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Helping buying groups build shared understanding

and make defensible decisions



EXECUTIVE INSIGHT

CUSTOMER DECISIONS NEED A SHARED BASIS

The buying group needs a shared understanding of the problem, the alternatives and the conditions for action.
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The commercial contribution is to make questions explicit and help the customer test them with relevant evidence.

A strong technical fit can still leave open 

questions about priority, alternatives 

and implementation.

Decision clarity means making those questions visible, 

resolving differences and agreeing what must happen 

next.

TECHNICAL FIT

Integration · performance · safety

ECONOMICS

Value · cost · payback · cash 

flow

PEOPLE

Adoption · workload · ownership

RISK

Operational · supplier · 

compliance

EXECUTION

Capacity · timing · 

implementation

DATA + AI

Evidence · explainability · 

governance
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APPLI ED PERSPECT I VES

DECISION CLARITY IN THE AP SERIES

Each perspective addresses a distinct commercial question.
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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?

Clarify what the buying group must resolve before a decision can move.
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CONNECTED SYSTEM 04

ONE CONNECTED COMMERCIAL LOGIC

AP02 connects commercial evidence and support with the buying group’s own decision work.
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Connected, not sequential. AP02 tests unresolved questions with the buying group; the customer owns the purchase decision.

AP02

DECISION

CLARITY

Customer-owned choice

AP01 · Commercial Intelligence

Provides sources, context

and evidence gaps.

AP03 · Revenue Focus

Allocates attention to

what needs work now.

AP04 · Value Justification

Tests the customer-owned

economic case.

AP05 · Seller Productivity

Supports preparation,

capture and follow-through.

AP06 · Customer Engagement

Keeps interactions useful

and context connected.

AP07 · Ideal Customer Profile

Defines customer–offer fit,

not purchase readiness.



BUYING REALITY 05

ONE OFFER, DIFFERENT STAKEHOLDER PERSPECTIVES

Each perspective adds questions that the buying group needs to resolve together.
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Confirm who recommends, approves, funds and can block the decision. Roles vary by organisation.

BUSINESS

DECISION

EXECUTIVE

Strategy · risk · accountability

OPERATIONS

Fit · output · reliability · adoption

FINANCE

TCO · payback · cash flow

END USERS

Usability · change · daily impact

IT / SECURITY

Integration · data · cyber

PROCUREMENT

Price · terms · supplier risk



DECISION EVIDENCE 06

CRM ACTIVITY AND CUSTOMER DECISION EVIDENCE

Customer confirmation gives meaning to a CRM update.
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A proposal can coexist with unresolved criteria, unclear authority or an untested business case.

SELLER ACTIVITY CUSTOMER-CONFIRMED PROGRESS

Meetings held

Demos completed

Proposals sent

A forecast close date

Shows what the sales team has done.

Decision criteria agreed

Open risks and alternatives assessed

Approvers and blockers identified

Business case assumptions tested

Implementation owner and next action agreed



PUBLIC DECISION-MAKING LENS 07

FOUR CONDITIONS THAT SHAPE DECISION PROGRESS

A practical conversation guide for identifying what remains unresolved.
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Use these conditions as an open conversation guide—not a score, a probability model or a mandatory sequence.

CONDITION 01

Evidence Quality

Which customer facts are confirmed? Which assumptions 

or conflicting views still need checking?

CONDITION 02

Shared Alignment

Do stakeholders agree on the problem and criteria? Who 

recommends, approves or can block the decision?

CONDITION 03

Economic Defensibility

Does the case compare value, cost and risk with 

alternatives, including keeping the status quo?

CONDITION 04

Implementation Readiness

Are ownership, capacity, adoption needs and the next 

commitment realistic and agreed?



CUSTOMER DECISION WORK 08

CUSTOMER DECISION WORK CAN OVERLAP AND REOPEN

Customer decision work can run in parallel, revisit earlier questions or change direction.
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Customer decision state ≠ CRM stage. Numbering identifies tasks; it does not prescribe their sequence.

SHARED EVIDENCE AND CUSTOMER CONFIRMATION

TASK 01

RECOGNISE

THE ISSUE

TASK 02

DEFINE

REQUIREMENTS

TASK 03

TEST FIT

& OPTIONS

TASK 04

BUILD THE

INTERNAL CASE

TASK 05

ALIGN

& DECIDE

TASK 06

IMPLEMENT

& LEARN



01

DETECT

Market · account · change 

signal

02

DIAGNOSE

Problem · context · 

stakeholder reality

03

SHAPE VALUE

Outcome · economics · 

trade-offs

04

BUILD INTERNAL 

CASE

Evidence · risk · 

justification

05

ALIGN & DECIDE

Roles · commitments · 

approval

06

DELIVER & LEARN

Handover · adoption · 

outcome

OPERATING RULE

COMMERCIAL MOTION 09

FROM OPPORTUNITY SIGNAL TO STABLE OUTCOME

The next move follows verified customer evidence – not elapsed time.
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AI may support every step. Material customer, price and commitment decisions remain human-owned.



