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Prologue


      A Revelation

      Why did it take me so long? Why didn’t I figure it out sooner? Perhaps I needed to look at it, yet not see it, many thousands of times. Perhaps I needed to fail or be part of failure many times. Perhaps it hadn’t always been this way. Or maybe I was simply accepting a common belief by going down the same well-worn path as so many had before me.

      In the beginning, I believed that if a business had a superior product offering that provided a clear value to a prospective customer, then that customer would likely buy. I believed it was the role of sales and marketing to position such an offering in the marketplace so that customers would be convinced of the value and—given time and perhaps a nudge or two—would be motivated to buy. I also believed that if a customer failed to buy yet clearly had the means to do so, then it was a failure on the part of sales and marketing to correctly position the value and convince the customer of the inherent merits of the offering. And I was not alone.

      While strength in numbers may not be the most responsible defense, I suggest that the clear majority of entrepreneurs, investors, business executives, and sales and marketing professionals share this worldview. Simply put, the success formula is to come up with a great new mousetrap and then tell the world about it. And in the always-misquoted words of Ralph Waldo Emerson, “the world will beat a path to your door.”1

      My beliefs had been shaped and honed over two decades of immersion in sales and marketing, starting as a frontline salesperson. I had been steeped in the gospel and logic of the return on investment (ROI) analysis showing the customer what they would undoubtedly gain by acquiring the various offerings I was responsible for taking to market. As I became more familiar with consultative selling methodologies and value selling techniques, they all reinforced this same theme. There were tweaks and twists, adding techniques such as finding the decision maker, calling high, linking the value of your offering to the things that mattered most to your prospect. Everything I saw, everything I did—indeed, everything I believed—was based on this same theme of positioning the offering so that the value was clear to the buyer.

      Along the way, my career advanced from sales to unit manager and regional sales manager, to VP of marketing for one of the largest computer technology companies in the world, and then to CEO of a multinational that included several hundred salespeople. During this time, I participated in countless sales training programs; my proficiency rose to the point that I became certified to deliver one of the leading sales methodologies. I attended peer-level executive retreats, where I met and worked with the key opinion leaders and authors on the topics of business, sales, and marketing. All these interactions reinforced my belief that if you have an offering that will deliver value to a particular market, then the salesperson’s job is to convince that market of the inherent value they will gain and then take the order. If they don’t buy, then you have obviously failed to convince them of the value.

      In the mid-1990s, I left corporate life and the position of CEO to start my own consulting company, Market-Partners Inc. It would be easy to say that I did so to escape the clichéd “corporate grind,” but the reasons were much more complex. Because as successful as I had become, I was not what most would define as a “natural salesperson.” I began life as a programmer. My interests ran to engineering, taking apart and rebuilding the engine of my Lotus, designing and handcrafting high-end speaker systems—science, methodology, planning, and results. Yet throughout my sales career, I continually ran into the myths and legends of the “art” and “black magic” supposedly utilized by top-drawer sales wizards. And perhaps for a tiny minority of overachievers, those particular shoes might fit. But my concern had always been for the majority—the whole sales force—to succeed, and perhaps not spectacularly, but certainly consistently and profitably. I wanted to apply the elements and rules of science to sales, to prescribe method where madness often prevailed. And I wasn’t going to be shy about it, as my company’s original tagline was “The Science of Sales and Marketing.” Of course, with science comes research, and research we did. I also knew that if we were to bring true scientific discipline to the needs of our clients, we had to exercise that same discipline in our own efforts of observing, recording, and analyzing what we found.

      Working now at arm’s length with our clients’ sales forces brought a much wider view of all the inherent issues that affect sales success. And I started to see a repeating pattern. These organizations all had offerings that delivered value to a particular market yet too often were falling short of hoped-for results. Sure, some of those organizations were clearly targeting the wrong markets, some perhaps the wrong players. Some really needed help in focusing their value propositions, and others just needed work on basic sales skills. But generally speaking, most were doing a good job, but their results suggested otherwise. After seeing this phenomenon so many times, it was obvious to me that something was missing; there was something more at play, and I needed to find out what that was.

      Fortunately, I have always believed in the value of talking to actual customers. So I started by putting in place a systematic format in which to talk to our own client’s customers and prospects. We talked to them about what they were doing and how motivated they were (or weren’t) about buying our clients’ offerings, and we started to build up a behind-the-scenes view of their buying activities. The more organizations and individuals we talked to, the clearer the picture became. Our research team was finding repeating patterns—patterns we were not expecting. To our surprise, we were finding time and time again that the prospective buyer totally understood the offering and indeed the value it would deliver to them or their organization. They truly believed in the ROI equation and needed no persuasion that their investment of $12 today would yield $20 in the very near future. However—and here was the real surprise—despite their belief in the offering, they were hesitating or failing to buy. As this simple observation repeated itself, the foundation for my epiphany was laid.

      I was a puzzled man. Why does the world no longer beat a path to the door of organizations offering a better mousetrap? Why don’t customers buy products that provide them a clear return on their investment? Why do customers hesitate to invest in new alternatives that offer a superior and/or less expensive approach to what they may be doing today?

      Well, I have to admit that all those years of ingrained training still led me to initially believe that it was a simple failure to position the offering appropriately, a failure of a salesperson to correctly articulate the value of an offering, a failure to use the right words in the marketing message, a failure to talk to the right person, the decision maker. But deep down I knew that was wrong, because for the most part, these were good salespeople from good organizations marketing good products. People were selling and selling hard; the problem was that nobody was buying.

      Then I got it—not suddenly, not like in a dream or a Eureka moment. It crept up on me, tapped me on the shoulder, and quietly opened my eyes. I stopped looking at how things are sold and started looking at how things are bought.

      It took talking to thousands of would-be customers about how they buy. It took combing through hundreds of organizations to delve deeply into their buying processes. It took years of analysis, of talking to sellers and buyers, to finally realize that in today’s world, it takes more than simply convincing a customer of the value of the offering to get them to make a purchase decision. To gain a customer’s interest and belief in the offering is one thing, but gaining their commitment to acquire and adopt a new offering is quite another.

      That was when I started to map out all the factors that impact buying. And that was when I let go of my attention to the selling process and placed it on the buying process, what we now call the Customer Buying Journey. That was when we started to decode and derive the DNA behind each and every Customer Buying Journey. That was when I started to understand how customers buy . . . and why they don’t.

    

  
    
      
Chapter 1


      From the Outside-In

      I can assure you that this is not another sales process book. It is a book of discovery, of uncovering and decoding an enigma that plagues too many commercial organizations. It introduces a concept I have developed and named Outside-In Revenue Generation. This concept posits that the key to successful revenue generation in today’s business environment is to look beyond the internal view of how something is sold to the external reality of how customers actually buy.

