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The Difference Between Good Teams and 
Great Ones

The most effective account planning sessions don't happen in
sales offices. They happen onsite with the customer.

In their boardrooms. With the key stakeholders present.

The best account teams don't sell to their customers. They plan with them. They walk into a review knowing 
more about the customer's strategic priorities than some of the customer's own leaders do. They map the 
buying group three levels deep. They know whose career is riding on this initiative, who is quietly skeptical, and 

who will become an advocate the moment they feel heard.

Their forecasts are trustworthy because their plans are honest. Their deals move faster because their 
relationships run deeper. Their customers don't just renew — they expand, refer, and advocate.

Most account teams aren't there yet.

Not because they lack talent. Because they lack a system. They're navigating buying groups of six, eight, ten 
stakeholders with no map, no compass, and a plan that was last updated before the last QBR. They're operating 

from instinct in accounts that require precision. And the customers — who can feel the difference between a 
team that has done the work and a team that hasn't — are deciding accordingly.

This guide is about building the system. One that delivers results this fiscal year.

One that is rigorous and human. Structural and intuitive. Built not just to win deals, but to become the team the 
customer trusts most.

Every VP Sales is looking for two things from a methodology: predictability and leverage. Predictability — a 
repeatable system that produces consistent results regardless of which rep is running it. Leverage — a way to 

concentrate the team's best attention on the accounts most likely to compound. This guide builds both.

According to Momentum ITSMA, organizations with mature account-based programs report 72% 
higher ROI than other marketing investments. Structured account planning produces 28% faster 
sales cycles and 35% higher close rates.

Here's how to build it.
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The best account teams don't sell to their 
customers. They plan with them.

— Lee Levitt, the Acelera Group
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Part One: The Why
Responding to opportunities is not enough.

Most account teams play defense. They wait for the RFP, the renewal conversation, the inbound request. They 
compete for the opportunity that already exists — and when they win, they celebrate a base hit. When they lose, 
they run a loss review and move on.

The best account teams don't wait. They bring the gap.

They surface the impact the customer hadn't quantified, sometimes hadn't even seen. They create the buying 
conversation rather than entering one already in progress. They identify new opportunities — new areas of 

potential impact — that the customer had no visibility on. That's where home runs come from. Not from winning 
competitions. From starting them.

This changes what account planning is for.

Sometimes there is a buying group already in motion — six, eight, ten stakeholders with competing priorities, 
an evaluation underway, criteria already being set. Account planning in that context is navigation. It surfaces 
who you haven't met, reveals the relationships you haven't built, and shows you where the deal can move 

forward and where it's about to stall.

And sometimes there is no buying group yet. There's a single relationship, a hypothesis about where value 
exists, and a conversation waiting to happen. Account planning in that context is co-creation.

Research consistently shows that without a plan, reps spend up to 64% of their time on non-selling activities — 
administration, internal meetings, chasing information that should already be at hand. A disciplined plan 
doesn't just recover that time. It redirects it toward the work that actually moves accounts: surfacing gaps the 
customer hasn't named, building the relationships that make hard conversations possible, and earning the 

right to test ideas with the people who actually decide.
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Account Planning as Co-creation

Gerhard Gschwandtner — founder of Selling Power and one of the most respected voices in the sales 
profession — has been talking about co-creation for decades. I first heard him use the word on the Selling 2.0 

stage more than twenty years ago. It landed then and it hasn't left. The idea is simple and radical at the same 
time: the best selling isn't done to a customer or even for a customer. It's done with them. The account team 
and the customer, building something together that neither could have built alone. The influence map gets 
built as the conversation develops. The opportunity exists because the account team brought it — not because 
the customer came looking.

Both are account planning. The reactive posture produces base hits. The proactive posture produces home 

runs — for the customer first, and as a consequence, for the team.

Account Team CustomerCo-
creation
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The Plan Is Rational. Decisions Are Not.

Emotion drives decisions. Logic defends them afterward.

Here is the tension at the center of every enterprise deal.

The executive who champions a platform isn't running a spreadsheet in the closed-door meeting. They're 
calculating personal risk and personal upside. Career trajectory. Political capital. The confidence to make a 
recommendation they'll have to defend for years.

Meanwhile, the rep is talking about MTBF and TCO.

They are speaking different languages. The rep is fluent in product metrics. The customer is thinking about 

whether their promotion is at risk if this goes wrong. Those two conversations are not happening in the same 
room — even when the people having them are sitting across the same table.

A rational plan is exactly what's needed. The problem is that most plans stop there. They capture what's 
measurable and ignore what's human. They track the deal and miss the person driving it.

Here is what research consistently confirms and experienced sellers already know: emotion drives decisions. 
Logic defends them afterward. The executive who approves the platform isn't choosing it in a spreadsheet. 
They're choosing it in a moment of conviction — about what's right for the organization, what's safe for their 

career, what they can stand behind when the board asks hard questions. The rational case they present 
afterward is the alibi. The decision was already made.

The plan that wins accounts for both. The data that builds the rational case — and the human reality that 
actually drives the decision.
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Help Me See Around Corners
At the conclusion of one account planning session — in a customer's boardroom, with their leadership present 
— the CIO paused before leaving and said something that has stayed with me ever since.

"Help me see around corners."

Not us. Me.

In that one word, the organizational language fell away. The formal posture dropped. What was left was a 
person — a senior executive with real stakes, real pressure, and real uncertainty about what was coming — 
asking for something he couldn't get from a dashboard or a QBR deck.

He wasn't asking for better data. He was asking for insight. He needed someone to take the helm and guide him 

through what was coming.

That moment — a senior executive handing the helm to a selling team — doesn't happen by accident. It's the 

result of a journey. The team had developed genuine perspective on his world. They'd shown up authentically, 
without performance or agenda. They'd built trust over time through deposits far exceeding their withdrawals. 
And in that boardroom, they earned the helm.

Perspective. Authenticity. Trust. Helm. That is the relationship journey that account planning is designed to 
accelerate — for every key stakeholder in every account.

That is what account planning is capable of, when it's done right. Not just a better plan. A relationship where 

the customer feels safe enough to be honest about what they're actually carrying.

