
OPTIMIZE YOUR
SALES MEETINGS
4 Steps to a Dynamic Sales Presentation 
with the Meeting Canvas

Why Meeting Canvas?
Face to face meetings are the number one marketing tool for most B2B compa-
nies. According to research from the Forrester Research Institute, only 14% of 
prospects say that they receive relevant messages from sellers in sales meet-
ings. From that same research, only 7% of sales reps manage to get called back 
for a second meeting. In general, prospects are not engaged and sellers aren’t 
equipped to deliver or are often off‐message. Forrester’s study asked pros-
pects for suggestions on improving the quality of their sales meetings. Their 
number one suggestion was to bring structure to the conversation. 
That’s what Meeting Canvas does. It structures your conversations to create 
impactful sales meetings. 

The objective for every sales meeting is to change or reinforce the mindset of 
the prospect. There are a couple of steps to between the prospects current 
mindset, and their desired mindset. Every step is crucial: you can only continue 
with the next step if you have commitment on the previous one. The Meeting 
Canvas allows you to structure these steps, while retaining the necessary flexi-
bility to deliver a client focused meeting.
In this article you will learn what the Meeting Canvas is, along with four easy 
steps you can use to create a much more powerful sales meeting. 

drs. Maurice van Leeuwen
Founder Shaman
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 teve, a 42 year old sales manager at a financial corporation, is having a 
sales meeting with a potential client. Steve needs this deal. He is giving 

everything he has to impress the client with his presentation and delivery. 
However, the prospect does not seem engaged. He is looking down at his 
printed handout. The handout that Steve eagerly handed to him. The prospect 
is looking at the window, looking at his hands, looking everywhere except at 
Steve. Steve is stressed. Is his story not interesting enough? Is he moving too 
fast? Is the storyline hard to follow? What can he do?

LINEAR PRESENTING
Account Managers like Steve love having a powerpoint presentation guiding 
the sales meeting. Using a linear structure to cling to and present with gives 
Steve a false sense of control. Steve feels self-assured, but the prospect isn’t 
engaged, much less convinced. The basis of a good conversation is in the 
dialogue. Steve forgets that he can’t hold a dialogue by himself. He needs the 
prospect to engage. That’s why the pace and direction of the dialogue has to be 
aligned with the needs of the prospect. This is difficult to do in a linear presen-
tation format. The slides follow a rigid sequence, going from one page to the 
next. From subject to subject. From detail to detail. The linear form of present-
ing is preventing Steve from getting the result he wants. 

 
IMPROVISATION

A lot of account managers feel limited with a linear setup and opt not to use 
pre-made presentations at all. But, that’s not the answer. Without structure 
and details, delivering a successful sales conversation becomes very difficult. 
Without slides and images, you lose the power of visualization. Visualization 
is a key element for understanding and remembering information. If there is 
no structure or outline, important information is likely to be forgotten and it 
makes the sales rep look disorganized. You also risk missing out on commer-
cial opportunities by forgetting to mention important information, or forgetting 
to ask the right questions at the right time.  Without structure, without mate-
rial, the sales conversation takes a different direction every time. When sales 
reps don’t follow a pre-structured meeting plan, it results in large differences in 
how meetings take place. The meeting structure and outcome becomes solely 
dependant on the qualities and aptitude of the individual sales rep. 
 

PRESENTATION VS DIALOGUE
Using a linear presentation structure forces a linear, non-flexible conversa-
tion structure. A great sales meeting is not just a one way presentation to the 
prospect - it’s a conversation with the prospect. An effective sales meeting is 
not a monologue or a straight path, it’s a dialogue. No two sales meetings are 
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the same. Clients have different perspectives, beliefs and needs. It’s important 
to adjust to people’s needs. Different prospects will be interested in different 
aspects of your pitch. How do you structure your presentation to encapsulate 
and secure the benefits of a visual presentation - structure, visualization, argu-
mentation, consistency - while retaining the flexibility of a dialogue and being 
able to focus on the customer?

