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Account-Based Marketing (ABM) is finding
its way into the account-planning process. With
this connection, account managers have a pow-
erful new marketing partner helping them build
more effective account plans. For marketers,
the connection is helping them implement their
strategic ABM work at the customer. In this
article we review how these two capabilities are
coming together to form a new, powerful cus-
tomer engagement model. We will also share an
early example of the results being achieved at
Owens Corning.

We begin with a story from Owens Corning.
They are a strong testament for what can be
achieved by getting SAM and marketing work-
ing together.

Owens Corning Case

The Composites business at Owens Corning
plays in several mature market segments. When
the business was faced with low-cost com-
petitors and slowly eroding market share, we
knew we needed to make intentional strategic
choices in order to stay competitive in an ever-
changing marketplace.

Recognizing the business challenges of
quantifying customer value and executing key
account plans, the General Manager of the
Americas, Director of Sales, and Director of
Marketing collaborated to design a formal Key
Account Management (KAM) Operating Model
and Management System.
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In just one year after implementing a formal
KAM program, the North American Composites
business gained four points of market share,
a 20 percent increase in volume, a 31 percent
increase in revenue and a 75 percent increase in
standard gross margin vs. prior year, which was
more than half of our three-year growth goal.
(Note: This compares to previous YOY growth
levels in the 2-4 percent range.)

While it's tough to juggle both the near-term
and long-term growth goals of the business, we
found that a strong partnership between the
sales and marketing functions provides an ideal
environment for both challenge and support.
For example, it's one thing to throw stones at
an account plan from an academic standpoint,
and it's quite another when both the sales and
marketing teams are working together to build
and execute account plans so they have a sense
of shared ownership and accountability. We've
learned that SAM is not a sales process; it's a
business model. And it's not purely led by the
key or strategic account manager; it's a team
sport. As such, you need support from multiple
functions with a strong core team led by sales,
marketing and general management.

ABM and account planning 101

We will focus now on defining a few of the
ABM and account-planning elements so we can
get at the heart of what is really happening
behind the scenes.
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Figure 1. Varieties of ABM

1:FEW = STRATEGIC ABM

= Part of Account Team

= |nsights based on proprietary data
= Tailored value prop

= Developed engagement plans

1:MANY = PROGRAM ABM

= |ittle to No Sales Involvement

= Automated Insights

= No tailoring of propositions

= Rules based campaigns, AdTech

For programmatic ABM, the mar-
keters operate independently of
sales. Customer insights tend to be
generated by Al mechanisms look-
ing at public information. Solutions
are generic across wide customer
groups. And, the approach tends to
be operated by rules-based cam-
paigns often driven by technology.

The KAM Engagement Process

KAM at its core is a process

Strategic ABM

There are different varieties of ABM in the market (Figure 1). The
type most everyone hears about is :many or programmatic ABM.
The variety we are more focused on when it comes to SAM or
KAM and building account plans is T:few or strategic ABM.

For strategic ABM, marketers are part of the account team.
The insights developed are proprietary and specifically related to
the unique business situation that exists between their company
and the customer. Value propositions or solutions are tailored to
the customer situation and there is an engagement plan for the

customer.

Figure 2. The SAMA SAM Process (detailed)

for engaging with large, important
customers. There are well defined
approaches to this process, many
that are conceptually the same.

The significant tenets of this process are:

Named account: The process is applied to named accounts.
KAMs are working with individual accounts and developing
plans for their accounts.

- Outside-in: The process starts by understanding the customer.

- Value is key: Throughout the process, being able to identify and

deliver value to the customer is key.

Execution is led by a KAM team: The overall engagement with
the customer is a team activity orchestrated by the KAM.

SAMA has its own proven approach (Figure 2).

