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Defining where commercial effort can create
and sustain mutual value



EXECUTIVE INSIGHT 02

A STATIC TARGET LIST CANNOT READ A DYNAMIC BUYING REALITY

Modern B2B buying is self-directed, cross-channel and group-based.
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Illustrative market context from public research. Survey scopes differ, and no single study validates this framework or predicts a 
customer decision.

An Ideal Customer Profile must do more 
than describe a company.

Connect customer context, the specific task, mutual value, 

delivery ability and current evidence.

Show clearly what is known, assumed and still open.

FIT IS NOT READINESS

Define customer–offer fit.
Test buying-group context separately.

67%
BUYING WITHOUT A SALES REP

Preferred a buying experience without sales 
representatives.

Gartner · 9 March 2026 · 646 buyers

73%
AVOIDING IRRELEVANT OUTREACH

Avoided suppliers sending irrelevant outreach.

Gartner · 25 June 2025 · 632 buyers

74%
CONFLICT WITHIN BUYING TEAMS

Buying teams showed unhealthy conflict during the 
decision process.

Gartner · 7 May 2025 · 632 buyers

10
CHANNELS USED WHEN BUYING

Average number of channels used across the 
purchasing journey.

McKinsey · 28 May 2026 · nearly 4,000 decision-makers



APPLIED PERSPECTIVES 03

IDEAL CUSTOMER PROFILE IN THE AP SERIES

Each perspective addresses a distinct commercial question. Together they form one connected logic.
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Define where the connected commercial logic should be invested.

PERSPECTIVE CORE QUESTION

AP01  Commercial Intelligence What evidence should inform our next commercial action?

AP02  Decision Clarity What must the buying group resolve to make a decision?

AP03  Revenue Focus Where should we invest scarce commercial attention?

AP04  Value Justification How can the customer defend the economic case?

AP05  Seller Productivity How can we reduce effort around the seller’s work?

AP06  Customer Engagement How can each customer interaction be useful and connected?

AP07  Ideal Customer Profile Where can a specific offer create and sustain mutual value?



CONNECTED SYSTEM 04

ONE CONNECTED COMMERCIAL LOGIC

Seven perspectives support a human-owned commercial choice—not one score or a compulsory funnel.
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AP07 defines the fit boundary. AP01–AP06 provide the evidence, decision work, focus, 
economics, capacity and experience needed to act within it.

AP07  ·  CUSTOMER FIT

Where can a specific offer
create mutual value?

HUMAN-OWNED
COMMERCIAL CHOICE

Evidence · judgement · review

01 EVIDENCE

What do we know?

02 DECISION WORK

What remains unresolved?

03 ATTENTION

Where should focus go now?

04 ECONOMICS

Can the case be defended?

05 CAPACITY

Can sellers act without friction?

06 EXPERIENCE

Can support stay useful?



COMPARISON 05

FROM A STATIC TARGET LIST TO A LIVING CUSTOMER-FIT LOGIC

A management lens for making targeting specific, explainable and revisable.
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Prioritise customer contexts where the organisation can create, deliver and sustain mutual value.

STATIC ICP LIVING CUSTOMER-FIT LOGIC

01 Company size and industry define the target 01 Fit is specific to the offer, task and market context

02 One profile is applied across every offer 02 Account, opportunity and buying group remain distinct

03 A contact or intent signal implies demand 03 Signals create hypotheses that require context and 
validation

04 Revenue potential dominates the choice 04 Mutual value, capability and cost-to-serve are visible

05 The list is created once and then inherited 05 Customer evidence and outcomes update the profile

NORTH 

STAR



MARKET BOUNDARY 06

KEEP MARKET SCOPE, CUSTOMER FIT AND PRIORITY SEPARATE

Four different questions prevent a large market from becoming an undifferentiated target list.
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A large market is not a fit. A fit is not a current priority. A priority is not a customer decision.

TAM

MARKET UNIVERSE

Where could
demand exist?

Category demand · broad 
geography · total theoretical 
market

SAM

SERVICEABLE SCOPE

Where can we
credibly serve?

Portfolio · geography · channel · 
regulatory and delivery limits

ICP

CUSTOMER-FIT CONTEXT

Where can this offer
create mutual value?

Task · need · economics · 
capability · buying context

ACTIVE PRIORITY

CURRENT ACTION

Where is action
justified now?

Verified change · timing · 
access · open decision work



FIT ARCHITECTURE 07

THE IDEAL CUSTOMER PROFILE IS MULTIDIMENSIONAL

A strong profile combines customer context with the organisation’s real ability to create and deliver value.
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The profile belongs to a specific offer, use case and market—not permanently to the company.

