Transitioning to KAM: audit and action checklist
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	A Scoping KAM
	
	B Introducing KAM
	· 
	C Embedding KAM
	
	D Optimising KAM value
	

	Strategy & planning
	
	
	· 
	
	
	
	

	Goals & strategy
	
	
	· 
	
	
	
	

	Positioning 
	· Find powerful driver 

· Acknowledge problem/ need 

· Scope and create KAM strategy

· Describe alignment of KAM with corporate strategy 

· Describe KAM success & goals 
	
	· Refine KAM goals & milestones

· Clarify priority of KAM

· Communicate position of KAM to the business


	· 
	· Clarify purpose and goals, e.g. income predictability, growth 

· Develop new view of KAM from lessons learned in introduction

· Complete evaluation for senior management inc financial results
	
	· Recognise KAM’s fundamental role and strategic contribution to whole business 

· Systematically represent KAM and KAs at Board level 

· Start corporate strategy development discussions with input from collated KA plans, requirements & predictions
	

	Programme
	· Identify KAM champion & enthusiasts and appoint as core project team

· Make business case for KAM
	
	· Write KAM programme development plan 

· Review programme introduction without assessing ‘results’
	· 
	· Revisit and revise KAM programme development plan

· Identify specific KAM-developing events and milestones
	
	· Develop charter for KAs & KAM programme 

· Senior management re-energise initiative and all support further change project 
	

	Resources
	· Quantify resource requirements, human and finance, for KAM programme
	
	· Review resource requirement v actual allocation and respond as necessary
	· 
	· Identify & commit resources for investment in KAs, in addition to operational service
	
	· Clarify and secure resource dedicated to KAM in all parts of the business 

· Establish clear & sound provision for management of ‘next tier down’ 
	

	Planning & objectives
	
	
	· 
	
	
	
	

	Objectives
	· Agree objectives for KAM


	
	· Define objectives and set metrics

· Identify & celebrate ‘small wins’ 
	· 
	· Review forecasts in KA plans, outputs and inputs 

· Identify and celebrate KAM wins
	
	· Review forecasts in KA plans, outputs and inputs
	

	Customers
	· Specify selection/categorisation criteria for KAs 

· Apply criteria and identify key customers v others


	
	· Agree approach to customer roll-out Review ‘inventory’ of KAs and choose/prioritise
	· 
	· Review and align customer selection/ categorisation criteria with strategy

· Apply criteria to focus more selectively on fewer, strategic key customers 

· Develop portfolio view of KAs & monitor portfolio
	
	· Develop KA portfolio strategy based on collated KA plans
	

	KA plans
	
	
	· Agree structure & format for individual KA plans 

· Analyse & draw conclusions from individual KA plans


	· 
	· Develop template and benchmark for good quality plans 

· Require/invest in quality KA plans 

· Apply common format and collate individual KA plans into business info 
	
	· Develop strategic KA plans jointly with KAs and gain buy-in of both sides
	

	Research
	
	
	· 
	
	
	
	

	Customers 
	· Assess current customers & relationships 

· Investigate customers, their requirements & KAM readiness
	
	· Explore supplier’s importance and potential for key customers


	· 
	· Assess position with customers through customer survey or systematic feedback process

· Solicit and use individual customers’ views in selection/ categorisation 
	
	· Assess position with customers through deep customer survey/feedback process via external mediator

· Develop effective route for input of customer info into company strategy
	

	Competitors
	· Observe competitor approach to customers
	
	· Review KAM activity in competitors & other players in marketplace 
	· 
	· Analyse value added through KAM by competitors and other suppliers to key customers
	
	· Understand competitors’ strategic position in customers and potential 
	

	Other sources
	· Identify external sources of KAM best practice information
	
	· Identify & document KAM best practice from external sources
	· 
	· Use external to audit KAM and its impact, to produce objective view of progress 

· Research stakeholders’ views of KAM
	
	· Identify and track benchmark company for best practice KAM
	


	
	A Scoping KAM
	
	B Introducing KAM
	· 
	C Embedding KAM
	· 
	D Optimising KAM value
	

	Organisation and culture
	
	
	· 
	
	· 
	
	

	Key Account Managers (KAMgrs) 
	
	
	· 
	
	· 
	
	

	Role, responsibilities & skills
	· Consider scope of role 

· Identify & quantify KAMgr skill requirements
	
	· Define KAMgr role & responsibilities Assess existing ‘inventory’ of KAMgr skills 

· Train KAMgrs in KAM & customer understanding
	· 
	· Review KAMgr role & responsibilities and develop wider view of engagement

· Adopt new, more varied view of KAMgr roles related to individual customer needs

· Improve KAMgrs’ skills, e.g. planning, management & communication
	· 
	· Position KAMgr as Managing Director for customer business 

· Give real P&L responsibility to KAMgr Improve KAMgrs’ higher-level skills, e.g. finance & leadership
	

	Recruitment & career development
	· Specify selection criteria for KAMgrs 

· Compare anticipated role and skills versus internal candidates
	
	· Appoint KAMgrs from internal staff where suitable

· Recruit externally to fill gaps
	· 
	· Reassess selection criteria for KAMgrs Define job & career development for KAMgrs

· Develop succession planning for KAMgrs
	· 
	· Raise KAMgr specfication, status and expectation to level of Function /Division Head
	

	Rewards
	
	
	· Align remuneration with requirements of KAM

· Actively and publicly reward good/best practice.

