
Welcome to the Essential Selling Strategies: Demonstrate Business Acumen course.

To be consultative, you must understand your customer's business.  While each business is unique, there are fundamental concepts for how a
business operates.  Your ability to be successful as a seller requires a solid understanding of these business and financial fundamentals so that you
can provide the best possible guidance and support to your customer's business.

This 20-minute course provides you with an overview of how a business operates and the financial acumen basics that you need to adequately
evaluate a business as you are working with new or existing customers.

Please click the "Start Course" button above when you are ready to begin. 
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What is Business Acumen?
The term "business acumen" has many meanings, largely depending on your role within an organization and whether you are applying business acumen

internally to your organization or with your customer's organization.

Business acumen is defined as:

...an astuteness and quickness when dealing with a business situation that leads to a good outcome.  It is a keenness or depth of perception in matters related

to business; business discernment, or intuitive and applicable understanding of how a company makes money. Overall, business acumen is the ability to use this

understanding to make decisions that result in the success and profitability of the company.

To help you in your role as a seller, this training focuses on two areas of business acumen, as follows:

An understanding of the fundamentals of how a business operates, including:

The business model,

The business strategy, 

Organizational structure, and

Key organizational metrics for measuring the success of a business.

The ability to read and interpret key financial statements within the Annual Report, including:

The Balance Sheet,

The Statement of Income, and 

The Statement of Cash Flow.

Building your business acumen is critical to establishing your credibility with customers.  Without a fundamental knowledge of how a business works, you

will be challenged to understand the specifics of your customer's unique business structure and needs.
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“Whenever you see a successful business, someone once made a courageous decision.”
                                    - Peter Drucker



Learning Objectives
By the end of this course, you will be able to:

Complete the content above before moving on.

How Does the Demonstrate Business Acumen Skill Fit Into the Essential Selling
Strategies (ESS) Model?
Before we get started on the course, let’s briefly review how the business acumen skill fits into the Essential Selling Strategies Model. 

Click on the check marks below to learn more about how business acumen plays a role in the overall ESS model.  

Describe the five core elements of a business model.

Explain how a business strategy supports the strategic and operational business initiatives.

Recognize the functional areas of an organizational structure.

Identify the key metrics that businesses use to measure success.

Review key financial documentation for critical customer information.





Demonstrate Business Acumen

Business and financial acumen are critical to every aspect of the selling process.  In order to work effectively with customers, you need to possess a baseline understanding of

how businesses work so that you can provide specific direction and support to your customer. Business acumen is a capability you should be continually developing so that you

demonstrate credibility with your customers.

ESS Model Summary

Your ability to effectively demonstrate business acumen at different stages of your sales interactions is important to your success. Building this skill takes

practice and experience. 

Complete the content above before moving on.

Target Behaviors

When you are applying your business acumen skills effectively, you should be able to demonstrate specific target behaviors. Target behaviors are

observable and measurable ways that demonstrate your ability to apply a skill.  

Please review the target behaviors for the business acumen skills below by clicking on each block.

Identify aspects of the financial statements that are

relevant to formulating customer insights.





These target behaviors will be important when you are back on the job. To help you develop in this skill, your manager will observe and coach you to

develop these specific target behaviors.      

Let's get started by looking at the business model.

Complete the content above before moving on.

Communicate with confidence a solid understanding of

the customer's business model, strategy, organizational

structure, and important business metrics.

Adopt a continuous learning approach to business
and financial acumen.



What is a Business Model?
The business model is a plan for how an organization will generate money with the end goal of making a profit.  There are five core elements to a business

model.

Click on each of the boxes in order below to learn more about the basic components of a business model.
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Vision

At the center of a business model is the vision of a business.  

A vision represents:

how the business defines its identity through the mission, vision, and values,

how the business differentiates itself from other businesses, and, 

what makes the business unique through its value proposition.





Expenses

Expenses are the costs associated with doing business, and include:

Operating expenses like salaries, rent, equipment, etc.

