is not enough. You need to know how to get people excited.”
– Larry Page, cofounder, Google Inc.


			

			2. Confront the five barriers

			To move your idea forward, you need to overcome five key barriers:

			
					Whether or not you are a credible advocate for your idea.

					How people view their long-term relationship with you.

					Matching your audience’s preferred communication style with your own strengths.

					Whether your idea aligns with the listener’s belief systems.

					The listener’s interests and any potential conflicts of interest.

			

			The ideal way forward is to find ways to try and turn each of these barriers into assets for your idea instead.

			When you see your idea from your own point of view, you will probably be highly enthused about it. That’s helpful, but to sell your idea, you need to get other people just as excited as you are, and that requires that they see your idea favorably from the vantage point of their own respective perspectives.

			
					Poor credibility

					Negative relationships

					Communication problems

					Contrary beliefs

					Conflicts of interests

			

			There are five key barriers you’ll need to overcome as part of the Woo process:

			Barrier #1 – Poor credibility

			Credibility is not something you automatically have. Instead, credibility is bestowed by other people. In other words, credibility is a perception which exists in the mind of the other party. It is a blend of your competence, expertise, trustworthiness, character and decision-making authority. And because credibility exists in the minds of your audience rather than in subjective competencies, that means it can be lost in a single moment of poor judgment, miscalculation or misconduct.

			To build credibility in your idea-selling campaign, there are three basic platforms you can use:

			
					Have a proven track record of demonstrated competence – because if you’re a top performer in your field, you’ll find all kinds of obstacles will melt away. People respect excellence in performance.

					Have expertise – be an absolute expert in a specialized area of knowledge. If you can show you know more about your field than anyone else, your credibility will be enhanced.

					Be absolutely trustworthy – show others you are acting legitimately in the best interests of your organization and therefore you can be trusted to get significant tasks completed. As people get to know you better, they will find you more and more credible because you always do what you say you’ll do.

			

			Credibility always has a “snowball” type effect. As more people find you credible, it becomes progressively easier for others to do the same. By assembling a team of backers, it becomes feasible for unstoppable momentum to be generated.

			Barrier #2 – Negative relationships

			Pure and simple relationships give people a level of trust, facilitate effective communication and make it easier for people to cooperate with each other. Good relationships go hand-in-hand with credibility in the idea-selling process.

			The three foundations for positive relationships are:

			
					Similarity – the more you work with people and the better they come to understand you, the greater the chances become a functioning relationship will emerge. As you spend time getting face-to-face with others and develop rapport, you become familiar with them and you find areas of common interest.

					Likeability – you automatically like the people you interact with the most. If you’re always in agreement with the other person, it becomes very easy to get to like them and look forward to doing interesting things together.

					Reciprocity – we always feel good about doing things for others who will in turn do other things to help us. This can take many forms – the mutual exchange of resources or services or support or whatever.

			

			More often than not, selling your ideas is not a one-shot deal. Instead, the process will be embedded in a number of continuous, ongoing relationships and transactions. To succeed in selling your ideas, you’ll need to establish and progressively deepen your connections to people.

			Relationships come in different flavors or strengths:

			
					Rapport-level relationships – casual associations based on surface similarities like the same gender, shared experiences or being members of the same group. Success in building rapport-level relationships requires that you treat people with respect. Rapport-level encounters build goodwill more than anything else.

					Reciprocity-level relationships – where you work alongside someone else on a project or in a workplace environment. Reciprocity-level relationships are based on observed behaviors. If there is reliability, conscientiousness and competence on display, the relationship can grow and flourish. Absent these kinds of factors, nothing much will happen.

					Trust-level relationships – the most committed of the three. These types of relationships arise when people have gathered enough information about each other to form solid beliefs about each other’s character, motives and personality traits. When you have a trust-level relationship, you’re prepared to give the other person the benefit of the doubt when unusual circumstances arise.

			

			Each of these relationships have a role to play when selling your idea. When you meet people for the first time, your rapport-building skills come to the fore. When you’re activating someone else’s network to gain information or access to key decision makers, reciprocity-level relationships are very important. And when you’re in a tight spot as problems arise in implementation, then trust-level relationships will be needed to keep things moving steadily forward. It’s important to build these relationships well in advance of when they will be needed.

			Barrier #3 – Communication problems

			The language you use to describe your idea can go a long way towards either winning people over or turning them off entirely. To use language as an ally:

			
					Determine which of the six basic channels the other person is most attuned to – whether they typically prefer to use interest-based, authority-based, rational, political, relational or visionary modes of communicating.

