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Latch-keys 
 
Introduction 
 

 

We all know the story of the Trojan Horse. For 10 years the Greeks 

besieged the city of Troy but were unable to breach its walls, then they 

switched tactics swapping brute force for stealth.  

They built a wooden horse which they left outside the city walls and then 

they retreated, as if in defeat.  

The Greeks opened their gates, dragged in their “gift” and the rest is history.  

Sometimes opening up a new client can seem as daunting as finding a way into the City of Troy but 

one way is to follow the Greek’s example and employ a more stealthy approach by using what we 

call Latch-keys. 

Latch-keys can really help the serious business developer. Here are some of the benefits: - 

 You will stand out from the competition. 

 It’s important to be seen as somebody who adds real value and Latch-keys will do this for 

you. 

 They keep the sales momentum going with a prospect.  

 You can make sure your clients feel cared for. 

 They give a reason for you to make contact with a prospect especially for the first time. 

 They will help you get that first engagement with a new client – breaching the walls! 

This briefing document explains what a Latch-key is, how you create them and how they can be 

employed to open up new clients.  

What Is A Latch-key? 

“A Latch-key is a real product or service specifically designed to open up new clients. It 

must be distinctive, risk-free, easy for the client to engage with and provide tangible 

benefits that add real value.” 

In short if your product or service is hard to differentiate it probably means that potential clients are 

less than keen to talk to you – they probably have enough suppliers already that sell what you sell. 
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So the whole point of a Latch-key is to create a compelling offering that your prospects won’t have 

seen before and will provide an obvious and desirable benefit to them. How could they not engage? 

In other words you’re going to change the dialogue and provide a reason for the prospect to 

engage. 

As we’ll soon find out a Latch-key looks and feels like a proper product or service. The difference 

is Latch-keys target those client needs that are “below the radar”, so your competitors won’t have 

any idea of what you’re doing until it’s too late. Boom! 

How Can You Make Use Of A Latch-key? 
 

 

Despite the obvious use of opening up new clients Latch-keys have 3 other 

broad uses. They can be used with prospects and also with established 

clients.  Here’s the complete list: -  

 

 

 Engage: the primary purpose of a latch-key is for the target to allow you into their 

organisation which is why things like consultancy, audits and training are perfect latch-keys. 

You need to get on-site, meet key people, learn about their issues and understand what 

they buy and how they buy it. 

 Differentiate: two things to note here. Firstly, your latch-key should be at least uncommon 

which immediately makes you stand out as different. Secondly, the fact that you’ve bothered 

to “think outside the box” and come up with something new will also differentiate you from 

your competitors. 

 Credibility: nobody is going to buy from somebody they don’t feel can deliver the desired 

outcome and since talk is easy Latch-keys are a perfect opportunity for the client to see you 

in action. Your approach, how you conduct yourself, your attention to detail and focus on 

quality should all be there for the client to witness first-hand making the purchase of your 

real offering much more likely. 

 Enrich: since Latch-keys need to provide a tangible benefit that offers real value they’re a 

great way to enrich all your stakeholders: clients; prospects; intermediaries; exposers. In 

fact anybody you want to make a deposit with in their relationship bank account (which 

should always be in the black). 

All in all Latch-keys are very useful sales tools and the more you have the more results you’ll get 

from your new business activities and in less time. 
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Example Latch-keys 

These are some real-life examples of Latch-keys that have a proven track-record of delivering great 

results. Now that you know what they are I’m sure you can think of many more that have been used 

to tempt you to try a new supplier. 

 

There’s a seaside bar we frequent in Spain that is one of about 20 on 

this stretch of the Murcian coast. To attract customers it put up 

sunshades on the beach in front of their place and offered loungers 

as well, all for a couple of Euros a day. Where would you go for a 

drink, a snack or a meal? Result: a full bar for most of the day. 

  

 

We have a product called the Social Media Basecamp which we 

deliver on a 100% try-and-buy basis: the client only pays what it is 

worth to them. In one day we brief the firm about the real uses of 

social media, write the LinkedIn profiles of the key people, set them 

up on Twitter and explore whether a blog would be a good idea for 

them. Why wouldn’t you do it? 