      It is important to realize, and this is what is in fact the underlying foundation of this book, how Outside-In Revenue Generation differs from the much-used (to the point of clichéd) notion of “customer-centric” marketing techniques. For decades, it has been touted that commercial enterprises can gain the world by being customer oriented. This probably started with the wise idea that customer satisfaction differentiates one provider from another. From that starting point, few functions of organizations have been left untouched by the movement to consider the customer. From R&D to after-sales service, organizations have adopted more customer-oriented approaches and processes, and no doubt this represents sound thinking. And I’m not suggesting that business initiatives that put a priority on the customer don’t yield results. They should and they do, but they could be doing so much more.

      I must say that more recently I have heard people starting to talk about the buying process and buying journey. However, when I dig a little deeper, what I really see and hear are the selling organizations’ thoughts (and hopes and prayers) of what the customer is doing, or more precisely, what the seller would like them to be doing—a vendor-centric buying process, if you will. In some cases, I have even seen organizations take their own sales processes and graft on what they imagine or wish their customers would do at each step.

      Although somewhat laudable, these attempts to define the Customer Buying Journey from the selling point of view have proven to be myopic. They look no further into the customer’s world than laying out the hoped-for reactions that result from their own sales and marketing actions. I call this an inside-out approach because it centers internally on the selling company, their offering, and their sales and marketing initiatives.

      At one time, this all seemed okay to me—until we talked to hundreds of customers about how they buy. It was only by going behind the scenes of the buying process that I found the truth. Outside-In Revenue Generation has nothing to do with imagining what a customer should do when you sell to them; it defines precisely what a customer will do when they are engaged in a buying journey. Our research has proven again and again that a clear and perilous dichotomy exists between these two ways of thinking about how customers actually buy.

      We need a new approach to address the primary purpose of business: to determine how to consistently and predictably create customers. This book introduces this new approach and addresses revenue generation in a way not only much deeper than before but also diametrically different from what has previously been available.

      Outside-In Revenue Generation uncovers and decodes the “DNA” of the target market’s buying process, allowing us to ultimately map the entire Customer Buying Journey. It lays out exactly how the supplier can apply that DNA mapping to understand how customers will buy a specific offering and what may cause them to hesitate or stop in their overall buying journey. This book, perhaps for the first time, will fully reveal and discuss how and why customers don’t buy in the manner sales organizations would like them to. They certainly don’t follow a buying journey that echoes any sales process I have ever seen. Outside-In Revenue Generation focuses totally on the customer and all that they will do and consider throughout their buying journey from start to finish.

      How Customers Buy . . . and Why They Don’t is not simply about sales and marketing or written only for sales and marketing professionals; it is about business. As Peter Drucker has so notably stated, “The purpose of business is to create and keep a customer.” Drucker went on to tackle the notion that to provide a return to shareholders is akin to breathing for the human body. Just as you must breathe to live, so must a business make a profit and a return to its shareholders. But just as the purpose of life is not to breathe, the purpose of business, he argues, is more than making money. The purpose is to create a customer, because what do you have without a customer? You might have a fine research center or a noble philanthropic organization, but you don’t have a business. Thus the very purpose of business is to focus on how to create a customer.

      It would therefore follow that any business should invest a lot of time and attention in exactly how they are going to do that. Traditional ways in which to look at the equation of creating customers have simply been too superficial. They may have worked in the past, but in today’s world where customers have unprecedented access to information, where customers are faced with an endless spectrum of offerings that will all benefit them, where decisions are no longer made by a single decision maker but by a dynamic network of decision influencers, traditional approaches fall very short of the mark.

      Arthur “Red” Motley famously said, “Nothing happens until somebody sells something.”1 Many, including myself, have embraced this as a business mantra. But I suggest that we tip this on its head and change it to “Nothing happens until somebody buys something.” Perhaps that sounds a bit chicken-and-eggish, but I would maintain that the implications of this mirror inversion of thinking are far from simple and do merit attention. Organization after organization believes the path to sales excellence is to design, implement, and manage a great sales process. However, I now realize that no one buys anything because of a sales process. Customers only buy because of their own buying journey.

      I must make one thing very clear. In flipping Motley’s comment, I do not for one moment want to leave any impression that sales and marketing, and indeed salespeople themselves, have any less of a role. In any situation other than selling truly commoditized offerings, the salesperson plays as important a role as ever. What I am suggesting, though, is that you start by understanding the Customer Buying Journey and determining an overall Market Engagement Strategy before simply turning a sales force loose armed with little more than product information, value propositions, and “a smile and a shoeshine.”2

      By understanding the Customer Buying Journey and what is really going on behind the scenes of the buying process, you will see how many organizations are woefully unprepared to engage in the process of creating a customer. In some cases, they would be better off taking their money to a casino; at least they would know the odds.

      It is also maddeningly ironic to see many organizations so diligently operating and investing in all their other business functions. The vast majority of businesses invariably show constant and careful attentiveness in their manufacturing, operations, finance, distribution, and research activities. But when it comes to creating a customer—that is, sales and marketing—they are anything but deliberate and mindful. Perhaps it is because sales functions are often viewed more as an art—often a black art by nonsales folks—than a science.

      The underlying malaise, however, is the mistaken logic that the customer will buy the offering based on the seller’s belief in its inherent value while paying scant attention to the buyer’s wants, needs, and the world in which they operate. Throughout the course of this book, I will show how faulty this logic is and consequently how incomplete and wasteful most sales and marketing investments have become. To illustrate this elemental principle, let’s look at an actual better mousetrap.

      Someone invented a new mousetrap that was indeed superior to previous iterations, and those supposedly in the know reviewed it. They extolled the mousetrap’s technological superiority, which justified the slightly higher price by observing that its more robust construction would allow for multiple usages, thereby lowering the cost per dead mouse accordingly. But the market did not beat a path to the door of the provider of these new-and-improved traps. Why?

      Well, the answer lies in understanding buyers and their buying process. Simply put, buyers preferred to use the old cheaper traps, as they could be thrown away complete with the offending rodent and so spare them the unpleasant task of cleaning and resetting the trap. The introduction of the “better mousetrap” actually generated more sales of the old commodity trap, which was now advertised as the handy disposable trap rather than the messy reusable variety.

      In this case, the buying journey, though relatively simple to map in hindsight, was obviously misunderstood and seemingly not even considered at the time. As you will see, the secret to understanding business success in any market lies in closely mapping the target market’s end-to-end Customer Buying Journey. Anyone charged with conducting business must fully understand what it takes to create a customer, and in today’s world, that means far more than providing a superior offering.

