The AKAM Diploma in
KAM: your chance to gain
an edge (cont.)

What can Accounts tell Key
Account Management?

Dominykas Cibulskas, Partner Key Account Management, SIA ZB

Competency requirements
1 Business and customer
understanding
1.1 Knowledge of own company
1.2 Customer understanding
1.3 Value creation
1.4 Strategic planning for key accounts

2 Selling and business 		
development
2.1 Product/service and application
knowledge
2.2 Consultative selling and business
development

This question makes a lot of sense, but
often we don’t find a strong link between
bookkeeping, financial control and Key
Account Management in Key Account
structures. It’s been proved - quality
KAM is not possible without transparent,
well-structured and timely financial data.
And yes, the Financial Controller is a
best friend of Key Account Managers.
Start by educating yourself financially.
To be able to talk to bookkeepers or
finance guys, Key Account Managers
must know the basics of their language.

2.3 Negotiation with customers

Learning the language of
finance

2.4 Financial understanding

Bookkeeping standards and rules

3 Organisational 			
effectiveness
3.1 Communication
3.2 Project management
3.3 Leadership

4 Relationships and 		
interaction
4.1 Customer categorisation and 		
relationships
4.2 Internal relationships and key 		
account teams
4.3 Collaborating
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Take a very simple example – invoices
from the current month have to be
delivered to bookkeeping and entered in
books in the current month or if they will
be delivered later, they should be
accrued. It is the same for all kind of
invoices issued both by your company
to the customer and vice versa. Can
you recall how many times we are late
to deliver invoices or forgot to do it,
presuming someone else is taking care
of that? Clearly, Key Account Managers
must know what is expected from them
in respect of supplying bookkeeping’s
needs (actions, timings, documents).
Reporting
After bookkeeping has entered all the
documents to the system it should not
be difficult to extract consolidated data.
But in order to get what is needed, it
should be clearly agreed upfront what
kind of reports are expected and with
what frequency. There should be a
thorough discussion and agreement
between Financial Control and KAM
about:
• what data is needed,
• what data is available,
• what needs to be done to close the
gaps between need and availability.

Financial policies
Most companies have financial policies
relating to payment terms, money
collection and credit insurance,
delegation of authorities and more. It is
a must for Key Account Managers to
know and apply financial policies.
Policies that strongly imply overall
company business can be embedded in
KAM KPIs.
Normally financial and bookkeeping
literacy is one of key competencies of
good Key Account Managers, but the
specifics of each company should not
be forgotten. So financial topics and
building links between Key Account
Managers and finance buddies should
be a part of any KAM induction training
in the company.
Presuming that KAM, finance and
bookkeeping are in a good contact,
what specific items should be
addressed? There should be agreed
financial KPIs for every Key Account,
such as:
Payment for goods and services
policy: when the customer is willing
to pay, at what delay (in days or
value).
Money collection policy: closing
the gap between payment promises
and cash flow. May be in advance/
right after goods or services are
delivered/ after agreed delay/ after
they sell goods to consumers (on
consignment).
Credit insurance level: amount due
if payments are delayed and actions
when credit insurance level is
exceeded or about to be exceeded.
Trade stock level: and ways of
monitoring it.
P&L KPIs. Net sales, Gross to Net
(discount policy), cost control,
profitability (contribution).
The reporting deck is an outcome from
the KPIs agreed and should expose not

What can Accounts tell Key Account
Management? (cont.)

Financial and
bookkeeping
literacy is one of
key competencies
of good Key
Account Managers
only the current status of each KPI, but
the history and development of it. This
reporting deck should be a part of
managerial reports together with clear
explanations for deviations vs. agreed
KPIs.

Key Account Profit & Loss
P&L per KA is a must. It should be
updated periodically (monthly/quarterly)
and if systems allow, P&L generation
should be done automatically. We need
to talk about P&L against a benchmark,
comparing the latest available actual
P&L against the historical P&L of a
comparable period (i.e. 1 year ago) or
future/planned P&L at a suitable period.
Maybe also the P&L of other KAs.
Deviations between the desired result
and the existing situation should drive
planned action and execution.
Normally the KA P&L is a part of KA
yearly plan. In the best case the KA plan
is a part of the company plan, which
means that the Key Account Manager
directly contributes to company results
through managing KA P&L.
Discussions, decisions and planned
activities will be reflected in the P&L.
Plan of Net sales for KA
Plans should include market product
pricing and discount policy to arrive at
volume forecasting for the KA. Sales
forecast accuracy can have a huge
impact on production and supply
capacity. Discounting has different
levels of impact depending on the
nature of the goods/services, but it does
have a huge impact on the P&L.
Sometimes the Key Account Manager is
allowed to determine discounts, but now
many companies are describing

discount policies in order to be
transparent to the market and give a
framework for discounting decisions for
their employees.
Gross to Net (G2N) analysis
This analysis should be implemented
periodically to be able to measure the
efficiency of discounts given and make
corrective actions when discounts do
not provide expected results.
G2N analysis is a part of cost allocation/
management exercise. One of the aims
of KAM approaches/ structures in an
organization is to provide resources to

(KAM’s aim) is to
provide resources
to those business
areas where we
expect the biggest
return.
those business areas where we expect
the biggest return. And Key Accounts
are our biggest customers with most
potential in most cases. Key Account
Managers should be responsible for
cost control through P&L monitoring and
management.

Contribution vs. EBITDA
We all can agree that P&L is a key
tool for Key Account Managers to
manage their tasks, but not every
company can support it fully. Full
P&L down to EBITDA is difficult to
provide per KA as taxes, paybacks
and allocations are not KA specific.
To resolve the problem Key
Account Managers use a KA
Contribution table, which is a
shorter version of P&L and reflects
the business result after KAspecific costs are deducted from
KA-specific Gross Margin to avoid
external factors distorting the
specific KA picture.
Experienced Key Account
Managers can find most of the
answers about future risk and
present errors in financial data and
reports. Financial analyses help
them to take corrective actions,
reorchestrate teams, and build
future plans.

What can Accounts tell
Key Account Managers?
Almost EVERYTHING!
Feel free to disagree and
comment, constructive discussions
are very welcome! Email your
thoughts to info@a4kam.org
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