
 

 

 

 

First, we have to decide what type of sales we are going to talk about today. There are actually 

two different topics under the same name. One is the external sales. Professional sales people are 

selling products and services of our organization to the external world. That’s what we usually 

refer to as sales. But is it the only thing? No. There is another sale. 

 

 

 

 

The internal sale, done by managers. Managers are selling, they are selling targets, decisions and 

changes internally.  

 

 

 

 

 

 

Which type of sale is more difficult? (Voice from the auditorium): Internal sales.  

Well, that depends on what you are. If you are a professional salesman, they will say: ‘To sell to 

the clients is more difficult. They don’t have much time. They usually have only one shot’. 

The person doesn’t have much time for you, not much patience. Well, if you are a manager 

inside the company and you try to sell internally, you know how difficult it is. 

 

Which one are we going to deal with first? Well, my inclination is: let’s start with the second 

one. Because of the two reasons: most of you are not professional sales people, but almost all of 

you have tried to sell some change inside your organization, and it wasn’t so easy. The second 

reason is that if we succeed to correct the problem of how to sell targets, decisions and changes, 

we’ll find out that if the solution is good, it is a generic solution, and one of its ramifications, one 

of its derivatives we’ll need to sell externally, and that’s what I am going to show you. So, the 

first part of this program I want to devote to selling internally. Let’s make it a little more 

personal. Let’s assume that you are bothered by a whole lot of undesirable effects inside your 

organization, and you are thinking what to do, and you really put your mind into it. One morning 

you wake, and the light bulb is there. You know exactly what to do, but you are a little bit 

frustrated about yourself, of why did it take you so long. It is so obvious, it is so simple. And 

that’s what you have to do. You come to work and you gather your people or your peers, and you 

show them the beautiful solution. It is so beautiful, and they immediately embrace it with open 

arms. Well, but not exactly. What is their usual reaction? Negative. It looks like they start to tell 

you why we are different, why it won’t work here. You start to get the impression that you are 

really crushing into the wall of the total resistance to change. They start to come out with 
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excuses, which sound to you like pitiful excuses, like why it can’t be done, why we shouldn’t 

change. And as time goes by, you start to become fed up. You are totally convinced that you are 

dealing here with too conservative people. The only thing that guides their ways is how not to 

rock the boat. And, as the time goes by, we will still try to push for your change. They start to 

put a sticker on your head ‘Fanatic’. If you are in the position of power, like the sticker 

‘Dangerous fanatic’. How many of you have seen it? I believe that this is so common that every 

one of us have faced it more than once. Resistance to change. Huge problem, right. Well, what I 

am trying to prove to you is something amazing. I claim that the biggest power for improving 

our companies is resistance to change. But it is not negative. It is very positive. 
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Now you think that I’ve lost my marbles, that I am totally crazy. Now what you have to realize is 

that we are using two words that are exchangeable, when we don’t mean that they are 

exchangeable. Change and improvement. Yes, every improvement is a change. Is every change 

an improvement? Oh. no. And when you look back on your organization, they hide inside. The 

last thing is there, were too many initiatives to improve. In the right side, how many of them 

really improve by the performance of the company? All of them? Half? Probably, less than half.  

Well, do you think that people are idiots that people don’t learn from their experience? Of 

course, they do. So, when somebody is coming with the suggestion on how to really change the 

things around, and he promises that they will improve things dramatically, people with the 

experience know, you better check it. Amazingly enough it turns out that the way that when 

people are checking suggestions for improvement, it is very systematic, even when we are not 

aware of it, we are checking suggestions very systematically. By the way, we check the one that 

comes with the idea, that’s exactly what we call resistance to change. In order to prove it, let’s 

imagine that we are dealing with ideal situation. Imagine that when you come with your bright 

idea, your peers and your people are the most open-minded people that exist in the world. More 

than lovely bunch of people. They are all very experienced. They are all very bright, and they are 

all eager to improve. Imagine that situation now. Nevertheless, let’s see what must be the 

reaction of such an ideal group. Let’s face it. These people, if they are smart, experienced and 

eager to improve, they are not waiting for you to come with your bright idea. They have all tried 

it before. Really tried it. And if you are not happy with the rate of improvement, why is it? It 

must be that they’ve reached the point where they think, quite convinced that any jump in 

performance, any significant improvement is blocked by something, which is out of their control, 

because if it would have been under their control, they would have taken this initiative and have 

done it. So, what is the most logical reaction of such a fantastic group of people to your 

suggestion? They have to look at your suggestion based on their experience, and remember they 

are not waiting just for you to improve. Based on their experience, they have to tell you their 

opinion about it. And what is their opinion? Their opinion is that it cannot probably be done, 

because they are different. Their opinion is that what you are suggesting - they have probably 

thought about it before, and now they will try to show you, why they are different - why it cannot 

be done. What is your reaction? Ah, they resist to change. Even this ideal group. So, the mere 

fact that somebody is telling you: ‘We are different”, doesn’t mean that they resist improvement, 

not at all, as a matter of fact, when we really look when people say that we are different, you’ll 

find out that if you are just continue to listen, they’ll immediately attack back, you’ll find out that 

what they are telling you is that the solution that you are suggesting, is addressing the problem 



that is not their problem. It is not the problem that they are bothered with. In other words, the 

first layer of resistance. The first thing that you have to overcome is the logical claim that you 

are not addressing the real problem. So, if you want to convince anybody about your idea that 

must be, the first thing to convince, the first thing to get consensus is on the problem that you 

should solve. You must get a consensus on the problem.  

 

“Our situation is different”. 

Not-Invented Here Syndrome. 
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Because the first layer of resistance is we don’t agree with you on the problem at all. Go back to 

your experience, you’ll see that’s the case. Almost always, well, what’s the chance of solving, of 

removing this layer of resistance when we start to describe your solution. Do you think that by 

describing your solution you can overcome the first layer of resistance? Then convince people 

that this problem is really a problem. If you think about this for a second, it can’t be because if 

you are using your solution in order to get the consensus that that’s really the problem, what you 

are actually doing is insulting everybody that you are talking to, because what you are telling 

them is: “Listen, it must be that that’s the problem, because I have a solution for it.” Do you 

think this is reasonable? Which means if you really want to get a consensus on your idea, and if 

really the first step is to get a consensus on the problem, it means immediately you cannot start 

by showing your solution. Starting to show the solution is just insulting people. You must start 

by somehow convincing people that this particular thing is the problem. Is it easy to achieve? Is 

it easy to get a consensus on what is the problem? In our organization, or let’s be more modest, 

what is the problem in this department, or on this topic? Well, let’s look at it schematically, and 

it is obvious that we are hitting here a huge problem. Because, listen, in every section, in every 

topic there is more than one undesirable effect. That’s usually the case. People are used to call 

the undesirable effects problems. Now look, suppose that we are talking to the foreman (1), he is 

bothered  by one undesirable effect. At the same time, the person in charge of Human Resources 

(2) is bothered by a different undesirable effect. The financial person (3) is bothered by 

something totally different, and the sales person is bothered by something else. 
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What is the chance of getting a consensus on the problem? Did you ever try to write a list of the 

undesirable effects and even to prioritize them with a group of people? It is impossible to reach a 

consensus on what is the 1
st
, what is the 2

nd
. Unless we are using the conventional technique of 

2x4. How can you overcome the first layer of resistance to change, which is what is the problem 

that we should deal with. Especially when this is the reality. Everyone is bothered by a different 

aspect of it, and another undesirable effect. When, as it turned out, there is no conventional 

answer, but there is an answer, excellent, beautiful answer if we switch totally the way we 

approach the organization. And what we are looking at is what we already started to talk in the 

1
st
 session. Do you remember what we have talked about in the beginning of the 1

st
 session? 

We’ve talked about system approach. The holistic approach. Well, today let’s call a spade a 

spade. What we are actually talking about is the approach of the hard science. Such thing is the 

approach that is actually a beautiful answer, while in the conventional approach there isn’t. Let 

me try to explain what is the major difference between the 2 approaches. And it all stems from a 

different definition of one word, the word” complexity”. How each one of them is defining the 

meaning of “complex system”? You see, nobody likes complex systems. If you have a very 

complex system, you are bound to lose. You cannot predict what will be the outcome of your 

decisions. You are bound to lose. What is complex? And I ought to show you that there are two 

different definitions to this word. One, which is the conventional definition, and another one, 

which is adopted by the hard scientists. Let’s look at the following schematics of 2 different 

systems.  

A       B 

 

 

 

 

 

 

 

 

This is system A, this is system B. Let me ask you a question. Which system is more 

complicated? A? B? Well, let’s start to be sophisticated. If you ask people who have learned 

from the University of life, there is no degree but they have learnt really from the University of 

life.. If you ask them, what system is more complicated, what do you think will be the answer? 

The vast majority of them will not even understand the question. They will say: “What are you 

talking about?” It is obvious that A is simpler. B is by far more complicated. But if you go to any 

University in the world, to any physics department in any University, and you ask the exact same 

question. I am talking about the physicists, you’ll be amazed. They will not understand your 

question as well. They will not understand what you are talking about, but they will say: “It is 

obvious that A is much more complicated than B.” The exact opposite. How come? Well, it is 

obvious that we are using two different definitions of the same word. The conventional 

definition, which is more in the prevalent use of the word “complexity”, which is: the more data 

elements you have to provide in order to fully describe the system, the more complex the system 

  

  

  

  

   

  



is. And if you can describe the whole system with 4 sentences, it must be simple system. If you 

need 4,000 pages to describe a system, that’s a complex system. In other words, we are judging 

complexity by the amount of data to describe the system, and of course, if that’s the criteria to 

describe the system, and if that’s the definition of complexity, no doubt that B is much more 

complex than A. Not only that you have to describe more circles here, you have to describe the 

arrows, the connections. Well, when hard scientists are approaching the same question, the word 

‘complexity’, they are not looking in terms of how much data is needed. They are looking from a 

totally different angle. They are asking themselves a totally different question, which is: How 

many points in the system do I have to touch in order to impact the entire system? How many 

points do I have to touch in order to change the whole system? They are calling it: what is the 

degree of rhythm in the system. Now, ask yourself: “If I want to impact the entire system A, 

what is the minimum number of points that I have to touch in system A? Four. Well, if you look 

at system B, and you assume that the arrows are cause and effect arrows, what is the minimum 

number of points that you  have to touch in the system B in order to impact the entire system? 

Only one. You know what. So, no wonder the scientists will say: “B is much more simple. A is 

so complex.” Well, now that we have to bear in mind is the basic belief of the hard scientists, 

belief, nothing that is not proven. You know what the meaning of what belief if – something you 

cannot prove. Because if you can prove it, it’s not a belief.  Well, hard science is based on two 

different beliefs. One of them relates directly to the word “complexity”. And the belief of the 

hard science is that there are no complex systems in reality. Shall I repeat this again? The belief 

of the hard science is that in reality there are no complex systems. Let me show you how 

engraved is this belief in scientists by just pointing to the most important subject in physics in the 

century. Even today. In the beginning of the century, we find out that there are four different 

fields. Let’s call them “forces”: the gravitational force, the electro-magnetic force, the strong 

nuclear force and the weak nuclear force. Since then, do you know what was the topic in 

physics? It is called “uniform field theory”. It is the search for the one thing that that causes all 

the 4 forces. Who said that there is such a thing that causes all 4 forces? Well, there must be. 

There must be because 4 is too complex. It is enough for putting so many scientists to look for it. 

