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	DRAFT PROGRAMME FOR A  ONE DAY WORKSHOP ON 

USING THE VALUE PROPOSITION TO DEVELOP

 KEY ACCOUNTS AND KEY APPLICATIONS – SALES PLANNING 
The Key Account/Application Development Workshop in a Downturn looks at why key accounts are so important and how companies lose them.
The workshop develops ways to assess our strengths against competitors and assesses how much influence each member of the customer’s buying team has and what their individual buying criteria are.

We look at how many key accounts/applications we can support, how to choose them and develops ways to assess how much time and effort we should devote to each.

Participants then use the above information to develop a plan to improve their position in particular key accounts and applications.

Finally we look at how the same method could be applied to either an individual project within a key account several key accounts that form a new market segment, geographic territories and complete market plans.

Each participant is provided with the tools to develop an optimisation of the time spent with each key account, a spreadsheet detailing the information, a report describing the results and a set of all the presentations made during the programme.

The workshop uses a combination of group exercises, assessing DVD’s and group brainstorming on the results supplemented by a minimum level of “best practice” from the literature and other companies.
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	9.00 – 9.30
	Why are key accounts and applications so important  how do we choose them and how many can we support.
We look at the reasons for customers concentrating on customer retention and developing strong relationships with a limited number of key accounts in key applications. 
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	9.30–10.30
	Groupwork: 

Using particular key accounts and applications the participants work in groups developing a list of the buying criteria that the customer will use to choose between the alternative suppliers that are considered.
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A spreadsheet is developed that assesses our chance of winning in each key account and application at different price levels.



	10.30 -11.30
11.30-12.30
	Groupwork: The decision making team in the key account
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A framework for classifying decision makers into one of five categories by the way they tend to reach decisions is presented and an attempt to categorise each of our influencers is made. We also look at the four different orientations for each decision maker and the possible roles they might take in the customer’s decision making unit.
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The framework looks at how we stand against the best competitor after taking account of the relative influence of each member in the customer’s decision making team.
Groupwork: How much time and effort should we spend on each project, each key account and each application?

An assessment is made of how responsive each key account and market segment is to additional time and resources.
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	12.30 – 1.30
	LUNCH



	1.30 – 2.00

2.00 –2.30
	Results from the spread sheet.

The results from the morning session have been inputted to the spreadsheet which shows how profitable, growable and improvable each application and key account is. It gives an assessment of what is the optimum level of selling resources that each key account and application can justify, together with the best use of the current selling resources.
It also estimates the improvements in sales and margins likely to be brought about by improvements to the competitive strengths in each application and key account.
Groupwork:

The group look at ways to assess how many key accounts they can support and how to choose them with the help from the spreadsheet of how profitable, growable and improvable We develop criteria for assessing the attractiveness of each key account and application and then apply these to the key accounts we are assessing.
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The attractiveness of the various key accounts can be combined with how strong we are in each key account against competitors to determine the key account  and application matrix above.



	2.30 – 3.30

3.30 -4.30

4.30 – 5.00


	Groupwork: Developing an improvement plan for each key account and application.

Each group now develops a plan to improve the company’s position in their key account/applicationtaking account of its relative attractiveness, how responsive it is to additional time and resources, who are the main decision makers and their individual buying criteria and how strong the company is on each criteria compared to the competitors.
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We then by looking at the results from the various key accounts/applications we discuss how much time should be spent exploiting strong positions with established key accounts/applications and how much devoted to developing better positions with new key accounts/applications.

Use of Microsoft Project, Oracle Crystal Ball and Excel to develop an integrated Improvement Plan.
Finally we look at ways to use the above software to develop an integrated improvement plan covering both selling time and improvement efforts to cover all key accounts and applications.
Summary
A final review of how to use the spreadsheet to update and develop the plan in the future.
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We are then looking at the people we have to sell to and we develop two or three frameworks for these people. The first of these will be the way the people make their decision so the concept here is that there are five different types of decision maker.  If you’re selling to a charismatic they get very excited by innovation, new ideas, bells and whistles and run after these items. If you’re selling to a sceptic they want to know who you’ve sold to before and they want to speak to that person, understand the maintenance costs and breakdown history etc. So each of these decision makers will need different information and will need to be approached in a different way.  The second framework is the role that they play in the customer’s decision making team so the idea is that there can be one economic decision maker, who can say yes or no, he can find a budget if the project is important enough or take away the budget and use it on a better project but he will not usually make the decision between the different competitors that are developed, he will usually defer the decision as to which competitor is chosen to the user decision makers  - the people that will suffer the consequences of the choice that is made.  The gatekeepers are people that can say no to you but can’t usually say yes, so they can rule you out on the grounds of you don’t meet specification, your terms and conditions are not acceptable, your previous performance has not been acceptable but they can’t usually say ‘yes we’ll have that one’.  A sponsor decision maker is anybody in your customer’s decision making team that wants you to win the job.  They will normally have decided this because your differentiators satisfy their particular needs better than any of the competitors so they genuinely want you to win and will then help you in identifying who the user decision makers are who the economic decision maker is and how you must satisfy their particular requirements.  The last framework we will develop is the particular mood or situation that either the company or the individuals find themselves in.  On a roll means they’re growth oriented looking for improvements, firefighting means they’ve got problems they’re trying to resolve.  Both these categories are open to persuasion – if you can show that your differentiators will solve his problems the firefighter would be interested.  Level pegging means they have not seen the need to change supplier, they feel the risk is too high, what’s in it for them, what happens if it goes wrong and lose credibility.  Head in the clouds thinks things are even better than they are at present.  Both of these two are difficult to sell to.
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The first role is the economic decision maker.  Here you can usually only have one, he can say yes or no, he can provide a budget from somewhere else if the project is deemed to be important enough or he could remove the budget to fund a more interesting project.  The economic decision maker will also be different for each sale. So the first time that a customer buys from you might have one economic buyer but when they have got used to buying from your company and they determine that the risks from buying from you are lower then the economic decision maker may move down the organisation having delegated to another level.  So the economic decision maker changes with each type of sale and changes over time. The economic decision maker however does not usually decide between the suppliers that are developed. He usually defers this decision to the user decision makers who will actually be affected by the particular choice that is made.





The gatekeeper is somebody who can say no to you but he can’t usually say yes so he can rule you out because you don’t meet the specification,  your terms are not acceptable or your delivery performance in the past has not been but he can’t normally say ‘yes we’ll have that one’. These people are typical purchasing people or technical specialists.  The last major role is that of fried or foe  This is somebody who wants you or someone else to win the job and they will normally want you to win because they firmly believe that your differentiators satisfy their requirements better than anybody else’s.  If this is the case they will often be prepared to help you identify who the user decision maker, who the economic decision maker is and how you can satisfy their requirements.





The economic power maker will normally have power within the organisation. The other roles may or may not have real power within the organisation.





There may be other people in the organisation that have real power that may or not be directly involved in this particular decision. These are the “silver foxes the influencers the oily rags who have the power to lubricate any area where friction builds up. They have silent power and are the ideal long term sponsor in the organisation if you can develop this.





Finally there are project sponsors – these are the people that are pushing for the project to go ahead. If they have sufficient political power then the project will go ahead if it is viable. If the project sponsors are not sufficiently powerful then no matter how good the arguments they might not have the power to get it considered.
















Gatekeeper User decision 


maker


Economic decision 


maker


Friend or foe


Your sponsor


Influencers, 


Silver foxes 


The oily rags


Project 


Sponsors





