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Life is like riding a bicycle. To keep your balance you must keep moving.
Albert Einstein
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Foreword

At Vodafone Global Enterprise, I experience that we are entering a new, trans-
formative era in human and business relations. In particular with our en-
terprise customers we are driving change and making a difference within the
market. Since management and employees want to develop and keep up with
demand, we need to understand the unspoken customer needs and transform
ourselves and our offerings.

This new book of Kotler, Dingena and Pfoertsch, presents the proven con-
cepts for this transformational journey. They present a perspective and a road
map, which guides you and your company or institution into an era of better
human and business relations. In the Global Enterprise Division of Voda-
fone, we are working in line with these principles and experienced astonishing
results over the last years.

As shown in one of the many case study boxes of this book, Vodafone has
developed a particular relationship to our strategic customer Amazon, in a
joint go-to-market strategy. Since Amazon wants to increase their customers’
options with an ‘always on experience’, Vodafone happily took the challenge
to make that happen. Amazon also wants ‘to be the earth’s most customer-
centric’ and gave us the opportunity to transform ourselves with them to
deliver the most outstanding performance to their customers.

To work with these kind of forefront customer companies can be an excit-
ing undertaking, and it may at the same time be a lengthy learning process.
The vision and best practices shared in the following chapters may provide
insight to undertake this journey in a smoother way. It starts off in Chap. 2
with separating Strategic Customers from others, and you will find the defi-
nitions and various management tools to determine the future value of your
customer portfolio. Our experience shows that it is not easy to move from
transactional and solution sales to transformational sales. You need to bal-
ance risk and opportunities internally and externally. You need to have your
financial implications constantly on your screen and you need to know which
perspective you have with the single customer and in your overall situation. It
is important to realize that the transformation includes your entire workforce
from sales to solution design and service, but also all supporting functions such
as legal and HR need to be part of the journey. The authors have put together
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all available insights and many examples to illustrate the starting process for
your transformation.

In Chap. 3, the authors take you on a ride to advance your sales to a strategic
level, moving it away from the actual selling of existing products and services
to engaging in business conversations with customers and other parties in the
value network. They provide you with the principles of the Extended Decision
Making Unit and give instruments for developing customer insights with the
Supplier Adaptive Capabilities grid. They encourage you to develop a Joint
Strategic Focus and discover Value Innovation Opportunities.

The book offers many illustrative real life examples such as Apple launching
the iCar platform, Shell New Lens Scenarios, the ‘Embedded engineers’ con-
cept as applied by Festo at Marel and Europcar and Daimler who launched
the car2go mobility system. Other examples are from Philips, ABInBev and
GE.

At Vodafonewe know that guiding business transformation (Chap. 4) needs
to acknowledge the intrapreneurial role and mindset in the company. I agree
with the statement in the book from Ivo Rook, Director Northern Europe
at Vodafone Global Enterprise, that ‘real value is created beyond systems and
processes’. This is a requirement to successfully drive change with strategic
customers. If you can guide ‘company-altering’ or ‘behavior-altering’ experi-
ences with your employees and customers, the chances are high that you can
mutually increase customer value.

Guiding business transformation is making customers more competitive
and successful in their markets. This means for you that you need to act as
a lead collaborator with them in whole global value networks. You need to
offer business-altering value propositions, which could be very specific, even
tailored for one customer. This could mean success for you and the customer,
i. e., reciprocal value, creating a win-win situation.

This book describes many examples of business transformation: Dell –
streamlining processes by moving Unilever’s IT deployment into Dell’s fac-
tory, Europcar moving your way – flawless experience for business travelers,
Festo reducing Total Cost of Ownership at strategic customers, GE Aviation
increasing ‘residual value’ for Boeing Business Jet customers. Other examples
are about LSI Logic Corporation, Kodak, TNT and our before mentioned
Amazon case study.

I could not agree more with the statement in the book (Chap. 5) that the
most powerful way to increase impact may be by inspiring others to release un-
tapped potential. Starting with a newmindset, a shift in focus is required from
‘what we need from others’ towards ‘what they may be capable and willing to
contribute’. We learn what we need for creating alignment around vivid and
factual business opportunities. You and I know that this is not an easy task,
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but we can learn from the examples given in the book about world renowned
companies like Siemens, Electrolux and TNT. TNT Express example – as one
of the world’s largest express delivery companies with a global reach – describes
how customer insight develops into solid business development and how they
create alignment and deliver the promise.

In Chap. 6, the book rounds up the efforts of undertaking the transfor-
mative journey. We at Vodafone know that Transformational Sales requires
disrupting both the customer’s and the supplier’s thinking and assumptions
about their business, but we also know that the payback is worth doing it.
When you can create a learning partnership at all touch points in your com-
pany and have a shared improvement agenda with the client, you are learning
real-time. This puts you ahead of the curve of the competition. It did it for
Vodafone1 and can do it for you. This book gives you all the ingredients for
the transformation.

Jan Geldmacher, CEO Vodafone Global Enterprise

1 Note of the Vodafone Group: Note that Vodafone is a trademark of the Vodafone
Group. Other product and company names mentioned herein may be the trademarks
of their respective owners.



Preface

In the globalized world more and more companies are challenged with ongo-
ing pressure to generate greater revenues from existing customers. The vital
ones expand into new and emerging markets and maintain healthy profit
margin. Many leading organizations are at a cross road; they are looking to
accelerate the performance of their sales teams and they are empowering the
marketing organization. In the meantime customer needs are changing and
the employees are recognized as an important, game changing asset of the or-
ganization. Not all companies master this array of conflicts and drift from
their customers and people.

With the concept of transformational sales, firms and institutions have the
opportunity to master this challenge. Transformational sales brings commer-
cial thinking to a new turning point, incorporating human and organizational
requirements into a concept which will allow high potential sales and market-
ing leaders to accelerate growth and achieve break-through success with new
organizational setup and process thinking. This holistic approach can help
executives to improve sales performance by honest interaction with customers
and employees. Transformational sales can help realigning the strategic re-
sources, optimizing sales operations, harnessing sales talents and providing a
framework to maneuver through turbulent times.

This is not about reaching the quarterly numbers; it is about driving the
business to new heights. With no doubts, it will be a struggle to be heard in
the organization bringing dramatically new value to the customer. But it is
worth to avoid price wars and to break out of the functional silos and broaden
your impact and to increase value to your and to your customer’s bottom line.

Transformational sales is changing the thinking of how to do business by
sledging away the compartments and boundaries between the functional silos.
By transforming your company from ‘a product and serice centric company’ to
an ‘adaptive capability centric company’ it is necessary to see also the human
part of any business transaction.

Henry Ford founder of the FordMotor Company provided the world with
the assembly line technique for mass production. Many companies around the
world followed his principles and provide ample products in many categories.
Transactional selling process was the basis of their success.
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A next layer of marketing processes appeared when companies like Proctor
& Gamble introduced systematic concepts of market analysis and marketing
communications. First forms of brand management appeared but still the
main focus was on transaction based thinking.

With persons like Steve Jobs and the increased use of the Internet, customer
engagement moved into the foreground of any marketing thinking. Commu-
nication between customers and companies become instrumental to almost
any business. One of the goals was to provide seamless and consistent cus-
tomer experience.

But now we have reached another layer where transformation thinking
moved into the foreground. Value is created for the customer by empowering
employees and enabling organizations to transform themselves.

Transformational sales is the term and concept that leads companies to the
next level. Companies like Vodafone, ABB, IBM and Bombardier have proven
that a transformational approach can make a difference, a difference for their
customers, their organizations and their employees.

In this publication we provide striking insights with multiple examples,
which demonstrate that thinking in transformational sales terms has an impact
and is here to stay. Successful examples of companies like GE, HP, P&G,
and SAP illustrate various steps in the following chapters. We also provide
a transformation agenda where we guide business leaders, academic scholars
and students through the journey of transformational sales.

This concept is one of the next steps of marketing science development and
builds on Marketing 3.0 with its holistic approach and human touch. It will
drive change and guide business transformation for a better world.

Philip Kotler, S. C. Johnson & Son Distinguished Professor of Interna-
tional Marketing, Kellogg School of Management, Northwestern University,
Chicago, USA

Marian Dingena, MPCN Action Learning & Business Coaching/Rotterdam
School of Management, The Hague/Rotterdam, The Netherlands

Waldemar Pfoertsch, Professor International Business, Pforzheim Business
School, Pforzheim University, Germany



Abbreviations

B2B Business to Business
B2C Business to Consumer
CCO Chief Commercial Officer and Chief Customer Officer
CPO Chief Procurement Officer
CRM Customer Relationship Management
DESTEP Analysis of Demographic, Economic, Sociocultural, Technological,

Environmental and Political changes and developments
DMEDI Define, Measure, Explore, Develop and Implement: a conceptual

approach to the design of new processes based on the analysis of
customer needs

DMU Decision Making Unit, also referred to as Buying Center
EDI Electronic Data Interchange
EDLP Every Day Low Pricing is a pricing strategy adopted for example by

Wal-Mart and Procter & Gamble promising customers a low price
without the need to wait for a sale price or comparison shop. EDLP
saves retail stores the effort and expense needed to mark down prices
in the store during sale events

FMCG Fast Moving Consumer Goods
LAN Local Area Network: Lans are capable of transmitting data at very

fast rates within limited distance
LEAN In essence doing more with less. Lean manufacturing involves ef-

forts to eliminate or reduce activities which do not add value. Orig-
inally developed by Toyota and used in manufacturing, spreading to
other functional areas. Popularized by Womack and Jones in their
book ‘Lean thinking’ (1996).

QLTC Quality, Logistics, Technology and Costs: a model used by ASML
to improve collaboration with their supply chain

SAMA Strategic Account Management Association
TCO Total Cost of Ownership
TERP Top Executive Relationship Process: term used within Siemens in

relation to the executive engagement process in strategic sales
TRACK Trends, Relationships, Alignment & Create, Knowledge: en-

trepreneurial sales approach implemented by TNT
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1
Introduction

When giants transform themselves from impersonal
machines into human communities, they can transform
the world

Moss Kanter (2008, p. 44)

In a globalizing and connected business world, sales has becomemore strategic
than ever before. Successful companies such as ABB, IBM, Bombardier, GE,
HP, P&G, SAP, and Vodafone have proven that the value of the customer
base is a strong indicator for company value. In this respect several authors
have argued that strategic customers should bemanaged as assets and therefore
time and money spent should be regarded as investments rather than expenses
(e. g. Ingram et al. 2002; Gupta and Lehman 2005; Tarasi et al. 2011; Senn
et al. 2013). We believe that joining forces with strategic customers can be
a driving engine to realize change and sustainable market advantage. It is
a power and inspiration for challenging existing business assumptions and
creating new perspectives on the marketplace, by rethinking the market and
business to realize joint value innovation and increase value across traditional
company borders.

We are entering a new, transformative era in human and business relations.
As argued by Pine and Gilmore (2014) we are moving towards a ‘promis-
ing frontier in the dynamic experience economy’ by creating ‘life-changing or
company-altering – transformative experiences’. From a marketing angle this
transformational era is referred to as ‘Marketing 3.0’ by Kotler et al. (2010).
With Marketing 3.0 Philip Kotler initiated a paradigm shift: whereas the fo-
cus of traditional marketing (1.0) was on the bare product, marketing 2.0 has
increasingly taken into account the perspective of the customer. Kotler refined
this rather one-dimensional model into a holistic approach, and understands
the customer as what he/she is, after all: human! People are multi-dimen-
sional, people have different needs and people take every day a large number
of different roles in different groups. Marketing 3.0 was born, and the need
for companies to adapt to it.

© Springer International Publishing Switzerland 2016
P. Kotler et al., Transformational Sales, DOI 10.1007/978-3-319-20606-6_1
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Piercy (2010, p. 350) suggests in his description of the evolution of the
strategic sales organization, that a ‘radical transformation’ in the traditional
role of sales is taking place in many companies, ‘putting sales back on the
boardroom agenda’. Indications of a radical change of the sales role have been
visible for some time already, referring for instance to Ingram et al. (2002,
p. 559) who declare that ‘the sales function is in the midst of a renaissance – a
genuine rebirth and revival. Progressive firms are becoming more strategic in
their approaches to sales’. In this line of reasoning, in the ‘Challenger Sale’,
Dixon and Adamson (2011) advocate the transformation of sales conversa-
tions to move beyond solution selling towards insight selling.

Within this book we provide a perspective upon the possible business trans-
formation that may result from transformative collaboration between sup-
pliers and their strategic customers. Transformational sales is about guid-
ing change and enabling business transformation within this new area, or as
Adamson et al. (2013) phrase it, about ‘disrupting the customer’s thinking and
assumptions about its business’. We would like to add that in practice this re-
quires disrupting the supplier’s thinking and assumptions about its business as
well. In essence transformational sales will transform both the seller and buyer
businesses. Transformational Sales is all about guiding organizational change
and business transformation, starting with sales itself. Companies using this
approach can make a meaningful difference, moving beyond the competition.

Prerequisite to building transformative relations is the selection of a limited
number of true strategic customers (see also Cordón and Vollmann 2008).
This requires separating strategic customers from other large or ‘major’ cus-
tomers (e. g. Rackham and De Vincentis 1999; Yip and Bink 2007a; Piercy
and Lane 2009). Besides being important in terms of current value and po-
tential growth, strategic customers make us change and are at the same time
willing and committed to change with us. They are the ones with whom we
will drive business transformation.

Shaping the joint future and reinventing both the customer and supplier
business, requires a joint transformation agenda. This includes envisioning
new futures and the willingness and courage to take calculated risk to make
them happen, jointly setting the strategic focus based on prioritized value in-
novation opportunities, and disrupting existing ideas and assumptions about
the current way of doing business. This starts with Customer Insight, beyond
expressed customer needs. In order to inspire customers with new insights into
their business and making them more competitive and successful in their end
user markets (Piercy 2010), a deep understanding of disruptive market trends
and the impact on customer business challenges is required. This involves
an understanding of how the customer world is changing and how that will
impact the customer’s major business challenges and business headaches and
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allows identifying the most relevant, prioritized issues to initiate conversations
with selected stakeholders within the customer organization.

To be able to connect the dots, strategic sales teams also need to understand
their own business in great depth. In addition to Customer Insight, strategic
sales teams need Company Insight, meaning a profound insight into their
own company’s available and accessible resources and competencies beyond
current products and services sold. The focus lies on the ‘adaptive capabilities’
(Day 2011) required to make the difference. This includes accessible resources
within the value network. In joint strategic sessions between customer and
supplier teams, joint value innovation opportunities can be discovered and
joint strategic priorities can be chosen. This results not only in the joint trans-
formation agenda for the coming years but in addition into a ‘mental contract’
between both firms.

As highlighted by Ateş (2014), customers may set different ‘competitive
priorities’ within their operations and purchasing strategies to increase their
competitive advantage in their markets. Based upon the customer’s competi-
tive priorities and the supplier impact in the customer organization, we distin-
guish four perspectives upon increasing customer’s competitiveness. Within
this framework we elaborate eight ways (‘business-altering experiences’) to
guide the actual business transformation and make customers more successful
in their markets. The actual transformation may be the result of the collab-
orative action between customer and supplier. In many cases it also involves
other parties or alliances in the cross boundary value network. Suppliers may
become a ‘lead collaborator’ (Vitale et al. 2011) in an integrated (global) value
network. To visualize and vocalize the essence of what the increased compet-
itiveness will look like and building upon the earlier work of Anderson et al.
(2006, 2008), we provide an aid to craft personalized ‘resonating’ business
altering value propositions.

Transformational sales is not limited to strategizing with the external cus-
tomer, it also requires internal sales and network building. The internal sell-
ing role (e. g. Speakman and Ryals 2012) is of vital importance to mobilize
required resources and competencies and to enable internal transformation.
Enabling internal transformation requires a mindset that selling internally is
of equal importance and fun as selling externally. This integrative perspec-
tive on the sales role involves broadening the analysis of the Decision Making
Unit beyond company borders, including stakeholders in both the customer
and supplier organization.

It also requires an intrapreneurial role and spirit within the strategic sales
team to essentially become an entrepreneur within the boundaries of the or-
ganization. To be successful, transformational sales programs need to be re-
garded as a business rather than as a sales initiative (e. g. Sherman et al. 2003),
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to create alignment around vivid and factual business opportunities, supported
by solid business cases, including joined Profit and Loss statements. We be-
lieve the most fundamental aspect of enabling internal transformation is the
(explicit or implicit) perspective strategic salespeople may have upon realizing
change and impact in the own organization.

Building upon the work of Quinn (1988, 1996, 2004), we distinguish four
perspectives on leading change within the organization: convincing, impos-
ing, bridging and inspiring. In our experience the most powerful impact
results from the inspiring strategy which is referred to by Zander and Zan-
der (2000) as ‘leading from any chair’, empowering colleagues to realize their
full potential and actively inspiring colleagues to contribute to their best to the
new business opportunities. Or, as phrased by Benjamin Zander, a music con-
ductor of the Boston Philharmonic, becoming the ‘silent conductor’ listening
for passion and commitment, thereby inspiring people to release untapped
potential.

Transformation of the customer-supplier interaction does not happen au-
tomatically. It is a process of leading change. It can be regarded as a ‘trans-
formative journey’ (Johnson and Fillipini 2009 as cited in Wießmeier et al.
2012). In practice the customer and supplier will go through different stages
of collaboration (Cordón and Vollmann 2008), before they enter a stage of
strategic alignment. This requires a learning partnership at all touch points
in the customer-supplier interaction. The joint transformative journey entails
calculated risks and dealing with uncertainty. To a certain extent it is a journey
into the unknown which requires to ‘pave the path’ or to ‘build the bridge’ as
we walk on it (Quinn 2004).

We will end this book where it in fact all begins. We believe that guiding
change starts with a conscious reflection upon the own (implicit) assumptions
that strategic salespeople may have. Challenging (some of ) these assumptions
may be the real starting point for driving change. We provide an overview of
some of the assumptions that we observe in practice and that may be chal-
lenged to drive change.

Five Building Blocks
This book explores how to transform sales in order to transform the customer
and supplier business. To inspire both the customer and supplier organization
to alter their behavior and change the way of doing business, we distinguish
five building blocks (see Fig. 1.1).

� Building block 1: Driving change with strategic customers. Transformational
sales starts with the careful and conscious selection of those customers with
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1. Driving Change with Strategic Customers (Chapter 2)

2. Setting the Joint Transformation Agenda (Chapter 3)

3. Guiding

Customer Business 
Transformation

(Chapter 4)

4. Enabling

Internal

Transformation
(Chapter 5)

5. Undertaking
the 

Transformative Journey
(Chapter 6)

Fig. 1.1 Transformational sales: five building blocks

whom we will be able to drive change by separating strategic customers
from other important customers. This topic will be covered in Chap. 2.

� Building Block 2: Setting the joint transformation agenda. In Chap. 3 we
focus upon the joint discovery of value innovation opportunities.

� Building Block 3: Guiding the business transformation for the customer. In
Chap. 4 we explore the concept of customer business transformation and
distinguish eight ‘business-altering experiences’ to guide business transfor-
mation and make customers more successful in their markets.

� Building Block 4: Enabling the internal transformation within the own orga-
nization. In Chap. 5 we focus upon the internal transformation required to
enable business transformation with strategic customers.

� Building Block 5: Undertaking the transformative journey. In Chap. 6 we
focus on the joint transformative journey of the customer and supplier. This
chapter is about building a learning partnership at all touch points in the
customer-supplier interaction and about fostering ‘thriving relationships’.
Additionally it is about challenging the (implicit) assumptions that may
hamper change.

Transformational sales requires an integrated and holistic approach. As com-
mented by Piercy (2010, p. 354) ‘The challenge to strategic customer man-
agement mandates effective approaches to cross-functional integration around
value processes’. As argued by a European executive on a SAMA-conference
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(Strategic AccountManagement Association), this requires to converge ‘strate-
gic management, change management and process management’ into the sales
function (Seidenschwartz 2005 as cited in Piercy 2010).

We believe that we need to converge and integrate different perspectives,
also conceptual ones. Hence this book builds upon academic research in the
field of strategic sales and customer management, strategic purchasing and
supplier management and business transformation (leadership and change
management).

Combined with the insights, experience and best practices from numerous
executives in strategic sales and strategic purchasing practice, we offer a frame-
work for transformative buyer-seller relations. In case you would like to add
your own insights and best practices, please let us know! (dingena@mpcn.nl
and waldemar@pfoertsch.com). Also any other comments or suggestions are
more than welcome.

Above all we hope this book inspires you to make a difference and guide
life-changing and company-altering transformations.
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2
Driving Change with Strategic

Customers

The biggest mistake a company can make is to select
[strategic] customers solely on the basis of its current sales
to those customers

Yip and Bink (2007a, p. 106)

Successful companies such as ABB, IBM, Bombardier, GE, HP, P&G, SAP,
and Vodafone have proven that the value of the customer base is a strong
indicator for company value. In this respect several authors have argued that
strategic customers should be managed as assets and therefore time andmoney
spent should be regarded as investments rather than expenses (e. g. Ingram
et al. 2002; Gupta and Lehman 2005; Tarasi et al. 2011; Senn et al. 2013).
Time and resources invested in acquiring customers andmaintaining customer
relationships should reflect the value customers are expected to generate over
time. By reducing vulnerability andrisk in the customer portfolio and in-
creasing the focus on (potential) valuable customers, company value can be
enhanced. Hence managing customer portfolios effectively and differentiat-
ing strategic customers from others is vital to company success.

Customers are not equal. By analyzing our customer portfolio we are able
to describe the mix and value of different customers and prospects we cur-
rently have. One reason for doing this is to understand how balanced and
healthy our customer portfolio is and to assess the business risks (Piercy and
Lane 2009). Topics to explore include for example the dependency on large
customers and the focus on future potential. Another reason is to differentiate
between customers in such a way that we are able to match different sales ap-
proaches and allocate resources effectively. As argued by Ingram et al. (2002,
p. 561) ‘the type of relationship and the selling model used for each customer
group must balance customer value and cost’. In this book we focus upon
building transformational relationships with strategic customers. We believe
that joining forces with strategic customers can be a driving engine to real-
ize change and make a difference in the marketplace. Prerequisite is that we
understand who these strategic customers really are.

© Springer International Publishing Switzerland 2016
P. Kotler et al., Transformational Sales, DOI 10.1007/978-3-319-20606-6_2
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Separating Strategic Customers from Others
The way in which strategic customers are distinguished from others differs
from one organization to another. In practice we quite often find pyramids
with customer tiers or ‘A/B/C’ rankings. Also the definition of strategic cus-
tomers varies and criteria are company specific. Terho (2009) provides an
extensive literature overview of academic portfolio models including dimen-
sions for customer analysis. From a practitionersperspective also the SAMA
has published several overviews of criteria used in practice (see also Dingena
2002; Sherman et al. 2003; Yip and Bink 2007). By combining the literature
and practitioners’ perspectives we propose to take at least two dimensions into
account when classifying customers and distinguishing strategic customers
from others:

� First by differentiating between customers based upon their current and
potential value to us (see Sect. 2.1).

