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A New Approach to a New Sales Position: 
Value-Based Selling for Key Account Managers 

Background:  Swarovski’s wholesale division 
reorganized its sales organization in an effort to 
focus on a more efficient and value-based 
approach to sales and customer support.  Before 
the reorganization of the sales organization, there 
were two distinct roles that interfaced with 
Swarovski’s customers: 

 District Sales Managers (DSMs) were the primary sales arm of 
Swarovski’s wholesale division.  In the past, the DSMs would collaborate 
with marketing representatives when the customer situation called for it.  
The DSMs served in the sales and account management role. 

 Marketing Project Leaders acted in more of a consulting role, guiding the 
customer on how the customer might approach specific designs and 
projects. 

These previously separated roles became a single blended role — the Key 
Account Manager (KAM).  In their new role, KAMs consulted with customers to 
help them grow their business.  Not only were KAMs responsible for 
understanding Swarovski’s contributions to the customer’s success, the KAM 
had to understand the customer’s business environment — the customer’s 
business strategy, competition, industry trends, etc. — in order to help the 
customer achieve long-term success. 

Challenge:  KAMs were now required to sell with a much more consultative 
approach focusing on the customer’s business goals and the Swarovski value-
added differentiators.  The KAM needed skills to leverage the customer’s high 
value need (one that has been stated and one which the customer will pay for) to 
position the features and heighten the value of Crystallized Swarovski Elements.  
A training program was needed to focus on honing the specific skills of each 
KAM — from the most experienced sales professional to those with little sales 
experience at all.  

Solution:  Entelechy was engaged to create a value-based sales training program 
for the KAM group.  In order to create an effective training program — and to 
ensure that the training program was supported with appropriate 
communication, metrics, and other elements, Entelechy conducted a number of 
performance assessment activities before providing recommendations and 
creating a three-workshop value-based selling program designed to: 
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 Develop individual skills by leveraging the knowledge of peer “experts” 
through a sharing of ideas, talents, industry specialties, and skills. 

 Develop personal sales skills to bring KAMs to the next level of 
development. 

 Identify customer needs and articulate Swarovski’s value as it relates to 
those need. 

 Handle objections, especially those related to price. 

 Establish a consistent selling foundation, common sales language, and 
solid value-based sales skills. 

The result was a three-workshop program delivered over nine months: 

The program began with a 180° survey 
designed to identify individual and team 
strengths and areas for development, 
and provide focus for the training.  The 
survey was constructed using 
competencies representative of the new 
KAM role, enabling a discussion of 
expectations between the new KAM and 
his/her manager. 
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The three-workshop program introduced and built upon key selling skills.  
Additionally, the program introduced a value-based sales questioning structure 
that enabled participants to probe in meaningful ways — ways that would 
uncover a customer’s high value need so that the KAM could confidently 
position Swarovski products and services for maximum impact. 

Entelechy calls this 
structured approach FIRST 
Questioning, questions that 
result in the identification of 
Facts (the lowest level of 
sales questions), Issues (or 
problems the customer is 
facing), the Related Impact 
of those issues, and 
Solutions the customer is 
willing to explore. 

 

Entelechy created an Action Plan to help 
KAMs apply skills against real accounts.  
From profiling accounts to developing 
strategy and tactics, KAMs were able to 
“conduct business” as they were learning 
important value-based selling skills. 

This Action Plan also 
provided the basis 

for a division-
wide selling 

process and 
language. 
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To aid the learning process, real examples were created to illustrate key concepts 
AND to serve as the basis for role plays; participants practiced and received 
feedback on such skills as needs identification, value-based positioning, 
presenting, and handling objections.   

To help participants focus and apply skills (and conduct business), Entelechy’s 
Value-Based Sales training required each attendee to identify a Key Breakthrough 
Opportunity (KBO) and prepare a final presentation to the class; these 
presentations were evaluated by sales 
management and peers. 

In addition to the Action Plan and job aids, 
Entelechy worked closely with Swarovski 
to identify possible value-based benefit 
statements/differentiators, statements that 
link a customer’s high value need to a 
feature of Swarovski’s products and 
services in a way that positions Swarovski 
as the company with the best solution.  
(While ideally it’s best to “build” the value-
based benefit statement after first 
identifying the customer’s high value need, 
it’s always good to be prepared!) 

In addition to the activity-based training 
and in-class application of skills, attendees 
were tasked with on-the-job application of 
skills.  By spreading the training over nine 
months, attendees were able to focus their 
skills AND achieve real business results.  
Additionally, attendees’ managers were 
tasked with coaching attendees in the 
application of their new skills. 

Results:  Swarovski KAMs are now establishing strong consultative relationships 
with their clients as a result of positioning the value of their products, services 
and expertise.  These consultative relationships are the foundation of success in 
the Swarovski wholesale sales organization. 