Totally convinced that it must be there, and if we cannot find it, it is just because we do not think 

enough. We don’t look for it enough, but it must be there. If we adopt this approach, and that’s 

exactly what we are doing. We have constraints. We are dealing with molecules, with atoms, 

with enzymes, not just in the material world but also in the uni-based system still the same belief 

exists. If you are looking at what is described in such a system, you must say that this system is 

too complex. There can’t be complex systems in reality, which means what was presented to us 

was a partial description, this is a partial description of such a system, and if I agree that if I want 

to change, and those are things that are actually part of such a thing, it means what? Those are 

symptoms of a much deeper cause. What is the chance of changing the system if you don’t touch 

the cause? It is no chance, which means what must be the first step before we try to change those 

on their own merit. We have to build the cause and effect tree, what we call in the theory of 

constraints the “count reality tree”, to we find out what is the core problem. What is one or two 

things that cause unavoidably all these symptoms that we want to change. Now look why is it 

essential when we are coming to deal with the resistance to change. Let’s now merge the two, 

these undesirable effects are now what? Let’s have a picture as it is. Let’s recognize it. System A 

does not exist. Only system B. So, let’ look at system B, ok? The undesirable effects are 

somewhere at the top. These are things that we don’t like, that we want to change.   
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If we try to get the consensus, on which ones we should deal with, it is impossible because 

different people due to the fact that they are located in the different places of the organization, 

due to the fact that they have different personalities, we are inclined to say that this is much more 

important than this or that or vice versa., but if we are presenting the cause and effect tree, then 

remember we’ve seen enough cause and effect trees. Have you noticed that all the causalities are 

very well known to you, once it is present you say: “Of course, it is backed by all our 

experience.” There is no problem to accept the validity of this tree. Then, what is the message of 

this tree? The message is that this is the core problem (pointing to the last lower right square). 

This is the cause for all of it. Now it does not matter at all if you are talking about the person, 

who is bothered by all of that (upper left square), or by that, or by that, we can have the 

consensus. If we want to prove it, we must start with changing that (lower right square), am I 

right? And all of a sudden, if we just take our time, if we just make our homework, if we just 

prepare the current tree with the analysis of all the cause and effect, we can now overcome the 

first layer of resistance. Now, we can get a consensus that doesn’t matter, which one you think is 

bigger, this is the thing that must change (lower right square). Is it understood? Yes or no? If you 

noticed, at this stage you do not talk about the solution, you talk about current reality. Sometimes 

it takes a lot of time. If you look in my books, for example The Goal, the both scouts are talking 

about the direction of the solution. It is on page 130, something like that. What is in page 130? It 

is built of the current reality to prove, if you compare all of the things, we must start by changing 

that (points at the lower right square) by attacking the thing, which is at the core. Once you work 

that and you prepare something that is reasonable current tree, take it easy, don’t go and show 

your solution. You just appeared to change the first layer of resistance. There is another layer of 

resistance waiting for you  and let’s see where it is coming from. Do you agree with me that as 

long as the person has a direction or a solution in his mind is not open to entertain any other 

suggestion? Correct? He already has a direction, does not want to hear anything else. The 

question starts to be ‘Is it always the case, do people usually have a predetermined direction of a 

solution? 

 

A person having concrete 
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It is not that one you are offering. Let me prove to you that that’s usually the case. How am I 

going to prove it? Relatively easy. By now, after the first 5 sessions you are very used to clouds, 

to conflicts. As a matter of fact, you know now that every core problem can be presented as a 

conflict. 
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Let’s look at it. What is the meaning of the cloud? The common objective is something that all 

your audience agree upon. That’s what we want, but whenever we have a conflict, and remember 

whenever you have a core problem, you do have a conflict, which means that more than one 

need gets involved. That means that in order to achieve company main objective, we need both 

that and that (Need I and Need 2). The needs are totally legitimate. If you look at all the clouds, 

then you have seen during the fist five sessions, all of them, not just one, there is no conflict 

between the needs. The conflict comes from where? The prerequisites. In order to have that I 

need that, in order to have that I need that. Here is the conflict. That’s always the case. Now, 

listen. When you are dealing with the change in organization, you are persuading more than one 

person. Now, some people due to the area of their responsibility, will be more inclined to say: 

‘This is what I must take care of, to satisfy this.’ Some other people due to their different 

responsibility, will say: ‘This is what I have to take care of.’ Even though they admit the 

legitimacy of the other need, their interest is in one need and not the other usually, unless you are 

the President. Since there is such a conflict in reality, what do we see in reality, how does the 

organization operate – through a compromise. What’s the meaning of a compromise? If we find 

out that the organization is vibrating at the some point of the conflict arrow, which means that 

we are jeopardizing the first need, we are jeopardizing the second need, but in such a way that 

we get some of  a common objective. That is a compromise. Now, put yourself in the shoes of 

the people for whom this need (Need 1) is more important than Need 2. What is the direction of 

the solution that they have in their mind? The direction of their solution is that this compromise 

point that is vibrating around (has to be moved to that direction (points up). That’s what they see 

as the direction of the solution. But what are the other group of people, the ones that are 

concerned with the 2
nd

 group needs? The compromise point has to be changed, but in what 

direction? Downwards. Do you want to see how big it is, for example, in a large company. This 

is an ongoing dilemma like the centralization, decentralization - and everyone is constantly 

pulling in his direction. This is always the case. What is the chance of getting a consensus on the 

direction of a solution under such environment? About a chance of a snowflake in hell. What do 

we do now? Force our way. Then we give up on half a people to start with. Use democracy way, 

which means we will go with the majority. Don’t worry, or the minority will find the ways to 

block you. As a matter of fact, and another need becomes more and more jeopardized, then 

minority becomes majority. What’s the way out? How can we overcome the resistance to 

Need 1  

Common Objective 

Need 2 

 



change? Remember, what does it imply? It implies that you are dealing with the second layer of 

resistance to change, which is we agree with the problem, but we do not agree on the direction of 

the solution. How can we get rid of this layer of resistance to change? How can you get a 

consensus on the direction of the solution?  

 

The second layer of resistance 

Disagreeing on the direction of the solution 

 

Wow, what a problem! Well, here we have to adopt the other foundation of the theory of 

constraints, what is actually the other basic belief of the hard sciences. Remember, I told you 

there is one belief that any system no matter how big, will have one or two things at the bottom. 

In other words, there is no complex system in reality. There is another belief in hard sciences, 

something that we take for granted. The second belief of the hard sciences is: there are no 

contradictions in reality. None whatsoever. Let’s see how engrained it is in physics, or 

engineering as a matter of fact, suppose that we have 2 established methods to measure a height 

of a building. Very well established methods, and right now we want to measure a height of the 

particular building. We use different methods, and we measure the height of the buildings, and it 

has to be 20 m +/- 2 cm. And then because of a fluke, we have used also the second method. We 

measure the height of the same building. And surprise, surprise. The height came out to be 30 m 

+/- 2 cm. There are no scientists or engineers in the world that will say: ‘Let’s compromise. Let’s 

assume  that the height of the building is 25 m.’ Nobody. Because they say there is no 

contradiction in reality. So, where all the attention go? On the spot. The attention in the direction 

of what that it must be that one of underlying methods, that really each method gives a different 

answer. It must be that underlying at least one of the methods, there must be that we make about 

the reality the assumption that it is wrong. All our attention goes to find out what is this 

erroneous assumption. As a matter of fact, now the height of this particular building is of no 

interest. What is of interest is to find the wrong assumption, because who knows how many other 

mistakes we have done due to that. In other words, in hard science when you see a contradiction, 

should we call it there is no conflict, there is no attempt to do a compromise. All the attempts are 

to find out which assumptions are we doing about reality, are wrong, and to find out how to 

remove these wrong assumptions and by that remove the contradiction. This constraint is based 

on that that this belief of the hard science is good only for the material world, but it is also good 

for conflicts between people, for human based organizations. Of course, I do not claim that there 

are no conflicts in reality when you are dealing with people. I am married, but I do claim that the 

way to solve the conflicts is not by compromising when no one is happy with the compromise. 

Remember, when you have the undesirable effects preventing the subjects, it means we are not 

happy with existing compromise, don’t look for a better compromise. Rather than that find out, 

which assumption that we have made, is erroneous. Where should we look into it? Let’s look 

again on the cloud. Remember, the common objective is  good, the needs are legitimate. Where 

should you look for a wrong assumption? Either here (right upper square), or here (lower square, 

or arrow in the middle). Expose your assumption, show that it’s wrong, because if one of these 

arrows become invalid, both needs can be now fully satisfied. So it does not matter if some 

people think that Need 1 is more important, and some people think that Need 2 is more 

important. The minute that you will expose a wrong assumption to persuade people that this is a 

wrong assumption, you get a consensus. Because on both sides, we get more than otherwise. Is it 

understood? Yes or no? That is the way to get a consensus on the direction of the solution. Once 

again, we have to think a little bit ‘what can I do?’ If you noticed after the first 5 sessions, that 



it’s not so different. Once you are on this stage, you have the consensus about the problem, you 

have the consensus on the direction of the solution. Now it’s time you do what? Now it is the 

time to present your solution. But now let’s understand what’s the meaning of presenting the 

solution. The changes that you recommend in your solution are the changes that break the cloud. 

These are the changes, which we call the injections, the things that you want to inject into reality. 

These are the changes that you want. But in order to show your solution, you must show that the 

thing that breaks the cloud will inevitably lead to what, - to the removing of the undesirable 

effects. If you do not do that, you have not presented your solution, which means presentation of 

the solution must be in some form of what we call the ‘future reality tree’. We have seen the 

reality trees. Let’s see a schematic example of it again. These are the injections (Red). These are 

the changes that are required 

 

 

 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

in order to remove the erroneous assumption from our reality. You have to prove rigorously, 

rigorously means cause and effect that no one can doubt, you have to show that if we will 

implement these injections, we will unavoidably get the opposite of the original undesirable 

effects (green). That means we solve the problem. Otherwise, it does not mean it. Yes, many 

times what we find out, things in the future reality tree, that you will not just change the opposite 

of the undesirable effects, but some nice surprises will come as well, some more desirable effects 

that you haven’t even thought about. But if you don’t show rigorously why you claim that these 

changes will lead to the removal of these undesirable effects, you haven’t shown your solution. 

Why do I stress it so much? Because in most cases, which I have seen where people present their 
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solutions, they don’t bother to do it. Why? They say “This will work. Trust me”, or “It worked 

there”. The minute that we say “it worked there”, what do we trigger on the spot? Our problems 

are different. Is it understood? Yes or no? This is unbelievably essential. This is one of the 

missing stages almost everywhere. By showing the solution, you promise the result. You don’t 

show why you claim that you unavoidably will reach it. As the result, first and most of all, is the 

removal of existing undesirable effects. Then you can show the other goodies that are coming. At 

this stage you are quite convinced that you have showed, that you did it. There s a consensus on 

the problem, there is a consensus on the solution. You really expect for everybody to kiss and 

hug you. Do they? No! And now it is the stage where you are hitting the 4
th

 layer of resistance. 

Now, the fourth layer of resistance has a name, the name you probably all heard of. It is the 

name: “Yes, but…” 

 

 

 

 

As a matter of fact, in reality it is a small “yes”, big “BUT”. What’s the meaning of it? We do 

not argue anymore about the problem. We do not argue anymore on the direction of the solution, 

we do not even argue about the solution itself. We will solve it, but, but at the same time it will 

lead to the new undesirable effects. That’s the fear of the people. This yes too far, but…There 

are other undesirable effects due to your own solution that emerge. What do we do naturally? We 

attack that. The biggest mistake ever. We attack here. We’ve lost it all. What should we do? We 

have to realize, we’ve just hit 

 

  

  

 

 

 

 

We don’t argue that it will lead to positive effects. What we are arguing that it will also lead to 

negative effects. Sometimes so big that it dwarfs the problem you have solved. Well, what do we 

do now? We have discussed it the last time, remember? We called it “negative branches”. We 

called it polishing the solution. So, let’s go over what we discussed last time. It is not just in 

order to create a “mafia” offer, an un-refusable offer to the market, it is always whenever you are 

trying to sell an internal change. 

 

 

 

 

 

“Yes, BUT…” 

The fourth layer of resistance 

claiming that the 
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Polishing the 

Un-refusable offer 



 

You are at this point. People are agreeing on the problem, agreeing on the direction of the 

solution, agreeing on the solution. You are right immediately to their spot. Whenever you hear 

your spot, you are quite advanced in convincing this person. But you are not there. Let’s go over 

it step by step of what we must do. Once you have the solution, show it. Now, remember, you 

don’t show the solution, without first of all, getting the sense of the problem, direction of the 

solution, then you show the solution.  

 

 

 

 

 

 

 

Polishing the 

Un-refusable offer 

“spread copies to enough “Yes, 

but…” 



Polishing the  
Un-Refusable Offer 

 Spread copies to enough “Yes, but…” people in 
your company and ask for their reservations. 