� Second by differentiating between customers based upon our (potential)
value to them. Even though some customers may seem valuable and strate-
gic to us, this does not always mean there is room to build a strategic
business partnership. To assess the potential for building balanced strategic
business relations, both an understanding of the importance and level of
sophistication of purchasing and a correct estimation of our value to the
customer is required (see Sect. 2.2).

Based on the abovementioned dimensions we would like to define a strategic
customer as follows:

A Strategic Customer is: a customer whose current and potential value
to us is high and to whom our (potential) value is significant as well. It is a
customer whomakes us change and who is willing and committed to change
with us.

In appendix A, we provide a decision logic to guide you in separating your true
strategic customers from others. Once we have distinguished true strategic
customers from the other customers, we have a solid basis to differentiate sales
approaches and resource allocation accordingly. With our strategic customers
we can drive change and transform the business (see Sect. 2.3).
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2.1 Value of Customers: Do They Make us Change?

To assess the current and expected value of customers, it is important to take
two notions into account:

� The past or current value does not predict future value.
� Value should be measured beyond financial metrics.

Current Value Does not Predict Future Value

Many companies use current size of the customer in terms of sales volumes,
revenues or profit as one of the dimensions to determine the importance of
customers. Current size indeed matters and can be used as a starting point
(80/20-rule). However it should not be the only decisive factor to rely upon.
Large customers are not necessarily strategic customers (e. g. Rackham andDe
Vincentis 1999; Yip and Bink 2007a). Next to current value (looking back-
wards), it is important to look at future or potential value of the customer. To
assess future value first of all requires making the time horizon of the customer
assessment explicit (e. g. a 2–3 year timeframe). It also requires a selection of
indicators to be used to assess future potential. As argued by Taleb (2007),
we cannot predict the future based upon our past experience. Results in the
past are not a guarantee for future results. As referred to in the sales literature:
‘When your headlights aren’t on, the best rearview mirror available isn’t likely
to improve your driving’ (e. g. Peppers and Rogers 2012, p. 63). To see poten-
tial future value it is important to look forwards and prevent ourselves from a
‘myopic’ view blurred by past experience.

So how can we see our customers’ future potential? Indicators can be found
by looking through three lenses (see Fig. 2.1): growth within the customer,
change in relevant areas and growth of the customer.

First there is the potential to increase ‘our share of the cake’ within the cus-
tomer. Through this lens we explore our potential to increase our ‘share of
wallet’ or other unrealized potential value within unexplored areas, depart-
ments or functions of the customer.

The second more revealing lens is to look at the way the customer is chang-
ing in relevant areas, for example in their strategies to increase investments or
expenditures in particular (synergistic) markets or technologies.

A third important lens to assess is the total growth of the customer (‘increase
of the cake’).
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3 Lenses Indicators to assess Potential Value

Growth within
Customer

• Current ‘share of wallet’
• Unexplored areas, departments, locations within the customer organization
• Unexplored functions and activities within the ‘customer activity cycle’

Change in relevant 
areas

• Strategy to increase investments or expenditures in relevant areas or markets
• Strategic change in relevant area, market or region/ strategic fit
• Technological developments or change (technological fit or synergy)
• Increase of strategic purchasing orientation

Growth Of
Customer

• Technological, innovative or market leadership (‘Best in Class’)
• Highest growth in their sector
• Active in growing or promising markets, regions, technologies
• Learning or innovative culture
• Financial stability and solvency

Fig. 2.1 Examples of indicators to assess potential value of customers

To which extent are customers for example ‘Best in Class’ in terms of market
or technology leadership? Are they active in growing or promising markets,
regions or technologies? Are they learning, growing, competitive and inno-
vative? To which extent are they (financially) stable and trustworthy in the
longer run? In Fig. 2.1 examples of input criteria that are used in practice to
assess customers’ future potential are summarized. This list is not meant to
be exhaustive, but rather to be inspirational and to start discussions on what
might be relevant criteria in your own and customer’s business.

Value Beyond Financial Metrics

To be able to assess a customer’s current and future value it is important to
determine upfront what is of value to us. Starting point in many cases is the
customer’s financial or monetary value in terms of volume, revenues, costs
to serve and profitability. It is also worthwhile to broaden the perspective to
nonfinancial metrics. Examples are relationship value and strategic value.

Relationship Value

Relationship value reflects the strength and quality of the relationship with a
particular customer. Peppers and Rogers (2011) describe seven characteristics
of a genuine business relationship (see Exhibit 2.1). To which extent would
we say the relationshipmeets these characteristics and has evolved and resulted
in a level of mutual trust?
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Characteristics of Genuine Business Relationships

Mutual

Interactive

Iterative

Benefit for both parties

Change in behavior for both parties

Unique

Trust

Source: Peppers and Rogers (2011, p. 41).

Exhibit 2.1 Characteristics of genuine business relationships

In general we observe that the better the relationship, the higher the chance
that the relationship with a particular customer gives us access to specific
knowledge or know-how, technologies, markets, networks or other customers.
Senn (2012) provides a quick test to audit the quality of thecustomer rela-
tionship and to determine the future potential of collaboration between the
seller and buyer organization. Indicators on a strategic, functional and orga-
nizational level may be used to assess the quality of the relationship. Rating
the statements in Exhibit 2.2 may give you a first impression.

A strong relationship may not only lead to future business with the cus-
tomer, it may also lead to increased value in other, indirect ways (e. g. Verbeke
and Nagy 2000; Ritter and Gemünden 2003)

� Referral value: the extent to which a customer is able and willing to ‘refer’
us to other potential customers or business. In practice the ‘referred’ value
may far exceed the financial value of the customer itself (e. g. Kumar 2007).

� Network value: the extent to which a customer is able and willing to give us
access to knowledge, people and/or valuable resources within their network.

� Reputation value: the reputation effect of doing business with a customer
in the market.

In addition to the relationship value of the customer it is worthwhile to assess
their strategic value.
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Assessing the Customer Relationship

Statements about the relationship on a strategic level

We have developed a three-year vision of what we want to accomplish with this
customer

With this customer, we have established strong and personal multi-level contacts

We use all our knowledge and skills to generate new and profitable business for this
customer

Statements about the relationship on a functional level

Our tailored selling approach is fully supported by the customer

We have sufficiently aligned our processes with those of this customer

Our systems enable us to demonstrate the total value we deliver to our customers

Statements about the relationship on an organizational level

Our structure promotes cross-functional cooperation with this customer

sors by the customer

opportunities

competence to drive the customer business proactively

Based on Senn (2012, p. 38)

Exhibit 2.2 Assessing the customer relationship. (Based on Senn (2012, p. 38), repro-
duced with permission)

Strategic Value

Strategic value reflects the extent to which a particular customer is helping
(and sometimes forcing) us to move into our chosen strategic direction. This
may be a strategic focus on particular markets, competencies or technologies,
or plannedinvestments in technological or market innovation. Does the direc-
tion in which the customer is moving suit our strategic direction (strategic fit)?
Is this a customer who ‘makes us change’? Strategic customers are typically
customers who make us change. In a close cooperation between suppliers and
customers joint value innovation takes place, in many cases transforming the
seller and buyer business. See Exhibit 2.3 for an example of joint innovation
with strategic customers in the automotive industry.
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Joint Innovation with Strategic Automotive Customers at Kendrion

Kendrion develops, manufactures and markets innovative high quality electromagnetic
systems and components for their automotive and industrial customers. One of the
business units, Kendrion Passenger Car Systems is a globally well-known partner within
the automotive industry. Joint innovation takes place together with strategic automo-
tive customers.

market is changing rapidly. Environmental protection and sustainable mobility are key
issues. Reduction of fuel consumption and CO2 e/NOx emissions are our customers’

increased fuel efficiency and in the longer run to emission free driving. In order to
comply with European environmental regulations, one of our strategic Customers – a
leading automobile manufacturer – is working closely together with their suppliers to
improve exhaust values. In order to support the thermal management of engines we
jointly developed a valve through simultaneous engineering.

proved up to the fully automatic production line of engine valves, took around 2.5 years.
During this process, working closely together in cross company project teams, the

innovation resulted in a significant improvement and a high cost reduction on a yearly

the mentioned benefits for our customer and the environmental contribution, the co-
created value resulted in an additional yearly turnover for Kendrion of several million
Euro, contributing to our leading position in the global market of engine valves’.

Joint innovation with strategic customers is part of a broader innovation program
at Kendrion. Piet Veenema, (CEO Kendrion): ‘By continually investing in innovative
processes, R&D, testing facilities and high-end production units Kendrion is always
ready to supply its customers worldwide with the high-tech solutions they need’.

Source: Interviews with Dr. Bernd Gundelsweiler (CEO Division Automotive, Kendrion) and
Piet Veenema (CEO Kendrion), September 2013.

Exhibit 2.3 Joint Innovation with strategic automotive customers at Kendrion. (Based
on interviews with Dr. Bernd Gundelsweiler (CEO Division Automotive) and Piet Veen-
ema (CEO Kendrion) in September 2013, published with permission)

Based on their current and potential value we can distinguish four types of
customers (see Fig. 2.2): Transactional, Development, Large and potentially
Strategic customers.

Transactional customers are customers with low current value and low ex-
pected growth potential (expected future value). They may become valuable
if we succeed to streamline our sales approach accordingly (see Sect. 2.3).

Development customers are those customers and prospects who may have a
low actual value today, who however have a high growth potential (expected
value) in the future. Because of their current low value, chances are that in
practice development customers do not get the attention they should get.
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Fig. 2.2 Separating strategic customers from others

Large (or currently valuable) customers have a high current value but a low
growth potential. In practice large customers may get more time and resources
than can be justified. It takes courage to break out of the comfort zone of
habitual routines and established relations that are built over time in these
customer-supplier interactions.

Potentially Strategic customers are customers with a high current and high
potential value. True strategic customers can be differentiated from other im-
portant customers if they are equally willing to invest in a business partnership
with our company as well (see Fig. 2.3). Before we decide to distinguish a cus-
tomer as a strategic customer it is not only important to assess if they are
important to us, but how important we are to them.

To assess the potential for building balanced strategic business relations, an
estimation of our value to the customer is required.

 

 

 

 

 

 

 

Value OF Customer  

Customer 

Value TO Customer 

Supplier 

Fig. 2.3 Match or mismatch?
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2.2 Value to the Customer: Are They Willing and
Committed to Change with us?

Even though some customers may seem valuable and strategic to us, this does
not always mean there is room to build a strategic or transformative rela-
tionship. As Gosselin and Heene (2003) suggest, strategic customer-supplier
relations are relations that are of strategic importance both to the supplier and
to the customer. In practice it will be possible to build transformative relations
with those strategic customers who are interested and committed to change
with us. To assess the potential for building balanced business relations and
customer’s willingness to change with us, three indicators may be used:

� The importance of purchasing within the customer organization.
� The level of purchasing sophistication or maturity within the customer or-

ganization.
� The customer perspective upon our importance in their purchasing strategy

and purchasing portfolio.

Importance of Purchasing within the Customer Organization

A first indicator for assessing whether we might be able to build strategic busi-
ness relations with customers is to assess the importance of purchasing in gen-
eral within the customer organization. In his foundational article: ‘Purchasing
must become Supply Management,’ Kraljic (1983) argues that a customer’s
need for a supply strategy depends upon two factors:

� First, the strategic importance of purchasing in terms of financial impact
within the customer organization;

� Second, the complexity of the supply market.

One way to assess financial impact is to look at the ‘purchasing value in
relation to the costs of goods sold’ (van Weele 2014, p. 12). In practice this
purchasing value is also referred to as a ‘purchasing ratio’. According to van
Weele (2014), the average purchasing value is around 50 percent. Data from
an International Purchasing Survey project (Wynstra 2009) shows that this
average purchasing ratio varies between industries, for example, around 40
percent in financial and professional services firms up to almost 60 percent in
vehicle manufacturing (see Fig. 2.4).

The financial impact of purchasing within the organization is leveraged by
the height of the purchasing ratio. As demonstrated by the so called ‘Du Pont
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Fig. 2.4 International Purchasing Survey: Purchasing Ratios across industries. (IPS
Data 2009, provided by Finn Wynstra, Rotterdam School of Management, reproduced
with permission)

analysis’, the higher the purchasing ratio, the higher the financial impact of
(cost savings through) purchasing.

As illustrated in Fig. 2.5, at Heineken a cost saving in purchasing of 2 per-
cent results in an improvement of the return on capital employed of 9.4 per-
cent. As commented by van Weele (2014), the financial leverage at Heineken
is rather low as a result of the relatively low capital turnover ratio. In compa-
nies with a higher velocity (higher capital turnover) a much higher leverage of
purchasing savings on the company’s return on investment can be found.

In several industries (such as automotive manufacturing and Information
and Communication technologies (ICT) we findpurchasing ratios up to 75
percent, indicating a large impact of purchasing on the company’s profitabil-
ity. According to Axelsson et al. (2005) the sourcing transformation at IBM
for example resulted in a ratio of 72 percent of the costs of goods sold (see
Exhibit 2.4).

In general we can say the higher the importance or strategic relevance of
purchasing in a customer organization, the higher the chance that customers
are developing strategic sourcing strategies and developing strategic relations
with their key suppliers.
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Fig. 2.5 Dupont Analysis HeinekenNV (2014): Impact of purchasing savings on Return
on Capital Employed. (Van Weele 2014, p. 13, updated by Van Weele with data 2014
in April 2015, reproduced with permission)

Sourcing Transformation at IBM

‘IBM’s sourcing transformation story begins in the early 1990’s. IBM suffered from
shrinking earnings and cash flows. In 1993, earnings and cash flow went negative and

experience’ acted as a catalyst for change.
IBM embarked on a transformation of all its key business processes, resulting in many
role changes. Sourcing or ‘procurement’ as it is usually referred to within IBM, was
recognized as a key part of the overall IBM corporate transformation, sponsored by the
CFO and CEO. Procurement was becoming increasingly important as IBM’s business
model changed from being a hardware manufacturer towards being a service provider.
Today almost 50 percent of each revenue dollar is converted to supplier spending and
purchasing makes up 72 percent of the costs of goods sold.’

Source: Axelsson et al. (2005, p. 7–8).

Exhibit 2.4 Sourcing transformation at IBM

Level of Purchasing Sophistication or Maturity

A second indicator for assessing whether we might be able to build strategic
business relations with customers is to assess the level of purchasing sophis-
tication or maturity within the customer organization. Van Weele (2014,
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Fig. 2.6 Six stages of purchasing maturity and related purchasing focus. (Based on
Van Weele 2014, p. 68, reproduced with permission)

p. 68) distinguishes six different stages of purchasing maturity. These stages
are: transactional orientation, commercial orientation, purchasing coordina-
tion, internal integration, external integration and value chain integration.
According to van Weele (2014) these stages can be divided into two different
approaches to purchasing. Purchasing as a functional approach (stages 1–3)
and purchasing as a cross functional approach (stages 4–6). Depending on
the level of purchasing professionalism the focus of the purchasers involved
may vary from a primary focus on getting the ‘best price’ in the earlier stages,
towards a focus on ‘total cost of ownership’ and ‘total customer value’ in the
later stages. See Fig. 2.6 for the six stages of purchasing professionalism and
the related purchasing focus. The different stages are elaborated in more detail
in the following section.

Stages 1–3: Purchasing as a Functional Approach

In the first three levels of purchasing maturity, purchasing is regarded as a sep-
arate function within the buying organization. The lowest level of purchasing
sophistication is the ‘transactional orientation’ . Purchasing acts as a separate
unit or department. This maturity stage can be recognized by a ‘very passive
or reactive purchasing operation where the purchasing professionals in prin-
ciple merely ‘administer’ the purchasing tasks’ (Axelsson et al. 2005, p. 21).
In this case purchasing professionals are not involved in specifications or sup-
plier selection, but basically ‘order’ products and services and administer the
purchasing. In the ‘commercial orientation’ phase the focus on price reduction
increases. Purchasing is involved in tenders, comparing various offers from
suppliers, and plays a role in (price) negotiations. In the third stage, ‘purchasing
coordination’ the focus of attention shifts to control over ‘purchased volumes,



2 Driving Change with Strategic Customers 21

the number of suppliers and purchased items’. This enables the buying com-
pany to ‘carry out more powerful and coordinated actions – across factories,
business units and divisions’ (Axelsson et al. 2005, p. 22). The level of coor-
dination increases in stages 2 and 3 and may even lead to a centralization of
the purchasing in stage 3. Major focus of purchasers acting on this level of
professionalism is to get a ‘best price’ (in particular in the first two stages) and
to start focusing on ‘total cost of ownership’ in the purchasing coordination
stage.

Stages 4–6: Purchasing as a Cross Functional Approach

Moving up to a higher maturity level in purchasing requires a change from
a functional to a so-called cross functional and center-led approach. Stage 4,
internal integration, ‘implies that the organization handles purchases and sup-
pliers in a more process-oriented way, utilizing cross-functional teams with
the relevant competencies and expertise who naturally take responsibility for
important goods and services (functions) bought (. . . ). Such organizations
utilize not only pre-qualified but also ranked suppliers that are in various
ways connected to development and improvement programs supported by
performance-based contracts’ (Axelsson et al. 2005, p. 22). In this stage
relevant competencies are bundled for each purchased category, i. e. a (vir-
tual) team is composed with specialists from different areas influencing the
problem definition, specification and supplier selection. The decision mak-
ing unit is deliberately extended in such a way that all specialists (including
users) contribute to the purchasing process. Stage 5, external integration, in-
cludes the synchronization and optimization of the upstream supply chains.
This requires not only close collaboration with all ‘internal customers’ but also
with suppliers, including supportive (web based) EDI systems and (web-en-
abled) collaborative planning. Stage 6, value chain integration includes not
only the integration with suppliers but also with the buying organization’s
own customers. This includes ‘all of the synchronized purchasing and supply
operations from the previous phases plus actively contributing to the creation
of customer value, for example in the form of superior quality, functionality
and availability of final products. In-depth understanding of customer needs
and willingness to satisfy them are the basic requirements for reaching phase
6. This presupposes that sourcing, in addition to the demands of the previous
steps, also has a global perspective on suitable suppliers and is sufficiently po-
sitioned and equipped to undertake entrepreneurial collaboration with other
suppliers’ (Axelsson et al. 2005, p. 22). In this stages the focus of purchasing
moves beyond total cost of ownership, towards the total customer value (both
in terms of cost reductions and revenue streams).
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Leading Edge Companies Redefine Buying and Selling Roles

Depending on the level of purchasing maturity, purchasing may contribute to
a company’s competitive advantage in various ways. Wynstra (2013; see also
Axelsson et al. 2005) distinguishes three performance areas where purchasing
may have an impact on the company performance:

� Cost Management: this may include a lower purchase price, lower trans-
action costs, lower overhead costs, higher cost productivity and increased
logistics efficiency.

� Asset utilization: for example capital utilization, cash velocity, inventory
management, cycle time reduction and payment terms.

� Revenue growth: as a result of for example new products or services, first
to market, flexibility and responsiveness and improved quality.

Obviously the customer focus on these performance areas correlates with the
level of purchasing maturity. Starting with lowering purchasing prices at the
stage of commercial orientation, via total cost of ownership and improved
asset utilization in the stages of coordination and integration towards total
customer value in the stages of external and value chain integration. According
to Axelsson et al. (2005, p. 16), ‘Purchasing has traditionally focused on cost
optimization’ whereas ‘value creation’ is for most organizations, the newest
area in terms of sourcing strategy development’. Based upon a global survey of
chief procurement officers (CPO’s), Hardt et al. (2007) come to a comparable
conclusion (see Exhibit 2.5).

In recent academic research on purchasing and supply management, Ateş
(2014, p. 13) also concludes that over ‘the past two decades, purchasing has
evolved from a clerical function of buying goods and services at a minimum
price into a strategic function focused on value creation and achieving com-
petitive advantage’.

It is worthwhile to assess the level of purchasing maturity of strategic cus-
tomers for two reasons: First to start conversations at the right level of con-
sciousness; second to understand whether the customer would be ready to and
interested in building transformative relationships with its suppliers. Lead-
ing edge companies understand the power of transformational buying and
selling relationships with selected strategic partners. Also Cordón and Voll-
mann (2008) elaborate various examples both on the buying side (for example
Honda) and on the selling side (for example ABB) of what they refer to as ‘su-
per-collaborative’ relationships (see Exhibit 2.6).

In a recent workshop including 30 academics in the Purchasing field the
question was raised which are the most important future hot topics in Pur-
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Inventing the 21st Century Purchasing Organization
(McKinsey Survey of > 200 CPO’s)

‘Our survey [. . . ] suggests that the role of purchasing in many companies hasn’t evolved
much beyond the function’s narrow transactional roots [. . . ] But some purchasing and
supply-management organizations are attracting the attention of CEOs by taking the
function to the next level. By integrating their activities more closely with those of their
internal customers, some purchasing units have gained sustainable cost reductions in
nontraditional areas (marketing or health benefits for example) where previous opti-
mization efforts have fizzled. Others go further still, using their insights to challenge
and enhance manufacturing or administration activities. Finally, some [high perform-
ers] use purchasing as a springboard to innovation, leveraging a broader supply base of
tangible and intangible goods to enhance product-development efforts. Top-perform-
ing companies redefine their [the purchasing] role and ensure that its goals align with
corporate strategy’.

Source: Hardt et al. (2007, p. 1)

Exhibit 2.5 Inventing the 21st century purchasing organization (McKinsey survey of
>200 CPO’s)

Strategic Collaboration with Suppliers at Bombardier Transportation

Bombardier Transportation ($ 8.8 billion annual sales as of end 2013) is the rail division
of Bombardier Inc (global manufacturer of planes and trains). Bombardier Transporta-
tion is a world leader in the design, manufacturing and support of rail equipment and
systems. ‘Bombardier Transportation (BT) recently created collaborative relationships
with ten strategic suppliers. In each case, significant changes were required in both
BT and the supplier. Included are new ways to share information, joint innovation ef-
forts, product standardization, modularity, process simplification, and new approaches

– both for BT and for each of the suppliers. BT started this effort by reducing its sup-

fundamentally different groups: those with which BT can develop collaborative rela-

relationships described above come from this set of 20, and the other ten are currently
being prepared. In each case, the goal is to create a true partnership – what we call a

these suppliers, significant reductions in joint costs of doing business, and (even more
important) critical support for new product development. If each of these partnerships
can become a pair of aces, BT will have a definitive competitive advantage’

Source: Bombardier (2013) and Cordón and Vollmann (2008, p. 9–10).