THE MEETING CANVAS
The Meeting Canvas gives you that. It lets you hold a structured dialogue. You 
can have a horizontal main storyline, with vertical in-depth information. You 
can efficiently and effectively progress through the presentation, step by step. 
Once you have commitment for a certain step, move on to the next step in the 
main storyline instead of wasting time on unnecessary slides and arguments. 
On the other hand, if the prospect needs additional information to be con-
vinced, show them additional slides to keep them focused. 

The speed of progressing through the storyline depends on the prospect. 
This makes the Meeting Canvas much more client focused than a linear pre-
sentation. The sales manager must be aware of how the prospect reads, the 
body language of the prospect, and where his focus is. Is he engaged? Is the 
message coming across? If the client gives clues that he is interested, the sales 
manager takes him to the next step. If the client is not responding favorably, 
the sales manager should slow down, spend more time on the subject and re-
ceive confirmation that he is on the right track before moving on. This way, the 
prospect remains in what psychologists call the “flow”.

The Meeting Canvas offers the sales manager sales guidance, a proven struc-
ture, multiple layers of information, and enough flexibility to focus on the 
customer’s needs, doubts and questions. 
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GET STARTED WITH THE MEETING CANVAS
 
Develop a Meeting Canvas by following these four simple steps:
1. Reframe Your Pitch
2. Develop a Meeting Structure
3. Collect and Group Content for Each Step
4. Add Interaction to Support Dialogue and Multiple Storylines
 
STEP 1   Reframe your pitch

What usually goes through a sales manager’s head when creating a presenta-
tion is: ‘What do I want to sell, and what do I want to share?’ He goes through 
different stages to work out the details of this message; what arguments am I 
currently using? How much evidence can I provide to prove my point? Then he 
adds a summation in front of that: ‘today we are going to talk about…’.

Does that sound familiar? It should, because that’s how most meetings are 
structured. However, just because something is usually done a certain way 
doesn’t mean it’s the right way. This conversation structure does not take 
the most important factor into account: the customer. The customer himself 
should form the basis of your presentation. 

This is why it’s important for you to start by rewording your 30 second pitch, 
and making sure that the customer is the focus. You can use a simple three-
step process to reword your pitch.

SITUATION PROBLEM SOLUTION

• The situation. what is the desired situation that the customer wants 
to happen? Start with their current situation to make the message 
relevant and to grab their attention. This way, they are immediately 
interested and paying attention to what you’re saying; after all, this is 
all about them! Describe their situation in 1 or 2 sentences. 

• The complication. what is keeping the customer from their desired 
situation? What is the problem? What questions are they asking them-
selves? They are thinking about their problem(s), and want to know 
possible solutions. They want to know the answer! Because of this,  
they are open to influence from your side. Write down this 
complication in 1 or 2 sentences. 

• The solution. Frame your message in relation to how your solution 
solves their specific situation. Describe these 3 elements: What does it 
do? Why does it work? What’s in it for them? Form powerful answers, 
and answer the questions they are asking themselves. Use a 
maximum of 3 sentences. 
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This build-up is based on The Pyramid Principle by Barbara Minto. 

STEP 2 Develop a Meeting Structure

The goal of your pitch is to change the mindset of your customer so that they 
see the benefits of your product. To do that, you will need to structure your 
conversation. Deciding the right structure depends on the desired outcome 
of the meeting. First: what is the goal of your meeting? What do you want to 
change about their mindset? What do you want them to feel and think about 
after they leave the meeting?

To decide the end goal of your conversation, and the path it should follow, ask 
yourself these four questions:

1. What is their frame of reference? What opinions are they likely to have 
about your product, and their image of your company? Think about 
the sector that you work in, and the possible negative experiences  
they might have had with this sector.

2. Why should the client change their mind after a conversation with 
you? Place both their professional and personal arguments next to 
each other.

3. What is the best possible outcome for this conversation? Try to decide 
on an achievable end goal for yourself. 

4. What steps do you have to take to get to that end goal?

Create a visual on how to get to your desired mindset. In which stage is the 
client now? How can you guide them to see your product as the solution to 
their problem?

