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I n t r o d u c t i o n  

This br ief guide has been inspired by our successful adaption of the 
principles established in Alex Osterwalder ’s widely acclaimed “Business 
Model Generation” to the specific chal lenges faced by companies 
competing in high-value,  complex B2B sales environments.  

F r o m  S t a r t - U p s  t o  E s t a b l i s h e d  P l a y e r s  

We’ve used the ideas contained in the following pages to help cl ients 
implement repeatable, scalable and pred ictable sales and market ing 
processes.  We want to share what we’ve discovered, in the hope that i t  
might inspire you to apply the lessons learned to your own organisation. 

Every organisation needs a business model.  Yet we find that many B2B 
organisations of al l  ages and sizes - from start-ups to established 
players - have fai led to apply the proper focus to at least one of the 
elements that we have identified as being cr it ical  to building scalable 
businesses.  

Tradit ional business models have fai led to keep pace with the rapid 
changes in many markets.  The Business Model Framework enables us to 
focus on the new fundamentals and to help cl ients to evaluate their  
priorit ies with a fresh pair  of eyes.. .
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I n t r o d u c i n g  t h e  B u s i n e s s  M o d e l  F r a m e w o r k   

Our Business Model Framework fol lows a logical  sequence - start ing with the problems you solve,  the customers you address and 
the trends and triggers that cause them to act .  I t  then looks at your solution in the context of your prospect’s options and 
establishes your optimum market f it ,  value proposit ion,  go to market strategy,  sources of cost and revenue, and key business 
metrics .  Each step builds upon the next ,  and we’ l l  explore each of these bui lding blocks in more detai l  on subsequent pages.  
 

I N F L E X I O N - P O I N T  B U S I N E S S  M O D E L  F R A M E W O R K  -  K E Y  B U I L D I N G  B L O C K S  
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K e y  B u i l d i n g  B l o c k s  

At its most basic level ,  the purpose of a business model is  to describe 
how an organisation creates, del ivers and captures value. Our exercise 
starts ,  not with the products or services you sel l,  but with the problems 
you solve for your most important target customers.  

S t a r t  W i t h  t h e  P r o b l e m  

Many B2B companies talk about embracing “solution sel ling”.  But i f  
your objective is to create a repeatable, scalable and predictable 
business,  your “solutions” only exist  in the context of a set of common 
problems that need to be solved, common goals that need to be 
achieved, or common issues that need to be addressed for a given 
group of actual or potential  customers.  

Focusing on solving a c lear ly defined set of bus iness-crit ical problems 
brings great clar ity and discipl ine to every one of the decis ions your 
organisation needs to make when defining your target markets,  
developing appropriate solutions and implement ing repeatable, 
scalable and predictable sales and market ing processes . 

Let ’s start by taking a look at the problems you solve. . .  

 

 

 

1  T h e  P r o b l e m s  Y o u  S o l v e  

2  I d e a l  C u s t o m e r s /  K e y  S t a k e h o l d e r s  

3  T r e n d s  a n d  T r i g g e r s  

4  S o l u t i o n  

5  A l t e r n a t i v e  O p t i o n s  

6  C a t e g o r y  

7  U n i q u e  V a l u e  P r o p o s i t i o n /  
U n f a i r  A d v a n t a g e  

8  G o  t o  M a r k e t  S t r a t e g y  

9  C o s t s  -  R e v e n u e s  

1 0  K e y  M e t r i c s  



A n  I n t r o d u c t i o n  t o  t h e  B u s i n e s s  M o d e l  F r a m e w o r k  4  

 

 

THE PROBLEMS YOU SOLVE 

Wha t  a r e  t h e  m o s t  s i g n i f i c a n t  b u s i n e s s -

c r i t i c a l  c h a l l e n g e s  y o u  e n a b l e  y o u r  c u s t o m e r s  

t o  a d d r e s s  ( c a n  b e  p r o b l e m s ,  i s s u e s  a n d / o r  

g o a l s ) ?  
 

 

1 :  T h e  P r o b l e m s  Y o u  S o l v e  

The first  question to ask in formulating your business model is  “can 
we identify problems that are worth solving?” By “worth solving” we 
mean something that a sufficiently large number of potential  
customers are prepared to spend resources on in order to solve a 
problem, achieve a goal or address a need that you can profitably 
sat isfy.  

I t ’s  important that you dist inguish between interest ing, important and 
crit ical  issues.  Interest ing issues might cause a prospect to consider 
you. Important issues may get you evaluated. But i f  you are offer ing 
high-value, complex products or services, only bus iness-critical issues 
wil l  get you bought.  

