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T
ransformations are hard. They 
take a while and have the po-
tential to challenge the fabric 
of any organization. When you 
transform, you go deep into the 

culture, the organizational DNA, and the 
ways of working to achieve irreversible 
change. That is the ultimate goal.

“A process of profound and radical change 
that orients an organization in a new direc-
tion and takes it to an entirely different level 
of effectiveness ... transformation implies 
a basic change of character and little or 
no resemblance with the past configura-
tion or structure.”

– Business Directory 2020

So, transformations can be really chal-
lenging for individuals, teams, and orga-
nizations. My experience is that the word 
transformation is often used in place of 
strategic initiative or corporate program. 
These are not the same things. Imple-
menting too many transformations at once 
leads to transformation fatigue and confu-
sion in teams and individuals about what 
really matters. Transforming well-estab-
lished functions can go faster and can be 
more straightforward. When it comes to 
the topic of customer value management, 
you have yourself a real challenge. This is 
not a straight line. It is more like a journey 

with ups and downs. 

In this article, I examine the nature and 
phases of value transformation and why it 
is challenging. Then I discuss how work-
ing on a value mindset can accelerate the 
journey and get teams fully aligned on 
what matters. Finally, I get into the how by 
discovering the 6A Value Mindset model 
and how it can be used in real life. Let us 
get started.

The Value Transformation 
Journey
Value transformations can last from three 
to eight years depending on where you 
start. One of the reasons why it takes so 
long is that the customer value manage-
ment (CVM) process adds complexity if 
you consider the following points:

1.	 CVM is a team sport, and you need to 
move all relevant functions at once po-
tentially with different levels of intensity 
and pace.

2.	CVM requires collective intelligence 
and system thinking. There is no one 
expert in CVM and the real value lies in 
the collective experience and intuition 
of teams. The system moves together, 
and any change from one side can af-
fect the other!

3.	Customer value is familiar to some peo-
ple but foreign to others. As such, you 
need to bring everyone on board with 
concepts, language, perceptions, and 
methods.

4.	Customer value touches tangible and 
intangible organizational dimensions 
and assets. Understanding value re-
quires a deep understanding of internal 
and external dynamics.

5.	Customer value is also distributed 
across the long supply value chain and 
internally among various stakeholders.

I have found the subject very intriguing and 
have been lucky to conduct several large-
scale value transformations. They are dif-
ferent from pricing or commercial transfor-
mations. The choice of words is essential. 
A transformation is also different from a 
strategic initiative, a corporate program, or 
a strategic project, as I already mentioned. 

When companies embark on customer 
value transformations, I see them starting 
strong. The first 18 to 24 months are quite 
exciting and invigorating. Things are being 
deployed right and left and the energy level 
is high. They traditionally focus on the fol-
lowing activities:
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1.	 Put a CVM team in place led by a Vice 
President or a Director of Customer Val-
ue. They hire value-related staff like Val-
ue Engineers, Value Consultants, and 
Business Value Analysts, for example.

2.	Develop a roadmap and a process to 
manage the CVM process holistically.

3.	Develop and deploy methods and tools 
to conduct business value analysis, 
TCO analysis, and other value model-
ing activities.

4.	Ramp up the use of value tools and 
documents in the selling and market-
ing of their offers.

See Figure 1.

At that stage, things are going well and 
the level of adoption of CVM activities is 
increasing. In any transformation though, 
there comes a point when things start pla-
teauing or stagnating. This is inherent to 
any large-scale change management ini-
tiative. Teams reach the zone of change 
fatigue or the valley of despair. It is part of 
the change management process. At that 
stage, there is something missing, and the 
transformation slows down. It is also the 
time when you start thinking about the next 
24 months of your value transformation and 
focus on the next push.

Before you do that, you must consider the 
following points:

•	 When you manage customer value, 

things go fast and change quickly. Cus-
tomer value is dynamic, and your trans-
formation needs to include agility and 
dynamism.

•	 At that stage of the transformation, you 
have reached the pioneers, the early 
adopters, and the early majority. De-
pending on your culture, you have not 
addressed the late majority and the 
laggards. This could represent 50% of 
your staff. That may slow you down and 
it might be the reason your transforma-
tion is not making progress.

•	 You might suffer from a lack of indus-
trialization and automation. Your most 
fervent supporters might get tired of 
doing things manually or “on the back 
of an envelope.” The sellers might be 
too distracted from pure selling and 
spend too much time building business 
value cases.

•	 Although you have shown success and 
scaled your transformation, you have not 
shown yet the full impact of your trans-
formation, and you are getting chal-
lenged by management.

