
 

 

Copyright 2008, Tom “Bald Dog” Varjan. All rights reserved.  
http://www.varjan.com 

Page 1 of 10 

TTeenn  WWaayyss  HHiigghh--TTeecchh  CCoommppaanniieess  SSllaauugghhtteerr  TThheeiirr  BBoottttoomm  LLiinneess,,  BBrraannddss  aanndd  
RReeppuuttaattiioonn  TThhrroouugghh  OObbssoolleettee  AAnndd  OOvveerr--AAggggrreessssiivvee  SSaalleess  SSttrraatteeggiieess  

A Strategic Tip Sheet For High-Tech Executives 
By Tom "Bald Dog" Varjan 

 

“Customers’ buying processes have evolved in our world of ubiquitous, instant, global 
communication…but companies' selling processes have for the most part stayed the 
same.” ~ Harvard Business Review editorial in August 2006 

 

As a side interest I have some joint ventures in the farming industry. In a former life I was butcher, so, my 
joint venture partners raise the animals, and, put it subtlety, I convert them to dinner material.  

What does this have to do with selling technology? A lot really... 

I think it's easy to imagine that where there is blood and raw meat, there are lots of flies. No, not the tiny 
flies, but the big horse flies and bluebottles. And this time I don’t mean secret agent Bluebottle (part 
inventor of the horsehair-stuffed hairless knee and the mastermind behind the second East Finchley 
world cup) from the British comedy, The Goon Show. I mean the big nasty flies. Of course I want these 
flies to get out of the way, so they can't wreak havoc with the meat. 

At this point we have two distinct options: 

1. Chasing the flies with a rolled-up newspaper and flattening them one-by-one. It's doable but it 
takes too much time and energy, and the number of flies I can kill is very very limited. 

2. Creating a "honey pot". This is a jar halfway filled with sugared water. We all now that flies love 
sweet stuff. Then I spread honey on the inner side of the lid and screw it on the jar. Then I punch 
a small hole on the lid, which is just big enough for the biggest flies to be able to squeeze through 
and get to their oh-so-much-longed-for sugar. Then I put out the jar in the working area, and get 
on with my work. 

The interesting thing is that all the flies disappear. They all go to the jar. They are not interested in the 
"competition" (blood, meat or even the people) any more. They are only interested my unique offer, the 
sugar-water in the jar. And of course after tasting my offer, they can't get away, and they all die in the jar. 

Well, while I don’t suggest that you squeeze your prospects into small jars and drown them in sugared 
water, but the concept of having qualified prospects come to you is pretty similar. It’s just a matter of 
putting out the right proverbial “sugared water”, that is, the right message to the right crowd. 

But rounding up qualified buyers through armies of peddlers doing cold-prospecting sales drudgery is no 
longer a feasible option. The fate of the relationship between buyers and sellers depends on the first 
“impact”.  

In the movie Braveheart, at the battle of Stirling, the Scots use very long spears to defeat the heavy 
horses, the first step of attack and the most powerful force of the English army. Since the Scots, in spite 
of being outnumbered by the English 5 to 1, successfully annihilate the heavy horses, the English army is 
basically defeated on impact, and the rest of the battle is "mere" formality. 

What that means in business is that you have to create a powerful point of impact with your target market, 
although, unlike the Scots in the movie, you may not want to kill them. Nevertheless this impact will define 
the fate of your whole sales process and whether you have to sell like a peddler or your market seeks you 
out as a trusted advisor. 

And since the first impact is the lead generation function, it's important to design lead generation system 
with the precision of a brain surgeon. So, if you want to increase the rate with which qualified buyers seek 
your company out for help and support, as opposed to using pavement pounding or dialling for dollars 
chasing them, then we have to use a different approach.  

Here is why… 
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Over the years it's become customary among technology companies to abandon structured business 
development, and to hire commissioned salespeople to hunt down and drum up new business. But these 
salespeople are on commissions, so they start hard selling the marketplace to make money as soon as 
possible. Hey, after all, they too have to put food on the table. 