The reason so many sales campaigns end in “no decis ion” is  because 
many apparent ly promis ing opportunities are in truth only address ing 
interest ing or important issues that the sales process has fai led to 
elevate to “business crit ical”.  I f  an issue is to be relevant,  then fai ling 
to deal with it  must be associated with a painful  consequence. 

Start by identifying no more than three key issues that your product 
or service addresses.  Make sure that you can identify the potential  
consequences (higher cost , lower revenue or a fai lure to achieve a key 
business objective) of not deal ing with the problem. Test with your 
exist ing customers and prospects to make sure that you have correctly 
identif ied truly business-criti cal issues . 
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2 :  I d e a l  C u s t o m e r s  /   
K e y  S t a k e h o l d e r s  

Once you’ve identified the key problems you solve,  it’s  t ime to think 
about the common attr ibutes of your ideal customers.  Conventional 
approaches to market segmentation that revolve primarily around 
demographics ( industry,  company size,  location, etc.)  are a useful  first  
step but are insufficient for our purposes. 

You also need to carefully consider the structural ,  behavioural and 
environmental attr ibutes of your most valuable customers.  Are they 
typically leaders or followers? Centralised or decentralised? Early 
adopters or laggards? Determined to run IT in-house or open to 
outsourcing or cloud-based solutions? 

You also need to identify the key stakeholders and decis ion-makers.  
Who are the key players? What are their  typical  roles and t it les within 
the prospect’s organisation? What roles do they play in the buying 
process? What are their  most likely concerns and motivations? 

Mastering these first  two stages is usual ly an iterat ive process.  You’ l l  
want to chase the circle of problems, ideal customers and key 
stakeholders unti l  you f ind the combination that resonates most 
strongly - and offers the most promising business opportunity.  

 

 

I DE AL  C USTOMERS 

Wha t  a r e  t h e  c o mm o n  a t t r i b u t e s  o f  y o u r  

m o s t  v a l u a b l e  e x i s t i n g  a n d  p o t e n t i a l  

c u s t o m e r s ?  
 

 

KEY ST AKEH OLDERS 

Wh o a r e  t h e  m o s t  i m p o r t a n t  s t a k e h o l d e r s  a n d  

d e c i s i o n -m a k e r s  i n  y o u r  p r o s p e c t ’ s  t y p i c a l  

b u y i n g  d e c i s i o n  p r o c e s s ?  
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TRENDS AND TR IGGE R EVENTS 

Wha t  a r e  t h e  c o mm o n  c h a n g e s  t o  t h e  s t a t u s  

q u o  t h a t  m i g h t  c a u s e  y o u r  p r o s p e c t i v e  

c u s t o m e r s  t o  s t a r t  s e a r c h i n g  f o r  a  n ew  

s o l u t i o n ?  
 

 

 

3 :  T r e n d s  a n d  T r i g g e r  E v e n t s  

Organisations invest in order to change the status quo. So it ’s  
crit ically important that you identify the trends and trigger events 
that might cause your prospective customers to start searching for 
solutions . 

Trends are typical ly industry-wide or macro-economic changes that 
chal lenge the status quo. They often include changes in legislat ion or 
regulat ion,  dramatic changes in the competit ive structure of 
industries, disrupt ive new entrants into markets or s ignificant changes 
to accepted business models . 

Trigger events are typical ly changes to the structure or circumstances 
of individual f irms. They might include mergers or acquisit ions, the 
appointment of new executives,  the adoption of strategical ly 
important business initiatives , or s ignificant changes in financial 
performance. 

Either way,  these trends and trigger events are l ikely to have the 
effect of causing your potential  prospects to recognise that 
something in their business environment has changed, and that they 
need to respond. 

What are the key trends and tr igger events that are l ikely to drive 
your most valuable prospects to start searching for new solutions? 
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4 :  S o l u t i o n  

You next need to clearly identify the handful of your solution’s features 
or capabil it ies that are most important in solving the business-crit ical  
problem(s) you have identified. 

I t’s  important that you keep this l ist  short - we recommend you identify 
no more than three. Exclude anything that does not directly serve to 
solve the problem. 

You should be looking for a very clear connection between the 
identified problem, your most important features or capabili t ies,  and 
the outcomes your prospect can expect to achieve as a result  of 
implementing your solution. 

I f  you’re a start-up, your goal must be to identify the minimum viable 
product necessary to solve the problem you have targeted. I f  you’re a 
more established organisation, your goal must be to identify which 
aspects of your solution you should lead with in your sales and 
marketing efforts.  