COMMERCIAL CYCLE 10

CONNECT COMMERCIAL WORK ACROSS THE LIFECYCLE

Customer decision work and the commercial cycle are linked by evidence—not stage equivalence.
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AI supports the work. Material customer, price and commitment decisions remain human-owned.

MARKET & ACCOUNT

AP01 · AP03 · AP07

01 Market intelligence

02 Account selection

03 Opportunity signal

OPPORTUNITY & CASE

AP01 · AP02 · AP04

04 Customer diagnosis

05 Solution architecture

06 Business case

07 Commercial design

08 Orchestrate decision

DELIVERY & LEARNING

AP01 · AP06

09 Implement

10 Customer intelligence

11 Grow

AP05 supports preparation, capture and follow-through across these activities.



CUSTOMER DECISION WORK — NONLINEAR

1

RECOGNISE

THE ISSUE

2

DEFINE

REQUIREMENTS

3

TEST FIT

& OPTIONS

4

BUILD THE

INTERNAL CASE

5

ALIGN

& DECIDE

6

IMPLEMENT

& LEARN

CUSTOMER DECISION STATE

≠

CRM STAGE

Customers may move backward, forward, in 

parallel—or skip between decision tasks.

EVIDENCE  ·  CONTEXT  ·  CUSTOMER DISCLOSURE

COMMERCIAL CYCLE — ADAPTIVE

01

MARKET

INTELLIGENCE

02

ACCOUNT

SELECTION

03

OPPORTUNITY

SIGNAL

04

CUSTOMER

DIAGNOSIS

05

SOLUTION

ARCHITECTURE

06

BUSINESS

CASE

07

COMMERCIAL

DESIGN

08

ORCHESTRATE

DECISION

09

IMPLEMENT

10

CUSTOMER

INTELLIGENCE

11

GROW

MARKETING

PRIMARY
MARKETING + SDR + SALES SALES + KAM + SOLUTIONS COMMERCIAL OPS + FINANCE OPERATIONS + CUSTOMER SUCCESS

DECISION WORK × COMMERCIAL CYCLE 11

SYNCHRONISE COMMERCIAL MOTION WITH CUSTOMER DECISION WORK

Two linked systems—customer decision work and the commercial cycle—connected by evidence, not stage equivalence.
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Customer evidence—not internal activity—determines the next commercial motion.

The cycle may revisit earlier motions as evidence changes.



DECISION WORK & COMMERCIAL SUPPORT 12

COMMERCIAL SUPPORT FOLLOWS CUSTOMER QUESTIONS

Commercial support adapts to the open question, with the account lead coordinating relevant specialists.
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The account lead coordinates specialists as needed. The customer owns the purchase decision.

CUSTOMER QUESTION COMMERCIAL RESPONSE

Problem or requirements unclear Revisit diagnosis and agree criteria.

Value or risk disputed Test assumptions and compare alternatives.

Authority or execution unresolved Confirm decision roles and feasible commitments.

AP01 → AP02  ·  EVIDENCE & HYPOTHESES

AP01 highlights evidence gaps to test with the customer.

AP02 → AP01  ·  CONFIRMED FINDINGS

Return confirmed findings and remaining open questions.



ILLUSTRATIVE APPLICATION 13

A BUYING GROUP RESOLVES DIFFERENT QUESTIONS

Illustrative continuation of the machinery account in AP01.
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Progress is visible in the agreed criteria and commitments. Purchase approval remains open.

Operations sees a reliability problem. A joint review surfaces different conditions for moving forward.

STAKEHOLDER UNRESOLVED QUESTION EVIDENCE / AGREEMENT NEEDED

Operations Will the upgrade reduce disruption? Validate incidents and agree performance criteria.

Finance Is this better than repair or no change? Check assumptions, costs and the approval route.

End users Can we adopt it without extra workload? Test use, training needs and implementation ownership.

NEXT AGREED STEP

Operations, Finance and a user representative agree the validation tasks, owners and a review date.



COMMERCIAL IMPLICATION 14

WHAT CHANGES IN COMMERCIAL EXECUTION

Commercial actions should address a verified customer decision question.
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AI can organise disclosed evidence and draft questions. People verify meaning and own decisions.

CURRENT LOGIC DECISION-ALIGNED LOGIC

01 Product proof 01 Shared decision criteria›
02 One enthusiastic contact 02 Verified decision roles›
03 Feature value 03 Customer-tested assumptions›
04 Late discounting 04 Alternatives assessed early›
05 Close-date pressure 05 Agreed actions, owners and dates›
06 Handover as an endpoint 06 Outcome review with the customer›



WHICH CUSTOMER QUESTION

NEEDS CLARITY NEXT?

A focused decision review makes the next customer commitment explicit.

What is agreed, and which assumptions remain open?

Who must approve, contribute or raise a material objection?

What evidence and commitment would justify the next step?

contact@multilennium.ai multilennium.ai
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