     

 

 

Flair Kickstarter is a second Latch-key designed for people who 

know they want to change how their business grows but aren’t really 

sure how to start. We begin by asking everybody who has a stake in 

the growth of the company to complete an online survey on all 

aspects of the firm’s business development function. This will 

highlight the obstacles to growth we need to overcome. We then hold 

a one-day workshop with all the key stakeholders. What a great way 

to make a mark on the business! 

     

Keeper is an app that keeps all your passwords in, what they claim 

is, an uncrackable location. The Latch-key is a free version but you 

can then upgrade to a paid version that has more functionality, which, 

by the way, I actually did.  
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We compiled all our recruitment knowledge and experience, gained 

over many years, into a methodology which will transform the 

recruitment function within any company into a state-of-the-art 

capability which recruits people with less time, effort and cost. What 

better way to get to know a prospective clients’ recruitment 

processes and the key stakeholders within their business. It’s worked 

very well for us over the years. 

  

 

Some years ago we developed a simple system for us to use to 

manage our recruitment processes. We discovered, by chance, that 

our clients had nothing like it and wanted a version of it for 

themselves. We happily obliged provided we were added to the 

approved supplier list. Kerching! We even sell an updated version of 

it commercially – it’s called Mercury XRM. 

     

 

We even deliver a talk on Latch-keys as a Latch-key (which I find both 

ironic and strangely satisfying). We can deliver it as an open seminar 

to attract a wider number of people or we can also run a workshop 

for one company. 

Either way it’s a great way to make contact with a large number of 

people all at once and establish our credibility and capabilities.  

 
Checklist Of Latch-key Characteristics 

Let me really get into the DNA of Latch-keys by looking at these 7 key characteristics. Later on I’ll 

show you how to use them to measure the strength of any new Latch-key ideas you come up with. 

1. Genuine offering: the more it looks like one of your regular products or services the better 

it is. This includes having a presence on the website, some sales collateral and a few client 

testimonials and case studies to back it up.  

2. Tangible result that adds real value: it’s best if your Latch-key delivers some tangible 

benefits that add real value to a client. Things like: reduced risk, less cost, increased 

efficiency and so on. The more tangible the output and the stronger the benefits are and so 

the more powerful the Latch-key is. 

3. Should justify a fee: in fact I would say if you don’t charge for it people won’t take it 

seriously. We normally offer all of our latch-keys on a risk-and-reward or try-and-buy basis 
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so the client only pays what they think it was worth after we’ve delivered it. You have to 

assume all the risk here guys! 

4. Unique or uncommon: if it isn’t it won’t amount to all that much. The key strength of a 

Latch-key is that nobody else is doing it. This is nowhere near as hard to achieve as you 

might imagine. More on this later. 

5. Ease of engagement: to be really successful a Latch-key should be easy for the client to 

engage with. You take all the pain away and do most of the work otherwise they just won’t 

bother because most people are just too busy. Ease of engagement is crucial. 

6. No risk: this is pretty obvious I suppose but if there’s any risk of financial loss, or loss of 

face should it fail to work, then the client is going to be more reticent to engage with it. 

7. Cheap to provide: since you won’t be making any real money out of it and since you aren’t 

always going to pick up a new client every time you sell a Latch-key it’s a good idea to be 

able to deliver it on a tight budget. This means using junior staff and IT wherever you can. 

Creating Latch-keys 
 

 

We have provided a very simple way of identifying 

possible latch-keys and it comes in two stages. 

The first is the Latch-key Creation Table which 

helps you to focus your attentions on the why; the 

what and the how.  Here it is. 

To create a strong Latch-key you need to understand the client’s needs; know what you possess 

that can help them to meet them and the channels you can use to deliver your Latch-key. Let’s look 

at these in more detail now. 

Needs 

 More for less – in our modern business world there’s a constant pressure to deliver more 

results for less so you can add value by helping your stakeholders by doing just that. 

 More revenue – this may not apply to everybody but if you can help your stakeholders make 

more sales and so increase their revenues you will have a valuable Latch-key on your hands. 

 Reduce costs – as above, cost reduction is always on the agenda so anything you can do 

to help will provide you with a Latch-key that adds real value and so is highly appealing. 
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 Reduce stress – whilst few will admit to being under stress, most decision makers and key 

influencers are, so if your Latch-key can reduce the stress levels of the people that use it it’s 

going to be popular. 