Don’t rely on guesswork or introspection. If  you’re a start-up, get out 
of the building and test your ideas with some ideal prospects.  I f  you’re 
an established organisation,  survey your recent customers to identify 
the features and capabili t ies that most influenced their  decis ion.  

 

 

S OLUT I ON 

Wi t h  r e g a r d  t o  t h e  p r o b l e m ( s )  y o u  s o l v e ,  

w h a t  a r e  y o u r  m o s t  i m p o r t a n t  f e a t u r e s  o r  

c a p a b i l i t i e s ?  
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ALTERNAT IVE OPT I ONS 

Wha t  a r e  y o u r  p r o s p e c t ’ s  m o s t  s i g n i f i c a n t  

a l t e r n a t i v e  o p t i o n s  f o r  s o l v i n g  t h e  i d e n t i f i e d  

p r o b l e m ( s ) ?  
 

 

5 :  A l t e r n a t i v e  O p t i o n s  

Note that we chose not to label this section “competit ion”,  and with 
good reason. Your prospective customers always have options . They 
can always choose to do nothing, and preserve the status quo. 

Or they can try to bui ld a solution themselves using in-house 
resources.  They might consider alternative approaches to solving the 
problem that involve organisations,  products or services that you 
would not normally identify as your natural  competitors .  

You might even find that the project to solve the problem faces 
competit ion within the prospect from completely different ways of 
investing their  funds - and you are always competing against just 
keeping their  money in the bank because the case for change simply 
wasn’t st rong enough. 

The key thought here is that you never have “no competit ion”.  I f  we 
ever hear our potential  c l ients claim this ,  our natural  incl ination is to 
encourage them to look again.  

What are your prospect’s most common alternative options for solving 
the problem you have identified? Which are likely to be most 
s ignificant when they assess your solution? 

 



A n  I n t r o d u c t i o n  t o  t h e  B u s i n e s s  M o d e l  F r a m e w o r k  9  

 

6 :  C a t e g o r y  

Many start-ups claim to have invented a brand new category.  But 
creating a new market category is hard.  Your customers have no 
existing reference points when trying to understand what you do. 

We suggest that you think instead of the terms your ideal prospects are 
l ikely to use when describing what they are looking for when they start 
researching the market and searching for solutions. 

On the one hand, they may be searching for a category of solution - for 
example a CRM system, or a telemarketing service.  Part of your 
description of what you do must relate to at least one product or 
service category that your prospect wi ll  already understand - even i f  
you then use that as an anchor point to explain why you are different.  

You also need to understand the category of problem they might use 
to describe their  current situation. What would they cal l  the problems, 
goals or issues that are causing them to start looking for answers? 

Both solution and problem categories are crit ical  to posit ioning your 
solution in terms that your prospect can relate to.  You need to use the 
terms and the language your prospects would naturally use when using 
a search engine or talking to colleagues or trusted advisers about what 
they are trying to achieve.

 

 

CATEGORY 

H o w  w o u l d  y o u r  c u s t o m e r s  d e s c r i b e  t h e  

s o l u t i o n  c a t e g o r y  y o u  o c c u p y ?  Wh a t  t e rm s  

w o u l d  t h e y  u s e  whe n s e a r c h i n g  f o r  a  

s o l u t i o n ?  
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UN I Q UE VAL UE PROPOS I T I ON 

H o w  w o u l d  y o u  s u mm a r i s e  t h e  v a l u e  o f  wh a t  

y o u  d o  f o r  y o u r  c u s t o m e r s ,  a n d  w h y  y o u  a r e  

w o r t h  b u y i n g ?  
 

 

UN F A I R  ADV ANTAGE 

Wha t  i s  t h e  s i n g l e  m o s t  s i g n i f i c a n t ,  p o w e r f u l  

a n d  p r o v a b l e  t h i n g  t h a t  d i f f e r e n t i a t e s  y o u  

f r o m  a l l  o t h e r  o p t i o n s  o p e n  t o  y o u r  

p r o s p e c t ?  
 

 

 

7 :  U n i q u e  V a l u e  P r o p o s i t i o n /  
U n f a i r  A d v a n t a g e  

How are you going to stand out from the crowd? Your unique value 
proposition should establish in s imple, clear, compell ing and 
memorable terms why you are different and how you are valuable to 
your existing and prospective customers . 

