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05 / DEEP-TECH AND INDUSTRIAL B2B

The

Committee
You
Cannot
See

Why long-cycle technical sellers
should treat relationship memory as
sales infrastructure.
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Reopen the
map before
enlarging
the list.

In deep-tech markets, the first useful relationship is
rarely the whole buying decision. It is the piece of
technical context that helps you find, understand, and
earn the attention of the other stakeholders.

HOW TO READ THE ATLAS

Context

The technical episode that makes a contact more than a name.

Signal

A change in specification, program, remit, timing, or risk.

- O‘ - Proof

An artifact or peer reference another stakeholder can verify.

Judgment

The human choice to reopen, map, wait, or leave the relationship alone.
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5-16

people in the buying groups described in
Gartner's May 2025 public release, spanning as
many as four functions.”

1

technical relationship can be an entry point to the

committee map, not a substitute for the
committee.

3

elements that help dormant-tie reconnection:
remember, catch up, and perceive the tie
similarly.®

Evidence note. The research supports a disciplined operating logic for long-cycle

technical selling. It does not establish a universal committee size, a guaranteed

warm-introduction rate, or a conversion benchmark for dormant contacts.
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COMMITTEE / BUYING COMPLEXITY

A Technical Sale Is a Committee
Problem

The seller does not need one perfect buyer. The
seller needs a credible map of who can block,
validate, operate, fund, and sign.

Atlas 01 / One entry point, several decision rights The amber route is a bridge into the map, not the map itself.

The common shorthand is that a B2B buying group has roughly 6-10 people. The
more useful reading is that this is not a fixed unit. Gartner's public tech-buying
guidance describes six to seven members on average, while its May 2025 release
reports buying groups ranging from five to 16 people across as many as four
functions.

That range fits the operating reality of deep-tech and industrial purchases. A
technical evaluator may care about performance and integration. An operator
may care about reliability and maintainability. Quality may care about traceability.
Procurement may care about supply, terms, and vendor risk. Finance and
executive leadership may care about payback, exposure, and strategic fit. The
names and sequence vary by program; the multi-perspective structure does not
disappear because one person replies.
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The first relationship is often a doorway into the buying

system, not the economic buyer who closes it.

ISSUE SYNTHESIS, BOUNDED BY GARTNER'S COMMITTEE RESEARCH.

average members in Gartner's public tech-buying functions covered by the upper range in Gartner's 2025
guidance release

COMMITTEE MAP / WHAT ONE TECHNICAL CONTACT CAN REVEAL

engineering
operations
quality

technical tie procurement

map the system

finance / executive may enter later

Reopening one relevant stakeholder can surface adjacent stakeholders faster than starting from a blank
list. That is an operating proposition, not a measured universal uplift; the contact still has to be willing and the
relevance still has to be real.

This changes the sales question. Instead of asking which persona to sequence
next, ask what the current relationship can legitimately teach you about the
committee: who owns the technical risk, which evidence is missing, what has
changed since the last conversation, and who else needs to be able to explain the
decision internally.
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02 MEMORY / LONG-CYCLE DECAY

Long Cycles Create Memory Debt

When a technical sale lasts 12-24 months, the gap
between conversations becomes part of the
commercial problem.

A promising technical conversation from 18 months ago is not simply an old lead.
It may contain a real design constraint, a qualification result, an integration
concern, a program milestone, or an introduction to someone who was not yet
involved. But after a long silence, the facts around the conversation have moved.
The contact may have changed remit. The project may have changed phase. The
original specification may no longer be the constraint. The relationship may be
warmer, colder, or simply different.

Levin, Walter, and Murnighan found that people could obtain useful work-related
knowledge from dormant contacts, with outcomes comparing favorably with
current ties; reconnecting previously strong ties combined benefits associated
with both strong and weak ties.® The claim is not that an old technical contact will
convert. The claim is that prior context can contain value that a current-status
field cannot recover on its own.

