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Introducing Business
Outcome Management
Business outcomes are the key deliverables
by which your customers define value
and measure success. The problem is that,
while these outcomes may be discussed at
various points in the customer relationship,
it can be easy to lose focus on what
really matters to each customer without
a system in place that documents and
measures achievement of specific goals
and objectives. That’s where business
outcome management (BOM) comes in.
BOM is defined as the practice of suppliers
(SaaS companies, technology companies,
managed services, etc.) proactively
collaborating with customers to align
around and prove the achievement of these
outcomes over the course of the customer
relationship.
Despite best efforts, many revenue
organizations have traditionally focused
on how they target and sell, not on how
they serve the end goal of a buyer. One of
the ways to differentiate and build lasting
customer relationships is by adopting
outcomes-based selling and success.
According to legendary business thinker
Geoffrey Moore: “Tracking true ROI is in the
mutual interest of both the customer and
the vendor, as this is the money that will
reward the money paid in to date, as well
as pay for continuing consumption of the
service.”
By focusing on how your product fulfills
the needs of your target audience, you’ll
earn trust, build mutual accountability,
move deals forward, and renew and grow
relationships with ease.

Business Outcome
Management (BOM):
[noun]

The practice of suppliers proactively
collaborating with customers to align
around and prove the achievement
of outcomes over the course of the
customer relationship.

Although seemingly straightforward, BOM
requires a shift in thinking across the entire
revenue cycle. Marketing must position
the outcomes their target audiences
care about most—and, of course, can be
predictably achieved. Product must build
an offering that delivers on the outcomes
promised. Sales must define and document
the outcomes their prospects are looking
to achieve and use this as the promise to
get the deal done. Implementation teams
must keep outcomes at the forefront of
the customer relationship to ensure value
realization. And, finally, customer success
must ensure outcome achievement to lock
in future growth and retention. Too often,
companies rely on this final step—customer
success—to carry all the water. The reality is
that customer success cannot be achieved
unless all of these other functions are
actively committed to the goal of outcome
achievement.
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Oscar’s Outcomes
To get started, here’s a fun and whimsical story to help you
understand the thinking behind the Business Outcome Methodology.
Acknowledgments: Many thanks to the late professor Theodore
Levitt of Harvard Business School who so wisely said, “People don’t
want to buy a quarter-inch drill. They want a quarter-inch hole!”
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Oscar’s Outcomes
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Where B2B Goes Wrong
Why is BOM needed? It’s simple—just
like Oscar, B2B suppliers don’t always
understand their customers. Research from
Gallup shows only 31% of B2B customers
believe their suppliers understand their
needs. This data demonstrates a level of
misalignment, the root causes of which, on
both the supplier and the buyer side, can
be complex.
The problem on the supplier side is rooted
in the fact that from the very beginning,
sellers aren’t seeking to understand what
specific outcomes their buyers are trying
to achieve through the partnership. When
a customer feels that a supplier does not
understand their needs, the supplier has
failed in their primary responsibility and
that failure shows up in win rates, renewals,
and lifetime value.
Customers bring their own set of issues
to the table. We know that it takes both
parties to create a longstanding, stable,
and productive relationship. The customer
must communicate their expectations
to the supplier, explain the roles of key
stakeholders, and guide the supplier
through internal processes and politics. If
one side of the supplier/buyer equation is
not aligned with the other, both sides are
on a collision course for an unhealthy and
potentially short-lived relationship.

To improve, organizations need to level up
their approach to customer management.
There needs to be a more rigorous
discipline of understanding, managing,
and measuring the needs of customers
across the entire customer lifecycle.
Outcomes should be the true foundation
and centerpiece of the entire organization’s
strategy and the steel thread that traces
through the customer relationship.
For customers, business value is created
through the predictable delivery of
outcomes. It is commonly accepted that
the path to customer success is focusing
on a customer’s goals and objectives. But
stating we want to help customers achieve
their desired outcomes is one thing —
crafting and executing a plan to deliver on
that vision is another thing entirely. To be
successful, you need to operationalize an
outcome plan that combines the use of the
products you sell, the services you deliver,
the teams you assemble around your
customers, etc. Organizing all of this and
measuring progress toward and delivery on
outcome achievement is where companies
struggle the most.
To help you get started, MetaCX has
developed a maturity model you will find
on the next page.
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The Maturity Model
It’s unrealistic to expect an organization to
immediately adopt every aspect of BOM.
Every business initiative of any significance
and consequence needs a plan–and often
a stepwise path to get from “as-is” to “tobe.” Here are the five steps for transforming
your customer lifecycle to an outcomesbased approach:
LEVEL 1