 An easier life – most people welcome the chance of an easier life so you can add value by 

making your stakeholder’s business life easier or more convenient. This is a very powerful 

motivator for most people and should not be ignored. 

 Self-promotion – most of your clients will value the chance to look good in front of their 

peers, their team and their boss. Provide a way for them to self-promote and you are adding 

real value to them. 

 Reduce risks – risk and business are natural bed-fellows but few people actually relish risk 

especially if the downside is serious. Latch-keys that reduce risk are of enormous value.  

 Improve quality – this goes without saying. Anything that does this will gain a lot of traction. 

Later we’ll look at how you can identify the possible needs of your client community and so find 

innovative ideas for new Latch-keys. 

Sources 

So you have found a need but how can you satisfy it? Well most Latch-keys stem from one of the 

following three sources: - 

 Assets – any physical asset you might have such as office space, software or equipment. 

 Knowledge – you will have access to information that your targets will find useful. This also 

includes original research that you have carried out with your clients or, better yet, the clients 

of your clients. 

 Expertise – your abilities and know-how can be a rich source of Latch-keys. Very effective 

when delivered as training, audits or consultancy. 

Channels 

Once you’ve identified a need and sourced a solution from a strength that you possess the next 

choice is how you can deliver that strength. Here are the most common channels: - 

 “Lite” products – often used by app developers or social media sites like LinkedIn. You can 

get the base version for free (so people do) and then upgrade to the paid version to get even 

more. If your product or service lends itself to this I wouldn’t hesitate to use it. It’s what 

knowledge brokers like me do all the time and it works. 
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 Training – is always popular but the trick is to deliver on subjects your competitors aren’t. I 

have to say that a combination of testing; face-to-face training and a resource centre with 

all the material on it that you’ve covered, is a great basis for a Latch-key. 

 Resource centres – an online portal to allow users to access your material via the internet. 

You will have downloaded this guide from our resource centre. Some of it you have to pay 

for but we also make some of it available for free as a Latch-key. 

 Webinars and Seminars – a really great way to deliver value to a group of people at one 

time. So your knowledge and expertise are delivered in an interactive environment. I use 

these a lot too. 

 Consultancy – turn up on site and deliver your value in person. This offering is even more 

powerful if it’s delivered after an audit. You discover the weak points and then fix them. Also 

when you’re thinking about this be quite lateral – you can use anything that you can offer 

that the client would find valuable. 

 Audit – there’s no better way to kick off a relationship, demonstrate your capability and 

credibility and add some real value than an audit of a particular business function. I use this 

one all the time to great effect. 

 Software – a long-shot, I’ll admit, but if you’ve had some bespoke software written for 

yourself is it something that your clients would also find useful? Cloud applications and apps 

are also included in this category. One thing to say: because the entry level is high this is a 

very rare Latch-key and so can be very powerful.  

 

Identifying And Developing Your Ideas 
 

 

Everything you need to know in order to build some really powerful Latch-

keys can be found in the problems, experiences and wishes of your clients. 

All you need to do is liberate them. 

So to find some inspirational ideas for Latch-keys we must turn to our clients. 

So the secret is tapping up your established clients then. Well, there are a number of ways you can 

do this but I favour spending some time with them talking about their challenges, aspirations and 

frustrations.  

To enable you to do this in a structured way we’ve included a Latch-key Client Questionnaire with 

the questions you need to ask your clients and space for their answers. Below is a summary of 

some of the questions you might ask and which could lead to some interesting Latch-key ideas. 
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Problems 

Now here’s the thing. When you talk about the problems your clients have I’d suggest that you 

focus on the smaller and more obscure ones especially if they’re more personal to them. Remember 

that bigger issues will have been targeted already and a solution put in place or under way. 

Hot tip: many people are reluctant to discuss their problems straight off, so start the conversation 

by asking what’s working well for them at the moment and then after you’ve discussed this move 

on to their problems. 

Efficiency 

This is all about leveraging what you know to reduce their stress and risk levels and save them time 

and money. When I work 1-2-1 with my clients I can always find a possible Latch-key or two here. 

Supplemental 

A greatly overlooked way of adding value – how can you help your clients to embed your product 

or a product like yours? Most products and services require the client to make some preparations 

and when you’re done they usually have some clearing up to do. 

