GLOBAL ACCOUNT MANAGEMENT: RELOADED
The society and the way to do business evolve, so should the practice of GAM
By Olivier Riviere

Introduction

Beyond the hype — and the sometimes associatedyevadgpn and naivety — the terms Web
2.0 and Entreprise 2.0 cover some fundamentalkshifsocial and business behaviours. Many
comments on the current society highlight the femeg individualism of citizens and
consumers. Simultaneously however, most people slisv a desire to belong to selected
communities. In his booKhe Culting of Brands, Douglas Atkin very well described this
relatively new (in rich societies) form of tribalis The possibility enabled by Internet for
each individual to be a consumer and a creatonfofmation, have driven a shift in the way
citizens and consumers interact with institutionsl &rands; mono-directional information
flow, from organisations to the people, is not @table any longer. Communication must be
a dialog; it must be based on conversations. Agsttf@rward consequence of this is that
mechanisms that build, maintain or destroy trustehBecome more complex and more
ambiguous as shown by tfieust Report published every year by the PR Agency Edelman.

These evolutions in the society also influence waydo business. For the sake of operational
and cost efficiencies, business relationships betwee client and a supplier tend to become
simultaneously transactional and relational. On ¢hent side, decision makers use varied
sources of information to minimize real and peredivisk. Advice from a peer (word of
mouth) matters a lot. So do informative non-comnagrconversations with the supplier,
preferably complemented by experience sharing witieutral third party. In such a context,
sales tend to become consultative and the sellimregs requires cross-functional
collaboration especially on the supplier side. Ehegolutions are at the core of what is called
Sales 3.0 in the framework of the GSSI.

This social and business context also influencest lgactice for Global Account
Management (GAM). The session on GAM at the GSSI926onference and this related
article are focusing on how the GAM practice isbould be evolving.

A quick reminder on Global Account Management
As a reminder, establishing a Global Account Progusually requires the following;

* The definition of a clear strategy defined by tlkeaitive team and its communication
to staff

* Aclient segmentation and the careful selectioGlabal Accounts

* The definition and implementation of a pragmaticNbAethodology

* The appointment of a Program Manager and of Glababunt Leads

* The Building of the Global Account virtual teamsr{wal because team members are
based in multiple locations and have local direporting lines)

* Training and coaching on the GAM methodology babain virtual team dynamic
and on multi-cultural environments

* The Implementation and usage of adequate techresdgisupport global account
operations

» Goal setting at program and account level as vegtleaformance monitoring



In this article, we will not discuss all the abdweics in details, but highlight where the
evolution in social and business behaviour is dfsang an evolution of the GAM
practice.

Client segmentation and the need for a mor e flexible definition of a Global Account

Defining a client segmentation is a mandatory fsgtp. Not only does it support the
identification and selection of focus Global Acctayrbut also it allows for a company-wide
and consistent analysis of the client base. Tadittonal definition of a Global Account
imposes two pre-requisites on the client's sideceatralized decision centre, and the
possibility to organize a global delivery of goamtsservices. In order to serve such a client, a
supplier has to check carefully that both on thentls and supplier's side the business is
global. This vision still applies to many Global@eints and implies that most of the decision
making is concentrated at Headquarters level. Hewawany companies now have a more
flexible approach to their global operations, amtognize that being global does not
necessarily means being centralized and imposiagséime way to operate in each market.
With such organizations as clients, the notion fb@l Account becomes more complex and
even ambiguous. For example, intellectual servicenganies such a marketing or
communication agencies, or software vendors, dee lavot of these new type of global
accounts.

The segmentation matrix — that focuses on existirgnts — should be kept as simple as
possible, even if some figures — especially onifability — are required. The exact format of
this matrix varies with the nature of the businésservice company might use a matrix with
the “Value” on a horizontal axis and the “Poterit@h a vertical axis. These two parameters
should be evaluated by combining facts (figuresthwess tangible parameters related to
prestige and image. A product-oriented company tigh tempted to use a more purely
figures-driven approach with the financial valual dhe profitability as the two axis and the
radius of a circle representing an evaluation of tdrowth potential. All in all the
segmentation helps make decision on how to manage gobal accounts (for growth, for
profitability, for retention, for replacement origxIt also helps to make decisions on where
to invest and allocate resources, especially tintekaudget for sales, marketing and business
development.

In addition, because of the somewhat ambiguousitieh of what “Global” means, it is also
important to assess if some existing client refetiops, currently limited to one or a few
countries, can be expanded into a more globalioeksttip with a specific networking and
business development plan.

Skillsrequired from the Global Account Leads and from their teams

In order to implement a true Global Account strgtagis highly recommended to appoint an
overall Global Account Management program owneefgrably at senior management or
even executive level. Because of the complex dyoaohiinfluence and power in any

international organization, and the almost systeretistence of baronies, the GA Program
Manager must have great political and social slalsl the gravitas to impose respect to
anybody in the company.