Losses

Debt
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Revenue

Revenue represents how a business makes money, and includes:

Revenue streams

Pricing

Gross profits

Net Income

Investments





Target Markets

The target markets represent the customer(s) who the business provides products and/or services to in the marketplace.

Customers may be other businesses (B2B), consumers (B2C), or both.





Products or Services

Products or services are what the business provides to its target markets. These may include tangible or intangible products or services.

Let's look at examples of the three common business models in today's marketplace.

CONTINUE

Examples of the Three Common Business Models

MANUFACTURER BUSINESS MODEL RETAILER BUSINESS MODEL FEE-FOR-SERVICE AND/OR
PRODUCT BUSINESS MODEL





How businesses identify themselves determines the type of business model that they follow. There are many differences in how businesses make money

but the three most common business models represent the majority of businesses that you may work with in your sales role fall under one of the five

verticals of manufacturing, retail, healthcare, professional services, or technology and media.

It is important for you as a seller to know how your customers define their business model.  There are many other variations of business models such as

franchise models, leasing models, subscription models, bundling models, product-as-a-service models, freemium models, distribution models, and affiliate

marketing models.

While the business model illustrates how a business makes money, the business strategy is how the business model is implemented.  Next, let's cover the

business strategy and what is important as a seller to know about your customer's business strategy.

Complete the content above before moving on.

Manufacturer Business Model:  A manufacturer converts raw materials into products. Then, they sell those products to distributors,

retailers or directly to or businesses or consumers. Examples of Manufacturer Businesses: consumer packaged goods, aviation

manufacturing, transportation, and logistics.

Retailer Business Model:  A retailer is the last link in the supply chain. These businesses purchase goods from manufacturers or

distributors and then sell them to customers for a price that will both cover expenses and turn a profit. Retailers may specialize in a

particular niche or carry a range of products. Examples of Retailer Businesses: Car dealerships, restaurants, groceries, hospitality, and

consumer goods (clothing, electronics, housewares).

Fee-For-Service and/or Product Business Model:  A fee-for-service and/or product business charges a set fee for a specific service or

product. A business set up on this model can increase its earnings by adding customers or increasing what it charges to customers.

 Depending on what type of work the business does, it might charge an hourly rate, monthly retainer or commission. It may also create

a fee schedule with a set rate for different types of services. Examples of Fee-For-Service and/or Product Businesses:  Hospitals,

educational services, financial and legal services, advertising, computer system design, General IT, and media production.



Business Strategy Model

Lesson 3 of 9

Business Strategy

Business strategy is the battle plan for a better future.
                    - Patrick Dixon



Every Business originates with a Vision. The purpose for its being.  Whether it is AT&T or the

local bike shop, they have a Vision.  

The Four P's

To achieve this vision, every business focuses on the Four

P’s: Profitability, Productivity, Perception and Peace of

Mind.  

Profitability is how they make and spend money,
their revenue and expenses. 

Productivity is about how effectively they operate.  

Perception is how their customers, their employees,

their vendors, and the public at large views them.  

Peace of Mind are the factors they must consider to

ensure the security of the business.

Businesses accomplish these 4 Ps by ensuring they meet

their goals and objectives (strategic or operational

their work flows and processes.

Strategic leaders in the business are constantly evaluating where they have strengths, so

they can maximize them, where they have limitations, so they can mitigate them, where

they have opportunities, so they can further develop them, and where they have threats, so

they can overcome them.

By understanding these elements of the Business Strategy, you can better identify your

areas of opportunities to positions solutions with your customers that provide a meaningful

business impact.

Let's look deeper into the strategic and operational priorities, and the focus for each of them

in the achievement of the vision.



priorities), have the right people and organization in place

and are optimizing

Strategic and Operational Priorities

A business strategy represents the strategic priorities that a business establishes to

accomplish its purpose.  Strategic Priorities represent the strategic plans for your

customer's organization. They are focused on the long-term strategy of where

the organization is targeting its growth in the future. Many organizations establish

a 3-5 year plan in order to adapt as market conditions and priorities change.

Strategic Focus Areas:

Most organizations set their strategy on one or more of the strategic focus areas,

including:

Financial Growth.

Customer Excellence.