Your transformation is in the zone of good 
attention despite a strong start. What is 
missing then when you have the process, 
the system, the people, and the CVM aspi-
ration? It is a simple answer. You are miss-
ing the value mindset. The mindset is the 
glue that ties CVM people, process, and 
system together. See Figure 2.

A strong value mindset function can be a 
powerful booster for your value transforma-
tion and the fuel for the next 24 months to 
reach the next level of excellence. This is 
typically when companies call me to help 
them as a Value Coach. I have been in-
volved in both the front end and the back 
end of customer value transformations. 
They are two critical phases requiring dif-
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At that stage, things are going well and the level of adoption of CVM activities is increasing. In any 
transformation though, there comes a point when things start plateauing or stagnating. This is inherent 
to any large‐scale change management initiative. Teams reach the zone of change fatigue or the valley 
of despair. It is part of the change management process. At that stage, there is something missing, and 
the transformation slows down. It is also the time when you start thinking about the next 24 months of 
your value transformation and focus on the next push. 

Before you do that, you must consider the following points: 

1) When you manage customer value, things go fast and change quickly. Customer value is 
dynamic, and your transformation needs to include agility and dynamism. 

2) At that stage of the transformation, you have reached the pioneers, the early adopters, and the 
early majority. Depending on your culture, you have not addressed the late majority and the 
laggards. This could represent 50% of your staff. That may slow you down and it might be the 
reason your transformation is not making progress. 

3) You might suffer from a lack of industrialization and automation. Your most fervent supporters 
might get tired of doing things manually or “on the back of an envelope.” The sellers might be 
too distracted from pure selling and spend too much time building business value cases. 

4) Although you have shown success and scaled your transformation, you have not shown yet the 
full impact of your transformation, and you are getting challenged by management. 

Your transformation is in the zone of good attention despite a strong start. What is missing then when 
you have the process, the system, the people, and the CVM aspiration? It is a simple answer. You are 
missing the value mindset. The mindset is the glue that ties CVM people, process, and system together. 

 

A strong value mindset function can be a powerful booster for your value transformation and the fuel 
for the next 24 months to reach the next level of excellence. This is typically when companies call me to 
help them as a Value Coach. I have been involved in both the front end and the back end of customer 
value transformations. They are two critical phases requiring different change management approaches 
and people management strategies. Yes, you read that right! In the second phase of the value 
transformation, as you accelerate, we must manage people, culture, and mindset a lot more. 

The Value Mindset for Successful Transformation 

In 2016 and 2017, I joined a large global manufacturing company as a Value Coach to assist them in their 
value transformation in Europe. The project lasted eighteen months and was a very transformational 
experience for both the teams and me. This is when I realized that all I knew about customer value 
management was not enough. I had to go deeper into concepts of change management, 
transformational leadership, and mindset change. I started studying Carol Dweck’s work on Mindset and 
bought her bestselling book called Mindset: The New Psychology of Success (Mindset: The New 
Psychology of Success: Dweck, Carol S.: 9780345472328: Amazon.com: Books). This is not a business 
book, but a lot can be transferred to business, value management, and pricing. I was very inspired and 
started applying many of the concepts she recommended. The value transformation I assisted with was 
extraordinarily successful, and we ended up transforming the entire organization across ten European 
countries. 

This work was transformational for me and changed my approach to deeply changing organizations. At 
the end of this project, I collected all my thoughts and experiences into a book published in 2017 called 
the Value Mindset (Value Mindset: Accelerate Your Value Transformation by Changing Your Mindset: 
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ferent change management approaches 
and people management strategies. Yes, 
you read that right! In the second phase 
of the value transformation, as you accel-
erate, you must manage people, culture, 
and mindset a lot more.

The Value Mindset for Successful 
Transformation
In 2016 and 2017, I joined a large global 
manufacturing company as a Value Coach 
to assist them in their value transforma-
tion in Europe. The project lasted eigh-
teen months and was a very transforma-
tional experience for both the teams and 
me. This is when I realized that all I knew 
about customer value management was 
not enough. I had to go deeper into con-
cepts of change management, transfor-
mational leadership, and mindset change. 
I started studying Carol Dweck’s work on 
Mindset and bought her bestselling book 
called Mindset: The New Psychology of 
Success (Mindset: The New Psychology of 
Success: Dweck, Carol S.: 9780345472328: 
Amazon.com: Books). This is not a busi-
ness book, but a lot can be transferred to 
business, value management, and pricing. 
I was very inspired and started applying 
many of the concepts she recommended. 
The value transformation I assisted with 
was extraordinarily successful, and we 
ended up transforming the entire orga-
nization across ten European countries.

