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Voiceover This is Business Reimagined. Rethink what's possible. Push the
boundaries. Break new ground.
My goal everyday is to make people feel, or think.
When I saw the internet, I knew that that was going to change
publishing forever. I just felt it.
By falling down a lot and having to keep getting up.
The work that we do, feeling good, but the marketing of the work
can actually feel good to us, and also to the people receiving it.
This is Business Reimagined with Danny Iny.
DANNY

Charles H. Green is the co-author of The Trusted Advisor, and one of
the world's leading authorities on trust in business. On today's show
Charlie and I go deep into a re-imagination of what it means to trust
and to be trust worthy in business, starting with the surprising path
that brought him to where he is today. You see, Charlie started out as
a self described long-haired philosophy major who made his way to
work in Washington after graduation, but that didn't quite work out
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the way he had planned either, and he was off looking for something
different.
CHARLES

I finally decided this just doesn't seem interesting and I'm not good
at it. I don't even know what it is. I ought to go and do something
different, and at the time business school seemed radically different.
Long-haired, intellectual philosophy majors were not going to
business school. In fact, George Bush was in the class right ahead of
me at Harvard.

DANNY

After a very successful stretch as a consultant, Charlie was at the
right place at the right time and landed a job supporting the
Columbia & Kellogg Executive Ed program for international
consulting firm, Deloitte & Touche.

CHARLES

The head of partner development at Deloitte said to me and my
buddy, "We've got twenty minutes free tomorrow. Can you guys
throw together something on the idea of a trusted advisor?" "We
said, "Sure, we'll throw together two axis, and make a couple of
graphs. Sure we'll think of something," and we did, and it was pretty
good. He said, "Next time make it an hour," and the next time, "Make
it a couple of hours," and after six or eight months we realized we
had enough material here that there was room for a book.

DANNY

Charlie learned pretty quickly that having enough material for a book
wasn't enough to get one published but that all changed when
Charlie and his partner connected with the already successful
business author, David Maister

CHARLES

David said, "I'll make you a deal. If you'll make me lead author I'll get
it published, guaranteed." I thought for a nano-second and said,
"Welcome lead author," and he picked up the phone and he called
Free Press Simon Schuster and said, "I've got my next book," and
that was that. Of the three of us, I'm the one that said, "Gee, this trust
stuff is kind of interesting. I wonder how far it can go."

DANNY

The book that they published was called The Trusted Advisor and it
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went on to become the Bible of big consulting firms. Charlie knew
that he had hit onto something special, and has made a career of
sharing his vision on trust with the rest of us. What's really
interesting is the way he views and defines trust because his
perspective is a lot smarter and more nuanced than most.
CHARLES

It's a symmetrical, bi-lateral relationship based on risk and
reciprocity. It means an in-trust relationship there's two parties.
There's one person who does the trusting and that person's the one
who's taking a risk. Then, the other person is the one who responds,
and they either respond in a trustworthy manor or they don't, they
flunk. If person A takes a risk, and person B proves up to the task,
and trustworthy, and they meet it, then the trust in relationship goes
up a notch, and what happens next is there's a lot of myths about
trust. Here is one of them. If you're trustworthy all the time people
will trust you. Actually no, if all you do is be trustworthy like the Boy
Scout stuff, and the other person always has to take the risk,
eventually they will figure out and say, "Wait a minute, something's
wrong here. I'm always taking the risk. How come you never do? You
know what? I don't think I trust you." That's the reciprocal part.
You've got to change roles, so you not only have to be trustworthy but
at some point you also have to do trusting.
One of the cabinet members under President Roosevelt famously
said the fastest way to make a man trustworthy is to trust him.
People do reciprocate. If you trust somebody the odds are they're
going to trust you back. We're, in that regard, we're no different than
animals. If you go up to a dog, and you act all afraid, and walk away
from it, that dog is a dog that'll bark at you, but if you go up and, "Hi
puppy how are you," and pat him on the head, and the tail wags, and
everything, he's happy. Well, we are not all that different, so it's two
sided. We constantly keep changing the sides, and one side is risk
taking, and the other side is trustworthiness.