The question is can you create a Latch-key that does this for them and saves them the bother? 
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Opportunity 

This is where you help your clients to help their clients and as such any Latch-keys you can develop 

to help them are very powerful. Things like research, education and knowledge are all useful ways 

to help your clients help their clients. 

One more thing to remember when you’re questioning your clients. Always 

ask “why” after they’ve told you something. “Oh I find having to deal with all 

these suppliers so stressful” – you ask “so why is that?” - “Because they’re 

constantly hassling me on the phone and getting things wrong” to which you 

retort “why do you think that’s the case?” And so on – I think you get the gist. 

Once you’ve collected your inspirations for new Latch-keys you need to process them. We 

recommend that you use a Cause and Effect chart for this. We’ll also delve a little deeper into this 

questioning technique when we look at them. 

Cause And Effect Chart 

This can be used in two ways. Firstly, you can record the answers a client gives you in a mind-map 

of this style as shown overleaf. Each successive answer is added to the parent issue to build up a 

complete picture of the client’s challenges under a single big problem that they have. 

You can also use a Cause and Effect Chart as a working tool in a brainstorm session, preferably 

with a tame client in attendance. These workshops can be enormously powerful because they’re 

interactive so the causes build up and then you can begin to propose Latch-keys that might help 

and get immediate feedback. 

Getting one of your clients to help you in this way might cost you a good lunch but it’s well worth it 

if you can identify a possible new Latch-key.  
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Causes      Effects 

 

Here’s a summary of how to use Cause and Effect Charts to develop possible Latch-keys ideas. 

1. Start by stating a problem that you know your client community is experiencing. 

2. On the left hand side write out the causes and the causes of the causes and so on. Three 

or four iterations is usually enough. 

3. Examine these causes and see if you can identify a way of dealing with them. It can take 

some time but often it becomes obvious that you could help your stakeholders by alleviating 

the causes of the problem and in some cases wiping the problem out completely. Hey presto 

a new Latch-key is born. 

4. On the right hand side write out some of the negative effects, or consequences, that this 

problem gives the stakeholder. Then add the effects of the effects. 

5. Use the effects to create your promotional message; “Use our new offering and see a 

reduction in… removal of…. and much less…..” 

Occasionally we run these workshops for our clients and I find that involving two or three staff 

members is enough but getting a client to attend as well makes a big difference. 

7 Point Plan To Launch Your New Latch-key 

Identifying a great new idea for a Latch-key and then developing it is only half the job. You still have 

to prove it’s going to resonate with your target community. This 7 point plan will help you to do that. 
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1. Build Your Tester Page 

Draft out a rough one-page Tester Page to show people. It will explain what your Latch-key does; 

its features and benefits and what it involves. Use the completed Cause and Effect chart to identify 

its features and benefits by reversing the Effects (which are negative before you applied your Latch-

key).  

2. Test Your Idea Out On Some Friendly Clients 

When you think about it this makes perfect sense. So far you’ve not really invested much time and 

most probably no money at all, but before you dive in and develop it you should really client-test it. 

 

We introduced this checklist earlier but now we’ve added some scores to it. Show your Tester Page 

to a friendly client or two and ask them to score it on the points in bold (numbers 2 through 6) and 

then you can score numbers 1 and 7 yourself. The higher the score the better the Latch-key. 

In the end it’s your judgement as to whether you use a new Latch-key or not but two pieces of 

advice from me for you to consider: be wary of any score under 70 and make sure 2 and 4 combined 

is above 35. 
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3. Construct And Field Test Your Latch-key  

Build your Latch-key and then test it on 2 or 3 friendly clients to make sure it works. Seek out some 

honest feedback after each time and refine the product as necessary. Also ask for some 

testimonials for later. 

4. Write Your Collateral 

Now, if you recall we said that a Latch-key should appear to be just another one of your offerings. 

For that reason it’s important that you compile all the usual collateral. We recommend the following:  

 Website: add it to the part of your website that promotes your offerings. The only other thing 

you may choose to do (I would) is also put a link to it on the front page. If you get a good 

Latch-key people will be attracted to it so make it easy for them to spot. 