Collaboration

LEVEL 3

Adoption
The obvious but sometimes overlooked
reality is that your customers can’t get value
from your product unless they use it–and
use it in the right ways. Level 3 focuses on
measuring adoption and understanding
usage patterns to ensure your customers
are taking advantage of the capabilities
that help them unlock value.

The first steps enroute to achieving
measurable outcomes for customers is
ensuring that the supplier and buyer
are aligned around a shared definition
of success. Every purchase begins with
one or more outcomes in mind. Level 1
on the journey focuses on documenting
and validating these target outcomes
with the buyer as a foundational first step
toward both closing a deal, and creating
the conditions for a lasting and profitable
partnership.

LEVEL 4

LEVEL 2

Finally, Level 5 focuses on the attributable ROI
that your customer cares about most. These
are generally expressed as some combination
of increased revenue, reduced costs, or
mitigated risks. Since these are lagging
indicators, measurement of these things
often requires data from your customer–
either directly from their systems or manually
provided to complete the picture.

Delivery
Too often, the goodwill and momentum
created in the sales cycle doesn’t convert
downstream into the implementation and
onboarding phases because of a fumbled
handoff. Level 2 of the journey focuses on
coordinating this handoff to ensure all of
the stakeholders are oriented to the same
set of target outcomes, and organized to
get the solution deployed, delivered to the
customer, and getting them using it as
efficiently as possible.

Impact
Enroute to demonstrating attributable ROI
are various leading indicators that show
positive impact in the right directions. Level
4 is where you start to start to measure
impact for your customers by looking at the
metrics that signal positive trends on the
way to attributable ROI.
LEVEL 5

Performance

Five steps may seem like a lot, but true
transformation takes time and it requires
a stepwise evolution. Luckily, if you decide
to take the plunge, you’ll find that you
realize value with each step you take toward
becoming an outcomes-based organization.
You don’t have to wait to complete all five
steps to see the impact of this approach.
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Defining Outcomes
In order to adopt BOM, the foundational
first step is extremely important: becoming
proficient in defining outcomes. This plays
a huge role in both closing the deal, and
creating the conditions for a lasting and
profitable partnership. In almost every case,
that outcome is some specific variant of
one or more of the holy trinity (see right).

1 Grow Revenue
2 Reduce Costs
3 Mitigate Risk

As a seller, if you can’t determine which
of these three themes is driving the need,
chances are you haven’t done enough to
understand your buyer. This may put your
deal at risk and sacrifice the potential
contract value that’s earned when you
create a clear, compelling business case.

1 What will change? Describe the

business impact you wish to achieve
with the help of our offering.

2 By how much? Define the

measurable impact you expect to see
by entering into a partnership with us.

But how do you identify and align around
the target outcomes your buyer has in
mind? Start by asking the questions to
the right.

3 By when? Specify the timeframe

within which you expect the change to
occur after a purchase has been made.

Their answers can then be organized in the
following format. The result is an outcome
statement.

by
(directional change)

(object of impact)

by
(degree of change)

(time frame)

For example, a marketing automation vendor who asks potential
buyers the series of questions could end up with the following
outcome statement.
Increase

Leads Generated

(directional change)

(object of impact)

by

20%
(degree of change)
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Defining Outcomes
You’ll likely need to repeat the exercise several times with a number of key stakeholders. After
all, your buyers aren’t limited to a single desired outcome. They likely will have several and it’s
up to you to document, define, and track each one.
By providing visible proof of your commitment to your customer’s business goals, you will
earn trust and move relationships forward. It is important to keep in mind that you don’t have
to fill in every detail from the beginning. For example, expecting a buyer to know precisely
by what degree and by when they expect to see a change may be unrealistic from the start.
When that is the case, set directional goals that create general alignment around what to
aim for. As you get some experience working together and establish some baseline data, you
can add more precision to these measures.