Rondi, Levin, and De Massis add the boundary condition. Reconnection can fail
when people do not refresh the tie and do not know whether they now see the
relationship in the same way. Their research identifies remembering the shared
episode, catching up, and perceiving the tie similarly as key elements.” In
industrial selling, that sequence becomes a practical memory protocol: retrieve
the technical episode, learn what changed, then decide whether the relationship
is ready for a next move.

A STALE TECHNICAL RECORD

e Last-known requirements are treated as current

e The contact is ranked by title or account fit

e The message asks the recipient to reconstruct the history

e A non-response is treated as a verdict

A REFRESHED RELATIONSHIP RECORD

The shared problem and evidence are retrieved first
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e Change is stated cautiously, without invented certainty
e The next question is specific to the technical context

e The outcome updates the record for the next review

Long-cycle selling does not remove relationship value.

It increases the cost of losing the memory that made the
relationship valuable.

The operating implication is modest but important: do not let the CRM become a
graveyard of names that once mattered. Preserve the minimum context that lets a
future seller understand why the conversation existed, what was learned, what
remains unverified, and what permission the relationship seems to carry. A record
that can be reopened without pretending the past is present is a better asset than
a larger list with no memory.

TRUST / PEER-VERIFIABLE PROOF

Trust Has to Travel Through the
Committee

In technical procurement, persuasive language is
only useful when another stakeholder can verify
the claim.

Doney and Cannon's study of more than 200 purchasing managers developed
and tested a model of how industrial buyers form trust in a supplier and its
salesperson. Trust influenced anticipated future interaction, but after controlling
for previous experience and supplier performance, it did not independently
determine the current supplier selection decision.” That distinction matters. Trust
may open the door to continued evaluation; it does not replace performance
evidence, technical fit, or internal consensus.

Zhang, Viswanathan, and Henke found in automotive and food-industry samples
that purchasing agents' professional knowledge and ability to reach compromises
shaped trust in the agent, while strategic communication affected trust in the
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buying firm.* For a deep-tech seller, engineer-to-engineer credibility therefore
has a practical shape: understand the problem precisely, communicate the
implications clearly, and show where the evidence stops.

A current industrial buyer pulse points in the same direction, while requiring a
clear sample boundary. In a Q1 2026 survey of 303 North American
manufacturing decision-makers, independent third-party validation or
certification was the most trusted early-stage proof type at 29%, followed by
customer references from the industry at 20% and supplier technical
documentation at 15%.° This is a directional survey, not a universal market law. Its
useful message is that supplier-authored material is one part of a proof system,
not the whole system.

PROOF STACK / WHAT THE NEXT STAKEHOLDER CAN VERIFY

Supplier claim What we say the system can do ]

Technical artifact Test report, drawing, specification, deployment condition }

Independent validation [ Certification, audit, third-party test, controlled comparis%n
Peer reference [

Someone in a comparable environment can}xplain the fit

Trust is not a feeling added to proof. It is the willingness to keep evaluating because the claim, evidence,
and messenger remain coherent under scrutiny.

The practical test for every important claim is four questions: what exactly is being
claimed; what artifact makes it checkable; which stakeholder can verify it; and
under what conditions would the claim fail? The last question is often the most
credible one. Engineers and operators do not need a perfect story. They need a
story that survives contact with the system they have to own.
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BRIDGE / TECHNICAL RELATIONSHIP

One Technical Contact Is a Bridge,
Not a Buyer

A relevant technical relationship can reveal the
committee faster than a blank-list sequence, but it
cannot do the committee's work.

The most useful dormant contact is not necessarily the person who once showed
the most enthusiasm. It is the person whose context makes the current problem
more legible. They may know why the earlier evaluation stopped, which constraint
was decisive, what the program is called internally, or which other functions
entered the conversation later.

Reopening that relationship should aim first at orientation, not at a pitch. Ask
what changed. Ask which part of the earlier problem is still real. Ask who would
need to be comfortable before the work could proceed. If the contact cannot
answer, that is useful information too. It tells the seller that the relationship is not
yet a reliable bridge into the buying system.