 

These steps will provide you with the main storyline. The storyline will change 
according to your goal. Below you will find two examples:
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STEP 1

current mindset desired mindset

STEP 2 STEP 3 STEP 4

BENEFIT
CATEGORY PROBLEM SOLUTION

(CONCEPT)
RESULT/

BENEFITS

HOW IT
WORKS

(PRODUCT)

CURRENT
MINDSET MOTIVATION ATTITUDE COMMITMENT

PROBLEM
CLOSEST

ALTERNATIVE
NEXT
STEP
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STEP 3 Collect and Group Content for Each Step

This forms your storyline, which takes you client to the end goal one step at a 
time. 

Your pitch and storyline are beginning to take shape. View every step of your 
conversation as a separate chapter. This forms your storyline, which takes your 
client to the end goal one step at a time. It’s important for you to receive com-
mitment from the client on each step. Without commitment, you don’t go to 
the next step. This is where your vertical in-depth information comes into play; 
it’s there to ensure you get commitment. This is how you can organize your 
conversation effectively, while making sure that the presentation does not hold 
you back. 

That’s what makes the Meeting Canvas more effective than a normal presen-
tation. You have all the information you need, but you only elaborate when it’s 
necessary. This way, you don’t get stuck in chapters that are not interesting for 
your client. 

Now you start to add meat to the bone. Anticipate the possible questions a 
client might have for each chapter. These questions make up the headline in a 
chapter. Put each headline into a separate slide. Each slide contains only one 
point, which ensures your message is clear. 

Summarize the essence of your in-depth slides into one sentence. This will be 
the theme for the first slide in each chapter. If the in-depth slides all together 
support the main theme, you can describe them all in a few words on the main 
slide. In that case, you can lay out the main theme and supporting evidence on 
the main slides, and jump into a detail as needed. If your in-depth arguments 
have a deductive reasoning (cause -> effect (A>B>C))only show the conclusion 
(C)  in the first slide. 

Decide on the order of your arguments. The most important argument should 
come first. Keep in mind that it is better to split a complicated story into mul-
tiple slides. This adds clarity to your messages. Try to visualize the logical path 
you would take if you had to take a detour from the main storyline to go more 
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in-depth on each point.

STEP 4  Add Interaction to Support Dialogue and Multiple Storylines

Your powerful story is divided into different chapters that make it easy to 
switch to specific in-depth slides. Conversations are not linear, and you will of-
ten have to diverge from the main storyline. One client will ask more questions 
about chapter 1, while another client will be uncertain about chapter 3. Think 
about the flow of your conversation: what makes my client feel comfortable? 
Which information is easy to follow, and which might slow the flow? 
Thinking about this lets you visualize the possible flow of the conversation.

You also want to create interaction. There is a simple solution for this: ask 
open-ended questions. Keep the client interested. Every question leads to a 
dialogue. Think about the crucial points in your conversation path, and think of 
questions that can start a dialogue there. 

Asking questions has several advantages:
• The client will listen carefully to your answer, and he will value the answer 

because he asked the question. You give him responsibility in the conver-
sation, he feels important, he feel heard, and will have an active attitude. 

• Questions force interaction. You are not only keeping the client engaged; 
asking questions also forces the presenter out of his comfort zone. This 
prevents the conversation from becoming a monologue.

• The prospect will share his preferences. You can then frame your presenta-
tion on his preferences, and make the conversation as relevant as possible. 

 
Increase interaction by asking these questions: 
What is most important for you?
What is your opinion on this? 
What is relevant to you?
What would you like to know more about?
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All these questions have a different answer, but they have the same result: 
they give you an engaging conversation.

DO-IT-YOURSELF
Ready to get started? You can! Download and print a template for the Meeting 
Canvas below. Use a pen, get creative, and follow the 4 steps to create your 
own Meeting Canvas!

About Shaman 
Shaman is a sales meeting tool that supports sales and marketing teams to get 
more out of their sales conversations. Shaman is based on the Meeting Can-
vas. 

For more information, go to GetShaman.com

© Maurice van Leeuwen & Shaman BV, all rights reserved.  
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