Exhibit 2.6 Strategic collaboration with suppliers at Bombardier Transportation
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Top 10 Future Hot Topics in Purchasing and Supply Management

Innovation: using suppliers as a source of competitive advantage

Developing collaborative buyer-seller relationships

Aligning the sourcing strategy with the business strategy

Engaging internal stakeholders in sourcing activities

Human Resources Development in Purchasing & Supply Management

Reverse marketing: how to be become a customer of choice for your key suppliers

Corporate Social Responsibility and the impact on the value chain

Value chain management

Supply risk management

Value based sourcing

Source: Rozemeijer et al. (2012, p. 64; n = 30 Academics)

Exhibit 2.7 Top 10 future hot topics in Purchasing and Supply Management

chasing and Supply Management (Rozemeijer et al. 2012). The top 10 items
are listed in Exhibit 2.7.

Chances to build a strategic business partnership are higher with customers
whose maturity in purchasing is higher. Customers who focus on total cost
of ownership or preferably on total customer value are more mature than cus-
tomers who have a transactional orientation and focus primarily on (reducing)
prices. Even though all customers talk about price, it is important to look at
other indicators to assess their purchasing maturity. One of the interesting
topics on the agenda of purchasing professionals is called ‘reverse marketing ’,
which means understanding how to become a ‘customer of choice’ to the key
suppliers (see for example Sony in Exhibit 2.8).

Reverse Marketing at Sony

communicate with their suppliers nowadays. New suppliers are explicitly invited to
study Sony’s purchasing policy, structure and pre-qualification procedure. In fact, Sony
uses the Internet as a marketing instrument to inform suppliers about their current

to refer to suppliers who are capable of meeting all Sony’s requirements) can subscribe
and inform themselves about what it takes to become a prospective Sony supplier’.

Source: van Weele (2014, p. 65).

Exhibit 2.8 Reverse marketing at Sony
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In order to fully understand the potential to build a balanced relationship
with our customers we need to focus on the customer and engage in what we
can refer to as ‘reverse purchasing ’ (as elaborated in the following section).

Customer Perspective: Reverse Purchasing

A third indicator for assessing whether we might be able to build strategic
business relationships with customers is to understand our position in their
purchasing strategy and purchasing portfolio. This involves looking at our-
selves from theirperspective and analyzing how important we may be today
or could be in the future (in other words to apply ‘reverse purchasing’). From
a customer perspective, many companies nowadays carry out a kind of ‘pur-
chasing portfolio analysis’ as a basis for a differentiated purchasing strategy.
Kraljic (1983) proposed an approach to ‘shape supply strategies’ (Kraljic 1983,
p. 112). This approach has been widely adopted and adapted by purchasing
professionals and academics. According to Ateş (2014) the Kraljic model has
been cited in academic practice over 250 times. In order to develop a prod-
uct portfolio to classify the purchasing assortment, Kraljic (1983) classifies
purchased goods and services into four ‘sourcing categories’, based upon two
dimensions: the ‘profit impact’ of a given supply item to the company (which
we refer to as ‘purchasing value’) and the ‘supply risk’ (which we refer to as
‘purchasing risk’).

Purchasing Value can be defined in terms of the volume purchased, percent-
age of total purchase cost or impact on product quality or business growth.
This dimension covers the perceived relative importance of the purchased cat-
egory as compared to other categories. It is important to note that even though
the term profit impactmight suggest a focus on financial aspects only, and pur-
chasers in practice sometimes limit themselves to this dimension exclusively,
qualitative elements (e. g. impact on product quality) are also included in the
original Kraljc model.

Purchasing Risk can be assessed in terms of availability (short term and long
term), number of suppliers, competitive demand, make-or-buy opportunities,
storage risks and substitution possibilities. This dimension covers the per-
ceived or experienced risk of the purchased item as compared to other items.
How easy is it for a buyer to change to an alternative source of supply? Besides
the actual risk (perceived), switching costs may play a role. These switching
costs can be financial, costs of time and effort to be spent or relational (Burn-
ham et al. 2003). Relational switching costs involve ‘emotional discomfort
due to the loss of identity and the breaking of bonds’ (Burnham et al. 2003,
p. 112).
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Fig. 2.7 Customer perspective: Kraljic purchasing portfolio

Based upon these criteria, purchasingmanagers can classify purchased items
(and suppliers) into four sourcing categories: Strategic (high purchasing value
and high purchasing risk), Bottleneck (low purchasing value and high pur-
chasing risk), Leverage (high purchasing value and low purchasing risk) and
Non-critical (low purchasing value and low purchasing risk) (see Fig. 2.7).

The portfolio model and many variations upon the original model have
been widely adopted in purchasing practice. Figure 2.8 depicts one example
of the application of the model in the context of an automotive company.

The customer using a portfolio model as shown in Fig. 2.7 and 2.8 will
most probably build its purchasing strategy accordingly, by building diverse
relationships with suppliers based upon the supply situation faced.
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Fig. 2.8 Typical purchasing portfolio for an automotive company
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Fig. 2.9 Customer perspective upon supply: reverse purchasing

Depending on our position within the customer purchasing portfolio (as
perceived by the customer), a customer may be either explicitly or implicitly
looking for a particular type of relationship with a supplier (see Fig. 2.9).

In the strategic category, depending on the relative power position of the dif-
ferent parties involved, customers may be striving for a collaborative relation-
ship or ‘performance-based partnership’ (vanWeele 2014, p. 166). Customers
may be primarily interested in intensifying relationships with these suppliers
for two reasons: First to significantly increase value by joint value/cost im-
provements, joint innovation, shared new technologies, joint processes etc.;
Secondly to minimize supply risk as much as possible. Customers may be
looking for strategic business partners with whom they can change the fu-
ture business and become or remain competitive in their markets. Customers’
major concern may be to build up a ‘balanced’ relationship. The balance of
power between buyer and supplier may differ: buyer-dominated, supplier-
dominated or balanced (see also Caniëls and Gelderman 2007). In particular
in the balanced relationship the purchasing strategy will be aimed at intensi-
fying collaboration and building a partnership. ‘The goal is to create mutual
participation based on pre-planned and mutually agreed cost and operational
improvement targets. A relationship based on ‘open costing’ is preferred (. . . ).
With the suppliers, efficiency programs are developed to achieve cost reduc-
tion, quality improvement, process improvement, and improved product de-
velopment. Such cooperation can in the end lead to fading of borders between
the different companies’ (van Weele 2014, p. 166).



28 Transformational Sales

In the leverage category, the impression of the customer is that the purchased
items can be easily obtained from various suppliers and at the same time have
a strong impact on the bottom line. The major concern and priority of cus-
tomers will be to reduce cost. Depending on both the specific item and the
level of purchasing professionalism, customers will either focus on reducing
total cost of ownership, but in many cases will focus on squeezing prices as
much as possible. The ‘leverage’ impact means that small cost savings will
have a large impact on money saved. ‘A purchasing strategy of competitive
bidding or tendering will be pursued. Since the suppliers and products are
basically interchangeable, there will be, as a rule, no long-term supply con-
tracts. In most cases, buyers will adopt a multiple sourcing strategy; buying at
a minimum price while maintaining the required quality level and continuity
of supply will take priority. Small savings (small in terms of percentages) rep-
resent a large sum of money. This justifies an active market scanning through
continuous market and supply research. Regularly, outsiders will be intro-
duced so as to avoid price arrangements between the present suppliers’ (van
Weele 2014, p. 166). In many cases purchasing is coordinated and agreements
or bulk contracts are centrally (globally) negotiated.

In the bottleneck category, customers will try to reduce (perceived) risks and
focus ‘primarily on securing [the] continuity of supply, if necessary even at
additional cost’ (van Weele 2014, p. 166). These supplies may have rela-
tively little purchasing value but are regarded by customers as vulnerable in
regard to their supply. Perceived risk or uncertainty may stem from different
sources. The product or service may, for example, be customized in such a
way that identical alternatives are not available on short notice, or the sup-
ply of particular ingredients may be influenced by world market fluctuations.
Also (perceived) switching costs may be considered as a barrier to explore al-
ternatives. It is important to understand where the major risk is perceived.
If customers understand the buying situation as a real bottleneck, activities
may be conducted to reduce dependence on suppliers by developing alterna-
tive products or suppliers, by insourcing or by logistic solutions. Van Weele
(2014)mentions consigned stock agreements, alternative modes of transporta-
tion and the active investigation of supply alternatives.

In the non-critical (referred to by VanWeele as ‘routine’ ) category, few techni-
cal or commercial problems can be seen from a purchasing perspective. Both
purchasing value and purchasing risk are low. Customers can choose from
many suppliers. In purchasing practice many items are within this category.
According to van Weele (2014, p. 165): ‘Usually, 80 percent of the time and
energy of purchasing is used for these products: a reason why purchasing is
often seen as an administrative job. The purchasing of these products should
be organized efficiently, in order to spare time for the other, more interesting
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products’. A major challenge for customers in this situation is to reduce ad-
ministrative and logistic complexity. It is all about finding ways to make it
easier to specify, select, order, store, internally distribute, use and pay for these
items and services. In order to improve efficiency, customers may standardize
the assortment or find ways to subcontract product groups (e. g. office sup-
plies or cleaning and catering services) or improve logistics with web-enabled
services (e-catalogue, e-ordering, mobile apps, e-payment). In some cases,
(part of ) the purchasing of these items is outsourced to specialized purchasing
companies.

Potential for Building Strategic Business Partnerships

Obviously chances to build strategic business relationships are highest with
customers who perceive or even classify us to be a (potential) strategic supplier.
In cases where the balance of power is more or less equal, the relationship
may be further developed into a partnership and transformative relation. In
some cases, also within the bottleneck situation, we may find possibilities to
build strategic relations, depending on the reason why the supply situation is
perceived as risky by the customer. Joined forecasting or buffer stocks may be
ways to reduce (perceived) risks together with customers. Also pro-active and
timely (joint) innovationmay prevent customers from searching for alternative
products or suppliers. Additionally, the customer’s risk perception may be
altered (see Sect. 3.1 for a further elaboration of this topic).

In the routine segment, possibilities are low unless we find ways to rein-
vent the way of buying for the customer and significantly reduce the logistic
complexity for the customer. Either by grouping article groups or compo-
nents that were traditionally purchased from different suppliers (becoming a
systems integrator) or by developing solutions that simplify ordering, internal
handling/distribution and invoicing.

The potential to build a strategic business partnership with a customer
seems to be lowest in the leverage segment. In most cases the purchasing strat-
egy is to obtain the ‘best deal for the short term’. Customers will frequently
reallocate purchasing volumes over suppliers making use of e-auctions and
dynamic pricing and reducing possibilities to develop long term relationships.

For strategic sales teams, ‘reverse purchasing’ may be helpful to get a clear
understanding of where the selling company should be positioned in the
buyer’s purchasing portfolio. In this way the current and potential value to
the customer can be assessed. This may also include aligning perspectives with
purchasing teams who may be overly focusing on price reductions rather than
cost reductions or potential joint value increases.
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Kraljic Revisited

The Kraljic matrix can be a good starting point for understanding our impor-
tance and value to our customers. Ateş (2014) argues that to fully understand
the ‘richness of purchasing strategies’ in practice it is important to broaden
the perspective and include for example customers’ ‘competitive priorities’ as
an additional layer (see Exhibit 2.9).

Potential ‘Mismatch’ may be Colored by Different Value
Perspectives

We indeed believe that adding the customers ‘competitive priorities’ as sug-
gested by Ateş (2014) is an important additional layer that enriches our un-
derstanding of customer purchasing strategies. In this respect it is important
to note that part of the potential ‘mismatch’ (as shown in Fig. 2.3) may be
caused by the different mindset or value perspective chosen by sales profes-
sionals and purchasing professionals. Value to the customer may be defined
in many ways (see Chap. 3 for a detailed discussion on this topic). Lindgreen
and Wynstra (2005) observe two ‘research streams’ in the literature on defin-
ing value in business markets. One perspective on defining value is based on
the ‘value of goods and services’, another perspective is based on ‘the value of
buyer-seller relationships’. We observe these different perspectives to exist in
practice as well. Purchasers assessing the value of the (potential) supplier of-
fering based on the value of the goods and services or ‘sourcing category’ may
have a different perspective on the value of the relationship as compared to
those who assess value based upon the potential of the ‘buyer-seller relation-
ship’. Building transformative relations requires to be able to think beyond
sourcing or selling categories and assess the potential value of the relationship.
In addition to understand the professionalism of our customer’s purchasing
strategy and to understand their perspective upon our importance as a sup-
plier (knowing if they apply sourcing models and how we may be plotted), it
is also important to understand their value perspective upon the relationship.

Building transformative relationships requires to be able to think beyond
sourcing or selling categories and assess the potential value of the customer-
supplier relationship
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Deepening the Understanding of Purchasing Strategies:
include Competitive Priorities

In recent academic research, Ateş states that even though the Kraljic model was intro-
duced more than three decades ago, it is still popular among purchasers in practice and
has been cited in academic practice more than 250 times, also inspiring the develop-
ment of other portfolio models. At the same time such models ‘have been criticized
because they focus on a limited set of contingencies and are not distinctive enough to
fully cover the variety and richness of purchasing strategies’ implemented in practice. In
her research, Ateş deepens the understanding of purchasing strategies including among
others the competitive priorities customers may have. ‘Our results suggest that as an
additional, complementary layer, differences in competitive priorities must be exam-
ined when defining purchasing category strategies’ (Ateş 2014, p. 57). Competitive
priorities may include cost management, innovation or improved quality, delivery re-
liability or increased sustainability. Customers may focus their purchasing strategies
around their competitive priorities which are grouped by Ateş into: cost optimization,
increase of delivery reliability, innovation, ‘emphasize all’ and ‘emphasize nothing’.

Bottleneck: emphasize all
emphasize all strategy is a strategy in which all competitive priorities are empha-

sized on high levels. Ateş finds that this purchasing strategy is particularly popular in
practice in the bottleneck situation. ‘When the purchase importance is low but supply
risk is high, firms cannot afford to focus solely on the cost objective. In such cases, it is
important to assure supply and survive the ‘lock-in situation” (Caniëls and Gelderman
2005; van Weele 2000 as cited in Ateş 2014). As articulated by Ateş, since this pur-
chasing strategy ‘requires extensive resources and programs,’ this strategy is not found
to be used often in the routine segment.

Different approach to innovation in the strategic and leverage situation
A clear focus on the competitive priorities innovation and quality are found in the
strategic quadrant. Interestingly, this focus is also applied in some cases in the leverage
quadrant. According to Ateş, even though customers may require innovation in both
situations, the approach may be very different. ‘As buyers are more powerful than their
suppliers in a leverage situation, they are more likely to demand that their suppliers
provide innovation without a great deal of commitment, whereas for more strategic
products it would be more beneficial to participate in joint innovation projects’.

As cost saving has been a traditional topic in purchasing strategies, it is used in
several categories, except for the bottleneck situation. As mentioned before, customers
use a more ‘nuanced’ purchasing strategy in bottleneck situations (Ateş 2014, p. 56).

Within the non-critical segment, both the ‘emphasize nothing’ and accurate time
delivery (even at higher cost) are found to be popular.

Source: Ateş (2014) and interview with Melek Ateş March 2014.

Exhibit 2.9 Deepening the understanding of purchasing strategies: include com-
petitive priorities. (Source Ateş (2014), and interview with Melek Ateş Mach 2014,
reproduced with permission)
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Summarizing: Are They Willing and Committed to Change
with us?

A deep understanding of our customers’ purchasing strategies will help to as-
sess our importance and value to customers and decide whether we find a
‘match or mismatch’. To summarize we can assess our (potential) value to our
customer by answering three questions:

1. How important is purchasing in the customer organization in general. An
indicator may be the total purchasing value or ‘purchasing ratio’. This is the
purchasing spent in relation to costs of goods and services sold. The higher
the purchasing ratio, the higher the chances that purchasing is perceived to
be of strategic importance within the customer organization and dealt with
in a strategic way.

2. How mature is purchasing in the customer organization. This may be based
on the level of purchasing sophistication. Is the purchasing function pri-
marily focused on lowering prices or rather focused on decreasing total cost
of ownership or increasing competitive advantage (total value)? In many
cases this is already visible in the way in which purchasing is organized (is
there a functional or cross functional approach and is purchasing elevated
toboardroom agenda or not?). The more sophisticated purchasing is within
the customer organization, the higher the changes are that customers are
willing and committed to build strategic relations with selected and priori-
tized suppliers.

3. How important is our (potential) offering within the customer’s purchasing
portfolio and purchasing strategy. To what extent do customers believe we
could substantially contribute to increasing their competitive advantage and
success in their markets?

Based on our value to the customer we can distinguish the true strategic cus-
tomers from other important customers. See Appendix A for a decision logic
that can be used to determine how to separate strategic customers from others.

2.3 Transformative Relationships: Driving Change!

Selecting strategic customers is the starting point for building transformative
relations. It makes no sense to differentiate between customers if we do not in-
tend to differentiate our sales approach accordingly. Even though this sounds
logical, in practice the differentiation between the different sales approaches
for different customer types is not always clearly visible. Customer differenti-
ation should be the basis for developing meaningful strategies to invest time
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Fig. 2.10 Differentiated customer strategies

and allocate resources in the right way. Unprofitable customers do not ex-
ist, however unprofitable sales and service concepts do. In order to clarify
and communicate the different approaches towards different customer types,
it may be useful to elaborate the major differences in the sales strategy and ser-
vice level. In addition to the sales strategy and major focus, attention may be
paid to the type of interaction (for example the customer-supplier interface,
the level, depth and frequency of contacts and the interaction model), the ac-
count planning process and the differences in services included per customer
type. See for example the template in Appendix B that could be used to dif-
ferentiate the sales approaches in practice. Even though the elaboration of the
differentiated sales strategies towards different customer types goes beyond the
scope of this book, the generic customer strategy towards the four customer
types is depicted in Fig. 2.10 and is summarized below.

Transactional customers: Reinvent the sales model to increase efficiency and
reduce costs to serve. The essence of this strategy is to explore possibilities
to reinvent the sales and service approach so that customers are served in a
more profitable way (for example less face-to-face interaction, increased web
enabled sales, increased rationalization).

Development customers: Build relations to grow to their fullest potential, by
broadening the decision making unit or buying center, establishing relations
with new and relevant stakeholders within the customer organization, and
building multi-level relations between both organizations in order to be able
to release the untapped potential. Social media may be a useful aid in this
process. Being connected online to so many will enable us to get in touch
with new people in the customer organization easier than before.

Large customers: Maintain relations at reasonable cost. Given their size and
power, these customers may ask and receive more time and resources than
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can be justified by theirfuture potential. The challenge is to find a way to
maintain the relationship at a reasonable (often decreased) cost and move out
of the comfort zone of habitual routines.

Strategic customers: Transform the seller-buyer business: guide business
transformations (as elaborated upon in the next section and the following
chapters of this book).

Guide Business Transformations

The focus of this book is on driving change and making a difference with
strategic customers. The essence of these relationships is to guide business
transformations. Piercy (2010) underlines that the change in sales focus is
moving from a transactional customer approach towards a strategic sales re-
lationship; moving from the ‘converting of products and services into cash
flow’, beyond a focus on ‘customer satisfaction and retention’ towards ‘guid-
ing customers to become more competitive in their markets’.

AlsoDixon and Adamson (2011) and Adamson et al. (2012, 2013) propose
to move beyond ‘solution selling’ focusing on buyer needs towards ‘insight sell-
ing’ offering provocative insights into the customer business (see also Nichols
et al. 2011). As referred to by Pine and Gilmore (2014), changing the way a
customer does business by guiding ‘behavior-changing’ or ‘company-altering’
transformative experiences.

Building upon the model of Piercy (2010, p. 354) and including the con-
tributions of Pine and Gilmore (1998, 2014), Dixon and Adamson (2011)
and Adamson et al. (2012, 2013), we would like to depict the changing focus
from transactional sales, beyond solution sales towards transformational sales
as shown in Fig. 2.11.

Building transformative relationships requires not only a ‘superior un-
derstanding of the customer’s own organization, but detailed and insightful
knowledge of the customer’s end-use markets’ (Piercy 2010, p. 353). In
addition it requires a profound understanding of available and accessible re-
sources within the own organization and within the value network. This is
the starting point for leading change, requiring a ‘network perspective’ (Senn
et al. 2013) of the relationship. ‘Through collaboration and matched firm-
specific resources and competences, the two firms create a relational value that
no one entity could achieve alone; risks are shared and controlled for, too.
Network oriented managers thus maintain a continuous stream of insights on
the market, the competition, the customer’s business, and how the supplier’s
products, services and capabilities can change the economics of the customer’s
business model’ (Senn et al. 2013, p. 34). See also Prahalad and Krishnan
(2008) on the co-creation of value through global networks.
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Fig. 2.11 Changing focus: towards transformational sales

Transformational sales is about guiding change and enabling business trans-
formation. It is for both – the customer and the own company. It is about
disrupting both the customer’s and supplier’s thinking and way of doing busi-
ness. Challenging the explicit and implicit assumptions ormindset salespeople
and purchasers may have. ‘What is needed is joint transformation; a combined
commitment to striking out in a new direction and abandoning the current
ways of working’ (Cordón and Vollmann 2008, p. 24). Building upon the
model presented by Adamson et al. (2013), we distinguish transformational
sales from transactional and solution sales as depicted in Fig. 2.12.

We distinguish three value positions a company may achieve: ‘be better’,
‘differentiate’ and ‘make a difference’. Whereas the supplier purpose in trans-
actional and solution sales approaches may be focused around the first two
value positions (being better or being different), transformational sales moves
beyond this way of value creation towards ‘making a difference’ to the cus-
tomer business (see also Kotler et al. 2010). It moves from demonstrating the
value of offerings as compared to alternatives towards providing new perspec-
tives upon customer’s business potential and enabling customers to look at
their business and their markets in a different way. In order to provide a new
perspective upon the way of doing business, suppliers need to move beyond
defined needs as expressed by the customer towards the recognition that the
customer is in a ‘state of uncertainty’. This may be one of the first (implicit)
assumptions within the strategic sales team to be challenged: to understand
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Fig. 2.12 Changing the customer’s and supplier’s thinking and way of doing business

the customer better than they understand themselves by taking new insights
into the customer business challenges as a starting point for the conversation.
As argued by Dixon and Adamson (2011, p. 52–53), the ‘power of insight’
addresses the customer need to ‘learn’ something rather than to ‘buy’ some-
thing.

