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I. C O N T E N T S

Inside this playbook.

— A note on what changed
Why founder-led sales and word of mouth have hit a structural ceiling.

03

i. The industrial buying unit
Five to eleven stakeholders. Six to eighteen months. One decision.
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ii. The website as a validation tool
From online brochure to virtual shop window for technical buyers.

06

iii. Outcome-focused messaging
Hard numbers, total cost of ownership, and the variables that matter.

07

iv. Search, GEO and technical terminology
Designing your content so AI engines find it first — and cite it.

09

v. The “Sales Factory” pipeline
Aligning marketing and sales around a single, qualified pipeline.

10

vi. Implementation checklist
A diagnostic roadmap to audit your current operation against.

11

A working document for owners, MDs and

commercial leads. Read it with a pen in

hand — the marginalia is the point.
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— A  N O T E  O N  W H AT  C H A N G E D

i.
The buyer has
changed.
In UK manufacturing and engineering, traditional word-of-

mouth networks and founder-led sales are hitting structural

limits. Trade and geopolitical headwinds, persistent material

cost pressure, and a buyer who now does most of their

work anonymously online — these are not passing weather.

They are the new climate.

P I P E L I N E  ·  P R O C U R E M E N T  ·  T W E LV E - M O N T H  V I E W A P P R O X .  3  M I N

G U I D E  №  0 2 A N  O P E N I N G  N O T E .
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I. T H E  I N D U S T R I A L  B U Y I N G  U N I T

One contract. Eleven
stakeholders. Eighteen
months.

Industrial procurement is not B2C, and it is not

SaaS. It is conservative, risk-averse, and heavily

structured — by design.

A single contract win typically requires consensus across a

multi-disciplinary committee of five to eleven stakeholders,

working a six-to-eighteen-month evaluation cycle. They are not

waiting to be sold to. They are looking, in their own time, for

reasons to take you off the list.

Where your marketing assets have to land

To win these deals, every asset — page, datasheet, case study,

video — must speak directly to the priorities and pain points of

three distinct personas. They sit on the same call, but they are

reading different rooms.

+ The engineer is checking whether your part can be built at all.

+ The operations lead is checking whether your shop floor can

keep up.

+ The procurement officer is checking whether you will still be here

in three years.

+ All three are reading you before they ever pick up the phone.

I N  S H O R T

Marketing for a committee,
not a buyer.

Most industrial websites talk to a

generalist who does not exist. The

real audience is a procurement

committee with three very different

jobs.

The next page sets out who they are,

what they need, and what they will

dismiss you for not providing.

B Y  T H E  D ATA

5–11 stakeholders

Typical UK industrial buying

committee. Six to eighteen months

from first search to signed PO.
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“
Industrial buyers complete
roughly seventy per cent of
their evaluation and research
anonymously online —
before they ever contact a
supplier. Your business does
not exist for those buyers
during the most critical
phase of their decision.

Industrial B2B buyer behaviour P A G E  0 5  ·  A N  A S I D E

S E C T I O N  I .  ·  A N  A S I D E T H E  N E W  C L I M AT E
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II. T H E  W E B S I T E  A S  A  V A L I D AT I O N  T O O L

Five things your site must
publish, in detail.

The most common error in UK manufacturing marketing is treating

the website as a passive online brochure — a stock photo of the

factory and a list of vague quality promises. To technical buyers,

that absence of detail is a signal: operational risk.

i. Machinery and equipment specifications.

Publish a complete, up-to-date asset register. Machine brands, axis

capabilities, processing dimensions, speed and torque envelopes.

Anything an engineer would ask for on a plant audit.

ii. Dimensional tolerances and material performance.

Exact tolerances — micron-level for CNC — and full data sheets on

the alloys, polymers and composites your shop floor regularly

processes. Vague claims of “high precision” do not pass committee.

iii. Embedded process video.

HD clips, thirty to sixty seconds: machinery in operation, calibration

routines, automated CMM quality checks. Visual proof of capability

without requiring an on-site visit.

iv. Certifications and compliance hub.