      How Customers Buy . . . and Why They Don’t is based on many years of research and analysis into how customers really buy. I wrote it to help those concerned with revenue generation to uncover what they need to move a customer into a buying journey and then through all the steps to the acquisition and successful adoption of a particular offering. With this book, organizations, probably for the first time, can have a navigation system by which to design and implement truly effective sales and marketing endeavors that will lead to a predictable, scalable, and consistent approach to creating customers. This is in no small part due to one of the most enlightening results that our research turned up. We found that buyers within a target market for a specific offering will behave in remarkably similar ways. This meant that we could decode the DNA of that specific journey and then map the complete Customer Buying Journey for that target market.

      In part 1, I will define and examine the six DNA strands of the Customer Buying Journey (CBJ). I will introduce the 4Q Buying Style quadrant, which unerringly reveals how customers are motivated in their buying activities. In part 2, I will share how to develop a Market Engagement Strategy based on what has gone before. In part 3, I will then translate that Market Engagement Strategy into real-world sales and marketing activities. In so doing, I will define the four Sales and Marketing Imperatives and introduce the CBJ Navigator™ and its inherent power and efficacy.

      And throughout everything will be the all-encompassing principles and practices of Outside-In Revenue Generation. I will use many examples to illustrate various points. Some of these will be real-life examples; others are more generic. In some cases, I will use very simple everyday examples that could be construed as trivial, but I trust that they will serve to make the point—and perhaps add a little fun along the way. I have also included two highly detailed and realistic case studies with full analysis to further illuminate our concepts.

      So we have lots to cover. Next up is a brief history of buying and selling. I’ll look at the constants that have always endured as things are bought and sold. And as much as the world has changed—especially since the turn of the millennium—there are really only two major changes in the commercial exchange of goods. The first is communication technology and its impact, which has led to the second major change: that the buyer now has dominance in the parallel processes of buying and selling. Away we go.

    

  
    
      
Chapter 2


      Three Generations of Customer Creation

      Let’s look at the history of how things are sold and focus on not just how suppliers sell but also how customers buy. I believe a sale is made not when someone sells something but when someone buys something. And although it may sound counterintuitive, I think of it as an equation. If I express this equation algebraically (with apologies to all real mathematicians), the constants would be A (Selling), B (Buying), and the problem is to come up with the solution A = B. As much as I like Red Motley’s concise zingers and other pithy epigrams from the likes of Zig Ziglar and Bob Hooey, here’s what I really believe: the sales professional’s role is to positively influence the equation that results in somebody buying something.

      But here’s the thing: a lot of selling is going on out there with no one buying, and a surprising amount of buying is going on with no one selling. Again, algebraically, this might be expressed as A = y and B = x, where y = 0 and x = $$$. How can you decipher these new equations and identify the x factor? I maintain that it is only by synchronizing the procedures of selling with the reality of buying that you can really be successful. With that in mind, let’s look at the three generations of the selling/buying equation.

      G1: The First Generation of Customer Creation

      To understand the origins of the seller/buyer relationship, you need to go back to the earliest days of commerce. Even before the emergence of money around 9000 BCE, people bartered. With bartering, an individual possessing something of value could directly exchange it for something they believed to have similar or greater value or use. However, bartering use is limited because it depends on a concurrence of complementary needs.

      You can still see bartering today in Southeast Asian street markets, where people essentially buy and sell everything. It is not unusual for the suppliers, mostly women, to go to the market a couple times a day, occupy their regular spot, and display their wares. These purveyors of goods tend to have a very specific inventory. For example, if you are the supplier, you might focus on a particular vegetable, herb, or fish. If people want fish for dinner, they either barter for that fish with what they have or agree to a fair price and pay with money. They get their fish for dinner, and you get what you need—in kind or in cash.

      Money (e.g., small bits of obsidian, seashells, metal) was first seen in the ninth millennium BCE in the Mediterranean region. The new relative ease of payment expanded both the buyers’ and the suppliers’ ranges considerably, but it didn’t really change the sales method. A cow was still a cow, and if its value—and therefore its price—was three goats, it was easier to go shopping with a bag of shells than drag three goats around. Conversely, the supplier could place herself in a static spot with a few cows and not have to deal later with several goats, dozens of loaves of bread, several sacks of barley, and so on—she could just stroll home with a fat purse.

      Whatever the method of payment, this style of selling and buying is highly transactional. A buyer sees what he wants, agrees on the price, and the deal is done. Buyers might look around at a few other suppliers offering what they needed, but this simple, well-defined, finite buying process would still take only minutes. Usually, only one other person is involved, and the search for the required goods is short and simple. Buyers can easily discover (although they probably already know) who is selling what they need, and they can quickly assess the offerings.

      Let’s consider the sales skills and process required here. The secrets of success are the basic sales skills of connecting, discovering, presenting, negotiating, and closing. It all starts with connecting with a prospect, so as a supplier, it would be helpful for you to physically be in a good location and occupy it regularly to attract and retain customers with good offerings. Assuming you have a good spot and the seller is regularly there, this sale is easily made. Then one of four things usually happens.

      By far the most common customer is the repeat customer: someone you know with a need you’ve dealt with before comes by just as he always does. Provided your goods and service are still as expected, the repeat sale always was and still is the easiest sale going.

      Less common, though just as effective and still an industry winner today, is word of mouth. One of your customers recommends you to someone else, and she drops by, sees the goods, and knows from her friend that you are trustworthy. This is another easy sale, and it often results in another repeat customer.

      Then there are the casual shoppers or first-timers who pass by and love the look of your fish. If they don’t buy right away, they might circle the block to see if anyone else has anything better or give themselves some time to browse. But once they have decided, they are usually confirmed and happy buyers, though they are not really a customer base you can depend on.

      Finally, you can shout at or otherwise draw the attention of potential customers as they walk by. Note that this style of attracting new customers is seldom used in these situations, as customers with a need usually know where to find what they want, and there are few impulse purchases. In any event, you physically connect and talk with your buyer. It is essentially a “live” commercial.

      Once you connect with a potential buyer, the key is discovering what she is looking for and what she has to barter or pay with. Strong discovery skills can help you discern exactly what the prospect is looking for, and based on that discovery, you can position and present your offering in its best possible light, emphasizing the characteristics that match what your prospect desires. With the prospect now more than interested, the negotiation can start, and hopefully end, with you closing the deal—simple and straightforward. All this is done face to face, often with someone you know, in minutes in a single conversation. The entire process is very stable, and you usually sell the same thing to the same people over and over again.

      
G2: Second Generation

      Up until the early twentieth century, selling and buying continued in very much the same way. Buyers generally knew exactly what they wanted and where to get it, and the buying and selling process was very straightforward and conducted in person in one short conversation. But things changed in the early twentieth century.