Innovation.

Employee Satisfaction.

Scientific Achievement.

Community Impact.

Factored into the Strategic Priorities of an organization are the mission, vision,

and values. These help define what the organization is about and what is

important in the achievement of the strategy.

Operational Priorities represent the goals and objectives that help

the organization achieve its long-term strategy. Typically, the

operational priorities are short-term and may change more often

than the strategic priorities. Front-line leadership in organizations

usually focus on the tactical goals to achieve the operational

priorities.

Operational Focus Areas:

Operational Priorities involve much of the day-to-day within the

organization, including:

People (Customers and Employees.)

Products and Services.

Processes and Policies.

Technology and Systems.

Regulatory and Compliance.

A good strategic plan acts as a compass. It helps an organization focus on its goals for
the future and how to achieve them.



Now that we have reviewed the core elements of a business model and how business strategy supports the achievement of organizational success, let's go

over the typical organizational structure of a business.

Complete the content above before moving on.



Types of Organizational Structures
The structure of a business depends largely on the size and scope of the organization.   Most businesses operate with a centralized structure, meaning

there is a clear hierarchy and chain of command.  However, more start-up businesses today are structured with a decentralized approach, enabling them

to operate more efficiently and lean by dispersing decision-making across various departments or parts of the business.

Regardless of whether the business is centralized or decentralized, it is important to identify the decision-making authority and level of autonomy within

the organization.   There is usually some type of hierarchy in any business, unless the business operates solely from a flat structure where all key personnel

share similar decision-making responsibilities.  Many organizations establish a type of management board to guide their businesses.

The Management Board
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The management board is a set of senior leaders or managers who have authority on the overall direction of the organization.   A management board is

removed from the day-to-day aspects of the business and focuses on the strategic direction and health of the business.  In smaller organizations that do

not have a management board, these strategic decisions may be made by a senior leader, or even the business owner and his or her partners.

Functional Areas of a Business
Depending on the size of your customer's organization, the complexity may vary once you begin to look deeper into their structure. The bigger the

customer, the more complex their structure.  The majority of small to medium-sized organizations structure themselves by the functions that serve the

business.  

A functional organizational structure is most common for today's businesses.  Below are some of the typical functions that you may encounter with your

customer's businesses.

Click on each box below to learn about the functions that play a role in the organizational structure.

Operations may include the following business units:

Production and Logistics

Supply Chain
Operations



Finance may include the following business units:

Accounting

Human Resources

Legal and Compliance

Risk Management

Procurement

Administration/Communications

Distribution may include the following business units:

Sales

Marketing

Customer Service

Product Support

Finance

Distribution



Why is Organizational Structure Important?
As you engage with your customers in the sales process, it is critical for you to learn as much as possible about their business.  This includes your

customer's organizational structure. Organizational structure is important in the selling process for many reasons.

Learn as much as you can about your customer's organization by researching their website, meeting with various representatives, and always asking

questions.  

Every company has two organizational structures:  the formal one is written on the charts; the
other is the everyday relationship of the men and women in the organization.

Harold Geneen

Decision-Making:  When you fully understand your customer's organizational structure, you can gain a better sense of how decisions

are made by the customer.  You should take the time to learn about who is involved in decisions, how the process works, and what

criteria your customer may use in making purchase decisions.

Wider Organizational Lens:  By knowing more about your customer's organization, you may be able to see connections and impacts

of business problems to other parts of their business.  Sometimes as an outside observer of their business, you can see the forest

through the trees and suggest additional solutions to help address issues that are not as apparent.

Expanded Relationships: If you only focus on your immediate customer in the sales process, you may miss opportunities to have a

broader reach with their organization. By understanding their structure, you can offer to consult with other functional areas of the

business and draw them into the conversation and exploration of needs.

Research and Development may include the

following business units:

Product Development

Research

Information Technology (may also sometimes be

part of Operations)
Research and Development



Next, let's go over the metrics that many organizations use as a measurement of success.

Complete the content above before moving on.