CUSTOMER–OFFER
FIT HYPOTHESIS

known · inferred · open

01 STRUCTURAL FIT

Industry · geography · scale · regulation

02 CUSTOMER TASK

Problem · job · use case · change context

03 MUTUAL ECONOMICS

Customer outcome · supplier economics · 
cost-to-serve

04 DELIVERY & ADOPTION

Capability · implementation · service · 
compliance

05 ACCESS & PARTNERSHIP

Relevant roles · information path · working 
conditions

06 STRATEGIC & LEARNING VALUE

Roadmap alignment · innovation · learning 
relevance



OPERATING DEFINITIONS 08

SIX DISTINCT OBJECTS. SIX DIFFERENT MANAGEMENT DECISIONS

Keep segment, ICP, tier, account, opportunity and buying group distinct—not one “ICP score”.
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Account ≠ opportunity. Company fit ≠ buying-group readiness. Tier ≠ priority. Signal ≠ customer intent.

SEGMENT

A group with relevant similarities in how or 
why customers buy.

Tailor the go-to-market approach.

ICP

The customer–offer context where mutual 
fit appears plausible.

Define the strategic target boundary.

TIER

The level and type of service or resource 
investment.

Choose the coverage model.

ACCOUNT

The organisation and relationship context.

Coordinate evidence and ownership.

OPPORTUNITY

A concrete customer task, alternative or 
commercial possibility.

Test value, conditions and timing.

BUYING GROUP

The people and responsibilities around the 
decision.

Support shared understanding and choice.



EVIDENCE SYSTEM 09

A PROFILE IS USEFUL WHEN ITS EVIDENCE CAN CHANGE

Stable attributes provide context. Current signals, customer validation and outcomes keep the profile alive.
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A signal can justify a question. It cannot, by itself, prove need, intent, motive or readiness.

EVIDENCE INPUTS

01 STRUCTURAL FACTS

Industry · scale · geography · 
installed base

02 CUSTOMER TASKS

Needs · constraints · success 
conditions

03 CHANGE SIGNALS

Strategy · leadership · service · 
investment · market

04

HUMAN CHECK

Source · date · context
Contradictions · unknowns

05

FIT HYPOTHESIS

What appears relevant
and why

06

VALIDATION
& LEARNING

Customer evidence
Delivery result · review date

OUTCOMES UPDATE THE NEXT PROFILE REVIEW



ILLUSTRATIVE APPLICATION 10

ONE ACCOUNT. SIX FIT CHECKS.

Fictional example: should we invest focused sales effort in a condition-monitoring offer?
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Good structural fit. The open questions are customer impact, data access and decision roles.

OFFER CONTEXT

Remote monitoring and service for critical plant 
equipment.

CANDIDATE ACCOUNT

Multi-site manufacturer with recurring downtime.

DECISION TO MAKE

Do we invest focused commercial effort now?

FIT CHECK WHAT WE KNOW WHAT TO DO NEXT

Basic fit

Multi-site process environment; service 
coverage exists.

Confirmed in internal data.

Customer problem

Repeated interruptions appear in service 
history.

Confirm impact and urgency with the customer.

Business case

Installed base suggests upside and service 
potential.

Build a simple value case with the customer.

Delivery fit

Connectivity may work at some sites.

Check data access and technical limits.

Team access

Ops contact known; finance, IT/security and 
users still open.

Map decision roles and agree pilot conditions.

Strategic value

May support roadmap learning or service 
expansion.

Keep open; confirm only if it matters.



COVERAGE LOGIC 11

MATCH COVERAGE TO FIT

Use fit to choose the right level of effort. Review the choice when evidence changes.
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“Not now” is a resource decision—not a judgement about the customer. Review the choice when the context changes.

COVERAGE MODEL

STRATEGIC /
SPECIALIST

WHEN TO USE IT

High-value case · complex need · cross-
functional buying team

TYPICAL RESPONSE

Senior seller · specialist support · executive 
sponsor

FOCUSED /
ACCOUNT-BASED

WHEN TO USE IT

Clear fit · defined use case · active buying 
work

TYPICAL RESPONSE

Named owner · tailored message · coordinated 
Sales and Marketing

SCALED / DIGITAL
OR PARTNER

WHEN TO USE IT

Repeatable need · simpler route · efficient 
coverage

TYPICAL RESPONSE

Digital journey · inside sales or partner · expert 
on demand

MONITOR /
NURTURE

Fit may exist · timing or evidence not ready

Stay visible · watch triggers · review later

NOT NOW /
REDIRECT

Weak fit · high cost-to-serve · wrong use case or 
boundary

Pause, redirect or stop · record the reason · 
review if context changes



AI & HUMAN RESPONSIBILITY 12

AI SURFACES FIT HYPOTHESES. PEOPLE OWN THEIR MEANING

Useful assistance depends on reliable data, explicit limits, customer evidence and accountable human review.
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No automatic customer exclusion. No inferred motive. No probability disguised as fit.