And this rush gradually starts alienating buyers from sellers, and in desperation, buyers have erected 
massive peddler fodders, called Purchasing and Procurement Departments to protect them from the 
resilient onslaughts of pushy salespeople.  

And, to further protect the institution, these departments invented retarded bidding processes. And now 
relying on Purchasing and Procurement departments, buyers stopped meeting salespeople. Actually I've 
found five reasons why buyers run and hide from salespeople...  

1. Buyers are worried about being manipulated into buying something they don’t want or need. 

2. Buyers can obtain all the information they need on any product or service without ever talking to 
salespeople 

3. Buyers' plates are already full of mission-critical issues and initiatives. They simply don't have 
time 

4. Buyer's are tired of the almost-identical dog and pony show type presentations 

5. Buyers, most often high-level, highly trusted and respected and reliable managers or executives, 
don't have peer-level relationships with the seller company’s lowest level, least trusted, least 
respected and most rapidly coming and going people: The sales force. 

What amazes me is that the same people who expect their salespeople to do cold prospecting grunt 
work, dialling for dollars, pounding pavements, wrestling with gatekeepers, dodging no solicitors signs 
and sneaking through toilet windows to see decisions-makers, ruthlessly screen their own incoming calls, 
set up armed security in their premises to avoid meeting salespeople.  

In 1990, Faith Popcorn published her book, The Popcorn Report, in which she was writing about 
"Cocooning," that is, people want to be left alone. So, if they were cocooning in 1990, then today they're 
hiding in fortresses behind reinforced walls and deep and wide moats.  

Yet, when technology firms want to increase their sales, the first thing most of them do is to hire more 
salespeople. And while this is good for some quick buck, it has several expensive consequences. The 
reality is that over the last few years, especially with the proliferation of the Internet the process of selling 
technology solutions has drastically changed, which also means that...  

WWhhaatt  HHaass  HHeellppeedd  UUss  TToo  GGeett  WWhheerree  WWee  AArree  NNooww,,  MMaayy  NNoott  BBee  AAbbllee  TToo  HHeellpp  

UUss  TToo  GGeett  WWhheerree  WWee’’rree  GGooiinngg  

But very often the messages are not right. It comes from the fact that those messages are written either 
by technology people who don’t know copywriting or by copywriters who don’t understand technology 
beyond the simple task of silencing their alarm clocks in the mornings. 

Having spent some 14 years as a buyer and now seller since 1996, I’ve identified some marketing 
mistakes which cost dearly for technology companies that tolerate them.  

But before we go any further, let’s take a closer look at... 

TThhee  TTrraaddiittiioonnaall  SSaalleess  PPrroocceessss  MMoosstt  TTeecchhnnoollooggyy  CCoommppaanniieess  PPrraaccttiissee  

SSeelllliinngg  TThhrroouugghh  CCoolldd  PPrroossppeeccttiinngg    

1. Unexpectedly, like roof shingles from the clear blue sky, salespeople gate crash the buyers of 
their target markets through cold-calling or just knocking on the door in an attempt to introduce 
themselves, their companies and the stuff they’re peddling and push hard for a face-to-face 
appointment. The problem is that if their buyers are aware of their problems, they are already 
actively seeking a solution.  
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And if they are not aware of the problem, they won’t waste time on meeting total strangers whose 
job is to convince people to hand over their money for something they don’t want or need. Oh, 
and this obsession for the face-to-face appointment comes from Dale Carnegie in the 1920s. But 
now it’s almost 2020. Good ol’ Dale’s stuff is a tad obsolete and desperately needs revision for 
the knowledge age. 

2. Whoever agrees to meetings, salespeople meet them face-to-face. These are usually not real 
buyers but mid-level managers from the peddler-fodder departments (a.k.a. Purchasing and 
Procurement). This is about – let’s be generous - 5-10% of the prospects sales folks have 
contacted. Salespeople have this mistaken belief that just because they meet these – let’s face it 
reluctant and apathetic – buyers face-to-face, they can make the sale. So, salespeople invest a 
hell of a lot of time money and effort to prepare a flashy glitzy presentation to impress buyers. 