      Buyers now had a choice. Thanks to the telegraph, telephone, fax, advertising, mail-order catalogs, radio, and television, they were exposed to new suppliers and could communicate in ways other than physically being there—either by reaching out to suppliers or by connecting with a traveling salesman. These became the glory days of the yellow pages and the 1-800 number. Companies invested in mail-order catalogs and radio and television advertising. Buyers spent more time exploring their options, because they could. No longer was a deal transacted in a single discussion, and often more than one person was involved in the overall buying process.

      In the late 1940s and early ’50s, it became clear that great sales skills were no longer enough. IBM, Burroughs, and NCR—all selling complex accounting equipment—took note of the change. These companies led the way into a new era of sales, reflecting the new era of buying. Thus the notion of the sales process was born.

      Their sales processes reflected the growing complexity of buying. The process is still founded on basic sales skills, but they are now formally documented into a sequence of activities, such as identifying a prospect, qualifying, presenting, negotiating, and closing. The sales process usually emphasized qualification and played out over a series of conversations within the different stages of the buying process and with its key players. This process was further refined over the decades by countless sales training companies. Even today, new selling systems and methodologies are all essentially based on this same sales approach.

      The second generation of buying and selling is typified by three distinctions: a higher level of choice available to the buyer, the ability to transact remotely, and the overall transaction usually taking place in a series of discussions over time.

      Then came the World Wide Web.

      
G3: Third Generation

      The internet and how people use that technology to communicate has changed the game and given rise to the third generation of selling and buying. As a result of the internet, the dynamics of the buying process have significantly changed. I imagine you have already predicted the trend here: greater choice, greater complexity, and a greater number of people involved in the buying process. Let’s look more closely at today’s reality of buying and selling.

      Buyers are now overwhelmed by the information they have at their fingertips and the choices they have in today’s market. However, along with a greater choice of options comes a greater number of issues that can hinder, delay, or downright nullify the most persistent of sales efforts. Note that these five root issues rarely have anything to do with the quality or value of what’s on offer.

      
        	1. There’s no shortage of things to do. In today’s world, few business professionals are short on things to do. Their days are full, as are the days of their team members. They simply do not have the time to evaluate new ideas and approaches. They are so saturated with marketing messages, sales calls, and other great stuff coming at them that they have learned that they can, and indeed must, switch off, no matter how enticing things may sound. They’re just too busy.

        	2. Resources are fully deployed. Similarly, they have no additional funds or other resources. Rarely is any spare cash sitting around waiting for some new idea, however compelling that idea may be.

        	3. The bets are already placed. Sit at the roulette wheel in any casino and you will see the dealer wave his hands across the table to signal that the bets are placed and closed prior to the wheel slowing down and the winning number becoming more apparent to the keen observer. Approaching a company with a new product offering and asking them to invest is like trying to place a bet after the betting has closed. Imagine a CFO who goes back to her board and proclaims that she’s found another way to save money. You might think they would meet such an initiative with applause, but the opposite is usually true. The board might wonder how many other ways to save money that the CFO overlooked. The simple truth is that—as at the roulette table—people have already placed their bets, and the organization has committed to certain directions, investments, and initiatives. Trying to change those bets, no matter how rewarding, is tremendously difficult once those hands are waved.

        	4. Organizations avoid change. It’s no secret that change is hard, but people often trivialize it in the traditional selling approach. There is a belief that if the benefits of adopting a new product are clear and distinct, then surely the customer will buy. This is simply not the case. Our research has shown that time and time again, even when faced with a credible business case, individuals don’t buy. The change this purchase represents, no matter how trivial it may seem, is simply too great for the customer.

        	5. The single decision maker is a myth. Many second-generation selling approaches are based on a belief that a decision maker, usually in a senior position, will make the purchase decision. Salespeople then seek out this individual with all manner of approaches to sell high and close. This may have been the case previously, but in today’s empowered and connected world, decisions are made through a dynamic network of influencers rather than by a predetermined senior executive. Selling today is typically more like mounting a political campaign to identify the influencers and understand their motives.

      

      Things have changed, and these five issues underscore the challenges selling organizations now face in their sales and marketing activities. Company after company is still mired in G2 thinking, trying to overcome these challenges by honing their messaging with even more assertive persuasion about how great their products are. And here’s the kicker: it’s not that these prospects aren’t interested, don’t believe, or need more information—it’s that they haven’t committed to a buying journey.

      
Discontinuous Change

      The difference between the second generation and the third, like the difference between the first and the second, is not a gradual evolution but a revolution. It is not a trend line that slopes gently up but a step function showing a discontinuous change between these generations of buying and selling. The root cause of this is simply the technology that the buyer can utilize and how the buyer uses that technology to communicate.

      Selling in Today’s World

      Customers’ new buying methods have completely changed the buying/selling equation. Through the first and second generations of buying and selling, the salespeople held the keys. The buyer had to come to them to gain information, understand the product, and determine if the offering matched what was required.

      In my days of selling in the 1980s, we had the “sales desk.” Every call into the company on the 1-800 number was answered by a live salesperson. Imagine that in today’s world! We took turns sitting at the sales desk, and the incoming calls covered an amazing array of questions: people looking for our fax number, technical inquiries, support—you name it. In most cases, we would simply reroute the messages to the appropriate resources. But every so often, a call would come in from somebody looking for help understanding our products, our services, and of course our pricing. These were the calls we lived for. We would offer to drop by and meet them. Such offers would usually be met with a response such as “It’s okay, thanks, I just want this information,” as the last thing they actually wanted was a salesperson landing on their doorstep. But we would laugh at the newbies who would dutifully package up the information and send it out.
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        Illustration 2.1. Discontinuous generational change

      

      There was a famous expression back in those days: “The selling stops when the brochure is delivered,” and that is exactly what usually happened. When the brochure was delivered, the salesperson lost control. The prospective customer then had no reason to work with a salesperson. They had the brochure, so they could figure it out themselves.

      Life was great back then—when we received those phone calls, they were often from prospective customers at the start of their buying journey. And we didn’t send out brochures; we sent out ourselves. We met with the prospects and discovered what they were doing, and then helped them determine the best possible solutions. Buyers had to wait for salespeople to send or bring information, and then they had to wait for salespeople to deliver quotes. Salespeople were equipped with the knowledge and the numbers, and with that information, they drove the deal.

      This has all changed. Today, those prospects have the biggest and best brochure in the world right on their desks—the internet. This is where today’s customers get their information, and perhaps rather ironically, this is where each and every company puts all the details of their offerings. So is the brochure delivered? Has the selling stopped? Well, if that’s all salespeople were—walking, talking brochures—then the internet has certainly replaced them. So at the very least, that style of selling has stopped.

