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Tackling the 7 Challenges and 
Unleashing the Power of B2B Value

In this article, the author explores 

primary challenges businesses face in 

defining and communicating value. 

He also provides strategies and tac-

tics for B2B organizations to identify 

and leverage customer value. Author 

Mike Wilkinson is the Co-Founder of 

Axia Value Solutions, a consultancy 

that helps clients leverage their value 

and protect and grow their margins 

and profitability. He can be reached 

at info@axiavalue.com. This article 

originally appeared on the Leverage-

Point Value Strategies Blog (https://

www.leveragepoint.com/blog/).

What sometimes seems to 
be forgotten is that the 
pursuit of a value orienta-
tion to the business in-

volves a lot more than just the sales force. 
Selling on value involves organisational 
change, not just a sales force training 
workshop. 

The sales force can understand and 
promise great value, but it is the organ-
isation in totality that will actually de-
liver that value. A car’s flashy exterior 
might look great, but when you hit the 
pedal, does the car perform? The focus 
too often is on the front facing activ-
ity without thinking about what needs 

to change under the bonnet, or as those 
Americans amongst you insist on call-
ing it, the hood! Then as value delivery 
begins to suffer everyone starts to lose 
faith. A company executive recently 
summed this up perfectly: “We are at 
our best when we are all aligned around 
customer value.”

In my experience, it is unusual that a 
business is completely aligned around 
customer value, but if we agree that it 
really is important for businesses that 
strive to deliver real customer value, why 
is it so difficult to achieve?

Before discussing the Seven Challeng-
es of Value, let’s begin with the 3 Basic 
Business Challenges (BBC’s) of Value, 
the things that we are all striving to 
do: Understand Value, Create Value, 
and Deliver Value. But we’re striving 
for something more specific. Our real 
focus is not just on value, it’s on Cus-
tomer Value. Our customers define 
customer value, not us, so we have to 
focus on: Understanding Customer 
Value, Creating Customer Value, and 
Delivering Customer Value. Under-
standing, creating and delivering cus-
tomer value is a team game. That means 
that your business has a clear, consistent 
value message for its customers. Sales, 
marketing, production, R&D, finance, 
logistics, pricing are, “All for one, and 
one for all!”

What is critical in any organization that 
purports to “sell on value” is that every-
one is absolutely clear on:

“What is my role in understanding, cre-
ating, and delivering customer value?”

If they are not, it is not one business, one 
voice. I love the story about John Kenne-
dy who, after delivering his vision of put-
ting a man on the moon and bringing 
him safely back to earth, made a visit to 

Cape Canaveral. He came across a jani-
tor and asked him what his job was. “My 
job is putting a man on the moon.” Our 
job should be a lot simpler than that, 
and it is made a lot simpler if everyone 
understands their role.

So, with the 3 BBC’s of understanding, 
creating and delivering customer value 
in place, let’s turn to the 7 challenges of 
value.

Challenge #1: Understand what value 
is. Let’s break this challenge down into 
three parts:

• what value is as a concept,

• what value means to our customers, 
on the basis that our understanding 
of value and theirs might differ,

• and finally making sure that ev-
eryone in our business understands 
value in the same way.

Value as a concept only began to crystal-
lise during my experiences at a confer-
ence in Copenhagen a few years ago. It 
started with the creation of our defini-
tion of value: Value is a mystery. Given 
that customers define value, not us, until 
we truly understand the customer’s per-
ception of value that is what it is: A Mys-
tery. 

However, this is not necessarily help-
ful in understanding what value means 
to our customer, so my colleagues and I 
developed the Value Triad© to give us 
structure on which to “hang” value and 
help in solving the value mystery (see fig-
ure 1 on the next page).

Revenue Gain – how can our product or 
service help our customer improve their 
revenues?
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Figure 1: The Value TriadCost Reduction – how can our product 
or service help our customer reduce their 
costs?

These are both tangible, objective mea-
sures against which a real monetary val-
ue can be calculated. However, if you 
don’t know how your customer generates 
revenue, or you don’t know how they 
incur costs, this is going to be a good 
deal more difficult. If you truly know the 
answer to this and your competitors do 
not, you are at a potentially significant 
advantage.

The final component of the Triad 
is Emotional Contribution. This com-
ponent is much more intangible and sub-
jective, but as long as people make deci-
sions, it will remain important. This is 
the value of trust, confidence, the brand, 
the relationships, ease of doing business, 
cultural fit, just “feeling good” about 
doing business with you. Don’t underes-
timate its value if you have it, and don’t 
underestimate it if you don’t!