 

And then prepare yourself mentally not for kisses and hugs, but for “Yes, buts…” prepare yourself mentally 

that this is good. This is the way to polish your solution. What do you do then? You are realizing that people 

are not superb in verbalizing their conscience. Nobody have thought us how to verbalize precisely our gut 

feeling. Remember what the schools thought us, but the schools have thought us to verbalize or even look 

into seriously answering the questions, do they? But make here a small digression… We as human beings 

really want to see the whole picture, really want to see the cause and effect and my best proof is look on 

kids that are 4-5 years old. What are their most common questions? Why? 

Polishing the  
Un-Refusable Offer 

 Using cause and effect, tie your suggestion to 
the predicted undesirable effects. 

 

They want to see the cause they want to build the picture of reality in their minds. Well, as adults, as the 

system, how do we answer? Go to your mother. Or, at least I have done it, “ when  you will grow, you will 

know”. By the way sometimes I had the integrity to ask myself ‘Do I know the answer?’ Every time it turns 

out I didn’t know the answer myself so what have I done if cheated my own kids, no, I told them correctly, 

“when you will grow, you will know”. You will know not to ask. They will bit out of you. We don’t teach how 

to verbalize our gut feeling don’t expect that the “yes, buts…” will come out perfectly proof. You have to 

assume if you really want to overcome the resistance you have to assume the issue responsibility on 

yourself. You are the one that using cause and effect you must tie your suggestion to the predicted 

undesirable effect. You are the one who have to provide the cause and effect and then check. Next step is 

check to see whether the person really meant that.  

Polishing the  
Un-Refusable Offer 

 Check the documented reservations with the 
originals. 

 

You will be amazed in how many cases one has said oh yes that’s not the problem but that’s not what I 

meant. I meant something else to what extent it’s coming even though you’ve really done exactly what 

have said. You really put it on paper exactly what have said more rigorously. You say no, that’s not what I 

meant. Once it is checked and that’s really the cause and effect. Now you are looking for a trim. You are 

looking for another injection that you didn’t take into account before. That will protect all your 

achievement before but we trim the negative branch. The best way to look for it is once show it to the 

person that raises “yes, but…” giving 30 more seconds. He will come with the answer if you do that the buy-

in is complete actually. Why? It’s his idea on the biggest thing above him on this negative effect? he is the 

one that solves it if forget all the rest. That’s immaterial that he has done, he has turned somebody from 

resistance to change, to the inventor that is the biggest buy-in that exist. When do you know that you have 



peeled  the way, all this layer, all this first layer of it will also lead to more undesirable effects. When? From 

the nature of the resistance that is coming. You start to realize I am not dealing any more with Layer 4, I am 

now in Layer 5. You have to be very attentive to it because what comes from the people, person now is the 

same “yes, but…”. The exact same words “yes, but…”. But there is a world of difference between the 

previous   “yes, but…” and this   “yes, but…”. At this stage you have made it. The person is really on your 

side. Unfortunately since it is using the same words  “yes, but…” the tendency is to lose patience at least 

that’s my tendency and to attack and then you lose it all. The “yes, but…” here is not doubting your solution 

any more. Fully accepting your solution the “but” is on something else. I fully accept your solution but there 

are obstacles standing in the way of implementing this solution in our organization. He is now on your side 

he is now worried about the obstacles that will prevent putting it in reality still has called it “yes, but…” but 

this time the “but” is pointing to obstacles blocking or distorting the implementation of the solution. Don’t 

attack back ask yourself is the “but” showing that something negative will come from the solution or the 

“but” is showing why it will be difficult or even impossible to implement it two different “buts” and your 

attitude has to be changed as well because the firs but means “you haven’t bought yet your solution” the 

second “but” means “he bought your solution”. He is now concerned that we cannot put it in. How do you 

deal with that? Don’t try to pooh-pooh the obstacles raised on the country. Say yap, that’s the obstacle.  

The fifth layer of resistance 

pointing to obstacles 
blocking or distorting 
the implementation 

of the solution. 
 

What do you think we should do about it? That’s your standard answer. He is already on your side so use 

his forth, his intelligence, his experience, his connections to help. Whenever you fix that layer never pooh 

pooh the obstacles. Standard answer is, “yep”. What do you think we should do about this obstacle? Is it 

understood yes or no? And then don’t provide them with your answer  take the person even 24 hours to 

come back. What you should do if it all is to once again maybe highlight  that’s a pity this is the huge 

obstacle but look what does this blocks  us if we could implement it look what’s the benefits so how can we 

overcome the obstacle? Is it understood? By the way very, very easy to overcome the fifth layer in a group 

it almost lend itself to do this work in a group in the fifth constraint of terminology we call it “building the 

project with the tree”. Never ever build current reality tree in a group. This is the recipe for fist fighting but 

a project with a tree lends itself and how do you do it then? You are encouraging people to raise the 

obstacles and then one by one you find the what we call what to do about them all intermediate objectives. 

Next session I will go on it in much more detail because answering that is actually answering  how do you 

create a team to do something. Which more it’s more already in the realm of managing people so leave it 

more to the next session but once you finish with all of that you get consensus usually you get actions, you 

get things implemented but not always, sometimes, thank God, rarely you are clashing into the sixth layer 

of resistance. Yes there is sixth level of resistance, not always you reach it. Usually you don’t. Now that’s 

when you appear on the fifth layer, actions are starting, implementation starts and it’s really nice. But 

sometimes especially for some individuals you are hitting sixth level of resistance and the sixth level of 

resistance is … no, it’s not long it’s simply unverbalized fear.  

The sixth layer of resistance 

unverbalized fear. 



 

Let me explain to you what is sixth level of resistance to make it a little more tangible. It’s not a ghost, it 

does exist. As an example I will take a paratroopers in Israel  army but I believe in every army at least in my 

country nobody is forced to become a paratrooper. You have to volunteer for it, you have to fight for it, you 

are going through a whole series of tests of screening until you are declared as a trainee paratrooper and 

then they will train you, oh my God how much, and then they will train you exactly how you jump from the 

airplane or a helicopter. And you jump and jump from instruments on the ground but then comes the point 

where they put you on the airplane and I have to jump from the airplane, and the procedure is that you 

have to stand in the door, your hands are like that in the door, because you are supposed to push yourself 

as hard as you can from the door out, nevertheless there are two sergeants standing from both sides and 

there is the officer at the back. Do you know why? Because usually the person doesn’t stand like that it 

stands like that. And the two sergeants  are to work your hands and the officer has to give you a gentle aid 

with his boots out. This is sixth layer of resistance: unverbalized fear. You wanted it, you want it so badly 

now comes the time to take the action (scream)… stop. 

[00:50:05] 

What to do about it? It depends if it is somebody below you I will use an officer technique: push him in 

because you know after first few seconds after it takes first action. That’s OK. Even if he forgets that he 

ever resisted to it. What happens when it’s your boss probably will give up on your idea, resign. As a matter 

of fact, there is a long debate, was a long debate of if the sixth layer exists there on its merit or sixth layer is 

just an indication that you haven’t done a good enough job on the first, on the one of the first five levels. I 

think that we dared to prove it rigorously that it is probably is the latter case that usually you reach the 

sixth layer because you haven’t done a thorough job on one of the five, first five layers. Here I have shown 

usually have done a good job on the first layer. In other words, the conflict, was a conflict of the 

organization but you haven’t picked up the conflict that bother this individual person. It has another aspect 

of the conflict and it couldn’t relate to conflict that you showed. If you just find the conflict that really 

bother that person you will find out that there is no problem after that. If show some cases for example 

because he went into cases where the one that exhibits the sixth level wasn’t president of the company 

then it turned out that the conflict has the president have seen was not depicted at all in the original work. 

For example we are talking here about what approach to the market? The president was bothered by the 

fact that there was cooperate decision already unrelated to that to close or remove this product line totally 

from the plant or from the division and because of it whatever you talked was interesting enough for him 

to show signs but didn’t remove is a … is a … resistance because a problem was different and show it all 

over and over again. Unfortunately most of the cases that was showed I am related to them as more to a 

Freudian analysis psychoanalysis so I  am sticking still to my technique which is if God forbid and reach sixth 

layer which by the way will happen in 10% of the cases I am using force if I just can. If I can use force after a 

while there is even scratches, OK, people stick to first actions they themselves wanted to take it after they 

took first feedback positive feedback from reality. There is no traces of hard feeling even left if I cannot 

take boot force I simply go away but I have much more freedom to go away than you have. Don’t pay too 

much attention to it just remember that it exist in most cases as I said 9 time out of 10 you won’t treat it. 

Let me repeat again what we have here and let me warn you about the biggest problem that exists and the 

biggest problem that exists is our inclination to skip dealing with the first two layers and to show our 

beautiful baby how… what a genius we are, now to show as fast as possible the solution that we thought 

about and many times you say it to yourself “Come on, of course there is a consensus about the problem, 

because the problem is that we are going belly up”, OK, who doesn’t realize it? Everybody does, the people 

that I am talking to of course does realize it, I don’t have to spend much time on establishing that’s the core 

problem I just stated it everybody know I will continue on. Let me tell you something from my own 

experience every time that I have done it, every time it came back - you jump the first layer, you jump the 



second layer kiss goodbye buy-in, true buy-in. You will be amazed how everybody is reasoning  for a while 

and then no action I will take.  More than that sometimes I even do even worse than that I move to some 

committees and now kiss it totally goodbye. 

The first layer of resistance 

disagreeing on the 
problem. 

 

[00:55:01]  

You have to do your homework, you have to prepare your current reality tree even in cases you think that 

this is the triviality. Of course everybody agrees in the problem. They don’t. Do it. Second thing is don’t skip 

the second layer, don’t skip on bringing people to really realize here is the wrong assumption that direction 

of the solution is by taking this assumption out of our reality and to really to get the consensus on that.  

The second layer of resistance 

disagreeing on the 
direction of the 

solution. 
 

When do you know that you are OK when they start to say “yes, but…”, OK, then wait show them all 

solution rigorously as we said and then start to deal with “yes, buts…”. Is it understood? Don’t jump, don’t 

jump steps especially when first two steps. Many times what is happening is that top manager gives you 20 

minutes only. You have to present everything in 20 minutes. My approach is always to use whatever time 

that give me as long as it is not 2 days -  20 minutes, half an hour, an hour I will take for the first layer and 

the second one even if it means that a priori I didn’t plan to show my solution. I am just doing the analysis 

to show what is the real core problem and what is the reaction to the solution. Do you know why? because 

if you’ve really done real job on the first layer and on the second layer don’t worry you will get more time. 

They will give you then half a day even if it is a top manager that is famous for the facts that it doesn’t give 

more than 10 seconds attention to anything you will have all the time in the world all of a sudden. This 

person does not have patience because he is sick and tired of people coming throwing what they call 

solution what he calls preconceived notions I am thinking that /illegible phrase/ in the world. Don’t ever 

skip the first layer and the second layer, this means don’t ever improvise with these things. Improvising 

with these techniques, this is the Socratic technique, improvising with the Socratic technique is like 

throwing a sharpened boomerang. You don’t know if it hit anybody on the way but it will cut your own 

throat. You have to sit down and prepare your homework so let’s go over it and summarize it very, very 

carefully. Let’s set the summary.  

Summary 
You can invest a lot of time and 

effort preparing the buy-in or you 
can waste much more doing it on 

the fly. 



 

What must be the first step? First of all you have to understand the following: you can invest a lot of time 

and efforts preparing the buy-in and this is usually not an hour or two, it usually takes a few days to 

prepare everything as you can take these few days or you can waist much more time in reaching nothing. 

Now choose. What the choice? Yes it takes four days to prepare all this work perfectly. It takes four years of 

frustration if  you don’t. Stick it hard in your mind even if you are top notch, make sure that everything is 

prepared at least for the first three layers. Current reality tree, the cloud and its assumption and the future 

reality tree. And I don’t tell you to spend time on the negative branches but I do tell you to spend time not 

to overcome the first three layers especially the first.  

Summary 
Build a rigorous cause-effect 

analysis connecting the 
undesirable effects to their core. 