      But now buyers have all the information they need at their fingertips and can be overwhelmed by choice. Surveys show that buyers don’t even contact salespeople until they are already well into the buying process: “Today’s buyers control their progress through the buying journey much more than today’s suppliers control the selling cycle. In a recent survey, 74% of business buyers told Forrester that they conduct more than half of their research online before making an offline purchase.”1

      This has caused a revolution in the buying/selling equation because the power has shifted from the seller to the buyer. The buyer is no longer at the mercy of the seller to get information and pricing. The buyer now dominates the parallel processes of buying and selling, sets the cadence, and moves the process forward. This is why the very notion of a sales process is outdated. The sales process no longer sets the pace. The sales process no longer dictates what happens next. It is the buying process. G3 is here, and the buyer is driving.
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      Mapping the Customer Buying Journey

    

  
    
      
Chapter 3


      The DNA of the Customer Buying Journey

      The more customers we talked to about their buying processes, the more information we gained, and discernable patterns began to emerge. Looking back, I realize we had started to look at sales from the outside in. We didn’t call it that at the time, and perhaps we didn’t even recognize it, but from what followed, it was clear that we were starting to shift our focus from the selling perspective to the buying process. I came to visualize this process as a journey, and these early endeavors confirmed that vision, giving us fledgling ideas of what it looked like, and led us to create some superior selling strategies for our clients. I called this process the Customer Buying Journey.

      However, we were continually faced with sorting through a daunting amount of information to determine what was useful and relevant and what was not. We wanted a way to view a particular buying journey—a view that delivered insight without the onerous task of continually reanalyzing relatively similar data. Over time, we developed a model that enabled us to do just that—to effectively decode and, in so doing, create a map for any particular buying journey. This is the DNA of the Customer Buying Journey.

      This DNA model has six major strands. The nature of these strands can vary greatly among different markets, but for any particular market, when buying a specific offering, they will share the same code. These strands will allow you to determine the unique elements of any market’s buying journey and develop in-depth knowledge of what really happens throughout the end-to-end buying journey.

      
The Six Strands of the Customer Buying Journey DNA

      Let’s take a look at the six DNA strands of the Customer Buying Journey. The following six chapters will then explore each of these stands in greater detail. Keep in mind that I have chosen to describe all these strands in the context of how the customer buys. We do not mix the selling and the buying but start by developing insight into the buying journey strictly from the customer’s point of view.

      I know anyone involved in the revenue generation side of business—a CEO, a marketer, an entrepreneur, or a salesperson—will be tempted to jump to the other side and look at things from the selling viewpoint. As a supplier reading about how customers buy, it will be only natural to think about how this applies to your own selling situation. By all means, feel free to consider how customers do buy and use them as real-life examples as I discuss the strands of the DNA of the Customer Buying Journey.

      However, I encourage you—at least for now—to resist the temptation to consider how this may impact sales and marketing. Rather, first get the full picture of how customers buy before thinking about how to engage their market. You will learn in detail the implications and strategies for market engagement in part 2 of this book, but for now, I will get into how customers really buy. I am going to decode the DNA and, in doing so, map the Customer Buying Journey (see illustration 3.1).
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        Illustration 3.1. Customer Buying Journey DNA

      

      1. Triggers

      Triggers determine what activities, events, or experiences initiate a buying journey. You will also see dependencies added to and included with this strand.

      2. Steps

      These are the activities buyers are likely to engage in throughout the buying journey. They are usually grouped and sequenced as a series of sequential steps that comprise the total journey. I will also highlight the activities, or touch points, during which a buyer is likely to reach out and interact with a potential supplier.

      3. Key Players

      Here you want to determine what roles across an organization, or outside of the organization, are likely to be involved in which steps across the buying journey.

      4. Buying Style

      As we talked to more and more buyers about how they actually approached their buying decisions, we began to notice important patterns. We have captured these in our 4Q Buying Style model, which I will show in detail in chapter 7. The dynamics of the customer’s buying style are often ignored, trivialized, or just plain missed, and I cannot overstate their importance. We have seen companies not only change their overall approach to the market but actually change how they are organized and even how they think of their company based on gaining insight into their customers’ buying style.

      5. Value Drivers

      The value drivers provide the motivation for the buyers to move forward into and through their buying journey. They are the rewards the buyers expect to gain—the carrot, so to speak—by the acquisition and adoption of the offering.

      
6. Buying Concerns

      Buying concerns—perhaps the most important facets of the DNA—are widely overlooked and the least understood aspects. These are inhibitors that can slow down or stop a buying journey. They come in all shapes and sizes, yet we found there was great commonality of buying concerns across a particular buying journey for a specific offering in a given market. After much analysis, we were able to define nine categories of buying concerns.

      Over the next six chapters, each strand of the Customer Buying Journey DNA will be explored in full detail.

      Takeaways

      
        	
⇛ Buyers buy in remarkably similar ways. When faced with buying a particular offering within a particular market, buyers will exhibit very similar buying behavior.

        	
⇛ If customers are buying a particular offering in a dissimilar way, this denotes more than one market. Indeed, the true definition of a market is one in which buyers behave in a similar manner.

        	
⇛ A buying journey can be decoded and mapped. There is a method for decoding the “DNA” of a market’s buying approach, which reveals six specific strands. These strands can then be compiled into a complete map of the Customer Buying Journey.

        	
⇛ Buyers across a market may proceed through the buying journey at different rates but they follow the same buying journey with a common DNA.

        	
⇛ Key players, buying style, value drivers, and buying concerns will likely change across the buying journey, but in a predictable fashion.

      

    

  
    
      
Chapter 4


      Strand 1: Triggers

      The Customer Buying Journey trigger is an event, experience, or activity that causes a customer to enter into a buying journey. This does not imply that they will conclude that journey or even get very far with it. Neither does it signify any particular rate at which that buying journey may proceed. The events, activities, or experiences that trigger a Customer Buying Journey can be internal or external to the buying organization.

      Internal triggers might include dissatisfaction with the current state or the realization that a certain area needs to be changed. Perhaps costs in a certain operational area have continued to climb past what is considered reasonable, so a buying journey is triggered in an effort to explore possible alternatives. However, note that a new need or dissatisfaction with something already in place does not necessarily trigger a buying journey.

      External triggers can come from many different sources. Perhaps reading an article, visiting a trade show, or researching online prompts interest in a new or alternative approach. Maybe a salesperson calls on the company and introduces new and relevant insight that triggers a buying journey.

