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CHAPTER 8

IT'S ALL ABOUT RELATIONSHIPS

True influence is the everyday commerce of leadership. Once
you get out of the transactional loop, you are free to enjoy
the relationships of life that come with influence. Relationships
then becomes the norm, not the exception.

Is there such a thing as a perfect relationship? “No,” you may
argue, “nothing can be perfect.” While I agree with you, I will
tell you that I believe it is possible to form strong bonds even in a
world of greed, power, and corruption. These powerful relation-
ships exist in business and in communities. How does this occur?

Once you free yourself by letting go of your own wants and
needs and focusing on serving others, your vantage point changes.
You will be free to serve and give without fear of losing. You will
see other people’s needs as joyful opportunities for service. It is
possible to have empowering relationships in all aspects of life.

The influence model is a tool that can be used to help leaders
move from mediocrity to a life of lasting impact. The model is
built, established, and run on trust.
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Influence requires commitment. This is precisely why most
people do not have much impact: it costs something. In fact, every
influential person in my life has sacrificed either time, energy, or
effort to influence me.

Leaders do not fully control their influence. Yet living a life of
impact means that influence is possible all of the time.

Learning Influence

Many men I've worked with have broken free of self-preservation
and reached out—only to realize that they are fearful of the power
their influence might have on others. It’s such a foreign concept to
them after years of focusing only on their own wants and needs.
True influence means that you are willing to risk reaching out and
giving of yourself, whether it’s your time, your energy, or your
money.

I once belonged to a group of middle-aged and senior CEOs
who were tutored by a master influencer, entrepreneur Regi Camp-
bell. His classes were designed to help us become better mentors
at work, at home, and in life. Regi walked the walk. He gave freely
of himself and his possessions. Each month he provided us with
books, resources, and food during our sessions, all paid for out of
his own pocket. Twice during our year of training, Regi hosted
retreats, including one all-expenses-paid feast at his beach house
on Pawleys Island, South Carolina.

Regi has been hosting groups like this several times a year for
over a decade. What would possess him to give of himself so freely?
I believe it is because he has learned what you and I need to learn:

Where you invest your influence, you invest your life.
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Where you invest your influence, you invest your life.

My hope is that the influence model will help you think
through the process of impacting others and help you change
whatever you need to change about yourself so that you can be as
free as Regi Campbell. Then return the favor to others to spread
the influence.

We all need to earn a living so we can support ourselves and
our dependents. Our businesses need money to survive. Yet think
past the transaction for a moment. What would happen if you went
above and beyond making money to impact the lives of your em-
ployees, customers, and vendors?

I have rarely met a successful entrepreneur who leaves money
on the table. The vast majority of successful entrepreneurs I meet
do routinely leave influence on the table, though, and lots of it.
The current standard of leadership is focused on making money—
a transactional frame of reference. Most of our education, training,
and leadership principles are based on becoming better transaction
experts, not influencers. This is not good enough for you. You need
more. You want more.

The current method for training influence is to “fake it until
you make it.” I was first taught this in a sales school in my early
twenties. The concept is to try to establish commonality. The at-
titude here is that half the world doesn’t have good character and
the other half doesn’t know what it is doing. If you, as a leader,
they say, can put both of these together, then you have positioned
yourself for great success. We were trained to show that we were
trustworthy and smart by giving people what they needed so that
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they would give us money or a commitment. Then we'd rush back
to ring the bell and celebrate the transaction.

The problem with this philosophy is that it corrupts our young-
est leaders into believing that sealing the deal is all that matters
and that they should do whatever it takes to make it happen. One
of the most successful reality shows, The Apprentice, teaches young
leaders to do just that—do whatever you need to do to get a trans-
action, no matter the consequences. In the end, the best manipula-
tor wins the prize. The show highlights lavish lifestyles and high-
end perks as a lure to a style of influence that is self-serving and
dominating.

A friend of mine encountered this in the real world when he
visited a small used car lot to check out a sporty vehicle. The sales-
man who approached him struck up a conversation in which he
mentioned that he’d once worked at a big dealership down the road.
My friend noted that this particular dealership had a reputation for
adding overpriced extra features like pinstriping and “upholstery
sealant” to its new cars, while overcharging for mechanical repairs.

“Well, you may call that ‘gouging, but I call it ‘doing business,”
the salesman said.

Needless to say, my friend looked elsewhere for his car.

This must stop. There is a different way . . . a new style of leader
who is more benevolent and positive in influence. It is found on
the other side of self-preservation. This leader’s focus is on build-
ing mutually beneficial relationships by giving freely of God-given
gifts. The real opportunity comes within the relationships that
offer more than you would ever reap from an ordinary transaction.

It is a learned skill to give without seeking anything in return.
Yet the rewards for giving so freely are valid and real. The big-
gest reward of all is true influence. What honor and significance
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there is when you know that you are impacting someone and
bringing out his or her best!