3. And buyers duly get impressed, don’t they? They are on the brink of peeing themselves with 
delight upon viewing the presentation. So far so good. Now salespeople are ready to do the 
dreaded needs analysis, which is really a sequence of manipulative questions to steer buyers 
towards buying the stuff these sales folks are peddling... right way. 

But something is missing from the needs analysis. Buyers know they get manipulated, so they 
are not 100% open and transparent to the salespeople’s questions. They share as little as they 
can get away with in order not to expose these strangers to sensitive information on their 
companies. What that means is that sellers almost never have the full range of information they 
need to propose solutions. 

4. After these meetings salespeople are often ask to submit proposals. And salespeople believe 
these are hot prospects ready to buy. No. These buyers are ready to collect free ideas how to 
improve their businesses. Some people may say this is unethical on buyers’ parts. No. Buyers 
turned the table. They didn’t let salespeople manipulate them into buying something they don’t 
want and now they manipulate salespeople into believing they are on the right track to making the 
sale. 

So, salespeople go back to their offices and start developing proposals. They work day in day out 
to produce something that is even more impressive than the previous presentation. And now a 
whole army of people are working on this super proposal that will land the deal of the century for 
the company. 

5. And after submitting their proposals, salespeople start their follow-up work. They regularly call 
their buyers in order to find out what the decision is on the proposal. And more often than not, 
salespeople end up on their buyers’ voice mails, but, miraculously, buyers “forget” to call them 
back. Why? Simple. Buyers have got what they wanted: Free advice and free ideas. They rip 
proposals to pieces and implement the best ideas in-house, using their long-standing technology 
suppliers.  

6. Sellers keep following up and hope that when buyers are ready to buy, they buy from them. Who 
else really? They have done great presentations and submitted great proposals. The choice as is 
obvious as a ham sandwich. The problem is that there are about a gazillion salespeople waiting 
on every single buyer. And all these salespeople present very similar solutions and come across 
as pretty much the same. So, for buyers the only differentiating factor is price. So, when some of 
these salespeople get contacted for possible projects, they get beaten up on price. And more 
often than not, they give in, and they end up selling their stuff well under what it is truly worth. But 
in this equation there is no peer-level relationship. Buyers are the masters and the sales folks are 
the slaves. Buyers whistle and sellers jump. 

SSeelllliinngg  tthhrroouugghh  BBiiddddiinngg  BBaattttlleess    

This is similar to the above scenario with some differences. 

1. Salespeople discover opportunities where there are multiple providers for certain solutions. The 
objective is to out-impress the odder bidders. The opportunity looks good, so sales folks request 
RFPs from buyers.  

But there is a flaw here: In these RFPs buyer request solutions they have developed based on 
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their self-diagnoses of their problems. Hence, in most cases they request solutions to the wrong 
problems. What they believe the problem is, it’s usually a symptom. Just as Einstein put it, “The 
significant problems we face cannot be solved at the same level of thinking we were at when we 
created them.” 

2. Instead of meeting buyers face-to-face, salespeople take the RFPs, and based on the 
specifications, they write proposals. And this proposal-writing process can take weeks and 
hundreds of person hours.  

3. When done, proposals are submitted through some mysterious channels to some even more 
mysterious committees. 

4. Then the flunkies (self-important opinion-makers without real decision-making and budgetary 
authority) in the peddler fodder departments (a.k.a. Purchasing and Procurement) go to work on 
the proposals to create and even playing field. What that means is that they start stripping the 
proposals off of any unique value. After all, buyers want to compare oranges to oranges.  

5. The next step has two options. 1) If buyers have real needs for the stuff bidders are selling, they 
usually select the lowest bidders and then beat them up to further reduce their prices. Bidders get 
blinded by the gross revenue and ignore the wafer-thin margin they are likely to make on the sale. 
2) If the buyers have no real need and they’re just fishing for free solutions, they select no one, 
and start implementing the proposed solutions in-house with their current suppliers. 