Everything in this guide is designed to create that moment.
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The shift from opportunistic to intentional.

Most enterprise sales organizations operate opportunistically. They respond to inbound signals, prioritize the 

deals that feel warm, and run their CRM as a record of history rather than a blueprint for action.

Intentional selling looks different. It starts with a clear-eyed view of which accounts deserve focus. It builds a 

hypothesis about where value exists before the first conversation begins. It maps the buying group with 
enough precision to know who to meet, who to develop, and who to navigate around.

The difference in outcomes is not subtle. Intentional sellers don't just close more deals. They close larger 
deals, faster, with higher margins and stronger retention. They become trusted partners rather than vendors. 
Their customers plan with them rather than around them.

That shift starts with the discipline of planning.
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Part Two: The Who
The leadership architecture.

Account planning doesn't succeed without a clear architecture above the account team.

The CRO sets the strategic frame — balancing investment between new logos and existing accounts, and 
ensuring account planning is treated as a cross-functional operating system, not a sales document. The 
metrics that reveal whether this is working are Net Dollar Retention and linearity. NDR doesn't lie. An 

organization where account planning is owned by sales alone will watch NDR erode while the VP Sales hits their 
number.

Linearity is the one the CRO loses sleep over and rarely names out loud. In most enterprise sales organizations, 
70% of deals close in the last 72 hours of the quarter. That number represents everything wrong with reactive 
selling — the margin concessions made under time pressure, the deals forced closed before the customer was 
ready, the relationships strained by a push the customer didn't ask for.

When account teams align with their customers' actual initiatives and actual timelines, deals distribute 

naturally across the year. They close when the customer is ready — not when the quarter ends. The end-of-
quarter crunch is largely a symptom of deals that were never properly planned around the customer's calendar. 
When the plan is built around the customer's priorities, the pipeline reflects the customer's timeline — and that 
timeline doesn't end on March 31st. Linearity improves not because the team is managing deals differently, but 
because the deals themselves are different — shaped by genuine customer need rather than internal pressure.

The VP Sales is the driver. They own the methodology, set the review cadence, and hold managers accountable 

— not just for the data in the plan, but for the quality of thinking behind it. The VP Sales who runs reviews as a 
dashboard audit is leaving the most important work undone.

Revenue Operations owns the design and orchestration of the framework itself. And they don't build it alone — 
they co-create it with Enablement, who is closest to the reality on the ground: the sales teams, the managers, 
and sometimes the customers. RevOps without Enablement produces a framework nobody knows how to use. 

Enablement without RevOps produces great coaching with no structural backbone to sustain it.

Neither group can do it alone. The organizations that get this right treat them as partners in design — not 

handoffs in a sequence.
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Account planning is a team sport.

This is the sentence most sales organizations hear and then ignore.

The AE is the owner and orchestrator. Someone has to be accountable for the plan, the influence map, and the 
action items that keep it alive. That person is the AE — and the AE cannot do it alone.

The account team — Solutions Architect, Customer Success, Executive Sponsor, Marketing — each brings 

intelligence and access the AE can't replicate. The SA reaches the technical evaluators. CS sees the 
whitespace. The executive sponsor builds peer-level trust at the C-suite. Marketing becomes a precision 
instrument when it's aligned to the plan rather than the campaign calendar.

Every seat at the table serves the plan. The question is whether everyone at the table knows that.
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The Fault Lines and the Missing Player
The fault lines inside the selling team.

Here is what most account planning frameworks pretend doesn't exist.

The selling team is not a unified entity. It's a coalition — and often an uneasy one. The lead rep wants to control 
access. The product reps want to maximize their solution's footprint. The SE wants to solve the most 
interesting technical problem. The CSM is protecting the renewal. The regional manager wants the number 

closed by end of quarter.

These aren't character flaws. They're comp plan outcomes. Every one of those behaviors is a rational response 

to how that person is measured.

And the customer sees all of it. Not the internal dynamics explicitly — but the incoherence that results. 
Different messages. Unclear ownership. The handoff between pre-sale and post-sale that feels like falling off a 
cliff.

This is why the account plan needs an internal map alongside the external one. Who owns which relationships? 
Who leads which conversations? Where are the competing incentives that need to be named before the team 

walks into the customer's boardroom?

The team that hasn't done this work reveals its fault lines at the worst possible moment. The team that has 
walks in aligned — and alignment is visible. Customers feel it immediately.
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The player most teams leave out.

The most underused resource in account planning is the customer.

Most organizations plan about their customers. The best organizations plan with them.

Customer-engaged account planning means bringing the customer into the conversation about their own 
goals, their own gaps, their own definition of success. It means sharing the hypothesis — not as a pitch, but as 

a draft — and inviting them to sharpen it. It means conducting the planning session in their boardroom, with 
their leaders present, building the plan in real time.

This is not common. It should be.

When a customer has contributed to the plan, they have ownership of it. They are invested in the outcome. 
They become advocates for the work rather than passive recipients of a proposal. And they surface 
information — about internal dynamics, about competing priorities, about budget timelines — that no amount 
of external research will ever produce.

There is a structural consequence to planning in the customer's boardroom that makes the entire methodology 

work better. A mission statement that begins with "our goal is to expand revenue in this account" cannot 
survive in the room with the people it's supposed to serve. The outside-in discipline isn't a coaching reminder 
when the customer is present. It's simply the only option.

The boardroom isn't just a venue. It's the accountability mechanism.
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Part Three: The How
Not every account deserves a plan.

Before anything else: focus. A rigorous plan on ten accounts outperforms a shallow plan on fifty every time. 
Tier 1 — five to ten strategic accounts — get a full plan and quarterly reviews. Tier 2 — fifteen to twenty-five 
growth accounts — get an abbreviated plan and semi-annual reviews. Tier 3 gets monitored for signals.

If everyone is a priority, no one is.

Four things that change when the plan is built right.

The shift from compliance exercise to living operating system doesn't happen because a team adopts a new 

template. It happens because four things change about how they think and what they pay attention to.

Mission Before Strategy

The team agrees on why they're here — before 
they agree on anything else.

The Business Value Hypothesis

The team builds a hypothesis about where the 
real value is — and tests it.

The Influence Map

The team maps who actually makes the decision 
— and builds the relationships that matter.