DANNY

Okay, how is that different from the way most of the world sees it? If
you talk to most business people-
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CHARLES
DANNY
CHARLES
DANNY
CHARLES

Right
- and say do you think trust is important, they're not going toThey'll all say yes.
- say no.
No, they all say yes, and then you say things like, "Well, do you run a
trustworthy business," or "Is trust high in your business?" For
example, pick up any paper on any given day, you'll see something
that looks like trust in banking is down. Think about that. Does that
mean the banks have become less trustworthy or does it mean that
people have become less inclined to trust banks? Those are two very
different things. It usually is both. The question is how much of
which, and what do you do about it, because if you never get down to
saying, "Well which problem are we going to fix," you're never going
to do anything, so there's a lot of useless blathering on about oh the
state of trust is up, the state of trust is down. Well, what are you
going to do about it?
Really, generically there are only two answers. You either fix the
trustworthiness of the second party or you fix the risk assessment of
the first party. Take a parallel in the area of crime. Fear of crime has
been going up or steady for about twenty years. Meanwhile, crime
itself has actually dropped so there's a case where you have a serious
mismatch between perception and reality. You can keep fixing reality
all you want but the problem is in perceptions. On the other hand, I
think in business there's a legitimate, genuine problem of
trustworthiness in a great deal of business so we need to get practical
about what those solutions are at an industry level and at an
interpersonal level.

DANNY

Why do you think most businesses are so untrustworthy? Why do
you think that problem exists?

CHARLES

It exists, that's a great question by the way, it exists, I think, mainly
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because for the past fifty years or so, forty, fifty, sixty years,
something like that, we have morphed our view of what business is
and does, and I blame the business schools for this to some extent. I
blame the economists for this to some extent. Interestingly enough,
you can blame spreadsheets because the reigning orthodoxy around
business is the companies exist to maximize shareholder value.
You've heard this one before.
DANNY
CHARLES

Yeah, I can't stand it.
More subtly if you read any book on corporate strategy you'll run
across things like how do you develop sustainable, competitive
advantage. You'll run across things like Michael Porter's Model of
Five Competitive Forces. It's all about competitive strategy. We
assume that the adjective, it's implicit. It didn't used to be that way.
If you look at Peter Drucker, fifty years ago, he talked about strategy
as being how do you devise systems to fit the customer, but if you
look in any book, or read any magazine today, it's how do you beat
your customer. It's Apple versus Google. Literally, in Michael Porter's
model two of the five forces are the struggle with your customers and
the struggle with your suppliers.
Well, if you walk into business thinking that you're at battle with
your customers and your suppliers you're screwed, game over. That
is not a collaborative game. It's not a high trust game, and
consequently this sort of thinking has completely imbued business in
general. It's a very rare CEO, or manager, or leader whose first
instinct is to collaborate, whose first instinct is to tell the lawyers to
get out of the room, and let's sort things out on a trust basis. That's
why, because we have come to a way of thinking that is us versus
everybody else, and that somehow that's business.

DANNY

Which is surprising, you'd think it would be more of a natural human
instinct to ask lawyers to leave the room.

CHARLES

It is a natural human instinct. It really is. It's sort of a higher level
one but we've fed the bad part of our humanness over the past forty,
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fifty years. All the mental models have been built around this
abstract, structural, impersonal competition, and we haven't given
enough emphasis to the very natural, as you point out, human
instinct to trust others.
DANNY
CHARLES
DANNY

CHARLES
DANNY

CHARLES
DANNY

CHARLES
DANNY

Put in that context of historyYep.
It makes perfect sense because the people, and people have heard me
rant about this, especially in my personal life, but there is a very
negative cycle between business schools, and then consulting firms,
and then big business and largely big business in protected
industries.
Absolutely
The smartest grads from business schools go to work or the big fancy
consulting firms that makeThat's right.
- because they pay the most money, and they're making tons of
money doing consulting for big companies. They have to be big
companies with deep enough pockets to pay them.
That's correct.
The only companies who are going to pay that kind of money to have
a third party do the work, rather than just hire smart people
themselves, are companies with a lot of extra money to burn,
meaning that they've got- They're A, very inefficient, and B, they're
protected. They've got a protected competitive advantage, which
usually means a barrier to entry in the market like exclusive access to
resources.
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CHARLES
DANNY
CHARLES
DANNY

Yep.
High barriers to entry like a fleet of airplanes.
Yep.
In other words, it happens in winner takes all markets.