Action No. 5: Pursue Relationship Before Opportunity
True influence is about establishing authentic relationships that far
exceed any financial or personal opportunity. To do so is not easy
because our self-preserving instincts often seem to get in the way.
Consider how you approach business meetings. Do you think:

* What can I gain from these people?
* What s it that I want from them?

* How can I help them grow?

® What are they trying to accomplish?

I have found the first to be a primary question for most in busi-
ness. It was certainly mine for most of my career. Mind you, I have
always strived to be a person of character. However, my ambition
and drive were so strong that while I was concerned about what
others wanted, their needs were usually not my top priority.

There is a better way. To pursue a relationship for the other per-
son’s benefit, without focusing on your own needs, is an amazing way
to work and live. Realize that I am a big fan of opportunity, but I be-
lieve opportunities come more readily to those who put others first.

Opportunities come more readily to those who put others first.

Relationships are the keys to opportunities because opportu-

nity is a natural extension of goodwill. It is a paradox: when you
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pour yourself into serving others for their benefit, you gain good-
will that yields the fruits of opportunity.

Building relationships before seeking rewards has become a
mantra of our company, and GiIAN'T sales teams have been trained
to think this way. In 2007 we bought a very transactional-minded
company. It was a good company, but the premise seemed to be
selling tickets to events and selling books to those in attendance. 1
have nothing against that being a part of the business plan. How-
ever, I simply wanted to first seek true influence by building rela-
tionships rather than focusing on transactions.

Why? In business, transactions are fleeting, whereas relationships
can last a lifetime. When you focus on relationships rather than deals,
you have an opportunity to accomplish more over a longer period. In
a transaction, you take away whatever someone pays, and that’s the
extent of your interaction. Relationships are gifts that keep on giving.

“Relationship before opportunity” is about giving before re-
ceiving, planting before harvesting, and serving before asking.
The most important aspect of relationship building is to see that
the other person’s needs are met first. This has become the pri-
mary strategy of our business:

1. Relationship before opportunity.
2. In the opportunity, serve the relationship

American business leaders generally aren’t naturals when it
comes to focusing on relationships first. They are trained to seek
short-term rewards instead of long-term relationships. Our rela-
tionships, therefore, become short and shallow. To truly be effective
as a leader of lasting impact in our culture, it is imperative that you
build deep, rich relationships in your professional and personal lives.
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| LIKE THE CONCEPT “RELATIONSHIP BEFORE OPPORTUNITY,” BUT
WHAT IF | AM NOT VERY GOOD AT IT AND ALSO HAVE EXTREME
PRESSURE TO MAKE THINGS HAPPEN? WHAT DO | DO THEN?

First you need to understand that | am not asking you to become best
friends with everyone you meet. On the contrary, | am asking you to
work to become invested in those you lead. To be invested in someone
and to put her best interests before your own creates the possibility of
a mutually beneficial relationship. Here is one of my favorite quotes
from Truett Cathy, the founder of the fast-food chain Chick-fil-A: “If you
help people get what they want, they will help you get what you want.”
Focus on serving others first, and strong relationships will follow.

Tasks Versus Relationships
My business is built upon the heartening fact that so many lead-

ers truly desire to improve their leadership and influence. So what
holds them back? What is holding you back? Are you afraid of

”3

being seen as “soft”? Do you think that building relationships is a
waste of time, when so much needs to be accomplished?

I find that some of our clients confuse the essential act of build-
ing relationships with the less essential practice of socializing at
work. Relationships within your job can allow you to complete
your work goals while also serving as a positive influence. This isn’t
about adding to your social calendar. It’s about building mutual
trust with your team members.

Too often, the day-to-day pressures of leadership can lead some
to fall into the default mode of command-and-control-style leader-
ship. It makes sense, when you think about it. People simply don’t
have the time to empower others when the pressure to perform is

intense. Often they fear losing power if they don’t wield it decisively.
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In those situations, tasks often become more important than
relationships. This is especially true for those who tend to be in-
troverted. Extroverts are more naturally inclined to nurture rela-
tionships. The fact remains that to exercise true and lasting influ-
ence, you must empower rather than overpower your team.

Sharpening the axe may take time away from chopping, but the
sharper blade allows you to make up for it once you return to the
task, right? Many busy executives have difficulty taking the time
to sharpen their leadership styles. The natural inclination is to
keep your nose to the grindstone instead of the axe.

Yet there is no doubt that if a leader takes the time to empower
others, he will make his job all the easier over the long term. Em-
powered teams increase their organization’s efficiency and work
capacity because the capacity and capabilities of those within the
organization are themselves increased. Teams with strong and
trusting relationships generally produce at higher levels, and their
members don’t experience the same rates of burnout that less co-
hesive teams experience.

