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ARTICLE
PREREADING &
PRESENTATION

Keranen, J., Terho, H., Saurama,
A. (2021). “Three ways to sell
value in B2B Markets”

e What did you learn by reading
the article?

e Discuss the article with the
person next to you for a few
minutes

® Prepare to share your
thoughts

STRATEGY
—

Three Ways to Sell Value
in B2B Markets

© - Efecto Oy 2013 Rev 13.03

Confidential



Aalto

(JOINT VALUE CREATION

( k
PERFORMANCE [~ J

L

o

{ SOLUTION J
PRODUCT J

+ Selling features & + Selling + Consulting & + Mutual dependency
& match with operational + Focus on ecosystem
* Having best customer needs services, performance &
product + Best solution outsourcing competitiveness by joint
» Focus on h
customer
business

This drawing conveys a number of messages:

1. Astarting point for a customer relationship is often a product (or productized service) which is
easy to buy, and involves low risk for the buyer. Customer choice is based on product
differentiators

2. Once the product differentiation is lost while market matures, the next step to differentiate is
by moving to sell more comprehensive solutions, i.e. Product + services to ensure smooth
operation of the product (maintenance, preventive maintenance etc.)

3. Once the solution differentiation is lost, the logical next step is to instead of selling tools for
the customer to run a process, is to take over the process and sell perforemance instead.
Different performance ensuring arrangements also belong to this category.

4. The final stage of differentiation involves mutual dependency and strategic cooperation to
differentiate from other similar industry clusters for competitiveness.
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PRESSURE TO

CHANGE SOLUTION VISION SEARCH COMMITMENT
SELECT IDENTIFY DEFINE PREFERENCE DECISION
"Value “"Solution "Specification- "Transactional
selling” selling” based selling” selling”
QUESTION: What pros and cons can you identify with the different sales approaches?

Seller can engage with the customer’s buying process at different stages:

1. "Proactive value selling”: If the seller want to create a need by demonstrating and
opportunity to improve, the seller starts with customer selection and focuses on
developing the “pressure to change”

2. “Solution selling”: Especially in software business and large-scale project business it is
often unrealistic to hope to kick-off the customer’s buying process. Instead, the seller
seeks to join the process early to understand the needs and influence the solution vision.

3. “Specification-based selling”: This is very common reactive sales approach. Customer’s
build their own solution vision and approach the sellers with “request for quotation”.

4. "Transactional selling”: The transactional selling is limited to helping the purchase to take

place.

What pros and cons can you identify with the different sales approaches?
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EXAMPLE INDUSTRIAL SALES PROCESS

Active opportunity.

CCS > process

undefined

Contents

Leaming results « BACK

focus local sales
efforts on customers
with most potential
Ensure local sales
actions are in line
with regional strategy

Identify
opportunity

Identify customer’s
key people
Diagnose customer
business goals,
challenges & needs

Develop &
Influence

« Develop relationships

with key players

» Influence
specifications

« Create compelling
business case

Create proposal /
firm bid

Define detailed
solution that ideally
blocks out
competition
Confirm common
understanding with
key players
Present and submit
quotation

Negotiate
and close

« Plan & execute
winning tactics

« Ensure compliance
with company
policies & legal
guidelines

« Sign the contract
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SALES PROCESS & ACTIVITIES & TOOLS

Opportunity Opportunity Indicative Budget Firm Final
Identification valldation proposal proposal proposal negotiations

« Focus activities « Understand « Develop & qualify « Scope the solution « Confirm common « Plan winning
proactively customer business cusiomers according the understanding with taclics
according to goals, challenges Champion needs and the champion « Prepare Get and
company sirategy and needs « Influence requirements « Present and submit Give
specifications « Create compelling quotation « Agree terms and
« Develop & qualify business case « Competition conditions
other key players « Quantify and Strategy intemally
present customer Documented « Sign the contract
valua « Document Loss /
No Decision
« Opportunity profile « Menu of challenges « Champion « Value quantification « Solution « Negotiation plan
« Success story quakification « Solution o Emélljm « Get and give
« Champlon letter « Key player map ?rformanoe . E:sr;%e:mckﬂst worksheet
« Activity plan - « Customer risk
« Benefit summary assessment
by goal worksheet
« Cost benefit o Closing checkiist
analysis
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SALES TASKS, TOOLS, AND SKILLS

Customer
buying process
phase

|

Sales Skills =) SALES TASK == Sales Tools

We have already studied how customer’s implement their buying
process. Sales process needs to be carefully aligned with buying to
focus on those topics that are relevant for the buyer.