 

Now, what are actual steps that you have to take you have to build a rigorous cause and effect in analysis 

connecting the undesirable effects to their core. You must do it. Remember the techniques - you start with 

minimum three undesirable effects, you build the individual clouds you generalize the cloud that gives from 

the bottom and from it do the hard work of connecting the cloud into the undesirable effect proving that 

this conflict unavoidably will dozen  to the existence of the undesirable effects in our company. Check it 

with one person or two just to get everything valid and then show it. Is it understood? This is the fair thing, 

this is not easy, this takes some time especially when you are not practice it can take you three days. If you 

are with some experience this can take something like two or three hours. Next step after that.  

Summary 
Expose the fallacy of an underlying 

erroneous assumption. 

 

Once you have done that, expose the fallacy of an underlying erroneous assumption. Sometimes it is very 

easy, sometimes it takes a lot of work. If you go back to session number three on project management you 

will notice how much time it took to explore the fallacy that they didn’t gave us enough safety time to put 

in, that’s was assumption when it tends out we had so much safety time we simply are managing in a way 

that by definition waste of the safety time that you put in to explore such a fallacy is not easy usually you 

don’t have such horrendous things. How do explore the wrong assumptions? you ask yourself one word, 

you write the assumption and then take the all sarcasm that God gave you and say one word, say: really! 

And then you say: “of course not”. And here it is you are finding now why the assumption is wrong. Is it 

understood? It works, so you write the assumption, underlying the right side of the cloud more than one 

assumption then each one of them, read assumption and then with all the sarcasm say: really? And 

immediately you find out that you to yourself are talking “why not” and you explore the fallacy of this 

assumption. You cannot imagine how many wrong assumptions are really actually laying under our clouds. 

Then make sure that you are putting it so that it will convince not just you but others.  

Summary 
Build a rigorous cause-effect 



analysis connecting your 
suggestion to the resulting 

improvements. 

 

Once you do that the real check of whether or not you book both the cloud is to write the future reality 

three where the actual changes that are standing from realization that this assumption is wrong are at the 

bottom and from it rigorously this cause and effect you prove that the opposite of the undesirable effects 

must unavoidably come true in reality. You build a rigorous cause and effect analysis connecting your 

suggestion which is the injections the changes to the resulting improvement and the resulting improvement 

first of all are the removal of the undesirable effects, then you find out that usually they are also additional 

desirable effects. All of this must be done before you try to talk to your peers and bosses and then your 

employees. This is the work that ha to be done a priori otherwise you will improvise and then of course you 

will blame the whole world for resisting change for being conservative and whatever you do. Actually you 

have to blame yourself and not your homework.  

Summary 
Prepare yourself to handle 

reservations properly. 

 

By the way only at that stage you yourself understand your own solution everyone that has done it once 

reach this stage understood to what extent this solution was real but who really understood even by 

himself only then you really understand it and then you have to do something more before you go. And the 

next step is prepare yourself to handle reservations properly. Remember after I’ve shown all that what is 

the reaction? What is the positive reaction that you are expecting from the people? The reaction is “yes, 

but…”. That’s the maximum that you can hope for and do for that. So don’t  prepare us that you present all 

of that after so much work and everybody will kiss and hug you - no, if you are successful they will come 

with tons of “yes, but…”. You have to prepare yourself to two things there: one is if the “but” is negative 

effect that will come from your solution. You have to prepare yourself to write rigorously the cause and 

effect of why the person that said this is correct. The other thing is to start realize wait a minute these 

“buts” are not any more debate in the solution. These “buts” are already on whether or not will be able to 

implement it and then change immediately your attitude you can now put the balls in their coat, saying 

“you have a point, what do you say we should do about it”, OK you can switch the ball on that stage. Now 

that we’ve decided all of that - you probably had thousand questions in your head - but what I want to do is 

to go to the other topic. Remember what was the other topic - how do we sell externally - and what I want 

to show is that even though we have to change now the terminology from resistance to change, from 

management to terminology of clients and sales and rapport actually if we just take what we have said here 

and we will follow it rigorously, we did solve the problem also of the external sale and that’s what I want to 

prove and show rigorously and yes it does work, oh that was proven not just by me but by any good sales 

person, because what I am going to show is when I am going to translate this into a sales process, this is a 

sales process that the best sales people are using intuitively even though they usually are not able to say 

what they are doing, but once you see it you will if you watch a good sales person working you see that’s 

exactly what is doing.  

[01:05:16] 

 



External sales 
What to change? 

 

Fine, now we have to deal with the other topic which is how to sale externally. What’s the core problem? 

Why is it difficult to sale a product to the external world? Now if you ask more sales people will tell you 

because we don’t have a decisive competitive edge if we do a bit  cheaper or if we had more options and if, 

and if, and if, and if … but show me one sales person that doesn’t complain. What is the core problem of 

selling outside. Let start to develop it. The objective of the core problem, the cloud is very, very easy. The 

objective is what do you want to achieve in the sales.  

A 
Bring the buyer to 

see your product as 
the best value for 

his money. 
 

You want to persuade the buyer that what you have to offer is the best value for his money, bring the 

buyer to see your product or service as the best value for his money. That’s the objective. By the way you 

notice that it is written here in your books, it is written not “his money” but “hes money” you know my 

English “hes” mean “his/her” since this was prepared in the Holland they are not so careful about this issue 

so it is written “his” I prepare “hes” much more. I hope that they will correct all my writing. That’s the 

objective, that’s for sure. There is no problem also in understanding one of the necessary conditions. In 

order to achieve that objective what must be done, one of the things that must be done is very, very clear 

which is - show the value. Absolutely. And in order to show the value what do I have to do? You have to 

present your product. Make a presentation of your product.  

B 
Show value to the 

buyer. 
 

Everybody knows it.  

D 
Show your product 

(present). 
 

So the opposite of the cloud - if that’s the objective - the next necessary condition and the project is it 

“show the value to the buyer” and then show your product or present, this is obvious everybody knows it 

what is the other side of the cloud,  what is here? This is something that most people don’t realize. In the 

1980ies  there was one person who has done enormous work and prove beyond a shadow of a doubt what 



is the other side of the sales cloud no matter what product you are trying to sell. This was based on a work 

of over 10 years and on documenting and analyzing more than 30 thousand sales meetings.  

“There is a direct relationship 
between objections and sales 
success. The MORE objections a 
sales person receives the LESS likely 
they are to make a sale.” 

 

You can imagine the memo of this work. This was done by a group headed by a professor by the mane of 

Neil Rackham and he wrote a book based on all his findings in this memo work and the book is calling “Spin 

Selling” where he actually established the other side of the conflict. Let me quote from the Neil Rackham’s 

book some a quote that will show us the real problem. Contrary to the common believe that you want your 

buyer to raise concerns objections that has called  all that you will be able to answer them, Rackham 

rigorously prove so this over 30 thousand sales meeting the following thing. That what he claims, “There is 

a direct relationship between objections and sales success.” Everybody knew that but the relation with the 

opposite people thought before Rackham, “The MORE objections a sales person receives the LESS likely 

they are to make a sale.” You cause your buyer to start to raise objections you put them in the negative 

frame - kiss goodbye the sale. That’s what he proved rigorously and then from his own work something else 

was proven and he stated it beautifully who cause the buyer to raise objections, it’s not the objective 

situation.  

“Sales people crate objections 
generally by presenting too much or 
closing too soon.” 

 

What Rackham is saying is “Sales people create objections” they are the only one who cause the buyer to 

object, “generally by presenting too much or trying to close too soon.” 

“Sales people create objections 
generally by presenting too much or 
closing too soon.” 

 

 

[01:10:03] 

It starts to become close to what we have said at the beginning you start the sale  with  presenting your 

solution, your product, and it backfires on you even in quality goods. In any type of goods. As a matter of 

fact his conclusion is so strong that he says, “The fundamental selling disease” he calls it “-jumping in too 

soon with solutions”, with a product.  

“The fundamental selling disease - 
jumping in too soon with solutions.” 
 



Neil Rackham 
 

That’s what kills it. You start to show your product, the buyer immediately starts to raise objections you are 

dead. Now let’s go back to the cloud and see what did Rackham told us in order to bring the buyer to see 

your product as the best value for hes money, you must not even think not even dare to cause the buyer to 

object, you cause the buyer to object you have lost the sale but what the only way to cause the buyer to 

object to present your product which means in order to cause the buyer not to object you are not allowed 

to present your product.  

 

Now look what is the huge conflict from one hand side you must present you must show your product from 

the other hand side don’t even think about it - what do you do now? Dance between the drops. What does 

a good sales person do? Every good person, sales person and I am talking about the one that gets the 

commission so much that it’s more than the salary of the president and has deserved it. Do you know what 

they do at the first step? they don’t ever present the product. They build rapport. A question is how to 

build rapport? What I would like is to show how to break this conflict because this conflict is for any 

product it exists even for products which are a sales man’s dream. What are the products which are the 

sales man’s dream? Products that have so obvious the value that they bring to the buyer and it is so 

obvious that you are the only one who brings this value that it shouldn’t be “no problem” to sell. Let me 

show you that even if this cloud exists and even then you go conventionally you break your head. You will 

not sell.  



 

The assumption that I want to concentrate on is between B and D and at first glance it doesn’t look that it 

exists there in order to show the value to the buyer you must show your product because what is the 

assumption that we are making? The assumption is because … please, because the buyer understands hes 

needs (the ones satisfied by your product) if you show the product you understand what is the value that it 

brings him. Really? Let’s face it how many times we look on our company and we seethe undesirable 

effects, how many times we really understand the needs of the core problem? Almost never. What do you 

think that the client understands his need? Who told you that the client whenever you present your 

product will immediately translate it to his bottom line benefits. Where is it coming from, where is his 

legend coming from? This assumption is wrong, don’t assume that the meaning you show the product the 

client automatically translates acquiring your product with the bottom line benefits that he will get from 

acquiring it. That’s not the case almost never not even when you are buying a commodity. What I want to 

do is to turn the realization that this assumption is wrong into a procedure that works. What is exactly the 

actions that a sales person should follow in order to increase drastically his performance, his ability to sell 

or his hit ratio in other words certain amount of prospects that is talking about  with how many does it 

close. By the way here I must say that  Rackham in his book had shown the way, at least he showed how to 

overcome the first layer of resistance. I do not agree with his recommendation not because his 

recommendation is so wrong but because he in my eyes demanded too much from the sales man to do on 

the fly and I think that there is a lot of work that sales man can prepare for himself and then increase his 

performance even more than what Rackham had shown. And by the way Rackham showed that even if you 

just overcome the first level of resistance building rapport  by bringing the client to realize what is the real 

problem and what is ramification before you are talking about your new product, even then the 

performance of an average salesman are more than doubled, more than doubled which is huge. Try to 

imagine what’s the meaning of it in terms of the sale of the company. Let’s go into it rigorously. So let’s 

start with even the ideal case.  

To what to change? 
 

You have a real mafia offer, OK, in other words what’s the meaning of mafia for something  which brings  

tremendous  value  to the buyer and your competitors are not offering it - you are unique. You have a real 



advantage here it looks like a sales dream. And the first thing that I want to establish is win-win solutions, 

this beautiful solutions. Do not sell themselves, it’s still a huge problem to sell them.  

A win-win solution 
doesn’t sell itself. 

 

Let me show you why.  And for that, let’s first of all look on the example that I want to use. And I want to 

use an example that you are already familiar with so will you please open on page 148. If you look on page 

148 and 149 you will see two trees on current reality tree and one future reality tree which you are familiar 

with. These are the trees that we’ve  developed in the last session. So suppose that the marketing has done 

the job this is what we offer the whole companies now give up to offer it they are able to give the 

replenishment and so much time they are willing to give it on confirmed terms. It is a beautiful solution and 

will it be easy to sell it? Again let’s see how good is the solution. If you look on the page one forty eight on 

the current reality tree on the shops you see the magnitude of the problem that you are solving. What is 

the kind of the problem in terms of too much inventory from one hand side and not having all the hot items 

on the other  in terms of cash problem, in terms of credit problem, in terms  of introduction of new 

products and in terms of the profitability of the shop. What more you can address? And if you look on the 

future reality tree you see what a phenomenal solution it is. We give for free, we give much better service, 

we give much replenishment, we don’t  force the shops to buy from here to doomsday. Everything is sold, 

shouldn’t be easy… shouldn’t be difficult at all to persuade the shop to take such an offer? Correct? Wrong. 