The Relationship Bank Account

The team measures the health of each 
relationship — honestly.
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First: Mission Before Strategy
The team agrees on why they're here — before they agree on anything else.

Before a strategy gets written, before an action item gets assigned, the account team needs one sentence. 
Their mission for this customer. Not for themselves — for the customer.

The test is simple: can you say it out loud in the customer's boardroom without flinching?

Our goal is to expand revenue in this account fails the test. It describes what we want. The customer is sitting 
right there.

I once opened a Merck account planning session by showing the team a photograph.

It was a banner hanging in the main lobby of Merck's headquarters. Large enough to fill the frame. Simple 
enough to land in an instant.

If we don't act quickly, four million mothers will die.

That was Merck for Mothers — their global initiative to reduce maternal mortality. Not a tagline. Not a marketing 

campaign. A mission statement written in letters ten feet tall in the lobby of the company we were planning to 
serve.

I put the photo up and said one thing: we need to align to this.

The room changed. Not because I lectured them about outside-in thinking. Because they saw — literally — what 
the customer was there to do. Every strategy, every relationship investment, every initiative in that account 
plan had to be weighed against that banner. Does this help Merck get there? If not, why are we doing it?

That's what a mission statement does when it's built right. It isn't an administrative sentence at the top of a 
template. It's the lens through which every decision in the account gets filtered.

A mission statement that passes the test names what the customer is trying to achieve and how this team 

intends to help them get there. Writing it together — before anything else — forces the team to agree on what 
the customer actually needs before they agree on what they're going to sell.

It also surfaces the fault lines. When the lead rep and the product rep write different mission statements, the 
competing incentives are visible. Named. Negotiable. That conversation is far better than the one that 
happens in the customer's boardroom when the team contradicts itself.
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Second: The Business Value Hypothesis
The team builds a hypothesis about where the real value is — and tests it.

Not a pitch. A hypothesis.

A pitch asserts. A hypothesis proposes — and invites the customer to test it alongside you. One creates pressure. The 
other creates partnership.

The hypothesis has three parts.

The Gap — the distance between what the customer can do now and what they could do if the constraint were 
removed. This is an abilities question, not a financial one. Capacity, capability, process maturity, organizational 
readiness — whatever is limiting their performance or their potential. A high-performing organization has ability gaps. 
They're not broken. They're simply not yet operating at the level they could reach. Sometimes the gap is visible 
friction — something breaking down, slowing growth, costing more than it should. Sometimes it's invisible upside — a 
capability not yet built, a market not yet reached, a level of performance not yet imagined. Gap is the right word 
because it describes the distance without implying failure.

The Impact — what's on the line if that gap closes or doesn't. This is where the financial dimension lives. The cost of 
staying where they are. The value of getting to where they could be. Every gap has organizational impact — economic, 
operational, strategic — and those are the ones that make it into the review. They're measurable, defensible, 
presentable to a board. And every gap has personal impact. The executive carrying this decision isn't thinking about 
NPV in the closed-door meeting. They're thinking about their career. Their credibility. What happens to them 
personally if this goes wrong.

The Change — what operating differently would actually look like. Solution-agnostic. This describes the customer's 
future state, not the selling team's product.

It's also worth asking, lightly but honestly: where is this customer stuck? Not in the sense of a stalled deal — but in the 
deeper sense. Is there a safety concern making them hesitate? A trust deficit with the category? Uncertainty about 
timing? The hypothesis that accounts for what's holding them back, alongside where they could go, is the hypothesis 
that earns a real conversation.

A curious rep on one of my account teams found publicly available information before a planning session: the CIO 
stood to gain millions of shares if a major platform delivered. The team discussed what it meant for him financially. 
They did that work.

Nobody asked what it meant for him personally. His identity. His legacy. The weight of being the executive who either 
delivered the transformation — or didn't.

The financial impact was on the table. The human impact never came up.

A complete hypothesis holds both. The organizational impact and the person carrying it. Then it gets tested — early, 
openly, without armor. I might be off. Here's what I'm seeing. Does this resonate? The hypothesis that survives that 
conversation is the one worth building a plan around.
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Organizational versus Personal Impact
One more dimension worth naming.

One more thing worth naming. Sometimes the personal impact and the abilities gap pull in opposite directions. 

The CIO whose career is tied to a legacy platform. The VP Operations whose team built the process the new 
solution would replace. The executive whose promotion depends on stability, not transformation.

That tension isn't a problem to solve. It's the most important intelligence on the map.

When personal impact conflicts with the abilities gap, one of two things is true. Either the gap analysis is 
wrong and needs to be rebuilt from the customer's perspective. Or the gap is real — and the personal impact is 
precisely why it hasn't been addressed yet. That's not an obstacle. That's the answer to why the status quo has 
survived this long.

The hypothesis that accounts for both — the gap, and what addressing it means personally for the person who 

has to say yes — is the one that earns a real conversation. The team that ignores the personal impact and 
pushes the organizational case will win the argument and lose the deal. The executive will find a reason to 
delay, restructure the evaluation, bring in another vendor. Logic will be offered as the explanation. It won't be 
the reason.
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Third: The Influence Map
The team maps who actually makes the decision — and builds the relationships that 
matter.

Decisions in enterprise accounts don't flow down org charts. They zigzag through informal alliances, detour 
through trusted advisors, and stall in functions nobody thought to reach.

The influence map makes this visible. Every stakeholder who could affect the outcome belongs on it — 

including the ones without formal authority, and including the ones who aren't employees of the customer at 
all. Third-party advisors, consultants, system integrators. Anyone whispering in a stakeholder's ear before a 
closed-door meeting belongs on the map. These external voices are often the most trusted ones. If they prefer 
your competitor, you won't see the veto coming.

During one opportunity review, my team identified a gap on the map — a role that should have existed in the 

buying process but that nobody had engaged. Based on the organizational pattern, we had a hypothesis: a 
woman, in a specific functional area, carrying more weight than her title suggested. We took action items. Two 
weeks later we had a first meeting with her. She became one of the most important relationships in the 
account.

The map revealed what instinct alone would have missed.