6. When starting following up with buyers, sellers often receive the dreaded message from buyers, 
“Don’t call us. If interested, we’ll call you.” And with that the story is over. Having left high and 
dry, salespeople start searching for the next opportunity to bid? And the vicious circle continues. 

Using Isaac Newton’s third law of motion states that for every action there is an equal and opposite 
reaction. For every manipulative selling practice there is an equal and opposite manipulative buying 
practice. No surprise here.   

A few years ago a study by McKinsey found that 75% of solutions don't return a profit to sellers, and 50% 
of solutions don't deliver the value clients expected in the first place. The problem in most cases is that 
through procurement processes controlled by cost-obsessed mid-level managers, every shred of unique 
value is stripped out of otherwise valuable solutions. The sad part is that if you offer only 10% price drop 
to win the contract, you have to increase your total sales volume by 88% to make the same net profit. Is it 
really worth? 

Any surprise here? The bidding battle was invented by government, and institution that is riddled with 
businesswise incompetent bureaucrats who would rather die than run a business, and the objective is not 
to operate profitably but to spend as little money as possible, save budget and look good in the boss

1
’ 

eyes. Isn’t it surprising that governments all over the world are in deep financial trouble? And companies 
try to use this retarded model to solve serious problems. It’s just ridiculous. 

And now let’s see these ten mistakes... 

 

MMiissttaakkiinngg  AAnnaallyyttiiccaall  TTeecchhnnoollooggyy  BBuuyyeerrss  FFoorr  EEmmoottiioonnaall  CCoonnssuummeerrss  -- Technology 

buyers don’t operate the same way as the majority of ordinary consumers. Most people respond to 
emotional hot button pounding, but not technical folks. They look down on traditional advertising 
and advertising people and regard them as substandard life forms. They believe that good stuff 

sells itself based on technical merits. They hate flashy, glitzy and glamorous brochures, and prefer simple 
stuff with lots of facts, figures, percentages and explanatory graphics. Remember, these folks have to 
build ROI-based business cases for their bosses, the economic buyers, who are pretty busy people and 
want to see a sort of quick summary of the solution’s viability and expected profitability. Instead of 
traditional brochures, offer your technical buyers white papers and case studies. 

 

                                                      
1
 Derived from the Dutch baas, meaning "master. But if there is a master, there must be a slave too. Well, there is. 
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UUssiinngg  TThhee  OOnnee--SStteepp  ““IInnssttaanntt  SSaallee””  TTyyppee  MMaarrkkeettiinngg  AApppprrooaacchh  -- The idea of the one-

step approach is to go for the instant sale. The one-step approach is also called the traditional mail 
order approach, and it can work pretty nicely if your price is under $250. If your price is between 
$250 and $1,500, then you can try both the one-step and two-step methods. But if your solution is 

over $5,000, then definitely stay with the two-step method.  

The essence of the two-step method is that first you generate a qualified enquiry, possibly on autopilot, 
but don’t try to sell your technology itself. It’s still too early. The initial white paper (my personal 
preference) opens your prospects’ eyes that there is room for improvement. What happens is that, 
although it’s not a sales letter, your white paper can sell the next step.  

Since I want to maximise retention and to avoid buyer’s remorse, I use almost exclusively two-step 
marketing.  

The other side of the one-step marketing coin is image or brand marketing. People say that the more 
people see their logos and slogans, the more brand awareness they’ll have. This is fine to sell 
commodities and junk food(-looking substances), but it‘s pretty futile in selling premium technology 
solutions.  

Selling premium technology always involves a lot of education for clients. And here is this difference. This 
education is not persuasion in disguise. We have to become like doctors who educate their patients about 
their conditions but remain unbiased about what their patients want to do about it. We have to be 
comfortable both with a “Yes, we want your solution” and “No, we keep looking for something else.” 

