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Product Marketing for B2B companies based on

VALUE DEVELOPMENT MODEL

Value Development Model is the result of work and research performed in
various industries and corporate environments over the past 10 years. The
conclusions from this work are extracted and summarized in the following paper.
Product Marketing based on VALUE ENGINEERING is created for tech companies
in the B2B world
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Abstract

Value Engineering

Many product managers have challenges in conveying the value of their products,
internally as well as externally. There seems to be a disconnect between product
management, product marketing, marketing communication and sales. It is so easy
to talk about features and functions, rather than the value the products provide. But
it is not like the domain knowledge, the information about the product, the
customer, and their pains and gains, competition, etc. doesn’t exist, it is just hard to
Have you noticed that customers have an increased focus on reducing price? Have you experienced
document,
share and communicate it in a structured way. Value Engineering helps
issues in defending your pricing strategy? Do youdfin loyal customers threatening to dfin new
you do suppliers
this. because you are too expensive?
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the
journey. Model has four phases:
The Value
Development
● Discover – Understand your value logic and target markets
e
● Defin – De si gn your val ue pr oposition and resonating focus
● Connect – Create your story and identify compelling events
e
● Convey – Defin the buyer s journey and choose customer engagement models to support the
journey.
In each of the four phases there are tools and models to help you. In this booklet some of these
tools and models are introduced. For further information on tools contact Tolpagorni Product
Management and/or visit www.tolpagorni.com.
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What is value?
If we ask people “What is Value?”, everybody would probably propose a valid, but
slightly explanation. As a consequence of that, we could have thousands of
potentially good definitions of value. Most definitions would be able to stress
different aspects of value, and would approach the word from different angles. In
this book, we have decided to use the definition formulated by James C. Andersson
et al. in the book “Value Merchants”. (James C. Anderson, 2007)
“Value, in business markets, is the worth in monetary terms of the technical,
economical, service and social benefits a customer firm receives in exchange for the
price it pays for a market offering.”
The definition gives us a starting point and allows us to develop principles and
processes.
Value concepts are however often badly designed and rather useless. This is
because we turn the value-work into a philosophical discussion and not into a
business driver. To execute a value strategy, and truly leverage on the powerful
concept of value, we will need principles and directions. We need to be concrete.
We need to have principles. We need to have established ways of working.

Figure 1 - The six criteria for a good value proposition.

A typical challenge is the capability to create qualitative value propositions. We can
easily see the success in our Value work if the value proposition adheres to the
following quality standards:
•
•
•
•
•

Concrete – Translating the value of the product in to tangible benefits for the
customers.
Logical – Allowing the sales force and key stakeholders at all organizational
levels to understand the logic of the Value proposition
Unique – Identifying the resonating focus and sustainable vector of
differentiation
Inspirational – Ability to generate interest and impact in the customer for an
effective engagement
Reliable – Good adherent to the real capabilities of the product avoiding
misleading or overselling
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Flexible – Adaptable to the different customer contexts starting from the value
logic of the product.
In order to match all these needs it is necessary to have a structured approach to
the value creation for our products.
•

Value Principles
There are five main principles for working with Values (according to Andersson et al.
& Tolpagorni)
Let’s analyze the five main principles connected to the value creation activity:
1. All values can be more than what a single customer needs
The intrinsic value of a product can be huge. A single customer will not
benefit from all Values. The Value delivery to a single customer is not the sum
of all values of the product, but a subset of them. Hence, creating a onedimensional value proposition for all customers will not be sufficient.
We will need to “Discover” all the values we are delivering. We need to get
beyond the simple value statement into the true logic of our value delivery.
We need to understand and “Discover” the Value Logic that builds, shows
and defends our Value concepts.
2. All values must be adapted to a specific context
The Value of a product is not found in the product itself. It is found in the
customers’ processes and usages of it. We need to truly understand the
different customers’ business logic, their pains, gains and their ways of
working. This is also why you need to have different value propositions for
different users.
The “Discovery” of target markets and their characteristics are essential for
the finding out the value of a delivery.
3. All values in a product must be compared with an alternative
There is always an alternative for the customer. Either a customer finds a
competing product, builds one, develops a workaround or builds manual
processes. There are numerous alternatives. And our Values must be
compared with the relevant alternative. Different target markets will have
different alternatives. These alternatives are essential to “Define” the value
we deliver.
4. All values can be expressed in monetary terms.
The key values of a product should be explained in a way easily understood
and processed by our customers. To do that we firstly need to “Connect” the
relevant value proposition with the target market. In addition, the product
(and the alternative) needs a financial analysis. How can the customer
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monetize on our product? It is a cumbersome task to dig into the customers’
ways of working and their business practice. But at the end of the day we will
need to set a price and we need to understand the monetary value of our
delivery.
5. All values in a product should be transferred to the customer in an effective
way, to secure the adequate money recognition
All sales processes are complex. There are triggers for pursuing procurement.
They vary over the buyer’s journey. They are also accompanied by
showstoppers. To communicate successfully we need to understand and
“Connect” the triggers, showstoppers and stakeholders, in the buyer’s
journey.
We need to support the sales force with specific tools to “Convey” the
relevant value of our product. The support tools should engage the
customers with a clear and effective message of the relevant value.
It is very important to avoid the risk of selling our product at a lower price
than the price it should be positioned at, considering the total benefits it is
able to generate.
Just communicating the core Value Proposition is not enough. We need to
engage the customer in our value delivery. Customers often need to
experience the benefits provided by our product. Often this can be done by
using three perspectives to “Convey” its value.
1. The past – Visualizing the issues and how our solution would have solved
them
2. The present – Visualizing the savings and the earnings of using our
product
3. The future – Visualizing the opportunities with using our product
To really experience this journey, it is not sufficient with a simple value
proposition or a good storyline. It could be necessary to develop sales tools
to engage the customer in the total benefit experience.
Based on these principles we can summarize the Value Development process into
two main phases:
Value Design – This is where we initially Discover the value logic, and then connect
them to the target markets and the market insights. In the Value Design phase, we
also need to Define the resonating focus of the Value Proposition for the different
target markets.
Value Communication – This is where we firstly Connect the key value messages
with the buyers’ journey and stakeholders. In the Convey phase we choose how to
support the customers buying our product, and how we support the sales
organization to sell our products.
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Figure 2 - The Value Development model.
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VALUE PRINCIPLE REFLECTION
How does the key customer stakeholder relate to you and your next best alternative.
1. Draw the face of your key customer stakeholder when he/she thinks about your
product.

2. Draw the face of your key customer stakeholder when he/she thinks about the next
best alternative compared with buying your solution.
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About Tolpagorni
Research and knowledge are the key foundations of Tolpagorni. We take the lead in testing new
strategies and in developing a framework of methods, tools and techniques for effective product
management. We work closely with research organizations and we continuously build our skills
framework through our ongoing projects. We also take an active part in building the Book of
Knowledge (BoK) for the world’s leading organization for Software Product Management (ISPMA).
However, the most important thing for us is to make sure we deliver value to our customers. We
understand that this theory on its own will not deliver usable outcomes. We strive to apply our
knowledge in a practical, hands-on approach so that our customers have tools and methods to use
in their everyday work practice. This approach also develops the role of the Product Manager, so that
they add value to their business.
All of us who work at Tolpagorni know product management from the inside, because we have done
it ourselves. We believe that the combination of theoretical research and “on-the-floor” pragmatism
is what makes us excel in what we do.
If you want to learn more about Tolpagorni go to www.tolpagorni.com.

