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This drawing conveys a number of messages:

1. A starting 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.

Aalto
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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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Customer’s
buying
process phase

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.

SALES TASK 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 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 Sales tools are checklists, planning templates and similar, aiming to 
support effective and high quality implementation of the sales tasks.

Goal Each sales task targets to achieve a goal. Usually the goals are 
explicitly defined for each sales process stage.

Aalto
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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.
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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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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
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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

Aalto
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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?

Aalto
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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?)
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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?
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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? 
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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”)

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

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

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

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

2. Show the connection between a business challenge and our solution
3. Demonstrate the business impact (value) that the solution brings about.
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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 (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?



40© - Efecto Oy 2013 Rev 13.03 Confidential

Aalto

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.
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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?

Aalto
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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?)
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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?

Aalto
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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?

Aalto