Selling is about performing sales tasks. The entire sales process is a
sequence of sales tasks, designed to influence the customer to
proceed in the buying process (or to understand it is time to
disengage)

Sales skills are needed for effectively performing the sales tasks.
Sales skills are relative; different sales tasks and thus sales skills are
important in different situations.

Sales tools are checklists, planning templates and similar, aiming to

support effective and high quality implementation of the sales tasks.

Each sales task targets to achieve a goal. Usually the goals are
explicitly defined for each sales process stage.
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THREE CATEGORIES OF INFLUENCING ACTIVITIES

Sales activities can be categorized into three groups:

1. Build and develop relationships as a channel to exchange information and influence
2. Give and get information and commitments about value of the cooperation

3. Evaluate the outcome of the information exchange and commitments made

Let’s discuss these influencing streams by exploring few key tools in each stream.

© - Efecto Oy 2013 Rev 13.03 Confidential
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ROUTINE

Supplier’s product are critically
important, but relatively easy to
replace.

Customer target is process
optimization.

COMMODITY

Supplier’s products are non-
important and easy to replace.

Customer target is to leverage
buying power for best price

DISCUSSION

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.

STRATEGIC

Supplier’s products and services
are both critically important and
difficult to replace.

Customer target is deep
strategic relationship

BOTTLENECK

Supplier’s products are not
critical, but difficult to replace.

Customer goal is to ensure
availability and to seek
alternatives

In which category would you like to be in, and how do you get there?

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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PRESSURE TO
CHANGE SOLUTION VISION SEARCH COMMITMENT
SELECT IDENTIFY DEFINE PREFERENCE DECISION

This picture illustrates four different sales tasks and tools for initiating, exploring, influencing,
and quantifying by value:

1. Establish the discussion by sharing a relevant value proposition
2. Explore the key person’s business goals & challenges by industrial examples
3. Show evidence of success cases in solving business challenges and meeting business

goals
4. Quantify the business value by using customer’s own data by value calculators

© - Efecto Oy 2013 Rev 13.03 Confidential
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PLANNING & INFLUENCING TOOLS

The next few pages describe tools for building and managing key person relationships,
communicating value, and controlling the buyer-seller process. In your team, explore the
tools in one of the tool categories:

1. Building relationships
2. Influencing by value
3. Controlling, evaluating, and planning sales actions

Each group reviews the tools in one category (20mins), and prepares to quickly review
the tools (5mins)

1. What is the purpose of the tool?
2. In your opinion, what are the strengths and weaknesses of the tool?

© - Efecto Oy 2013 Rev 13.03 Confidential
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ENGAGE WITH VALUE:

Relationship process
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TOOL

PURPOSE

STRENGHTS

WEAKNESSES

KEY PLAYER
PROFILE

KEY PLAYER
RECEPTIVITY

CHAMPION
LETTER

CHAMPION

QUALIFICATION
WORKSHEET

RELATIONSHIP
MAP
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KEY PLAYER PROFILE

People buy, not companies. The single most
important sales task is to build relationship to those
people that matter. Please ponder the following:

"Our goal is to identify the key people, their influence
on decision making and build relationship to these Influence
people by helping them to achieve their goals”.

Influence

* |s anybody interested in this person’s opinions?

* How is her career development?

* How is her treated in group situations?

* When was she appointed in her current position?

Personal goal

Personal goal
* What are this person’s personal goals?
* How would buying help this person to achieve her

Receptivity

goals?
Relationship to us? Relationship to
*  Why would she buy from us? us

* Is her on our side or on the enemy's side?
* How do we know?

People buy, not companies. The single most important sales task is to build relationship to those
people that matter. Please ponder the following:

”Our goal is to identify the key people, their influence on decision making and build
relationship to these people by helping them to achieve their goals™.

Influence

* Is anybody interested in this person’s opinions?

* How is her career development?

* How is her treated in group situations?

*  When was she appointed in her current position?

Personal win
*  What are this person’s personal goals?
*  How would buying help this person to achieve her goals?

Relationship to us?

*  Why would she buy from us?

* Is her on our side or on the enemy’s side?
* How do we know?