How Do Organizations Measure Success?
Depending on your customer's specific business, there are many ways that an organization can measure their level of success.  Organizational measures

may be expressed in one of two ways:  Key Performance Indicators (KPIs) or metrics.  

What is the difference between KPIs and metrics?

The simplest way to distinguish between KPIs and metrics is through the lens that is applied to each one.  KPIs are typically the strategic measurements of

an organization, and may be a collection of metrics that quantify the measurement.  On the other hand, metrics are more tactical in nature, and may be

represented by a single, quantifiable data element.

Click on each tab below to review key financial, sales, customer, and internal measures.

Below are some of the key financial measures that indicate the health and success of a business:

1. Net Profit Margin:  Net profit margin is a measure of how much net income is generated as a percentage of total revenue. The net profit

margin is a percentage of how much profit a business makes after all the business expenses are deducted from the gross margin.

2. Gross Margin:  Gross margin, or gross profit margin, is a measure of the gross profits as a percentage of your total sales revenue (minus

the cost of goods sold).  The higher the gross profit margin, the more your business earns per sales dollar.  

3. Overhead or Operating Expenses:  Overhead represents the fixed costs of a business, such as salaries, legal fees, rent, and utilities.  These

costs are typically not attributed to the cost of producing the business product or service. 

4. Variable Costs:  Variable costs are attributed to the expenses of producing or distributing a product or service, such as raw materials or

packaging.  The costs are variable because they change based on sales revenue and production.  

5. EBITDA:  EBITDA is an acronym for earnings before interest, taxes, depreciation, and amortization.  EBITDA is an alternate.  EBITDA is a

measure of a business's operations performance.  

Below are some of the basic sales measures that indicate the health and success of business sales:
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1. Sales Revenue:  Sales revenue represents the total income that is generated as a result of sales.  There is gross revenue and net revenue.

 Net revenue is calculated by subtracting the cost of returned or undelivered goods from the total revenue.  

2. Sales Growth (YTD):  Sales growth is an important measure to identify overall increase or decrease in sales revenue.  Sales growth should

be measured within a time period; for example, from quarter to quarter or year over year.  

3. Qualified Leads (per month):  The Qualified Leads measures the number of leads that are being pursued within a set timeframe.

 Businesses may measure the qualified leads from three perspectives: marketing qualified leads, sales accepted leads, and sales qualified
leads.  Sales Qualified Leads are most accurate in identifying the number of leads that could potentially convert into customers.

4. Lead to Customer Conversion Rate:  Leads to customer conversion rate indicates the number of leads that eventually become signed
deals and active customers.  The measure is a proportion of qualified leads that result in actual sales or closed deals.

Below are some of the key customer measures that indicate the health and success of a business:

1. Customer Acquisition Cost:  The customer acquisition cost identifies what it costs to acquire a new customer.  It is calculated by dividing

the costs to acquire customers (e.g. marketing, advertising, etc.) by the number of new customers in a specific time period. 

2. Customer Loyalty/Retention:  The retention rate measures the number of customers who keep using your product over an extended

time period and make repeat purchases or recurring transactions.  

3. Customer Churn Rate:  The customer churn rate measures the number of customers who stop using your product or service after a

specific period of time.  

4. Net Promoter Score (NPS):  The net promoter score is a measure of customer satisfaction by asking customer if they are willing to

recommend the business product or service to someone else.  Promoters of a business bring additional business through word of mouth
or social media and can elevate a business.  Detractors can hinder the business through social media and other methods of social

engagement.

Below are some of the key internal measures that indicate the health and success of a business:

1. Employee Satisfaction/Engagement:  Many businesses conduct periodic assessments of their employees to determine their level of
engagement with the work, and satisfaction with the organizational leadership, benefits, and work life.

2. Employee Attrition/Turnover:  The number of employees who leave the organization compared to the total number of employees is an
important measure for a business.  Typically tracked by the Human Resources function, turnover may provide insight into opportunity

areas within a business.  There is a significant cost of replacing employees  which is why a business wants to track this information.