 

EExxtteennssiivvee  FFooccuuss  OOnn  BBeenneeffiittss  -- While benefits are important for economic buyers, technology 

buyers want to know all the features too. Actually, they are even more interested in the features. 
Due to their expertise, they can make the connection between features and benefits. 

However, make sure that you send slightly different documents to top executives and technical 
buyers for they interpret data differently. I also suggest that you contact top dogs first, and if they like your 
stuff, they will pass it on to the appropriate managers. 

So, when you write to the top dogs, build your communication on business cases not technical features 
and benefits. But when you write to technical buyers, then emphasise technical advancement in their 
operations as an incentive to act and contact you. 

 

SStteeeerriinngg  CClleeaarr  FFrroomm  JJaarrggoonn  –– Non-technical copywriters emphasise the importance of 

keeping copy jargon-free, and so simple that even seven-year olds can read and understand it. 
While this is true to the consumer market, it’s a huge mistake when marketing to technical buyers. 
Having many years of education and significant experience behind them, these people are proud of 

being able to talk in jargon and use jargon extensively. When they read materials that make a heavy use 
of jargon, they know that it was a fellow technical person who wrote that that piece. So, in that moment 
that piece of information has credibility and is worth reading.  

Observe the attitude of the technical reader: If your piece is written by a fellow technical person, the 
reader’s attitude is...  

“I don’t know you, but being one of us, I start reading your stuff. I give you the benefit of 
a doubt and regard you as innocent until your writing proves you guilty.”  

It means your materials get read and if it makes sense to technical buyers, they take it to the economic 
buyer. And rest assured that technical buyers do all the necessary interpretation of jargon to the 
economic buyers. So, using jargon only establishes you as a peer. 

 

OOvveerrmmaannuuaalliissiinngg  TThhee  SSaalleess  PPrroocceessss  -- Before prospects make specific commitments to 

you, it’s a waste of manpower to involve human interaction in the process. There is another 
problem with involving people in the process too soon. Prospects are sceptical and are worried 
about the hardnosed, commission-hungry arm-twisting salesperson. And prospects will do their 
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level best to dodge that salesperson.  

About a week ago I downloaded a white paper on CRM, and within two hours a salesperson was on me 
with some typical “used car” sales tactics. And within a week I received 20 plus emails trying to set an 
appointment with me. This is fine and we can choose our responses, but let’s just think how expensive it 
is to maintain a real-person follow-up system. Yes, people may say that prospects want the human touch, 
but at this early stage all they want is peace and quiet from overzealous salespeople.  

Most technical buyers don’t mind receiving messages from an automated follow-up system as long as it’s 
informative not “pitchy”. 

 

SSeelllliinngg  TTeecchhnnoollooggyy  PPrroodduuccttss  IInn  IIssoollaattiioonn  -- Former IBM Big Cheese, Lou Gerstner once 

said… "You are headed for commodity hell if you don't have services". The product can be a 
great entry offer, but what you find is that your clients need more.  

Many years ago Dr. Maxwell Maltz (The author of Psychocybernetics) discovered that after performing 
cosmetic surgery on his patients, they also needed psychological “surgery” to help them to settle in their 
new physical states. Maltz concluded that without this psychological post-surgery emotional uplift, the 
surgery itself was pretty useless. 

Selling technology is the same. Clients buy products but they also need help to integrate that new product 
into their daily operations and also to provide skill development for staff members to effectively use the 
new solution. And of course, who is the most qualified to provide that additional help and support? Well, 
the very company that makes the product. Through the product, you already have credibility.  

For instance, look at a software package called CADSTAR by Zuken (http://www.zuken.com). CADSTAR 
is one of the best electronic design package, including schematic capture, printed circuit design and a 
brilliant autorouter. I was an OrCAD user at that time and a few times I had the opportunity to fiddle with 
CADSTAR. It was a different league. But when you look at Zuken’s website, you see that the company 
offers a broad range of professional services. The cost is in creating products. The profit is in supporting it 
with additional professional services. Just ask the professionals who support Open Source solutions, 
charge the king’s ransom and get it. 