Two rules for building it. First: never build it alone. The map one person builds reflects one person's blind spots. 
I once led a review where the team had a map already loaded in their CRM — organized, color-coded. I declined 

to review it. We started from scratch on a whiteboard, as a team. We found far more stakeholders than the tool 
contained. Not because the team was careless. Because the act of building it together — people challenging 
each other, adding names, asking wait, what about her? — surfaces what no individual can surface alone.

Second: for each key stakeholder, the team needs to go beyond disposition and trajectory. Beyond green, 
yellow, red. The questions that actually move deals are the human ones. What is this person trying to prove 
right now? What would make this feel personally risky to them? What outcome would make them a hero? Who 

do they need to bring along before they can say yes?

And one more dimension worth tracking: where are we in the relationship journey with this person?
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The Relationship Journey on the Map

Every key stakeholder relationship moves through a progression. First the team develops genuine perspective 

on their world — their priorities, their pressures, what they're trying to accomplish. From there, authenticity 
builds the bridge — showing up without armor, without performance, as people genuinely interested in their 
success. That's what earns trust. And trust, accumulated through consistent deposits and consistent follow-
through, is what eventually hands the team the helm — the moment the stakeholder says, in effect, guide me.

Not every relationship on the map is at the same stage. The economic buyer might be at trust while the 
technical evaluator is still at perspective. The shadow influencer nobody has met yet is at zero. The influence 

map that tracks this — where are we on the journey with each person, and what does the next move look like — 
is the map that actually drives action rather than just documenting reality.

The rep who can answer those questions for the economic buyer and the shadow influencer is operating at a 
different level. And the manager who asks those questions in a review — instead of what's the close date — is 
coaching something the dashboard will never capture.

One more thing on the map. Most teams keep two versions — the one they work from and the one the customer 
sees. It's worth asking honestly why.

The customer already knows their own politics. They know the CFO is skeptical. They live there. What they don't 

know is whether the selling team gets it — whether they've done the work, whether they'll show up prepared or 
walk blind into a critical meeting.

Showing the customer the real map is an act of trust. The internal readiness assessment — where the team is 
honest about its own gaps — stays internal. That's legitimate. But the map of the customer's organization 
should be as close to identical as possible across both versions. The delta, if there is one, is the signal that 
something is being hidden that should be addressed.

Transparency about the complexity of the customer's own organization is not a vulnerability. It's a 

differentiator.

The vendor who hides the map is protecting themselves. The partner who shares it is serving the customer.

Which one gets invited back to the boardroom?
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Fourth: The Relationship Bank Account
The team measures the health of each relationship — honestly.

Within the influence map, one thing matters more than title, authority, or stated disposition.

Whether the relationship is real. Whether this person trusts the team. And whether that trust is growing or 
eroding.

The Relationship Bank Account is a metaphor for the goodwill built with each person in the account. Every 
interaction either deposits or withdraws. Sharing useful intelligence with no ask attached — deposit. Following 
through on a commitment — deposit. Asking for thirty minutes on an already overloaded calendar — 

withdrawal, even if the meeting delivers value. The ask costs something regardless of what follows.

The RBA isn't about being liked. It's about being trusted — being seen as someone who delivers more than they 
take.

In most accounts, sellers are overweighted in one or two relationships and absent everywhere else. The 
influence map makes this visible. One champion, no C-suite relationships, nobody in the technical evaluation. 
That isn't a strategic account. It's a fragile one. One personnel change and everything the team built 

disappears.

Multi-threading isn't a best practice. It's a survival strategy.

The RBA guides where to invest. Not broadly — specifically. Who is moving toward you? Who is a neutral that 
could become an advocate? Who is the shadow influencer whose RBA is at zero because nobody has ever met 
them?

Those questions, answered systematically and revisited in every review, turn the influence map from a 

snapshot into a forward motion plan.
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You Are the Methodology

Every framework in this guide is inert without the person holding it.

You are the methodology.

The reason goes deeper than attitude or effort. Orientation precedes mindset. Mindset precedes method. A seller oriented to extract 
cannot install the right mindset no matter how much training is applied — and without the mindset, the method becomes a script rather 
than a practice. The frameworks are the structure. The seller is the substance. Get the order wrong and the system inverts at every layer.

The mission statement doesn't work if the team writes it to pass a test rather than to mean it. The hypothesis doesn't land if the rep 
delivers it as a pitch in disguise. The influence map doesn't move if the team fills it in alone and never challenges what they see. The RBA 
doesn't build if the deposits aren't genuine.

The frameworks are the structure. The seller is the substance.

This is what the best account planners understand that the rest don't. The VP Sales who asks what does winning look like personally for 
this CIO isn't following a process. They're operating from genuine curiosity about a human being. The rep who finds the publicly available 
information about the CIO's shares and then asks what it means for him — not just financially, but personally — isn't running a playbook. 
They're paying attention.

Full presence is what makes the difference. Not the managed, performative version — arriving prepared, hitting the agenda, following up 
promptly. The real version. Actually being in the room. Listening for what isn't being said. Noticing when the organizational language 
drops away and something honest surfaces underneath.

I once opened an account planning session at Xerox headquarters — in their boardroom, with thirty-five sales people around the table.

I asked how many had driven to the session. Most hands went up.

I asked how many had taken the New York Thruway to get there. Same hands.

Then I asked: did you know that Xerox operates the toll system you used this morning?

The room changed.

Not because of anything I said. Because they remembered. They had been there that morning — hands on the wheel, moving through a toll 
plaza operated by the company they were about to plan around. The experience was already in the room. It just needed a question to 
surface it.

That's the difference between knowing your customer and feeling them. The knowledge wasn't delivered. It was already present, waiting 
to be recognized. When it landed, the engagement that followed wasn't manufactured. It was real. And the planning session that came 
after it was different — not because the reps had learned something new about Xerox, but because Xerox had become real to them in a 
way no slide deck could produce.

Presence doesn't come from preparation alone. It comes from connection — to the customer's world, to your own experience of it, to the 
moment you're actually in.

The CIO who said help me see around corners said it because someone in that boardroom was present enough to create the conditions 
where he could. That doesn't appear on any template. It can't be trained in a session. It develops in a seller who has done the inner work — 
who has learned to quiet the Self 1 noise long enough to hear what the customer is actually carrying. Self 1 is the internal voice of 
judgment and interference — the noise that crowds out genuine listening.