You may ask, “How do I handle the pressure of authority when
I have to hit numbers or quotas and manage people?”

Everyone must learn how to lead, but first you must choose
what type of person, leader, and coworker you want to be. Do you
remember the first time that you were handed authority over an-
other person? What did it feel like? How did your attitude change?

The balance between managing tasks and managing people
is difficult, especially if you tend to lean one way over the other.
Choose to liberate and empower your people, and I believe that
you will begin to see positive results both in terms of progress on
tasks and people management.
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Empowerment takes time, but it works. Listening to your em-
ployees or staff is more time consuming than dictating to them,
especially when the pressure is on. It is not natural to serve when
you are striving to achieve. Some leaders find it easier to do things
themselves rather than train others to accomplish the job. Great
leaders, though, learn how to achieve while listening, relating, and
serving. They understand influence and the importance of empow-
ering others. They relinquish certain responsibilities to empower
others to achieve more than they could have done for themselves.

The best leaders regularly self-assess by asking themselves hard
questions and answering them honestly. Then the great leaders
take thoughtful action. They continuously strive for perfection
even while acknowledging that it may be unattainable.

By asking yourself whether you are empowering or overpow-
ering, you open the door to honest self-examination and self-
correction. You can choose to be one or the other, yet each style
has ramifications. Choose the fruitful life of an influencer and

invest in relationships.

The Deeper Relationship
In some cultures, relationships are more like gold than they are
in the United States. The concept is unusual for Americans but
worth considering. To form a deep relationship is to pledge a bond.
Symbols of this include kids becoming “blood brothers,” business
partnerships, and even the ultimate partnership: marriage.

To develop a bond is serious business. The US Army pledges to
“leave no man behind.” That is a covenant requiring great commit-
ment. My favorite movie, We Were Soldiers, highlights the special
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bond between Lieutenant Colonel Hal Moore and his men early
in the Vietnam War. Before they head off to battle the Vietcong
in the la Drang Valley, Moore, played by Mel Gibson, delivers the
following inspirational speech:

We’re moving into the valley of the shadow of death,
where you will watch the back of the man next to you, as
he will watch yours. Let us understand the situation: we’re
going into battle against a tough and determined enemy. I
can’t promise you that I will bring you all home alive, but
this I swear: when we go into battle, I will be the first one
to set foot on the field, and I will be the last to step off. And
I will leave no one behind. Dead or alive, we will all come
home together. So help me, God.

Moore leads his men to victory after they are ambushed and
seem to be in a hopeless situation. Each man follows the leader.
This movie is so endearing to me because it explores the feelings
of a man committed to his men. Throughout the film, Moore re-
mains true to his covenant with his soldiers amid the chaos and
horror of a battlefield.

Why is it so hard to commit to others in business or relation-
ships? What are we really afraid of? Again, I think it’s a matter of
self-preservation for many people. Some fear that they don’t have
the resources, the tools, or the time to maintain a committed rela-
tionship. You might try asking yourself these questions before you
make a decision to commit:

1. Influence Up—Am I willing to commit to the relationships

with my board or mentors in my life?
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2. Influence Across—Do my partners see my commitment levels
to them? Am I “all in”?

3. Influence Down—Does my assistant know that I would do
anything for her and her family? Would my employees and
team members?

Forget Contracts

When a bond is in place in partnerships, with employees and
within marriage, contracts are irrelevant. Those who put relation-
ships before opportunities are trusting. Relationship-first means
that you are more committed to the other person than any con-
tract could bind you. You are willing to serve him or her above and
beyond all else.

When you seek opportunity first, then contracts become the
ultimate goal for sealing the deal. Every negotiation point and
every conversation is intended to result in a signed contract. This
is how most of the transactional world operates today.

What would it be like if you didn’t have a contract, because
relationships are more important? In my business dealings, we’ve
found that deep relationships lead to such strong bonds that con-
tracts become less important. While our business team signs
agreements and contracts to set agreed-upon terms, we focus so
much on the relationship that the contract process is no longer as
significant.

The ultimate example of the poor intent of contracts comes
from prenuptial marriage agreements. What signal does this send?
What is the foundation of these relationships? Trust?

Prenup agreements are a reflection of self-centered individu-
als who enter into relationships only if they feel protected. It’s
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not about giving of themselves. It’s about guarding their interests
first. This type of contract is not based on a covenant of trust. It’s
more of a self-preservation tool that indicates a deep and abiding
lack of trust.

The Reason We Don’t Commit

Apparently, committing to anything other than self-preservation
is a challenge in our self-centered culture. Yet my own business
has thrived since we've committed to “relationships first” as our
philosophy. I find that ironic because many in business believe that
the only way to attract opportunities is through aggressive trans-
actional methods.