					Customize your message – meaning find the words, frameworks and metaphors they will be most likely to respond to. With a little effort, you should also be able to work in the buzzwords they use in framing your idea. Translate your idea or ideas into metrics your audience will understand

					Do your homework – but always keep a Plan B in the back of your mind. Develop a message which is finely tuned to the known preferences of your audience but be flexible enough to shift gears and try something else if your initial approach stalls. To be ready, you need to have done your analysis in advance and given some thought to what else you can try.

			

			Barrier #4 – Contrary beliefs

			People’s beliefs and values can often provide a language you can use to frame your ideas persuasively. It’s smart to discover and then salute your audience’s core values whenever and wherever possible. Just make sure your audience actually believes and practices what’s written in their formal values statements before you use them.

			So what can you do if your idea clashes with a core belief of your intended audience? There are a few things you can try:

			
					Be persistent – keep at it until you win people over to your way of thinking. Obviously this is only an option if you have time and are sure of your ground.

					Stop speaking with people who will dismiss your idea – or in other words change your audience to people who will be more amenable to what you’re suggesting. Perhaps go outside your business unit to others who think differently.

					Stay under the radar screen – deliberately position your idea as something small and inconsequential and no threat to the status quo. If nobody can be bothered opposing your idea, you have some breathing space to develop your idea and run with it.

					Ask them just to take one small step for now – by doing something which will demand much less commitment. In most instances, the less you ask of your audience, the more willing they will be to go along with you. Make it easy for people to adopt a small pilot project if they’re baulking at approving a full-scale commitment.

					Anchor your idea around an even deeper core value – so people see what you’re suggesting as being consistent with an underlying value which runs even deeper than the belief you have collided with. For example, if you’re trying to sell a company a new software system, most people will say the existing system works fine and migrating to the new system would be a pain. If you attack the existing platform, all you’ll end up doing is making people get even more entrenched in their opposition. Instead, you have to get people to focus on the underlying purpose of the existing platform and show them the new system will address those purposes more efficiently and reliably. This is probably the only way you can move the discussion forward.

			

			Barrier #5 – Conflicts of interest

			One of the first questions your intended audience for any new idea pitch will always ponder is: “What’s in this for me?” If you plan on being persuasive, you’d better be ready to answer that question right from the outset.

			To think about your audience’s interests in a systematic way, ask yourself three questions:

			
					Why might it already be in the other party’s interests to support my idea?If you look at their fears, goals and hopes, you might find there is already more common ground than you realized. If you then frame your proposal in terms of those shared goals, you’ll get their attention.


					What do the other parties want that I can realistically give them to gain their support?Even if your new idea does not align directly with the other party’s interests, there might be some other things which you could do at a low cost in return for their support. Perhaps put together some kind of package deal you know they will find appealing because it advances their interests but at the same time doesn’t cost you an arm and a leg.


					Why might they say no?When you get beneath the surface of potential objections, you might well find what seems to have the potential for being a show stopper can


			

			
			
			
			
					Commit serious time to the search – skilled negotiators typically spend 40 percent of their preparation time on the search for shared interests. This needs to be intensive and focused rather than a quick skim of the data.

					Look at the background information the other party already has access to – and try to anticipate how his or her concerns, problems and constraints will influence thinking.

					Try a role reversal – get a colleague to role-play meeting with you and get them to present your proposal. See what kinds of feelings and arguments arise when you hear your own material being presented to you. Follow up on those hints and clues.

					Search for information which confirms your assumptions as you go along – by making leading remarks like: “It must be hard for you to think clearly with all the changes that have been going on in the background.” Listen to what they respond with and get a reality check you’re thinking about the same concerns they are.

			

			
			
			
			
			
					Make your most powerful argument you can in the shortest amount of time.

					Support what you’re suggesting with the most relevant and convincing evidence you have available.

					Incorporate some presentation devices which make your audience sit up and take notice.	Present evidence

	Make solid arguments

	Inject personal touch




			

			Presentation Hint #1 – Make your pitch quickly

			
			
					P: Problem

					C: Cause

					A: Answer

					N: Net Benefits

			

			
			
					Always lead off with your best arguments and evidence. Don’t keep them for a strong ending. Aim to impress right away.

					Make all your conclusions explicit. Don’t ask people to guess or speculate.

					Keep it simple. Boil your ideas down to their most concise, practical forms. Make recommendations in one or two phrases, not one or two pages.

			

			Presentation Hint #2 – Provide evidence

			
			
					Provide solid data-based statistics – Even a quick, unscientific survey of people’s opinions can carry weight when there is little time available for a decision to be made.

					Give specific examples of comparable situations from history – similar events that have had clear-cut and decisive implications.

					Provide something which will give decision-makers hands-on experience – perhaps in the form of a “show-and-tell” style demonstration or get them to use a rough prototype or mock-up. Make them see, touch and feel what you’re talking about.