In order to see it rigorously let’s turn to the next page where I want to take the time and first of all explain 

why in spite of the facts that you have such a phenomenal offer, why is it difficult to sell win-win solutions? 

Not less difficult than to sell lousy solutions. Let’s start with fact #10 ten, OK? Which really reminds us 

something about reality. Let’s have fact 10, it is big, nice: buyers don’t usually have full trust in the seller’s 

praises about hes product. 

10 
Buyers don’t usually 
have full trust in the 
seller’s praises about 

hes products. 

 

Do you agree? Sales person comes to you start to say that his product is the best in the world.  Do you 

believe every word? No. OK? This is reality. In other words the fact that you are appraising product they are 

promising they can do everything and so on doesn’t mean that the buyer believes you. Now tack on top of 

it also other facts that exist in reality like #20  and #11 and #12 which maybe are less common but still quite 

generic. Many buyers don’t have delightful history with the big sellers. Another words you are shop you are 

buying from the brand companies. The brand companies have not been excellent to you in the past always 

sometimes they are really caused you some major trouble, problems and you still remember it which 

means that you don’t have to start from zero, many times you start from negative, you have some hard 

feelings and remember you are the sales person you are presented to the company that have stepped 

more than once in the shop. Another thing that you have to bear in mind that somehow there are some 



buyers out there that even though their entire job is to buy, when they talk to a sales person they behave 

as if they are not interested in buying at all.           



Another thing you have to bear in mind is that somehow there are some  buyers out there that even 

though their entire job is to buy, when they talk to a sales person they behave as if they are not 

interested in buying at all. They play what is called in Israel the “reluctant virgin”. “Persuade me. I 

don’t want to do it”. Take all the three effects, all of them, each one of them and because there are 

three of course the cause is much bigger is leading to same thing. And it leads to the existence of 

#13. Now let’s read #13, what is written there? It is likely that when you present your beautiful win-

win offer, the buyer is not going to go out of his way and kiss and hug you, but he will act by 

showing “Eeee, this is not good, this I don’t like”. Am I right, yes or no?  

Fine. Now let’s look at it from the other side.  Let’s look on it from the side of the sales person. 

Let’s see where the sales person is standing. Let’s look on #14. 

 

At this stage when the sales person is now presented by his company with this win-win offer go and 

sell it. The sales person is convinced that the proposed program will definitely be of great value to 

the buyer’s company. Come on,  we don’t force you to buy large quantities, we give it to you on 

consignment, you have to pay only when you sold it. Sure beautiful. This is totally convinced.  

At the same time not only #14 exists. #15 exists as well. And what is #15? Forget the screen, look at 

this. What is #15: the sales person of that time convinced that that time this generous offer is good 

for his company and for himself. He is not sure at all. This offer will not bring his company to its 

needs. Now let me ask you. If you are coming and giving somebody an offer, which you are sure is 

one hundred percent good for him, you are not sure it is good for you, but you are totally convinced 

that it’s good for him. What is that unavoidable set of mind that you have? You don’t want to hear 

this person stop to complain and beach and moan. Am I right? You’re giving him such a beautiful 

Arabic horse, you don’t want to hear that there is a small stain on the forth teeth. Correct? So now 

put #13 and #15 together. For one hand side more than likely the buyer is going to say “Eeee”. At 

the same time sales person don’t want to hear any “Eeee”. This is what is called “Recipe for 

equalition”. And it can’t be this person is totally professional saw something called ‘body 

language’. And sales person will show at least by body language to the buyer what he is feeling 

about him. What this language answers to good sale? Not exactly high. As a matter of fact, if you 

notice the better the offer, the more likely is to raise skepticism at the buyer, and the more likely the 

sales person doesn’t want to hear anything bad about it, which means the better the offer, the more 

likely the clash and losing the sale. In other words what we see here is the meeting with more 

certainly deteriorates away from a chance to close a deal. 

 

Win-win solutions do not sale themselves. Is it understood? The logic is clear? The better the win-

win, the more you have skepticism and at the same time you that offer it don’t want to hear some 

smutty responses.  Which means the chance for a clash is almost guaranteed. This is the clear 
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Sales Person (SP) is convinced that the proposed program will definitely be of great 

value to the buyer’s company. 
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The meeting deteriorates away from a chance to close a deal. 



indication, don’t start with presenting your offer, don’t start with a solution. Is it understood? 

Never, no matter how good is your offer. 

 

So now we go and will talk about how to set a stage, next is how to build rapport. 

 

You understand that even we have such a thing we cannot present it. And we do want to present it, 

because we don’t represent the solution, how the buyer know that we are going to offer him so 

beautiful. How do we build the rapport? Ok.  

Let’s look on it. As we said, you cannot start with presenting your offer, the win-win offer. What is 

the action that you’re supposed to take this is #21. The sales person starts by presenting the store’s 

current reality tree. Basically, what does it present? It presents the analysis of the problem. Is it 

understood? Yes or no?  

Let’s look on it again.  

 

 

 

Starting by presenting the win-win offer is not the way to start. What is action that we recommend 

to sales person? Start not by presenting a product, start by presenting the analysis of your client. 

Now look on something interesting. Whenever you’re giving instruction to somebody, this is an 

instruction do that, do that, you don’t give it isolation. First of all you have to show the need why 

should you take the action. Ok? That’s not enough, you have to show also what will be the result, 

expected result of your action, because if you put an action, you have put a target. I put that action 

in order to get a target. And that’s not enough, you have to show why do you claim that… let me 

have a whole triangle… why do you claim that this action (22) will answer this need (20) to the 

extent that this target will be achieved.  
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The answer to why do you claim it is here. Together they give you the sufficiency. Why these 

actions will satisfy the need to the extent that this target will come? What is the target here (22)? 

The target here is ‘The buyer is not displeased with such a start of a meeting; she/he follows with 

interests, which means comments, remarks etc.’ Why do we claim it? Look again on your current 

reality tree. Do you remember what is at the bottom?  
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At the bottom there are the policies of the supplier, all the suppliers. And at the top - the problems 

that it causes to the shop. You know what is the most interesting subject to a person? Himself. His 

problems. So if you start this way, you don’t blaming for his problems, as a matter of fact, you 

blame the supplier that he blames anyhow. And you prove rigorously why all his problems are 

coming unavoidably; do you need anybody to tell you? Forget it. There is not such a person born 

yet. Which means a buyer will start to comment on it and so on. As a matter of fact due to the fact 

that you don’t blame him at all and you show how all his problems are coming, what is the 

unavoidable conclusion? In which stage do you put the buyer? The buyer now realizes that there is 

at last somebody who really understands him. Is it understood? He doesn’t blame him, but 

understands him. How do you know when this happens? When the buyer is telling you: “Can I have 

a copy of it?” or “Can you leave it here?” - then you know you’ve passed this stage for sure. As a 

matter of fact you have to contribute something new to the buyer. Why? You have to contribute the 

rigorous  cause and effect verbalization of what the buyer was claiming all the time, but didn’t 

know how to show it so beautifully. So he said: “Give it to me”. The minute that the buyer realizes 

that there is at last somebody who really understands him... hem – “hem” means “him” or “her”. 

What did you achieve? You achieved rapport. That’s the real meaning of rapport. Is it understood? 

By far better you can achieve by inviting the buyer five times to dinner. You’ve achieved the real 

rapport. 

 

That the way to do it. Have you noticed what have we done here? We don’t stop with presenting the 

product with a solution, we start with overcoming the first layer of resistance. What is the real 

problem that we are going now to address? What is the real problem to cause all the problems? 

That’s the way to start.  Not the real prime in life, the real prime in this subject will be discussed, 

which is predetermined by the type of product that you are selling, the buyer knows what type of 

product you’re going to come and offer him to start with. Is it enough? Nope. Rapport by itself is 

not selling things yet.  

 

What you need now to do is to show what is offer, what do you really offer him. But before you 

show the offer, what must you do? You must do what sales people call “Setting the stage”. What we 

now call “Setting the agreement on  the direction of the solution”. Remember? Setting the stage is 

actually “Let’s agree on what’s the direction of the solution. Before I will show you my product 

let’s agree a priori that that’s what you want”, that direction. How do you  achieve that? Let’s see 

again, that’s the next step.  
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We start with effects that we’ve said. There is a need to pave the way for the actual offer, now here 

is the next action and #30 is the next action. Let’s see it. Sales people direct their attention to the 

logical connection between brands policies and insufficient sales. Yes we’ve seen the whole 

contract in tree, what you have to show again is a long arrow what is a long arrow, as long as these 

other policies of the supplier, these are undesirable effects that you unavoidably are going to suffer 

from in this connection. What is the reaction of the buyer? Remember, he went through all the small 

connection agreed, what is the reaction? Reaction is “Yes”, as the matter of fact, what is his 

reaction? The reaction is: “I’m going to do something about it”. And then comes the real action that 

really sets the stage. What is the real action that really sets the stage? This is #32. This is the 

declaration, not in the name of sales person, but in the name of the company that he represents. He 

says: “My company now realizes that as long as you are not selling, we are not selling”. Which in 

this case is huge declaration, because, remember, most companies that sell the shop thing that once 

a shop bought, they’ve sold. To come and say “We now realize that as long as the shop didn’t sell to 

the end consumer, we actually didn’t sell is really a declaration”. And then of course, the buyer - 

we’ve been moved to say at least “So, what are you going to do? Now you understand that it is not 

my problem, but is your problem as well - are you going to change?”  

What is here the thing that was achieved? We have showed the buyer that we broke his problem. 

We are willing now to change. The buyer never thought that we as a big supplier, are willing to 

change, definitely not policies that the whole industry views for so long. Now we say yes. And by 

that we understand, there is no chance to break my cloud, to break my current reality tree. What 

have you done? You have now an agreement on the directed of the solution. The direction of the 

solution is not “Give it to me cheaper”; the direction of the solution is “Change these policies that 

you have and you impose on me”. The direction of the solution is agreed. And whenever they say: 

“Are you going to do something about it?” What do you do? If asked you to – present your offer.  

The stage is set. Now we can move to the next step. Fine. 

And the next step is now on page 53 which is bringing the buyer to want your product. Now we 

know how to do it. So, what we find is there: “The stage is ready for the sales person to present the 

offer”. And now what is the action we asked the sales person to take? Present the offer. 
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What is the meaning of presenting the offer? Don’t talk to me on the product, talk to me on why 

these features of the product will solve the undesirable effects. That the meaning of presenting the 

product. Shall I repeat it again? Presenting the product is: ”Here is the beautinful product made out 

of plastic and it can move at this and this speed”.  Presenting the product means this product due to 

the fact that it has this and this feature will solve unavoidably this and this problem of yours. In 

other words what is presented – the future reality tree, where the bottom is the ingredient of the 

offer, at the top you have the result in terms of impact on the buyer if he will buy. That’s the 

meaning of presenting the product. 

Let’s see the triangle of #35, #40 and #41.  

 

   

#35 is The stage is ready for the sales person to present the offer. Now the sales person presents 

market or the stores, the shops future reality tree. The inevitable result is 42. Which is “The buyer 

follows with astonishment”. Why? Because of the nature of the future reality tree.  

 

Here are the things we are going to do. And here is what? Unavoidably -  will happen through 

rigorous cause and effect. The buyer follows with astonishment – it doesn’t mean now you’ve made 

the sale. No. Why? Remember, there is no result from zero, you  start from some background. 
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The buyer follows with astonishment. 



 

And what is the background? The background is that usually the buyers don’t have an exactly 

delightful history with your company. Which means what is coming when this astonishing offer as 

presented by the future reality tree shown, what is the unavoidble reaction of the buyer? It is not 

going from the /illegible/ of excitement, it is the buyer is looking for the snake in the grass. How are 

you going tot put the dagger in my back?  