AI ASSISTANCE

01 Data enrichment

Connect approved firmographic, market and relationship data.

02 Change detection

Surface events, anomalies and evidence that deserves review.

03 Research synthesis

Summarise sources, dates, conflicts and open questions.

04 Pattern hypotheses

Suggest possible fit patterns without declaring customer truth.

05 Workflow support

Prepare briefs, review prompts and profile-update drafts.

HUMAN ACCOUNTABILITY

01 Purpose & criteria

Define what fit means for this offer and commercial decision.

02 Interpretation

Separate facts, inference, uncertainty and customer confirmation.

03 Exceptions

Challenge false negatives, inherited bias and unusual value cases.

04 Resource choice

Approve focus, coverage, pause or deselection.

05 Customer responsibility

Own privacy, commitments, explanation and correction.



MEASUREMENT FRAMEWORK 13

MEASURE PROFILE QUALITY

Track whether the profile improves decisions and coverage. Do not turn it into a win-probability score.
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Always show period, population, denominator, missing data and overrides. 
These measures describe process discipline—not buying probability.

01

Evidence coverage

HOW TO READ IT

Share of reviewed 
accounts with source and 
date for the required fit 
fields.

WHY IT HELPS

Shows whether the profile 
is grounded in evidence.

02

Hypothesis check 
rate

HOW TO READ IT

Share of fit assumptions 
later confirmed, corrected 
or rejected.

WHY IT HELPS

Shows whether 
assumptions are being 
tested.

03

Resource alignment

HOW TO READ IT

Share of sales time spent 
on the approved priority 
groups.

WHY IT HELPS

Shows whether effort 
follows the chosen focus.

04

Coverage reliability

HOW TO READ IT

Share of due accounts 
that received the agreed 
service model.

WHY IT HELPS

Shows whether the 
planned coverage actually 
happened.

05

Learning loop 
closure

HOW TO READ IT

Share of reviewed 
outcomes fed back into 
the next profile update.

WHY IT HELPS

Shows whether the profile 
gets smarter over time.

MEASURE



PILOT & GOVERNANCE 14

ONE OFFER. ONE CUSTOMER UNIVERSE. ONE RESOURCE DECISION

A bounded pilot tests whether the profile improves focus without manufacturing certainty.
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Success means more explainable decisions and deliberate resource allocation—not a label on every account.

01

DEFINE

One offer or use case
One region or market
One decision owner

02

BASELINE

Current target list
Evidence gaps and 
capacity
Cost-to-serve

03

CO-DESIGN

Sales · Marketing · 
Service
Finance · Operations
Selected customer 
voices

04

VALIDATE

Sample accounts
Dialogue & exceptions
False positives
False negatives

05

DECIDE

Adjust criteria and 
coverage
Monitor or pause
Stop or scale

GOVERNANCE
BEFORE LAUNCH

•  Named owner and review date

•  Explicit evidence / inference boundary

•  No automatic exclusion or CRM-stage truth

•  Customer data minimisation and permissions

•  Stop / adjust criteria agreed in advance



RESEARCH FOUNDATION 15

WORKING PRINCIPLES AND BUYER CONTEXT

An operating synthesis built from public B2B research and practical sales design—not a predictive model.
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From FOUNDATIONAL DESIGN PRINCIPLES to BUYER CONTEXT

FOUNDATIONAL DESIGN PRINCIPLES

01 Actionable segmentation

Group customers by relevant similarities in how and why they buy.

02 Hybrid evidence

Combine structural signals, needs and fit views.

03 Separate segment and tier

Customer fit and service intensity are different decisions.

04 Look beyond revenue

Include strategic fit, delivery reality, partnership and cost-to-serve.

05 Reassess over time

Customer priorities, finances, relationships and competition change 
over time.

2025–2026 BUYER CONTEXT

01 Self-directed research

Buyers use digital and AI-assisted paths before talking to sales.

02 Human validation

Buyers still want expert help at important decision moments.

03 Buying-group relevance

Buying groups need shared relevance and internal alignment.

04 Omnichannel continuity

Customers need consistent information and expertise across 
channels.

05 Opportunity and group context

Account strategy needs more than isolated leads or intent signals.
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WHICH CUSTOMERS ARE YOU DESIGNED
TO SERVE BEST—AND WHAT EVIDENCE
SUPPORTS THAT CHOICE?

A focused ICP review defines the offer context, fit evidence,
coverage choice and learning cycle.

Which offer, use case and market is the profile for?

Which fit dimensions are known, inferred or still open?

How will customer evidence and outcomes update the profile?

contact@multilennium.ai multilennium.ai

01

02

03
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