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TL;DR
A health crisis IS an economic crisis. 
https://www.nytimes.com/interactive/2021/world/covid-cases.html

Supply chains are disrupted… US 
economy doing well.  

Customers don’t care about you.

Everything is being automated… so 
where are you going to position your 
company? 

How does this 
affect my 
commission? 

https://richard-brooks.com/
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An Inflection Point 
Gerd Leonhard
There will be more changes in 
the next 20 years than in the 
previous 300.

- change is happening fast

Klaus Schwab

The 4th Industrial 
Revolution
The blurring of boundaries between the 
physical, digital, and biological worlds. 
A fusion of advances in artificial 
intelligence (AI), robotics, the Internet of 
Things (IoT), 3D printing, genetic 
engineering, quantum 
computing, and other 
technologies.

https://richard-brooks.com/
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The world’s largest taxi firm owns no vehicles 

Fastest growing TV company lays no cables

Most popular media provider creates no content

The world’s largest retailer has no inventory

The world’s largest accommodation provider owns no property

Tesla made more money speculating on bitcoin than making cars

https://richard-brooks.com/
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Traditional
Banks
Hotels
Taxis
Food retail
Restaurants
Car dealerships
Gyms
Universities
Retail/Malls
Art

Transformational
Fintech, Paypal, Apple Pay, Monzo
Airbnb
Uber, Lyft
Hello fresh 
Just eat, Doordash
City car clubs
Peloton
Coursera
Alibaba, Amazon
Non-fungible token (NFT)

Transformational Business Models

https://richard-brooks.com/
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Hype Cycle
Some questions to include in your 
strategic planning

Are you looking at how these 
technologies will impact your ability to 
create value? 

Are you looking at how these 
technologies are impacting your 
customers ability to create shareholder 
value? 

https://www.gartner.com/smarterwithgartner/5-trends-drive-the-gartner-hype-cycle-for-emerging-technologies-2020/

https://richard-brooks.com/
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Innovation is the ability to see 
change as an opportunity not a 
threat. 

https://richard-brooks.com/
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Is this what you 
think about what 
someone 
mentions sales? 
#sleasebag

this is not sales

We have 8,000 
translators. Good 
price. Best quality. 
All Languages. Sell 
my Grandma. etc 
etc....

https://richard-brooks.com/
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Or do you think of this guy?
Two choices… 
A) say it's an amazing pen… it’ll last 

forever… it good value for money… 
it's amazing… you should buy this 
pen...etc

B) start asking questions to 
understand why the customer 
wants a pen… The Wolf of Wall Street (2013)

https://richard-brooks.com/
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Sales is changing

Sources:
https://uk.finance.yahoo.com/quote/MCD
https://www.statista.com/statistics/819966/mcdonald-s-number-of-employees/

McDonald’s Share Price

Going up

“I’m loving it”

https://richard-brooks.com/
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Sales is changing

Sources:
https://uk.finance.yahoo.com/quote/MCD
https://www.statista.com/statistics/819966/mcdonald-s-number-of-employees/

McDonald’s Share Price

Number of Employees

Going up

Going down

“I’m loving it” “I’m not loving it”

https://richard-brooks.com/
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Transactional 
sales has been 

automated… 
not just in 

MCD, 
everywhere!

https://richard-brooks.com/
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Evolution of B2B Purchasing 
90% of decision 
makers say they 
never respond to 
cold outreach. 
Harvard 
Business 
Review

75% of B2B 
buyers expect to 
use social media 
in future 
purchases. 
Social Media 
B2B

5.4 people now 
have to formally 
sign off on each 
purchase. 
CEB survey 
2015

buyers are 57 % 
of the way 
through the 
buying process 
before they 
contact a 
potential supplier
CEB

MBAs in procurement outnumber 
MBAs in sales by 10 to 1. 

67% of the 
buyer’s journey is 
done digitally
Sirius 
Decisions

3 out of 5 buyers 
are now 
millennials

https://richard-brooks.com/
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Organised people will 
think that… 

Products Profits

But profits come from 
Customers…

lead to

https://richard-brooks.com/
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July 1925
E.K. Strong
The 
Psychology of 
Selling
Download link: 
https://catalog.hathitrust.
org/Record/000475708

https://richard-brooks.com/
https://catalog.hathitrust.org/Record/000475708
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Your product/
service

Your customer The outcome of using your 
product/service. 
Aka the Value-In-Use.

+ =

This isn’t what 
you sell

This is
Brooks’ Sales Equation

https://richard-brooks.com/
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+ =

For the millennials

This isn’t what 
you sell

This is

Your product/
service

Your customer The outcome of using your 
product/service. 
Aka the Value-In-Use.

https://richard-brooks.com/
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Linguistics

Cambridge Analytic

Global Growth

Stock price User engagement
($256/user)

Her career

https://richard-brooks.com/
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So… what happened 
next?

https://richard-brooks.com/
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A queue formed

https://richard-brooks.com/
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A queue formed

We have 8,000 
translators. Good 
price. Best quality. 
Me me me me me me 
me me me…. Here’s 
my business card

They took turns to say this

https://richard-brooks.com/
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World class 
Loc services.