Receptivity
»  See next page

© - Efecto Oy 2013 Rev 13.03 Confidential
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GROWTH TROUBLE

Personal goal is much higher
than current performance,
ambitious and open for

Has identified problems in the
current situation that require

improvement attention
INDIFFERENT OVERCONFIDENT
Does not care, “don’t rock the "Everything’s under control”

boat”

Adapted from Miller-Heiman "Strategic Selling”

The people we meet assess the value we are offering based on their personal assessment of 1) how
they would like things to be "goal” and 2) how they assess the current state of things "current”. We
recognize four different responses:

1. "Growth”

» Finds the current state of things quite ok, but is anyway motivated to reach out for more, to
be ahead of others/competition

2. "Trouble”

* Is unhappy with how things are, sees problems and is motivated to solve those
3. ’Indifferent”

* Is entirely happy with how things are now, not at all motivated to change anything
4. ”Overconfident”

* Has a very rosy view on how things are, personal assessment on the current situation is
even better than the they would need to be

* Absolutely not interested in changing anything

QUESTIONS:
* How would you recognise the different responses?
*  How would you treat the diffent responses?
*  What is the value of knowing this?

© - Efecto Oy 2013 Rev 13.03 Confidential 30
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CRITERIA EXAMPLE TEXT

“Thank you for the meeting on 2nd of October. I this message I summarise my

understanding objectives, business concerns, plans, and our agreed next steps.”
CUSTOMER “I understood that your two short-term goals are to reduce machine downtime and
GOAL reduce energy consumption”
CUSTOMER I understood that the key reasons for downtime and excessive energy cost are too

CHALLENGES frequent and too long process shutdowns and the energy consuming quality
fluctuations caused by outdated technology”

“A potential solution combines on-site spares for the critical consumables and
organising predictive maintenance.

SOLUTION As discussed, a recent analysis indicates that the machine uptime could be increased

VISION & by 1% by having quick access to critical spare parts on-site. We estimate that this

VALUE solution could improve profit by approximately 0,25 million euros a year. Additionally,
predictive maintenance is anticipated to reduce the energy cost by six million euros
annually. As discussed, our recent modernisation projects have successfully
addressed these issues.”

“If you agree that I have correctly understood your situation and that the suggested

solution warrants further investigation, I would like to suggest as the next step that

our specialists interview your mill manager and maintenance manager to refine the
NEXT STEPS | analysis and agree on a proof-of-concept study.”

Best regards
Tom Waits

The champion letter is a structured email, sent soon after a joint evaluation meeting.
The purpose of the champion letter is to document the conversation by stating

1) what the customer said about their goals, current situation & challenges,
2) their solution vision,

3) What proof could we provide of our ability to help (“value”), and,

4) importantly, what was agreed as a result of the meeting.

In your opinion, what is the value of sending the champion letter? (or should it be
written at all?)

© - Efecto Oy 2013 Rev 13.03 Confidential
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CHAMPION QUALIFICATION WORKSHEET

| CRITERIA DESCRIPTION YES/NO
Compelling goal Has compelling goal. Actively driving change
Influence Knowl.edg.eable about the company, influential within the
organization
Aligned vision Sglution visiop (which .implement the goal) that is aligned
with our solution offering
Relationship and Positive, trusting relationsh.ip with us, wi!ling to share their
receptivity goals and challenges, provides valuable information. Helps us

getting in contact with other key players

The champion qualification worksheet provides a tool to evaluate a key player
relationship by four criteria ("Does the key player have a goal?”, “is the key player
influential?”, “does the key player agree with our vision of solution?”, and “do we have a
trusting relationship with the key player?”)

In your opinion, what is the value of knowing this?

© - Efecto Oy 2013 Rev 13.03 Confidential



Aalto

NAME ROLE GOALS & CHALLENGES PRIMARY CONTACT

The “relationship map” is a listing and description 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,

4) ... and other key player related information, if so needed (what could this be?)

What thoughts do you have on the role, importance, and content of this planning tool?

© - Efecto Oy 2013 Rev 13.03 Confidential
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KEY PLAYER MAP

Key player profiles

The following roles are present in a sales opportunity. The
different decision making roles are either assigned to different
key players (large opportunities), or all the roles could be played .

by the same key player (small opportunities) .

Key player profiles

IMPLEMENTATION

CHAMPION .

Open the COACH profile description here >> OWNER
Open the CHAMPION profile description here >>

Open the DECISION MAKER profile description here >>
Open the IMPLEMENTATION OWNER profile description here

FINANCIAL
[ I APPROVER

Open the FINANCIAL APPROVER profile description hore >>

Open a USER profile description harg >>
Open the BENEFICIARY profile description hara >>
Open an ADVERSARY profile description horg >>

The key player map is visual description of the influential key persons in the customer
organization and their connections to each other.