 

WWrriittiinngg  AAtt  AA  GGrraaddee  SSeevveenn  LLeevveell  -- Many non-technical copywriters say that we have to 

simplify our language and write our messages in basic English so even school kids understand it. 
But there is a problem. People who barely have a few classes of elementary school education don’t 
purchase sophisticated technical products and services. Your buyers have advanced degrees and 

they expect you to talk to them at a certain educational/professional level. So, if you sell printed circuit 
design software, your buyers know what an autorouter, a bridge rectifier or wire wrapping is. If you sell 
software for analysing vital signs in operating theatres, your buyers know what the QRS complex of an 
ECG is. You can actually lose credibility by trying to explain things in simple kindergarten terms. After all, 
your buyer is the head of engineering or the head surgeon. 

 

UUssiinngg  TThhee  WWrroonngg  KKiinndd  OOff  GGrraapphhiiccss  -- Many technology companies make the mistake of 

using either artistic graphics or low-level operational graphics. For instance, screenshots on how to 
open a new file. The problem is that technical buyers have a pretty good knowledge of opening 
files and the economic buyers don’t operate at such low tactical level. 

Try to use the kind of graphics that show the complete unit in operation. Show how your technology ties 
into the whole system which the technology is a part of. 

Using an example from the car industry, compare the brochures of Saab and Chevrolet. The Saab 
brochure is 60 pages long and full off graphics of technical details. In contrast, the Chevrolet brochure is 
an image piece, full of glamour graphics.  

Similarly, compare technology that is made for the mass market to technology that is made for specific 
niche markets, like AutoDesk’s Autocad or CADSTAR by Zuken. They are bloody expensive packages for 
specialty markets. 
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So, if your technology promotion is full of “glitz” graphics, then your stuff will be regarded as a commodity.  

 

PPuusshhiinngg  NNeeww  SSttuuffff  DDoowwnn  BBuuyyeerrss’’  TThhrrooaattss  UUssiinngg  AAnn  AArrmmyy  OOff  PPeeddddlleerrss  -- Imagine 

this… A company develops a brand new piece of software, then it hires and army of commissioned 
salespeople and sends them out to each possible direction of the world to drum up new business. 
For good measure the company also sets up a call centre in India and starts cold prospecting.  

And no one buys. Salespeople are fired and new ones are hired. The call centre is ditched and a new one 
is hired. Still nothing. The problem is that the company tries to sell something that’s never been properly 
introduced to the market.  

Just think of Microsoft Windows. While it was penetrating the consumer market, penetrating the minds of 
hard-core (e.g. Assembler) programmers was a bit of an uphill struggle. Programmers loved the DOS 
platform because that allowed them to directly communicate with the hardware. And they didn’t want to 
give up this control to a fancy graphics driven, seemingly useless Windows interface.  

So, it took quite a bit of time to market them, using valuable information, to warm them up to the point of 
being ready and wiling to change. And until and unless they are ready for the change, it’s pretty dumb to 

pull traditional sales tricks on them. Tricks like, “I’ll be in the neighbourhood” or “Do you prefer to 
pay with cheque or credit card?” 

It’s not about pushing your technology solutions through a massive sales force against massive 
resistance and reluctance, but gradually opening buyers’ eyes about what values your new solution can 
bring into their lives. However, if they prefer the old way of doing things, don’t send super-aggressive, pit 
bull type salespeople on them. Concentrate your sales efforts on buyers who’ve already made up their 
minds to change.  

Even when I was a buyer for million dollar plus technology solutions in the mid 90s, I did my pretty damn 
best to avoid salespeople. But when good marketing materials shifted my thinking, I acted pretty quickly. 
And since that time, buyers have become more sceptical and read marketing pieces that promise “market 
leader”, “cutting edge”, “robust” and similar marketing lunacy with a rain – or rather a large bucket – of 
salt.  