This requires not only an ‘outside-in understanding’ of the changes in the
customer world and the impact upon their business challenges. It also re-
quires to redefine the buying center, identifying stakeholders ‘open to change’
in an earlier stage than the ones with the ‘authority to spend’ (Adamson et al.
2013). To be equipped to facilitate the release of the identified untapped po-
tential within the customer business, the sales team needs an intrapreneurial
perspective upon the available and accessible capabilities required and must
think beyond existing products and services, beyond lines of business and re-
gions and beyond traditional company borders. Furthermore it needs to define
and acquire the ‘adaptive capabilities’ (Day 2011) required to create differen-
tial value in a changing world. In this sense transformational sales requires
access to the supplier’s total operation (Piercy 2010) and should be regarded
as a business venture rather than as a sales initiative (Sherman et al. 2003). In
essence we would like to define transformational sales as follows.
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Transformational sales is about guiding organizational change and busi-
ness transformation, starting with sales itself. Companies choose this
approach move beyond product selling and problem solving towards offer-
ing and provoking new perspectives upon the way of doing business. In
essence transformational sales will transform both the customer and sup-
plier businesses.

In the following chapters we will explore how to transform sales in order to
transform the customer and supplier business.
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3
Setting the Joint Transformation

Agenda

Instead of thinking outside-the-box. Get rid of the box
Deepak Chopra

Taking sales to a strategic level means moving away from the actual selling
of existing products and services to engaging in business conversations with
customers and other parties in the value network. It means being able to
jointly strategize and discover value innovation opportunities and jointly set-
ting the transformation agenda. This first of all requires a deep understanding
of how the world around our customers is changing and influencing their real
business challenges today and in the near future (see Sect. 3.1). To be able
to connect to these customer business challenges, strategic sales teams also
need to understand their own business in great depth (Piercy 2010; Sherman
et al. 2003). In addition to Customer Insight, strategic sales teams need
Company Insight. This means to truly understand the company’s resources
and competencies beyond current products and services sold. This requires
the ability to think beyond the lines of business or product categories and
to ‘[get] rid of the box’ to see which resources are actually available or ac-
cessible either within the company or at value chain partners and might bring
value to the table. This involves moving beyond solutions, inspiring customers
with new insights into their business and making them more competitive in
their end user markets (see Sect. 3.2). Value innovation opportunities can
be discovered by bringing both worlds together, defining joint strategic focus
with our strategic customers and jointly setting the transformation agenda to
make the difference in the marketplace andmove beyond the competition (see
Sect. 3.3).

© Springer International Publishing Switzerland 2016
P. Kotler et al., Transformational Sales, DOI 10.1007/978-3-319-20606-6_3
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3.1 Customer Insight: Customer Business
Relevance

It is our goal to be one step ahead of our customers’ demand (Martijn Lege-
maat, Corporate Account Insight Director, TNT).

One of the major strategic sales objectives is to discover new and longer term
opportunities to create value both for the customer and the own organization.
Starting to gain true Customer Insight requires starting to recognize future
customer needs before they are made explicit by customers. This means mov-
ing beyond defined needs and problems as expressed by the customer towards
the recognition that the customer is in ‘a state of uncertainty’ and convert-
ing the nature of the conversation towards ‘disrupting the customer’s thinking
and assumptions about its business’ (Adamson et al. 2013, p. 104). From
a transformational perspective, Customer Insight means vocalizing potential
customer business challenges and headaches based upon our observation and
understanding of changes in the customer world; revealingmajor uncertainties
that may impact customer business (e. g. Taleb 2007) and providing customers
with new insights about their business and untapped business potential.

Transformational Customer Insight: broadening the customer perspec-
tive on their business and their untapped business potential, by vocalizing
the most relevant upcoming customer business challenges based upon our
observation and understanding of changes in the customer world and their
impact upon the customer business.

Transformational Customer Insight starts from the ‘outside-in’; discovering
how the world around our customers is changing by watching and under-
standing disruptive market trends. And more importantly by analyzing how
these changes in the customer world will influence the customer’s business
challenges and headaches today and in the near future (see Fig. 3.1).

Making Sense of Developments in the Customer World

Developments in the customer world may move in a particular direction over
time. Developments of longer duration are referred to as trends. Once devel-
opments are of shorter duration we may speak of ‘hypes’. Trends may have
a broad impact, influencing many aspects of society (macro or megatrends)
or may be industry or customer specific (meso and micro trends). In many
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Insight into upcoming
Customer Business Challenges

Changes in the Customer World
Macro, Industry, Downstream Customer Trends

Fig. 3.1 Insight into upcoming customer business challenges

cases we see trends and anti-trends occurring within the same timeframe. For
example, the trend of increasing (mobile) connectivity makes it possible to be
(real-time) connected anytime and anywhere, enabling people to be ‘always
on’ (Boland et al. 2013). At the same time, we observe a growing interest
in consciously slowing down (for example Slow Food and Slow Living), care-
fully selecting how to focus attention (e. g. Goleman 2013) and filtering what
is relevant and what is not, consciously choosing a ‘time out’ (Boland et al.
2013). The ‘Slow Web Manifesto’ for example calls to develop applications
and technologies that guide us in filtering information, helping us to focus
upon what is relevant and important again.

To be able to analyze changes in the customer world it is important to be
aware of what and how we see. It is important to realize that our ‘mental
models’ including assumptions and generalizations influence the way we try
to make sense of market developments (Biemans 2010). Senge (1990) defines
a ‘mental model’ as ‘a series of deeply ingrained assumptions, generalizations,
pictures and images that influence how an individual understands the world
and how they take action’ (As cited in Biemans 2010, p. 84). Our mental
models do not only color what we look at (consider to be relevant), but also
how we interpret market observations. Looking from the ‘inside-out’ may
cause a ‘myopic’ view on the market (Levitt 1975; see also Dingena and Van
Dishoeck 2002). Looking from the ‘outside-in’ may help us have a broad
enough perspective to discover relevant and disruptive trends in the customer
world. These trends may be analyzed on three levels: macro trends, meso or
industry trends and micro trends.
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Fig. 3.2 BCG’s value creators report: The global population is increasingly connected
(Source: Boston Consulting Group 2013; reproduced with permission)

Macro Trends

On a macro level, an analysis can be made of the major Demographic,
Economic, Sociocultural,Technological,Environmental andPolitical changes
(DESTEP analysis). Which changes are going on and which of them will po-
tentially disrupt our customers world in the coming years? For example,
technological breakthroughs like mobile Internet, 3-D printing and Big Data
analytics will impact many business challenges in the coming years. One of
the major trends influencing all industries is the increasing (global) connec-
tivity. As shown in Fig. 3.2, the global population is increasingly connected.
It is predicted that by 2018 there will be more than 4 billion Smartphone
subscriptions and around half of the global population will use the Internet.

Smartphones, smart devices and smart objects will be used to access remote
information and connect with other devices, objects and processes, connecting
the physical and digital world. This increasing connectivity will impact all
industries, see for example the expected impact in travel.

Summarizing recent (online) trend reports and trend blogs (e. g. Boland
et al. 2013, 2014; Boston Consulting Group 2013, Roland Berger 2014;
Trendone 2014), the following macro trends can be identified: increased con-
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Exhibit 3.1 Connected travel (Columbus 2014)

nectivity, increased use of smart devices and smart objects, growing impor-
tance of Big-Data analytics, merger of the physical and digital world (also
referred to as phygital world), Industry 4.0 (see below), growing importance
and application of 3-D (printing) technology, Human 2.0 (enabled by tech-
nological, genetic and spiritual developments), active aging, ‘Age of access’
(moving from ‘owning’ to ‘using’; see also Sect. 4.1), endless ease (for example
apps for everything and natural and playful user interfaces), increased inequal-
ity (see also the ‘prosperity paradox’ in the Shell scenario’s in Exhibit 3.9;
Piketty 2014), and an increased focus on the sustainable society and recon-
omy.

Industry 4.0

One of the fundamental changes taking place across many industries is the
merger of the real (physical) world and the virtual (digital) reality. We are
entering the so called ‘phygital world’ inmany areas. This is visible in the world
of production where physical objects and industrial processes are integrated
into the information network, changing the rules of the game for industry
players (Roland Berger 2014). This trend is referred to as ‘Industry 4.0’.
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Exhibit 3.2 Industry 4.0: the fourth industrial revolution is already on its way (Roland
Berger 2014, p. 7–9; reproduced with permission)

Meso or Industry Trends

On a meso level, the changes within the customer’s industry, changes in ‘in-
dustry logics’ (Payne et al. 2008) and changing competitive forces may be
analyzed. For example the ‘5 forces’ model (Porter 1980) could be adopted
and used to analyze changes within the customer industry (see Fig. 3.3).

In many cases, transformation within industries is driven by macro-trends.
For example the connectivity trend tremendously influences the interaction
between customers and suppliers in many industries. Also traditional indus-
try borders are ‘blurred’ through new connections established as a result of
increased connectivity. This brings in new entrants from previously unrelated
industries, disrupting long-standing industry value chains. Both Google and
Apple are exploring and developing ‘self-driving car’ possibilities that may
reshape the automotive industry, travel and the way of living and working.
Google officially announced the prototype of a driverless car in May 2014,
whereas Apple launched their iCar platform in March 2014 (see Exhibit 3.3).
At the same time, the power in the financial services industry may shift from
traditional financial institutions towards innovative companies orchestrating
alternative sources of (crowd) funding or providing the best digital (mobile)
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Fig. 3.3 Porter’s 5 Forces driving competition within the customer’s industry

wallets. The largest providers of business loans are not the traditional finan-
cial institutions, but instead companies like IBM and GE, offering financial
solutions to their customers. Even not so large companies like the Trumpf
Group, a  3 billion metal forming and laser cutting machinery producer, has
founded a general bank for the mechanical engineering sector to expand its
service offering for the industrial clients.

As mentioned by Payne et al. (2008, p. 88) ‘The blurring of industry bor-
ders and convergence of different types of industry represent opportunities to
combine competences, capabilities and knowledge and initiate new ways of
co-creating value’. This will not only lead to new entrants within the tradi-
tional customer industry, it will also open up opportunities for entering new
areas of business together with our strategic customers.

Micro Trends: Changes in Downstream Customers Demand

On a micro level the changes in customer’s customers’ demand may be an-
alyzed (e. g. Dingena 2010; Hillebrand and Biemans 2011; Anderson and
Wouters 2013). Moving down the value chain and reasoning back may give
useful insights into upcoming customer challenges, stemming from changes
in downstream customers’ demands. A company selling food ingredients may
analyze changes at food retailers or end-consumers to initiate discussions with
food producers about upcoming changes within their markets, thereby re-
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Exhibit 3.3 Blurring industry borders: Apple launches iCar platform (CNBC News
2014)

defining food concepts. A chemical company may analyze developments in
transportation to start conversations with converters and tire producers about
joint innovations leading to safer driving. Anderson andWouters (2013)men-
tion, among others, suppliers of motion sensor technology used in full-body
suits who incorporate information from customer’s customers to improve their
products and develop new applications. Analyzing dynamics at the customer’s
customers’ level may not only result in adding new insights for strategic cus-
tomers, it may also result in new forms of collaboration within or between
value chains (see also Sect. 4.2). As argued by Anderson and Wouters (2013,
p. 78) ‘When three businesses in a value chain – a customer, its supplier and
the customer’s customer – work together to improve an innovation, the chal-
lenge of achieving a sufficiently shared understanding of technical detail to
enable problem solving becomes greater than when just the customer and its
supplier are working together’.
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The importance to understand changes in customer’s customers’ demand
is also confirmed by research applied from the purchasing perspective. Ac-
cording to Kibbeling et al. (2013), to realize superior value for end users it
is of strategic relevance to develop relationships with suppliers that are ‘able
to anticipate environmental change through innovativeness’ (Kibbeling et al.
2013, p. 512). As phrased by Mauricio Adade (Chief Commercial Officer of
Royal DSM): ‘we have the think B-to-C and act B-to-B’ (see Exhibit 3.4).

Extended Decision Making Unit (DMU): Impact of Customer’s
Customers Demand

The value chain in which a strategic customer operates could be seen as an
extended DMU. Strategic sales teams need to analyze influences beyond their
immediate (direct) customer in the value chain to understand which parties
beyond the customers influence decision making and in the end, who in the
value chain contributes to the largest extent to decisions made (primary de-
cision maker or primary customer within the value chain). See for example
the extended analysis of the Decision Making Unit (DMU) within the value
chain of a food ingredient manufacturer (see Fig. 3.4).

Initiating Conversations Challenging Customer Business
Assumptions

Observed changes in the customer world may be used as a starting point for
conversation with customers and can be jointly explored. Trends can be pri-
oritized in terms of relevance and impact upon the customer business. In
addition future scenarios or possible future worlds can be discussed based upon
major uncertainties uncovered within the customer’s market, thereby initiat-
ing conversations that enable the customer to explore business assumptions
and imagine what future markets may look like by applying different ‘lenses’.
As mentioned by Shell (2013) it may be not very realistic to view changes
in the customer world through one single lens, but instead develop different
scenarios or lenses (see Exhibit 3.5).

Separating Customer Business Challenges and Headaches

In analyzing the impact of changes in the customer world upon the customer’s
business, a differentiation can be made in terms of customer ‘business chal-
lenges’ and ‘business headaches’ that stem from upcoming trends (Fig. 3.5). A
customer business challenge could be defined as a future development or issue
that ‘excites’ the customer about their future (where do they see opportunities
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Exhibit 3.4 Royal DSM: Customer Insight means ‘thinking B-to-C and acting B-to-
B’ (based on interviews with Mauricio Adade (Chief Marketing Officer DSM), Theo
Verweerden (Marketing Program Director Value Creation), Rossana Rodriguez (Senior
Marketing Consultant, DSM) in November 2014; DSM 2014a, 2014b; Levi Strauss & Co
2014; published with permission)

Supplier of

Food ingredients

Original DMU

Converter

Influence of downstream Customers upon direct customer challenges

Extended DMU

Food

producer
Retail Consumer

Fig. 3.4 Extended Decision Making Unit (DMU) of a supplier of food ingredients

and possibilities for growth or improvement?) A business headache could be
defined as a future development or issue that the customer is worrying about,
that keeps them awake at night (see also Cheverton 2008). It is vital to step
entirely into the customer’s shoes at this stage. The nature of the conversation
will also give an indication to which extent customers are ‘responsive to new
insights about [their] business’ (Adamson et al. 2013, p. 104).
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Exhibit 3.5 New Lens Scenarios at Shell (Extract from Shell 2013; reproduced with
permission)

Initiate Change with Selected ‘Change Agents’ in Preliminary
Stages

We really work to try to drive to earlier, earlier, earlier development within our
global account teams’ (Fred Bell, Vice president of electronic manufacturing
services at Molex Inc, as cited in Bartlett 2008).
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Changes in the Customer World Impact on Customer Business

Business Challenges Business Headaches

Macro trends

Industry trends

Downstream customer trends

Fig. 3.5 Customer Insight: vision on untapped business potential

Pro-actively analyzing relevant upcoming business issues and challenging cus-
tomer’s assumptions about their business requires an entry to the customer
decision making process before it is initiated by the customer (see Fig. 3.6).
In other words moving towards transformational sales requires entering the
conversation at a preliminary stage; taking the (pre)initiative to enter conversa-
tions with people open to change; vocalizing issues that are not yet articulated
by the customer. Initiating these conversations also requires a redefinition of
the customer’s stakeholder selection. Instead of focusing on the decision mak-
ers and stakeholders with the ‘authority to spend,’ we need to focus upon stake-

Sales focus Transformation Solution Transaction

Entry Stage in 
Customer

Buying Process

Pre-initiative Initiative Specification Selection
(RFQ)

Negotiations
& Contract

Ordering
Expediting

Starting point
to enter

conversation

Change
Agents

Initiators Users
Influencers

Buyers
Decision
Makers

Decison
Makers
Buyers

Influencers
Users

Buyers
Decision
Makers

Buyers
Users

Fig. 3.6 Entering the conversation at a preliminary stage with selected change agents
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holders who are ‘open to change and can influence decisionmakers’ (Adamson
et al. 2013, p. 104). In many cases this requires broadening and redefining
the customer buying center (DMU) to select the right ‘change agents’ within
the customer organization (see Fig. 3.6).

3.2 Company Insight: Supplier Adaptive
Capabilities

To be able to find a connection to customer business challenges the strategic
sales team needs to understand their own business in great depth as well. In
addition to Customer Insight, strategic sales teams need Company Insight.
This means to have a profound insight in the own company’s available and
accessible resources and competencies beyond current products and services
sold. These may be capabilities within the own organization and cross bound-
ary, available within network partners and alliances. As argued by Blois and
Ramirez (2006, p. 1030) ‘The supplier must consider the potential contribu-
tion of any of the capabilities that it possess (. . . ) Where a capability seems to
possess the potential to make an appropriate contribution to the customer’s
value equation then there is a possibility that it can be used as a marketable
asset’. Supplier capabilities may not only be seen as resources to build offerings
for customers, but additionally as ‘offerings or parts of offerings in their own
right’ (Blois and Ramirez 2006, p. 1027). Within the literature the term capa-
bility is used in different ways (see Blois and Ramirez (2006) for an overview.)
We propose the following definition.

Supplier adaptive capabilities: all available and accessible assets, resources
and competencies that a company may use to facilitate or co-create cus-
tomer value.

In Fig. 3.7 an overview of possible capabilities that could be used as marketable
assets is shown.

As shown in Fig. 3.7, beyond existing products and services, capabilities
can be available or acquired in the following areas.

Business and Market Intelligence Within the company and value network a
large knowledge base is available that may be relevant in relation to the cus-
tomer’s business challenges. More and more the deployment of superior sup-
plier knowledge and expertise is a ‘defining characteristic of the world class
sales organization, in the buyers’ eyes. The buyer logic is straightforward: if the
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Fig. 3.7 Company Insight: Supplier Adaptive Capabilities

seller cannot bring value added to the relationship by identifying new opportu-
nities for the buyer to gain competitive advantage in the end-use marketplace,
then the seller is no more than a commodity supplier’ (Piercy 2010, p. 353).

This superior knowledge and intelligence goes beyond information about
products and solutions, which are sold today and require market intelligence
about markets, regions and ‘market sensing capabilities’ (O’Cass and Ngo
2012). In addition business intelligence in other areas may be relevant to the
customer such as strategic sourcing intelligence, technological information, fi-
nancial and legal information and human resources information. Value can be
created by disclosing this information and business intelligence and connect-
ing it to customer business challenges, for example by using the knowledge
and information in dialogues and by connecting customer counterparts with
knowledgeable people within areas of the supplier organization or network
that they have not been in contact with before.

Innovative resources and capabilities The capability to innovate is one of the
essential capabilities to align to changes in the customer world and co-cre-
ate value (O’Cass and Ngo 2012). These capabilities may include product,
process and market innovation capabilities, by jointly developing new prod-
ucts and services, improving current processes and ways of working or finding
innovative ways to enter or serve (new) customer markets as well as changing
the rules in the marketplace. In addition available innovative resources may be
used as an aid to guide transformation, such as testlabs, R&D results, studies,
new (market) concepts, proven technologies, methods or intellectual property
that could be licensed to customers.
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Exhibit 3.6 Festo: ‘Embedded engineers’ at Marel (based on interviews with Folkert
Hettinga (Industrial Sales Manager Food & Beverage, Agriculture at Festo), April 2014,
and Festo Highlights 2014; published with permission)

Human Resources and embedded employees Human Resources like company
specialists in various areas (e. g. technical, R&D, marketing, business intelli-
gence) can bemade available to strategic customers. These dedicated specialists
may be either working at the company site (as a consultant, advisor, or assis-
tant) or at the customer site. Dell Computer has 30 employees on-site at
Boeing (using 100,000 Dell PC’s) working closely together with Boeing man-
agers in planning their requirements and in configuring the Boeing network
(Anderson and Narus 2004). In industrial and technological surroundings we
increasingly find ‘residential’ or ‘embedded’ engineers residing and working at
the customer site, as part of the customer team, strengthening the customer-
supplier interaction and feeding the supplier company with ‘first-hand’ infor-
mation and ideas about possible value innovation (as illustrated in the example
of embedded engineers of Festo at Marel in Exhibit 3.6).
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Exhibit 3.7 Europcar and Daimler: car2go – on-demand mobility (based on interview
with Esther van Koot (Commercial Director Europcar Netherlands) in May 2014 and
Europcar Activity Report 2011–2012; published with permission)

Financial resources (asset utilization) Financial resources can be used in many
ways to finance initial investments, provide loans, rent or lease or offer other
financial or payment services. Financial resources may be used to optimize
the customer’s asset utilization. Also a growing number of on-demand services
requires innovative payment concepts. In the last years we have seen a growing
trend (referred to as the ‘Age of Access’ by Rifkin 2000) moving from owning
to using, and from asset-based solutions to access-based offerings (see also
Sect. 4.1). Europcar and Daimler jointly launched the car2go, offering on-
demand car usage as an alternative for owning a car in dense urban areas (see
Exhibit 3.7).

Relational resources and network competencies The quality of the relations built
(relational advantage) and the ability to build relations and networks are at
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the core of building transformative customer-supplier relationships. The com-
pany’s relevant capabilities are not limited to the internally available resources
but depend on the relations developed and the network to which the company
belongs (Castaldo 2007). These relational skills and resources or ‘relational
capital’ (Blonska et al. 2013) are referred to as ‘the sum of actual and poten-
tial resources embedded within, available through and derived from networks
of relationships between organizations’ (Nahaiet and Goshal 1998, as cited
in Blonska et al. 2013, p. 1297). Strategic sales teams may leverage the col-
laborative relations built within the strategic customer organization as well
as relations built within the value network to impact change or get access to
relevant capabilities.

Available instruments, tools, apps or physical resources These may be diagnostics
instruments, benchmark tools, (resource) planning tools, (mobile) web appli-
cations, marketing tools, portals, expert systems and so on. Any instrument
that may provide customers with a better insight into their current business
performance and give insight into untapped potential may bring value to the
table.

Connecting the Dots

This is where the true intrapreneurial spirit comes into play (see also Sect. 5.2):
being able to see potential connections between customer business challenges
and one’s own assets, resources and competencies. This can be realized either
by using existing resources and or by enhancing, developing or acquiring capa-
bilities within accessible reach. As argued by Day (2011), companies have to
move beyond static activities to ‘adaptive capabilities’ that fit better to market
reality. This requires thinking beyond lines of business or product categories to
see which resources are actually available either within the company or within
the value network and might bring value to the table. This involves getting
rid of company constraints and offering new possibilities or connections, for
example by connecting available technologies applied in particular markets
to specific customer challenges in other markets or by exploring, redefining
and developing new capabilities to address customer business challenges (see
Exhibit 3.8).

A solid analysis of competencies and resources that could be used to address
identified customer challenges can provide a basis for redefining value and give
input for jointly developing the transformation agenda. See the example of
ABInBev and JF Hillebrand in Exhibit 3.9.