Excellence in the Strategic
Account Management Process

Business Outcomes

« Superior Growth
« Superior Profitability
« Superior Customer Loyalty

« Innovative & Scalable
Customer Solutions

« Risk Management

Strategic Account Management Process (Strategic Value Selling) Priority Areas

STEP 2 The Strategic
Account Business Value Plan

STEP 1 Customer
Co-Discovery & Value “Fit”

« Client's org strategy, drivers, goals

* Industry & competitive analyses

* Buying process maturity

+ Influencers & decision makers

* Value “fit” insights & prioritized
opportunities

* Formalize strategic customer value

through the business plan (Assessment)

* Insure internal alignment using the strategic

plan process & governance systems (Targets)

« Execute on the value, deliver & measure

through the customer scorecard (Initiatives)

« Continually update the plan

STEP 3 Co-Create Value
« Validate the “fit"
« Provoke innovative solutions

SAM as the Process
Leader of Strategic
Customer Value

« Blueprint value proposition & “monetize” it
* Define customer engagement strategy ‘

N

\/

STEP 7 Realize/Expand
Value through Overall
Relationship & Outcome

\/

\/

STEP 4 Mobilize & Align v B alue

the Multifunctional Team
« Drive the process

« Involve core expertise and
key Stakeholders

« Create customer alignment

Copyrite© 2022 Strategic Account Management Association

32 Verocrry’

& Deliver to Customer

STEP 5 Capture Value
through Negotiating
& Closing

« Finalize value proposition with

customer & optimize price

* Understand customer negotiation goals
* Understand role of competition
« Finalize master agreement

Commitments & Orders
« Ensure delivery

+ Maintain quality metrics

+ Document and check impact

on customer metrics

Management

+ Expand share of wallet

* Measure & strengthen relationship
* Trusted advisor role
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Account plans orchestrate the
KAM Engagement Process

Figure 3 on page 33 shows an

J

SUMMARY

account plan that you would find
within Valkre. The plan orchestrates
and organizes the major tenets of the
KAM Engagement Process.

CUSTOMER CAREABOUTS

Expand To New Markets

The engagement process requires
we understand the customer's
goals or careabouts. Starting with

Improve Emergency Room
Operations

customer goals, we then connect
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our strategic imperatives so we can

Advanced Healthcare

Brian Kiep : Strategic : IDN : Trusted Advisor

ACCOUNT PROFILE

Figure 3. Tenets of the KAM Engagement Process
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clearly see on a page the threading
of what is important to our customer
and then how our capabilities and strategies connect. Next we
connect the initiatives or projects to those strategic imperatives so
it is clear how we will execute. The initiatives, of course, can then
be connected to value-creation outcomes for the customer and
revenue-generating opportunities for the supplier.

This core plan is then wrapped with typical tools such as
account profile, relationship plans, financial plans, internal team,
customer fit, coaching scorecards and other tools that may be
incorporated.

The process of strategic ABM is very similar to KAM

Figure 4 shows a process model for Strategic ABM. This model
is sourced from Bev Burgess and ITSMA. Pay attention to the work
being described. The work is very similar to the KAM Engagement
Process.

The strategic ABM process is similar to three of the major
tenets of the KAM Engagement Process, but differs in execution.
Whereas in the KAM Engagement Process, marketing leads a KAM
team, in the strategic ABM process, marketing leads execution.

It is at the point of execution where a critical question should
be addressed. Should it be the KAM team or marketing leading
execution using the account plan as the engagement guide? Or
is this the same thing? Marketing is on the KAM team and their
work becomes part of the account plan.

Integrating account planning and strategic ABM

Early in this article, Owens Corning shared their business case.
A significant success factor was getting KAMs and marketing
working together using the same Plan.

A simple process diagram (Figure 5 on page 34) shows how
KAM and marketing can work together to orchestrate a far more
effective account plan. Using the same account plan as in Figure
3, we've overlaid a SAM + marketing approach in Figure 5.
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In the SAM + marketing ABM approach:

» KAM understands and shares customer needs: This is one

critically important responsibility that the KAM needs to do
better than their counterparts in other companies.

« Marketing identifies plays: The marketer is in a unique posi-

tion to have visibility to many account plans. Unlike the KAM,
they can identify the 80/20 rule of plays that matter to the
company's large, important customers.

- Marketing develops playbooks: Having identified plays, the

marketer can now work to develop reusable playbooks that
contain much of the information on how their company could

Figure 4. Strategic ABM Process

Knowing
what is

driving the
account

Evaluating

results and Playing to

the clients
needs

updating
plans

STRATEGIC
ABM

Executing
integrated
sales and

marketing
campaigns

Planning
integrated

Developing
targeted

sales and
value

marketing
campaigns

propositions

Source: ITSMA 2017
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Figure 5. SAM + marketing ABM approach
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the understanding of cus-
tomer needs and careabouts.
Figure 6 demonstrates the
idea.
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Execute
Plan

to products, services and
solutions. The combination of

—

help achieve the customer goal or careabout.