 

WWaassttiinngg  RReessoouurrcceess  OOnn  IInnssttiittuuttiioonnaall  ((IImmaaggee))  MMaarrkkeettiinngg  -- Technology companies 

infatuated with gadgets and this pervert relationship causes them to spend the king’s ransom on 
merely “looking better”. They are obsessed with the image they present to the world, but more 
often than not, this obsession is played out at the expense of substance. Just look at most 
technology websites: Pages upon pages of pompous pontification, meaningless chest-beating and 
self-aggrandisement. And since most technology companies use their technical staff to write web 
content, the copy is pretty jaded with full of superlatives and meaningless platitudes. Yes, they 

save on copywriters, but at what expense?  

While image marketing is good at bragging about the company, it’s meaningless to the market. It has 
nothing valuable to offer to potential clients. But let's see the differences between the two... 

Image Marketing Direct Response Marketing 

Objective: Generating image, buzz and brand 
awareness 

Objective: Generating clients and revenue 

More artistic than scientific More scientific than artistic 

Seller-centred Buyer-centred 

Winning awards and recognition Winning sales 

Creating image Creating clients and revenue 

Stroking the advertising company and the Stroking the marketplace’s ago and encourage 
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advertising agency’s ego response 

End result: Achieving momentary liking. Having 
people admire the ad or website and sigh: "Wow!" 

End result: Achieving lasting results. Having 
people take instant action upon reading the 
marketing piece 

One of the reasons agencies love image marketing is because it’s not response-accountable, so they can 
charge anything they want to without being accountable for delivering something that actually works. And 
they after day, thousands of technology companies lose tens of millions of dollars on image marketing... 
and the advertising agencies love them for it. One of the greatest examples is the notorious Nissan ad

2
. 

 

FFaaiilliinngg  TToo  QQuuaannttiiffyy  TThhee  VVaalluuee  OOff  YYoouurr  OOffffeerrss  AAtt  TThhee  HHiigghheesstt  IImmppaacctt  LLeevveell  –– Any 

technology solution impacts the buying organisation on three different levels. Unfortunately, most 
sellers quantify the value of their software only at the lowest level, so their solutions are likely to be 
treated as a commodity. But in most cases the quantification process is non-existent, and 
technology sellers simply just say, “Our technology is very valuable”. My contention is that value is 
money, so value ought to be quantified and translated into money. So, now let’s look at the three 
levels on which the software delivers value to the buying organisation.  

 

1. The technology itself: This is the 
lowest level impact, hence value 
(Drawing above). For instance, if your 
solution is CRM, then your salespeople 
have a central location to store all 
client-related information. You need 
lots of benefits on your side to create 
extra value on the client's side. 
(Drawing below) 

2. Process level: Value with medium 
leverage. This is about how the above 
benefits of allowing salespeople to 
have a central location to store all 
client-related information impact the 
work processes in the business 
development department. 

3. Performance level: This is about the improved performance on the highest – strategy – level. This is 
value with the highest leverage. You don't need a lot of effort to create significant value on the client's 
side at this level. 

This concept of three impact/value levels comes from Jeff Thull. I’ve only made some drawings to make 
the concept easier to understand. 

 

Every organisation suffers from a certain amount 
of inertia. It’s just part of the game. As a software 
seller, you work against that inertia. And many 
people in many companies are invested in the 
status quo.  

This is why you have to build relationships with 
real buyers with profit/loss accountabilities not 
with salaried employees with exalted titles in 
purchasing and procurement departments. 

Only people with profit/loss responsibilities have a vested interest in acquiring solutions based on value. 
The purchasing and procurement folks are usually seeking lowest bidders. 

So, if you emphasise what the software does, referring to the graphics above as “Product or package of 

                                                      
2
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service”, you have to push very very hard to create enough torque to overcome organisational inertia and 
increase client value. But if you emphasise and quantify what your software does on a performance / 
strategy level, then you can create huge torque with little push which results in significant client value. 

SSuummmmaarryy  

Technology buyers are pretty oddball folks. They don’t think and act the way the majority of people do. 
They have their own idiosyncrasies, and technology marketers have to know and understand those 
idiosyncrasies if they want their marketing messages to be read.  