Scaling BOM
While simply embracing the principles of BOM is a step in the right direction, in order to
scale, you’ll likely need a system to organize, track, and collaborate around these outcomes.
This is where MetaCX can help.
Now, it’s very important to note that this eBook isn’t meant to lay on the hard sell. We’re firm
believers that simply adopting an outcomes-based mindset for selling and success will have
a positive impact on your business. Whether you adopt MetaCX, we genuinely hope you do
embrace the principles we’ve proposed.

Who is MetaCX?
MetaCX is a SaaS provider with a purposebuilt platform for operationalizing a fulllifecycle approach to outcomes-based
selling and success. Within the platform,
desired business outcomes are the central
focus to every activity and action.
Once you have determined the outcomes
that a buyer is hoping to achieve, you can
align success milestones to each outcome
within MetaCX. Success milestones are the
measurement of specific actions related
to the achievement of an outcome—
essentially the stepping stones to outcome
achievement.
Success milestones can be achieved
through the completion of a task or project
or by meeting the minimal threshold

related to a customer activity. They can be
tracked automatically via MetaCX metrics
or manually within the application. If you
choose to track the success milestone
automatically via a metric, the metric can
be built using one or more signals from
any data source relevant to the customer
experience.

To best articulate how MetaCX can be
applied, let’s return again to the maturity
model.
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MetaCX’s Maturity Model
LEVEL 1

LEVEL 3

With MetaCX, your sales team can
collaborate with prospects in a co-branded
digital space called a bridge that allows
both parties to document and refine
target outcomes and work together on
the mutual success plan. Progress on
the path to partnership is tracked and
celebrated to create trust and transparency,
to drive conviction and, ultimately, deal
closure. You can even measure a prospect’s
engagement as a way to improve
forecasting. As a deal progresses, the rep
tied to the deal can invite your onboarding
and success teams into the same space to
signal post-sale continuity.

During and after onboarding, you can
measure adoption and understand usage
patterns as the most basic foundational
precondition for achieving measurable
outcomes. MetaCX can instrument your
application directly or capture data from
tools like Mixpanel and Pendo that are used
by your product team. By understanding
adoption and usage patterns, MetaCX
helps you keep customers on track as they
learn to develop healthy habits inside your
product.

Collaboration

Adoption

LEVEL 2

Delivery
Once invited into the bridge,
implementation, onboarding and/or
customer success will find all of the context
they need from the sales cycle, including
the target outcomes agreed upon. Within
this space, this team can create a project
plan (from scratch or using templatized
playbooks) to complete the work in a way
that gives customers confidence, secures
some early wins for the customer, and
accelerates the path to value.
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MetaCX’s Maturity Model
LEVEL 4

LEVEL 5

To show impact, MetaCX gives you the
ability to measure the business effects
of your solution by surfacing leading
indicators to promised business outcomes.
For example, a marketing automation
provider may sell to their customers on
the promise of increased revenue, which
is a lagging indicator. A leading indicator
for increased revenue may be something
like website or landing page conversion
rates or email clickthrough rates. Showing
improvements in these areas gives your
customer confidence that you’re having
an impact on the lagging metric they care
about. In many cases, the supplier already
has access to this data from within their
product.

And finally, MetaCX allows you to close the
loop on business impact by showing how
your product creates measurable business
value. Back to the previous example: in this
phase of maturity, you and your customer
have a shared view of how the use of a
marketing automation platform is driving
revenue growth for their business. Being able
to show this type of performance data is an
airtight, practically bulletproof argument for
renewal and expansion.

Impact

Performance

The only way to prove your value is by
including your customers in the pursuit of
their desired outcomes. Suppliers who adopt
the BOM philosophy will experience high win
rates and longer, more profitable customer
relationships.
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