- KAM adds the relevant playbook to the account plan: Rather
than doing all of the work of identifying strategic imperatives
and building the initiatives necessary to execute, the KAM now
simply downloads the relevant playbook and customizes it for
the customer.

- KAM and marketer execute together: Now the KAM and mar-
keter execute together using the account plan as the orchestra-
tion device for the overall customer engagement. If marketers do
have some programmatic type of ABM plays that pertain to the
customer, those programmatic ABM plays become a part of the
account plan.

One level deeper: Identifying plays

The marketer is in a unique position to identify plays that
will be relevant to more than one customer. When marketers
are actively participating with KAMs, they are able to share in

Execute
Plan/Campaign

One level deeper: Developing the playbooks

these products, services and
solutions become the plays.

Having identified the plays, the marketer can now build play-
books that can be downloaded into the account plan. The play-
books can be tuned to match the process, but the point to be
made is that they contain 80 percent of the information KAMs
would typically have to enter on their own. The playbooks dra-
matically reduce the time to develop the account plan and can
increase quality.

Figure 7 on page 35 shows typical playbook elements: situa-
tion, positioning, value story, value calculators, collateral, proof
points, competitors and so on.

What we see of particular note are the value calculators which
depict outcomes to customers. Defining customer outcomes is a
very powerful concept in helping the account manager drive cus-
tomer engagement. Having marketing working side by side with
the KAM to get these calculators incorporated into the account

plans is a big plus for the organization.

Figure 6. Connecting customer needs to products, services and solutions

Your
Offerings

Customer
Need 3

Customer
Need 2

Customer
Need 1

Product 1

Service 1

Solution 1

Play #2
Play #3

Source: ITSMA 2017
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Need 4

Scaling ABM and account
planning

Technology is playing a big role in scaling
ABM and account planning. Refer back to our
simple process diagram (Figure 5) and now
imagine that everything is digital (see Figure 8).

- Digital account plans: The KAM's account
plans are digital, thereby providing mar-
keting real-time customer-need visibility.
Marketing can look across many account
plans and determine common needs.

- Digital playbooks: Marketers can create
digital playbooks that can be searched and
downloaded directly into account plans. The
playbooks take large amounts of time out of
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Figure 7. Account plan with value calculator

the effort of building account plans.
The playbooks are enhanced with X VALKRE i) LBRARY
customer outcome calculators that
enable KAMs to share and collabo-
rate with their current and potential i
customers. )}

ER Asset Tracking
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- Playbook suggestions: The
playbooks can be pulled or pushed.
Through technology, suggestions can 8 Situation
be given to the KAM on playbooks
relevant to the customer's needs. The
KAM can then choose the appropri- value Story
ate playbook and pull it down into
the plan. The playbooks can also be
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Positioning

Value Calculator

pushed. Here, maybe the organization TOTAL CUSTOMER VALUE ROl MONTHS TO PAYBACK

has developed what it considers a very $813,165 307% 15

important play that it wants included Sedbuaieont e \ :

in account plans. The important plays S 5000 :

can then be pushed to the KAMs for S i o

inclusion in the account plan. BT
With technology the KAM and mar-

keter are operating in a system that is collecting data, layering A quick recap of the outcomes:

analytics on top of that data and vyielding proprietary insights.
These proprietary insights become the fuel for improving the
account management process and customer engagement with
large, strategic customers.

- Improved customer engagement: The Owens Corning case is a
living example within the SAMA community

- Sales and marketing working together
- Marketing creating playbooks that make the KAM's job easier

- KAMs sharing insights and initiatives that make the marketer's

Summary of Outcomes
job easier

The result of this new partnership between KAM and marketing
is a powerful, new customer engagement approach. The results
Owens Corning reports are stunning.

- Proprietary data, analytics and insights in a digital system
that fundamentally increases a company's ability to serve its
customers W

Figure 8. SAM + marketing ABM approach all digital
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