Also, let’s remember that technology stuff must contribute to business solutions, not technical solutions. 
No one buys technology for the sake of having it. It must address a specific business problem. And as 
such it impacts the organisation at three different levels… 

In his book, Never Cold Call Again!: Achieve Sales Greatness Without Cold Calling, Frank J. 

Rumbauskas, Jr. writes… “In addition to understanding and accepting the fact that cold calling is 
no longer the answer, you must understand the difference between buying and selling: 

Buying: The act of willingly purchasing something that one wants or needs. The buyer 
leaves the transaction feeling satisfied and fulfilled. 

Selling: Attempting to convince another that they want or need your product regardless 
of whether they do or not. The buyer frequently experiences buyer’s remorse after such a 
transaction.” 

So, at this point you just have to decide which model you’re going to use to grow your technology 
business: The selling model of chasing prospects, as a dreaded peddler, while prospects try to run and 
hide from you.  

Or the buying model of being sought out by self-qualified prospects as a respected industry expert. 
Remember, vendors are procured as subordinates; trusted technology advisors are engaged as peers. 

Are you selling them or are you helping them to buy? Hope you make the right decision.  

In The Ordeal of Change Eric Hoffer writes...  

“In times of change, learners will inherit the earth, and the learned will find themselves 
beautifully equipped to deal with a world that no longer exists. The illiterate of the 21st 
century will not be those who can't read and write, but those who cannot learn, unlearn 
and re-learn.” 

The same happens to high-tech companies that try to increase their sales by assembling larger and 
larger sales forces. They are trying to sell their stuff in a way no one is buying any longer. They just have 
to understand the simple fact that the world of selling has dramatically changed in the last 10-20 years.  

Besides, the goal is not to make more but to keep more. And while traditional selling can help with the 
former, it almost always fails when trying to achieve the latter. 

Good luck. 

Tom “Bald Dog” Varjan 

PS: If you have found this tip sheet valuable, I encourage you to join my world as a subscriber to my 
monthly newsletter, “Tomicide Solutions: Random Ramblings of a Recalcitrant Renegade”. Every month I 
publish a pretty substantial article (4-6,000 words) on a certain aspect of technology business 
development. Why so long? Because, based on the feedback, my readers value the details of how to do 
certain things. And at least I can brag that my newsletter is not thinly disguised promotion. It seems the 
more and better stuff I put out there, the more requests I get for projects. You also receive my - by now - 
43 page-long white paper on organising and executing an online business development initiative.  

 

 

http://www.varjan.com/
http://www.varjan.com/
mailto:bald.dog@varjan.com


 

 

Copyright 2008, Tom “Bald Dog” Varjan. All rights reserved.  
http://www.varjan.com 

Page 10 of 10 

Since 1996, using his decade plus experience as an engineer, project manager and 
technology buyer for high-ticket technology solutions, Tom “Bald Dog” Varjan works 
with technology companies that don't see the desired return on their business 
development investments and initiatives and not sure what to do about it. Also using 
his expertise as a former butcher and gravedigger, he helps his clients to kill and 
bury ugly, filthy, mind-numbing, bone-jarring, soul-sinking cold-prospecting grunt 
work, and build “minimum headcount and maximum firepower” type commando 
(former soldier himself) style business development teams and precisely designed 
and implemented systems to sell premium services to premium clients at premium 
prices. Visit Tom’s website for a broad range of business development tools, white 

papers and articles at http://www.varjan.com 

PS: Here and there you may find words in this document that are spelt differently from your way of 
spelling. Words like colour, honour, favour, realise, which you'd spell as color, honor, favor and realize. I 
speak and write in British English, the so-called Queen’s English, which is a bit different from English in 
other countries. However, there may well be some genuine typos and spelling errors, so feel free to let 
me know. Thank you and happy reading. 

PPS: You’re free to pass this document on to your friends, colleagues and associates who are involved in 
business development.  
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