1. Job title and role
2. Relationships to other key players (to reveal the "inofficial organization”)

© - Efecto Oy 2013 Rev 13.03 Confidential



Aalto

ENGAGE WITH VALUE:

The “value” process
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TOOL

PURPOSE

STRENGTHS

WEAKNESSES

EXPLORE GOALS
& CHALLENGES

SUCCESS STORIES

BENCHMARKING

VALUE
QUANTIFICATION

SOLUTION
PRESENTATION
CHECK-LIST
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Menu of Challenges

The main objective of the menu of challenges is to prepare for a customer
dialogue from their perspective. The idea is to treat each potential
customer influencer individually, first understanding their personal goais
and business problems and only after that proposing a matching idea
from our capabilities. At this stage (first meetings) we can have the
dlalogue on common level without introducing the technical solution yet.

Unplanned downtime
High cost of energy
Fluctuations in quality due to grinder sharpening
Lack of resources for preventive maintenance
Production waste percentage too high

As we all know, business challenges repeat themselves from market to Running time with rubber covers only 2-3 weeks
market and therefore we have gathered here some commonly recognized

customer challenges for your use. Significant wear problems in the edge area

Uneven quality
Stickes cause web break

Please select target industry

DD I DD I

Board & Paper mills

Please select key player profile

Production Manager

Add a challenge

The “Menu of Challenges” tool helps identifying the “bundle of benefits” that the
customer maybe finds interesting.

The tool displays a prioritized list of commonly identifies business challenges, such
as “unplanned downtime” of industrial production, and initiates a seller/buyer dialog
about the challenges.

The purpose of the tool is to create dscussion about potentially important issues
by providing a low pressure method to initiate the discussion. It is usually much
easier to show what other people find important, and ask for an opinion, instead of
probing for problems by asking “what problems do you currently have” ©.

© - Efecto Oy 2013 Rev 13.03 Confidential
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SUCCESS STORIES

Success story repository

Success stones are very powerful teols at the different stages of a sales
process.

We have arep ) of stories from
aiferent business ines and regions to help you show how we have been
able to help our customers to achieve their business goals and overcome
the business challenges.

Browse success storles by target industry:
Al ¢

Browse success stories by business challenge:
Al $

You can also add success stories to our success story
repository:

Additional Revenue from Bic-oil Production

< High energy cost and out dated IR dryers

Production of Climate-friendly Bicethanol from Agricultural Waste
Fuel Production Technology for Biogas Vehicles

Efficient Board Making with OptiConcept M

Replacing Fossil Fuels with Renewable Energy

One of the World's Largest Pulp Mills Supplied by COMPANY
Successfully Started up in Brazil

Lime Kiln Technology

Fulfiling Local Electricity Needs

Utilization of a Wide Range of Locally Available Fuels
Mutti-Year Mill Maintenance Agreement

New Revenue Streams Through Lignin Separation
Printing & Writing Paper Machine Rebuild

Top Shape Mechanical Paper Production Line
Focus on Machine Performance and Productivity

¢ Increased production, improved quality

The “Success story” tool provides an interface to a collection of success stories.
Each success story is categorized with attributes, such as

.

The purpose of the tool is to help the seller to bring business cases into the sales

conversation to:

What is the case customer’s industry
What is the key player profile the case is interesting to, and
What is the business challenge that the case is solving, and
Other important attributes of the case (what could these be?)

1. Show that the seller has been able to successfully solve relevant business

challenges

N

Show the connection between a business challenge and our solution

3. Demonstrate the business impact (value) that the solution brings about.

© - Efecto Oy 2013 Rev 13.03
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BECHMARKING: A SUCCESS STORY

CHALLENGE

The need for a systematic assessment framework for concretising
value, benchmarking it and ultimately optimising the offered solutions
has been the motivation behind this study. Due to the arbitrariness of
value estimation and value definition in general, an additional target of
the study has been to generate an argumentation tool serving as an aid
to visualise the different sources of value.

RESULT

The aim has been to develop a benchmarking method to compare
different sites according to their operational environments.
Benchmarking includes e.g. the assessment of maintenance work
procedures, selection of relevant indicators, preliminary interviews for
installed base units and tool development. The benchmarking aims to —
produce knowledge about the applicable asset management policies for )
different operational site typologies. . A S
IMPACT 3 (\ . ({ ===

With the help of the benchmarking tool the case company can: (1) e R
Demonstrate improvement potential in asset management and make —— i
recommendations of applicable asset management policies, (2) T
optimize customer specific product and service offering to facilitate B
sales, and (3) concretise customer value of Outotec’s offering

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
¢) what was the outcome (value) of implementing the solution.

When, and for what purpose can a seller use this type of a success story? What are
the potential benefits?