You only have a few seconds and a handful of words to get your point 
across.  Your value proposit ion must resonate with your ideal customer 
and stakeholder audience and leave them wanting to learn more or 
you will  lose their  attention and they will  move on. 

Your unfair advantage is often c losely connected with your unique 
value proposit ion.  It  needs to be something that cannot easi ly copied 
by your competitors .  

Because of this ,  the strongest unfair  advantages often relate to your 
abil ity to execute.  Products and messages can be copied - and often 
are.  But an abi l ity to execute your chosen strategies more effect ively 
than others around you often becomes the basis for persistent long-
term competit ive advantage. 

Can you articulate your unique value proposit ion in a s imple, clear, 
compelling and memorable way? And what are the potential  sources 
of t ruly sustainable advantage? 
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8 :  G o  T o  M a r k e t  S t r a t e g y  

Your go-to-market strategy needs to describe the key elements of a 
repeatable, scalable and predictable sales and market ing process that 
is  going to enable you to find more of the right sort of prospects ,  
convert them into customers,  and satisfy their  needs profitably.  

How do you intend to connect with your prospects? How do you plan 
to generate demand? How do you intend to balance and integrate your 
inbound and outbound marketing activit ies? What role does business 
social media play in achieving your goals? 

You also need to consider and capture your sales strategy.  Are you 
going to sell  over the web, use face to face sell ing,  sell  through OEMs, 
or involve channel partners - or some combination of those 
approaches? How are you going to develop your exist ing customers? 

Do you need strategic partners? Can you afford the effort and t ime 
involved in making them productive? What roles do you need your 
partners to play? Have you worked out what’s in i t  for them? How are 
you going to recruit ,  manage and enable them? 

When summarising your go-to-market strategy,  you need to 
concentrate on the handful of elements that are most crit ical  to your 
abil ity to reach, serve and profitably sat isfy your customers.  

 

 

GO TO MARKET STRATEGY 

Wha t  a r e  t h e  m o s t  i m p o r t a n t  w a y s  o f  

r e a c h i n g  y o u r  p r o s p e c t i v e  c u s t o m e r s ?  Wha t  

a r e  t h e  k e y  e l e m e n t s  o f  y o u r  s a l e s  

p r o c e s s ?  
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C OST O F  SALE  

Wha t  a r e  t h e  k e y  s a l e s  a n d  m a r k e t i n g  c o s t s  

a s s o c i a t e d  w i t h  f i n d i n g ,  w i n n i n g ,  d e v e l o p i n g  

a n d  r e t a i n i n g  c u s t o m e r s ?  
 

 

S O URCES O F  REVENUE  

Wha t  a r e  t h e  k e y  s o u r c e s  o f  r e v e n u e  f r o m  

y o u r  c u s t o m e r s ?  
 

 

 

9 :  C o s t s  -  R e v en u e s  

Given your go-to-market strategy,  what are the key investments you 
need to make in order to find, win,  develop and retain your 
customers? What is  your target sales and marketing cost as a 
percentage of revenue? Do you expect i t  to vary between markets? 

Sales and marketing costs can vary dramatical ly between different 
sales models .  The break-even point between customer acquisit ion 
costs and li fet ime customer value is s ignif icantly affected by how you 
package your product or service offer ing and what go-to-market 
model you adopt.  

What are your key revenue streams? How are they spl it  between 
products and services? What are the key principles behind your 
pricing strategy? What’s the balance between immediately 
recognisable revenues and recurring revenue streams? How do you 
expect this balance to change over t ime? 

It ’s  worth doing some sensit iv ity analysis against the assumptions you 
make in this section.  What would happen if  your planned revenues did 
not material ise? What are the expected returns on your sales and 
marketing investments? 

When summarising your cost of sale and sources of revenue in your 
business model framework,  you should pay part icular attention to the 
big numbers - and the key assumptions.  
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1 0 :  K e y  M e t r i c s  

Final ly ,  your business model also needs to identify the key metrics 
you intend to use to measure your progress against your goals .  

When it  comes to marketing metrics ,  we recommend that you focus on 
outcomes, rather than activit ies .  Such outcomes might include the 
number and value of leads accepted by sales,  the number of enquir ies 
that result  in sales,  and other s imilar result-orientated metrics .  

Organisations usual ly make some attempt to measure the value of 
their  pipeline.  We recommend that your key sales metrics include the 
value of pipel ine by stage, the conversion rate from each stage to 
sales wins,  and the velocity with which deals are moving through the 
pipeline. 

I t’s  worth working backwards from your revenue targets to establish 
key leading indicators which can enable you to judge whether current 
pipeline values are capable of achieving future revenue goals. 