The methodology serves that seller. It doesn't replace them.
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Part Four: Making It Live
The plan is not a document. It's a practice.

The account plan captures a moment in time. Reality doesn't stay still.

Leadership changes. Budgets shift. The stakeholder who was your champion takes a new role. A new C-suite 
priority emerges that is either perfectly aligned with your BVH or completely orthogonal to it.

The organizations that win in complex accounts treat the plan as a living system — updated continuously, 
tested regularly, revised when the signal demands it.

This requires active signal monitoring. Not casual awareness.

Read the 10-Ks. Listen to earnings calls. Track leadership appointments and departures. Monitor product 
announcements and partnership news. Watch the language the organization uses publicly to describe its own 

priorities — because that language will tell you whether your BVH still resonates or needs to be rebuilt from 
scratch.

Every signal is a question: does this change what I believe about the gap, the impact, or the change required?

When the answer is yes, update the plan. Don't wait for the quarterly review. Act when the signal arrives.
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The Review Cadence.

Tier 1 accounts warrant quarterly reviews. Full team. Full map. Question every assumption. Challenge every 

relationship assessment. Ask the hard questions: where are we vulnerable? What have we not done that we 
said we would do? Who should be on this map that isn't?

Tier 2 accounts warrant semi-annual reviews, with signal-triggered updates in between.

Tier 3 accounts are monitored. When a qualifying signal arrives, they get elevated attention.

The review cadence isn't bureaucracy. It's the rhythm that keeps the plan from becoming the document in the 
shared drive that nobody reads.
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Strategies, Feedback, and the Question 
That Resets Everything
Strategies, initiatives, and the feedback loop.

The strategies in the plan describe how the team will close the abilities gap. Each strategy maps to a specific 
element of the gap, the impact, or the change required — and to specific stakeholders whose support is 
needed to execute it.

The prioritized initiatives are the sequenced actions that bring each strategy to life. Not a comprehensive list 
of everything that could be done. The specific, ordered set of actions that move the account forward in the 

next ninety days.

And then — critically — the feedback loop.

The plan updates when the customer tells the team something that changes what the team believes. A new 

budget constraint. A shifting priority. A stakeholder whose stance has changed. Every piece of customer 
feedback is intelligence. The team that captures it, integrates it, and updates the plan accordingly is the team 
that stays ahead of the deal. The team that ignores it is the team that gets surprised in the closing stages by 
something that was visible months earlier.

The customer participation model closes this loop structurally. When the customer is present in the planning 

session — contributing to the hypothesis, shaping the influence map, reviewing the strategies — the feedback 
loop isn't a process. It's a conversation. And that conversation produces four concrete outputs: a prioritized list 
of the customer's own initiatives, a set of specific action items, a report back to the customer within 24 hours 
summarizing what was heard, what was parked, and what was committed to, and an updated plan — influence 
map, hypothesis, and strategies revised to reflect what the session actually surfaced. New stakeholders 

added. Trajectory indicators updated. The hypothesis sharpened by what the customer said rather than what 
the team assumed. The session that produces no updates to the plan was a session where the team wasn't 
listening. The session that transforms the plan is the one that earned the customer's time.
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The Question That Resets Everything
There is one question worth asking at every review, every check-in, every conversation with a customer.

How is my customer winning right now — and how does that change what I should be doing?

Not: what do I want to sell? Not: what does my quota require?

How is my customer winning?

That question forces the outside-in perspective that separates the best account planners from the rest. It 
keeps the BVH honest. It surfaces the stakeholders whose situation has shifted. It reveals the whitespace that 
emerges when a customer's priorities evolve.

It is also the question that customers remember. When a seller asks it — and means it — the relationship 

changes. Because it signals something rare: a seller who is genuinely invested in the customer's success, not 
just the transaction.

That is the purpose of account planning, fully realized. Not a homework assignment. Not a compliance 
exercise. A practice of intentional, customer-centered intelligence — built in the customer's boardroom, 
tended continuously, and applied in service of outcomes the customer actually cares about.

The revenue follows.
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A Note on Implementation
Reading this guide and implementing it are two different things.

The path from here to a functioning account planning system involves real choices: which accounts to tier, 
how to build the team habits that make the practice stick, and how to run reviews that ask the human 
questions alongside the data questions. It involves enablement investment — not in tools, but in coaching. The 
hypothesis is a skill that develops through repetition and feedback. The influence map deepens with every 

review. The relationship journey requires a manager willing to ask where the team is on the PATH with each key 
stakeholder — not just what the stage and close date are.

The organizations that get this right do three things consistently.

They start small and go deep. Ten Tier 1 accounts, rigorously planned, will teach a team more than fifty 
accounts planned at surface level.

They build the plan in conversation, not in isolation. The whiteboard beats the tool every time — because the 
conversation surfaces what documentation misses.

And they bring the customer into the room. Not eventually. From the beginning.

That last one is the hardest. It requires a mission statement that can survive contact with the customer. An 
influence map without a hidden version. A hypothesis that is testable rather than defensive. A team that has 

done enough inner work to show up present rather than performed.

It requires, in short, understanding that the frameworks are only as good as the people holding them.

The teams that internalize that don't just plan better. They sell differently. They win more. And they build the 
kind of customer relationships that make next year's account plan a continuation of a partnership rather than 
the opening move of a new campaign.

That is account planning that actually works.

Get with your peers this week. VP Sales, RevOps, Enablement, CRO — one conversation, one 

question: where's the low-hanging fruit? Not what will close faster. What will create genuine value for 
a customer right now, with what you already have.

That conversation is where the practice starts.

The 30-Day Practice Guide takes it from here — with specific actions for VP Sales, Managers, Enablement, and RevOps, week by week.
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The field guide makes the case.
This guide takes it from here.

Four weeks. Four functions. One practice that compounds.
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This Is Where the Practice Starts.
This guide is about practice. Thirty days. Four weeks. Each week builds on the last. By the end, the team isn't 
following a process — they're developing an instinct.