CHARLES

Well, exactly right. You're way more right than wrong. I won't
quibble around the details. You're basically right. That is how I see
the world as well.

DANNY

The crazy thing about that is that's relevant to the [Exzenters
00:09:43], and the Deloitte's, and the McKinseys, and all of those,
and their clients, which are the airlines, and the telecoms, and the
railroad companies, and banks, and insurance companies, and WalMart's, and so forth. It's not relevant to most businesses. The
majority of the economy is small business. All of our listeners are
small business, and we don't live in winner takes all markets.

CHARLES

You're right, we generally don't, and we certainly don't have to, and
yet, you read HBR Blogs, that's the same stuff, that's PCG, and that's
Bain, and that's Morgan Stanley, and Goldman Sachs, and yet, you
and I probably read HBR blogs, and all the business magazines.
They're putting out this same idea so it takes a little conscious effort
to keep yourself free of that kind of poisonous dogma.

DANNY

Mm-hmm (affirmative)

CHARLES

Even if you're in a business that doesn't necessarily, in and of itself,
support it.

DANNY

Absolutely, well, I mean our listeners have the good sense to read
Firepole Marketing instead of HBR.
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CHARLES

There you go, good.

DANNY

Let's talk about the transformation. You have, what is unfortunately,
a very radical idea about trust in the modern business world, and
through your books, through your keynotes, through your training,
through your consulting, you help them create a transformation in
the way they do business. Can you share a story of someone who
came to you, what they learned from you, what changes they made,
how that changed the way they do and experience business?

CHARLES

One just the other day, a person sitting in on one of our seminars, we
listed a bunch of things you can do and one of them was chat a little
bit more about your prospects and clients personally. Not
schmoozing just for the sake of getting to know them, but focus, pay
attention to them as human beings, as persons, and not just as
targets. One of the guys in that room told us in the next few days he'd
been to a client meeting with a bunch of lawyers, and then he went
back to the airport, and in the airport he ran into a couple of the
same lawyers.
He was chatting with one of them, a woman, and he decided, he said,
"Normally I'd pursue the business talk but I had this thing in my
head, do something personal," and he said, "You mentioned you have
a daughter. How old is your daughter?" They got to talking and she
said, "You know, I'm struggling with whether or not to send her to
this new school, and he said, "My daughter went to that school and
she thought it was great. It was the best thing she ever did." The
woman said, "Oh my God, really? Tell me more. Tell me more about
that," so they had a great chat about this school, and the woman later
emailed him and said, "You know, that made my week. I'm so
appreciative. That was just a wonderful thing, and I'm sure we'll talk
further." I'm sure they will too, there was an impression made, but
that's one tiny example.

DANNY

First of all, obviously it makes perfect sense.
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CHARLES
DANNY

CHARLES

Mm-hmm (affirmative)
People connect with people first. That's just common sense.
Exactly.
It also raises a question, and this is a question I used to get a lot. I
don't do this anymore. Now people on my team will answer a lot of
our intake emails, and they'll do it in much the same way.
Right.
It's not like an assistant in the Philippines. It's like they'reRight.
They're people who know our subject matter. They're completely
delegated and empowered to speak for me, but for a long time I
would answer every incoming email to Firepole Marketing.
Mm-hmm (affirmative)
People would say that that personal touch is great but it doesn't
scale. You talk a lot about personalization versus systematization.
Yep.
How does that play into this? Someone who's hearing this and
saying, "Well, yeah, that's great in theory. It's great if I've got to
shake hands and make sales, but what if I'm leading a sales team?
What if I'm the CEO of a company? What if I'm an entrepreneur?
Right.
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DANNY
CHARLES