Final ly ,  what are the other key metrics that wi ll  enable you to judge the 
health of the business? Are there other important leading or lagging 
indicators? How frequently do you plan to measure and review them? 

 

 

KEY MARKET ING METR I CS 

Wha t  a r e  t h e  k e y  m a r k e t i n g  m e t r i c s  y o u  

u s e  t o  m e a s u r e  y o u r  p r o g r e s s  a g a i n s t  y o u r  

g o a l s ?  
 

 

KEY S ALES METR I CS 

Wha t  a r e  t h e  k e y  s a l e s  m e t r i c s  y o u  u s e  t o  

me a s u r e  y o u r  p r o g r e s s  a g a i n s t  y o u r  g o a l s ?  
 

 

OTHE R  KE Y  METR I CS  

Wha t  a r e  t h e  o t h e r  k e y  me t r i c s  y o u  u s e  t o  

me a s u r e  y o u r  p r o g r e s s  a g a i n s t  y o u r  g o a l s ?  
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D e v e l o p i n g  Y o u r  B u s i n e s s  M o d e l  

Developing your business model should be an iterative process 
involving key players from your organisation. It should be obvious 
that the answers you come up with in each of the building blocks both 
influence and are influenced by the answers you generate elsewhere. 

One of the best ways of creating the sort of interactive involvement 
that results in effect ive models is  to blow the business model 
framework up onto an A0 sheet of paper (drop us an email  and we’ ll  
send you the template) and use post-it  notes to capture the 
discussion around the table. 

In the first  phase of developing the model,  you goal should be to 
come with a workable,  testable hypothesis .  The assumptions you 
generate wi l l  then need to be val idated against a variety of sources,  
both internal and external -  including win-loss reports and voice of 
the customer studies.  

There’s a st rong argument for involving an independent facil itator. It 
can help draw out the contr ibutions from all  involved, promote 
healthy debate, keep the group honest , and ensure the necessary 
r igour is  applied to the assessment.  
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P e r h a p s  W e  C o u l d  H e l p ?  

I f  you’re a UK-based B2B organisation,  we can help to accelerate your 
business model development - and keep you on the right track -
through a combination of on-site facil itat ion and structured, 
independent test ing of the key assumptions made using voice of the 
customer studies.  

Our cl ients tel l  us that they find this approach highly productive - 
enabling them to quickly grasp the subtlet ies of the model and 
dramatical ly accelerat ing the completion of the assessment and their  
identificat ion of key priorit ies for act ion.  

To find out more,  please email  us at info@inflexion-point.com, cal l  us 
on +44 (0) 118 975 0595 or complete the contact form on our website 
at www.in flex ion-point .com/contact .   

We’l l  be happy to go through the costs and options avai lable,  share 
our experiences of working with other s imilar organisations,  and to 
explain what outcomes you can expect to achieve from the exercise.  

We’ve captured the key lessons learned from helping B2B companies 
with high-value,  complex sales environments implement the Business 
Model Framework.  We’d be happy to share our learning with you in 
more detail .  

 

 

 

 

 

 

 

 

mailto:info@inflexion-point.com
http://www.inflexion-point.com/contact.
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A b o u t  I n f l e x i o n -P o i n t  
Founded by Bob Apollo,  a former technology company executive who 
has helped bui ld scalable businesses from start-ups to established 
market leaders,  Inf lexion-Point is  one of the UK’s leading B2B sales 
and marketing performance improvement special ists .   

Our research-based, evidence-driven approach is enabling a growing 
number of clients to shorten sales cycles,  increase sales win rates and 
accelerate revenue growth. 

We help them establish repeatable, sca lable and predictable sales and 
marketing processes that reflect the latest best practices as wel l  as a 
superior understanding of who their best customers and prospects 
are,  and how and why they choose to buy.  

As a result ,  we’re equipping promising early stage companies to 
“Cross the Chasm” that separates early adopters from mainstream 
markets,  and enabling establ ished organisations to refocus their  sales 
and marketing activit ies and to revitalise their revenue growth. 

You can learn more at our website www.inflexion-point.com or by 
cal l ing us on +44 (0) 118 975 0595.  

We encourage you to subscribe to our blog at www.inflexion-
point.com/blog, and to fol low Bob on Twitter http://twitter.com/bobapollo  

or LinkedIn http://uk.l inkedin .com/in/bobapollo. 

http://www.inflexion-point.com/
http://twitter.com/bobapollo
http://uk.linkedin.com/in/bobapollo.
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