Based upon a thorough Company Insight it is possible to find new connec-
tions to previously unaddressed customer business challenges and headaches.
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Exhibit 3.8 Philips: applying natural daylight simulation technology in promising
areas (based on interviews with Selin Kelleci-Van Balen (Senior Regional Product Mar-
keting Manager at Philips Lighting), Matthew Cobham (Lighting Application Team
Manager, Indoor Professional Lighting Solutions Europe), June 2014; Philips 2013a,
2013b, 2014; published with permission)
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Exhibit 3.9 ABInBev and JF Hillebrand: redefined value in Global Beverage Logis-
tics (based on interviews with Pierre Bonel (Chief commercial Officer) and Sander
Ouwehand (Corporate Accountmanager), December 2013–April 2014; published with
permission)

Company Insight: exploring all available and accessible capabilities (to
be acquired, developed, adapted or created) within the own company or
within the company’s value network that may be used tomake the difference
in addressing the most relevant customer business challenges or headaches.

3.3 Joint Strategic Focus

Joint strategic focus can be realized when the customer and supplier in-
sights are connected. This is both a creative and strategic process. The
customer/supplier collaboration matrix (adapted from Dingena 2002) can be
a useful instrument for going through this joint process (see Fig. 3.8). Chev-
erton (2008) uses a similar instrument referred to as ‘shared future analysis’.
The aim is to analyze potential combinations between customer business chal-
lenges and supplier competencies and resources to reveal joint opportunities
for value innovation. Joint analyzing of the matrix and choosing the most
interesting opportunities to co-create value will not only result in joint strate-
gic focus but will also increase commitment for the choices made. In fact a
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Fig. 3.8 Customer-supplier collaboration matrix: value innovation opportunities

‘mental contract’ is drawn up when joint choices are made and an agreement
is reached on the most promising value innovation opportunities in the shared
future.

Within the customer-supplier collaboration matrix prioritized customer
business challenges and headaches are systematically related to the competen-
cies and resources that could be used or developed from the supplier perspec-
tive. Doing this systematically will reveal the most interesting value innovation
opportunities that may be put on the transformation agenda. Elaborating the
matrix in a workshop setting with a multifunctional and cross boundary team
(including people from both the customer and supplier organization) will en-
hance the objectivity of choices. Furthermore the joint elaboration increases
commitment to the choices made (see also Dingena and VanDishoeck (2002)
for a detailed instruction about the use of the matrix).

The elaboration of the customer-supplier collaborationmatrix may result in
the selection of three to four strategic focus points (value innovation opportu-
nities) on the joint transformation agenda (see Fig. 3.9 and also appendix B).
Different value innovation opportunities emerge in the four different quad-
rants of the customer-supplier matrix resulting in four different areas of joint
strategic focus (see Fig. 3.9): grasping a joint opportunity, joint develop-
ment or innovation, joint defense or reduction of (perceived) risks and joint
turnaround or radical business innovation.
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Fig. 3.9 Joint strategic focus

Grasping a Joint Opportunity

In this case a connection is selected between a customer business challenge and
an existing relevant supplier capability to be used (more extensively). By join-
ing forces the customer and supplier will be able to grasp a joint opportunity
and grow together. Observed changes within customer markets or industries
may result in growth opportunities in new market segments or regions where
the supplier is currently active. By using or applying the supplier market
knowledge, legal insights or the established network, the customer may be
able to grow faster in this new market. Alternatively a customer may be faced
with a changing demand in their markets, where the supplier may be able to
provide the customer with insights or technologies building a first mover ad-
vantage within their market. This may result in jointly redefining standards
within the industry.

Joint Defense or Reduction of (Perceived) Risk

In this case a connection is selected between a customer business headache and
an existing relevant supplier competence or resource to be used (more exten-
sively). By joining forces the supplier may support the customer to overcome
or reduce the (perceived) problem or risk. Creating a new perspective on the
worrying issue may be a starting point for change and applying existing tech-
nologies or knowing how that may have proven to be successful in other areas
may also be used to ward off perceived headaches (see the before mentioned
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Exhibit 3.10 Four perspectives on joint innovation (Kim and Mauborgne 1997, 2005)

Philips example applying the natural daylight simulation technology to reduce
experienced business headaches within the continuous production industry).

Joint Development or Innovation

Another opportunity occurs when a customer business challenge is discov-
ered and articulated, but the required resources or competencies are not (yet)
available. Resources or competences may either be developed or acquired by
cooperation with other parties. Joint development or innovation may make
it possible to capitalize upon the discovered challenge. Siemens realized a
joint development with its strategic customer Lufthansa to develop a wire-
less LAN for the airline (Senn 2006, p. 33). In many industries innovations
are generated through the interaction between customers and suppliers. As
commented on from the buying perspective: ‘Increasingly, suppliers are an
important source of innovation. The automotive industry may serve as an il-
lustration. Innovations in fuel injection (Bosch), sun protection and security
glass (Saint Gobain), retractable roofs (Inalfa), car seats (Lear), tire pressure
sensors (Michelin) and airbags (Autoliv) came from suppliers’ (Van Weele
2014, p. 215).

It is important to note that joint innovationmay be realized both by increas-
ing or creating new value elements in the supplier-customer interaction, but
also by reducing or even eliminating value elements (e. g. Kim andMauborgne
1997, 2005; see Exhibit 3.10). Reducing elements in the offeringmay result in
‘naked solutions or naked systems’ (Anderson and Narus 1995). ‘ABB found
that naked solutions enabled it to charge less for power equipment and heavy
industrial equipment than it could for the standard package designed for the
average customer’ (Anderson andNarus 1995, p. 76). Eliminating elements or
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Exhibit 3.11 GE’s Quest Program: 3D Printing Quest to improve efficiencies in health-
care industries (GE 2014)

products, also referred to as ‘creative destruction,’ may additionally be a way
to increase value in a changing market. The choice exists to eliminate what
is there to make place for new alternatives which are a better fit to changing
market circumstances. In many cases this means eliminating existing products
and services before new entrants within the industry take over.

Joint Turnaround or Radical Business Transformation

The largest transformation in the customer-supplier interaction will occur in
the situation where a connection is chosen between a customer headache and
the search for new resources or competencies to be developed, changed or
acquired. In many cases this requires not only a redefinition of the customer
and supplier roles but includes a different way of working within the value
network. This may include joining forces with competitors or other parties in
the value network (see also Sect. 4.3). Increasingly, also crowd sourcing and
collective intelligence are used to boost radical business transformation (see
for example GE’s Quest Program in Exhibit 3.11).
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The joint transformation agenda defines the strategic focus in the customer-
supplier relation. The various ways to actually impact the business results and
guide business transformations are elaborated in more depth in Chap. 4.
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4
Guiding Customer Business

Transformation

What you do makes a difference, and
you have to decide what kind of difference you want to make

Jane Goodall

Guiding business transformation for the customer is about increasing cus-
tomer value by guiding ‘company-altering’ or ‘behavior-altering’ experiences
(Pine and Gilmore 2014) and increasing value in such a way that customers
becomemore competitive and successful in their markets. Customer value has
been defined in many ways. See for example Sánchez-Fernández and Iniesta-
Bonillo (2007) for an extensive overview. They mention that the most com-
monly cited definition is based on Zeithaml (1988), who refers to value as the
assessment of ‘what is received and what is given’, rephrased by Sánchez-Fer-
nández and Iniesta-Bonillo (2007, p. 428) as a trade-off between ‘benefit and
sacrifice’. Even though the value concept in business markets has been further
elaborated by many authors, we prefer to take this essential definition as a
starting point: ‘Value in business markets is a relationship between what one ben-
efits and what one sacrifices’ . From this perspective, value to customers means
that perceived benefits of doing business with a chosen supplier are larger than
the perceived sacrifices or costs. In other words customers are and/or feel bet-
ter off after the interaction with a supplier than before (Grönroos 2011). The
customer’s business ‘well-being’ is increased and the customer becomes ‘better
off in some respect’ (Grönroos and Voima 2013). Obviously both perceived
benefits and sacrifices or costs go beyond the economic functions which a par-
ticular offering may fulfill. In addition to time, money and function they may
include emotional aspects like perceived risk, fear, frustration, comfort, peace
of mind, inspiration, trust and so on.

Increasing customer competitiveness in their markets starts with under-
standing and relating to the customer’s ‘competitive priorities’ (Ateş 2014).
Customers may primarily be focusing on the reduction of cost levels or (di-
rectly or indirectly) on the increase of their revenue streams or both. The
actual supplier impact can be either economic (financial or functional) or
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emotional. Customer business transformation (increasing customer competi-
tiveness and success in their markets) can therefore be approached from four
possible perspectives, i. e. decreased economic or emotional costs and/or or
increased economic or emotional revenues.

Customer Business Transformation means increasing customer compet-
itiveness and success in their markets by decreased economic or emotional
costs and/or increased economic or emotional revenues.

In this chapter, we will explore in depth these four perspectives on customer
business transformation. Within these four perspectives, eight different ways
to guide business-altering experiences are distinguished (see Sect. 4.1).

One way to significantly improve customers’ competitive advantage is by
building new connections, joining forces with partners, alliances, suppliers or
even competitors to change the way in which value is created. In times of
increasing connectivity we see a change from linear value chains to nonlinear
value networks. Suppliers can act as a ‘lead collaborator’ (Vitale et al. 2011)
in these integrated (global) value networks (see Sect. 4.2).

To visualize and vocalize the essence of what the increased competitive-
ness will look like, it is vital to craft and use ‘resonating’ value propositions
(Anderson et al. 2006). These value propositions have to connect and touch
upon what is most relevant to the customer; touching upon the untapped
business potential within the customer organization and personalized to key
stakeholders; clarifying how the supplierwill contribute andmake a difference.
In addition, these propositions need to be vocalized in a way the customer feels
and understands, building a rational and emotional connection. This includes
speaking the customer (business) language; for example by elaborating ‘value
bridges’ and calculating and communicating the impact to the customer in
monetary terms (Anderson et al. 2008) and in the customer ‘money-making
logic’ or related to other customer value drivers (see Sect. 4.3).

4.1 Making Customers More Successful
in Their Markets

Transformational sales is about making customers more competitive and suc-
cessful in their markets. As highlighted by Ateş (2014), customers may set
different ‘competitive priorities’ within their operations and purchasing strate-
gies to increase their competitive advantage in their markets. One prioritymay
be to reduce cost levels or reduce perceived sacrifices. Another priority may be
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to increase revenues or strengthen competencies to increase revenues such as
improved time-to-market or innovation. According to Grönroos (2011, p. 42)
the value a ‘customer can create out of the support provided by a supplier can
be divided into three dimensions’:

� Effect on the customer’s growth- and revenue generating capacity. Grön-
roos divides these into business growth opportunities (e. g. new markets,
better customer or segment penetration) and higher margins through pre-
mium pricing.

� Effect on customer’s cost level by lowering operative or administrative costs
or higher margins through lowering operating and/or administrative costs.

� Effect on perceptions such as trust, commitment and comfort in supplier
interactions and increased attraction of the supplier.

Four Windows of Opportunity

In essence a customer’s competitiveness may be increased by focusing on two
dimensions. First a focus on the customer’s competitive priorities (see Ateş
2014), which may be either to reduce cost levels or to – directly or indirectly –
increase revenues (or both). Second a focus on the actual supplier impact in the
customer organization which may be either economic (financial or functional)
or emotional.

In addition to the economic and emotional impact, the environmental or
ecological and socially responsible impact may be distinguished. Supporting
customers to build a sustainable business and improve the ability to transform
the world around them in a positive way. Thismay be one of the crucial themes
to make a meaningful difference in the marketplace in the coming years and to
motivate employees and business partners at the same time. See for example
IBM who before the full rollout of grid computing to commercial customers
gave the technology to scientists (see Exhibit 4.1).

Even though sustainable and socially responsible purchasing seem to
become increasingly important on the purchasing agenda as well (see also
Sect. 2.2), in practice we observe a close correlation with economic output.
Companies focus on sustainable and profitable possibilities and business mod-
els rather than sustainable solutions per se. In the model in Fig. 4.1 we have
chosen to include the ecological and social responsible impact as one of the
parameters of economic impact, rather than to treat it as a separate variable.

In Fig. 4.1 we distinguish the economic and emotional impact. The eco-
nomic impact can be demonstrated in monetary terms (e. g. Anderson et al.
2008). Emotional impact is about how the interaction (and the result of the
interaction) makes the customer feel and about the closeness or the intimacy
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Exhibit 4.1 IBM: offering business partners an opportunity to contribute to some-
thing big (Moss Kanter 2008, p. 44)
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Fig. 4.1 Making customers more successful in their markets: four windows of oppor-
tunity

of the relationship. Even though the emotional impact may be more diffi-
cult to quantify directly in monetary terms it is fundamental to the actual and
possible (future) value innovation and impacts profitability inmany ways (e. g.
Castaldo 2007). In practice strategic sales teams may approach the customer
business transformation from four perspectives or windows of opportunity:
decreased economic costs, decreased emotional costs, increased economic re-
vues and/or increased emotional revenues (see Fig. 4.1).
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Exhibit 4.2 Dell: streamlining processes by moving Unilever’s IT deployment into
Dell’s factory (Biemans 2010, p. 113)

Decreased Economic Costs

A first area to increase competitiveness is to decrease monetary costs beyond
lowering the purchasing price. This can be realized by reducing cost levels in
primary or operative customer processes and in supporting or administrative
processes, by focusing on the decrease of total cost of ownership or focusing
upon the upon the optimization of asset utilization. Suppliers can for exam-
ple enable the streamlining of processes by insourcing some of the activities
previously carried bout in the customer organization (see for example Dell,
streamlining processes of strategic customer Unlever in Exhibit 4.2).

Decreased Emotional Costs

In many cases it is additionally worthwhile to critically assess the possibilities
to decrease emotional costs or sacrifices in customer-supplier interactions. As
argued by Pine andGilmore (2014, p. 24): ‘Every business would benefit from
asking itself: What one dimension of sacrifice, if eliminated, would create the
greatest value for our customers?’ Emotional costs or sacrifices perceived in
business interactions with suppliers may include (perceived) risk levels and
other psychological costs like frustration, disappointment, anger, irritation,
nervousness or even anxiety.
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Exhibit 4.3 Europcar moving your way: flawless experience for business travelers
(based on interviewwith Esther van Koot (Commercial Director Europcar Netherlands)
and Europcar Activity Report 2011–2012; published with permission)

Increased Economic Revenues

A third and less explored area in customer-supplier relations is the potential
to increase customer’s competitiveness by the increase of economic revenues.
Customer revenue growth may be directly increased by connecting customers
to new (joint) business opportunities or by offering them reciprocal value
opportunities. In addition, economic revenues may be indirectly increased
by facilitating the customer in increasing their ‘revenue generating capacity’
(Grönroos 2011) and supporting the customer in addressing new market de-
mands or with development and the introduction of new products or services.
Other areas include increasing time-to-market, improving product quality, de-
livery reliability, flexibility, responsiveness to customer’s customers or other
ways to increase the customer’s customers’ satisfaction. Also attention for in-
creased sustainability (ecological impact) may have a positive impact on the
increase of economic revenues.
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Fig. 4.2 Business impact: eight ways to make a difference to the customer business

Increased Emotional Revenues

I’ve learned that people will forget what you said, people will forget what you
did, but people will never forget how you made them feel (Maya Angelou).

The fourth and most fundamental area to increase a customer’s competitive-
ness is by increasing the emotional revenues within the customer-supplier
relationship. Either by increasing trust within the customer organization or by
increasing other emotional benefits such as increased comfort, peace of mind,
interest, hope, inspiration, pride or happiness with the major stakeholders.
We believe that the increase in emotional revenues or in other words, the im-
proved emotional connection within the customer organization is prerequisite
to gaining real progress in any of the other areas.

Eight Ways to Make a Difference Beyond Lowering Your Price

Within the four windows of opportunity we may distinguish at least eight dif-
ferent ways to enable business-altering experiences and guide customer busi-
ness transformation (see Fig. 4.2). The emotional connection and built trust
are seen as a threshold to profound economic impact, requiring open infor-
mation sharing between the customer and supplier organizations.

1. Decreased negative emotions such as frustration, fear, and anger

An often underestimated area to increase value is the reduction of emotional
sacrifices or costs a customer may perceive in the interaction with the supplier.
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These emotional or psychological costs may be related to any negative emo-
tions experienced pre-purchase and in the relation and interaction with the
supplier. This may not seem a big issue when related to standard products or
solutions. However, when innovative collaborative projects are at stake (e. g.
the development of new food ingredients, new market concepts, water tur-
bines or power plant cooling systems), these emotional factors are enormous
and of significant importance. Customers may feel worried or insecure about
the actual performance or timing of a supplier’s offering or experience a lack
of control during usage. Also insufficient management of expectations may
lead to disappointment or frustration or even anger and fear. Innovative con-
cepts may affect feelings of insecurity or anxiety with decision makers and
users in the customer organization. Negative emotions can not only impact
the customer-supplier relationship in a negative way, they can also result in ad-
ditional unnecessary ‘indirect relationship costs’ like extra time spent double
checking or lost business opportunities (Grönroos 2007). Therefore decreased
emotional costs will not only improve the customer-supplier relationship; they
will also increase customer competitiveness. It may be worthwhile to literally
step into the customer’s shoes and explore the customer experience in the total
‘customer-activity-cycle’ to understand where emotional costs are experienced
or may be experienced in future collaboration.

2. Decreased (perceived) risk

To be able to decrease (perceived) customer risk, it is useful to analyze the
sources of the perceived risk in the customer-supplier interaction. Perceived
risk may stem from the actual availability of raw materials, goods and services,
the number of suppliers, competitive demand, make-or buy opportunities,
storage risks (in case of physical supplies) and substitution possibilities related
to purchased and used supplier capabilities (including ingredients, compo-
nents, products, services and other capabilities – see also Sect. 3.2). Generally,
the more customized and tailored (and hence innovative) the usage of sup-
plier capabilities in relation to particular customer business challenges is, the
more difficult it will be for a customer to change to an alternative source of
supply. Hence the higher the perceived risk may be. Besides the actual risk,
perceived financial and relational switching costs may play a role. Starting
point for lowering perceived risk is recognizing, understanding and acknowl-
edging the various sources and forms of perceived risk within the customer
organization. Not at a single point in time, but during the entire ‘customer
activity cycle’ (this means before, during and after purchase or at different
phases within the relationship if the collaborative relationship is more of an
ongoing process). Additionally, rather than trying to anticipate the future, the
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impact of unforeseen events within customer-supplier relationships may be
reduced or even transformed by developing the capabilities and resilience to
deal with them in the best possible way (Taleb et al. 2009). Supplier offer-
ings and joint approaches can be elaborated to deal with (unforeseen) risk in
the best possible way and increase security and trust in the customer-supplier
interaction. This way, the transformative customer-supplier relationship in-
creases in robustness and resilience or even ‘antifragility’ (Taleb 2012) beyond
what would have been possible as seen from the single effort of the separate
entities or companies. ‘Antifragility is beyond resilience or robustness. The
resilience resists shocks and stays the same; the antifragile gets better’ (Taleb
2012, p. 3). Superior customer value may not only be realized by trying to
avoid or eliminate risk but by additionally challenging customers to change
the way they think about risk. Stimulating and guiding them to become in
essence more antifragile.

Fostering anti-fragility: superior customer value may not only be realized
by trying to avoid or eliminate risk but additionally by challenging cus-
tomers to change the way they think about risk.

3. Increased positive emotions such as comfort, pride, inspiration and happiness

To score big with suppliers, you have to win their hearts (Dave Nelson, former
Vice President of Purchasing, Honda of America as cited in Blonska et al.
2013, p. 1295).

To build a real connection with major stakeholders requires that positive emo-
tions are experienced within the customer-supplier interaction. The quote
above from a customer perspective towards a supplier also applies vice versa.
To be able to guide the customer in making their business run better and be-
come more successful, we have to win their hearts first. Emotional impact
includes increased positive emotions such as increased comfort, attraction,
peace of mind, interest, hope, inspiration, pride or happiness within the cus-
tomer organization. This starts with having a genuine interest in other people
and in our counterparts within the customer organization. Building emotional
connections with customers requires ‘emotional intelligence’ (Goleman1996).
This requires being in touch with one’s own emotions first, and additionally
being able to understand and relate to the emotions of others, connecting
with the customer not only on a rational level but first and foremost on an
emotional level.
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Goleman (2013) distinguishes between three kinds of empathy that are im-
portant for leadership effectiveness. We also believe these are relevant within
transformative customer-supplier interactions as well. These are ‘cognitive em-
pathy’, defined by Goleman (2013, p. 55) as ‘the ability to understand another
person’s perspective’, ‘emotional empathy’, defined as ‘the ability to feel what
someone else feels’ and ‘emphatic concern’, defined as ‘the ability to sense what
another person needs from you’. This ‘empathy triad’ is the basis for increas-
ing positive emotions within customer relations. It is about the understanding
what ‘moves’ people and being able to connect and contribute to the positive
emotions experienced. It is not about applying the right techniques or tricks,
but about the genuine passion and interest to understand other people and
enrich their (working) lives.

Emotional connection: To be able to guide the customer in making their
business run better and becoming more successful, we first and foremost
have to be able to genuinely connect on an emotional level with prioritized
stakeholders.

4. Increased trust levels

Trust is a prerequisite to significantly increase competitiveness in all areas of
business. Trust in the customer-supplier interaction makes activities more ef-
fective and increases efficiency (Castaldo 2007). This may result in a greater
joint commitment and willingness to jointly explore and cooperate. Business
relations based on trust foster dedication (Chu 2009) and increase ‘collec-
tive intelligence’ (Quinn 2004). At the same time, in a trust-based relation-
ship, control costs are lower and conflicts are solved faster as compared to
more transactional relations (Castaldo 2007). The presence (or absence) of
trust is a significant driver of economic profit (Maister et al. 2000; Castaldo
2007) and a source of competitive advantage (Peppers and Rogers 2012). As
Covey and Merrill (2006) point out, within trust-based relations not only
costs decrease, also the speed in which transformation takes place increases
significantly. ‘When Warren Buffet’s Berkshire Hathaway acquired McLane
Distribution from Wal-mart, the $ 23 billion acquisition was sealed over a
handshake and completed in less than a month, because both parties knew
and trusted each other completely. Normally a deal like this would have re-
quired six months or more to execute and perhaps several million dollars of
legal and accounting fees’ (Covey and Merrill 2006, as cited in Peppers and
Rogers 2011, p. 81).
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Exhibit 4.4 Trust Equation (Maister et al. 2000)

To deepen the understanding of existing trust in customer-supplier interac-
tions and to increase trust levels in a genuine way, suppliers may reflect upon
the so-called ‘trust equation’ as provided by Maister et al. (2000).

