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Successful client account plans are a structured way 
to maintain and develop relationships with those 
clients that are most important to your business.

This guide takes you through the key components of 
a successful client plan, including: 

 Overall strategic framework
 Tactics and relationship management
 Positioning, competitor analysis and feedback

Creating and implementing effective plans for your 
clients will enable you to build new opportunities and 
reinforce your role as a trusted adviser. 
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A client plan is a document of information relating 
to each individual client within your client 
programme. It should be approached in the same 

way as a good strategic plan, backed up with thorough 
research, and used on an on-going basis.  

A successful client plan will enable the entire internal 
team to manage that client effectively. It should be user 
friendly and all the team must have access to it.  It must 
be a usable and organised document that streamlines 
the whole administrative process. There should be no 
repetition and no need for additional notes or meeting 
minutes.

The client plan is also a useful resource for other 
people in the business who work with that client. This 
allows them, along with any management or executive 
teams, to see what previous, current and planned actions 
have and will be carried out with that client.

What is a client plan?
INTRODUCTION

Key components of a client plan
The plan should be divided into three areas, detailed in 
the diagram here:

  Strategic framework 
This is generally static information. Once the plan is 
established you would only need to update these every 
6 months.

  Tactics 
This is the section you work on on a regular basis 
– probably every week or month depending on how 
often the team meets.  

  Positioning 
This section is more static and optional. It can be 
updated and used as and when is useful and relevant.  

PLAN STRUCTURE 
Strategic 
Framework1 Tactics2 Positioning3

Read on for detailed advice 
and objectives for each of 
these key components.
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Identify the top three or four objectives specific to this 
client. Are you trying to increase work in a geographical 
area, sell additional services, increase overall share of 
wallet, turnover or profitability? 

Once this is established, you need to identify two to 
three key strategies outlining how you are going to 
achieve each objective.

Each plan should then list three or four KPIs against 

Financials should cover at least a five year period in a 
clear table. It should include two years past performance 
and the current year forecast, including both income 
and profitability. You should also have target income and 
profitability for the next 3-5 years.

Your table should be divided across business units 

Keep this brief but relevant. Divide it into these three 
sections:

  Overview of the client  
No more than one or two paragraphs about who they 
are, what they do, where they are based, how many 
people are employed and any other key information. It 
is designed to ensure that anyone reading the plan 
can understand the client in a snapshot.

  Background of our involvement  
This gives the reader up to date details of the 
company’s involvement with the client to this point, 

STAGE 1

Strategic framework
Client plan objectives and KPIs 

Plan financials

Client overview

which you will measure your objectives. For instance: 
additional services sold; additional geographies entered; 
increased revenue or profit.

These should all have figures attached to them so the 
KPI is measurable.

You could include slightly softer KPIs and objectives 
around activity and meetings with influencers and 
decision makers, including those at C suite level.

depending on how your business is organised, so that 
you know what you have actually achieved versus what 
you are targeting for each key business unit within your 
organisation. 

These could be practice areas, sector groups or 
geographical areas depending on how you are organised. 

what kind of interactions you have had, what kind of 
work you have won, lost, executed.  You can also 
articulate any major issues or concerns. 

  How the client buys 
Describe the process the client goes through to 
allocate business to their providers. Indicate factors 
such as typical number of meetings or RFPs; do they 
use procurement; is work given at a particular level; is 
work given geographically, and so on.  
Anyone reading the plan should know exactly how the 
client buys and the key areas of importance when 
selling to the client.
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STAGE 1
Strategic framework

This a very important part of the plan that often gets 
overlooked because in many cases it cannot be done 
immediately with a new client that you know less well. 

Firstly identify what the client strategy is over the 
next three to five years.  What is the client trying to 
achieve from a corporate point of view and also from  
a transactional business point of view?

  Client’s 3-5 year strategy

This is something that can be worked on over time as 
you build your understanding of the client.  

You are trying to achieve a chart of the overall client 
organisation at a high level.

You then want to develop a more detailed chart on the 
areas that are more relevant to you, possibly multiple 
charts depending on how complex the organisation is.

The client may provide you with these charts, or you 
may have to build them yourself.

This is a vital part of the plan because it will start to 
identify the different people you will need to know at the 
different levels of the organisation. It will also help you 
map out your internal team structure.

Now create an organisation chart of the internal team. 
This should reflect the structure of the client and not  
the internal structure of your organisation. If the client 
is divided by sector or geography, your team should 
mirror this.  

Usually within the internal client team there is a ‘top 
team’ who would talk on a more regular basis about the 
strategy and the activity you are doing with the client.

There will then be a larger group of people underneath 
who are working with the client as and when they are 
needed but do not need to be involved in all 
communications.  

Whilst the larger client team needs to be communicated 
with, they do not need to be involved with the plan.