3. Projects Completed/Milestones Reached:  Project management tracking is helpful for businesses to determine what initiatives are being

implemented vs. ones that are not completed, or cancelled.  There are many measures of success that tie to projects, including costs,
resources, and time.  Businesses may also track the return on investment (ROI) of initiatives to determine if the benefits outweigh the costs

of implementation.

4. Diversity, Equity, and Inclusion:   Today's businesses are actively measuring diversity from different standpoints, including specific

diversity groups such as women, or minorities.  These measures reflect the overall hiring, promotion, compensation, and turnover of
diverse groups.
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Now that we have covered the aspects of business acumen, let's examine some basics of financial acumen.

Complete the content above before moving on.



Why are Financials Important to Sales?
As an AT&T seller, your role is to help the customer identify the solutions they need to help run their business.  When you take the time to understand your

customer's financials (i.e., where they spends money, how much they spend, and how much they profit), then you can better align your solutions to their

strategic needs.  You can use past financial statements to help the customer make decisions about the future by predicting the return on investment. 

One important customer document that you should review is the Annual Report.  

The Annual Report
An annual report is a document that contains comprehensive financial information about a business such as public companies, small and large

corporations, non-profit organizations, partnerships, and other businesses. It includes their financial performance and activities over the prior fiscal year.  

In some states where a business resides, an annual report filing may be required.  Or, a business may prepare an annual report to inform their shareholders,

employees, and business community about the financial health of the business and to communicate how the business is performing.

Annual reports serve many purposes:

providing a picture of a company for the prior year,

offering general company communication for shareholders, 

acting as marketing pieces to other interested parties, 

serving as compliance documentation, and

sharing financial statements for the key business elements.

Let's break down the important elements of the annual report.

Click on the interaction below to learn more about the. elements of the annual report.  
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I call it the Rule of Three. If you read a company's financial statements three times, and you still
can't figure out how they make their money, that's usually for a reason.

James Chanos



The Elements of the Annual Report

Click through this interaction to learn more about the elements of an Annual Report.  



The Balance Sheet

A Balance Sheet provides a snapshot of a company’s financial picture and indication of its financial strength. It summarizes the

following information for a specific point in time:

Business assets listed from most liquid to least liquid.

Liability listed from those due first to those due last.

Equity

Assets (calculated by adding Liability with Equity)

Click on the image to enlarge the view.

Element 1



The Statement of Income

The Statement of Income helps investors understand a company’s profitability or lack of profitability during a specific period of

time (e.g., quarterly or annually.) It is also known as a Statement of Earnings, Profits and Loss, or P&L statement.

Profitability is calculated by subtracting expenses from sales. If the company’s sales were good during the specific period of time

and expenses were managed well, the company will earn a profit. Shareholders consider this a sign of good management.

Click on the image to enlarge the view.

Element 2



The Statement of Cash Flow

A Statement of Cash Flow is a financial statement that shows the short-term viability of a company. It shows the net increase or

decrease in cash or cash equivalents (i.e., cash in and cash out). 

It includes the following data points:

Cash from Operations–cash generated from the core business.

Cash from Investing–change in cash from financial investments and purchases of sales of capital assets.

Cash from Financing–change in cash due to paying down loans, issuing cash dividends, and buy back stocks.

Cash Flow–Cash from Operations + Cash from Investing + Cash from Financing 

Click on the image to enlarge the view.

Element 3



Now that we have reviewed the elements of an annual report, let's test your knowledge by having you find information within the annual report.

Complete the content above before moving on.

Knowledge Check
Using the 2022 AT&T Annual Report, answer the questions below.  You can access the annual report by clicking on the button below.

2022 AT&T Annual Report

Click on the link to the right to view and open the report.

CLICK HERE

Summary

As you take time to learn more about your customer, review of these three important financials will provide you with a much

better perspective on the health of their business.  While the financials are critical, most annual reports have other valuable

information that sheds light on the business, including:

Summary and Narratives

Market and Future Outlooks

Risk Factors

Other information

Make sure to review the annual report in its entirety to gain a full understanding of your customer's business.