5. Decreased total cost of ownership

Decreasing total cost of ownership (TCO) can be realized by analyzing all
direct and indirect costs involved in the suppler-buyer interaction. Exam-
ples are the reduction of inventory levels, improvement of capacity utilization,
decrease of response times, increase of efficiency in customer-supplier inter-
actions and simplifying ordering, payment and administrative procedures. In
fact all costs in the customer-supplier interactionmay be analyzed in the stages
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before, during and after the actual purchase. Ellram (1993, as cited in Axelsson
et al. 2005) divides cost components into pre-transaction costs, transaction
costs and post-transaction costs. A focus on total cost of ownership may also
bring a new perspective on the supplier-buyer collaboration. ‘One in which
all costs, direct and indirect – in both the customer and supplier – are seen as
targets for elimination or significant improvement. The underlying assump-
tion is that these can be improved only jointly, and that it is often one firm’s
new approach that take cost out of the other’ (Cordón and Vollmann 2008,
p. 33). This requires transparency and a thorough understanding of the cus-
tomer’s cost structure and a calculation of the monetary worth and impact
of supplier competencies and value propositions (see also Sect. 4.3). Festo,
for example focuses on increasing the productivity of their global customers
by increasing efficiency, reducing energy and reducing hardware and lifecycle
costs (see Exhibit 4.5).

6. Optimized asset utilization

Next to decreasing the actual costs, cash flow may be improved by changing
the asset base or optimizing asset utilization (Axelsson et al. 2005). In this case
both the actual costs and the net capital employed may be reduced making it
available for other purposes;. for example by outsourcing, smart inventory
management or shared use. In ‘The Age of Access’, Rifkin (2000) describes
the ongoing trend from ‘owning’ to ‘using’. ‘In the new era, markets are mak-
ing way for networks, and ownership is steadily being replaced by access (. . . )
Companies around the world are selling off their real estate, shrinking their
inventories, leasing their equipment, and outsourcing their activities’ (Rifkin
2000, p. 4–5). Ownership of physical property, once considered a value as-
set, is now regarded as a liability in the corporate world. Customers may
increasingly pay for the experience of using things and services, for example
by subscriptions, memberships, short-term leases and rentals. Also inventories
are reduced or almost disappearing. In order to support customers in optimiz-
ing their asset utilization, suppliersmay adapt their offering from selling goods
and services into making the required competencies and resources accessible
to customers upon request. By renting or leasing, they enable or facilitate
shared use among different customers or ‘access upon demand’ (e. g. ‘flexcars’
and cloud computing) or ‘open source’ offerings. Instead of selling tires to
transportation companies, tire manufacturers offer access to relevant compo-
nents and services required per mile driven. ‘They contract with fleet owners
to charge per mile of usage. The pricing contract will be based on the type of
use, influenced by general factors such as the type of loads (for example, heavy
loads), typical route structures (for example through cities or across long dis-
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Exhibit 4.5 Festo: Reducing Total Cost of Ownership for their Global Customers
(based on interview with Folkert Hettinga (Industrial Sales Manager Food & Beverage,
Agriculture at Festo), April 2014, published with permission)
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Exhibit 4.6 GE Aviation: increasing ‘residual value’ for Boeing Business Jet customers
(GE 2013)

tances), and individual characteristics of fleet owners, such as the training of
the drivers and therefore the quality of driving, the maintenance of correct
tire pressure, and the quality of servicing, such as tire rotation. The tire as a
product still exists and is at the core of the business. However, the revenue
is based on tire usage, not on a one-time tire sale’ (Prahalad and Krishnan
2008, p. 15). Another example is a packaging supplier (Greif Incorporated),
who, instead of selling drums and containers, ‘leases their customers the entire
trip’, assembling an end-to-end solution including shipment, storage, filling,
transportation, cleaning and recycling of the containers (Anderson and Narus
2004). GE Aviation offers their customers a full range of financial and asset
management services (see Exhibit 4.6).

7. Increased revenue generating capacity

Suppliers may increase the customers’ revenue generating capacity, for exam-
ple by sharing knowledge and experience about new markets customers are
planning to enter. By using or applying the supplier market or technological
knowledge, legal insights or established network, the customer may be able
to build new value propositions to their customers and grow faster in a new
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Exhibit 4.7 LSI Logic Corporation and VLSI Technology: enabling customer’s cus-
tomization (O’Cass and Ngo 2012, p. 133)

market. Customers and suppliers may also jointly analyze ways to address
changing demands in downstream customer markets. Revenue generating
capacity may furthermore be increased by sharing insights or technologies,
facilitating the customer to build a first mover advantage within their mar-
ket or redefine standards within the customer’s industry. Another interesting
approach is to provide tools or methods to customers to facilitate a better cus-
tomization of their products and services towards their downstream customers
(as illustrated by the example of LSI Logic Corporation and VLSI Technology
in Exhibit 4.7).

Additionally, customers may be supported in increasing customer satis-
faction in their markets by increasing the satisfaction of their downstream
customers. Support may be given to increase responsiveness to customer’s cus-
tomers, speeding up ‘time to market,’ or by the early development or innova-
tion of new (or improved) products and services better aligned with changing
customer’s customers demand.

Furthermore, in a joint effort, the customer’s competitive advantage may be
increased by increasing the customer’s customers’ experience. Vodafone and
Amazon for example work together to increase Amazon’s customers’ experi-
ence (see Exhibit 4.9).

8. Increased revenues

Influenced by the traditional focus of purchasers on reducing costs (or reduc-
ing prices), a less explored area in customer-supplier relations is the potential
to increase the customer’s competitiveness by increasing revenue growth. Ex-
amples would include connecting customers to potential customers or distri-
bution partners in newmarkets or by using the company network or relational
capital to connect customers to (joint) new business opportunities. There may
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Exhibit 4.8 Kodak: accelerating time-to-market for consumer goods producing com-
panies (Kodak 2009)

Exhibit 4.9 Joint Go-to-Market: Vodafone and Amazon to increase ‘always on ex-
perience’ (Source: Vodafone 2014 – Vodafone Global Enterprise Amazon Case study,
published on Vodafone website; reproduced with permission)
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also be potential at the supplier organization to increase reciprocal value. Mar-
riott invited strategic customer Siemens to bring the latest web technology to
business travelers staying atMarriott hotels. This resulted not only in increased
revenue growth for Siemens at Marriott; it also resulted in a Marriott-Siemens
high-tech joint venture offering web solutions to other hotels (Sherman et al.
2003). Also ‘UPS and Kodak have established reciprocal relationships where
UPS gains value from the relationship in the area of Kodak’s imaging exper-
tise and Kodak benefits from UPS distribution capabilities’ (O’Cass and Ngo
2012, p. 133).

4.2 Acting as a Lead Collaborator
in Global Value Networks

Do what you do best and link to the rest (Jarvis 2009, p. 26).

In order to mobilize the required competencies and resources to guide cus-
tomers in becoming more competitive and successful in their markets requires
a shift in focus from traditional, linear value chains to becoming a ‘lead col-
laborator’ (Vitale et al. 2011) in nonlinear, global value networks. To be
able to address the customer business challenges and headaches may require
value innovation beyond existing products and services, tapping into both re-
sources and competencies in the supplier organization and at accessible reach
within the value network. ‘These parties, or collaborators, can either be com-
panies that the [supplier] previously allied with or may be a competitor in
another market. Thus the chain expands into a multidimensional network.
This network of collaborators includes nontraditional partners in a way that
all partners in the network ‘win’ as part of the team that provides the offering
of greatest value’ (Vitale et al. 2011, p. 42).

To make this happen, suppliers (or their strategic customers) may act as
‘lead collaborators’ (Vitale et al. 2011) in the value network. These value
networks may be composed in different ways, depending upon the chosen pri-
orities on the joint transformation agenda. Within ICT industries this change
from linear value chains to nonlinear value networks is clearly visible. Instead
of a chain of parties (e. g. content providers delivering to aggregators, deliver-
ing to application & platform and service providers, delivering to end-users),
value networks are in many cases formed around strategic customers (see for
example Fig. 4.3 depicting an example of a value network within Lucent-Al-
catel).
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Fig. 4.3 Moving to nonlinear value networks: example ICT

Ritter and Gemünden (2003) present empirical evidence that ‘network
competence’ impacts innovation success and expect network competence to
have an impact on the performance of supply networks as well. This idea is
supported by Prahalad and Krishnan (2008) who observe new ways of inno-
vation and co-creation through collaboration within the global value network
between customers, suppliers and channel partners interconnected in ‘global
innovation networks’. As argued earlier by Prahalad and Ramaswamy (2004),
we are moving towards ‘robust experience networks’ In these value networks
competences reside in an ‘enhanced network’. In order to co-create value
competencies of firms within the network, these must be ‘selectively activated
to create unique value’, (Prahalad and Ramaswamy 2004, p. 116).

As argued by Theo Verweerden (Marketing Program Director Value Cre-
ation, Royal DSM): ‘Value innovation requires the inclusion of partners
within and across value chains, in other words we need to include the entire
‘value eco system’. Within DSM we have numerous examples of creating
value by tapping into the broad eco system. Within our Engineering Plastics
business (global supplier of high-performance engineering thermoplastic so-
lutions), this way of innovating with several partners in our value eco system
is the only way forward to drive sustainability and to come up with innova-
tive solutions. Recently this type of collaboration resulted in a complete new
lightweight earset solution, part of which (new cable type) included by DSM’.

To activate the competencies and resources required, traditional company
borders disappear. As suggested by Ridderstråle and Nordström (2004), com-
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Exhibit 4.10 Procter and Gamble: joining forces with competitors to improve supply
chain efficiency of retailers (Wilson et al. 2001, p. 73)

panies within the value network could resemble a ‘Lego-model’, building cross
boundary networks, reinventing value by connecting ‘bricks’ in newmeaning-
ful ways. Value in these networks can be created moving beyond traditional
company borders and value chains ‘taking [the original companies] apart and
moving the pieces [competencies] around’ (Ridderstråle andNordström 2004,
p. 131). In fact in many cases the only way to disrupt the current way of doing
business and increase value substantially is to establish new forms of collabo-
ration with partners, including the competition in the value network.

4.3 Business-Altering Value Propositions

Transformational sales is about guiding change and learning, both for the cus-
tomer and for one’s own organization (see also Chap. 5). Fundamental to
inspiring change is the ability to envision the joint future we seek to create
with our customers and to express this in a way that ‘moves’ people. This
means to vocalize (and if possible visualize) the essence of what the increased
competitiveness will look like, touching upon the untapped business potential
within the customer organization and personalizing the impact for key stake-
holders. In other words it is vital to craft and communicate value propositions
in a way that customers feel and understand. As Anderson et al. (2006) phrase
it, to craft value propositions with ‘resonating focus’.

Even though the term value proposition is often used in a business con-
text, in practice not many propositions have ‘resonating impact’ to customers.
Payne and Frow (2014), referring to their recent study (Frow and Payne 2012)
mention that out of over 200 companies surveyed, less than 10 per cent for-
mally develop effective value propositions. As commented by Anderson et al.
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Type of 
proposition

All Benefits Favorable points of 
difference (USP’s)

‘Resonating
Impact’

Consists of All benefits 
customers receive 

from a market  
offering 

All favorable points of 
difference a market 

offering has relative to 
the next best alternative

The 1 or 2 most 
relevant issues 

whose improvement 
will make the

greatest impact to 
the customer 

business (UBR)

Purpose Convince Differentiate Make a 
difference

Fig. 4.4 Three ways in which value propositions are conveyed

(2006, p. 93), in practice companies adopt three alternative ways to convey
value to their customers:

� All benefits: focuses on all benefits customers may receive from the supplier
offering. In fact in this case the supplier tries to convince the customer why
they should buy from them.

� Favorable points of difference: focuses on the major points of differences (or
unique selling points) the supplier may offer as compared to the alterna-
tives considered by the customer. In fact in this case the supplier tries to
differentiate themselves in the best possible way, as compared to others.

� Resonating focus: focuses on what is most relevant for customers, ‘in a way
that conveys a sophisticated understanding of the customer’s business pri-
orities’ and answers the question what is ‘most worthwhile’ for the customer
to keep in mind about the offering. We could say the essence of this type of
proposition is to make a difference to the customer business (see also Kotler
et al. 2010).

Based on Anderson et al. (2006) we would like to depict the three types of
value propositions as shown in Fig. 4.4.

Obviously, value propositions with ‘resonating focus’ have the largest im-
pact. Part of guiding customer business transformation is conveying the value
offered in a resonating way and touching upon the customer’s untapped busi-
ness potential to make a real difference for and with them. Building on the
model of Anderson et al. (2006) we would say a resonating business-altering
value proposition contains the following elements (see Fig. 4.5).
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Making a difference…

Rational and
Emotional
Connection

• Convey impact in a way the customer feels and understands

• Touch upon untapped customer business potential

• Use customer business language and ‘money-making logic’

Relevance:
Less is more

• Articulate the 1 or 2 most relevant issues whose improvement

• will make the greatest impact to customer success in their markets

Customer
Insight

• Broaden the customer perspective on their way of doing business

• and on the change in assumptions, behavior, processes and collaboration required

• to release the previously untapped business potential

Supplier
Impact

• Demonstrate the business-altering contribution in monetary terms

• Personalize to targeted stakeholders

• Bring to life through genuine connection with personal professional mission

Fig. 4.5 Business-altering value propositions

Rational and Emotional Connection

To increase resonance, value propositions have to connect and touch upon
what really matters to the customer. To connect in this way, the possible im-
pact or business-altering contribution has to be conveyed and expressed in a
way the customer feels and understands, connecting not only on a rational
level, but first and foremost on an emotional level to what is really impor-
tant and relevant to them and thereby touching upon the untapped customer
business potential. This means enabling the customer to see the business po-
tential that is there to be released, but which is previously unseen. At the
same time they are inspiring and uplifting stakeholders within the customer
organization, and also inspire them to learn and grow. We believe that bring-
ing a value proposition to life requires a genuine interest in the other. To
engage with the customer in an open way and to make a difference requires
being ‘other focused’ and at the same time connected to an inner purpose or
as referred to by Quinn (2004) to be ‘purpose centered’. We would say this
requires a genuine connection to a deeper purpose or professional mission of
the strategic salespeople involved (see also Chap. 6).
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To bring a value proposition to life requires enabling the customer to see
what is there, but which is unseen and to touch upon the business potential
that is there but which is untapped. Foremost this requires a genuine con-
nection to a deeper purpose of the strategic salespeople involved. A genuine
desire to make a difference.

Vocalize in Customer Business Language
and Money Making Logic

To increase resonance a value proposition is preferably crafted in the ‘busi-
ness language’ that is used within the customer organization. This permits
to connect to the customer’s strategic focus and value drivers by using the
language and terminology that are most common within the customer or-
ganization rather than choosing the ‘jargon’ that is around and well known
within the supplier organization. Preferably the contribution to the customer
business is calculated and vocalized in the ‘moneymaking logic’ (e. g. Chev-
erton 2008) of the customer. If an airline calculates results in ‘profit per seat’
(their money making logic), the value proposition of a strategic supplier will
resonate stronger (and has a larger impact) if it articulates the contribution
in terms of ‘profit per seat’ as well. Whereas for poultry producers making
business decisions on a ‘cost per chicken basis’, the impact may be defined in
terms of a ‘decreased cost per chicken’. For large retailers like Wal-Mart and
Tesco with relatively low margins and a high capital turnover ratio, contribu-
tion to their ‘velocity’ is vital. As argued by Cheverton (2008): ‘Wal-Mart and
Tesco share a similar moneymaking logic. They both need scale, they both
need what they call ‘velocity’ (high stock turn, and the healthy cash flow that
should come with it), and they are both happy to work on low margins to
ensure they get the scale and the velocity required’.

Focus Upon What is Most Relevant to the Customer

Business-altering value propositions are focused onwhat is most relevant to the
customer. They elicit profound Customer Insight. They articulate and focus
on the customer’s major reason to be engaged with the supplier. As argued
by Anderson et al. (2006), they convey the one or two most relevant issues
whose improvement will make the greatest impact to the customer business.
These are the business altering elements that will make the customer more
successful and competitive in their markets. In addition to the perspective on
the possible business impact, it is important to elicit insight into the change
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Exhibit 4.11 Value-bridge at TNT: design a close to damage free process (based on
interview with Hugo Koppelaars, Director Sales TNT, February 2013; published with
permission)

in assumptions, behavior and collaboration required to realize the business
transformation.

Use a Value Bridge to Demonstrate the Actual Business-
Altering and Monetary Impact

Preferably both the business-altering aspect (which part of the customer business
or behavior is changed in interaction with the supplier?) and the (monetary)
impact for the customer are highlighted and related to the prioritized customer
business challenges. To demonstrate the monetary impact, a resonating value
proposition includes a ‘value word equation’ (Anderson et al. 2008) or ‘value
bridge’, documenting the actual value provided to a customer, preferably in
financial terms.

As argued by Anderson et al. (2008, p. 52) ‘value word equations provide
a methodical way of convincingly demonstrating and documenting superior
value in monetary terms’. They provide an example of Rockwell Automation
that used to calculate the cost savings for their customers based upon the re-
duced power usage that a customer would gain by using a Rockwell pump as
compared to alternative solutions. Even if in practice it is not always possible
to calculate the financial value of an offering, it is worthwhile to make the ‘size
of the value opportunity’ visible to the customer (Terho et al. 2012). To addi-
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tionally increase the resonance of the proposition, it is important to tailor the
conversation to the individual stakeholders within the customer organization.

Tailoring the Conversation: Personalized Value Propositions

In addition to the generic value proposition, personalized propositions need
to be elaborated to address the different individuals within the customer’s de-
cision making unit, highlighting these elements that are most worthwhile for
each stakeholder, tailoring the conversation in such a way that specific chal-
lenges of the key stakeholders in the customer buying center are addressed and
recognizing that there is untapped potential in every person. This provides a
new perspective upon the possible impact that may be realized and the (be-
havioral) change required. A personalized business-altering value proposition
should contain at least the following elements.

� Person: a selected key stakeholder within the customer organization to be
addressed (starting with selected ‘change agents’ – open to change).

� Potential: prioritized customer business challenge or headache: one that is most
relevant to the particular stakeholder (what do they care most about?) and
that contains untapped business potential .

� Perspective: envisioning what the new situation will look like (possible im-
pact: increased customer success) and how this will be realized (mental and
behavioral change required ).

� Reason to believe: supportive arguments (evidence) that demonstrate why
the supplier is equipped to guide the proposed transformation (proven im-
pact).

For an ICT-supplier doing business with strategic customers in the health-
care industry, a personalized value proposition may be built up as shown in
Exhibit 4.12.

Reciprocal Value: Demonstrating Win-Win

Beyond calculating and demonstrating the value of the customer-supplier
interaction to the customer, transformational sales requires calculating and
demonstrating the value of the chosen business ventures with the customer.
As argued by Walter et al. (2001, p. 373) ‘given that customers today expect
to be involved in relationships in order to gain benefits of their own, sup-
pliers need to understand the potential which these relationships offer them
in return’ (see also Sect. 5.2 on joint Profit and Loss statements). Ballantyne
et al. (2011) suggest building reciprocal value propositions which clarify what
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Exhibit 4.12 Value proposition of ICT-supplier to strategic healthcare customer

is expected and gained by both parties. This might be a useful approach to
articulate and demonstrate win-win.

Win-Win

Win-win is not hitting the other person twice (Cordón and Vollmann 2008,
p. 21).

In true collaborative relationships, both parties have a shared and genuine
interest in the impact of the collaboration for both parties. However, even
in collaborative relationships, with a shared transformation agenda and joint
long-term objectives, conflicting interests may exist in the customer-supplier
relationship. To creatively explore possibilities to deal with potentially con-
flicting interests in a constructive way requires a genuine interest and will-
ingness from both parties to change perspective and to maximize both one’s
own interest and that of the other party. In their ‘Thomas-Kilmann Conflict
mode instrument’ (Thomas and Kilmann 2002; see also Tanner 2014) iden-
tify different styles in which parties may deal with conflicting interests. They
separate two dimensions: the level of cooperation (focus on the interest of the
other) and the level of assertiveness (focus on one’s own interest). Based upon
the way in which two parties combine both interests, they distinguish five
styles: competing (win-lose), avoiding (lose-lose), accommodating (lose-win),
compromising (half-half ) and collaborating (win-win). Figure 4.6 depicts
an adapted version of this model applied to the customer-supplier interac-
tion.
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Fig. 4.6 Win-win: Thomas-Kilmann Instrument in customer-supplier interaction (sup-
plier perspective)

In our experience, many parties in customer-supplier interactions settle
halfway. Wewould argue that particularly in transformative customer-supplier
interactions, it is important to move beyond compromise and explore possibil-
ities to create a true win-win for both parties. This may require a longer joint
time horizon and long term planning in joint innovation and developing the
customer’s redefined (future) products. ABB and Caterpillar for example are
jointly developing next-generation diesel engines. ABB (as a manufacturer of
turbochargers) can help Caterpillar to achieve increased engine performance
while at the same time reducing pollution. In addition ABB technical com-
petencies in combustion, sensing and emissions control may bring potential
value to Caterpillar in its development of next-generation diesel engines. ‘The
task before this pair of firms is how to find the best mode of collaboration to
develop the true win-win’ (Cordón and Vollmann 2008, p. 38).

Besides longer-term joint objectives, win-wins can be defined for new up-
coming joint projects. Clarifying win-wins will also enable internal transfor-
mation. In addition to building resonating business-altering value proposi-
tions to convey the value-innovation to the external customers, transforma-
tional sales requires to build resonating propositions to the internal organi-
zation as well. A resonating proposition will not only contribute to inspir-
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ing change within the customer organization, it will also be useful to inspire
change within one’s own organization (see Chap. 5 on internal transforma-
tion).
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5
Enabling Internal Transformation

Our best Account Managers sell their ideas with equal
skill and attention internally and externally

Hugo Koppelaars, Director Sales TNT

Transformational sales is not limited to strategizing with the external cus-
tomer; it also requires internal sales and network building. In order to mobilize
the required resources to initiate new business ventures with strategic cus-
tomers and to actually increase twain customer and supplier competitiveness,
strategic sales teams need to influence and inspire both external and inter-
nal customers. Transformational sales requires disrupting both the customer’s
and the supplier’s thinking and assumptions about their business. In prac-
tice, alignment is required among all stakeholders involved. In a recent study
among over 100 strategic account managers (Dingena and Teven 2015) ‘influ-
encing internally, creating alignment andmobilizing resources’ was mentioned
as one of the major challenges in strategic sales practice (see Exhibit 5.1).