© - Efecto Oy 2013 Rev 13.03 Confidential
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VALMET CARTOON VALUE QUANTIFICATION

PRODUCTION LINE

Additional revenue | Energy savings

+ 25000 tons

Operating days 356 Average grammage o s vy
per year 152 gim2 Trim width 8,1 m Speed 695 m/min B
Production line data and
calculation p :Jra;;l:nned shutdowns ;’Ig‘n/‘ned shutdowns Broaks 5,1% Broke 10,0%
Electricity cost 60 Eur/ | Steam cost 25 Eur / 2 Gross margin 150
o B

This value communication example demonstrates a

1. "Bundle of benefits: The impact of a) speed increase of a production line, b) reducing the
loss of production due to breaks, c) change in the electricity consumption.

The tool is an example of a value calculation tool, quantifying the impact of every element of
the bundle of benefits in terms of the overall goal, which is a combination of additional
revenue and savings.

Finally, the calculator compares the benefits to the costs of implementation.

© - Efecto Oy 2013 Rev 13.03 Confidential
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SOLUTION PRESENTATION CHECK-LIST

Presentation elements Objective

Review of the customer
objectives

Summarize customer's business goals, challenges and needs. This is why the solution is required

(LI Provide a summary of the expected customer benefits.

LNELIILLE Summary of our solution.

LG R LEELE Summary of our delivery plan and key project milestones.

Evidence of our capabilities to deliver the solution,

LUULLEE N Conclude your presentation by showing few relevant success stories, where similar solution has been implemented,

The solution presentation template is an outline for constructing a solution proposal
presentation. The purpose of the tool is to provide a checklist for including all relevant topics

in the presentation.

How do you feel about this tool for planning a solution presentation meeting?

© - Efecto Oy 2013 Rev 13.03 Confidential
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ENGAGE WITH VALUE:

The “control” process
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CHAMPION
LETTER

ACTIVITY PLAN

CLOSING
CHECKLIST
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CRITERIA EXAMPLE TEXT

“Thank you for the meeting on 2nd of October. I this message I summarise my

understanding objectives, business concerns, plans, and our agreed next steps.”
CUSTOMER “I understood that your two short-term goals are to reduce machine downtime and
GOAL reduce energy consumption”
CUSTOMER I understood that the key reasons for downtime and excessive energy cost are too

CHALLENGES frequent and too long process shutdowns and the energy consuming quality
fluctuations caused by outdated technology”

“A potential solution combines on-site spares for the critical consumables and
organising predictive maintenance.

SOLUTION As discussed, a recent analysis indicates that the machine uptime could be increased

VISION & by 1% by having quick access to critical spare parts on-site. We estimate that this

VALUE solution could improve profit by approximately 0,25 million euros a year. Additionally,
predictive maintenance is anticipated to reduce the energy cost by six million euros
annually. As discussed, our recent modernisation projects have successfully
addressed these issues.”

“If you agree that I have correctly understood your situation and that the suggested

solution warrants further investigation, I would like to suggest as the next step that

our specialists interview your mill manager and maintenance manager to refine the
NEXT STEPS | analysis and agree on a proof-of-concept study.”

Best regards
Tom Waits

The champion letter is a structured email, sent soon after a joint evaluation meeting.
The purpose of the champion letter is to document the conversation by stating

1) what the customer said about their goals, current situation & challenges,
2) their solution vision,

3) What proof could we provide of our ability to help (“value”), and,

4) importantly, what was agreed as a result of the meeting.

In your opinion, what is the value of sending the champion letter? (or should it be
written at all?)

© - Efecto Oy 2013 Rev 13.03 Confidential
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ACTIVITY PLAN

Determine solution performance metrics September 14
Shared v
Process audit and study By End September 50 k€ . -
Supplier s
Investment proposal including pricing November 2014 -
Supplier s
Approval of the investment proposal 13th December 2014 -
Customer v
Detailed project plan and project organization February 2015
Shared v
Reference visit and executive meeting March 2014
Shared v
Review of the contract with legal April 2014 -
Customer v
Pre-proposal meeting and signing of the purchase agreement Late April 2015 Shared R
are v

Add key player row Send worksheet

The purpose of the “activity plan” tool is to provide a shared action plan for the buyer and
seller organizations to implement once the solution proposal is done. Motivation for such a
tool is to avoid the communication void after the buyer has got what they want: the
proposal. 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, and then the seller is put
into a waiting mode “thank you for the proposal, we continue our internal evaluation, and let
know, when we have decided or need additional information”.

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.

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?

© - Efecto Oy 2013 Rev 13.03 Confidential 45
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CLOSING CHECKLIST

CHECKLIST ITEM DESCRIPTION CHECK

Goals/challenges/reasons
identified

Vision of solution

Solution value

Implementation plan

Pricing

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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