
7© - Efecto Oy 2013 Rev 13.03 Confidential

Aalto



8© - Efecto Oy 2013 Rev 13.03 Confidential

Aalto



9© - Efecto Oy 2013 Rev 13.03 Confidential

Aalto

In an attempt to structure and organize buying and procurement, firms have widely
implemented category management. 
Category management assign procurement items (and suppliers) into categories. 
Each category has processes and practices of how suppliers are managed.

Suppliers in the ”commodity” category have very little influence on anything, while the
partners in the ”strategic” category are treated very well.

DISCUSSION: What implications does the category management have on suppliers?
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The key player map is visual description of the influential key persons in the customer
organization:

1. Job title and role
2. Relationships

For each person we would like to know

1. Their perception of the goals, challenges, and solution vision
2. Their influence
3. Their relationsip to us

DISCUSSION: 
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The “relationship map” is a listing of the key players in customer organization or in a specific 
business opportunity. The content describes 1) the role of the key player, 2) the goals & 
challenges of the key player, 3) our primary contact to the key player.

DISCUSSION: What thoughts do you have on the role, importance, and content of this 
planning tool? 
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The above ”Champion letter” is a sales tool sent to a key person after an initial “needs 
exploration” meeting with a goal of building a strong connection to the person. Potential 
Champion is a customer’s key person that fulfills three criteria:
1. Has a (compelling) business goal
2. Wants to change things to reach the goal
3. Is receptive to our solution ideas

Champion letter is a tool (usually an email) that follows a predefined structure to verify the 
outcome of a recent business meeting. The letter states:

1. What was understood as the key person’s business goal (objective)
2. How the current business situation was described (by the key person)
3. What is their ”solution vision” (capabilities they need) to rearch the goal
4. What is their anticipation of the value of reaching the goal
5. What was agreed as the next step (this is really the key outcome of the meeting)

DISCUSSION: What thoughts do you have on the role and importance of a champion?
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Champion qualification test a key person against five Champion qualification criteria to find 
our whether a key person could be considered as Champion.

DISCUSSION: What are your thoughts on the sales task “qualify a key person 
relationship”, supported by this tool?

Aalto



14© - Efecto Oy 2013 Rev 13.03 Confidential

Aalto



15© - Efecto Oy 2013 Rev 13.03 Confidential

The opportunity profile describes a sales opportunity by six topics:

1. Name of the opportunity
2. Critical & prioritized business goal
3. Our idea of the solution ”solution vision”
4. Expected sales revenue
5. Business value of the solution to the customer (our estimate)
6. Connection to the key player maps

DISCUSSION: What information would you like to include in an sales opportunity
description?
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An essential part of a (proactive) sales conversation is to understand 1) the customer goal, 
and 2) the challenges (or opportunities) that prevent (or help) achieving the goal.

Sometimes (or oftentimes) the customer goal is rather trivial or obvious (such as earning 
more money), sometimes need verification (goals such as improve production volume or 
similar). Often salespeople find questions, such as ”what is your goal” quite awkward, but 
questions like ”what are your current business challenges?” easier to ask, especially if 
preceded by a quick demonstration of topical and relevant business challenges.

The ”Menu of Challenges” tool displays topical and prioritized business challenges for a 
target profile (by industry, by key player profile, etc).

DISCUSSION: How do you feel about this tool for exploring customer challenges?
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The “Demonstrating value with benchmarking” is an example of a success story in 
a structured format. The success story documents a) the challenge a customer had, 
b) the solution implemented to solve the challenge, and c) what was the outcome.

DISCUSSION: When, and for what purpose can a seller use this type of a success 
story? What are the potential benefits?
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The success story application is a database of documented customer cases. Each success 
story is constructed in line with this:

1. What was the customer challenge?
2. How did we help solving it? (what was our solution)
3. What was achieved? (At best, a monetary estimation of the value created)

DISCUSSION: How do you feel about this tool for accessing categorized success stories?
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The solution presentation template is an outline for constructing a solution proposal 
presentation. The tools serves as a checklist for including all relevant items.

DISCUSSION: How do you feel about this tool for planning a solution presentation 
meeting?
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This is an example of a value calculator that estimates the estimates the economic value 
achieved by modernizing a cartoon machine. The tool features standard elements of a value 
calculator:

1. The comparison is made ”before” and ”after” the solution (= modernization) is 
implemented 

2. The calculator identifies few parameters (”value dimensions) that change: 1) production 
speed, 2) production reliability, and 3) electricity consumption

3. The calculator estimates the magnitude of change along each value dimension (such as 
speed change from 695 to 752 m/min)

4. … and calculates the impact of each change on common measure of value. In this case, 
as it often is, the measure is money.

5. Finally, the solution cost is compared with the (gross) value to yield (net) value (such as 
payback time)

DISCUSSION: How do you feel about this value calculation tool?
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The champion letter also acts as a tool to control the joint buyer-seller process. The 
champion letter helps:

1. Verifying the customer goal, challenges and solution vision
2. Estimating the criticality of the sales opportunity
3. Making sure both parties agree on the agreed future actions

DISCUSSION: What are your thoughts about using this type of tool in building and
managing a key player relationship?
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Usually the buyer-seller process progresses smoothly up to a point, usually up to a point
where the solution proposal & the solution offer are made. 

If nothing is agreed as a follow-up action after the solution presentation, the seller loses 
connection to the buyer’s process at this point. 
The activity plan tool is an attempt to agree on joint activities to maintain contact to the 
customer for influence and control.

DISCUSSION: What are your thoughts about this tool? When could it be used, would it be 
difficult or easy to agree on process steps with the customer?
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The sales opportunity closing checklist helps verifying that the seller understands what are 
the important milestones along the joint journey, before trying to reach an agreement 
(”close the sale”). 

DISCUSSION: What damage can the seller cause by trying to “close the deal”, before all 
the necessary intermediate steps have been agreed upon?
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