      The Source

      In our work, we gave considerable thought to what truly constitutes the start of a Customer Buying Journey. When buyers talked about the start of their buying journeys, they would mention, for example, that they came across a particular offering or supplier, perhaps at a trade show. Does that then suggest that any supplier they came across at such a trade show could start a similar buying journey? Of course not; after all, they may have become aware of dozens of different offerings at that same trade show, the vast majority of which did not trigger a buying process. It would therefore be wrong to conclude that a certain trade show booth triggered that buying process. It may have, but you have to get much more specific about exactly what conditions triggered that decision. Most likely they were already aware that they needed an alternative approach to something they had or were doing. And if this indeed is the case, you have to dig further back to discover the real trigger—what it was that started them on their buying journey.

      Let’s consider window-shopping. As you walk past a series of shop windows, you might be informed, entertained, amused, or even inspired as you gaze at the merchandise. But none of this—in and of itself—necessarily triggers a buying journey. Many sales and marketing people have been caught out by this simple fact. While you can entertain, inform, or inspire a potential buyer, none of these conditions implies that a buying journey has been or will be triggered.

      After considerable research and testing, we discovered that a buying journey starts when someone who is in a position to buy, or has influence on those who could buy, has decided an unsatisfied need should be addressed or a value should be gained through the acquisition of an offering and is willing to take action. The wording is important here; I am saying “should” as opposed to “could” or “would.” Could implies that he or she is able to address the need or the value, but there is no assumed intent to do anything. Would implies a conditional belief in the satisfaction of a need or the value to be gained only if he or she proceeds. Should indicates a belief in further action.

      Let’s go back to our window-shopping—a shoe store, for example, and a very smart pair of walking shoes in particular. I could buy those shoes—I have my credit card with me, and I’m pretty sure I don’t have any holes in my socks—but I’m in a hurry, so I’ll pass. I would buy those shoes—they’re a very good brand and they look super comfortable—but I have a perfectly good pair at home, so I won’t. I should buy those shoes—they’re a great price, and I have a hiking vacation coming up. As a result, a buying journey is triggered because should must lead to further action.

      We worked with a company that offered a wonderful 3D display. Their demo was one of the highest-impact presentations I have ever seen. You put on the glasses and then images appear in high-definition 3D right in front of your face. As creatures rush toward you, you duck. As scenes are presented, you are amazed. Never did they fail to entertain, amuse, inform, educate, or impress. However, none of this implies that a buying journey has started. The buying journey only started when someone (a possible buyer or someone who could influence a possible buyer) seeing the demo gains the belief that this technological device is indeed something that should address a specific need or bring certain value in a particular application and is willing to do something about it.

      It is obviously very important to understand the real triggers for certain buying journeys—to track back to the real root causes. Likely more than one condition triggers a Customer Buying Journey, and sometimes these conditions depend on each other.

      Take, for instance, an organization that continues to deal with an insurance broker who they don’t think is providing the best service. No real issues develop to stop them from buying from that broker, so they continue this service for several years. But perhaps they hear about a different broker who is providing outstanding service to a neighboring company, which then triggers a buying journey. In this case, two things had to happen to trigger the journey. First, dissatisfaction with the current provider (internal), and second, the emergence of a viable and proven alternative (external). Both conditions had to exist to trigger the buying journey. If a new broker had been recommended but the organization was not dissatisfied with the service of the current one, nothing was likely to happen. And conversely, despite poor service, nothing would have happened without there being a viable alternative.

      Three Modes of the Customer Buying Journey

      Once triggered, the Customer Buying Journey can be categorized into one of three modes, each of which tends to dictate the nature and complexity of that buying journey

      1. Substitution

      Substitution is when a buying journey is triggered by the customer’s need to explore—and potentially acquire and adopt—an alternative offering for or supplier of something that is already part of the standard operating procedures. In other words, the buyer is simply substituting one solution for another. Maybe a cheaper, faster, or higher-quality solution has been discovered. Perhaps a particular supplier has failed to deliver the required quality or service, and this has triggered a Customer Buying Journey to find an alternative provider.

      Substitution is the simplest overall buying journey. Usually, buyers know what they require, and their current approach offers a benchmark by which to judge possible alternatives. As you shall see, however, it is risky to assume that this implies the journey will be straightforward and easy, because any change—no matter how small—can present a barrier to the successful completion of the journey.

      2. Augmentation

      Augmentation is a buying journey in which the buyer explores the potential to acquire and adopt an offering with greater functionality or potential than a current approach. Such a journey may be as straightforward as upgrading a current product or service, or it could involve switching providers to add greater functionality.

      For example, in the high-flying world of corporate aviation, if a company is exchanging one turboprop for another, that could be considered substitution. But if they are upgrading to a jet, then that would be augmentation. At a more mundane and earthbound level, switching from Dell/Windows to Lenovo/Windows laptops could be considered substitution if the specs and usage remained largely the same. But upgrading to Cloud computing with iPads could be considered augmentation.

      3. Disruption

      Disruption is when a buyer considers something totally new, whether that journey is long planned or more spontaneous. The acquisition and, more importantly, the adoption of such an offering will disrupt the current approach in some way. As an example, think of a distribution business moving from old “green screen” monitors in its warehouses to tablets and RFID. Although there may be many benefits associated with such a change, it will require workflow changes, reskilling, redefining job roles, and likely major installation challenges. That would be disruption.

      To contrast these three modes, consider the world of health care providers and one aspect of orthopedics. If a hospital is looking at switching from one artificial joint provider to another, that would be substitution. If it is considering a provider with a new form of infection-preventing joint coating that otherwise requires the same surgical processes, that could be considered augmentation. However, if the hospital is contemplating adopting 3D imaging and the custom design and 3D printing of joints, that would likely be a disruptive buying journey, as their surgical procedures and schedules would need to change to accommodate this new approach to joint replacement.
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        Illustration 4.1. Buying triggers flow chart

      

      Takeaways

      
        	
⇛ There is a very important distinction between someone with an intent to buy and someone purely educating himself or “window-shopping.” One is on a buying journey, and the other is not.

        	
⇛ It’s important to know what can trigger a buying journey and the dependencies that enable the successful conclusion of that journey.

        	
⇛ There are three modes of the Customer Buying Journey:
          
            	
◦ Substitution. The buyer is simply exchanging one supplier or offering for another.

            	
◦ Augmentation. The buyer will continue to buy what they have in the past but do so in a way that adds something more to the equation; this could be with the same supplier or offering or with a different supplier or offering.

            	
◦ Disruption. The buyer is going to buy something that either is new to them or will change something they are already buying.

          

        

      

    

  
    
      
Chapter 5


      Strand 2: Steps

      The traditional sales and marketing view of a buying journey assumes buyers have little else to occupy their time other than the acquisition of the chosen offering. Sellers often assume that the buyer follows a simplistic path of discovering the offering, evaluating its benefits, and purchasing it. The 1950s and ’60s ushered in the alluring logic of the ubiquitous sales process, which assumed that the buyer would obligingly follow that logic. Life would be so easy if that were the case! Nothing shows how myopic, simplistic, and incomplete that logic is than the second strand in the DNA of the Customer Buying Journey, which covers every activity a buyer engages in from start to finish.