This work was transformational for me and 
changed my approach to deeply changing 
organizations. At the end of this project, I 
collected all my thoughts and experiences 
into a book published in 2017 called the 
Value Mindset (Value Mindset: Acceler-
ate Your Value Transformation by Chang-
ing Your Mindset: Liozu PhD, Stephan M.: 
9781945815027: Amazon.com: Books). I 
wanted to share this experience with other 
companies and customer value manage-
ment practitioners and help them acceler-
ate their value transformation.

What does mindset mean? It is a set of be-
liefs or a way of thinking that is ingrained in 
people. Every day, people show up at work 
and they get into automatic work mode. 
They rely on rules, norms, routines, and 
priorities to do their job. Changing these 
ingrained practices can be an extremely 
challenging task. Imagine approaching 
a salesperson who has sold on discount 

and volume for thirty years. How do you 
convince her to change her way of work-
ing overnight? See Figure 3.

This is an impossible task. Too many com-
panies think that they can put the sales 
team in a room for three days and show 
them a beautiful PowerPoint presentation 

and, suddenly, they are transformed! It is 
not that easy. The goal is to create irrevers-
ible change in people’s way of working, 
thinking, interacting with customers, and 
approaching what they do every day. You 
are rewiring them to focus on customer 
value. It is challenging work for all parties 
involved (and not just in the salesforce). 
Remember that CVM is a team sport, 
and you need to transform all the relevant 
stakeholders, i.e., those who interact with 
customers day in and day out.

If you read Carole Dweck’s work, you re-
alize that it takes a lot of effort and experi-
mentation for people to change for the long 
term and in a way that is transformative. 
You must move them from a fixed mindset 
to a growth mindset (in the same way that 
you want students to enjoy math instead 
of resisting and rejecting it). Now, we are 
asking marketing managers, sales manag-
ers, and customer success managers to 
make efforts, take risks, experiment with 
value tools, and put customer needs at 
the heart of their daily work. There is go-
ing to be fear of rejection, risk of failing, 
and an uncomfortable feeling of working 
out of their comfort zone. See Figure 4 on 
the next page.

In the end, you are asking experienced 
adults to change and adopt value to learn 
and grow. In my Value Mindset book, I ex-
plain how to do this both at the individual 
and the organizational level. Transforma-
tion is needed at both levels in order to 
implement necessary changes over a pe-
riod of 18 to 24 months. It is demanding 

work for sure. This is when I also discov-
ered that you cannot accelerate your value 
transformation without the deep involve-
ment of the human resources and orga-
nizational development teams. They are 
critical in redesigning roles and job de-
scriptions, changing the performance re-
view success criteria, designing and exe-
cuting progressive learning strategy using 
transformational and experiential methods, 
and coaching and mentoring those who 
have a tough time transforming. You will 
be joined at the hip with these people for 
two years or so.

You can gauge the critical differences be-
tween the first phase of the value trans-
formation and the second phase. The first 
is focused on tools, methods, processes, 
and systems. The second phase gets deep 
into individual transformation by focusing 
on mindset, culture, and change leader-
ship. This is how you can accelerate your 
customer value transformation and get it 
done in 2 to 3 years instead of 5 to 8 years. 
I have been fortunate to do three of these 
massive value transformations in the past 
six years. I enjoy that side of the work. This 
is also why I often say that pricing and val-
ue management are both science and art! 

Figure 3
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Pay more attention to the art side and you 
will be more successful.

The 6A Model of a Value Mindset
Now that you know what a value mindset 
means, it is time to consider possible ways 
to influence the mindset and to move the 
needle towards value excellence. The dif-
ficulty of value transformations is that you 
have to work at every level of the organiza-
tion. It is, in a way, like system thinking and 
working in the matrix. Because customer 
value is dynamic and is a team sport, you 
must manage a complex system of various 
actions and activities working all at once. 
The goal is to achieve irreversible change 
at the organizational level while also keep-
ing in mind that change happens at the in-
dividual level. 

The 6A model shown below is a com-
bination of individual and organizational 
change drivers. You have to work on all 
six at once and in parallel while accepting 
a fair amount of correlation among them. 
Statisticians would call that multi-collin-
earity as drivers are influenced by others. 
See Figure 5.

Let us discuss the three As related to in-
dividuals.