Understanding the elements of the Val-
ue Triad© allows us to solve the value 
mystery with each customer, but we also 
need to make sure that everyone in our 
business understands value as a concept, 
and what it means to each customer. 
If they don’t how will they understand 
their role of creating and delivering cus-
tomer value?

Challenge #2: Recognise that custom-
er’s value perceptions are constantly 
changing. Budget impacts, changing 
internal priorities, personnel turnover, 
political considerations, regulatory issues 
and more can influence and change val-
ue perceptions. It’s crucial to keep close 
and up to date with what is happening 
with the customer and in their thinking.

Challenge #3: Identify and talk to 
people who care the most about your 
value. The bottom line is that you can’t 
sell value to people, or organisations, 
that don’t care about value. Equally, as 
today’s decision making seems to be-
come increasingly complex, we need to 
have won over those people who can re-
ally see and appreciate the value we can 

deliver. These people will then act as our 
evangelists inside the organisation. For 
most of us as salespeople, when the deci-
sion to buy or not buy from us is made, 
we’re not there. 

We want to be sure that our message and 
value are communicated effectively in-
ternally by understanding not just who 
but how the decision will be made. And 
making sure that our “internal evange-
lists” are well prepared to “sell” on our 
behalf.

Challenge #4: Differentiate your of-
fering. Being different is not differen-
tiation. You have to be different in ways 
the customer values – and you need to 
calculate that value.

Challenge #5: Communicate your val-
ue. We have already mentioned the im-
portance of monetising value. Customers 
don’t want vague promises; they want 
firm commitments. They don’t want to 
know you can save them money; make 
them money. They want to know how 
much and by when. Creating a power-
ful and persuasive value proposition is 
critical. But I think there are two value 
propositions.

The first is at the beginning of the sales 
process. This should answer the ques-
tion “Why should I talk to you?” The 
second, monetised, focused value prop-
osition is at the end and answers the 

question “Why should we choose 
you?” Joining the two together is the 
value selling process which encompasses 
Value Discovery – solving the value mys-
tery, and Value Demonstration. Building 
a powerful, persuasive final value propo-
sition is important and should have three 
key components:

1. They resonate: The customer can 
clearly see your solution addresses 
their issues

2. They differentiate: I can see that you 
do things that I cannot get elsewhere 
or not as well elsewhere

3. They substantiate: Not only do you 
talk a good story but you can prove 
that you can do the things you say 
you can do

If these three components are all in place 
it leads to opportunities for premium/
value pricing, to lead generation success 
and to customer loyalty. However, take 
just one of the components away and the 
strength of the proposition is potentially 
fatally impaired.

No resonance – “I don’t need this.” “Not 
important to me right now.”

No differentiation – you’re easy to substi-
tute leading to “What’s your best price?” 
“I can do without you.”
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No substantiation – leads to no trust and 
high perceived risk.

Challenge #6: Capturing your value 
through price. Again, calculate prices 
that are based on value delivery. These 
are at the heart of your value proposi-
tion and open up what we call “The 
Negotiation Corridor” – the difference 
between the maximum price you could 
charge given your value delivery, and the 
price the customer is currently paying or 
the price they would pay if they didn’t 
choose your solution. 

All your work up to now has been de-
signed to help you make that Negotia-
tion Corridor as wide as possible by truly 
understanding the things that are impor-

tant to your customer.

Remember, price is NOT the reason cus-
tomers don’t buy. They don’t buy because 
they don’t see the value in the offer. Now 
that we understand the things they truly 
value and have differentiated and mon-
etised our solution this should be much 
less of an issue.

Challenge #7: Deliver your value. And 
this takes us right back to the beginning. 
Does everyone in the organisation really 
understand their role in understanding, 
creating and delivering customer value to 
this customer? Assuming they do – and 
that is some assumption! – the next task 
is exactly that – delivering and measur-
ing the value you promised. So, you need 

to measure your value and your perfor-
mance.

Make sure the customer is getting the 
value you promised. If they are, con-
stantly remind them – because custom-
ers have this great ability to forget things 
like that. If they aren’t, address the issues 
and put things right because customers 
have a great ability to remember things 
like that!

Finally, identify opportunities for creat-
ing and delivering even more value for 
the customer by understanding them in 
ever more detail. Because understanding 
leads to opportunities.

Figure 2: Three Components of Winning VP’s
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