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You’ve been given an impossible growth target. You don’t have all the resources you’d like. How can you build upon and leverage what you do have?  
One of our clients sensed he needed to focus on growing existing customers rather than dilute resources in new market expansion. Critical Path Strategies’ data analysis gave him the segment 
ammunition he needed to effectively deploy his organization, as well as the foundation for his marketing messaging and specific client strategies. Here’s how.    

Look at the big picture 
The bigger “aha’s” come from stepping back and looking at the larger story. 
1. First, up level your data. It is not uncommon to see hundreds of columns in our data analytics sets. You don’t want or need detail at this point. Strip it out. Get 

down to a handful of key, global elements.  
2. Next, combine them into one global account entry. When a client has separate legal entities or D&B numbers, these usually get listed separately in CRM sys-

tems. For your purposes, you want to combine them. 
 

Keep it simple 
Ideally, use two to three size metrics. The first two are usually revenue-related. You’ll also want a metric that tells you share of wallet, one that indicates your depth 
and breadth of market penetration into an individual customer organization. Absent market share numbers by customer, you could use indicators such as number of 
product offerings, number of business units where you are represented, or number of individual transactions. 
 
From here, let your data tell you the natural groupings (and as you see in this example, it might not fit into a traditional Boston Box). There are usually a group of 
outliers on the top right, a cluster lower down on the left side, and then a big clump on the bottom left. Refer to your spreadsheet to identify who the key players are 
at the top. 

 

Hide and seek 
Next, study what doesn't belong in each segment. This becomes your third metric. We typically use customer revenue figures. Look 
for large customers who are on the far left or bottom portion of your segmentation (and you typically find several hiding in the cluster 
at the bottom left). They become your low-hanging fruit and an obvious first place to begin looking at how to move them up and to the 
right. How can you leverage your existing position to broaden your offerings, earn the right to call above procurement, and have more 
strategic conversations?   

 

But sometimes opportunity isn’t always around size. We sometimes see segmentations where Quadrant I contains smaller compa-
nies. This is often the case in an industry that is growing quickly or is in the midst of a lot of disruption. These are often situations 
where you’ve gotten in early and gotten embedded at an enterprise level and grown with the company. 

 

Always take a closer look at the cluster that is Quadrant IV. This is usually a gold mine of opportunity to develop strategies to move 
the various companies that shouldn’t be stuck here. What remains is usually an opportunity for a more automated, lower cost-of-sale 
approach that will be far more effective for this client set. 
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Segmentation Analysis 

Segmentation Analysis 
 

Get a big picture understanding 
of where your existing custom-
ers stand in terms of your 
offerings 

 

Identify the obvious misfits 
 

Prioritize those to move to 
higher-value quadrants and 
develop individual strategies 

 

Understand the common char-
acteristics (their marketplace 
drivers) of each quadrant to 
drive messaging and deploy-
ment 
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Quadrant 1 Customers

These guys make the rules and set the bar

Superior internal controls – process, pricing, delivery, etc.

Only as good as their agent and brokerage network
Need to stay focused on customer and not get 
lost in their sheer size

Deep pockets

Ability to leverage off of sophisticated platforms

Size and global reach
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Quadrant II
• Trying to act like the big boys

- Using tech or acquisitions to  
get there

Quadrant I
• Best in class

• Driving the industry

• Change agents

Quadrant IV
• Mom and pops

• Trying to be considered “real” 
in the space

Quadrant III
• Reality check – do you want 

these?

• Niche players

• Regional players
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Segmentation analysis 
Now that we’ve identified who we want to move out of the various quadrants because they might not fit, let’s go back and analyze the market segments individually. 
 
Customer value alignment 
It is important to analyze your market segments from the customer’s perspective. We utilize the CPS Customer Value Alignment (CVA) thought process to understand the characteristics of each of these 
segments. Take a sampling of companies in a segment (exclude the ones that obviously don’t fit) and, using public domain information (usually from their website, presentations to analysts, etc.), populate 
the top half of the CVA. Put all those together and look for the common characteristics of the players in that segment. You end up with a CVA that is segment-specific, not individual customer-specific. 
 

Typical characteristics 
Here are some examples of what you’ll find. The top-right quadrant is usually your best-in-class industry leaders. They are often focused on market domination and/or changing the game. Your top-left 
segment is usually trying to become like the big boys. They often use technology or acquisitions to get there. The bottom-left is usually a combination of companies filling niche market needs, trying to 
survive, look legitimate, etc. They are looking at optimization efforts to streamline and become more efficient and/or cost effective. What is going on with a customer that doesn’t buy a lot from you but you 
have significant market penetration? Unless there is an obvious longer-term positioning play, consider moving up or moving out. 
 