					Bring in people who have used what you’re pitching – and get them to talk about their first-hand experiences and impressions. These people can be ordinary consumers or trustworthy experts depending on the specifics of the idea under discussion.

					Provide some kind of social consensus – something in the form of “everyone knows....”.

			

			
			Presentation Hint #3 – Inject a personal touch

			
			Presentation Hint #4 – Tell a great story

			
			Presentation Hint #5 – Personalize it

			
			
					Start by giving a first-hand perspective of some key historical event.

					Allude to specific, real people who were facing concrete problems and what they did about them.

					Talk about very specific customer problems you have solved.

					Share an example of your hands-on experience with the problem you’re trying to solve.

			

			Presentation Hint #6 – Make it a puzzle the listener solves

			
			Presentation Hint #7 – Use analogies and metaphors

			
			Presentation Hint #8 – Force your audience to think

			
			
					Question the obvious – for example, ask: “Is the real purpose of a business to serve its shareholders or keep its suppliers in business?”

					Try a reversal – you might ask: “How can we increase sales by raising our prices?”

					Play let’s pretend – make a radical assumption and ask what your business would look like if that were, in fact, true. You might say: “Assume gasoline is twenty-dollars a gallon. How would our business work under these conditions?”

					Reconceptualize – rethink your mission to go down a different route. Disney did this by calling its theme park workers “cast members” rather than “employees”. Electric utilities now describe themselves as “energy” companies which allows them to offer more services and activities than they could as “electricity generators”.

			

			
			
			
			
			
			
					At individual level

					Organizational level

			

			
			
					Reaffirm your shared interests – and reinforce those ideas as often as possible, especially when external circumstances are changing.

					Rely on your relationships – to keep your idea in the frame even if others have to be axed as a result of a shift in priorities.

					Make certain an important audience of influential people are following progress on implementation – especially people everyone wants to impress. The presence of an influential audience can encourage concrete actions.

					Build in accountability monitoring systems – performance benchmarks, deadlines and other systems. If there is a perception everyone relies on them coming through, they won’t readily dismiss their prior commitments.

			

			
			
			
					Try and come up with a simple theme which encapsulates your idea – something along the lines of Southwest’s focus on providing low-cost air travel. Your theme will become a rallying call everyone uses if you do a good job of this.

					Create a sense of urgency for your idea – perhaps by linking it to an external event. The American space program could never attract funding until the Soviet Union launched Sputnik. Sometimes other events can create an incredible window of opportunity you need to seize upon.

					Try and score some early small wins – and then broadcast them near and far. Use this to build momentum for change.

					Form as many key alliances as you can – so you broaden your base of believers. Look to tie in with whoever has the power to decide, the power to fund or the power to implement.

					Try and create your own snowball effect – where you keep increasing organizational support and commitment until the momentum to move forward becomes unstoppable. The more people you can get on the bandwagon, the more your opponents will come to be viewed as extremists.

					Retain your flexibility and keep on responding and adjusting your plans – rather than presenting an attitude of “I’ve been right from the beginning and everyone else was wrong”. For your idea and your own career to survive, you’ve got to stress that every corporate initiative which succeeds in the marketplace is a team win. Stay flexible to survive.

					Lock your idea in – through the use of budgets, job descriptions, incentives and other standard operating procedures. Once your new initiative becomes an integral part of other people’s careers, it will have the sustaining force required to grow and flourish.

					Secure the credit you do deserve though – so your own career doesn’t stall. Hit a good balance. Remind people you started the ball rolling at the same time as you stress keeping things moving forward is a joint effort.

			

			
			
			
					What is the five-minute summary of my idea?	What precisely is the problem?

	What are the direct causes of that problem?

	How does my idea answer the problem?

	How is my idea superior to all other alternatives?




					What role does the person I am meeting with potentially play in the decision-making process?

					What is my goal for this encounter?	Gather feedback on your idea so you can improve it.

	Gain access to another key decision maker.

	Persuade this person to back your efforts.

	Obtain authorization to use resources.

	Get hands-on help with implementation.




					Why will this person find me credible?

					What specific persuasion channels will this person most likely be tuned to?	What’s in it for them.

	How it will play to a larger audience.

	How this idea will strengthen relationships.

	How your idea will harness and respect authority.




					What persuasion style will be most appropriate?

					Is it likely my idea will conflict with any of this person’s beliefs?

					Is it possible my idea will conflict with this person’s interests in some way?

					What specific commitments can I ask for?	Access to someone they have a relationship with?

	Their endorsement?

	A decision to commit resources?




					How can I make this relationship stronger as a result of our meeting?
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