 

 

  

That’s the reaction. Am I right? Especially when you have the delightful history, delightful means 

with quotes. And that what’s you have to prepare yourself. The reaction will not be jumping up and 

down. The reaction will be: “How you’re going to treat me this time, treat me badly?” These are 

excellent words for it, but I cannot use them in front of the camera.  

This is almost conditioned. Do you know this joke about this person who came every night at home, 

took out the shoes, dropped the first one on the floor, then dropped the second one on the floor, big 

noise, and that’s what he was doing every evening, and then the person who lives downstairs says: 

“Come on, you are waking me up every night with your shoes”. So the next day this person comes 

to his apartment, takes up the first shoe and drop it on the floor and then remembers, Oh, so the next 

shoe is putting very very carefully. After twenty minutes the neighbor from downstairs is 

screaming: “Would you please drop the second shoe?” It is conditioned for that, he is waiting for 

that. That’s exactly what we have here. 
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Remember, the conclusion here: the buyer is looking for а snake in the grass. What is the best way 

now to continue? To promise that there are not snakes in the grass? You can promise; would he 

believe you? No. And as long he does not believe you, he is hesitating whether or not to accept your 

offer. Do you know what is the best way to overcome the fear of snakes in the grass? To show the 

snakes. What the meaning of showing the snakes? You’ll say that of course that’s not the whole 

story. There are things that we want from you in return. Now let’s understand something. The buyer 

knows from his history, from his experience very well that you are not in this business for the glory 

of God only. You are for you interests.  

 

What is he afraid of? That you are so generous, because you want your share from it. And this is 

what you don’t show, which means the way you are going to get your win is by killing him. That’s 

the snake that he is actually afraid of. What do you show him? You’ll say that of course that’s not 

the whole story, because if you do that we are going to suffer. So there are here demands  from us 

on you in return. And what do show? You show the negative branches. What is the meaning of 

negative branches? Why? If we will offer you what we’ve promised so far and that’s it, we are 

going to suffer. 

 

Now when you have thеsе negative branches remember, all the people in your company provided it 

for you. We show the negative branch, for example if we do that, I will share all the displaced space 

will go down. Of course we demand from you a commitment for sure space and then we will 

answer. In other words when you show these negative branches two things are achieved: one is he 

knows that you are taking care of yourself, so he not so much afraid anymore of daggers in his 

back, of snakes in the grass. The second thing is your demands from him become totally reasonable. 

You gave so much, you have to protect yourself, I understand why you demand that and that. 

Totally different. And if you say: “This is the case and what we want from you is the commit of this 

and this space”. Don’t say that. Say: “This is a thing, but of course if we give you just let our share 

of displaced space, we go down. So we want from you to protect us in return. Give me, say fine - it 

looks reasonable. 

Look what is happening after that.  
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What you get is the buyer sees now the offer as what? It’s beautiful for him, that you took also care 

of yourself and what you demand in return is very reasonable. And it’s beautiful for him. What is it? 

It’s a “dream come true” offer. Especially when he is not used to such rigorous  fairness from the 

big sellers. This is the meaning of bringing the buyer to want your product. If you noticed in order  

to overcome, you have to overcome two layers: one is you have to overcome the layer number 3 

which is to bring audience to accept your solutions, that your solution really solves the problem. 

And the second one is to peel away the layer number 4 to bring your audience or a buyer to accept 

that it will not lead to negatives. And remember, in this case the negatives that he is afraid of  are 

not the  unknown negatives he is afraid of just because he knows that you are not generous. So the 

way to overcome it is by showing  your negative and helping him to come out with the 

commitments to prevent your negative and then he is happy. And now here are the offer that he 

knows is good, it’s good for me and I understand why it’s good for you. So I am not relying on your 

generosity and understand very well why you are doing that. Now I want to buy your product. I 

really want to buy your product. Does it mean that I will buy it? Not yet.  

 

Remember, there is still the fifth layer of resistance and let’s go to the next page. And this is what is 

called Closing. So many times, so many sales people do not understand that bringing the client to 

the extent he’s dying to buy your product is not yet closing. That there are  two separate steps, one 

is the necessary condition of the other, but far from being sufficient. And then they still try to press 

you with the product. And how good it is and so on. And by that you just frustrate the buyer. 

Because that’s not what blocks him. The block is something else. Let’s look on the bottom of this 

tree. 
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#50. A buyer wishing to buy a product is not sufficient. She/he might have obstacles that prevent 

him from requiring your product. To show more how your product is beautiful doesn’t help him to 

overcome the obstacles and just frustrates him more and more. This is one of the biggest mistakes 

of the sales person. You know what is the most difficult to do in life? To open and open door, a 

door which is already opened, to open it is very very difficult. You are already convinced that he is 

dying to buy your product. Stop to push on that. Why he is not moving to side, he has obstacles that 

prevent him. That’s what you have to address now. Nothing to do more with your product. But the 

entire process of the buyer  to acquire your product. What you do here? What is happening in is that 

the sales person really  finds totally different situations to find the way from one prospect to the 

other, usually he can categorize his market quite well. So he knows what usually are the obstacles 

standing in the way  of the buyer, the buyer that wants to buy. And now since you’ve brought 

already the buyer to  really want your product, you can do whole reversal. In other words the buyer 

itself, now in this stage is telling, the sales person itself is telling the buyer: “You cannot buy it, I 

think”, and gives him a list of obstacles. For example, in order to buy this offer, that I just gave you, 

you need permission from the chain that you belong to. You need a computer to be tied up with us. 

So, obstacles standing in the way. Give the list of obstacles, don’t be afraid. Why? The buyer wants 

it. The buyer is the one who can evaluate, which one of obstacles are real, and which one are not a 

big deal.  

 

Don’t do his job. He knows how to do it. And when you are presenting him - at that stage not 

before, unless you want to kill the sale, - the list of obstacles, the buyer tells you: “That’s not the 

problem, this is not the problem, I can do that and that, this one is a problem”. And then he consults 

with you how to overcome the obstacle. That the best thing in the world you can have. It’s you and 

him against the problem now, rather than you against him. You do that and the result you see at the 

top. Result is one of two things which is either he signs or he is consulting with you what to do 

about the open obstacles. Which means the end result is congratulations, or something very 

important - in-depth analysis of why did we fail. 

 

And on that let me spend some words. One of the great people in this field is very misunderstood in 

this subject and I’m talking about Dr. Deming, and he is talking about quality and so on. Dr. 

Deming said if you want quality, first of all you have to do process. Deviation of the process is the 

key to improve quality. If you don’t have any written process, this means you need to do step 1, step 

2 - just kiss good bye to quality. In the sales process somehow we thought that this is art. Where is 

the process of the sale process is that we came to improve the quality of the sale itself. Deming was 

saying over and over again, if you just listen to him, I’m not just talking about production, I’m 

talking about everything including sales. Most people say it is art, you have to know how to talk and 

that’s correct as long as we understood the core problem and what are the layers of resistance, that 

the good sales person has to learn how to peel. What you’ve seen here, this last tree, is a tree of a 
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process. It’s not a current reality tree. It’s not a future reality tree. This is called transition tree. And 

if you notice the difference between this tree and all the other trees we’ve seen in all the other 

sessions, here is the only tree we have actions. Sequenced. One, second, third. Usually what we give 

is only these actions. The tree is in order not just to give the actions, the action is what are you 

supposed to do and how are you supposed to do it. And usually we are saying that in quite details.  

What we are missing usually is the why. Why do we tell you to do it in this way? And if you notice 

the transition tree supplies answers for four different whys. The first why is if you are telling me to 

take a specific action, the first why is what is the need to cause tell me to take an action? Why do I 

have to do it to start with? The second why is: Why do you want me to take actions in terms of not a 

need, but expected result? What is the objective? What is the target? Why should I do it in terms of 

what do you want to achieve. And the third why is: Why do you claim that these actions that you 

tell me to take will satisfy the need to the extent that I will get the target. Three different whys. 

Three different whys for each action. And remember the process is usually composed from many 

actions. If the process is composed out of more than one action there is another why. Why do I have 

to do that before I’m doing that. In other words why the sequence is a way that you told me. All 

these four whys are in this transition tree. It’s not easy to write it, because usually we don’t answer 

them. We know how to do it intuitively and don’t bother to say why we do what we do. And then if 

we don’t say all the whys and just say the how. How do we train people, it’s called “on the job 

training”. The matter that’s the meaning of the job training and totally new why. You do it. You 

fail. Then I will tell you why. Once you failed I say: “Oh, stop it” and you realize that and that.  

Of course it takes you so long to become really good, because you have to do all the mistakes 

herself in order to get all the whys. It does pay to take the time to write it with all the whys. If you 

noticed there is a rigid structure here to the transition tree and then you can train people. But now 

you can do what Deming was talking about all the time. After each sales call if he didn’t gave you 

the signature perfectly. You are sitting with the sales person and you say the following: “This action 

you took. Fine. Did we get this result?” Remember, for each action there is a predicted result. Did 

you get the result? If the answer is yes, ok, let’s continue on. If the answer is no – immediately – 

why  how come that in spite of the fact that you took the action, the results didn’t appear. Can be 

two reasons: one is you didn’t know how to take the action correctly and now we correct them, next 

time it will be fine. The other one is we have made a mistake in constructing the process. Now we 

know how  to refine it. That is TQM. This is what Deming is talking about.  

And it’s about to start and put it. If you put it you’ll be amazed. What he has talked in his book 

plays relative to reality. If you don’t do it you’ll be very frustrated. You have a win-win when you 

are selling it, it works beautifully. When your sales people are selling it, it doesn’t work at all. How 

come? Because when you are selling it you understand it so well and you are showing the clients 

first of all the problem and lead them through the whole logic. When your sales people are doing it, 

they don’t do it conventionally. And what would you say? A win-win solution do not sale itself. 

And now you are sitting in front of a real /dycotomy /. This happens many times when marketing 

have done their job and built a mafia offer and people have skipped  training the sales people along 

this process. Just real learning the fact that things are going so good it must be that sales will go up. 

It doesn’t must be.  

Again. What we’ve seen here is the following. Who should prepare the current reality tree, the 

cloud, the future reality tree and the list of obstacles? Who should prepare them? Marketing. That’s 

part of the job of marketing. And then you have to train the sales people. And to train the sales 

people you have to do by role playing, you’ll be amazed that  sales person will  agree on everything 



and now you are doing the role playing and what  comes out of his mouth is exactly the opposite. 

It’s almost conditioned unless it’s super sales person and then he’s doing it automatically. This 

needs time and better to do it at home with role playing than to kill 3 or 4 prospects. If your 

marketing didn’t do it, and you are winning your sales, who should do these trees? You! Just spend 

4 days, yes of your own time, if you get commission of your sales it is probably going to be the best 

investment you ever done. You will see the jumps and downs you are getting. No matter what’s 

your product.  

So let me try to encapsulate it again. If you noticed internal sales or external sales are actually 

overcoming resistance to change. In internal sale you are talking about a real chance you are asking, 

in external sales you are still asking about the change. What is the change? You are asking the 

buyer to buy a product. That’s a change. And the sequence is exactly the same. First of all you have 

to do with layer one. Don’t jump. Layer one means to bring your audience to agree on the problem. 

You done that, you built rapport already. Then don’t jump yet to show your solution or your 

product. Second thing is to bring your audience to agree on the direction of the solution. Once you 

achieved that, only then present your product. And remember what is the meaning of presenting the 

product. It does not mean the presenting the product in isolation! It means presenting the product in 

one and only one way. How the features of your product do solve the problems of your audience. 