How does this work at scale?
Yep, well, first of all it absolutely does work, and the objection that
you articulated that you hear from people, I hear the same thing. In
its basic form it's, "I don't have time to do that stuff. It would be nice
but I don't have time." The answer is, "Yes you do you fool. You're
chewing up way more time by trying to depersonalize in support of
what you think is scaling." In effect, all the people that I talk to in my
business they say things like, "Well, I'd like to take more time at the
beginning. I'd like to invest. I'd like to, but I haven't got time." Well,
what they do instead is they go talking about themselves. They go
focusing on content. They quickly rush through qualifying leads so
they don't waste any time on unqualified leads, which means people
that leave them, leave with a negative. At best, a flat, zero experience
and at worst a negative experience.
Contrast that with if at the very first meeting with somebody you
actually took the time to make an impression, to focus on them, to
treat them like real people. That pays off incredibly down the stream.
It increases the odds, first of all, that you'll get the sale. It increases
the efficiency of every single meeting thereafter, because you start
from a much higher point. It increases their likelihood of sharing
more information with you, being more candid with you, treating you
more deeply, more seriously. It literally pays off in terms of time,
many times over. One of them is that you end up dealing more with
people whom you've dealt with as a person. There's a higher
retention rate, to use that language, and when there's a higher
retention rate, sales go up, costs go down, and guess what, you
created time. You didn't lose it, you created it. It's quite the mistake
to think that personalizing things cost time. It's exactly the opposite.

DANNY

CHARLES

Charlie, I want to go back to something you said. You said something
to the effect of, "In pursuit of what you think is scaling," or what they
think is scaling.
Right.
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DANNY

Dig into that. What do you mean by that? What is the fallacy? What
is the disconnect? What is scaling really like? There was something
hidden there that I want us to dig into.

CHARLES

Well, I think what I meant by that was that usually when people talk
about scaling, they are implicitly thinking of approaches that
depersonalize things. Use an email instead of a phone call, or spend
time crafting words instead of relying on instincts, work to the larger
numbers, things that don't involve personal contact. The fact is you
can scale personal contact, for example, at an organizational level.
You scale by working off of principles instead of procedures. An
awful lot of organizations that I work with, I'm talking largely big
ones but not just big ones, figure the way to get larger is to develop
rules and procedures, methods, and therefore you train people in this
is how we do it, and you get metrics to track how well it's being done,
and you evaluate people on how well they're executing all these
complicated procedures. Well, you can keep things scaled and a lot
more personal if you work off of principles instead of procedures. Gel
down a few key things that you want everybody to do.
Like you just said a moment ago, the folks that you have in your
office are now at the point where they say what you would say. They
act on your behalf, and I'm sure they do it almost as well as you and
you have great confidence it it. You don't try to step in and correct
them, unlike an automated system, distant, you mentioned like in the
Philippines or something. Not that there's anything wrong with the
Philippines but that's an example of most people thing we've got to
scale. We've got to automate the system. We've got to reduce the
amount of time that we spend on things like customer service in
order to support [broader roll-outs 00:17:32] No, if you spend time
talking to people, saying this is how we treat customers in principle.
You look at the really successful retailers, the Nordstrom's, the L.L.
Bean's, that's what they do. They have very rules but they make sure
that everybody knows how to translate those rules on the spot in the
moment. That's really scaling in a far more effective way because it
can translate into humanness instead of executing on a process.

DANNY

Let's talk about how to actually do that because I agree with you in
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principle, I agree with you even in practice, and at the same time real
life can be tricky. You walk around anywhere and you're going to see
kind of signs about what is and isn't allowed. Whenever you've got
one that's really out thereCHARLES
DANNY

CHARLES

Yeah.
You know it started with some idiot. You go into a restaurant and you
see a sign, "No Skateboarding Inside," you know it's because some
idiot tried to ride their skateboard around and wrecked a table.
Exactly.

DANNY

Now there's a rule for everyone because of that one guy. How do you
avoid, how do you make sure the one idiot doesn't spoil it for
everyone?