Client strategy

Client organisation chart Internal team

Identify  
what the client 
strategy is over 
the next three 
to five years
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This table ensures that everyone in the client-facing 
team knows their responsibilities and contact points. 

Tactics
Relationship contact matrix

Matrix checklist
  People you know in the client organisation are 
listed along the top.  
  People in the client team at your organisation are 
listed down the left.
  Use the number key to signify the strength of each 
relationship.  
  Use a coloured square to denote who in your 
organisation is in charge of managing each 
relationship.

Capturing 
and sharing 

all client 
contacts is 
essential

STAGE 2
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STAGE 2
Tactics

The relationship map determines who are the key 
people in the client organisation, specifically in  
relation to influencing and decision-making, and  
how they feel about you.

Relationship map

Your top 
contacts 

should be 
charted on a 
relationship 

map

Your top contacts within the client organisation 
should be charted on this map.

Anybody charted below the line who is deemed to be  
a key influencer/decision-maker should be monitored 
and there should be a strategy to get them above the line. 
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STAGE 2
Tactics

The pipeline should represent the different stages of the 
selection process, depending on how your clients or the 
industry operates. It should be numbered, for example 
like this:

1 Initial conversation
2 Identified opportunity
3 Active opportunity/PQQ
4 RFP
5 Bid submitted
6 Final presentation 
7 Won
8 Lost

Ideally, the pipeline should feed directly into the client 
plan from a CRM system. Most CRM systems allow you 
to put a hyperlink in, uploading pipeline data directly 
into the plan.  

If not, the pipeline should be downloaded into the plan 
on a monthly or weekly basis before each team meeting 
so that it is up to date. 

If it is a completely manual process  
the pipeline would look like this:  

Pipeline
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STAGE 2
Tactics

This is where you make notes on the actions that are 
required and planned.  It should be a simple table and 
should be updated on a regular basis.  The completed 
actions should be at the bottom of the plan and new 
actions should be at the top.  

Action plan checklist:
  summary of the action
  who it is going to be done by
  when it is due 
  when it is completed  
  notes and important feedback

Action plan

The action 
plan should 
be a simple 

table updated 
on a regular 

basis

SPECIFIC
MEASURABLE
ACHIEVABLE
RESPONSIBILITY
TIMEBOUND

Ensure each action adheres 
to the following criteria:

Setting  
SMART actions
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  Your organisation  
Look at the client’s issues, challenges and 
requirements and score them red/amber/green 
depending on how your organisation is able to help 
your client with solutions for them.

  Your competitors  
Then take your top competitors and do the same with 
them, so you have a clear idea where your strengths 
and weaknesses are and where you have a competitive 
advantage or an area of differentiation.

  Analysis  
In areas of strength you can increase your work/
revenue/business with the client.

For areas that are weak, you must decide whether this is 
an area of focus for your business. If it is, you may need 
to do some work on how you can improve that area of 
your business.  Alternatively you may decide that it is 
not where you are going to focus your effort.

See this time as an opportunity to ask how  
their business is going. You have insights from your 
work to date with them, as well as market or industry 
research you have carried out, to open up upsell or  
cross sell discussions.

STAGE 3

Positioning
Competitor analysis 

It is essential to get feedback, generally on an annual 
basis, from your key clients.

This can be done in three ways – online, by telephone 
or face to face.  Face to face is more valuable and is the 
preferable method with key clients.  You can do this 
yourself or hire external firms to do this for you.

You should be looking at service and delivery factors 
that are important to the client and ask for their 
feedback on how you have performed.

This is also a good time to ask them about their overall 
opinion on your business, what they would like to see 
from you in future, and how you can generally improve 
the service that you provide them. 

It is useful to do a SWOT analysis in relation to the 
client. Its purpose is to: 

  understand and use your strengths
  understand, acknowledge and strengthen your 
weaknesses 
  capitalise on areas of opportunity 
  beware of and prepare for threats

Feedback

SWOT

See this 
time as an 
opportunity  
to ask how  

their business 
is going
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Summary
  The two biggest contributing factors to success are: choosing 
the right clients (not too many!) and the right account leads 
(appropriately trained and managed).

  The client team should meet (face to face or call) regularly to 
discuss relationships, opportunities and actions. Keep the 
conversation forward looking.

  Actions have to be completed (even if through delegation) by 
the owner. You don't want to let your team mates down!

  The client plan needs to be visible to all either through a CRM 
system or Intranet. 

  Find a way to capture all interaction between the client team 
and the client's people (consider group communication apps).

  Ensure the client's strategy and challenges are understood at  
a macro level by the whole team.

  The underpinning ethos has to be "how can we help our client 
achieve their goals?"
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Click here  
to read our 

blog...

https://questas.co.uk/key-growth-key-account-management/


Find out what questas can do for you

hello@questas.co.uk      +44 (0)20 3287 6301
www.questas.co.uk

https://www.questas.co.uk
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