      When buyers talk about what they do throughout their buying journey, a strange thing happens. They energetically start to describe what they did, thinking this will be a short and simple story. But they rarely get very far before adopting a different tone as they unravel a surprising complex web of activities. Often, they will share their own surprise as they think back to everything that happened—and had to happen—to move through the buying journey. With the exception of impulse buys, the journey is never simple, and perhaps that is why impulse buys are a category unto themselves. However, even impulse buys should be viewed in the wider construct of what led the buyer to be in that place, at that time, and prepared for the impulse buy.

      There is no substitute for the information gained by talking directly to customers and potential customers in your target market. They will need careful prompting to recall all the activities involved in their overall buying journey, and then they will need time to think it through, but with the right level of prompting and support, they will unravel all that happens in the real world of buying. When we try to map out the activities without actual customers and simply talk with a sales and marketing team, we find the focus is on a significant but small subset of the actual buying journey. Perhaps counterintuitively—though it doesn’t surprise us anymore—when we facilitate the same process with a company’s executives or engineers, we get an even more myopic view of the buying journey. Even if the salespeople don’t really think of everything that happens throughout the journey, they are usually close enough to their customers to have an approximation. With apologies to those whom I am about to offend (and noting that there are always exceptions), I find that those removed from the front line have a very limited view of what really happens across the Customer Buying Journey.

      The first key to mapping buying activities is to ensure you really are considering the complete buying journey; in so doing, you widen the focus considerably from the simple acquisition of the offering. Interestingly enough, often very important activities happen even before the buying journey trigger. Consider the case of changing from one supplier of a commodity offering to another. This buying journey could be classified as a substitution, as I discussed in the previous chapter when looking at triggers. The fact that the buyer was actively engaged in purchasing and using a similar offering from a different supplier could be considered an important activity in the overall buying journey, even though it occurred prior to the trigger.

      Consider a hospital buying surgical gloves. They have probably been buying such gloves for a long time, but somewhere along that timeline, they probably evaluated their usage, considered various alternatives, and decided to go with a specific supplier. Perhaps lately they have experienced delivery problems, so their decreased dissatisfaction triggers a buying journey where they will evaluate potential alternative suppliers. Clearly, their previous activities of evaluating alternatives and their experience with delivery issues are going to impact how they proceed with a possible switch of suppliers.

      In a totally different style of Customer Buying Journey, let’s consider the acquisition of a single high-ticket item by a corporation such as new real estate or a corporate jet. If you think of the buying journey starting when they commence their search, you will miss many steps in the buying journey. This buying journey may have started with long-term planning several years before the actual acquisition. These activities, which might include capacity planning, strategy, and long-term planning, should be considered part of the end-to-end buying journey. Successful salespeople selling high-ticket items, especially to institutions such as federal government bodies, know that the buying activities that will influence the eventual purchase can happen years ahead of the purchase.

      In the same way that you must track back to all the possible activities that led up to and follow the trigger, you also have to go forward to consider the delivery and adoption of the offering. The buying journey doesn’t end at the point of purchase. Ask any buyer, and you will quickly discover that their view of the journey doesn’t end with the purchase order. In most cases, their objective throughout the buying journey is placed not on the purchase but on the use and inherent benefit of the offering. In many situations, the business relationship between the supplier and the buyer doesn’t end at the point of purchase but continues through service and support and quite possibly the sale and delivery of further products and/or services. In today’s world, an increasing number of companies conduct business with their customers on an ongoing basis. The “As a Service” model has been widely adopted across the technology sector, because not surprisingly, a recurring revenue stream is in many ways the Holy Grail for a broad cross section of industries. These trends simply reinforce the need to consider the activities that happen after the point of purchase and indeed throughout the entire life cycle of the offering as components of the overall Customer Buying Journey.

      At this stage, then, you have ensured a focus on the total buying journey. For each activity, you need to ask, What led to it? What had to happen for it to occur? Then the answers to those questions will likely lead to adding even more to the list of buying activities. You also need to consider all the people who likely influence the buying journey and once again examine what they did and how they became involved. This all adds to the growing list of activities that will or may occur along the overall buying journey.

      
Sequencing the Buying Activities

      After completing a list of all the possible buying activities in the Customer Buying Journey, the next step in decoding and mapping the DNA is to sequence those activities into a timeline. This can often cause concern, as people tend to think that the buying journey lacks a logical sequence. Some believe the process is far more random or chaotic in today’s world. I am certainly not going to say that there cannot be an element of such disorder, and I would totally agree that there is often the appearance of such randomness, but our research has shown that most significant activities occur predictably and sequentially.

      To illustrate the seemingly opposing points of sequence, consider very simplistically a few activities across the buying journey for a new mobile phone. For the sake of the illustration, assume that the discovery of an enticing new feature associated with a particular new model triggered the buying journey. The following activities give an idea of what may occur:

      
        	1. Evaluate the phone

        	2. Search for alternatives

        	3. Compare functionality

        	4. Determine requirements and priorities

        	5. Select new phone

      

      This example focuses on a very small subset of all the buying activities that are likely to occur in such a transaction, but it serves to make the point of order versus chaos. In this example, the buyer discovered a new function she considered highly desirable, thereby triggering her buying journey. At that point, perhaps the buyer determined she wanted that new feature and thus would purchase that particular phone. However, buyers being who they are and phones being what they are, the buyer considered she should look at other phones in her buying journey. You will see later when I discuss buying styles exactly what is responsible for this buyer behavior, but for now, let’s just go with it.

      The buyer, in her search across other choices for a phone, will likely come across other new features and functions. Based on that new knowledge, she will then again look at her requirements and priorities. The fact that she looked at other phones likely led to this new knowledge, which in turn led her to examine and possibly modify her perceived requirements. You can look at this in a number of ways. Those who subscribe to the chaos theory can argue that the buyer’s requirements and priorities are in a constant state of flux. But I prefer to look more deeply to uncover what causes that apparent state of flux and reveal that as the buyer looks at other phones and becomes more knowledgeable about what is available. In turn, this influences how she sees and values her overall needs and priorities.