 Capability Sheet: this is a one-pager (or sometimes two) that describes the offering to an 

enquiring audience. It’s actually a sales document so should be written as one.  

o Attention: a sentence or two which will immediately attract their attention. Say 

something controversial (but not offensive); daring or surprising. Get their attention 

from the start. 

o Challenges: explain the problems that this offering resolves. The left hand side of 

the Cause and Effect Chart. 

o Function: what your Latch-key actually does including any sexy features it has. 

o Benefits: make sure you emphasise the benefits your Latch-key delivers. Get in! 

o Credibility: add a testimonial or two saying how fabulous it was for them. Make 

these more powerful by including the person’s name, title and company. 

o How to engage: the all-important call to action. You may choose to include the 

costs or not in this section. I usually do but it’s your choice. 

 Credibility Sheets: these take two forms. The first is a list of named testimonials all on one 

page. The second is a named case study with the usual format of background; challenge; 

solution and outcome. 

We’ve provided examples of all of these for you to download and keep. 

  



                                                        Be In Control Of How Your Business Grows 

 
 

 
www.mikeamesonline.com 

 
 Mike Ames Online is a trading name of Flair Business Growth Consultancy Ltd 

 

 
Page 13

           © 2005 - 2015 Flair Business Growth Consultancy Ltd  

5. Test Out Your Collateral 

Once again it’s a good idea to test out your new collateral before you go to market with it and refine 

as needed. This might seem like a hassle but will save you time and lost opportunities in the longer 

term. 

6. Produce A Promotional Video 

I bet you read that and thought “he has got to be kidding”. Well I’m not. These days producing 

videos is a cinch. For a few hundred pounds you can buy a very neat camera and microphone 

system but look, if you can’t be bothered with all that just use a decent smart phone. They’re almost 

as good. 

Get a white background in a room with plenty of natural light and just outline the contents of your 

capability sheet on camera. Nothing could be easier. Just practice and then record until you get a 

couple of minutes on video that you’re pleased with. Upload it to YouTube or Vimeo (we use the 

latter) and you’re good to go. 

We’ve included a sample promotional video I produced for our Recruit 21 Latch-key.  

7. Approach Your Prospects 

You have a range of choices here. We’ve included the six most popular with a few notes against 

each one. 

 

I’m a huge fan of the telephone especially if you know the person 

you’re calling. Ring in and talk about your magnificent new 

Latch-key and then ask if they’re be interested in knowing more. 

Email off the capability and credibility sheets and then follow up 

with a 2nd call. 

  

 

People don’t use traditional mail anywhere near as much as they 

should. Put a letter together and send it off with the capability 

and Credibility sheets. You can then follow up with a call. Want 

to make sure it will hit the mark? Send it FedEx. 
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Again, OK if you know the person or have an enormous mailing 

list. Obviously you need to use email if you’re going to promote 

your video but make sure the headline is catchy and it’s just 

straight text. Lose the fancy graphics they just put people off. 

  

 

I’m a big fan of seminars provided they aren’t too salesy. Make 

them informative and add some real value. Naturally there will 

come a time when you have to mention your Latch-key but do 

it at the end and don’t overdo it.  

 

You can post it out through Twitter and LinkedIn and you can 

obviously blog about it too. Facebook and Twitter advertising 

can be quite effective and well worth a go. Just make sure that 

you make your posts interesting and compelling.  

  

 

My absolute favourite. Get out there and talk to people face-to-

face. You can see their reaction; deal with any issues they may 

raise; get instant feedback and at the end of it all, ask for the 

business. This is probably the most effective way to sell Latch-

keys.  

One last note on the launch. There are three reasons your latch-key will not work for you: you fail 

to listen to your clients and go to market uninformed; you persevere with a Latch-key that failed in 

your client tests and you just don’t promote it properly. Don’t be that guy! 

Summary 

Latch-keys are a powerful sales tool that can cut straight through miles of red-tape and client 

defence mechanisms. They can help you gather valuable insights about a client, meet key 

stakeholders and enable you to demonstrate your capabilities and build your credibility.  

True, they can be hard to develop but you only need one or two strong Latch-keys to make a 

massive difference to your new business successes and ensure that your established clients 

continue to feel appreciated and cared for. 

One last thing; whilst anybody can come up with Latch-key ideas their development and launch 

should really be a centralised function within your organisation. This is due to the cost and logistics 
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involved. It also makes it easier to ensure that everybody within the organisation is aware of their 

existence and knows how to use them. 

Good luck and remember to tell me how you get on. 