Facebook 2 billion users 
worldwide = $$$$$$$ 

+ =

Brooks’ Sales Equation - applied

https://richard-brooks.com/
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The customer doesn't care about 
you… they care about the thing 
they can do when they use your 
service. 

https://richard-brooks.com/
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Key questions 
• What does the customer want to achieve? 
• How can we help them make it happen?
• What will they pay for the privilege? (how much 

value will this create?)

Price is what you pay.
Value is what you get. 

https://richard-brooks.com/
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Portfolio Risk
EXISTING PRODUCTS NEW PRODUCTS
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INCREASING RISK
INCREASING RISK

MARKET 
PENETRATION

PRODUCT 
DEVELOPMENT

DIVERSIFICATIONMARKET 
DEVELOPMENT

Adapted from Igor Ansoff’s (Harvard Business Review, 1957) original paper. 

https://richard-brooks.com/
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INCREASING RISK

This box is driven by 
insights… repeat 
business is very 
profitable. 

MARKET 
PENETRATION

PRODUCT 
DEVELOPMENT

DIVERSIFICATIONMARKET 
DEVELOPMENT

Adapted from Igor Ansoff’s (Harvard Business Review, 1957) original paper. 

Portfolio Risk
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WARNING:
The propensity of sales people 
to take risk if they think they’re 
missing their target increases 
the closer to the end of the 
quarter they get.  INCREASING RISK

INCREASING RISK

This box is 
driven by 
assumptions 
and is 
expensive to 
service. 

MARKET 
PENETRATION

PRODUCT 
DEVELOPMENT

DIVERSIFICATIONMARKET 
DEVELOPMENT

Adapted from Igor Ansoff’s (Harvard Business Review, 1957) original paper. 

Portfolio Risk

https://richard-brooks.com/


web: richard-brooks.com | Telegram: @RichBrooks | Twitter:@RichardMBrooks

Share of Wallet 
maximise the share of wallet… 
- what you sell them
- what they buy from your 

competitor
- what they do themselves
- what they should do but don’t

https://richard-brooks.com/
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maximise the share of wallet… 
- what you sell them
- what they buy from your 

competitor
- what they do themselves
- what they should do but don’t

Huge opportunity 
here in our industry

Share of Wallet 

https://richard-brooks.com/
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WTF is value… 
and how do we 
identify and sell 
value? 

Sell on value not price but… 

https://richard-brooks.com/
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Where can you create value?

Top Line. Trends/Competitors/Cultures.
Bottom Line. Cutting Costs/Improving Yields.
Business Reputation & Continuity. 
Perception/Safety/Social Media. 
Strategy, Organisational & Other Advisory. 
Legal/Compliance/Governance. 
The Customer’s Customer. 
Supply Chain. You’re a cog in a very big machine.  Adapted from. Infinite Value, Mark Davies

https://richard-brooks.com/
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Value Planning Framework

A: Value 
Insights

B: Value 
Opportunities

C: Value 
Propositions

D: Value 
Delivery

Value 
Planning

A: Analysing the customer’s world
B: Analysing the supplier’s world
C: Creating and selling value
D: Demo quantifying and 
delivering value

Implementing Key Account Management
Designing Customer-Centric Processes for Mutual Growth
Javier Marcos, Mark Davies, Rodrigo Guesalaga. Sue Holt

https://richard-brooks.com/
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Your Toolbox
A: Analysing the customer’s world

• Customer PESTLE analysis
• Customer Competitor analysis
• Customer internal analysis
• Customer strategy via 9 box SWOT

B: Analysing the supplier’s world
• Your competitor analysis
• Your internal analysis
• Your strategy (9 Box SWOT)
• Relationship Map and Decision Making analysis

C: Creating and selling value
• Value Proposition

D: Demo quantifying and delivering value
• Action Planning
• Delivering and Capturing Value
• Financials

https://richard-brooks.com/
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OBJECTIVES

Opportunities

Threats

Strengths Weaknesses

Quick Wins Invest

Diffuse Defend

Financial Analysis/Ratios

● Quick ratio/acid test, Working Capital
● Return on Assets, RO CE, ROE, Profitability
● Debtor days, Creditor days
● Debt to equity, Interest coverage  

Use these tools from 
the customer’s point 
of view. 

PEST or STEP or PESTEL… 

SWOT analysis is a Stupid Waste of 
Time but a 9 Box SWOT is very useful. 