      What can make the equation even more confusing and lead to apparent randomness in the buying journey is how a buyer may appear to move backward and forward through a possible sequence of activities. A particular buyer could evaluate her needs and priorities before even looking at a new phone. She could then reevaluate those needs after looking at the first phone and then again after looking at the alternatives. You would not consider this the same buying activity being performed many times or being done randomly. In a case like this, you would map each of these likely activities along the sequence. For example, you could then map this out as follows, with the new activities noted in italics:

      
        	
• initial thoughts on requirements and priorities


        	1. Evaluate the phone

        	
• formulate a more informed opinion of requirements and priorities


        	2. Search for alternatives

        	
• learn more about possible features and functions


        	3. Compare functionality

        	
• reassess requirements and priorities


        	4. Determine requirements and priorities

        	
• based on new knowledge of possibilities


        	5. Select new phone

      

      This adds more work, more analysis, and more buying activities to be sure. However, I believe that only by decoding the DNA to this level of precision does it becomes truly insightful and useful to our needs. To summarize this point, buying behavior can often give an appearance of randomness and chaos, but most buying activities tend to follow a certain sequence.

      After completing the list of buying activities, we recommend laying them out along a timeline. We often use yellow sticky notes with each individual buying activity written on its own note, which we then place sequentially on the wall from left to right. If we come across an activity that could occur at any particular time or ones that occur all the time, we simply place these in their own pools. In this way, we invariably discover three things: over 90 percent of all buying activities can indeed be sequenced, we come across additional activities, and we need a longer wall.

      One final important point is to underscore that the process of decoding the DNA is like peeling an onion. As we move through the process, it is very likely—in fact, suspicious if not—that we will uncover additional buying activities we should add to the list. And it’s not just the buying activities—as we explore the other components of the DNA and continue to ask the leading questions of what, why, how, who, and when, the onion will likely reveal more layers and greater depth. This is perfectly fine. We expect to keep adding and adjusting the code as we delve further into it.

      Touch Points

      Once compiled, we can now look across all the buying activities we have identified and highlight those that are touch points, which are buying activities where we would expect the buyer to reach out and interact with a potential supplier or the supplier to interact with the potential buyer. Illustration 5.1 shows examples of these touch points, which include the typical activities and potential ways in which those interactions may occur.

      This table offers just some of the examples of common touch points. Note that these are all stated and documented from the buyer’s perspective. I should repeat the warning that when we complete this exercise with a client, it is usually extremely difficult for them to put themselves into and stay in the role of the buyer. The result is that the buying journey DNA can too easily become what the supplier would like it to be rather than what it is likely to be. In the case of touch points, we would quickly see this become a list of how and when the supplier would like to interact with and influence their prospective customers rather than what a prospective buyer is likely to do. This points to the importance of talking with actual customers to discover what they really do. Invariably, buyers do not behave in the perfect way a supplier would like to imagine.

      Illustration 5.1. Examples of touch points

      
        
          
            	Example activities
            	Vehicle to connect buyer and supplier
          

        
        
          
            	
              Search for information

            
            	
              Website

              Telephone call

              Email

              Online chat

            
          

          
            	
              Gain assistance in defining the solution or configuration

            
            	
              Website

              Sales rep

            
          

          
            	
              Request for quotation/pricing information

            
            	
              Website

              Sales call (in person or virtual)

              Email

            
          

          
            	
              Request technical assistance/support

            
            	
              Website

              Telephone call

              Email

              Online chat

            
          

          
            	
              View or participate in a demonstration

            
            	
              Live (in person)

              Live over the web

              Website using prerecorded material

            
          

          
            	
              Participate in a presentation of proposal

            
            	
              Sales call (in person or virtual)

            
          

        
      

      It’s also important to look at how potential customers are actually interacting with potential suppliers. This is one of the major impacts of what I earlier described in the third generation of customer creation. In earlier times, touch points would have largely have been live and often between the salesperson and the prospective buyer. But thanks to technology, this is perhaps where we have seen the biggest difference in how buyers behave today. Not only are many more touch points served by the internet without any live communication, but now the touch points themselves are quite different. We know that buyers now can get a lot further into their buying journey without any live interaction with a supplier. Rather than having to talk to a salesperson, they can get the information they need from a website.

      When considering the touch points and how they may be realized, you can also drill down further to determine the vehicle that they interact with. Numerous options are available to our example mobile phone buyer, for example, including the following:

      
        	
• go online and conduct a general search for new phone

        	
• go online to a particular consumer review site

        	
• go online to a particular forum or social media site

        	
• walk into a store in a mall

        	
• go to a particular store

        	
• text a particular friend

        	
• talk to a particular friend

        	
• talk to several friends

        	
• call or text a particular salesperson

      

      All of the above are viable vehicles for the touch point of gaining a recommendation. The important question here is “What will determine which way the buyer goes?” Exploring this question may once again lead to discovering more buying activities. Perhaps it was the buyer’s experience purchasing her previous phone, which then implies that this buying journey may have to go back to include the activities associated with buying that previous phone.

      Interestingly, if you assume for a moment that many buyers acquire a new phone every year or so, then you could argue that there is no discrete buying journey for acquiring a phone but rather there is a continuous buying journey that includes the many times a new phone may be acquired in a buyer’s lifetime. This leads to the topic of recursive “looping” buying journeys, which I will explore later.

      Coalescing Buying Activities into Steps

      At this point, you should have a timeline of all the potential buying activities a buyer may undertake throughout their overall buying journey. I can assure you that this will include a multitude—perhaps even an overwhelming number—of activities. We recommend, then, that you review the activities and group them into subsets of overall buying steps. In most cases, it is not difficult to group activities together and then give them a meaningful name that aptly describes the group. In most cases, we find that the buying activities come down to a series of five to twelve buying steps. At this point, it is most important to never lose sight of the detail—the buying activities themselves. Although you might be tempted to disregard some of the activities at this stage and simply consider the steps, always remember that the devil really is in the details. However, the buying steps will give you a very useful way in which to conceptualize and examine the overall Customer Buying Journey without getting lost in the detail.

      A Buyer’s Progress along the Customer Buying Journey

      Different buyers may go through the steps of the buying journey at a different rate, or they may get stuck at different steps or even jump back to previous steps. Once again, this is not chaos but the result of predictable and observable factors. Let’s look at the steps of a hypothetical buying journey for acquiring a server for a small office:

      
        	1. Determine requirements

        	2. Identify potential suppliers and models

        	3. Create a short list of possible servers

        	4. Compare functionality and pricing

        	5. Research recommendations and reviews

        	6. Make a selection

        	7. Negotiate and purchase

        	8. Take delivery and install

        	9. Launch and utilize

      

      What might happen here? Perhaps someone in the organization has had a previous positive experience with servers from a particular company. The buyer might then appear to move from step 1 straight to step 6, where he favors a particular model with no further research. This may work for him, but perhaps as he further explores his chosen option, he discovers that it no longer comes in the configuration he liked or is incompatible with certain aspects of the operating environment. Such a discovery could then drive the buyer back to step 2 or, in some cases, even step 1, where he realizes he should start with a clean slate and determine the overall requirements for a server in that environment.
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