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Ninja Tactics

M

Mention the word “ninja” and images of
dark, stealthy — and deadly — warriors
come to mind. Not to Hanzo Ng. Ninja
is just a euphemism for doing things
unconventionally. He is doing it through
his Sales Ninja Tactic training program.
This is not like any other sales training
program, Ng said. He considers it an
advanced training program that “extends a
company’s existing sales system”. In short,
he’s not out to compete but to enhance.
Ng took one month to formulate the
Sales Ninja program, before he trialled
it. That approach itself is true to the
philosophy of being unconventional. “In
conventional thinking, managers make
decisions on whether something works
without even testing it. Or, they make a
decision after testing it once.
“Unconventional thinking would be
to put it into the marketplace and let the
market decide. Just as with martial arts,

A creative consultant turns his martial arts
passion into a sales training program by STEPHEN CHIN

trying one approach and failing does not
mean one should change tactics. He should
make adjustments and see how that works,”
Ng, who happens to be a 2nd Dan black belt
martial arts exponent.
Since August last year, over 300 people
have attended his Sales Ninja workshops.
80% of the participants rated it to be good
or excellent. The program was developed
based on Ng’s past experience in sales and
training, from books, Internet resources
and interviews. It combines elements
of psychology, marketing, persuasion,
cognitive science and advertising.
It aims to break people from their
conventional mindset. The goal, Ng
explained, is for them to be one of the top
two in a market. “Jack Welch (former CEO
of General Electric) once said, any division
should be No. 1 or 2 in the industry, or
else they should be sold off. Either fix it or
create a market where you can be one of

the top two,” he said.
The market only remembers the top two,
he insisted. “Apart from Coca Cola and
Pepsi, do people know who the third largest
soft drink maker is?”
On Ng’s program, 60% of the participants
were business owners and operators of
small-to-medium enterprises and industries.
“They usually give us high marks,” he noted.
Managers make up another 20%, with sales
people representing the remainder.
“The sales people are usually the ones who
rate it disappointing. They were looking for
sales processes which are not covered in the
workshop. They just wanted tactics to close
the sale,” he said. “It’s like people who want
to study martial arts just to learn how to kill
people in different ways.
“Martial arts are not like that. There is
philosophy in martial arts. We learn about
the why, such as self-defence, or to defend
our family and country,” Ng said.
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Ng was born and bred in Kuala Lumpur
and led quite a colourful life. He dropped
out of college at age 19 and went into
business selling computer hardware. “That
failed,” he said. “I started a second business
on web designing. It needed less capital and
I did OK, not fantastic though.”
This was followed by a stint in a network
marketing-type business over the Internet.
He managed to recruit over 3,000 people
before the company went bust. Ng
subsequently went into employment. “Since
19, I’ve been reading books on sales but
found them difficult to apply without a sales
job. I got the job to test out my knowledge.
“I had a choice between selling time-share
and insurance. I picked time-share because it
offered a basic salary and sales training,” he
recalled.
Within a short period, he bagged the
company’s top sales awards. “I won the Top
of the Month, Top of Branch and Hall of
Fame. I missed the Century Award because
it needed me to work for a year. I left after
eight months,” he said. “I had good income
but no life.”
Ng then joined an advertising company
but found, in his second month, that he
made more sales than his managers. Figuring
that they couldn’t help him learn, he left
and joined yet another network marketing
company. Again, he rose high but when
two of the company’s directors left — one
to set up a new competing company! — his
business collapsed.
He then worked for a Japanese start-up
and was so successful that the company
managed to sell one of the subsidiaries he
developed for RM1.2mil. “I was rewarded
with only three months’ worth of salary,” he
said. Looking back, he felt he should have
negotiated a contract based on performance
before working there.
Ng finally ventured into consultancy and
later branched out into training. “One of my
regrets is that I did not start the Sales Ninja
brand earlier. I was busy selling me, instead
of a brand,” he said.
Ng still offers consulting services but
devotes a majority of his time to further
develop the Sales Ninja brand. He hopes
to licence it in the next two years, to other
trainers who want to leverage on “Asia’s No.
1 unconventional sales training program”.
After all, if he’s not the top or second best
player, he wouldn’t be practising what he
preaches. SI

NINJA TACTICS
The Sales Ninja program is
designed to help companies
improve on marketing, sales and
after-sales services. It covers
these topics in three categories:
philosophy, strategy and tactics.
People want to change strategy
first or go for tactics before
formulating strategy, Hanzo Ng
said. “They don’t think about
philosophy, which is the culture
and mindset. Without the right
philosophy, how can they make
changes?
“For example, if a company
wants to give good customer
service, it should first define what
it is. Then install the mindset,” he
explained.

Philosophy

“Look at what you are doing and
see how you can step out of it. Be
more aware of what’s happening
in the market. Some of the best
strategies are already working
somewhere else. Just study
successful businesses to emulate
their strategic success.
“Federal Express looked at
the Federal Bank, which has an
efficient cheque clearing system.
It adopted the process for itself.
This isn’t a breakthrough idea nor
is it spectacular, but it works. Look
for it and use that in business,” he
explained.
It is important to understand
the reasons why we are doing
something, before formulating
strategy or tactics, he added. “We
give our workshop participants
one year to work on this. They are
requested to evaluate what they
are doing and compare that with
what the competition is doing. Are
they the same?
“If it is, then the philosophy is
bad. Why do you deserve your
customers? It is better to find
a specific niche where your
customers see you as the only
viable solution for that niche.
That becomes your unique selling

proposition,” he said. “You don’t
need to be better, just different.”
Ng suggested that companies
learn to create a new market
where they can be the No. 1.
“In the long term, those who are
first in market end up making
more money, sales and profits.
Conventional thinking of fighting
with the big players will not
accomplish this,” he said.

Strategy

The main idea of strategy is to focus
on differentiation. “Where can you
be different from the rest of the
market?” Ng asked. He listed seven
areas for differentiation:
● Organisational efficiency
● Innovation
● Customer intimacy
● Selection or choices
● Price
● Service, such as 24-hour service,
overnight delivery, etc
● Boldness, such as money-back
guarantees

Tactics

This involves specific sales
approaches, where there are
more interaction. “It’s a topic that
is more alive. It’s about what to
do, how to listen and respond.
Sales people should be thinking
about finding their clients’ needs
and solving that need.
“They should learn how to
develop rapport. This is not
‘relationship’ which takes time to
build. A rapport is the unconscious
connection between two people.
In an instant, they feel like they’ve
known each other for years,” Ng
explained.
Ng listed 60 ways to gain and
maximise rapport. They mostly
involve common sense that are
not in common practice, such as
smiling and using positive words.
“We can even point out some of
the negative features to our clients
upfront, to gain their trust and
build rapport,” he suggested.
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