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Introduction: The hidden
revenue waiting to be found

Most B2B companies have some understanding of their customer base.
They know who their biggest accounts are, which industries they serve,
and where revenue has historically come from.

But in organizations with broad product portfolios,
where buying behaviors vary, and margin profiles
differ dramatically, this surface-level view hides 
more than it reveals. The result is a quiet but
costly pattern: organizations over-invest in large
but low-growth accounts and under-invest in mid-
tier customers with real expansion potential.

This whitepaper is about unlocking that hidden
value.

Across tech, manufacturing, and other complex
B2B sectors, companies are leaving meaningful
revenue on the table because they haven’t
revisited how they segment and prioritize their
existing customers. 

Mid-tier accounts buying two or three products
today often represent the strongest path to higher-
margin growth, but they rarely receive the focus,
seniority, or coverage they deserve. Meanwhile,
sellers default to a reactive approach, chasing
whoever picks up the phone rather than the
accounts with the greatest upside.

Most organizations segment by revenue and
industry, which is a good first step. But it is just a 
first step. It tells you where accounts have been,
not where they’re going. A more sophisticated,
data-driven segmentation model gives leaders the
clarity to plan ahead, allocate resources
intentionally, and build a growth engine based on
future opportunities rather than patterns already in
the rearview mirror.
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Why this matters: the
pressures forcing a rethink
The commercial environment has shifted faster 
than most segmentation models. Leaders are
being asked to deliver more with less, justify every
sales dollar, and make sharper decisions about
where scarce capacity should be deployed.

Traditional segmentation built on revenue bands,
CRM tags, industry verticals, and historical
performance wasn’t designed for this level of
scrutiny or this pace of change. Three forces in
particular justify a reassessment of your approach
to segmentation.

Macro pressures such as higher interest rates,
tighter cost discipline, and AI investment have
made resource allocation a board‑level
conversation. Leaders can no longer afford to
spread sellers thinly across the customer base
or assume that large accounts should
automatically have senior coverage. In a
portfolio of 1,000 sub‑$1m accounts, only 20–
30 may have genuine $50m potential. Two or
three focused sellers will outperform 100
generalists blanketing the base.

AI is reshaping commercial teams. Entry-level
inside sales and customer success roles are
increasingly being automated. But moving
accounts into low‑touch or AI‑served models
without understanding their true potential risks
missing out on growth. Without effective
segmentation, companies risk overlooking
accounts that could become strategic.

Thinking small keeps accounts small, it’s a self-
fulfilling prophecy. When accounts are
classified by historical revenue alone, they
receive low‑touch coverage, limited senior
attention, and minimal strategic focus.
Unsurprisingly, they remain small, leaving the
opportunity cost to compound quietly but
significantly.

Leaders who rethink how they
classify and prioritize their customer

base can access growth that has
been hiding in plain sight.
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What smarter segmentation
really looks like

Strong segmentation has several defining
characteristics:

Sales effort and seniority are aligned to real
growth potential, not just historical revenue.
High‑cost roles focus on accounts with headroom,
while stable or low‑margin accounts receive
appropriately calibrated coverage.

Sellers have precise prioritization, replacing
scattershot targeting with a clear hierarchy of
where to spend time and why. They no longer
chase whoever picks up the phone; they work the
accounts that matter.

Coverage reflects how customers buy, capturing
differences in decision‑making patterns, central vs.
local purchasing, product‑mix, and usage behavior.
Two accounts may look identical on revenue and
industry but require entirely different approaches.

Natural cross‑sell paths become visible, with
product mix and usage patterns identifying the
next-best product to introduce. This is especially
powerful in SKU‑heavy environments where sellers
would struggle to remember the full product
catalog.

Growth levers are pulled upstream, with the
sales team’s structure aligned to high-growth
opportunities earlier in the process. This reduces
the need for costly incentive multipliers and SPIFFs
to drive behavior. 

Above all, good segmentation is
forward-looking. It tells leaders where
accounts are headed, not just where

they’ve been.
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How to drive this in your business
Segmentation work that actually changes how sellers spend their time comes from a blend of commercial
judgment and analytical depth. Data on its own reinforces what the dashboard already says. Seller instinct
on its own doesn’t scale past a handful of accounts.

The five moves that follow are how the two come together in practice. 

Pinpointing the patterns that shape customer
behavior is a strong place to start. How do
decisions get made? Which stakeholders matter?
What distinguishes a transactional relationship
from a strategic one? These insights rarely come
from dashboards alone. They emerge from
conversations with sellers, reviews of recent
deals, and time spent understanding the nuances
of customer engagement.

This qualitative foundation matters because it
defines what the segmentation model should be
looking for. Without it, even careful analysis risks
reinforcing existing assumptions rather than
revealing new opportunities.

Once buying patterns are understood, the next
step is turning them into signals that can be
tracked and analyzed. Most organizations capture
revenue, industry, and basic activity data, but the
variables that truly predict growth are often missing
or hidden. Buying centralization, product‑mix
complexity, purchasing cadence, margin
contribution, and the level of support a customer
requires can all be powerful indicators of future
potential.

Where these signals aren’t directly recorded, they
can often be inferred. CRM patterns, such as how
often customers reach out, can reveal how much
support they rely on, while the products they use
together can signal deeper engagement and
potential for growth. The goal is not perfect data,
but meaningful data: inputs that reflect how
customers behave and could indicate there is an
upsell opportunity.

1. Go beyond the customer dashboard 2. Translate commercial insight into
measurable signals
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With the right signals in place, leaders can go
further than traditional 2×2 segmentation.
Customer behavior rarely fits neatly into a couple
of variables.