What you sell, how you sell, and what resources you dedicate will be different for each of these quadrants. For example, you might want a Global Account Manager supported by recognized industry 
thought leaders for Quadrant I. Inside sales or electronic self-serve platforms might be appropriate for Quadrant IV. 
 

Quadrant Observations 
Now combine the top-level summary analysis of each of those quadrants, along with the financial analysis of what they represent for you. In this example, we have two clients that equate over a quarter of 
our revenue (that makes me very nervous as a sales executive). Do the same for each of the four quadrants. 

CPS Customer Value Alignment Typical Characteristics Observations - Quadrant 1 
Observations – Quadrant 1  

 Common client Key Business 
Drivers 
 Strong shareholder returns 
 Disciplined growth 
 Ability to address opportunities 

 Key contacts 
 Line-of-business executives  
 IT executives 
 Change agents 
 Business visionaries 

 Impact on my current business 
 27% of revenue 
 5% of customer base 
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Revenue impact scenarios 
Here we just do a simple “what if.” What are the financial impacts of “moving” customers up your quadrants? The targets here are conservative—you aren’t going to get them all. But if you could get some, 
what would the organic growth opportunity estimate? This also helps frame the financial justification if additional resources or training is required. 
 

Sales deployment implications 
With these insights, you can address sales deployment strategy and the financial ramifications if done correctly (as well as justification if you are going to need additional or higher-level resources). At this 
point, we like to help the client complete the bottom half of the CVA specific to this segment. This gives you the foundation for marketing approach and messaging. You have the initial foundation of devel-
oping a sales strategy specific to the needs of this segment. 
 
It’s another opportunity to build your sales deployment around customer context vs. the features of your specific product or service set. And equipping your sales teams to have those conversations is the 
fastest way to move above those mid-level procurement / contracting roadblocks where you get stuck negotiating price. 
 
Remember the example of the smaller company that was in the big boy segment? This was an example of our client getting in on the ground level and helping catapult them into market leadership. The 
strategy application was to ensure there were resources focused on monitoring the marketplace for these players. 
 

Deployment skills requirements 
And finally, this is how we translate the deployment strategy into specific skill requirements. Effective expertise deployment—the approach and skills focus needed—will help you capitalize on your new-
found customer intelligence.   

© by Critical Path Strategies,® Inc. All Rights Reserved. 

Visit CPS online . . . www.criticalpathstrategies.com 
Join our LinkedIn Group . . . The Best Best Practices in Sales Effectiveness 

ABOUT CPS. Critical Path Strategies helps clients improve the effectiveness of their sales organization. Our portfolio of services addresses the strategic, organizational, and relationship issues 
that impact selling performance. Our powerful processes enable clients to transform their sales culture, enhance their competitive position, and accomplish strategic business initiatives. Our 
clients—emerging companies and members of the Fortune 500 alike—typically measure 100 to 500 times their CPS investment in revenue growth. 

Revenue Impact Scenarios Deployment Skills Requirements Sales Deployment Implications 

I - Big Boys 
 Approach: Alliance manager  
 Opportunity: “Listening post” for 

ground-floor opportunities  
 Message: “We are strategic partner 

of choice” 
 

II - Wannabes 
 Approach: Rainmaker  
 Opportunity: Enable growth, 

possible pilot for new product 
development 

 Message: “We enable ‘out-of-the-
box’ innovation for growth” 

 

III - No Man’s Land 
 

IV - Main Street 
 Approach: Focused growth 

champions 
 Opportunity: Enable them to grow  

to next level 

I - Big Boys 
 Approach: Alliance manager  
 Focus: Business acumen, high-level 

executive skills, resource director, 
innovation & creativity for structuring 
solutions  

 

II - Wannabes 
 Approach: Rainmaker  
 Focus: Business acumen, technol-

ogy and product development, 
executive skills 

 

III - No Man’s Land 
 

IV - Main Street 
 Approach: Focused growth 

champions 
 Focus: Cross product and functional 

area skills, product and technology 
focus, relationship skills  

IV to I  
 1 move = $5M 

 

IV to II 
 Moving 25% translates to $11M  

 

Add to IV 
 Increase penetration of 50% with 

less than $1M in revenue translates 
to $7M  
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This information was co-authored by former CPS principal Lani Cathey. 

http://www.linkedin.com/groups?mostPopular=&gid=2158190