There are no compliance checkpoints. No boxes to check. Each function is described by what they're paying 
attention to — because attention is where performance lives. When every function in the organization is paying 
attention to the right things, the system holds itself together without enforcement.

That's the goal.

A note for the VP Sales who has a board asking for predictable data: this approach produces better 
data, not less of it. A hypothesis built from genuine curiosity is more accurate than one built to pass 
inspection. An influence map built in live conversation surfaces more stakeholders than one filled in 
alone. A relationship assessed honestly — including where the trust deficit is — forecasts more 

reliably than one inflated to look healthy. The attention-based approach doesn't bypass the CRM. It 
populates it with intelligence worth having.
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Before You Begin: One Conversation
Before week one starts, the VP Sales has one conversation. Not a kickoff meeting. Not a framework rollout. 
One conversation with the leadership team — CRO, RevOps, Enablement — that answers a single question 
together:

What does it look like when a seller genuinely understands their customer's world?

Not the metrics answer. Not the CRM fields answer. The real answer. What does it sound like in a review? What 
does it feel like in a customer meeting? What does a seller who has done this work actually know that a seller 

who hasn't doesn't?

That shared picture is the standard everything else is measured against. It can't be written in a rubric. It has to 
be agreed on in conversation. Once it exists, every function knows what they're orienting toward. Without it, 
the next thirty days is just another initiative.
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The 30-Day Arc

Week 1: Choose Where to Focus

Select Tier 1 accounts, write the mission, and 

agree on where attention will compound fastest.

Week 2: Build the Hypothesis

Build the Gap-Impact-Change hypothesis for each 

Tier 1 account. Test the personal impact question.

Week 3: Map Who Actually Decides

Build the influence map as a team. Track the 

relationship journey for each key stakeholder.

Week 4: Get in the Room

Schedule and run at least one customer-engaged 

planning session. Update the plan within 24 hours.

Each week builds on the last. By day 30, the team isn't following a process — they're developing an instinct.
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● Week 1 · ○ Week 2 · ○ Week 3 · ○ Week 4

Week One: Choose Where to Focus
The work

The VP Sales and each Account Executive answer one question together: where is our investment most likely 
to generate a return this year?

Not which accounts do we like. Not which customers are warmest. Where will disciplined attention compound 
fastest?

From that conversation, each AE identifies their Tier 1 accounts. Five to ten. No more. These are the accounts 
that get the full practice for the next thirty days.

For each Tier 1 account, the AE writes one sentence. The mission. Not what the team wants to sell — what the 

customer is trying to achieve, and how this team intends to help them get there. The test: can you say it out 
loud in the customer's boardroom without flinching?
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● Week 1 · ○ Week 2 · ○ Week 3 · ○ Week 4

What each function is paying attention to

VP Sales

Paying attention to the quality of the selection 
conversation. Are the AEs choosing based on 
genuine potential or on comfort and familiarity? 

The accounts that feel safest are often not the 
accounts with the highest return. Push gently. 
The goal isn't to override — it's to surface the 
assumptions underneath the choice.

One more thing worth watching in Week One. In 
the first conversations where you replace an 
activity question with a buyer-state question — 
where is this customer in their journey with us? 
instead of what are your next steps? — notice 

what happens. Reps who have been quietly 
serving will light up. Reps who have been 
quietly coasting will pause. That distinction is 
the most useful diagnostic the week produces.

Managers

Paying attention to the mission statement. Not 
whether it's grammatically correct. Whether it's 
genuinely outside-in. When a manager reads 

"our mission is to grow this account by 30%", 
they don't correct it — they ask what is this 
customer trying to achieve this year? The 
answer to that question is the real mission 
statement. The conversation is the coaching.

Enablement

Paying attention to where the AEs get stuck. 
The mission statement exercise will surface the 

ones who are fluent in their own goals and blind 
to the customer's. That's not a knowledge gap. 
That's a perspective gap. Note it. It shapes what 
the next three weeks need to develop.

RevOps

Paying attention to the tiering logic. Not 
policing the list — observing the pattern. Are 

the same account types getting selected? Are 
certain segments underrepresented? Is the 
team systematically avoiding accounts where 
the relationship is weak? That pattern is a 

signal. Capture it for later.
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○ Week 1 · ● Week 2 · ○ Week 3 · ○ Week 4

Week Two: Build the Hypothesis
The work

For each Tier 1 account, the AE builds a hypothesis. Three parts.

The Gap — the distance between what the customer can do now and what they could do if the constraint were 
removed. This is an abilities question. Capacity, capability, process maturity, organizational readiness. Not just 
the problem they have — the performance or potential they haven't yet reached. A high-performing 

organization has ability gaps. They aren't broken. They're simply not yet operating at the level they could.

The Impact — what's on the line if that gap closes or doesn't. This is where the financial dimension lives — the 

cost of the gap, the value of closing it. Two dimensions, both required. The organizational impact — economic, 
operational, strategic. And the personal impact for each key stakeholder. What does this mean for their 
career? Their credibility? Their legacy in this organization? A hypothesis that only names the organizational 
impact is half a hypothesis.

The Change — what operating differently would actually look like. Solution-agnostic. This describes the 

customer's future state, not the selling team's product.

Then — and this is where the work gets real — the AE identifies the two or three stakeholders whose personal 
impact they can answer in detail. And the ones they can't. The gaps in that list are the action items for weeks 
three and four.
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○ Week 1 · ● Week 2 · ○ Week 3 · ○ Week 4

What each function is paying attention to

VP Sales

Paying attention to the Impact. In reviews, ask: 
what does this mean for him personally? Not 
the organization — the person. If the AE can't 

answer that for the economic buyer, the 
hypothesis isn't complete. That question, asked 
consistently, becomes the standard. The team 
learns it not from a training session but from 
hearing it every week.

Managers

Paying attention to curiosity. Did the AE use 
publicly available information? Did they read the 
earnings call? Did they find something that 

surprised them? The hypothesis that gets built 
from genuine curiosity looks different from the 
one that gets built to fill in the template. The 
coaching question is: what did you find that you 
didn't expect?

Enablement

Paying attention to where the personal impact 
question breaks down. Most AEs can name 

organizational impact fluently. The personal 
dimension is where they stop. That's the skill 
gap Enablement develops — not through a 
lecture on the importance of personal impact, 

but through practice. Role plays. Real accounts. 
The question asked until it becomes instinct.

