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In brief

Between 40 and 60 percent of qualified B2B opportunities end in no decision. Most of those buyers wanted to
move and couldn't commit. That's the largest addressable thing in most pipelines, and more proof doesn't

touch it.

What moves a buyer off that wall is a case they helped build. Which means the rep has to arrive with

something unfinished enough to be worked on.

A Business Value Hypothesis is one page a rep writes before a meeting, laying out what they believe is true
about the customer's world. Three parts: the gap between what the customer can do and what they could, the
impact of that gap organizationally and personally, and the change that would close it, described as a

capability rather than a product.

It's offered, not proven. The rep opens the meeting with it and stops talking. The buyer corrects it, confirms it,
or goes quiet, and all three move the deal. A buyer who helps build the case defends it in the rooms the rep isn't

in.

It doesn't replace your methodology. Your qualification model, stage gates and discovery framework stay
exactly where they are. This is what fills them in with something real.

What changes for you: three questions in the next pipeline review. What's the gap? Who owns the impact
personally? Say the change without naming our product. A rep who can answer those without a deck in front of
them has a hypothesis. A rep who can't has a slide.

Part One is the idea. Part Two is the field kit: rubrics, practice formats, a manager's page, and where the thing

lives.
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Part One — The idea

Discovery is not an interrogation

Most discovery runs as an interrogation. The rep arrives with a list, works through it, and leaves with answers
to questions the buyer has already been asked by four other vendors this quarter. Everyone is polite. Nothing is
learned that the buyer didn't already know.

The purpose of discovery is co-creation, and co-creation doesn't start from a list of questions. A question can
only be answered. A belief can be picked up, argued with, improved.

That belief is the Business Value Hypothesis: an educated guess about a change the customer could make and
what that change is worth. It's the most practical tool in Together We Win, and the one piece of this work that
reaches arep's hands in a week.

Three things, easy to confuse

Perspective is a stance. Seeing the deal through the buyer's eyes rather than your own, held for the length of

the relationship. It's one of the four agreements in PATH, and nobody can see it directly.

The Business Value Hypothesis is what that stance produces. An artifact. A page that exists, that a rep carries

into a meeting and a manager can ask about.

Gap, Impact and Change are the structure of that page. Three moves in order, each doing a job the others

can't.

Arep can hold Perspective and never write anything down. A rep can produce a page with no Perspective
behind it, and the buyer will know within a minute. The structure is what keeps the page honest when the rep is

tired and the meeting is tomorrow.
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The structure

Gap. What can the customer not do today that they could? Abilities rather than finances. A number is a
magnitude; a capability is a contrast, and contrast is what makes a situation legible to the person living inside
it. Money in the opening also tells the buyer that calculations have been run on them rather than attention paid

to their work.

Impact. What does that gap cost, organizationally and personally? The organizational half comes easily: the
missed target, the slower cycle, the defects. The personal half is what decides whether anything happens.
People move on problems they care about, and nobody has ever cared about a defect rate. They care about

being accountable for something they can't explain.

Change. What would have to be different? The future state as a capability. No product. A capability is
something the buyer can imagine having; a product is something someone is trying to sell them. A change
statement that needs the product's name in it is a signal about how well the customer's world is understood so

far, and the meeting will surface the same signal.

The hypothesis is about the gap between where the customer is and where they could be. Your solution might
help close it. There's a separate hypothesis for that, and its place is later. Leading with it turns the
conversation back into a pitch. Turn in too early and you burn speed exactly where you need it most.
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What one looks like

A S20 billion semiconductor manufacturer asked whether we could help move an archive to the cloud.

They were storing manufacturing test results on on-prem servers, replicated worldwide so tech support,
customer service and QA could retrieve them. The servers were aging and the administration was a burden. A

routine technical chore, worth a few hundred thousand dollars to solve.
That was where they were trying to go. The hypothesis was about somewhere else.

Gap. They can't find root cause on premature failures. When a module fails in the field months after shipping
clean, the investigation stops at confirming that it failed. Test data sits in one system, manufacturing process
data in another, supplier records in a third, shipping and logistics in a fourth. No question can cross them, so
any cause living in the relationship between datasets stays invisible permanently.

One candidate: modules routed south spend a day in a container crossing the desert, where interior
temperatures climb well past anything the parts saw in test. A module baked like that could pass every
inspection, ship clean, and fail mid-life for no reason anyone can trace. Those failures would look random,
scattered across customers and dates and product lines, with nothing in the test data to explain them. The
correlation appears only if shipping routes and field failures can sit on the same screen.

Whether that's what's happening, nobody knows. That's the point. They own all four datasets and can't ask the
question.

