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Up- & Cross-sell Strategy
Cross-sell is the fastest synergy to realise, when segmentation
is built from customer economics.

T H E  Q U E S T I O N  I T
A N S W E R S How much revenue already sits in the customers we own across

the combined portfolio?

T H E  M E T H O D Segment by economics, not personas

Layer 1 · Structural type

What kind of organisation the
customer is.

→ Layer 2 · Economic exposure

Who carries the cost the product
changes, and buys on it.

→ Layer 3 · ICP fit

Falls out of the economics rather than
being asserted up front.

W H AT  W E  D O

Rebuild segmentation across all
legacy customer bases

Map buying committees and the
questions each role asks before it
buys

Size whitespace by account and
segment

Design cross-sell plays, packaging
and pricing; enable sales and CS

W H AT  Y O U  R E C E I V E

ICP model with economics per
segment

Whitespace map across the
combined base

Cross-sell playbook between
legacy customer bases

Entry-point maps per role and
department

M E T R I C S  M O V E D  →  E N T E R P R I S E
VA L U E

NRR: expansion revenue from the
existing base

CAC: existing customers are the
cheapest revenue to win

Synergy case: revenue synergies
delivered, not just modelled

T Y P I C A L  T I M E L I N E

8–12 weeks
P R O O F

GTT Marine: three legacy businesses rebuilt into three ICPs with a cross-
sell playbook between their customer bases.

Customer Marketing (12) grows one company's base. Up- & Cross-sell Strategy works across the combined bases after an
acquisition.

Let's talk about your commercial foundation.
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