RevOps

Paying attention to hypothesis quality over 
time. Not scoring individual hypotheses — 

tracking whether the thinking deepens week 
over week, quarter over quarter. A team whose 
hypotheses get richer as the year progresses is 
a team that's learning. A team whose 

hypotheses look the same in Q4 as they did in Q1 
is a team that's complying. That distinction is 
visible in the data. Report on it.
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○ Week 1 · ○ Week 2 · ● Week 3 · ○ Week 4

Week Three: Map Who Actually Decides
The work

For each Tier 1 account, the AE brings the team together — manager, SA, CS, whoever has touched the account 
— and builds the influence map from scratch. On a whiteboard. Not in the CRM. Not by reviewing what's already 
there.

The medium doesn't matter — a physical whiteboard, a Miro board, a shared screen on a Zoom call all work 

equally well. What matters is that the map gets built together, live, in real time. Not reviewed. Built. The 
conversation is the point.

Start from zero. Ask who belongs on this map until the room runs out of answers. Then ask who else twice 
more. The names that surface in the third pass are usually the ones that matter most.

For every stakeholder on the map, the team captures four things:

Disposition — advocate, neutral, or detractor.

Trajectory — is this relationship strengthening, weakening, or static?

Relationship Bank Account — is the balance healthy? Where have we invested? Where are we overdrawn or 
absent?

Where we are on the journey — are we still developing perspective on this person's world? Have we established 
enough authenticity to have a real conversation? Is there genuine trust — or is there a trust deficit that needs 
to be named and addressed before the relationship can move forward? Or have we earned the right to take the 
helm and guide them?

The last question is the one most teams have never asked. It changes the map from a snapshot into a 
forward plan. Where are we with each person — and what does the next move look like?
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Building the Internal map

The team also builds the internal map. Who owns which relationships? Who leads which conversations? Where 
are the competing incentives that need to be named before the team walks into the customer's boardroom? 

The internal map is the readiness assessment. It stays internal.

What each function is paying attention to

VP Sales

Paying attention to the whiteboard 
conversation itself. Are people challenging 
each other? Is the rep who owns the account 

open to hearing what others see? Does the 
team ask who else enough times, or do they 
stop at the comfortable list? The quality of that 
conversation is the quality of the intelligence.

Managers

Paying attention to the journey dimension. For 
the economic buyer, the technical evaluator, 
the shadow influencer — where are we? A team 

that can answer that question with specificity 
has done the work. Coach toward specificity: 
what has that trust actually been built on? What 
did we do? What did we deliver?

Enablement

Paying attention to the human questions. What 
is this person trying to prove? What would make 
this feel personally risky? What would make 

them a hero? Who do they need to bring along 
before they can say yes? Push for specifics. The 
abstract answer reveals a gap. The specific 
answer reveals genuine perspective.

RevOps

Paying attention to map coverage and depth. 
Not completeness as a compliance measure — 
as an intelligence signal. Accounts where the 

map is shallow are accounts where the team is 
flying blind. Surface those patterns for the VP 
Sales as a conversation starter.
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○ Week 1 · ○ Week 2 · ○ Week 3 · ● Week 4

Week Four: Get in the Room
The work

For at least one Tier 1 account — ideally two or three — the team schedules a planning session. Onsite. In the customer's space. With the customer's key 
stakeholders present.

The ask isn't complicated, but it needs to be framed correctly. This isn't a session for the selling team — it's a working session where the customer's 
priorities get heard, understood, and planned around. The invitation is simple: we'd like to spend half a day making sure our work together is fully aligned 
to what matters most to you this year. Framed that way, the customer isn't doing the vendor a favor. They're investing in their own outcomes.

This isn't a QBR. It isn't a business review. It's a working session where the team and the customer build the plan together. The mission statement goes on 
the table. The hypothesis gets tested. The influence map — or an appropriate version of it — gets built in conversation with the people who live inside it.

The customer who contributes to the plan owns it. The customer who owns it advocates for it. The intelligence that surfaces in that room — about internal 
dynamics, about competing priorities, about what the CIO is actually worried about at 2am — is intelligence no amount of external research produces.

The team that has done weeks one through three walks into that room prepared. They have perspective. They've practiced authenticity in the hypothesis 
conversation. They have enough trust deposited with the key relationships to have a real conversation. They're ready, in the right moment, to take the 
helm.

Before the session: the team reviews the mission statement together. Does it pass the boardroom test?

During the session: the team listens more than it presents. The best planning sessions are the ones where the customer does most of the talking.

After the session: the plan gets updated immediately — within 24 hours, while the conversation is fresh. Every signal the customer surfaced goes into the 
hypothesis, the influence map, the action plan. The feedback loop closes.

The session produces four concrete outputs.

A list of prioritized customer initiatives — not the team's priorities for the account, but the customer's priorities for their own business, surfaced and 
ordered in conversation with them. These become the lens through which every subsequent interaction is filtered. If the next meeting doesn't connect to 
one of these initiatives, ask whether the meeting needs to happen at all.

A set of action items — specific, owned, dated. The quality of these action items is itself a measure of how well the session went. Vague action items 
mean the conversation stayed at the surface. Specific ones — a stakeholder to meet, a question to test, a connection to make, a piece of intelligence to 
find — mean the team was genuinely present and genuinely listening.

A report back to the customer — sent within 24 hours — summarizing what was heard, what was parked for later, and what was agreed to: timelines, 
resources, ownership. This is the output most teams skip. Without it, the session exists only in the team's memory, which means it will drift. Initiatives 
get quietly deprioritized. Agreements become ambiguous. The customer remembers a conversation the team doesn't. The report back is the shared 
record that keeps both sides honest — and it's one of the most powerful deposits the team can make in every relationship on the map. It signals 
something rare: a team that not only listens, but follows through.

An updated plan — influence map, hypothesis, and strategies revised to reflect what the session surfaced. New stakeholders added. Trajectory indicators 
updated. The hypothesis sharpened by what the customer actually said rather than what the team assumed. This is the living plan, materially different 
from the one that walked into the room. The session that produces no updates to the plan was a session where the team wasn't listening. The session that 
transforms the plan is the one that earned the customer's time.