Impact, organizationally. Every quality problem gets diagnosed after the fact, one at a time, by people
guessing at causes. Failures sharing a root cause look unrelated, so the root cause never gets found. Returns,
rework, scrap and escalations get absorbed as a cost of doing business rather than treated as solvable. A two
percent reduction in module failure rates, at their volume, is worth somewhere north of fifty million dollars.

Impact, personally. The VP who owns quality is measured on defect rates he can't explain. He's accountable for
an outcome he has no instrument to diagnose. Every escalation is a conversation where he has to say he's
looking into it.

Change. They need to ask questions that cross test, manufacturing, supplier and shipping data, and get
answers in hours rather than months. Not a better archive. A place where those datasets live together and can

be interrogated as one.

We brought that into the room. The VP's head came up. The half-million-dollar chore became a rounding error

against a fifty-million-dollar problem.
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A confession

| didn't know whether they had unusual failure rates. | didn't know their shipping routes. The desert was
invented on the spot as an example of the kind of cause that hides in the seams between four datasets. The

two percent was a guess, and so was the fifty million.
That sounds like it should have been a problem. It wasn't, and the reason matters.

| believed the structural observation completely. Four datasets, no way to join them, causes living in the gaps.
That conviction was real and the room could feel it. The desert was a guess offered in service of it, and | held it
loosely on purpose.

That distinction is the whole skill. Believe the gap. Hold the specifics lightly. A rep who believes the example
will defend it. A rep who believes the structure can be corrected on every detail and lose no authority at all. A
rep who believes neither hedges until nothing is left, and the buyer feels the hedging before they hear the

content.

There's a version of the bar that makes this impossible: knowing the customer's business better than the
customer does. Nobody clears that bar, ever. The workable bar is seeing something structural about their
situation and saying a specific thing out loud so they have something to push against. A vague observation
earns a polite nod. A specific one they can correct is the beginning of a real conversation.

© Acelera Group, 2026 6 acelera.group



Add zeros

Ten percent is the number reps reach for. It feels defensible. It's the kind of figure that goes on a slide without

drawing fire.

It's also the kind that gets deferred. Ten percent lives inside a budget somebody already has, which means it
competes with everything else in that budget, and losing that competition costs nobody anything.

The semiconductor company wasn't looking for a ten percent uplift. They weren't looking for anything — they
wanted an archive moved. What moved the room was a guess that two percent off their module failure rate
might be worth fifty million dollars.

Two percent. The percentage was modest and the base was enormous, and attention lands on the percentage
far more easily than on the base. Worth finding the number the percentage applies to before deciding whether
the percentage is impressive.

Then keep going. Whatever impact you've estimated, ask what would have to be true for it to be ten times
larger. Then ask again. Not to inflate the claim — to find out whether you've reached the boundary of the
problem or the boundary of your own imagination. It's usually the second one.

A'large number also travels. Nobody escalates a ten percent saving. A fifty-million-dollar problem gets walked
upstairs, and the hypothesis starts getting repeated in rooms you'll never sit in.

What keeps it honest: say it's a guess, show the arithmetic, and invite the correction. /f failure rates came
down two points, what would that be worth to you? Being right about the number isn't the job. Being right that
the number is large is the job, and they'll tell you how large.
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Where it comes from

What travels between accounts is the pattern.

I've used the desert-heat story in semiconductors. I've used a paint shop where humidity on the line shows up
as separation months later. I've used a lobby where Charlie puts down the rain mats, except Charlie doesn't
work Thursdays and nobody else is assigned to it, and slip-and-fall reports spike on Thursdays.

Three industries, one pattern: the cause and the effect live in different systems, so nobody can see they're
connected. | knew none of those businesses. | knew the shape of what stays invisible when data can't be
joined, and | dressed it in whatever clothes the customer was wearing.

That's what builds up from paying attention across accounts. Not expertise in their industry. A library of
patterns and the habit of asking which one might be running here. It's also what makes this fast: the first
hypothesis takes an hour, because the pattern and the specifics are being built at the same time. Once the
library exists, fifteen minutes produces something credible.
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Find the object

Impact stays weightless when it stays abstract. "Reduced incident rates" is true and it moves nobody.

When | told the slip-and-fall story, | didn't start with data. | started with the sign in the lobby, the one every
plant and warehouse has, counting days since the last accident. Then the number going back to zero. Everyone
in the room had walked past that sign. They knew exactly what that morning feels like in the building.

Then the question: what if it resets because Charlie doesn't work Thursdays?

The image did what the numbers couldn't, and it needed no explaining. Anything requiring interpretation
arrives carrying your thinking instead of transmitting it. Look for the physical object, the recurring moment,
the thing on somebody's wall. The sign that resets. The 7am escalation email. The quarterly slide that comes
back unchanged. That's where impact lives for the person across the table, and it's what they're still holding

after you leave.
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Then stop talking

You open with it. Here's what | think I'm seeing. Tell me where I'm wrong. Then you read it. Then you stop.