TECHNICAL RELATIONSHIP RECORD / THE MINIMUM USEFUL FIELDS
The prior technical question, episode, and people involved
The change that makes a review worth doing now
The artifact or peer reference the next stakeholder can verify

Reopen, map, learn, wait, or leave alone

Context comes before automation. The record exists to make a human decision easier, not to manufacture
familiarity.

Retrieve the last technical episode

What was being evaluated, designed, tested, or ruled out?
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Name the change

What moved in the program, specification, remit, supply chain, or operating context?

Ask for orientation

Who else now needs to understand, validate, operate, fund, or approve the decision?

Send the proof they can share

Give the contact an artifact or comparison that can travel without losing its caveats.

Record the new committee state

A reply, referral, pause, or no response should improve the next judgment.

ILLUSTRATIVE NOTE

"We last spoke when you were testing the material against the
thermal and integration constraints in the pilot line. I have been
thinking about that discussion because the program may be

entering a different phase. Has the constraint moved, and who else
now owns the decision? If it is no longer relevant, no reply needed."

The message is deliberately smaller than a sales sequence. It gives the recipient a
way to correct the seller's memory, explain what changed, or decline. The system
earns the next step by making the first step easy to evaluate.
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EVENTS / RELATIONSHIP CAPITAL

Conferences Create High-Context
Ties
A trade-show conversation becomes commercial

memory only when the technical context survives
the badge scan.

Atlas 05 / From event contact to committee Event-sourced context has to be captured before it can be
visibility reopened.

Deep-tech networks are built in places where the right technical people are
already concentrated: conferences, trade shows, technical workshops, standards
meetings, and customer visits. The advantage is not simply access to more
contacts. It is the density of shared context: a specific talk, test method, design
constraint, failure mode, production problem, or peer connection gives the first
follow-up a reason to exist.

Research on B2B trade fairs supports this relational reading. A study of visitor-
exhibitor interactions at an international trade fair found that socialization
episodes, including information and social exchange, help generate relationship
quality and development; information exchange was linked to trust, while social
exchange was linked to satisfaction and commitment.” Earlier industrial trade-
show research, based on data from 27 shows, treated lead-generation efficiency
as a performance measure and found that booth-personnel quality, relative
spend, and show focus mattered.
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A 2021 study of 362 Portuguese SME exhibitors likewise found that sales-force
proactivity influenced networking capability and sales performance, and that
continuous participation contributed to performance.’” These studies do not
prove that every event contact will become a sale. They do support a narrower
conclusion: event presence, staff behavior, and follow-up are part of the
relationship system, not separate from it.

Shared question Peer context
What technical problem, method, or constraint Who else was mentioned, trusted, or already
made the conversation worth remembering? involved in the decision?

Next permission

What would be useful after the event: a note,
proof, introduction, or pause?

The event should therefore end with a relationship record, not a lead count.
Capture the technical episode while it is still vivid. Separate what was heard from
what was inferred. Note the evidence that was requested and the people who
might need to see it. Then decide whether to reopen, learn, map, or wait.

The value of a conference is not the number of scans. It

is the number of future decisions that still have a
credible reason to exist.
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06 OPERATING LOOP / MEMORY AND ACTION

Reopen, Verity, Map, Record

The relationship loop is a light operating layer that
makes long-cycle selling less dependent on
individual memory.

A workable system does not need to turn every contact into a research project. It
needs to preserve the few facts that change the next judgment. The loop is
simple: retrieve context, verify what changed, map the relevant stakeholders,
choose a permissioned next move, and record the new state.

PROCESS VIEW / TWO LOOPS, DIFFERENT MEMORY

BLANK-LIST LOOP

Add names Send common context Inspect replies Replface ETAS
and meetings that did not move

K /

COMMITTEE-MEMORY LOOP

Raiiifiave @enies Verify change Map stakeholders Recorq the next
and proof committee state

|

K /

The second loop improves the next decision without replacing acquisition.

Two loops, two kinds of memory. The relationship loop does not make cold acquisition unnecessary; it
makes existing context easier to use and harder to lose.