And then watch the next twelve weeks.

The sessions that produce real co-creation generate new opportunities — expanded scope, adjacent problems the customer now wants to solve, 
initiatives they hadn't named before the conversation happened. Track them. Note whether they're aligned to the work done in the session. The alignment 
between what was discussed and what gets funded is the clearest signal the team is operating as a trusted partner rather than a vendor who showed up 
with a plan.

Then do it again.

Planning is not one and done. The customer's world keeps moving. Priorities shift. New stakeholders emerge. The hypothesis that was sharp in January 
may need rebuilding in April. The action items from the first session generate their own intelligence — which feeds the next session, which generates 
more.

The practice builds on itself. Each cycle produces a richer map, a sharper hypothesis, and a deeper relationship. That compounding effect is what 
separates the account teams whose customers say help me see around corners from the ones still waiting for the next RFP.
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○ Week 1 · ○ Week 2 · ○ Week 3 · ● Week 4

Week Four: What Each Function Is Paying 
Attention To

VP Sales

Paying attention to whether the customer-
engaged session actually happens. Not in the 

plan — in reality. This is the hardest step for 
most teams. The instinct to plan about the 
customer rather than with them is deeply 
ingrained. The VP Sales who makes the 
customer session a visible priority — who asks 

about it in every review, who celebrates when it 
happens, who models it personally in their own 
executive relationships — is the VP Sales whose 
teams actually do it.

Managers

Paying attention to full presence. Did the team 
show up to that session actually present — 

curious, listening, willing to be surprised — or 
did they show up performing? The debrief after 
the session is the coaching moment. What did 
the customer say that you didn't expect? What 
did you learn that changes the plan? What did 
you hear underneath what they said? Those 
questions develop the capacity that no training 
session can.

Enablement

Paying attention to what breaks down in the 
room. Where do teams revert to pitch mode? 

Where does the conversation go inside-out — 
back to what the team wants to sell rather than 
what the customer needs to achieve? Those 
patterns are the curriculum for the next 
coaching cycle. Real observations from real 

sessions are worth more than any case study.

RevOps

Paying attention to what the session produces. 
Not whether it happened — what changed as a 

result. Did the hypothesis get updated? Did new 
stakeholders get added to the map? Did the 
trajectory indicators shift? A session that 
produces no updates to the plan was a session 
where the team wasn't listening. Track the 

signal. Report the pattern. Let the VP Sales 
draw the conclusion.
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What Good Looks Like at Day 30
Not a completed template. Not a filled-in CRM.

A team that asks different questions.

In every review: what does winning 
look like personally for the economic 
buyer?

In every planning session: who else 
belongs on this map?

In every customer conversation: how is my customer winning right now — and how 
does that change what I should be doing?

Those questions, asked consistently and answered with increasing specificity, are the system working. The 
frameworks are in the background where they belong. The team is in the room — genuinely present, genuinely 
curious, genuinely invested in the customer's success.

One honest note on timing: thirty days starts the practice. It doesn't complete the transformation. Moving a 

team from reactive, inside-out selling to genuine customer-engaged planning is a six-month cultural shift at 
minimum. The first thirty days builds the foundation and creates enough early evidence — a sharper 
hypothesis, a richer influence map, one customer session that goes better than expected — to sustain the 
effort through the harder months that follow.

That's the practice.

Start it Monday.
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A Note on Year Two
The practice doesn't end at day thirty. It deepens.

In year two, the tiering decisions get smarter — because the team has a full year of signal data from RevOps to 
inform them. The hypotheses get richer — because Enablement has been developing the curiosity and 
perspective that make them possible. The influence maps get more honest — because the team has practiced 
building them together often enough that the blind spots shrink. The customer-engaged sessions get easier — 

because trust has been building since week four.

The goal of the first thirty days isn't to implement the system. It's to start the practice. Practices compound. 
Systems drift.

One more thing worth naming for the CRO watching this unfold. In most organizations, 70% of deals close in the 
last 72 hours of the quarter. That number is a symptom — of reactive selling, of deals shaped by internal 
pressure rather than customer readiness. As the practice deepens and account teams align genuinely with 
their customers' initiatives and timelines, that number starts to move. Deals close when the customer is ready. 

The pipeline becomes more linear. Forecasts become more trustworthy. That's not a side effect of better 
account planning. It's one of the primary outcomes.

Take something from this guide and do it Monday. Not all of it. One thing. Write a mission statement 

for your best account and see if it passes the boardroom test. Pull your team together and build the 
influence map from scratch. Ask the personal impact question in your next review.

Then come back and tell us how it felt. What worked, what surprised you, what you need help with.

That's the practice working.

acelera.group
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About This Guide

About the Acelera Group

If this guide landed — if something here named a problem you've 
been trying to solve, or surfaced a question you haven't been able 

to answer alone — that's the conversation worth having.

The Acelera Group works with enterprise sales teams where it 
matters: in the room, hands-on, from planning sessions through 
implementation.

Start the conversation at acelera.group

The Together We Win Movement

Selling, in its original meaning, is to give and to serve. Somewhere 
along the line we lost that. The Together We Win movement is 
about restoring it — shifting the tectonic plates underneath every 
revenue organization so that serving the buyer isn't the idealistic 

version of selling. It's the only version.

Not a new methodology to layer on top of the old one. A movement 
that changes what's underneath.

together-we-win.com — the home for the Together We Win OS 
movement

About Lee Levitt

Lee Levitt is the founder of the 
Acelera Group, a sales methodology 

and coaching practice based on 
Cape Cod.

He has spent 30 years in enterprise 
B2B sales and enablement 
leadership. He coaches enterprise 
sales teams and hosts the Thoughts 
on Selling podcast. He is the author 
of the forthcoming Together We Win 
and The Second Meeting. When he's 
not working with customers on 

strategic sales issues, facilitating 
account planning sessions, or 
coaching SDRs in power hours, you'll 
likely find him out for a run or a ride 
on the trails of Cape Cod, kayaking, 

or hanging out with friends and 
family.

To explore possibilities, grab some time at meet.acelera.group
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