Three things happen, and all three are useful. They correct you, and now you know the real shape. They confirm
you, and you've earned the right to go deeper. Or they go quiet, which usually means something has been
named that they hadn't said out loud to their own team.

In any of these cases, you're now deeper in discovery. And you've been welcomed into it.

A fourth is worth watching for: nothing lands, because the hypothesis was generic. That's information too. The
pattern wasn't specific enough to this buyer, and no amount of delivery would have changed it.
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Why it works

Between 40 and 60 percent of qualified B2B opportunities end in no decision. Dixon and McKenna's research in
The JOLT Effectfound that most of those buyers weren't defending the status quo. They wanted to move, said

so, and couldn't commit. The fear is of messing up rather than missing out, and more proof doesn't touch it.

What touches it is belief that change is possible for them, in their situation, with their constraints. That belief
can't be delivered. It gets built, and the buyer has to help build it.

People who assemble something value it more than people handed the finished version. True of furniture, true
of business cases. A buyer who co-wrote the case defends it in the rooms you're not in, because it's partly
theirs. A buyer handed a polished deck evaluates it, and evaluation is where deals go to stall.

That's why the hypothesis is offered rather than proven. A proven case invites scrutiny. An honest guess invites
participation.

It's also why discovery never ends. In the first conversation the buyer corrects your shape. By the third they're
volunteering things they'd never tell a vendor: the real budget, the internal politics, the competitor they're
actually leaning toward. By the time a decision is close, the two of you have built something together. The
version that goes into the third meeting looks nothing like the one that went into the first, because two people
have been working on it instead of one.
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Part Two — The field kit

What a weak BVH looks like

Same company. Same meeting. A version that stays inside what the customer asked for.

Gap. They're running an aging on-prem archive that's expensive to maintain and hard to administer across
regions.

Impact. IT spends significant time on server maintenance. Storage costs are rising year over year. Retrieval is
slow for support teams, which affects response times.

Change. Moving the archive to a modern cloud platform would cut maintenance overhead, reduce storage cost

by an estimated 30 percent, and improve retrieval speed for downstream teams.

Everything there is accurate. It would survive a review. And it would have produced a nod, a thank-you, and a

procurement process about storage pricing.

Three things to notice. The gap restates the customer's own request, so nothing is being seen that they
couldn't see. The impact stops at the organizational half, and the organizational half is about IT rather than
about anyone who owns an outcome. And the change is the solution with the vendor's name removed, which is
a different thing from a capability.

The tellis in the size. Thirty percent of a storage line item against fifty million dollars in field failures. Both

numbers were available in the same room.
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The three levels

Gap
Weak — restates what the customer asked for, or describes the customer's current state without contrast.
Working — names something the customer can't currently do, in their language.

Strong— names something they can't do that they haven't noticed they can't do, and makes it concrete enough
to argue with.

Impact
Weak — organizational only, in cost or efficiency terms, inside an existing budget line.
Working — organizational and personal, with a named person who owns the outcome.

Strong— an order of magnitude beyond the budget line it would have been funded from, with an object

attached that needs no explaining.

Change

Weak — the product with the brand removed.

Working — a capability the customer doesn't have, described without reference to how it gets delivered.
Strong — a capability the customer can picture themselves using, on a problem they now believe is solvable.

A useful question underneath all three: could a competitor have written this? If yes, it's describing the market.
If only this team could have written it, it's describing this customer.
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The personal half

The personal impact is where the room goes quiet, and the objection is worth taking seriously: this feels like

finding a pressure point.
The distinction is between leverage and accuracy.

Leverage is using what someone has at stake to move them somewhere you want them to go. Accuracy is
recognizing that a human being owns this outcome, that they have a number and a reputation and a boss, and
that any account of the impact which leaves them out is incomplete.

Every organizational impact lands on a person. A defect rate belongs to someone. A missed launch belongs to
someone. Writing the personal half is the act of remembering that, and it's the part of the analysis most likely
to be right.

The test is what happens with it. Held privately as something the rep understands about the buyer's situation,
it produces a conversation with weight. Said out loud as a reason the buyer should act — this is your bonus
werre talking about — it produces exactly the reaction the objection is worried about.

Understand it. Rarely state it. Never point at it.
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Building the muscle

A blank page and an instruction to write a hypothesis produces frozen reps. These get people moving.

Fix the change. Hand out a finished BVH with the change section written as a product description. Fifteen
minutes to rewrite it as a capability. The fastest way to feel the difference between the two.

Work backward. Give a room the impact and ask what gap would produce it. Then give them a gap and ask for
the impact. Splitting the three moves apart makes each one learnable.