Value Chain Analysis. 
Examine business activities and find 
competitive opportunities

Competitive
Rivalry

Bargaining 
Power of 
Suppliers

Bargaining 
Power of 
Customers

Threat of 
Substitute 
Product

Threat of 
New Entrant

Porter’s 5 Forces 
THE tool for looking at how industries 
perform. Ask your accountant to 

prepare these.

https://richard-brooks.com/
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Your Toolbox
A: Analysing the customer’s world
• Customer PESTLE analysis
• Customer Competitor analysis
• Customer internal analysis
• Customer strategy via 9 box SWOT

What is the CEO of the 
organisation you’re selling 
into concerned about? 

Jack Ma

https://richard-brooks.com/
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Segment your Customers

A Clients

B Clients

C Clients

Opportunity

Co
m

pl
ex

ity

transactional

partnership

strategic

Hi
gh

Lo
w

Low High

https://richard-brooks.com/
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Prince Charles and Ozzy Osbourne are 
in the same customer segment

● Born in 1948 in 
England

● Married the second 
time

● 2 kids
● Successful 
● Very Wealthy
● Spend winter 

vacations in the 
Alps

● Likes dogs

● Born in 1948 in 
England

● Married the second 
time

● 2 kids
● Successful 
● Very Wealthy
● Spend winter 

vacations in the 
Alps

● Likes dogs

Prince of DarknessPrince of Wales

https://richard-brooks.com/
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Kraljic Matrix

Kraljic, P., 1983. Purchasing must become supply management. Harvard Business Review 61 (5), 109–117.

if you’re selling you want 
to be here but...

… the buyer will want 
you to be here.

Your customers will segment you

https://richard-brooks.com/
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Speak Finance
If your customer just sees a price… then this is what 
you get… what you need to do is to inflate VALUE.
It is your job to identify and talk about value. 
Learn how to read the customer’s P&L and work out 
where you sit on it (COGS? - often sifts out the reality). 

https://richard-brooks.com/
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Get out of the Commodity Box
Cost “Plus” 

Based 
Value 
Based 

Results 
(Outcome) 

Based
Customer pays for products 
& service offering at a fee set 
by the supplier. 

Price is calculated by supplier 
as the costs with margin 
added.

Customer pays for products 
and service offerings based 
on the value that will be 
added to the business.

(Services tend to become 
more important than 
products.)

Customer pays the supplier 
based on results actually 
delivered.

There is an increased risk 
for the supplier that a loss 
will be incurred if they do not 
deliver expected 
performance.

Product
(Price List)

Product & Service
(Service Fee Absorbed in 

Product Fee)

Product 
Service

(Separate Fees)

Solution Based 
Contract

Gain Share
(Set Fee with 
Performance 

Targets)

Contract and Supply Complexity
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Outcome Based Contract
(100% Fee Contract 

Based on Supplier 
Performance and 

Customer Results)
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Get out of the Commodity Box
Cost “Plus” 

Based 
Value 
Based 

Results 
(Outcome) 

Based
Customer pays for products 
& service offering at a fee set 
by the supplier. 

Price is calculated by supplier 
as the costs with margin 
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Customer pays for products 
and service offerings based 
on the value that will be 
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Outcome Based Contract
(100% Fee Contract 

Based on Supplier 
Performance and 

Customer Results)

In
cr
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n
g 

In
te

gr
at

io
n Cost Plus 

Customer pays for 
products & service 
offering at a fee set by 
the supplier. 

Price is calculated by 
supplier as the costs 
with margin added.

https://richard-brooks.com/


web: richard-brooks.com | Telegram: @RichBrooks | Twitter:@RichardMBrooks

Get out of the Commodity Box
Cost “Plus” 

Based 
Value 
Based 

Results 
(Outcome) 

Based
Customer pays for products 
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Outcome Based Contract
(100% Fee Contract 

Based on Supplier 
Performance and 

Customer Results)

In
cr

ea
si

n
g 

In
te

gr
at

io
n Value 

Based 
Customer pays for 
products and service 
offerings based on the 
value that will be added 
to the business or supply 
chain.

https://richard-brooks.com/
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Get out of the Commodity Box
Cost “Plus” 

Based 
Value 
Based 

Results 
(Outcome) 

Based
Customer pays for products 
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Outcome Based Contract
(100% Fee Contract 

Based on Supplier 
Performance and 

Customer Results)
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Results 
Based 

Customer pays the 
supplier based on results 
actually delivered.

There is an increased 
risk for the supplier that 
a loss will be incurred if 
they do not deliver 
expected performance.

https://richard-brooks.com/
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Go to your 
customers and 
give them a 
really good 
listening to.