· Actively discourage bad practice
	· 
	· Change remuneration to reward new behaviours

· Reduce short-term, volume-based bonus to minor component of total (e.g. 5%) 
	· 
	· Review reward system alignment with KAM & adapt as necessary

· Design remuneration comparable with Function /Division Head (% salary and bonus base)


	

	KA teams & community 
	
	
	· 
	
	· 
	
	

	Team membership
	
	
	· Define cross-boundary, persistent KAM teams

· Appoint KAM team members

· Gain stakeholder buy-in to KAM teams
	· 
	· Train KA Directors and team members in KAM & customer understanding

· Formalise KAM team membership 


	· 
	· Appoint Executive sponsors to specific KAs as team members
	

	Team operation
	
	
	· Agree KAM team performance targets aligned with KAM expectations
	· 
	· Strengthen and make clear KAM teams’ operational mandate

· Build KAM team capability 

· Recognise KAM team achievements
	· 
	· Position KAM team as working unit with strength at least equivalent to functional units

· Enable cross-boundary teams to work as effectively as necessary for cross-boundary customers
	

	Structure
	
	
	· Clarify position and ways of working of KAMgr and KA team in the organisational structure
	· 
	· Adjust company structure to align with experience and current view of KAM

· Remove structure-attached inhibitors of KAM, e.g. functional or geographical KPIs 
	· 
	· Remove geographical elements from KAM structure 

· Develop central structure for KAMgrs & support group

· Clarify working relationship with local delivery functions/companies
	

	Organisation & senior management 
	
	· 
	
	· 
	
	

	Senior management role
	· KAM champion/team targets key individuals in senior management and gains their buy-in initially

· KAM champion/team follow-up with other senior managers 

· Create awareness/understanding of KAM with senior management
	
	· Review and deal with organisational issues raised by KAM, especially from territory managers
	· 
	· Introduce, position & promote activities and metrics related to KAM in their areas

· See KAMgr’s as senior role, respected and trusted as colleagues 

· Deal with anti-KAM politics: tackle fiefdoms, recidivists & other barriers

· Change language from Sales to KAM
	· 
	· Emphasise persistence of KAM

· Give time & effort to re-affirming & visibly communicating their commitment to KAM

· Include reference to KAM/key customers in all plans and initiatives


	

	Stakeholders in rest of organisation
	· Identify internal stakeholders and ‘what’s in it for me’ messages 

· Create stakeholder management plan to gain buy-in

· Create KAM communications strategy and plan


	
	· Develop KAM understanding programme for whole of business 

· Identify cultural barriers to KAM
	· 
	· Run KAM understanding programme for whole business

· Identify/develop vehicles for on-going communications, use regularly/frequently 

· Develop mutual trust between KAMgr and the rest of the organisation 

· Develop rewards for good KAM citizenship
	· 
	· Share view of KAM best practice with whole organisation 

· Reject opportunism re KAs throughout business 

· Confirm end of debate on KAM importance, role & organisational changes 


	


	
	A Scoping KAM
	
	B Introducing KAM
	
	C Embedding KAM
	
	D Optimising KAM value
	

	Processes
	
	
	
	
	
	
	

	Key Account Managers processes
	
	
	
	
	

	KAM development
	· Collect customer data and select key customers


	
	· Identify ownership/roles in KAM processes 

· Develop on-going review and KAM progress monitoring process v goals and specific objectives
	
	· Develop annual review of customer categorisation with more sophisticated criteria 

· Develop collection and production of KAM case studies

· Clarify approval process for key customer initiatives
	
	· Develop clear process of production of KA plans including contributions from KA team and & customer 

· Network KAM best practice
	

	KAM strategy & planning
	
	
	· Produce individual KA plans

· Assess quality of KA plans
	
	· Produce KA plans with involvement of KA team  

· Produce higher quality KA plans: more insightful, strategic, wider-ranging, longer-term

· Review categorisation of KAs annually and implement account migration systematically 
	
	· Produce KA plans with involvement of KA team and customer


	

	KAM operations
	
	
	· Change own interaction and ways of working with customers 

· Implement customer roll-out in line with customer selection
	
	· Record and review KAMgr time allocation & performance in line with defined role
	
	· Monitor & analyse customers & performance using dedicated suite of MIS 


	

	Other KAM-related processes
	
	
	
	
	

	Change
	· Develop communications process for KAM 


	
	· Specify data requirement on key customers 

· Develop systems for collection and dissemination of data 
	
	· Make data on key customers readily accessible to KAMgrs and KA teams

· Develop recognition process for KA teams

· Revise process of resource allocation to ensure KAs are covered 

· Include KAM time and requirements into KA team members’ individual objectives


	
	· Develop systems for collection of more insightful and appropriate data for KAM, including P&L

· Develop process for collecting feedback from customers 

· Develop high-level, fit-for-purpose, timely approval process for key customer initiatives


	

	Run/apply
	· Monitor powerful driver
	
	· Maintain timely internal communications about KAM

· Review customer response to roll-out
	
	· Intensify KAM communications including recognition of KA team achievements

· Ensure process of resourcing KAs is clear, straightforward and commitments are honoured

· Assess KA team participation in KAM in  appraisal process
	
	· Measure real customer P&L, including all costs, and keep KAMs informed

· Monitor ‘quantity’ of KAM received by customers 

· Involve KAMgr in KA team member appraisal for KAM responsibilities

· Review feedback from key customers and act on it

· Monitor performance of approval process
	

	Core processes 
	
	
	
	
	
	
	

	Strategic processes
	
	
	· Align KAM programme with corporate planning process 

· Link KA plans with plans for SBUs (strategic business units)
	
	· Ensure KAM plans are informed of and aligned with corporate planning process
	
	· Develop corporate planning process to take input from KA plans at an influential point in the process

· Ensure finalised KA plans are aligned with corporate goals and strategies
	

	Operational processes
	
	
	
	
	· Identify and resolve conflicts between company processes and KAM needs 

· Establish process for performance measurement/quality control on KAM delivery
	
	· Adjust core processes in all functions to be flexible for delivery to KAs 
	