We believe that one of the crucial elements in why influencing internally is
seen as such amajor challenge is the underlying assumption in sales that selling
is (or should be) an ‘outside job’. Overcoming this challenge often requires a
change of mind in the first instance.

Enabling internal transformation requires first of all a change of mind

Vital to the success of strategic sales teams is the (change in) mindset.
Establishing internal relations is of equal importance as building external
relations and it could be lots of fun!

As compared to transactional and solution selling approaches, transforma-
tional sales requires an increased internal focus and network building. Speak-
man and Ryals (2012) even refer to strategic sales as ‘the inside selling job’.
True value transformation can only be enabled once ‘internal customers’ have
been identified and internal relations have been built (see Sect. 5.1). In order
to align stakeholders around customer business challenges and to mobilize

© Springer International Publishing Switzerland 2016
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Exhibit 5.1 Top 7 Challenges in Strategic Sales practice (Dingena and Teven 2015)

the required resources, transformational sales requires an intrapreneurial role
and mindset within strategic sales teams. Starting point is the perception of
transformational sales as a business rather than as a sales initiative and creating
alignment around solid business cases (see Sect. 5.2)

As argued by Helsing et al. (2003), the leverage of internal resources re-
quires a ‘greater impact within the own company’. In order to guide change,
strategic sales team members need to consciously decide upon their roles in
leading change. Driving change successfully requires strategic sales teammem-
bers to inspire colleagues to contribute their best to new business ventures with
strategic customers. A transformative approach may be to become ‘the silent
conductor’, enabling ‘leadership from any chair’ (Zander and Zander 2000;
see Sect. 5.3).

5.1 Building Your Internal Network:
The Inside Selling Role

If, as the African proverb goes, it takes a village to raise a child, it takes an entire
firm to own andmanage a strategic account relationship (Sherman et al. 2003,
p. 36).

Crucial to the success of strategic sales teams is the mindset that building in-
ternal relations is of equal importance and fun as building external relations
(see Fig. 5.1). As compared to transactional and solution selling approaches,
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Exhibit 5.2 From Customer Insight to solid business development at TNT (based
on interviews with Martijn Legemaat, Corporate Account Insight Director at TNT,
June 2013–January 2014; published with permission)
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business
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Adapted from Grönroos, 2007, p. 62

Fig. 5.1 Business transformation requires an integrative perspective on the sales role

transformational sales demands an increased internal focus and network build-
ing. This requires the ability to connect with internal stakeholders effectively
across business units, functions and in many cases across regions within the
world. In fact, this means consciously applying the competencies needed to
build and maintain relationships with strategic customers externally internally
within the own organization towards colleagues.

Based on the consultative selling experience with external customers, most
strategic salespeople are very well equipped to build internal relations. Speak-
man and Ryals (2012) found that salespeople who applied ‘adaptive selling
practices’ also internally, performed better in solving internal conflicts. The
reason why internal alignment in practice is found to be a challenge is not so
much related to the capacities of strategic salespeople, but rather hampered by
the perspective on the sales role. Beyond the capability to build relations, an
integrated perspective upon the sales role, and a genuine interest to build rela-
tions with all stakeholders involved (both externally and internally) is required,
thereby broadening the analysis of the decision making unit and prioritization
of stakeholders across company borders.

Business transformation requires an integrative perspective on the sales
role: having a genuine interest and passion to identify and build relations
with all relevant stakeholders, both within the customer and within the
supplier organization. In fact broadening the Decision Making Unit across
company borders.
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Exhibit 5.3 Connecting People (Helsing et al. 2003, p. 53)

Identifying Internal Stakeholders

Being able to build internal networks, starts with understanding one’s own
company. This includes understanding the basic company structure and core
functions while identifying key internal stakeholders. Like an analysis of im-
portant stakeholders and roles in the buying center at the customer, a compa-
rable analysis can also be made internally to identify key relations. Building
internal relations with colleagues in other functions such as marketing, human
resources, purchasing, IT or R&D enhances Company Insight. Building an
internal network enables the exchange of ideas and increases the understand-
ing of the company competences and resources. It is important to build a
broad network, and to build relations with people before we may need them,
not at the moment we need them. Networks should not only be built with
people based on what they know, but also on how open they are to learning and
change. Like selecting the ‘change agents’ within the customer’s organization
it is also important to select and build relations with people ‘open to change’
within one’s own organization. Building a broad internal network is the basis
for connecting people to their counterparts in the customer organization.

Conducting Multi-Level Relations

To build new connections and encourage people to cooperate is the basis for
moving from the so-called ‘bow-tie’ customer-supplier interaction, beyond the
‘diamond’ customer-supplier interaction towards an ‘integrated’ interaction
(see for example McDonald et al. (2000), Dingena (2002) and Yip and Bink
(2007b) on the different types of interactions). The relationship moves from
a ‘single point of contact’ towards a situation in which people on multiple lev-
els in both organizations and from different departments and functions across
company boarders collaborate, thereby changing the role of strategic salespeo-
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Exhibit 5.4 Orchestrating customer-supplier interaction at Siemens (Siemens Annual
Report 2013; Yip and Bink 2007b, p. 13)

ple from being a ‘linking-pin’ between both organizations towards becoming a
conductor of multi-level relations. As phrased by a strategic account manager:
‘The account manager used to be like the gatekeeper. The success or failure
of the account strategy relied on their credibility. Now they are more of an
orchestrator; it’s their job to get resource managers inside of the opportunity
so they can internalize it themselves’ (as cited in Helsing et al. 2003, p. 21).

By identifying and connecting key stakeholders at multiple levels in both
organizations both planned and unforeseen customer challenges can be dealt
with in such a way that joint value is created (Senn et al. 2013). In addition,
the customer-supplier relationship becomes less dependent on the interactions
between individual people. Building and nurturing these multi-level relations
will create a basis for acting in the best possible way in the so-called ‘Moments
of Truth’ (Carlzon 1987) in the customer-supplier interaction.

Elevating Sales to the Boardroom Agenda

Building the internal network includes elevating sales to the boardroom
agenda and engaging C-level in the right way to boost performance. Senn
(2006) observes both examples of effective use of senior management in-
volvement and examples of under-leveraged or even counterproductive
involvement of senior executives in strategic sales. One of the major find-
ings of a study over the past decade (studying over 100 companies) is that
senior executives’ personal customer interactions will significantly increase
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Exhibit 5.5 Leverage of established relations within hospitality group in moment of
truth (Senn et al. 2013, p. 37)

a company’s growth rate (Senn 2006). ‘In successful cases, sales and profits
can double or even triple within two or three years because of a systematic,
replicable executive engagement process’ (Senn 2006, p. 28). Senn shares
the result of the implementation of an executive sponsorship program at
Siemens. Within Siemens this executive engagement process in strategic sales
is called ‘Top Executive Relationship Process’ (TERP). In this process, strate-
gic account managers are required to plan at least eight prepared executive
engagements with their strategic customers per year. Figure 5.2 shows the
impact of this process both for Siemens and for their strategic customers.

After a four year program an analysis was made of the impact of the ex-
ecutive engagement. The growth rate of the ‘TERP’ managed customers was
compared to the growth rate of the ‘non-TERP’ managed customers. This
resulted in a growth-rate factor two (see Fig. 5.3) for the accounts where top
executives were actively engaged.

Strategic Internal Relationships May Provide Access
to Cross Boundary Relations

Beyond building relations with internal stakeholders, strategic sales teams
need to build cross boundary relations with relevant stakeholders in the cre-
ated value network. These may include the company’s suppliers or alliances
within the value network. Piercy and Lane (2009) argue that the internal
strategic relationships may play a vital role in getting access to cross bound-
ary relations with company suppliers and alliances (see Fig. 5.4). ‘It is likely
that strategic internal relationships which will be vital to achieving effective
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Impact to Siemens’ Customers Impact to Siemens

• Increased ease of doing business (for one
customer this resulted for example in 60% of 
previously required coordination efforts)

• Reduced customer expenditures (for a major US 
customer  IT operating expenses were reduced 
by approximately €20 M, for another European 
Customer an integrated support package for 
55.000 computers reduced the customer’s 
budget by 23 percent).

• Greater access to Siemens’ resources around
the world

• Improved relationship focused around customer 
business needs (instead of pursuing product 
portfolio strategies)

• Stronger competitive position as a result of 
customer-specific innovations (for example joint 
development with Lufthansa to provide wireless
LAN in the airline)

• Exceeded 4-year business volume growth 
objective bymore than 50%

• Increased international business volume by 
factor 4

• Outpaced Siemens’ corporate performance in 
each year of operation

• Improved profitability for assigned corporate 
accounts

• Reduced corporate accountmanagement 
program operating costs by 52 percent

• Strong Customer acceptance and demand for 
unified team approach from Siemens

• Sponsored development of integrated IC 
offerings in for example security and CRM

• Account team portal to provide global access to
real-time customer and team information

Source: Senn (2006, p. 33)

Fig. 5.2 Benefits of top executive engagement to Siemens and their strategic cus-
tomers. Source: Senn, 2006, p. 33, reproduced with permission

Index

Average size of monitored customer base per year = 250 accounts

Source: Senn (2006, p. 34) 

Factor 
x2

100 110 116
128 132

100

135

163

207

260

0 1 2 3 4
Year of TERP operation

Sales growth of non-TERP managed accounts in % (control group)

Sales growth of TERP-managed accounts in %

Fig. 5.3 Impact of Top Executive Relationship Process (TERP) at Siemens: The Execu-
tive Growth Factor, Source: Senn, 2006, p. 34, reproduced with permission
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Fig. 5.4 Strategic internal relations may provide access to cross boundary relations

integration in networked companies will be between organizational units and
processes that manage key external relationships (. . . ) Themanagement of that
coordination will require the effective management of relationships between
those responsible for strategic customer management, those who manage re-
lationships with suppliers, and those who are tasked with the management
of alliance and joint venture relationships with external organizations’ (Piercy
and Lane 2009, p. 134). In practice, people within the customer organiza-
tion may have better relations and more knowledge of the seller’s suppliers
and alliances than individuals within the strategic sales team. As commented
by Piercy (2010), the need is to align strategic customer management with
strategic supplier management within the seller organization.

5.2 Creating Alignment Around Vivid
and Factual Business Opportunities

It is vital to success to regard transformational sales as a business rather than
as a sales initiative (see also Sherman et al. 2003). Transformational sales re-
quires an intrapreneurial role and mindset within strategic sales teams, who
essentially become entrepreneurs within the boundaries of the organization.
As defined by Eesley and Longenecker (2006, p. 19), ‘intrapreneurship is pro-
pelled by an individual’s or a team’s willingness to take calculated risks and act
to create business opportunities that serve an organization’s need for growth
and improvement’. In practice, this may require an attitude of rather ‘asking
for forgiveness than for permission’. In many cases transformational sales in-
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Exhibit 5.6 Intrapreneurial role and mindset (Helsing et al. 2003, p. 21)

volves changing the rules of the game. Part of the success of strategic sales
teams is the willingness to bend or sometimes break the rules. ‘Most innova-
tion involves breaking or bending rules. Not rule breaking that is unethical or
dishonest, but rule breaking that is necessary to getting ideas designed, built
and out the door’ (McKeown 2008, p. 33).

In order to align internal stakeholders around the set transformation agenda
and to mobilize the required competencies and resources, the actual business
opportunity needs to be crystal clear. It is of eminent importance to vocalize,
visualize and calculate the business opportunity.

Vocalize, Visualize and Calculate the Business Opportunity

Alignment around business opportunities requires painting a compelling pic-
ture of the envisioned outcome. To see and articulate not only what is there,
but to additionally vocalize and visualize what can be. To make the busi-
ness opportunity vivid to internal stakeholders, strategic sales teams need to
vocalize, visualize and calculate the actual opportunity. The concept of person-
alized value propositions (Sect. 4.3) may also be applied to communicate and
demonstrate the value internally, vocalizing the business opportunity in such a
way that it ‘resonates’ internally, in a way that people can ‘feel and understand’
(Quinn 2004). To foster imagination, visual tools (pictures, movies, and sto-
ryboards) may also be used. At the same time the business opportunity has
to be calculated in monetary terms building both an inspiring and fact-based
business case in which the monetary value is calculated and demonstrated.
Quinn (2004) uses the term ‘grounded vision’ to refer to the integration of
both factual and imaginative elements. Crafting a grounded vision upon the
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Exhibit 5.7 Electrolux Profit and Loss Statement for strategic retail accounts (Bailey
and Hesselschwerdt 2006)

actual opportunity may inspire others to contribute; or as Quinn states: ‘The
integration of reality and possibility creates an image that attracts self and
others outside the comfort zone into a state of active creation’ (Quinn 2004,
p. 140).

Joint Profit & Loss Statement

Calculating the business opportunity can start with creating a Profit and Loss
statement of the chosen value-innovation opportunity. Within Electrolux
Major Appliances (the European Division of AB Electrolux an international
household appliance company) Profit and Loss statements are created to as-
sess the value of the interaction with their strategic retail customers (see Ex-
hibit 5.7).

In a collaborative relationship with customers, it is preferable to design a
‘Joint Profit and Loss Statement’ to clarify the value for both the customer
and the supplier. In addition to the joint transformation agenda (Appendix
C), a joint Profit and Loss Statement can to be elaborated around the cho-
sen value innovation opportunities. This includes the increased (economic
and emotional) benefits in relation to the invested (economic and emotional)
sacrifices both from the customer and from the supplier perspective. As the
perceived value of doing business with the supplier should be larger as com-
pared to the considered alternatives, the perceived value of doing business with
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Value To Customer: 
Economic + Emotional Benefits (increased revenues + decreased costs) S  -/- Economic + Emotional Sacrifices S >

Economic + Emotional Benefits (increased revenues + decreased costs) A -/- Economic + Emotional Sacrifices A

Value To Supplier:

Economic + Emotional Benefits ( ) C  -/- Economic + Emotional Sacrifices C>

Economic + Emotional Benefits ( ) A  -/- Economic + Emotional Sacrifices A 

increased revenues + decreased costs

increased revenues + decreased costs

Fig. 5.5 Joint Profit & Loss

the customer should also be larger (or at least equal) as compared to considered
alternative customers. Anderson et al. (2007, p. 62–63) suggest that a useful
device for increased collaboration is a ‘gives and gets analysis’. Even though
not all emotional costs and revenues can be quantified in monetary terms, we
propose to include these elements in the joint evaluation of value gained by
both parties. To get an indication of increased trust levels between both par-
ties, the ‘Trust equation’ of Maister et al. (2000) as discussed in Sect. 4.1 can
be used.

As shown in Fig. 5.5, the value to the customer may be discussed by analyz-
ing the economic and emotional benefits gained (increased revenues and/or
decreased costs) in interaction with a particular supplier (S) minus the expe-
rienced economic and emotional sacrifices given in relation to this supplier
and as compared to alternatives available (A). Likewise the value to the supplier
may be analyzed by analyzing the value of the interaction with this particular
customer (C) as compared to alternatives available (A). Appendix E provides
a template that could be used as a starting point for defining joint longer term
objectives and for making the actual joint ‘Profit and Loss’ statement more
explicit.

Scalability: Indirect Value Derived From Joined Learning

It is important to include both the actual and potential value in the joint Profit
and Loss Statement. This includes the indirect value that may be derived from
the joined learning with our strategic customers. As mentioned by Martijn
Legemaat and Swinda Hagedoorn (see example of TNT) in sales cases, it is
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Exhibit 5.8 Creating alignment and delivering the promise at TNT (based on inter-
view with Swinda Hagedoorn, Director Global Solutions Management TNT, June 2013;
published with permission)

important to include ‘scalability’, explicitly assessing to which extent a partic-
ular value innovation opportunity can be relevant to other customers or other
applications. In this way the learnings and revenues of investing with strategic
customers may be further leveraged both within the supplier and within the
customer organization.
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5.3 Impact: Leading From Any Chair

In order to mobilize available and accessible capabilities, strategic sales teams
need to have impact within their own company. ‘Finding ways to have impact
inside your own company is what will allow you to have more impact with
your customers’ (Helsing et al. 2003, p. 20). In their survey among strate-
gic account managers, Helsing et al. ask what it looks like once people have
impact within the own organization. A few of the quotes are summarized in
Exhibit 5.9.

So how do strategic sales team members create impact? In addition to
building internal networks and creating alignment around compelling busi-
ness ventures, there is a third, more fundamental aspect in guiding change
and enabling internal transformation. This is the conscious decision of strate-
gic sales team members on their (explicitly or implicitly) chosen influencing
strategy in effecting change. In his initial model, Quinn (1988) distinguishes
eight influencing or leadership styles that ‘change agents’ may explicitly or im-
plicitly use. Quinn (2004) distinguishes four general ‘strategies for effecting
change’. Building on the model of Quinn we would say the four strategies are
based on two dimensions describing the explicit or implicit normative models
or beliefs people may have regarding change:

� Dimension 1: Agility or responsiveness to market change. The possible beliefs
underneath business agility or responsiveness to market change are based
on the explicit or implicit assumption that we primarily need to A) focus on
preserving or maintaining what is currently there (protecting or maintaining
the current internal status quo) versus the belief that we B) need to con-

Exhibit 5.9 What does it look like when you have impact inside your own company?
(Helsing et al. 2003, p. 20)
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tinuously adapt to changing environments, in fact that we need to embrace
(unforeseen) change (see also Taleb 2012).

� Dimension 2: Assumption about evoking change in others. The possible be-
liefs underneath evoking change in others may be the explicit or implicit
assumption that A) change is a result of exerting control versus the belief that
B) change is a result of releasing untapped potential or possibility.

The four strategies for effecting change as distinguished by Quinn (2004,
p. 73) are: telling, forcing, participating, and transcending. It is worthwhile
for strategic sales teams to reflect on the (explicit or implicit) change strategy
chosen before trying to drive internal change.

The telling (which we refer to as ‘convincing’) strategy is based on facts and
rational persuasion. Change agents using this approach will try to explain and
convince colleagues why their contribution is relevant and necessary. They
may ask themselves questions like: ‘Am I within my expertise?’, ‘Have I gath-
ered all facts?’, ‘Have I done a good analysis?’, ‘Will my conclusions withstand
criticism?’, ‘Are my arguments clear?’, ‘Are people listening?’ (Quinn 2004,
p. 73). The major assumption of this change strategy is that others will change
once they understand why this change is needed and once they are convinced
of the chosen route.

The forcing strategy (which we refer to as ‘imposing’ strategy) is based on
exerting authority. Change agents using this approach will make use of the
formal power that is assigned to them. In fact they ‘dictate’ the kind of change
they wish to see. They may ask themselves questions like: ‘Is my authority
firmly established’, ‘Is the legitimacy of my directive clear’, ‘Am I capable of
imposing sanctions?’, ‘Is there a clear performance-reward linkage’, ‘Am I us-
ing maximum leverage?’, ‘Are the people complying?’ (Quinn 2004, p. 73).
The major assumption of this change strategy is that others will change once
they are told to do so by people with formal authority.

The participating (which we refer to as ‘bridging’) strategy is based on rela-
tionships and open dialogue. Change agents using this approach will try to
incorporate the ideas of stakeholders involved. They may ask themselves ques-
tions like: ‘Is everyone included in an open dialogue?’, ‘Do I model supportive
communication?’, ‘Is everyone’s position being clarified?’, ‘Am I surfacing the
conflicts?’, ‘Are the decisions being made in a participative way?’, ‘Are the
people cohesive’? (Quinn 2004, p. 73). The major assumption of this change
strategy is that others will change once they are involved in the change process.

The transcending (which we refer to as ‘inspiring’) strategy is based on the pos-
sibility people have to transcend or excel, inspiring others to release untapped
potential. Change agents using this approach will try to focus upon the will-
ingness of people to contribute and grow. They may ask themselves questions
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Fig. 5.6 Strategies for driving internal change

like: ‘Is my purpose clear?’, ‘Am I other-focused’, ‘Am I able and willing to
see the potential in others?’, ‘Am I externally open, moving forward into un-
certainty?’, ‘Are the people walking with me into uncertainty?’ (Quinn 2004,
p. 73). The major assumption beyond this change strategy is that others will
change once they get (better) in touch with their own untapped potential.

In Fig. 5.6 an adapted version of Quinn’s model (Quinn 2004, p. 73) is
depicted which can be used by strategic sales team members to consciously
decide on their chosen strategy in effecting change.

Inspiring to Release Untapped Potential Internally as Well

In a transformational sales context we believe that the ‘convincing strategy’
(see Fig. 5.6) won’t help much to really align people and mobilize the neces-
sary resources. Colleagues may well be willing to listen to all the arguments
involved but will not necessarily feel the urge to change behavior themselves.
In practice, the ‘imposing strategy’ is not often applicable since in most cases
there is not a formal authority relation between strategic salespeople and the
colleagues they try to align. A bridging strategy which includes colleagues in
conversations can be useful. This strategy enables to connect, to listen and to
include what is important to others. The most profound impact can be real-
ized by inspiring others, empowering others to realize their full potential and
actively inspiring colleagues to contribute their best to new business opportu-
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Exhibit 5.10 The silent conductor (Zander and Zander 2000, p. 69)

Exhibit 5.11 How much greatness are we willing to grant? (Zander and Zander 2000,
p. 73–74)

nities. Strategic sales teammembers can consciously consider a question raised
by Zander and Zander in their publication ‘Leading from any chair’ (Zander
and Zander 2000): ‘how much greatness are we willing to grant people?’ Ben-
jamin Zander, a music conductor of the Boston Philharmonic, describes his
discovery of what he refers to as ‘the silent conductor’ (Zander and Zander
2000; see Exhibit 5.10).

For strategic sales team members the shift to becoming ‘the silent conduc-
tor’ may require a shift in focus from what ‘we need from others’ to ‘what they
may be capable and willing to contribute’.

Inspirational leaders (as inspirational strategic salespeople) are able to con-
nect and touch upon people’s passion.

The most inspiring strategic salespeople are those who do not only guide
transformation with external customers, but who additionally enable transfor-
mation within their own organization, guiding change by touching upon and
listening for passion and commitment and empowering colleagues in different
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Exhibit 5.12 Listening for passion (Zander and Zander 2000, p. 74)

parts of the organization to realize their full potential. In fact they are leading
change.