1.  What year does AT&T plan to be carbon neutral?

2027

https://investors.att.com/~/media/Files/A/ATT-IR-V2/financial-reports/annual-reports/2022/2022-complete-annual-report.pdf


SUBMIT

SUBMIT

SUBMIT

2.  What was the percentage change in operating revenue for the Business Wireline Segment from 2021 to 2022?

3.  What was the amount of long-term debt in 2022?  Fill in the blank with the answer.

Type your answer here

2040

2035

2030

(5.8)%

(9%)

6%

0%

.8%



SUBMIT

SUBMIT

Let's review some of the challenges and best practices of business acumen.

CONTINUE

4.  What were the total operating expenses in 2022?

5.  True or False.  One of the noted Risk Factors in the Annual Report is climate change?

128,530 (in millions)

145,517 (in millions)

125,328 (in millions)

True

False



Challenges
Below are the more common challenges that you may experience with business acumen.

The good news is that there are ways to help overcome these challenges.

Challenge How to Overcome the Challenge

The customer's financials are not available.

If your customer is a private company, they are not
required to file any financials with the Securities
and Exchange Commission (SEC).  If they are public,

then this information should be publicly available.

Find ways to compare your customer's private

company with the closest public competitor
information.

Conduct research online through a variety of
resources, including the company website, social

media, job postings, trade shows, and industry
news.  Use this information to piece together a

better understanding of the growth and health of
the customer's business.

The customer's business is new and the financial

information is limited.

Work with your customer contact to gather as
much information as possible about projected

earnings, growth plans, etc.  

Consider close competitors with a similar business

profile and model.

The customer is a non-profit organization.
There are different types of documentation that

non-profits must file (Form 990 Series).  You can
find this information on the IRS website

(www.irs.gov).
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Subscription services like GuideStar can also

provide additional financial information for non-
profits, including the Form 990 Series.

CONTINUE

Best Practices
Below are some best practices for enhancing your understanding of business acumen.

Best Practice Description

Gain insights from risk factors in the annual report.

The risk factors help to identify areas of concern or

risk to an organization and can be helpful when
identifying technology solutions to mitigate these

risks.

Familiarize yourself with the customer's operating
structure.

By leveraging company websites and social media, you

gain knowledge of the business operations which can
help you identify factors of their decision-making

process.

Focus on continuous learning.

Business acumen has so many levels of proficiency.

 Focus your efforts on always learning.  Use your
resources to grow your knowledge and skills.  Find a

mentor who is strong in business acumen.  

CONTINUE



Business Acumen Course Summary
Your ability to be successful as a seller requires a solid understanding of their business and financial documentation that paints a better picture of their

organizational health.  There's never too much information that you can learn about your customers in order to provide them with the best possible

guidance and support to help them achieve their goals and objectives.

Your Next Steps
Below are some suggested ways to implement what you learned in this course:

Complete the content above before moving on.
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By continually building your business acumen, you will improve your overall business

savviness working with customers. Take action to improve your business acumen skills.

Focus on applying the target behaviors for this skill and meet with your manager to discuss your proficiency in these target

behaviors:

Identify aspects of the financial statements that are relevant to formulating customer insights.

Communicate with confidence a solid understanding of the customer's business model, strategy,
organizational structure, and important business metrics.

Adopt a continuous learning approach to business and financial acumen.

Shadow a sales conversation with someone you know who possesses strengths in their ability to ask questions.

Seek feedback from your manager or colleagues about your abilities.

After a customer consultation, reflect on what went well and what could have been done more effectively.  



Additional Resources
The following are some additional resources to help you build your business acumen skills.

Location
This location can be a URL, another lesson, or an email address. You can type a description here.

GO TO LOCATION 2

Location
This location can be a URL, another lesson, or an email address. You can type a description here.

GO TO LOCATION 3

Location
This location can be a URL, another lesson, or an email address. You can type a description here.

GO TO LOCATION 3

Location
This location can be a URL, another lesson, or an email address. You can type a description here.

GO TO LOCATION 4

CONTINUE



Please take a moment to complete the course survey.

We appreciate the feedback.

COURSE SURVEY

Complete the course survey before you continue.

Thank you for completing the course!
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