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The Value Bridge™ 
Application Guide 

Step-by-step instructions and real-world examples for applying 
the framework in your deals. 

  



 
 

 
 

Purpose of This Guide 
The Value Bridge™ is a repeatable process for turning technical conversations into executive decisions. This 
guide walks through each of the 8 steps, gives you the questions to ask at each stage, and shows what strong 
execution looks like versus the most common ways teams get it wrong. 

Use it alongside the Value Bridge™ Worksheet during deal preparation, and revisit it before executive 
meetings to make sure your narrative connects technical detail all the way through to financial impact. 

The Framework at a Glance 
• 1. Customer World — Understand the industry, market, business model, and strategy of the account 

before you talk about product. 
• 2. Business Problem — Identify the business challenge, priority, or risk the executive sponsor is actually 

trying to solve. 
• 3. Technical Problem — Uncover the technical root cause or constraint that is creating the business 

problem. 
• 4. Technical Capability — Introduce the specific product or solution capability that addresses the root 

technical problem. 
• 5. Operational Change — Define the change in process, workflow, or behavior that the capability enables 

for their team. 
• 6. Business Outcome — Translate the operational change into a meaningful business outcome the 

organization cares about. 
• 7. Executive Metric — Map the business outcome to the metric executives actually use to evaluate 

success. 
• 8. Economic Value — Quantify the impact in financial terms — the number that ultimately drives the 

decision. 

Step-by-Step Instructions 

Step 1 — Customer World 

Understand the industry, market, business model, and strategy of the account before you talk about product. 

Key questions to ask: 
• What industry are they in, and what's changing in that industry right now? 
• How does this company make money, and who are their customers? 
• What is their current strategic priority (growth, efficiency, risk reduction, compliance)? 

What good looks like: 
You can describe the account's business in plain language without mentioning your product once. 

Common pitfall: 
Skipping straight to "what tools do you use today" — that's a Technical Problem question, not a Customer 
World question. 



 
 

 
 

Step 2 — Business Problem 

Identify the business challenge, priority, or risk the executive sponsor is actually trying to solve. 

Key questions to ask: 
• What business outcome is at risk if nothing changes? 
• Who owns this problem, and what happens to them if it isn't solved? 
• How is this problem being talked about above the practitioner level? 

What good looks like: 
The problem statement would make sense to a VP or C-level exec with zero technical background. 

Common pitfall: 
Confusing a technical symptom ("our deploys are slow") with the business problem it causes ("we're losing 
market share to faster competitors"). 

Step 3 — Technical Problem 

Uncover the technical root cause or constraint that is creating the business problem. 

Key questions to ask: 
• What specifically is broken, missing, or manual today? 
• Why does this root cause exist (legacy system, scale, lack of tooling, org structure)? 
• Who on the team feels this pain most directly, day to day? 

What good looks like: 
You can draw a straight line from this technical root cause to the business problem in step 2. 

Common pitfall: 
Stopping at a surface-level complaint instead of digging to the actual root cause. 

Step 4 — Technical Capability 

Introduce the specific product or solution capability that addresses the root technical problem. 

Key questions to ask: 
• Which capability of ours maps directly to the root cause identified in step 3? 
• What would using this capability look like in their environment specifically? 
• What proof (demo, reference, benchmark) makes this credible to a technical evaluator? 

What good looks like: 
The capability you're pitching traces back to a specific technical problem you already validated with them. 

Common pitfall: 
Leading with a feature tour before the technical problem has been confirmed — this is where "solutioning 
too early" happens. 

Step 5 — Operational Change 

Define the change in process, workflow, or behavior that the capability enables for their team. 



 
 

 
 

Key questions to ask: 
• What will the team stop doing, start doing, or do differently once this is in place? 
• Whose day-to-day workflow changes, and how? 
• What has to be true operationally for this change to actually stick? 

What good looks like: 
You can describe a believable "before and after" for a specific team or role. 

Common pitfall: 
Jumping straight from capability to business outcome without naming the operational change in between — 
this is the step buyers most often can't picture on their own. 

Step 6 — Business Outcome 

Translate the operational change into a meaningful business outcome the organization cares about. 

Key questions to ask: 
• What measurable business result follows from the operational change in step 5? 
• Is this outcome something the business problem owner (step 2) actually cares about? 
• Can this outcome be estimated, even roughly, before the deal closes? 

What good looks like: 
The outcome reconnects directly to the business problem you identified in step 2 — closing the loop. 

Common pitfall: 
Naming a generic outcome ("increased efficiency") instead of the specific outcome this buyer cares about. 

Step 7 — Executive Metric 

Map the business outcome to the metric executives actually use to evaluate success. 

Key questions to ask: 
• What metric does this outcome move, and who tracks that metric today? 
• Is this metric on a scorecard, board deck, or OKR the executive is accountable for? 
• What's the current value of that metric, and what's a credible target? 

What good looks like: 
An executive sponsor would recognize this metric immediately, without translation. 

Common pitfall: 
Using an internal or technical metric (uptime, ticket volume) instead of the metric leadership is actually 
measured on. 

Step 8 — Economic Value 

Quantify the impact in financial terms — the number that ultimately drives the decision. 

Key questions to ask: 
• What is the dollar value of moving the executive metric from step 7? 
• Is this framed as cost avoided, revenue gained, or time saved translated to cost? 



 
 

 
 

• Is the calculation conservative and defensible enough to survive scrutiny from finance? 
What good looks like: 
A CFO could review the math and not immediately poke a hole in it. 

Common pitfall: 
Presenting an inflated or unsupported number — credibility here matters more than the size of the figure. 

Worked Example: Automating Secrets Management 
Here is how the 8 steps look when applied to a real deal scenario — a digital banking provider evaluating a 
secrets management solution. 

Step Example: Automating Secrets Management 

1. Customer World Digital banking provider serving regional financial institutions. 

2. Business Problem Slow product releases and increasing operational risk. 

3. Technical Problem Manual secrets management across many applications and environments. 

4. Technical Capability Vault automates secrets management and rotation. 

5. Operational Change Engineering teams spend less time managing credentials and firefighting 
issues. 

6. Business Outcome Faster and more secure software delivery. 

7. Executive Metric Time-to-market, risk reduction, engineering productivity. 

8. Economic Value 3 fewer weeks per release cycle, $1.2M saved annually. 

The Value Bridge™ Formula 

Because we can [Technical Capability], your team can [Operational Change], which enables the 
business to [Business Outcome], resulting in [Executive Metric / Economic Value]. 

Fill in the four brackets using what you've captured in steps 4, 5, 6, and 7–8 above. This single sentence is 
your executive narrative — it should be the throughline of every exec-level conversation in the deal. 

Quick Checklist Before an Executive Meeting 
• Can you state the Business Problem (step 2) in one sentence an executive would recognize? 
• Does your Technical Capability (step 4) map directly to the root cause in step 3 — not just a feature you 

want to show? 
• Have you named the specific Operational Change (step 5), not just jumped from capability to outcome? 
• Is your Executive Metric (step 7) one this specific executive is actually accountable for? 



 
 

 
 

• Is your Economic Value (step 8) conservative enough to survive a finance review? 
• Can you say the full Value Bridge™ Formula sentence out loud, start to finish, without notes? 