Find the fourth pattern. Desert heat, paint shop humidity, Charlie's Thursdays. Ask each table for a fourth from
their own accounts. Twenty minutes, and the room teaches itself pattern recognition.

Name the object. Before anyone writes an impact paragraph, one sentence: what's the sign in this customer's
lobby? What's on their wall, in their inbox at 7am, on the slide that keeps coming back?

Add a zero. Take a completed hypothesis and ask what would have to be true for the impact to be ten times
larger. Then ask again. The point is finding where the real boundary is.
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The peer session

Thirty minutes. Three reps. No manager in the room.
Each rep reads their hypothesis out loud, from memory, no deck. Two minutes.

The other two try to break it. Three questions only: What could you not have known without meeting them?
Who owns this personally? Say the change again without the product. Five minutes.

Then the group finds the pattern underneath it and names it for the library. Three minutes.
Repeat for each rep. Ten minutes each, thirty for the session.

Manager inspection turns this into compliance. Reps taking each other's apart turns it into craft, and it's where
the library actually comes from.
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For the first-line manager

One page. Three questions. Open it during a one-on-one.

"What's the gap?"

Weak sounds like: what the customer told us they wanted.

Strong sounds like: something they can't do, that they may not have noticed.

When it's weak: "That's what they asked for. What's the thing underneath it that they haven't asked for?"

"Who owns the impact personally?"

Weak sounds like: a department, a function, a cost center.

Strong sounds like: a named person, and what it costs them.

When it's weak:"Somebody gets asked about this number every quarter. Who is it?"

"Say the change without naming our product.”

Weak sounds like: our product, with the brand filed off.

Strong sounds like: a capability they don't currently have.

When it's weak: nothing needs saying. They'll hear it themselves.

And one more, when the first three land. "What's the number, and what would have to be true for it to be ten
times bigger?"

When the answer is weak. The temptation is to supply the better answer, and it works once. Then the next
hypothesis arrives blank, because the rep has learned who writes these. Two better moves: ask the question
again in different words, or ask what they'd need to find out to answer it. Both leave the work where it belongs.

Your best rep who doesn't write them. He may genuinely not need one — some people hold all of this without
externalizing it. The question worth asking isn't whether he'll comply. It's whether he can say out loud what he
knows about the account, because that's what the rest of the team needs and it's the only way it leaves his
head.

On team deals. One account, one hypothesis. The AE owns the page; the SE and anyone else on the account
contribute to it. A hypothesis with two authors and no owner becomes nobody's.
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Where it lives

The hypothesis is a document. Documents that live outside the system of record don't exist.

Four fields on the opportunity. Gap, impact-organizational, impact-personal, change. Separate fields rather
than one long text box, because separate fields can be analyzed and a text box can only be read.

One owner. The AE, whatever the account team looks like.
One gate. It exists before the opportunity leaves the first stage.

Versioned. Each update kept rather than overwritten, so the evolution is visible. The distance between the first
version and the version at close is the most interesting thing in the record.

What to watch, once there's enough data:

e Share of open opportunities with a hypothesis on record

e No-decision rate, hypothesis versus none

e Stage-one-to-two conversion, hypothesis versus none

e Dealsize where the change statement is product-free versus not

e Distance between the opening hypothesis and what turned out to be true

The last one is the coaching asset. Nobody is capturing what reps believed going in, so nobody can measure it
against what was true. That comparison is available within a quarter and it's worth more than any of the others.
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Getting started

Seed the library before launch. Ten or fifteen patterns written by the leadership team, drawn from deals
already won. The first quarter is the expensive quarter, and it's also when adoption gets decided. Reps building

the library while learning the tool is a lot to carry at once.

One team first. A manager who wants it, on a segment where deals are large enough to justify the work. Three
months. Then the second team learns from the first team's library rather than from a slide.

One page, not a form. Reps will ask for a template, and a template with fields produces filled-in fields. Three

questions on a sheet, with room to write, produces thinking.

The mechanism that makes it survive. A first-line manager who asks three questions every week, and a VP
who asks that manager, every week, in the same words, what they're hearing. Managers have eleven things
competing for the same half hour, and the ones that survive are the ones somebody above them follows up on.
That follow-up is the whole program.
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The bridge from vendor to advisor

Being right isn't the goal. Being directionally insightful more often than not is the goal, and making it safe for

the buyer to say where you're off.

That's the bridge from vendor to advisor, and it's one page of work before a meeting.

A hypothesis a rep can't defend out loud isn't a hypothesis. If the deck has to be open to articulateitina
pipeline call, it was a slide.

PATHTM is the intellectual property of The Acelera Group, LLC. Sales leaders are granted the right to apply
these processes and practices within their own sales organizations, with full attribution. Incorporation into, or
use within, any third-party methodology, system, or framework is permitted only under license and with

attribution. All rights reserved.
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