The Global Account Leads are chartered to orchestthe relationship and business
development with each Global Clients. These denmandiles require great leadership and
communication skills as well as strong businessraru The Global Lead must be able to
foster team collaboration, especially when thentle@@ganization is highly decentralized. This
job is most often far more about explaining, coning and inspiring than about controlling.

In a modern business environment, the Global Accaaads must demonstrate a spirit of
entrepreneur, have strong networking and influenaikills, and have an excellent sense of
how to handle cultural differences. Of course,sithighly recommended to select Global
Account Leads who have a truly international backgd and have worked abroad.

The selection of the other Global Account team mansiis also important. They all need a
good command of English as well as the flexibildyoperate in a virtual team and in a
complex environment. They must be able to cope thighoften ambiguous situations of
serving simultaneously a local and a global corpacson at the client.

Finally yet importantly, Global Account team mendaeed special training and coaching
especially in three areas; management of largegboichl operations, management of multi-
cultural virtual teams, networking techniques toalep relationships with a global
organization. Human resources or the people deretapand management practice must
consider those needs, and establish Global Managesrpertise as a career patch within the
agency.

Global Account Management methodology

Each organization is different and suppliers havadapt to their client. A Global Account
methodology aims at helping organize and standaittiie three following aspects of the
business relationship;

* The interaction and collaboration between the acttaam members

* The delivery of the products and services to thentlorganization

* The networking and business development effort tighclient organization

The framework of the interaction and collaboratlmetween the account team members is
created by the objective setting and by standaddstand processes including account
members list and profiles, an account developméart phared with the whole team, and

regular scheduled communication (mostly conferesadks). As much as possible, it is also

recommended that the members of a given account &a given the opportunity to meet

face-to-face once a year. The Account Leads mgst mlake sure that informal ad-hoc and
peer-to-peer communications takes place on a egylar basis.

The delivery process of the products or servicethéoclient organization is determined by
both the client and the supplier. Tools and methodsst aim at making this delivery

consistent and homogeneous across locations, aesjrénd regions. Critical parameters are
the measurability of results against initial objees, as well as the timely and efficient
reporting of progresses and issues. For many chiedtsupplier organizations, and for tons of
reasons, ensuring such a consistency across alhgegan be very challenging.

The interaction between the client and the suppmigranizations must be driven by the
account team to cover not only the conditions gbad delivery but also to enable business
development. It is essential that the Global Ac¢daam drive a consistent and coordinated
networking effort with the client organization. Tlerther growth of the business with a



Global Account depends from the quality and pentieeof this effort. The role of the key

contact person at the client is crucial as hisesrdwn attitude and willingness to collaborate
with their supplier has a huge influence on thedaiions under which this networking effort

is driven.

Technology for GAM

Of course technology can play a role to supportb@lcAccount Management operations.
Information technology can help the interactionwsstn the client and its supplier but also
the virtual Global Account team.

The service delivered by a global supplier to iients often includes a portal to share
information related to the joint operations. Thisrtal can rely on the client's or on the
supplier’s IT infrastructure.

In parallel, the Global Account team needs a spepiternal resource to share information

about the client and about the execution of thewaatdevelopment plan. The quality and
ease of use of such a collaboration platform cagy ph important role in the building of the

virtual team dynamic. This can be done with a CRMtem but these systems tend to be
tedious to use. An alternative is to use moderdstbased on social media concept but
adapted to a business context. Such tools areréasise than CRM systems while providing

a simple way to store and retrieve information whelasing a formal and informal dialog

between team members.

However, experience shows that the individual apltective behaviour, and the willingness
to overcome all problems as a team, play a mucgebigole in success or failure than the
feature set of the available collaboration tools.

Goal setting, success metrics and performance monitoring

Performance must be measured on each global acandrior the program globally. The
program and account-level score card should conthéefollowing categories;

* Revenue growth and geographic expansion

* Profitability

» Development of the quality and focus of the relasiup
» Client Satisfaction

* Account Team dynamic and motivation

A critical matter is the management of the indiablgales quota and revenue recognition
process. The elected system must foster collaloordtetween sales people, not destroy it.
This can be quite complex to manage.

The account-specific goals and the overall proggaals should also be shared with the local
management of all team members. Whenever poskibkd,senior managers should also
have objectives that will support the Global AccoManagement programme.



Finally, running a Global Account (GA) programmepies a good communication to the
whole organization about the reasons and the gbale programme, its success metrics, and
its achievements.

Conclusion: GAM Reoaded

Engaging with Global Accounts is a major opportyait hand for many companies as long as
they can ensure a global presence (even througheps). The theory on the methodology
and tools is relatively simple, what matters is tight strategic decisions, and the right
implementation. Clarity on the strategy, a strongp®rt from the executive team, and the
right collaborative attitude across the organizatiare the key conditions for success.

In a society where individualism and tribalism congbwith a new way to define global
business, the modern Global Account Managementrdgeepast experience while being
characterized by the following factors.
» The importance of multicultural account teams weithentrepreneurial spirit
» The necessity to network with global clients
« An advanced performance management reflecting ahgplexity of the business but
also people’s aspiration

Paraphrasing the title of a legendary movie, omecedl this GAM Reloaded.
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