1) Attitude: It all starts here. What are the 
perceptions of pricing and value in your 
organization? Are team members positive 
and hopeful about your customer value 
programs or are they still pushing back? 

How is their body language during rele-
vant meetings? You can learn a lot about 
their mindset by checking in on their atti-
tude at work. If you have issues in this first 
A, it will impact the rest of the model. You 
must address that very quickly and change 
perceptions.

2) Action: The whole point of the transfor-
mation is to have people in action mode. 
We need them to practice, practice, and 

practice some more. Small baby steps are 
better than large overwhelming ones. Then 
you repeat the actions a hundred times 
to improve the stickiness of the process 
and the outcome. It starts by developing 
an excellent value toolbox with plenty of 
things to do!

3) Ability: You need to train all stakehold-
ers on the basic and more advanced con-
cepts of customer value management. That 
cannot happen by just sitting in a class-
room and listening to speakers. You must 
develop a progressive and hybrid learning 
program and adopt concepts of transfor-
mational and experiential learning. Training 
also needs to focus on repetition and on 
ten touchpoints over 4 to 6 months. Con-
sider more formal training like the Deci-
sionLink Value Black Belt program.

At the same time, working on fundamental 
aspects of the organization must be done 
in parallel.

4) Adaptability: This is a key concept of 
mindset change. It is about being able to 
embrace the new and maintain the existing. 
Some call this ambidexterity, but I prefer to 
keep things simple. Change will happen. A 
lot of it will happen at once and for a long 
while. This is the reality of value transfor-

Figure 4
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1) Attitude: It all starts here. What are the perceptions of pricing and value in your organization? 
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pushing back? How is their body language during relevant meetings? You can learn a lot about 
their mindset by checking in on their attitude at work. If you have issues in this first A, it will 
impact the rest of the model. You must address that very quickly and change perceptions. 

2) Action: The whole point of the transformation is to have people in action mode. We need them 
to practice, practice, and practice some more. Small baby steps are better than large 
overwhelming ones. Then you repeat the actions a hundred times to improve the stickiness of 
the process and the outcome. It starts by developing an excellent value toolbox with plenty of 
things to do! 

Figure 5
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mations. Leaders no longer have ten years 
to implement these transformations. They 
must accelerate the process.

4) Alignment: Since this is a team sport, we 
must have a common playbook and game 
plan. The organization must be fully mobi-
lized and work in perfect alignment. That 
includes goals, objectives, metrics, com-
pensations, priorities, etc. Alignment is also 
needed around language, definitions, and 
methods, especially in large organizations. 
It is not unusual for divisions to use different 
value-selling methodologies or customer 
value management systems. Harmonizing 
all of these creates deep alignment. That 
alignment must start in the C-suite and 
trickle down the entire organization. 

5) Accountability: What happens when 
people do not change or when people 
openly resist the change process? That is 
a key question that needs to be answered 
by HR and top management. Do we tolerate 
nonperformance and resistance, or do we 
address it quickly and swiftly? Resistance 

and passive-aggressiveness are like a can-
cer that can spread in your organization. 
If you tolerate it too long, the organization 
might lose its momentum and be impacted 
by resistors. In my experience with value 
transformation, some of the best perform-
ers in volume through discounting struggle 
and become last in terms of value and mar-
gin. They have to be managed carefully and 
eventually removed from their positions.

In my Value Mindset book (2017), I offer 
an assessment you can take to evaluate 
where you stand on the 6A model. It is a 
terrific way to get started and gauge your 
level of readiness to move to phase two 
of your value transformation. I recommend 
you select two or three dozen of your 
middle and top managers and ask them 
to take the survey. It will be eye-opening 
for sure!

Some companies embark on pricing 
transformations while others prefer to 
call them value transformations. Some 
do both at once. The reality is that to be 

able to do this in 3 to 5 years at the global 
level and including all relevant functions, 
you must move in phases. You must de-
sign and execute a roadmap with critical 
programs in sequence with enough time 
between the phases for teams to assimi-
late and practice. Along the way, working 
on the value mindset is essential. I posit 
that the early phase of the value transfor-
mation focuses 70% of attention and re-
sources on tools, processes, and meth-
ods, and 30% on change management 
and mindset. 

In the second phase, the reverse is true. 
Your investment in a value mindset crystal-
lizes your efforts in phase one and embeds 
the learning into the organization’s fabric. 
You are transforming the DNA of multiple 
functions to become truly value-oriented. 
You are making new routines part of the 
natural ways of working and solidifying 
changes for the long term. 

Be bold, join the customer value revolu-
tion! v
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