CHARLES

Well, you don't let it spoil it. In that lovely example, it sounds like
that's a real example, you ran into that somewhere, the critical
person, in that case, is the manager of that restaurant. If you have
somebody skateboarding in the restaurant, and that happens, and it
ends however it ends, dishes fly, persons kicked out, whatever, you
have a chat with your waitstaff, and you say, "Guys, can we all agree
this should never happen again?" They may nod their heads, and you
have a little chat about how bad that is, and somebody says, "Well,
what if somebody brings one, do we check them at the door?"
I think the answer in general is, "I don't know guys. You're going to
have to deal with the situation as it arises. If some kid comes in
geared up, ready to skateboard, you can tell, and you just have a
conversation with them. You decide. You make the decision. I don't
want to put up signs that forbid everything because next week
somebody will come in with a basketball and they're going to want to
shoot hoops off the back wall, and then we've got to put up a sign for,
No Shooting Hoops in the Room." It's endless. Once you get in the
business of forbidding particular things it is absolutely bottomless, so
what you do is you educate people and you say, "Don't be stupid.
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Help me run a sensible business here."
DANNY
CHARLES
DANNY

I like that. There are broader societal implications, right?
Oh, yeah.
Most of our criminal justice system, most of the laws, they're not
about- Most of us shouldn't bump up against the limits of those laws
in our regular life. They're really all built for the exceptions.

CHARLES

Yeah, that's true. Good point.

DANNY

Anyway, interesting tangent.

CHARLES

Yeah, and the legal agreements for example, I've watched them
morph in recent years. They're loaded with ways to protect the
contractor.

DANNY

How do you make it so you are going to have a trusting human
relationship with someone-

CHARLES

Yeah.

DANNY

- that you work with if they've brought their lawyer up to the table?
You can leave your lawyer at home but other people, you know you
can't control what everybody else does.

CHARLES

Sure, that right there is a brilliant observation. You can't control
what other people do. I think the- Let me answer your question a
little bit broadly. There are three conceptual models that I've
developed over the years, which, if you use them end, up answering
almost all situations. One of them is simply a model for
trustworthiness called The Trust Equation, which is kind of the
virtues, credible, reliable, intimate, and low self-oriented. Another
one is a model for creating trust in conversations, and the big takeaway from that model is listen, listen, listen to the other person.
Subscribe via iTunes

Subscribe via RSS

And if you're loving the podcast and you've got a moment to spare, we'd *really”
appreciate a short review and 5-star rating on iTunes (if you think we deserve it).
(if you think we deserve it).

Episo de 4

Listen, not so that you hear what they're saying, listen to the point
that they feel heard. Everything starts with them feeling heard by
you. If they feel heard, then they will start listening to you. It is a very
powerful principle of reciprocity at work.
The third model is a set of four principles which I've found deal with
almost every situation, like that one, and those principles are going
to sound like apple pie and motherhood, but they are, number one,
client focus for the sake of the client, not for your sake. Number two,
collaboration, never view yourself as an enemy of your client or
customer. Number three, work the long term, work the relationship,
not the short term, not the transaction. If you ever find yourself
thinking transactionally, think again. You need to lengthen the time
frame and the perspective. The fourth one, defaulted transparency,
unless it's illegal or hurtful, say it, put it out there, get it out there.
If someone were to come to a meeting with a lawyer, I'd raise it right
away. I'd say, "Gee, lovely to meet you. Congratulations! At the risk
of being offensive without meaning to, why do we need you here?
Laugh, Laugh, and let's have an honest discussion. What is the role of
a lawyer here? Help me understand why you feel you need this.
Here's all that I need," and we'd see. As you said you can't control
other people. Ultimately, if they want to have all kinds of restrictive
agreements I have a choice. I can either walk, or I can agree to it, and
I, fortunately, I'm not at risk for any particular agreement. I can
afford to walk on occasion, and I try and emphasize in the
conversation, we're in this together. This is for mutual benefit. This
shouldn't be a win-lose situation. Help me understand your needs.
Help me know where you're coming from, why this is important to
you. That's the first principle, and start acting like this is a long term
thing. You begin to work those kinds of principles in a conversation
and you come out wherever you come out.
DANNY

Charlie, I want us to zoom in on one of the elements from these two
kind of frameworks and models you just shared because everything
you said, it just makes sense, it's straightforward, it's easy.
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CHARLES
DANNY

CHARLES
DANNY
CHARLES
DANNY

CHARLES

Yeah.
One of those things, I can see people raising their hands saying,
"Yeah, that's great in theory but then reality hits."
Yep.
That's the long term focus.
Ah, right.
Yes long term focus is great, and it's a smarter way to build
sustainable success, and so forth, but there are times when you've got
to get past, you've got to get through the short term first, right? Like
when you're in a situation where, "If I don't close this deal, I'm not
paying rent."
Right.