“If I had asked people what 
they wanted, they would have 
said faster horses.”
- Henry Ford 

https://richard-brooks.com/
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1. Extent of personal contact
2. Flexibility
3. Implicit understanding of 

customer needs
4. Pro-activity in eliciting 

customer’s objectives
5. Pro-activity in checking 

everything is ok
6. Promise fulfilment
7. Knowledge

1. Helpfulness
2. Value for time
3. Customer recognition
4. Promise fulfilment
5. Problem solving 
6. Personalisation
7. Competence 
8. Accessibility

B2B B2C

Source: Lemke, Clarke & Wilson (2011)
Journal of the Academy of Marketing Science

People who will buy from you 
again value this (so measure it!)

https://richard-brooks.com/
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What do you hire a milkshake to do?

watch this video >>> https://youtu.be/sfGtw2C95Ms

Q: Why do customers buy milkshakes from 
fast food restaurants?

Question was framed around what do you hire 
this product to do? 

2 groups
Commuters. BIG shake, fits in the cup holder. 
Parents. A milkshake is an easy yes.  

https://richard-brooks.com/
https://youtu.be/sfGtw2C95Ms
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How much value does 
your brand add?

https://richard-brooks.com/
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The Ladder of Loyalty
Moving your key accounts up the ladder

Suspect

Prospect

Customer

Client

Support

Advocate

Partner

5% increase in customer retention leads to a profit 
improvement of at least 25% in NPV of future earnings.

- From a study by Reichheld & Sasser. Harvard Business Review. September 1990

• 96% of dissatisfied customers never complain but 90% of 
them never return.

• ONE happy customer tells at least NINE others
• 13% of unhappy customers tell at least twenty others
• It takes five times as much effort, time and money to attract 

a new customer than it does to keep an existing one.
- Source: USA White House Office of Consumer Affairs

Mutually rewarding relationship where neither 
party intends on leaving.
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Cost of Customer Service
The cost to serve your customers decreases over time

The Acquisition Cost 
of a Customer

Used as a model for 
pricing strategies. 

The Experience Curve
(Economics)
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Directors

Managers

Translators

Creative

Accounts

Sales guy

Your Company Your Customer

Directors

Managers

Writers

Creative

Accounts

Buying guy
Traditional relationship.
Means that the sales guy is 
incredibly valuable (they like 
this) and will get head 
hunted by the bigger 
companies to work for them 
(they like this as well).

Lose the sales guy lose the 
client.

Traditional(?) Team Structure
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A stronger relationship.

If the sales guy goes… you’re 
more likely to keep the 
client.

This relationship can then 
develop… R&D teams can 
merge, teams on customer 
site, joint board meetings, 
joint strategy development 
and social events. 

Interdependent 
Team Structure

Directors

Managers

Translators

Creative

Accounts

Key Account 
Manager

Directors

Managers

Writers

Creative

Accounts

Buying guy

They pick the team 
and manage the 
relationship.

Can be used as 
a champion 
within the 
customer 
organisation
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In reality… it's a mess

Customer Organisation Your Organisation

The account manager 
needs to be an expert at 
aligning messy 
organisations.

ENGAGE

ENABLE

CONNECT
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1. STUDY Find their strengths and especially their weaknesses
Know everything about them, especially what their customers don’t like

2. NICHE Spot one thing they haven’t thought about and fill the gap

3. SURPRISE Never attack their points of strength (David and Goliath)

4. WORK HARD Enthusiasm, commitment, energy and , above all, perseverance e.g. more attention to instant 
customer service

5. BE SMALL Be small, but above all, be professional, not amateurish

6. PLAN AHEAD Develop your strategy ( doing the right things).  The above tactics will ensure success (doing 
things right). Plan for the future, not just for this year.

Tips for competing with 
BIG companies
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Look after yourself Look after your cash
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Supplier strength with customer
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DO IT 
NOW!!

Bin itDelegate it

Schedule 
it for later

Look after your time

Look after your team
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THE END :( 

Thank you
Are there any easy 
questions? 

Special thanks to the ASL Team. 
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Reading List
Here’s a list of the books I mentioned (directly or indirectly)
Corporate Strategy
Competitive Strategy: Techniques for Analyzing Industries and Competitors by Michael E. Porter
Blue Ocean Strategy by W. Chan Kim and Renée A. Mauborgne
Start With Why by Simon Sinek
Business Model Generation by Alexander Osterwalder and Yves Pigneur
The Fourth Industrial Revolution by Klaus Schwab

Management
The Practice of Management by Peter Drucker
Managing by Henry Mintzberg
The Innovator's Dilemma by Clayton M. Christensen
ReWork: Change the Way You Work Forever by Jason Fried
The 7 Habits of Highly Effective People by Stephen R. Covey
Who Moved My Cheese by Spencer Johnson

Sales/Marketing/Account Management
Implementing Key Account Management by Javier Marcos, Mark Davies et al
The Challenger Sale by Matthew Dixon and Brent Adamson
Purple Cow by Seth Godin
The Effortless Experience by Matthew Dixon , Nicholas Toman, et al
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