Growth potential can be shaped by a mix of
product breadth, usage patterns, margin profile,
and the customer’s own growth trajectory.
Multi‑dimensional analysis, whether you use
machine‑learning clustering or structured
analytical techniques, allows these variables to be
considered together.

This is where hidden opportunity often emerges.
Mid‑tier accounts buying two or three products
today may show strong usage patterns or early
signs of strategic alignment. Conversely, large
accounts that appear important on revenue alone
may be low‑margin, transactional or unlikely to
grow.

Segmentation only creates value when it changes
how sellers spend their time. Once the model
highlights where growth sits, coverage and role
design need to follow. A simple but powerful
framework is to match seller archetypes to
account archetypes:

This alignment ensures that effort, seniority, and
skill are deployed where they can have the greatest
impact. Sellers have clarity, and the organization
starts treating accounts based on their individual
merits.

3. Use multi‑dimensional analysis to
highlight real patterns

4. Connect segmentation to a clear
coverage model

Hunters for accounts with untapped product
breadth or early signals of expansion.

Relationship managers for complex,
multi‑stakeholder accounts requiring
orchestration.

Inside‑sales or low‑touch models for
predictable, transactional accounts.

Specialists where technical depth or product
expertise drives differentiation.
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Segmentation shouldn’t be a one‑off exercise. Customer behavior shifts, product portfolios evolve, and
market conditions change. The most effective organizations revisit their segmentation regularly, refreshing
the model as new insights emerge. This ensures that coverage, roles, and resource allocation remain
aligned with where value is moving, not where it used to be.

Transaction patterns

Margin data

Share-of-wallet

CRM interactions

Customer growth trajectory

Product mix

Fair‑share benchmarks

The rhythm and pattern of customer purchasing.

How profitable a customer is to you beyond the topline, including
cost to serve.

Your revenue relative to their total category spend.

How frequently they engage and how much support they rely on.

How fast their own business is expanding.

Which products they use together and where gaps suggest opportunity.

Whether you’re winning as much of their spend as you should be.

5. Make segmentation a living model

Build a richer data picture: Are you tracking these signals?
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Sharpening commercial
judgement with machine learning
In the previous section, we outlined the behavioral
signals that matter most and mentioned the role of
machine learning (ML) in interpreting them. The
challenge is that customer behavior rarely reduces
to two or three variables. 

Growth potential is shaped by a combination of
product breadth, usage patterns, margin profile,
purchasing behavior, and the customer’s own
trajectory - factors that interact in ways that are
difficult to weigh manually across hundreds or
thousands of accounts. ML handles that
complexity directly, processing the signals you’ve
identified and finding the patterns within them
that commercial judgment alone would miss.

The output is a more objective view of where value
sits. It accelerates the discovery of patterns that
already exist in your data, helping leaders see
where growth is hiding and how different accounts
should be served.

Clean and structure it: standardize formats,
handle missing values, merge multiple years of
data, and create a consistent ‘one row per
account per year’ model.
Engineer meaningful features: calculate
indicators such as margin mix, purchasing
concentration, share of wallet, or reliance on
support to capture the nuances of customer
behavior.
Model the data: scale the features and run
clustering algorithms (such as k‑means), using
methods such as the Elbow Test to determine
the right number of segments.
Interpret and refine: examine what makes each
cluster distinct, validate the patterns against
commercial reality, remove outliers, add new
features and iterate until the segments are both
statistically sound and practically useful.

Bring the data together: combine account
history, CRM activity, transaction patterns,
product mix and relevant external data into
a single, comparable view.

At a high level, the ML workflow
looks like this:
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Case study: Realigning coverage to
growth opportunities

We put our segmentation approach into practice
for a US-headquartered SaaS business with
operations across North America and Europe that
suspected its sales coverage model wasn’t
supporting growth.

Senior sellers were assigned to large accounts by
default, while mid‑tier customers with strong
growth signals were scattered across the
organization. Compensation costs were rising, but
the return on that investment wasn’t.

Once we built a behavior‑based segmentation
model, the misalignment became impossible to
ignore. Several high‑potential accounts - those
showing strong product breadth, healthy usage
patterns, or early signs of expansion - were sitting
with mid‑market account managers. At the same
time, a number of key account managers (KAMs)
were handling low‑value or low‑growth accounts
that the model indicated should be in a
lighter‑touch tier.

By comparing the new segments with the existing
coverage model, we could clearly see where
seniority, skill and opportunity were misaligned.
This gave the organization a data‑driven blueprint
to redesign roles and redeploy talent based on
future potential, not historical revenue.

The updated segmentation allowed the company to
realign its sales organization and make far better
use of its highest‑cost resources. Top sellers were
shifted toward accounts with real headroom,
lower‑value accounts moved into more efficient
coverage models, and overall compensation spend
became more productive. Without adding
headcount, the business realigned its sales engine
to where value was hiding, identifying $5M in
savings without sacrificing growth. 
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Smarter segmentation – the
prerequisite for growth

Let’s chat about how we
can support you.

info@revenueshift.com

(312) 690-3593

203 N LaSalle Street, Suite 2125, Chicago, IL 60601

A stronger, forward‑looking segmentation model
is the foundation for unlocking growth in
existing accounts.

Segmentation comes first - it’s the upstream
decision that guides compensation design, role
structure and coverage models. When leaders
understand where growth truly sits, they can
allocate time, focus and seniority with far greater
precision, directing their highest‑cost resources
toward the accounts with genuine potential.

The result is a more efficient, more productive sales
organization, one built on future value rather than
historical patterns.

RevenueShift combines commercial expertise with
data science to build segmentation models that go
beyond what conventional analysis can surface. If
you want to understand where growth is sitting in
your existing customer base, and deploy your sales
team accordingly, get in touch.
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