DANNY

That's a tricky situation to be in. What do you say to someone who's
in that spot?

CHARLES

Well, first of all it's rarely that extreme. It does happen, you're right,
if I need to force a sale through or lose my rent, I get that. Sometimes
you've got to pay the rent but usually that issue gets phrased from a
much more comfortable place, "You don't understand, I don't get a
bonus this year unless I really move things every quarter." Or, "My
boss is not going to like me." Or, "They're going to yell at me," to
which I generally say to people, "You've got a decision here. First of
all, let's understand the math. If you behave month, to month, to
month, to month, if you always try to maximize the short term, let's
say, in terms of a month for selling, very quickly your customers and
clients are going to recognize they're simply a money machine in
your ideas. You'll change your tune. This month, last month, when it
gets to be the 29th of the month and you come around, they know
why you're coming around, and it's not for their good, it's for you to
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click your cash register, so after four, five, six, seven months, all of
your customers have figured out that you are bottom-line focused for
you, and you're not going to develop very good customer
relationships."
Furthermore, if you change your strategy, if you materially change
your approach every month, I would suggest it doesn't take very
many months at all before you have a sub-optimal strategy. If you're
able to execute on a single coherent strategy over just six months, it
beats the heck out of changing a strategy every single month. Most of
these short term arguments end up being based on misconception
that only the short term exists. The fact is if you string together a
bunch of short term behaviors it very quickly gets sub-optimal. My
question is, "How long do you intend to be in this job? How log do
you intend to be in this career? How long do you intend to have a
reputation among your customers?"
Now, if you're three months from retirement and you're never going
to see these people again, and you frankly don't care about your
reputation, then go ahead, burn them, but if you're going to be
hanging around dealing with the same people, if you care about your
reputation on LinkedIn, and the kinds of marks that you get, and so
forth, start operating long term. Start operating in the long term
good of your customers, and if you do that, by the way, then you earn
the right to ask them to operate in the long term good for you, and it
actually begins to play out. That's how I'd answer that. If it comes
down to pay the rent, I get it, but it rarely does.
DANNY

That was Charles H. Green sharing his insights about the role and
development of trust in business, and painting a picture that is at the
same time idealistic and highly practical because at the end of the
day, there are only two factors of play when it comes to trust. You're
trustworthiness and the inclination of others to trust you. Where will
you focus your efforts to improve your trust equation? Think about it,
and while you do, check out Charlie's amazing book, The Trusted
Advisor, and follow his work at Trustedadvisor.com.
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Voiceover We hope you're enjoying our new podcast. You can help us reach
more people so take a moment to subscribe and leave a review, and
we'll mention a new reviewer every week.
DANNY

Today's review comes from RockHavenW who said, "I've been
following Danny since 2012. I was in his tribe as one of his first big
articles was trending on Forbes. Danny continues to put out excellent
content. He listens to what people want and does his best to meet
real-world needs. I've loving the new podcasts."
Well thank you RockHavenW, that really means a lot, especially
because you've been with us for such a long time. You've kind of seen
us go from much more modest beginnings to where we are today,
and I'm really excited to have you as part of our community, and part
of the force that's driving us forward to create new and better things
every day. Thank you, and I hope you'll enjoy next week's podcast
even more.

Voiceover This has been Business Reimagined with Danny Iny. Join us next
time as we talk with Ryan LeVick.
RYAN LEVICK

Really, that is where most innovation comes from today, is taking
something that's working in one corner of the world and applying
that thing, that already exists, in a unique way in another corner of
the world.

Voiceover Learn more about us at Firepolemarketing.com
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