As a dedicated entrepreneur, I love opportunities. Most entre-
preneurs are adept at finding opportunities where others see only
problems or nothing at all. Our typical opportunities may be a new
business, a potential new hire, or a strategic connection. Those
with a transactional approach to business are often so hungry for
opportunities that they pounce on them like predators. These
overeager opportunity seekers stalk them with glazed eyes. Un-
fortunately, they often lose out on opportunities because they are
self-preservationists who stress their own interests above all else.

I experienced this when dealing with an overly aggressive en-
trepreneur named Rick. He was constantly checking his traps for
opportunities, and he made no apologies for it. His behavior was
so over the top that others in our circles joked about his predatory
ways. He was trapped in a vicious circle: the more he struggled in
business, the more aggressively he pushed everyone he knew to
create opportunities for him. Yet the harder he pushed, the more
people resented his pushy communication style.
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I tried to help him, advising him to ease up and build relation-
ships before seeking opportunities, but he didn’t get it.

“I'm not in it for the relationships. I already have all of those I
need,” he said. “I don’t have time to commit to anything else.”

Case closed.

Opportunities are more accessible when trusting relationships
exist. Rick’s disregard for relationships and his aggressive efforts to
drum up business no doubt cost him opportunities.

Why Relationships First Is a Valid Approach

When you seek to build a relationship before mining for oppor-
tunities, you establish yourself as more genuine and trustworthy.
Conversely, when someone senses that you are forever looking to
cut a favorable deal rather than establish a lasting business or per-
sonal relationship, she may put up her own defenses.

One of our GIANT sales leaders, Jason, had to break away from
the transactional approach to business when he first joined our
team. He'd developed strong self-preservation instincts earlier in
his career, and they were holding back a guy of great character and
competence. He took my challenge to break through. Jason found
that he still hits his sales number each month, but by investing in
relationships first, he is experiencing long-term success as well as
short term. It took a while for him to make the full transition, but
he is reaping the rewards.

In fact, Jason has built such strong relationships that he is now a
trusted confidant to many corporate leaders, who consult with him
on how they can teach their team members what Jason learned. He
often provides his clients with far more than the typical salesman
offers, but he’s found that the more he gives away, the more he sells!
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There are many benefits to putting relationships first. Perhaps
the greatest is the true and lasting friendships that you build along
with your business relationships. For example, at GIANT, we have
an annual client appreciation day. It is supposed to honor those we
serve, but many of Jason’s clients honored him instead. One client
after another came up to me with comments such as, “I need to tell
you about Jason. He is amazing!” This is the type of business ap-
proach everyone should have!

Jason serves his clients, and the bonds he forms with them create
far more opportunities than he could ever manufacture by aggres-
sively seeking transactions. When you build relationships first, the
rewards extend beyond business and exceed all expectations.

Even when the opportunity does become available (which it in-
variably does), it is important to maintain the focus on the relation-
ship. I consistently remind our team to serve the relationship first
and foremost. It is the relationship that is most valuable—both to
the organization and to the individuals they serve. When you seek
the best for others and opportunities come, then it is imperative to
continue to serve their best interests.

Jordan Zimmerman is the founder of Zimmerman advertising,
which competes head to head with major New York advertising
firms from its base in sunny Fort Lauderdale, Florida. His firm,
the largest in South Florida and one of the largest in the nation,
has landed huge clients such as Nissan USA, AutoNation, Dell,
Party City, CARFAX, and Papa John’s by relentlessly serving cli-
ents’ needs first.

One of Zimmerman’s methods for doing this is to send his own
employees to work for the companies of prospective clients so that
they learn the business from the inside out. The goal is to under-
stand each client’s business as well or better than the client himself,
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and then to serve those needs. This is not a benevolent policy; it’s
proven to be a very smart and profitable approach because of the
mutual trust that is established and the long-term relationships
that are built.

If you are leading an organization or responsible for serving cli-
ents in any way, here are some practical examples of how to pursue
relationship before opportunity:

* Know their names and personal details so that you can keep
the conversation genuine.

* Seek to know the personal side before the business side.

* Customers want pain to go away. Learn about their needs so
that you can serve them.

* Help them with their issues. Add value by solving problems
and maintaining relevance.

* Be available. Being there whenever your client needs you is an
invaluable service.

Relationships are a competitive advantage, but only if you are
honest about your motives and pure in your intent. In no way am [
legitimizing forming relationships for the goal of growing a busi-
ness. [ am simply making the case here that deep relationships fre-
quently lead to great opportunities that benefit everyone.

The change to a relational approach from a transactional ap-
proach can be difficult, but most people find that once they adjust,
every aspect of their lives benefits. When change in a leader occurs,
change in his or her world begins. Some leaders need to be awak-
ened, while others simply need encouragement or tools to make
the change effectively.

Each action we've discussed is an opportunity to expand your
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