For a founder-led or small sales team, the discipline is to keep the record
compact. One line on the shared episode. One line on the change. One line on
the proof or stakeholder gap. One line on the next permissible move. Anything
more can be added when a live evaluation justifies it.
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Reopen

The relationship has a real episode and a plausible
reason to speak now.

Map

The next step is to understand who else must
accept the decision.

Verity

The evidence or current situation is not clear
enough to make a claim.

Record

The outcome should make the next review easier
than the last one.

PROOF / COMMITTEE-READY EVIDENCE

Make Proof Shareable Before the
Review

A technical claim travels when it can move
between functions without losing its conditions.

Technical committees do not need the same proof in the same format.
Engineering may need a test method and operating envelope. Quality may need
traceability and a standard. Operations may need maintainability, training, and
failure recovery. Procurement may need continuity, terms, and supply evidence.
Executives may need a decision summary that does not distort the technical
caveats.

The seller's job is to make the evidence portable. That does not mean flattening it
into a slogan. It means preserving the claim, the artifact, the relevant peer, and
the boundary condition so that another stakeholder can inspect the same
underlying logic. The relationship record should therefore hold proof alongside
memory. A warm contact without shareable evidence is still a fragile bridge.
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REFERENCE LEDGER / THE UNIT OF PROOF

CLAIM What is being asserted, in one testable sentence?

ARTIFACT Which report, drawing, certificate, or comparison can be checked?
PEER / ROLE Who can explain the fit in a comparable environment?
BOUNDARY Where does the evidence stop, fail, or require a pilot?

References are not decoration. They are part of the committee's risk reduction, and they should be specific
enough for a technical stakeholder to judge whether the comparison is fair.

This is where engineer-to-engineer trust becomes operational. A technical peer
can correct a claim, explain a trade-off, or say that the stated use case is not
comparable. That correction is valuable. It narrows the story, but it also makes the
remaining story more credible. A seller who records the caveat is building a better
bridge than a seller who records only the positive result.

The boundary is as important as the reference. Doney and Cannon's findings
remind us that trust can shape future interaction without replacing prior
experience or supplier performance in the current choice.® A reference package
should therefore accelerate inspection and consensus-building; it should not be
used to skip technical validation.

A USEFUL TEST

Could another technical stakeholder verify the claim
without taking the seller's confidence on trust?
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08 HONEST LIMIT / OPERATING COMMITMENTS

The Honest Limit

Relationship memory is a useful layer for long-
cycle sales. It is not a shortcut around evidence,
timing, or judgment.

Atlas 08 / A bridge still has to carry weight Context can open the next conversation; it cannot decide the next one.
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A committee range is not a target list. Gartner's figures describe variation, not a reason to chase a
fixed number of people or assume every deal has the same structure.

One technical contact is not a buyer. A useful relationship can reveal the map, but the committee still
needs shared evidence and internal agreement.

Dormant-tie research is not a conversion guarantee. It supports a reason to refresh context, not a
universal response rate, close rate, or sales-cycle reduction.

Event presence is not relationship capital by itself. Trade-show research supports socialization,
information exchange, networking, and lead-efficiency mechanisms; it does not make every scan a
qualified opportunity.

Systems do not make proof true. A clean record can surface a claim or a reference. Only technical
validation, performance, and the buyer's own judgment can establish whether the claim holds.

THE CLOSING POSITION

Relationship memory is sales
infrastructure for long-cycle markets.

When a technical conversation may resurface a year later, the asset is not
the number of names in the database. It is the quality of the context that
lets a seller reopen the right relationship, earn the next question, and
help the buying committee see the same evidence.
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Keep technical relationships as compact, current records - not dormant names.

Refresh the shared episode before asking for attention.

Use one contact to map the committee, not to pretend the committee is simple.

Make proof portable, peer-verifiable, and explicit about its limits.

Record the next committee state after every meaningful interaction.

Start with ten relationships. Write down the last technical episode, what changed, which
stakeholder is missing, and the next permissible move. Then let the evidence decide whether the
action is a note, a question, a reference, a map, or no message.
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