A permanent, named section for verified standards — AS9100

(aerospace), ISO 9001, ISO 13485 (medical) — plus professional

memberships. Procurement reads this page before they read your

homepage.

v. Sector-specific landing pages.

Dedicated pages for Rail, Aerospace, Energy, Medical Devices.

Tailored imagery, case studies and compliance language for the

regulatory standards of each sector — a route out of low-margin

work.

S E C T I O N  I I .  ·  T H E  W E B S I T E  A S  V A L I D AT I O N N I N E  S T O N E S  ·  G U I D E  №  0 2
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III. O U T C O M E - F O C U S E D  M E S S A G I N G

Skeptical buyers do not buy
copywriting. They buy
numbers.

Technical buyers are indifferent to flashy slogans

and generic claims of “unmatched quality”. They

make decisions on hard, quantitative data —

evidence that your engineering translates into

operational and financial efficiency.

The outcomes that move a procurement
committee

+ Cost-per-part reduction.

+ On-time-in-full (OTIF) delivery.

+ Defect and reject rates, measured in parts-per-million (PPM).

+ Production lead times and throughput acceleration.

Speak the language of total cost of ownership

To demonstrate financial and structural feasibility to CFOs and

procurement, your content should outline the variables of the

TCO equation explicitly. Show how your engineering design

support optimises the processing variable or material utilisation

— with real, verified numbers from real client work — to lower

the overall cost per unit.

T H E  T C O  E Q U AT I O N

Unit cost, structurally.

Cunit  =  Cmat + Cproc Vbatch

          +  Ctooling

Cmat raw material cost. Cproc

machine processing including labour

and overhead. Vbatch production

volume. Ctooling upfront tooling,

amortised per unit.

F I E L D  N O T E

A case study that moves Cproc by ten

per cent is worth more than a

brochure full of adjectives.

S E C T I O N  I I I .  ·  O U T C O M E - F O C U S E D  M E S S A G I N G N I N E  S T O N E S  ·  G U I D E  №  0 2
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— B Y  T H E  N U M B E R S

The shape of industrial
buying, in four figures.

Industrial procurement looks nothing like B2C or SaaS. These four

numbers describe the climate every UK manufacturer is now selling

into — and they are the reason the rest of this playbook exists.

70%
of the evaluation a B2B

industrial buyer completes

anonymously online, before

contacting any supplier.

I N D U S T R I A L  B U Y I N G  B E H AV I O U R  D ATA

5–11
stakeholders on a typical

industrial buying committee —

engineers, operations,

procurement, finance,

compliance.

M U LT I - D I S C I P L I N A R Y  B U Y I N G  U N I T

6–18 mo
average evaluation cycle from

first anonymous search to

signed purchase order.

U K  M A N U FA C T U R I N G  S A L E S  C Y C L E

66%
of UK senior B2B decision-

makers now use AI tools as part

of their supplier procurement

process.

U K  B 2 B  D E C I S I O N - M A K E R  S U R V E Y

Most of the deal happens before you know it

has started. Your website has to do the selling in

your absence.

S E C T I O N  I I I .  ·  B Y  T H E  N U M B E R S N I N E  S T O N E S  ·  G U I D E  №  0 2
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IV. S E A R C H ,  G E O  A N D  T E C H N I C A L  T E R M I N O L O G Y

Be found by the engineer and
the AI engine.

Search has moved past generic, high-volume keywords. Technical

buyers use long-tail, specific terminology — and increasingly route

their search through AI engines that synthesise answers from a

handful of cited sources. Two thirds of UK senior B2B decision-

makers already do.

i. Deprioritise raw traffic.

Stop measuring marketing on website sessions. Measure high-intent

actions: datasheet downloads, CAD-file access, RFQ submissions,

returns to the certifications page.

ii. Build a deep topic cluster.

Anchor a comprehensive pillar page — say, The Complete Guide to

Precision CNC Machining of Titanium Alloys — supported by sub-

pages targeting specific long-tail queries (How to prevent tool wear

when machining Grade 5 Titanium). Not disconnected blog posts.

iii. Optimise for generative search (GEO).

Mark up the page so AI engines can read, synthesise and cite you.

