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Why Value Claims Are Not Enough
The colour of the tablet
Early in my career, I worked as a pharmaceutical medical representative in Manchester. One product was a sleeping tablet whose claimed value was a short half-life: patients could sleep without remaining drowsy or impaired the next morning. The proposition was scientifically sound and central to the company’s sales story.
A GP saw the situation differently. He mainly prescribed sleeping tablets to elderly patients who did not work or drive, so morning impairment was not especially important in his context. What caught his attention was that the tablet was blue. Many of his patients took several white tablets and became confused; he could tell them simply, ‘Take the blue one at bedtime.’
The science still mattered, but the doctor recognised a different value: practical clarity for his patients. A valid supplier proposition does not automatically become customer-recognised value. The customer’s context decides which benefit matters most.
The Value Evidence Ladder that follows turns that lesson into a practical discipline: moving from what we claim and promise, through what we deliver, to what the customer recognises and remembers.
The Value Evidence Ladder
There is a ladder that helps explain this.
Strategic Account Management must climb this ladder.
Many suppliers live too low on it.
They claim value. They promise value. They may even deliver value. But they do not always ensure the customer recognises and remembers it.
Let us look at each level.
Claimed value is what we say we can do.
This is the world of marketing messages, sales presentations, proposals and early conversations.
Claimed value is necessary. Customers need to understand what we offer. We need to explain our relevance. We need to articulate how we believe we can help.
There is nothing wrong with claimed value.
The problem comes when suppliers confuse the claim with the proof.
	Level
	Meaning
	Evidence question

	1. Claimed Value
	Claimed value is what we say we can do.
	What are we saying?

	2. Promised Value
	Promised value is what we commit to deliver.
	What have we committed to?

	3. Delivered Value
	Delivered value is what actually happens.
	What demonstrably happened?

	4. Recognised Value
	Recognised value is what the customer notices, understands and believes.
	What has the customer noticed and valued?

	5. Remembered Value
	Remembered value is the highest level.
	What will shape the customer's future judgement?


Value Evidence Mapping Worksheet
One of the reasons value evidence is difficult is that customers are not one person.
As we discussed in the previous chapter, the word “customer” hides a crowd.
That crowd does not recognise value in the same way.
A chief executive may want strategic progress.
A finance director may want cost certainty.
Many account reviews spend too much time reporting activity.
We resolved these tickets.
We achieved these service levels.
Activity matters, but activity is not value.
A good strategic account review should not simply ask, “What did we do?”
	Evidence question
	Current evidence
	Customer recognition
	Next action

	What value do we claim?
	
	
	

	What have we promised?
	
	
	

	What has been delivered?
	
	
	

	What has the customer recognised?
	
	
	

	What will the customer remember?
	
	
	


Stakeholder Evidence Planner
One of the reasons value evidence is difficult is that customers are not one person.
As we discussed in the previous chapter, the word “customer” hides a crowd.
That crowd does not recognise value in the same way.
A chief executive may want strategic progress.
A finance director may want cost certainty.
	Evidence question
	Current evidence
	Customer recognition
	Next action

	What does this stakeholder value?
	
	
	

	What evidence will they trust?
	
	
	

	How will they recognise the outcome?
	
	
	

	How will we confirm their interpretation?
	
	
	


Recognised Quality Audit
This brings us to a practical tool: the Recognised Quality Audit.
The purpose of the Recognised Quality Audit is to identify the gap between the quality we believe we provide and the quality the customer actually notices, values and remembers.
What quality does this customer actually recognise?
That question is deliberately simple.
It cuts through supplier vanity.
	Audit statement
	Score (1–5)
	Evidence / notes

	What quality does this customer actually recognise
	
	

	But does the customer recognise it
	
	

	Does the customer use it
	
	

	Does the customer experience it that way
	
	

	Has the customer noticed
	
	

	Does the customer understand what has been prevented
	
	

	What value do we believe we create
	
	

	Which parts of that value does the customer actually notice
	
	


Scoring Instructions
Score each statement from 1 (not evidenced) to 5 (consistently evidenced and recognised by the customer). Record proof, not intention.
	Score Band
	Interpretation

	8–19
	Value is largely claimed or promised; make evidence visible.

	20–31
	Some delivered value is evidenced; strengthen customer recognition.

	32–40
	Value evidence is strong; reinforce memory and repeatability.


Making Value Visible Action Plan
For leaders, Chapter 9 carries an important message.
Do not allow Strategic Account Management to become a value-claiming machine.
It must become a value-evidencing discipline.
When reviewing strategic accounts, leaders should ask:
What value have we created?
For Strategic Account Managers, this chapter changes the job again.
You are not just responsible for understanding the customer’s world.
You are responsible for helping value become visible inside that world.
That means you must become disciplined about evidence.
Before making a claim, ask:
	Priority
	Evidence to make visible
	Owner
	Customer confirmation
	By when

	1
	
	
	
	

	2
	
	
	
	

	3
	
	
	
	

	4
	
	
	
	

	5
	
	
	
	


Value Evidence AI Prompt Pack
Use these prompts with approved account information only. Remove confidential material and verify every proposed claim with customer-recognised evidence.
	PROMPT 1
Strategic Account Prompt 1
Using only the approved account evidence below, separate claimed, promised, delivered, recognised and remembered value. Identify gaps without inventing proof. Context: [PASTE APPROVED EVIDENCE]. Chapter doctrine: From Value Proposition to Value Evidence.



	PROMPT 2
Strategic Account Prompt 2
Prepare questions for an account review that help the customer confirm outcomes in their own language. Do not turn supplier activity into a value claim without evidence. Context: [PASTE APPROVED ACCOUNT INFORMATION].



	PROMPT 3
Strategic Account Prompt 3
Map the evidence needs of each stakeholder. For every proposed item, explain why that stakeholder would regard it as credible and what confirmation is still required. Context: [PASTE STAKEHOLDER INFORMATION].



	PROMPT 4
Strategic Account Prompt 4
Audit the proposed expansion case. Distinguish evidence already recognised by the customer from assumptions, internal effort and unsupported claims. Context: [PASTE EXPANSION CASE].


Key Principles for Making Value Visible
For leaders, Chapter 9 carries an important message.
Do not allow Strategic Account Management to become a value-claiming machine.
It must become a value-evidencing discipline.
When reviewing strategic accounts, leaders should ask:
What value have we created?
For Strategic Account Managers, this chapter changes the job again.
You are not just responsible for understanding the customer’s world.
You are responsible for helping value become visible inside that world.
That means you must become disciplined about evidence.
Before making a claim, ask:
Final Thoughts and Related Publications
The move from value proposition to value evidence is one of the most important shifts in Strategic Account Management.
It takes us from saying to showing.
From supplier language to customer recognition.
From delivered activity to remembered value.
If we cannot evidence value, perhaps we have not created enough of it.
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