That the meaning of presenting your product. And make sure that the cause and effect are 

impeccable. Once you’ve done that you move into the negative branches. If you are dealing with 

external sale make sure you are using negative branches in order to remove the suspicion of the 

buyer that the offer is too good. In other words, don’t expect the buyer to come with them. You 

come with them, because the negatives are not for the buyer, it’s for you. And by showing it 

demanding now that he will trim it you are building trust. It is not that you are totally altruistic. In 

business very-very-very rarely there are altruistic. If you are talking about internal sale that’s the 

stage to do with other people, listen to them, let them give the negative branches, most of them you 

have not paid attention to, you are blind to them. And then make sure that rather than attacking 

back, you are the one who are doing the rigorous cause and  effect between your solution and the 

negative ramifications that they are  indicating. Let them have the chance of trimming, of 

suggesting how to improve your suggestion, your change, so that the negatives will not occur. Once 

you’ve reached that you are moving now to the obstacles. If you in external sales you are now 

already what the buyer wanted you can feel his body language is very easily, then stop to sell your 

product. Do a reversal: start to talk about the obstacles. If you are in internal sale be careful to all 

that distinguish it - what “yes, but” is coming now. Is it still “yes, but” about negative ramifications 

of you solution or already it is “yes, but” about the difficulty in implementing the solution. The 

meaning is to “switch the ball”. In both cases you switch the ball you put the obvious now on the 

audience to come up with good answers of how to overcome the obstacles. In both cases it is not 

100 percent guaranteed, because you might reach the sixth layer. If you reach the 6
th
 layer with an 

external buyer kiss it good bye, internally you can still do something. 

This is basically summarizing sales. It is work - not so much, but it is work. And it tells you one 

thing: a good sales person, a real good sales person does not improvise. He is preparing his 

homework. A good sales person builds rapport not based on “let me take you to dinner”, but based 

on “let me understand your problem”. And he does not just listen in terms of hearing from the client 

what is the problem. He is doing the work. He is the one that really listens, not just to what the 

client is complaining, but to the why the client is complaining. He is doing the cause and effect  

analysis. Look. How effective was this? I think you can testify for yourself.  



Look on the first five sessions of this program. Each one of these sessions what you heard here is a 

basically what the majority of organizations are doing today is wrong. Not just wrong, almost 

opposite to what they should do.  Did it make common sense to you? The answer is yes, otherwise 

you wouldn’t listen to me by now. Every noticed that each one of the sessions that you’ve heard 

from me are followed rigorously the layers of resistance what was always almost opening 

statement. What is the problem? What to change? And only when we have reached a consensus on 

that the core problem, only then we moved on. At that stage we won’t even pip about the solution. 

Then we spend sometimes, sometimes more that depending on which issued was on getting a 

consensus on the direction of the solution. And only then the solution was presented. Always the 

solution was presented on here are the changes and here are why the undesirable affects will 

disappear. And then I dropped the ball, because at that stage we are coming into the “yes, but” stage 

where the concerns are very local. And here I can not answer any more unless by questions and 

answers, ok? So, in every topic I want just to see how well the sales process goes. Ask yourself on 

each topic if your reservations are not at the level of “yes, but”. If they are at the level of “yes, but” 

it means it works and then when you are dealing one by one you can answer the yes-buts or cause 

the audience to answer their own yes-buts – that’s the way to do it.  

Do you know how to do it? The question now is “Will you?”, It depends on how many yes-buts you 

have in your head.  

So, I will now try to answer questions. Do you have any? Oh, yeah.  

Dr. Goldratt: Kent. Portland, Oregon.  

Kent: Yes, I’m here. 

Dr Goldratt: Go ahead.  

Kent: I have a question for you, how you will treat my question, /illegible/.. buyer the improvement 

by management. How does issue of the message goal is clearly communicated to the entire 

organization  

 

 



[02:00:00] 

…are two that there is a buying reality organization clearly communicated the three that organization came 

up to changing their conditions.  Say so as to achieve a goal? 

G: This was two questions, you said three? 

Kent: The first question is to show message goals clear communicated to the buying reality organization.  

G: Uh-huh. 

Kent: … by the downs to the floor 

G: By the way always, yes, go ahead, second?  

Kent: The first was what do we do to insure that message goal clear communicated came to the entire 

organization? We are multi-client side organization. We have many clients in diverse production and so 

how we get that type of organization and how we get the buying through the organization to the point 

level and the organization came to changing conditions? 

G: Fine. By the way may I ask which company are you? 

Kent:  A car owners.   

G: Fine.  

Kent: Car products manufacture. 

G: Fine. So, what I present here is a generic question for cases we are talking about the little and large 

organization. Especially when the sites not the very employee at the same site talking about geographical 

problem as well?  

Kent: Yes. 

G: Yes. Let me tell you how I would go about it. In session organization first of all you have to get a 

consensus at the top. In other words to start to do a cross the board change and to start in one plant and 

only then to get the “ok” from top management and so on is relatively dangerous even though it can be 

done. There is even a bigger problem with that and that’s why I will emphasize what not to do. Look on the 

following.  

 

Your organization is actually a pyramid. That’s a pyramid of command. Don’t forget that your pyramid is 

dissected by different functions and different levels. Am I right? 

Kent: Yes.  

G: Now, look what happens. Suppose that one plant starts and suppose that the head of this plant is at 

that’s level of the organization.  

 

And he is doing it on his section of the pyramid and suppose that he gets beautiful results. The results are 

used in order to go upwards to the top guys. And they do listen then and they do look on the results. But 

what you have to realize is these top guys are not interested in one plant. More than that when they see 

that it’s working so beautifully in one plant they want to make it sure that it’s working in all plants. This 



looks positive but it’s not because these top guys will now go down to other plants and will tell them: “You 

see what he is doing, you see how good he is working? Do it!”  How will it be interpreted by the other 

plants? The first thing that they hear is “He is doing well, you are not doing well!” In other words first thing 

that they interpret is criticism. What is the almost unavoidable reaction to a criticism? Defend yourself. And 

they will defend themselves. Do you know how? They will first look on what is done and what were you 

doing just common sense, right? And they will say: “Big deal that he improved so much, look what have 

done common sense, why he improved so much just because he was so bad before! But we, we are 

different!” You heard such things before? Hello? 

Kent: Yes. 

G: Yeah. This is the worst thing in the world that’s how to create enormous resistance here. Now it does 

not matter what you say any more. There are conditions to resist. Don’t go this way. If you can if you don’t 

start here we will talk in a minute what happens if you start here. But judging from your question you are 

somewhat here. What is your job in the company? 

Kent: Sales manager. 

G: In charge of? 

Kent: Two point five, three point five sales.  

G: Fine.  So, in other words you are the top of the pyramid? 

Kent: Yes. 

G: By the way you are the only person, who listens to this program from your company?  

Kent: No, there are quite a few listening… 

G: And some of them are also from the top of pyramid?  

[02:05:06] 

Kent: Yes. 

G: Yes. So you are in a very good situation. You can start at the top which is excellent. Now what do you do 

then? The first thing is you do the trees. In other words you prepare first layer, second layer and third layer 

rigorously. But you do not prepare the material for the next layers. Just for the first three. On each issue 

that you want that it will be implemented in all units. Then you go to each plant, you take all the top guys 

and you say: “Fellows, we want your brain in it!” and you present first of all the analyses of the current 

reality tree, not as their current reality tree but as the generic thing listen to how they modified. By the way 

they will not modify it a lot, don’t worry but let people express their identity, their uniqueness which is so 

needed in large corporations. Then you show the role of assumption. No problem to get a consensus on 

that. Then show the solution not as the solution but this is a framework now why won’t it work. And here 

with them even if it takes three days and that’s usually what it takes. Let them come up with negative 

branches. Let them trim it. Let them then come out with all obstacles, turn the obstacles into a PERT or a 

grand chart. You have to continue with this process until there is an agreed a palm plan of action. As a 

matter of a fact in the next session I will show more how do you do a project with a tree. How do you take 

it from “yes, buts” of the fifth layer of why you can’t implement it into a grand chart into a rigorous plan of 

action. It has to be done by somebody from corporate because otherwise the plant will never believe that 

corporate will allow the plan to do such changes but somebody or somebodies from corporate but with all 

top guys of the plant. Take for it three days. One day to present your work, two days to honor out the 



negative branches and the obstacles up to the point that there is agreed plan of action. That’s the way to 

do it. You take the time, you’ve done the whole work, it works. Yes, it is quite investment three days per 

plant. So what? It’s much less than doing it in the conventional way. Then internally inside every plant they 

have to get a consensus to the shop floor because if the workers and machinists will not collaborate you 

will not get a smooth implementation. How do they do it internally? In exactly the same way. They show 

why, the current reality tree, the cloud, the future reality tree. They do show the trimming of the major 

negative branches and they ask for more. Then they show the plan of action and they say what should we 

change before we decide on it. What the thing we should change? Let the plant people modify it you’ll be 

amazed the modification will shrink the implementation time dramatically. And we make it much cheaper. 

Make sure that people have the time to understand what you are offering and have the time to contribute 

from their experience. So once again in the plant itself you can do it with everybody  for about four hours 

to present the whole thing. Then you can make it with committees where they are hammering out the 

negative branches and allow a whole week for that, not more than that because otherwise it will go for 

ever and ever. And then you’ll be amazed the implementation time of the things takes weeks not even 

months, weeks. Did I answer your question? Your questions? 

Kent: Yes, you did, thank you Eli.  

G: I have another recommendation here even though it might look self-serving but please listen to me. 

You’ve done it already so I don’t have to emphasize it so much but look on the following.  

[02:10:01] 

One of the problems that I’ve seen when you are doing such a thing is that you’ve decided a priori for 

example to deal with production where actually many of the problems are not in production but in 

engineering or in distribution and so on. And if you do this process you will not get one percent buying 

because many people will say: “Ok, you are dealing with production problems and that’s fine but our 

problem is not production”. That’s why I thought that the first step to start with is to change the mindset. If 

you noticed the mindset is local optima. Let me ask you after the first five sessions that you’ve been here, 

that you heard them you talked with other people in your company that have not gone through these five 

sessions. Have you noticed that you start to talk to the wall? Am I right? 

Kent: Yes, you’re right. 

G: In other words what we have to realize is these sessions are creating a totally different language, a 

totally different way to look on the problem. It might be that the first step is to take these top people or at 

least to take opinion leaders from all functions let them go through this thing these sessions and let them 

come up with two conclusions. One is which area of the company should we address first? Is it production? 

Is it engineering? Is it distribution and so on? And the second one is how many of our people have, have to 

acquire this new language? Otherwise we are going directly into the wall. Please do that first. Yes, by that 

you postpone the reaction by about a month, so what? Wall was not build one year. You will survive this 

month but it will pay the way so much more and it will shrink the time to get the local consensus on the 

local issues immensely. Does what I’ve said make sense still?  

Kent: Yes, it does.  

G: Above all mind the following. If you feel now that when you are talking to people inside you company, 

bright people, that have not seen these sessions, and you start feeling that you are talking the foreign 

language to them pay attention to how important to put these people through these sessions before there 

is a decision of what are we going to address, which topic are we going to address. Have first the language 

and the total picture before you start to make decisions. I hope that I answered your question.  



Kent: Thank you, Eli. 

G: Thank you. Stephan?  

Stephan: Yes. 

G: From Belgium? Antwerp. I love this town, talk to me. 

Stephan: Eli, hello. We listen to the course with great pleasure and enthusiasm let’s say.  And we have one 

question here that related to a situation that we have to face in our company. There is to say… how do you 

convince the top management to adopt and think according to this sales method? The question is it related 

to the fact that is it’s very difficult to tell your top management that they are thinking in the opposite way  

in, in… let’s say the right way optimization let’s say as well as it is difficult to use your parallel of the  the top 

management is not ready to jump let’s say how gently to help them to jump? That is the question that we 

have already here.  

G: I’m sure that many companies have the same question. Not always you have enough of the top people 

seeing the program to start with. Many times you have the middle level management seeing that first and 

none of the top manager and now what do you do? Are you going to the top managers and tell them: 

“Listen, fellows, you don’t know what you’re doing”. It does not work so well or even to try them: “You 

have to learn how to think”. Please, no, unless you want to be a kamikaze. You have to do a sale here, a 

buy-in to the top. How do you do it? Start with the list of undesirable effects that bother these top people.  

[02:15:01] 

If you don’t know them exactly ask one of the assistants or a few of the assistants. Don’t use your words in 

it, use their words. For example, if you are talking to a top person in charge of one thousand people. He is 

not talking in terms of “the setup is too long”. He is talking in terms of “we don’t have the right 

merchandise in the distribution in spite of the fact that we have mountains of money buried there”. Ok? 