Use schema to explicitly define entities: Case Study, Author

Qualifications, Machinery Specification, Certification. If the model

can parse you, it can quote you.

iv. Maintain information gain.

Avoid generic, AI-rewritten posts that repeat what is already on the

web. Publish primary data, interviews with your senior engineers,

proprietary shop-floor insight. Unique value is what answer engines

prioritise — and cite.

S E C T I O N  I V .  ·  S E A R C H ,  G E O  A N D  T E C H N I C A L  T E R M I N O L O G Y N I N E  S T O N E S  ·  G U I D E  №  0 2
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V. T H E  S A L E S  F A C T O R Y  P I P E L I N E

One pipeline. Two teams. No
daylight between them.

A primary point of failure in UK B2B manufacturing firms is the

commercial disconnect between sales and marketing. Marketing

reports on web traffic; sales relies on manual cold outreach to

unqualified accounts; pipeline becomes a guessing game. The fix is

to wire both teams into a single, systemised flow.

ToFu  Anonymous technical research  ·  AI search · technical SEO · datasheets
         │
MoFu  Interactive validation  ·  CAD downloads · case studies · RFQ tool
         │
BoFu  Sales-Factory alignment  ·  CRM auto-scoring · instant technical follow-up

i. Define an SQL, quantitatively.

Agree exact, measurable parameters. Example: a contact from a

target-turnover company downloads a specific tolerance datasheet

and visits the certifications page three times in 48 hours.

ii. Deploy inbound CRM plumbing.

Automated lead tracking and scoring on a platform such as

HubSpot. Every interaction with a high-value technical asset rolls

up into a single profile the sales team can read in thirty seconds.

iii. Systematise the nurture sequence.

Manufacturing cycles are long. Trigger an educational sequence on

lead capture — whitepapers, machine-capability updates, QC case

studies — over months. Top-of-mind through a long evaluation,

without a single manual follow-up.

iv. Execute rapid sales follow-up.

The moment a prospect requests a quote, the CRM alerts the

technical sales team. Pre-approved templates, case-study links and

a direct calendar link — before the prospect moves to a

competitor's shortlist.
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VI. I M P L E M E N TAT I O N  C H E C K L I S T

A diagnostic for the Monday
after you read this.
Six checks you can run this week — without a contract, without

new spend — to test whether your operation is fit for the next three

years.

Website audit. 6 0  M I N

Does your site display a current asset register, machine

specifications, dimensional tolerances and active video of work in

progress?

Compliance verification. 3 0  M I N

Are your ISO accreditations, certifications and memberships on a

dedicated, permanent page — not buried in the footer?

Vertical sector expansion. A  W E E K

Do you have dedicated landing pages for aerospace, rail, medical

or energy — the higher-margin sectors you want to compete in?

Value proposition refinement. A  W O R K S H O P

Is the site copy focused on hard outcomes — TCO, defect rates,

lead times — rather than generic quality claims?

Schema and technical SEO. A  S P R I N T

Is technical content marked up so AI answer engines can cite it —

case studies, credentials, machinery, certifications as defined

entities?

Sales-factory CRM sync. A  M O N T H

Does your CRM score leads and alert sales the moment a target-

account contact downloads a datasheet or revisits the

certifications page?

S E C T I O N  V I .  ·  I M P L E M E N TAT I O N  C H E C K L I S T N I N E  S T O N E S  ·  G U I D E  №  0 2
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— TA L K  T O  U S End

G U I D E  №  0 2  ·  2 0 2 6

A pipeline audit. No
pitch deck.
Thirty minutes with a senior partner. We will walk your site,

your assets and your CRM, and tell you honestly where the

leaks are — and whether we are the right people to help

close them.

B O O K  A  C A L L ninestones.co.uk/book →

O R  E M A I L hello@ninestones.co.uk →

F I N D  U S London · Bristol ·

Colophon

S E T  I N  F R A U N C E S  &  H A N K E N  G R O T E S K .

W R I T T E N ,  D E S I G N E D  A N D  P U B L I S H E D  B Y  N I N E  S T O N E S .
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