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Long-term research on sales transformation

ContentProject PublicationsYear

• Strategic Account Management Program planning

• Assortment of strategic accounts 

• Introduction of relationship and opportunity 
management

1998

• Management of customer relationships as 
assets

• Management of customer portfolios 

• Management of the quality of customer base

2004

• Strategic Account Management 

• Selecting strategic accounts 

• Introduction of relationship and opportunity 
management

1998
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• Value sales as the next development stage 

• Increasing role of sales planning and forecasting 

• Tools for effective management of sales
2002

• Sales needs to adjust to strategy

• Sales as the shaper & implementer of strategy

• Transformation needs to be achieved in the 
personnel’s mind-set, the structure and the key 
processes and tools related to sales

2006

• Business model innovation and tools for growing 
earnings and improving performance 

• Business model framework with focus on value

• Tools for analyzing and developing business models 
and describing the transformation process

2005
Toolkit

Business model innovation for earnings growth
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Business model innovation for earnings growth
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Understanding next 
generation sales

Understanding solution 

1

2

5

Understanding solution 
business

Consequences for sales 
management

2

3



From push to pull:

The new purchasing reality:

Sales is dead!

At the same time the share and importance 
of managed accounts is increasing
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The extended enterprise:

Strategic agility may be the only 
sustainable competitive advantage

The new purchasing reality:
Transforming the Supply Chain 

into a Demand Chain



Customer
Customer’s 
customerProducer

Solution business development
Strategic options
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Product 
enhancement

Focus:
product performance 
in customer’s process

7 Sustainable Solution Business DevelopmentSustainable Solution Business Development
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Customer information

Application enhancement
Focus:
optimization of customer’s processes 
& adjacent business opportunities

End-use enhancement

Focus:
end-customer 
value creation 
& usability



Solution Business is more profitable than pure product business
Findings from Benchmark
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EBIT%

Application enhancement
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2001 2002 2003 2004 2005

Product enhancement

Pure product

n=73 companies: Application enhancement 36%, Product enhancement 53% and Pure product 11%



Widening the sales process
From “specs” to new opportunities

Install 
Equipment

Equipment 
Analysis & 
Selection

Core 
Business 
Operations

Business 
Development

Strategic 
Management

Maintain 
Equipment

Performance 
Evaluation

Assess the Negotiate 

Customer’s business process

Customer’s purchasing process

9

Assess the 
Problem/
Opportunity

Define 
Objectives

Initiate a 
project

Evaluate 
products

Negotiate 
and sign 
contracts

Implement & 
usage

Follow-up

Sales process

Influencing the “specs”
Supporting the usage

Finding new opportunities



Customer’s 
functions Agenda

Sales & marketing

Business 
development

Finance

Strategy

• Strategic goals

• Business drivers

• Opportunities for process 
innovation

• CAPEX, OPEX & EVA

End-use 
enhancement

R&DApplication 

Manufacturing

Product 
development

R&DApplication 
enhancement • Solution specifications

• Installation & usage

• Enhanced operations

• Operating cost structure

• OPEX focus

Purchasing

LogisticsProduct 
enhancement

• Price, payback time, ROI

• Logistics, delivery time

• Product specifications

• CAPEX focus



The sales process needs to be managed cross-functionally
Product sales is different from values sales!

Product enhancement

Customer’s 
purchasing process

Product sales 
process

Specify 
need

Send out 
RFQs

Evaluate
Choose & 
agree

Install & 
use

Offer Negotiate Get the deal

Application enhancement

Customer’s Define goals & 
process

Use/run the 
process

Plan utilization Follow-up
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Solution sales 
process

Customer’s 
usage process

Analyze the 
situation

Offer solution
Deliver & 
support

Review & 
monitor usage

Define goals & 
process

Use/run the 
process

Plan utilization Follow-up

End-use enhancement

Value sales 
process

Customer’s 
business processes

R&D
Production 
planning

Production 
management & 

control
Production Follow-up

Understand the 
customer’s 

business process

Innovate process 
enhancement

Quantify 
business impacts

Deliver & 
implement

Verify business 
impacts

Production
Marketing
Sales

Marketing, Finance

Product operations etc



Organisational

Process Driven

Sales Leadership: Customer Centric

Sales Managers: Coach/mentor

Sales People: Relationship

Manage by Numbers

Sales Leadership: Command & Control

Sales Managers: Inspection/collection

Sales People: Transactional

Four generic sales models
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Ad-hoc Systematic, 
formalised

Individual

Individual Productivity

Sales Leadership: Entrepreneurial

Sales Managers: Flexible

Sales People: Entrepreneurs

You’re on Your Own

Sales Leadership: Disconnected

Sales Managers: Remote

Sales People: Independent

Sales model

Decision 
making



Sales planning Sales supportPerformance management
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Work 
planning

Driving 
opportunities

Cross-functional 
interface

Work 
planning

Driving 
opportunities

Cross-functional 
interface

Work planning

• Prospect selection
• Creating and managing customer 

contacts
• Generating and utilizing customer 

and value network knowledge
• Scoping potential solutions
• Understanding products and offering

Driving opportunities

• Identifying sales opportunities
• Presenting solutions using internal 

and partner capabilities
• Tendering: pricing and quantifying 

value
• Negotiating and closing
• Contract renewal
• Performance reporting

Cross-functional interface

• Contract management
• Lead generation
• Input to order-delivery process
• Mobilizing and coordinating internal 

resources
• Securing correct delivery
• Market & customer reports

Sales management framework
Building blocks of sales management

Plan Execute Support
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Capabilities 
and skills

Sales 
strategy

Sales 
models

Capabilities and skills

• Business and customer 
intelligence 

• Tendering and legal support
• ICT infrastructure
• Financial support
• Skill profiles and development

Sales strategy

• Goals and metrics 
• Segment focus
• Securing capacity & resources
• Organizational structure
• Driving competitive strategy

Sales models

• Sales process definitions
• Roles & responsibilities
• Product configuration 

and pricing
• Sales management process 

and tools
• Remuneration systems
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Sales 
planning

Sales 
support

Performance 
management

Sales planning

• Target setting
• Customer acquisition
• Customer prioritization
• Opportunity generation
• Forecasting

Sales support

• Motivation & commitment
• Coaching for winning
• Functional interface 

management
• Sales case escalation

Performance management

• Sales opportunity selection
• Resource allocation
• Assessing sales roles and 

persons
• Assessing sales effectiveness