The most powerful way to increase impact may be to inspire others to
release untapped potential. This requires a shift in focus from ‘what we need
from others’ towards ‘what they may be capable and willing to contribute’.
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6
Undertaking the Transformative

Journey

Excellence never lies within the boxes drawn in the past.
To be excellent, leaders have to step outside the safety net of
the company’s regulations [. . . ] And to bring about deep
change in others, people have to reinvent themselves

Quinn (1996, p. 11)

Transformation of the customer-supplier interaction is a process of leading
change. It does not happen automatically. It can be regarded as a ‘transforma-
tive journey’ (Johnson and Fillipini 2009, as cited in Wießmeier et al. 2012).
In practice the customer and supplier will go through different stages of col-
laboration (Cordón and Vollmann 2008) before they enter a stage of strategic
alignment. ‘What is needed is a joint transformation; a combined commit-
ment to striking out in a new direction and abandoning the current ways of
working’ (Cordon and Vollman 2008, p. 24). The increased levels of coor-
dination cannot be mandated but instead need ‘to be nurtured over time by
a collaborative mind-set and behavior’ (Wießmeier et al. 2012, p. 21). This
requires a learning partnership at all touch points in the customer-supplier in-
teraction (see Sect. 6.1). The joint transformative journey to value innovation
involves taking calculated risks and dealing with uncertainty. To a certain ex-
tent it is a journey into the unknown which requires to ‘pave the path’ or ‘build
the bridge’ as we walk on it (Quinn 1996, 2004). We will discuss the prin-
ciples of Quinn (2004) that may be useful traveling this road (see Sect. 6.2).
We will end this book with where, in fact, it all begins. We believe that guid-
ing business change starts with a conscious reflection upon the own (implicit)
assumptions that strategic salespeople may have. We will summarize some of
the assumptions that we observe in practice and that may be challenged to
drive change and make a difference (see Sect. 6.3).

© Springer International Publishing Switzerland 2016
P. Kotler et al., Transformational Sales, DOI 10.1007/978-3-319-20606-6_6
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6.1 Creating a Learning Partnership
at All Touch Points

Transformative customer-supplier relationships are built over time. Essential
for a growing collaborative relationship is that both organizations support each
other in their growing and learning processes. This requires a learning part-
nership at all ‘touch points’ between both organizations. These touch points
may include both personal interactions and virtual interactions, for example
using (mobile) Internet technologies to enable virtual (cross-organizational)
teams to work effectively together. Different players in the value network may
be included in team meetings. In order to create a learning partnership, the
actual touch points in the customer-supplier interaction must be known. In a
study including 18 large organizations operating both in the business-to-con-
sumer and business-to-business sectors, Payne et al. (2008, p. 85) distinguish
three elements in the ‘process-based value co-creation framework between cus-
tomers and suppliers’. These are:

� Customer value-creating processes, which in a business-to-business context
can be referred to as the processes which the customer organization uses to
manage their business and their relationships with suppliers.

� Supplier value-creating processes, which are the processes, resources and prac-
tices which the supplier uses to manage its business and its relationships
with customers and other relevant stakeholders.

� Encounter processes and practices of interaction and exchange that take place
within the customer and supplier relationships.

In Fig. 6.1 the relationship experience between the customer and supplier is
depicted, based on the conceptual framework of Payne et al. (2008, p. 86).

Within the encounter processes, significant interaction moments or cus-
tomer-supplier customer-supplier touch points can be identified. As argued
by Carlzon (1987), these touch points may be seen as ‘Moments of Truth’ in
which actual value may be delivered or destroyed. In collaborative relation-
ships the actual Moments of Truth can be analyzed in a joint effort between
customer and supplier. This may be the starting point not only for creating a
‘flawless execution’ (Cordón and Vollmann 2008) between both parties, but
also the starting point for increased learning and trust within the relationship,
uncovering which moments in practice really matter and where suppliers are
really able to make a difference. Many important issues can only be discovered
through learning by doing. Customer-supplier relationships really become
‘transformative’ once both companies are committed to sharing honest feed-
back and wish to learn.
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Fig. 6.1 Relationship experience: learning at all touch points

According to Cordón and Vollmann (2008) collaborative customer-sup-
plier relations go through four stages: starting at ‘flawless execution’ as a pre-
requisite for further collaborative development, moving on towards a situation
in which total cost of ownership can be realized, towards total customer value
requiring a long-term collaboration (for example including joint R&D and
innovation) towards a situation of ‘strategic alignment’ including alignment
at senior management level.

Shared Improvement Agenda and ‘Joint Performance
Dashboard’: Learning Real-Time

Based on their shared learning, transformative customer-supplier relations
have to improve continuously to adapt to and drive change within their mar-
kets. To evaluate supplier performance, procurement departments commonly
assess supplier performance, for example using a ‘supplier quality index’, al-
lowing purchasing managers to compare the quality performance of different
suppliers (VanWeele 2014, p. 298). Within transformative relations however,
instead of a ‘one-way’ assessment of supplier performance, preferably a two-
way ‘joint performance dashboard’ is created. This dashboard can include
observations shared by various people within both the customer and sup-
plier organization. Experiences in the interaction in the defined ‘Moments
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of Truth’ may provide input for joint learning and further development. As
argued by Cordón and Vollman (2008, p. 110), it is important to focus not
only on measuring of factual performance but also to add ‘perception based
measures’ indicating how the different people in both organizations feel about
the ways the companies are working together. They suggest to ask opinions
about issues such as: ‘Is this joint effort a win-win?’ ‘Is our partner sharing
the rewards?’ ‘Is our partner holding up its ends in the joint work?’ ‘Does
our partner do its homework?’ ‘Can we depend on its people?’ ‘Does it make
decisions expeditiously?’ ‘Can we trust our partner?’ ‘Do we share common
objectives?’

To really move forward within the customer-supplier interaction we need
to build the capacity to ‘learn in real time’ (Quinn 2004, p. 153). In analogy
with Spreitzer and Porath (2012), who argue that employees will ‘thrive’ once
they are given the chance to learn and grow, we believe that transformative
customer-supplier relations will thrive once there is a genuine focus on joined
learning and growth as well.

Within transformative relations instead of a ‘one-way’ assessment of sup-
plier performance, preferably a two-way ‘joint performance dashboard’
is created. This dashboard can include observations shared by various peo-
ple within both the customer and supplier organization

6.2 Paving the Path as You Walk on It

The joint transformative journey to value innovation involves taking calcu-
lated risks and dealing with uncertainty. To a certain extent it is a journey
into the unknown which requires to ‘pave the path’ or ‘build the bridge’ as
we walk on it (Quinn 1996, 2004). This journey can be supported by strate-
gic customer management programs embedded within the supplier organi-
zation. In a study on global customer management programs, Capon and
Senn (2010) mention that developing the capabilities to build effective global
customer management is a long-term process that requires a gradual imple-
mentation approach, working gradually from a ‘pilot stage’, via a ‘springboard
stage’ towards an ‘embedded stage’. They argue that in practice there is no
short cut or easy answer. We also believe that developing transformative cus-
tomer-supplier relationships will be most successful following this gradual
implementation approach, starting with a limited number of strategic cus-
tomers, building learning experiences and adapting approaches accordingly.
Even though supporting processes and systems will inevitably enhance the



6 Undertaking the Transformative Journey 125

success of transformational sales, it is at the same time important to keep it
as simple as possible, acknowledging the intrapreneurial role and mindset re-
quired to successfully drive change with strategic customers. As mentioned by
Ivo Rook (Director Northern Europe at Vodafone Global Enterprise): ‘Real
value is created beyond systems and processes’ (see Exhibit 6.1).

Fostering transformative customer-supplier relations goes beyond processes
and systems. It is in essence about how effective both parties are at lead-
ing change. As Quinn (2004) remarks, deep (or disruptive) change requires
developing leadership. It is about understanding leadership and ‘developing
it in ourselves or in others’. Quinn (2004) describes ‘eight creative states’
that enable the development of leadership. We believe these ‘creative states’
are a prerequisite to building transformative customer-supplier interactions.
Within this chapter we would like to highlight and explore in depth five of
these creative states that we believe are fundamental to building transformative
customer-supplier interactions. These are: reflective action, authentic engage-
ment, appreciative inquiry, grounded vision, and tough love.

Reflective Action in Customer-Supplier Interactions

Most of us in the organizational world (. . . ) are engulfed in action, at the
expense of contemplation and reflection. This extreme is just as isolating as
the extreme of contemplation divorced from action (Quinn 2004, p. 99).

As remarked by Quinn, in the corporate world we often become ‘addicted to
action’. Before understanding the real customer business challenges, we have
already come to an answer or conclusion of how to solve them. In particular,
sales teams skilled in ‘solution selling techniques’ may have a tendency to be
engulfed in action and possible solutions. Whilst it is a major strength to be
fast in finding solutions to existing problems, transformative insights result
rather from reflecting upon the factual challenge encountered.

In particular sales teams skilled in ‘solution selling techniques’ may have
a tendency to be engulfed in action and possible solutions. Whilst it is a
major strength to be fast in finding solutions to existing problems, transfor-
mative insights result rather from reflecting upon the factual challenge
encountered.

As argued by Quinn (2004), reflective action is about the integration of be-
ing active and energetic while at the same time being reflective. Within a
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Exhibit 6.1 Vodafone the Power of Simplicity (based on interviews with Ivo Rook,
Director Northern Europe at Vodafone Global Enterprise, April to September 2014,
and Vodafone (2013, 2014); published with permission)

customer-supplier relationship this means being deeply engaged in the cus-
tomer’s business situation and at the same time spending time reflecting upon
possible growth and learning, thereby keeping track of observations within
the customer-supplier encounter process, joint reflecting on the earlier men-
tioned ‘Moments of Truth’ and joint reflection upon possible (emerging) fu-
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ture worlds. Instead of selling to our customers we have to strategize with
them. The real value may not be to come up with solutions, but instead to
jointly think strategically and come up with the right questions and insights
to broaden perspectives. As commented by McKeown (2012, p. 11), the es-
sential value of strategic thinking as compared to ‘just working hard’ is that it
‘requires you to question what is being done and what could be done’. This is
about ‘opening your mind to possibilities. It’s about seeing the bigger picture.
It’s about understanding the various parts of your business, taking them apart,
and then putting them back together again in a more powerful way. It’s about
insight, invention, emotion and imagination focused on reshaping some part
of the world’ (McKeown 2012, p. 15). Reflective action in customer-supplier
interactions is the starting point for joint learning and growth.

Reflective Action in customer-supplier interactions: instead of selling to
our customers, we have to think strategically with them, using insight and
disrupting current ways of thinking to reshape the customer and supplier
business as it is known today.

Authentic Engagement in Customer-Supplier Interactions

Thosewith huge positive influence understand the power of relationships, con-
nection, and engaging (. . . ) they’re not afraid to get ‘out there’ connecting
with others, sharing their knowledge and talents, offering their authentic and
often contrarian viewpoints (. . . ) they understand that positive, supportive
and authentic relationships are foundational building blocks to anything and
everything they want to achieve (Caprino 2014).

Deepening the customer-supplier relationship requires the willingness of both
parties to move beyond transactions. To build a transformative relationship
and make a difference requires the combination of on the one side being in-
volved, connected and committed to a shared purpose and on the other side
remaining authentic. This involves the willingness of both parties to bring in
their own perspective and maintain integrity, close the gaps, explore and com-
bine both self-interests and the interests of the other. In essence they need to
have a genuine interest in guiding and enabling business transformation and
need to be passionate about making a difference. As argued by Quinn (2004,
p. 114) this means ‘bringing in an evolving and authentic self to a passion-
ately held shared purpose’. This starts with the professional passion of those
involved. What is it that people really care about? In practice real differences
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in customer-supplier interactions are made once people share a professional
passion and are truly able to shift perspectives. As argued by Byrd and Cham-
berlain: ‘Self-actualizing people are, without one single exception, involved in
a cause outside their own skin, in something outside themselves’ (Byrd and
Chamberlain, as cited in Quinn 2004, p. 110). Authentic engagement in cus-
tomer-supplier interactions requires that partners ‘love what they do’ (Quinn
2004, p. 114) and share a passion to jointly make a difference.

Authentic engagement in customer-supplier interactions requires a
shared passion of both parties to jointly make a difference and genuinely
contribute their best to a shared purpose – even though they work in dif-
ferent firms.

Appreciative Inquiry in Customer-Supplier Interactions

Once customers and suppliers are authentically engaged in a shared purpose,
this also opens up room for joint learning and business change in a more fun-
damental way. As argued byQuinn (2004, p. 135) it is important to ‘recognize
that there is untapped energy in every person, relationship, and system’. And
in order to release this untapped potential we have to remove ourselves ‘from
the expert role and take the role of positive inquirer’. Business transformation
requires an understanding of assumptions driving behavior within customer
and supplier organizations. Transformational sales is about challenging the
customer and exploring possibilities to create and provide new perspectives
upon these (very often implicit) assumptions. As argued by Dixon and Adam-
son (2011, p. 52–53) this is the ‘power of insight’ (. . . ) speaking directly to
‘an urgent need of the customer not to buy something but to learn some-
thing’. We would like to add that this power of insight is applicable to the
sales organization as well, speaking to the need of the supplier not only to sell
something but to learn something as well, enabling learning both within the
customer organization and within the supplier organization.

This learning may be fostered by choosing an approach of ‘appreciative in-
quiry’ in customer-supplier relations. The concept of appreciative inquiry was
originally introduced by Cooperrider as ‘the capacity to see the most creative
and improbable opportunities in the marketplace (. . . ) the capacity to see
with an appreciative eye the true and the good, the better and the possible . . . ’
(Cooperrider, as cited in Quinn 2004, p. 127). As commented by Quinn
(2004, p. 125–126), it is an ‘integrative state’ combining being ‘constructively
optimistic at the same time that we are realistic and analytic’ (. . . ) it is the kind
of constructive questioning that surfaces what people caremost about, inviting
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their ‘commitment and releasing energy and creativity’. In addition to joint
planning, appreciative inquiry supports reacting in the best possible way to
unplanned events. As argued by McKeown (2012, p. 27) ‘The smart strategist
allows strategy to be shaped by events (. . . ) Evidence supports the idea that
the most successful entrepreneurs and leaders are fantastic at noticing oppor-
tunities. And the greatest opportunities come from reactions to unplanned
events’. A similar observation was made by Johnson et al. (2012, p. 28) ‘Sig-
nificantly we found that alternative leaders were able to accelerate the pace of
transformation, not by forcing the issue but by leveraging what we call happy
accidents to gain a broad platform of support. Happy accidents are unantic-
ipated circumstances or events that ultimately support transformation in the
direction favored by the leaders-in-waiting’.

Appreciative Inquiry in customer-supplier interactions enables both
parties to recognize the untapped potential, both within the customer-sup-
plier relationship and within the customer and supplier business. Being
able to focus on the best of what currently is, seeing the possibility in un-
foreseen market events and nourishing the imagination to see what future
business could look like.

Grounded Vision in Customer-Supplier Interactions

Guiding business transformation within the customer and supplier organiza-
tion requires an articulated and ‘grounded’ vision of the possible future. As
elaborated in the Chaps. 4 and 5 both to guide customer business transfor-
mation and to enable the transformation within the supplier organization, the
vision needs to be vocalized in a way stakeholders can ‘feel and understand’
(Quinn 2004, p. 138). A resonating value proposition (both towards external
and internal stakeholders) combines both the perspective upon the possible
impact or outcome (compelling vision) and the untapped business potential
(prioritized business challenge – ‘grounded in reality’). As argued by Quinn
(2004, p. 140), ‘radical change requires to move to the root and to ground a
vision in ‘lived experience’. A grounded vision is ‘grounded and factual’ while
also hopeful and visionary’ [conveying] a ‘future that emerges from the realities
of the existing system (. . . ) The integration of reality and possibility creates an
image that attracts self and others outside the comfort zone and into a state of
creative action’. A grounded vision touches upon the unspoken needs that are
beneath existing business challenges and headaches and attracts both people
in the customer and in the supplier organization out of their comfort zone.
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A grounded vision of the customer-supplier relation and the future
business may inspire people to move beyond current routines, get rid
of ‘existing boxes’ and actually release the previously unrecognized busi-
ness potential. By jointly choosing this innovative approach the customer-
supplier collaboration moves beyond existing competition and defines a
different playing field.

Tough Love in Customer-Supplier Interactions

Transformative customer-supplier relations are not created in a short time.
Van Weele (2014, p. 207) argues that successful partnerships in buyer-seller
relationships are in the minority. ‘The few successful partnerships in buyer-
seller relations do not come as a surprise. Cooperation with suppliers requires
internal teamwork between all the disciplines involved. The functional struc-
ture in many companies interferes with an effective internal cooperation and
as a consequence interferes with a close and effective cooperation with sup-
pliers’. Cordón and Vollmann (2008, p. 63) argue that the best performance
within the customer-supplier relationship is realized when parties treat each
other with ‘tough love’, illustrating this concept with a trade-off between too
little and too much pressure within the relationship. ‘If you apply excessive
pressure, you will become unattractive, and the supplier will reduce its efforts
and try to exit the relationship. If there is very little pressure, the customer-
supplier team may become complacent. Of course as is true of employees,
some collaborative efforts need no external pressure to deliver high perfor-
mance – they apply it themselves’.

Applying ‘tough love’ in customer-supplier relations is combining ‘being as-
sertive and bold yet compassionate and concerned’ (Quinn 2004, p. 186). In
guiding business transformations, ‘tough love’ will enable people both in the
customer and supplier organization to learn, stretch and grow. To challenge
each other in a genuine way, focused on increasing excellence and greatness,
increasing not only the productivity of the relationship, but also the com-
petitiveness and success in the market. ‘Those who treat me with tough love
disturb the habitual way in which I choose to see myself by asking me tough
questions and making tough statements. (. . . ) to provide the integration of
tough love that empowers people to move forward. During deep change, peo-
ple have to move outside the comfort zone and learn new behaviors. This
means surrendering control, and no one wants to do it. At such times peo-
ple need both purpose and support. That is what tough love does’ (Quinn
2004, p. 187). In customer-supplier interactions it is about challenging and
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supporting each other in such a way that both parties are able to make a real
difference within the marketplace.

Tough Love in customer-supplier interactions results in a challenging
relationship in which both parties encourage each other to live up and work
to their full potential.

6.3 Ending Where It All Begins: Challenging
the Own Assumptions

As argued by Caprino (2014), people with impact commit to ‘continually
bettering themselves’, they ‘have an openness to see, learn and experience new
things’. Transformational sales requires disrupting both the customer’s and
the supplier’s thinking and assumptions about their business. To be able to
make this transformation happen also requires a conscious reflection upon
one’s own (implicit) assumptions. In fact we are ending this book where it
all began. In this last section we would like to summarize ten sales assump-
tions that we observe in practice and which have been highlighted throughout
this book. These assumptions may hamper building transformative customer-

1. ’Large customers are strategic customers’

2. ’Past customer performancepredicts future potential’

3. ’We are of strategic importance to customers who are of strategic importance to us’

4. ’Articulated customer needs are the starting point for value creation’

5. ‘We need to focus on stakeholders with the ‘authority to spend’

6. ‘In the end, all that counts for the customer is lowering the price’

7. ‘Superior value propositions focus on the main points of difference as compared to   
 competitive alternatives’

8. ‘Sales is (orshould be) an ‘outside job’ and the real fun is in building external relations   
 (with our customers)’

9. ‘Mobilizing internal resources and competencies requires a focus on what we need from  
 others’.

10. ‘I am able to make real progress once the right systems and processes are in place’

10  Sales assumptions hampering transformative relationships

Fig. 6.2 Challenging the own assumptions
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supplier relations. This list is not meant to be exhaustive; it is rather meant as
starting point for discussion, an aid to reflect upon and challenge the assump-
tions strategic salespeople may have themselves (see Fig. 6.2).

As Quinn (2004) argues, all business transformation starts with personal
transformation. Rephrasing a powerful quote of Gandhi he says: ‘When we
change ourselves, we change how people see us and how they respond to us.
When we change ourselves, we change the world’ (Quinn 2004, p. 24). We
wish you an inspirational journey, driving change with strategic customers and
guiding life-changing and company-altering transformations.
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Appendix

Appendix A: Separating Strategic Customers from Others

What is the 

Current Value 
OF the Customer?

-Financial value
-Relational value
-Strategic value

What is the
(Potential) Value

TO the Customer?
-Importance of purchasing 
-Their purchasing maturity 

-Their perception of
our (potential)
contribution 

Even though this Customer may be important to us, it is NOT a strategic customer

LOW

HIGH

LOW

What is the
Potential Value

OF the Customer?
-Potential Growth within the Customer

-Change in relevant areas
-Growth of the Customer

HIGH

Drive 
Change!

with these

Strategic
Customers!

Do they make us change? Are they willing to
change with us?

LOW

HIGH

© Springer International Publishing Switzerland 2016
P. Kotler et al., Transformational Sales, DOI 10.1007/978-3-319-20606-6
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Appendix B: Differentiated Customer Strategies

Differen�ated Customer 
Strategy & Service Level

Transac�onal
Customers

Development
Customers

Large
Customers

Strategic
Customers

Strategy

Customer Interface & 
Interac�on

Customer Intelligence & 
(Joint) Planning

Service level

% Time/ resources 

�

�

�

�

�
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Appendix C: Joint Transformation Agenda

        
  

Joint Transformation Agenda 
Customer/ Supplier: 

Joint Vision and Strategic Objective: 

Insight Top 3 
-Customer Business Challenges 

 
1. 

 
2. 

 
3. 

-Customer Business Headaches 1. 2. 3. 

-Supplier Available Capabilities 1. 2. 3. 

-Supplier Accessible Capabilities 1. 2. 3. 

Strategic focus 
Top 3 strategic focus points for value innovation (Customer/Supplier collaboration matrix may be used to prioritize focus points) 
 
1. <Competency/resource to be used/ developed or acquired to address < Customer Business Challenge or Business Headache> 

2.   <Competency/resource to be used/ developed or acquired to adrdress  < Customer Business Challenge or Business Headache> 

3.   <Competency/resource to be used/ developed or acquired  to address < Customer Business Challenge or Business Headache> 

Top 3 Personalized Value Propositions (selected stakeholders ‘open to change’) 

1. Person (prioritized stakeholder) Untapped Potential: Perspective: Reason to belief: 

2. Person (prioritized stakeholder) Untapped Potential Perspective: Reason te belief: 

3. Person (prioritized stakeholder) Untapped Potential: Perspective: Reason to belief: 

Implementation 
Top 3 Actions in Customer Organization 
1. Who (within customer dmu) 

 
 
Why? 

 
 
What? 

 
 
When? 

2. Who (within customer dmu) Why? What? When? 

3. Who (within customer dmu) Why? What? When? 

Top 3 Actions in Supplier Organization 
1. Who (colleague within supplier dmu) 

 
Why? 

 
What? 

 
When? 

2. Who (colleague within supplier dmu) Why? What? When? 

3. Who (colleague within supplier dmu) Why? What? When? 
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Appendix D: Joint Profit & Loss Statement

Perspective

Joint  Profit & Loss Statement

Increased revenues Decreased costs

Economic
revenues

Emotional
revenues

Economic
costs

Emotional
costs

Customer

Direct

Indirect
(scalability)

Supplier
Direct

Indirect
(scalability)
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Appendix E: How Transformational is your Sales? – Self-assessment
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