Take a list of undesirable effects expressed at their point. From all this list pick three or four which are in no 

dispute that everyone of the top managers will be agree to it. Write these three-four clouds, generalize it 

and then write the tree from the general cloud upwards. That’s very important that the current reality tree 

presented to top people will have the cloud at the bottom rather than just a statement of the core-

problem. Let me emphasize it. The problem is the following. You start to present a conventional current 

reality tree where at the bottom there is some policy of the company. And you show it to top management 

and you are running the risk that they will think that you blame them for it. The minute that they think you 

blame them for it they will kill you. They have more power than you. You have to start with a tree that has 

a cloud at the bottom. If you look on each one of the clouds, who is to be blamed when you show a cloud? 

Nobody. The needs are  to meet, the conflict is  to meet we are simply between a work in a half place. You 

don’t give even the hint that you blame them and from that comes the existing undesirable effects as a 

must. You show that you have a ready their attention, you are not teaching them, you’ve done your job as a 

responsible employee. They will thank you no matter how big is the company. I have done it more than 

once, I’ve seen the people doing it much more that once even in very tough organizations like an army or 

the air force where the top three- four star generals were presented by a captain with such things and they 

loved it. Everything works there it will work even in your company. Then you know the debate about the 

direction of the solution that exists right now among the top people if you don’t know it ask the assistants 

they will tell you. Make sure that from the cloud you show how each one of the directions make sense. 

Hello? Because they do. Each one of the direction makes sense also the same time it does not. Don’t 

emphasize why it does not make sense. Make sure that you emphasize why it does make sense and then 

and only then expose the wrong assumption. And show that’s actually what they meant. Don’t worry 

intuition of top people is so high that from sometime for some part of the time they did thought in that 



direction and then they neglected it. But when you say that’s what is the thing that comes out and I know 

you are thinking about it they will listen. Then they will say: “Fine, what do we do now?” then present your 

future reality tree and suggest that more work has to be done in terms of trimming negative branches and 

so on and so forth. They will accept it. I’ve seen it done many times I have not seen it failing even once. Not 

true, I’ve seen it failing once in England but that was really a    case simply the president knew that his 

partner have run away with all the cash. His problem was much-much bigger. When we are talking about 

top management treat it as a regular buy in process. Don’t think that you have to make it sure is when you 

start with undesirable effects you start using their terminology not your terminology. If you start using your 

terminology they are so sick and tired of hearing it each morning that immediately the iron curtain comes 

down. They don’t listen. Undesirable effects expressing their terminology, do the analysis start from the 

cloud up it does work even if they give you fifteen minutes. Start from the count reality tree from the cloud 

up they will give you as much time as you need, don’t worry even though they might reschedule the big 

meeting for next week. Remember these people are usually very-very busy. Did I answer your question?  

Stephan: Yes, thank you.  

[02:20:00] 

G: By the way again of what I try to talk all the day. Don’t come with your bright idea of what we should do! 

First of all peel away level one and two before you go to three. This is to be arched in your mind. You start 

with your solution even if your solution is perfect and it will fail for sure especially when you are actually 

arrogant. You are somewhere in the middle you go to the top guy you start with your solution. Think in 

what position you put them. You’re bound to fail then. Start with the analysis or a cloud at the bottom, 

essential. I hope that I answered your question. I’m sorry but all of my answers involve something not nice 

which is you have to start to do some work and think but what can I do? Marie? Flint, Michigan. Hello? 

Marie: Hello. Good afternoon, doctor Goldratt. 

G: Good afternoon.  

Marie: I top of thing I appreciated your seminar so far. 

G: Thank you. 

Marie: Learning a lot. My question is most of your clouds in reality tree is expression associated with 

marketing are based on changing inventory level and sales by product recreating  unrefusable offer. In 

order to create the unrefusable offer in a hospital what would be the bases in building the clouds in reality 

tree? Would it be quality of care? I guess my bases and my question is finding a connection between 

product and services and creating those clouds in reality tree?  

G: Fine. Let me take real examples because as you can imagine you will not be the first hospital to go on it. 

And of course when we are dealing with “for cause” organizations rather than profit organizations 

inventory does not mean much. But it’s a system does mean a lot which is lead time. Now in the medical 

profession you have a huge core-problem. Let me show the real core- problem that existing almost every 

medical system in the world. And it’s not due to anybody fail… lack of effort or stupidities but to exact 

opposite.  

 

If I’m looking on the following graph suppose that this axis is time and this axis is a cost to heal a person. 

And I will look on the last twenty years. What graph am I going to see? Now you can answer it but let me 

try to explain it to other people which are just a customer of the Healthcare System. Ten year, fifteen years 

ago when the physician wanted to look inside our body without opening it which they love to do what was 



the tool that was using? X-rays. How much is a cost of doing one X-ray?   In United States to hospital it costs 

something like seventy cents. What are they using today in order to look into our body? MRI, CAT scan, CTs. 

How much is a cost of one MRI? One picture of MRI? It’s not seventy cents. It’s about seven hundred 

dollars. It’s thousand times more expensive. Of course they are getting much more that they could have 

seen ten years ago. Let’s look for example on operations. Fifteen years ago you could not find a single 

operation that cost more than one hundred thousand dollars. It probably was not in existence. Today there 

are several operations that cost more than half million dollars. For example a transplant of length this is 

more than half a million dollars. It’s a huge team, it’s more than twenty hours and so on. Of course these 

people ten years ago died now they have real chance of surviving but look what’s a cost? Or look on other 

things like drugs and taking medicines. I’ve some statistics from hospitals in Israel and I’ve talked with one 

of the largest hospitals in Israel and they told me that ten years ago they didn’t have even a single patient 

that was swallowing drugs in more than two thousand dollars a month, today they have six hundred 

patients that an on-going bases are swallowing drugs for more than eight thousand dollars a month.  

[02:25:03] 

Of course, these people ten years ago would have died in other words due to the enormous improvement 

in technology the cost to heal a person as a function of time have grown exponentially. This is not just bad 

news these people would have died ten years ago, fifteen years ago. At the same time if we are looking on 

available budget per person do we see the same graph? At best we see something that grows very slowly. 

Am I right so far, Marie? 

Marie: Yes, I agree. I do not see these graphs in front of me but what you are saying makes sense.  

G: Fine, now look what happens. Of course the thing was what will happen when the two graphs cross? 

When this graph becomes much higher this one becomes much higher than this one now in most countries 

it did cross already and that’s why we see turmoil in every industrial country. Real turmoil. The graph have 

crossed now what is the problem when they cross? Now the physicians or the Healthcare have to make a 

decision which people we are going to save and which we will allow to die which is the opposite of the base 

of medicine which is based on the sick of the holiness of human life. Now officers have to make these 

decisions. Of course the problem is phenomenal to the extent that our hospitals are crumbling down and 

now all of a sudden they have a department they have to consider what do to budget? It’s not a luxury any 

more it’s a must. This is a phenomenal conflict. Now if you are in the States it’s one of two things either you 

have to sell your product and services to the insurance companies, health insurance companies or directly 

to the market. You have a sales problem, period, am I right, Marie? 

Marie: Yes. 

G: Now, look amazingly you have taken the problem which is most, the industry which is the most closest 

to production to the real industry in what sense?  Lead inventory is here not initial, inventory actually are 

the patients themselves but lead time is of a phenomenon consequence. Why? If in production my lead 

time was let’s say ten days which means the parts will waiting all the time until I actually work on them and 

I actually work on them may be actually five percent of the time that I holding my expenses in terms of 

seven days rather than one day was not changing much. Someone can call cost of inventory which 

according to whatever you want ask is not higher than 40% of the value of the inventory per year. What 

happen when you have patients at the hospital additional day? Now you need the nurses, you need to feed 

him, you need to give him cloths, you need to give him everything. The expenses of the hospital are almost 

directly linked with the lead time when the patient is held in the bed. Am I right? 

Marie: Right. 



G: So, if you can improve so you cut the lead time why improving the quality in other words why making 

the health faster this is translating to enormous financial gains that you can offer to your market and by 

that becomes not the cheaper per day but the cheaper in total and that’s what they care much more so it 

might be that you will take per day seven hundred dollars rather than six hundred  dollars but per type of 

disease per type of problem you are by far cheaper than your competitor. Is it understood?  

Marie: Yeah. 

G: Good. Now I’ve seen it done, it working, it is working. In other words in the field of medicine go back to 

my first sessions about logistic and take it out from your mind that you are different. And start to apply 

each one you have bottlenecks. As a matter of a fact in most all hospitals the bottlenecks that currently 

exist are either operating room or this big testing machines the scanners one of the two. If you really look 

of what   organizations of these bottlenecks you find out that it’s about 40%. Why lead organization so low?  
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Go back to the production session. You have batching you have everything inside but even more 

exaggerated than in production. Do that. Second thing is in my second session when we’re talking about 

project management you have to realize each patient is actually a project different from any other patient 

that you had.  Are you with me?  

Marie: Yeah. 

G: You are in a multi-project environment. Now look for example how reschedule recourses you are not 

giving buffer per everything you are giving per each client for example when you are scheduling a physician. 

You are saying, fine, I will make sure that every patient rescheduled that it’s every ten minutes another 

patient. Now some patients don’t need ten minutes, some patients need twenty minutes. Why don’t you 

do opposite and say per each hour of physician I will give fifteen minutes buffer rather than per each client? 

And so on start to think in that way of multi-project  you will find out that the combination of the 

production when you look at the overall and the multi-project environment will allow you to increase 

health while shrinking the hospitalization time less than half. This you can turn into enormous of your offer. 

Especially when today in your market the problem is and continues to be.  Life vs available fun – money. 

We cannot demand that the country will put more and more money into the health. Look for example in 

the United States do you know that the Health is taking already more than fifteen percent of the gross 

national product? And it still need more and more grow and there is other requirements that must have. 

Education is important so on and so forth. We must find ways to tilt this graph not by knowing technology 

but by improving we have to tilt it so that the graph re-cross in twenty or thirty years from now until then 

preventing medicine will give us the answer and today they know it will give us the eventually answer 

through that preventing medicine that is open through the genes, preventing diseases and so on. We must 

win twenty or thirty years otherwise we are now already and we’ll be more in this enormous dilemma of 

who will live and who will die. Again in your case just follow the sessions use first four sessions and you will 

shrink the lead time because in your case the lead time is translated into money and money is the real issue 

for the market today whether or not it’s individual or the insurance company. Did I answer you? 

Marie: Yes, thank you very much. You did provide a clear understanding. 

G: Thank you. That’s what you need. 

Marie: Thank you.  

G: Fine, I think that we are at the end of a session that I have to thank you that you come here by at least 

one of you. Go ahead ask me a question. Fine.  



- Eli, in continuation to your previous question you said it is probably better if a patient for six 

hundred dollars a day is no longer treated for five days but for seven hundred dollars a day for 

three days. 

G: Correct. 

- Will that not deteriorate a total budget of the hospital will it not because they have more patients 

being there for three days each than for seven hundred dollars a day, so the budget of the 

department is getting in the wrong direction?  

G: No, it does not. Why? Because now what happens is the same recourses can handle many more patients 

and if you really sold it as enough in the market you don’t have lack of patients. You know there is no lack 

of sick people who want to get the best treatment. Don’t worry about that.  

- All right, thank you. 

G: You are welcome. Ok, this brings this session to its end. Next session is about managing people. Of 

course I will draw from whatever we’ve done in first six sessions but all the focus will be how to treat the 

individual whether it is the person reporting to you whether is your peer whether it is your boss. How to 

create pockets where the workplace becomes a challenging rewarding place rather than a source of 

frustration where we can turn our work places to places that even if we are sick we want to come to work. 

Yes, I’m not joking and yes it is possible. Of course it requires a lot from us but if we want to have a 

contribution you have to take actions. Exactly what type of actions how to do it what are processes to do it 

and so on and why it makes so much sense I will try to give as much as I can next session and after that with 

this put to bed we can take everything together and start to talk about what is the meaning of sensible 

strategy backed up by detailed tactic and how a company should go about doing that. So, until next week. 

Thank you all. 

This concludes our broadcast  for today. We hope you’ve enjoyed it but more important that you now know 

a new way to make improvements in your environment and how to make that change. Good luck with your 

improvements. We’ll see you again next week for the session seven “Managing people and respect”.  


