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A satisfied customer, or even one that used to be satisfied, can be your company's most 
valuable asset.   When sales are down, and the economy shows no signs of early recovery, 
your best sources of new business may well be current and past customers.   
 
This is good news, because when times are tough, finding extra dollars for product 
development, advertising or PR may be difficult.  Getting more business from current 
customers, or getting old customers back, however, is not expensive.  Best of all, the effort 
is quite straightforward.  The following 10-step process can achieve results in a timely and 
cost-effective manner. 
 

1. Collect at least a three-year history of sales, by customer. 
 

2. Identify customers that are buying less than you could sell to them - by product 
and/or service, as well as dollar volume.   

 
3. Contact each customer and ask what "share of wallet" (percentage of total 

purchases) you have in each product and/or service they buy from you. 
 

4. Ascertain whether the customer would be interested in reducing the number of 
suppliers in one or more products or services they buy from you and from others. 

 
5. Ask specifically what you need to do to increase your share of wallet. 

 
6. Call each significant past customer to learn (perhaps again) why they no longer buy 

from you and what, if anything, you can do to get their business back.  Clearly, this 
is a more difficult sell than with a current customer.  But, since they actually 
bought in the past, this sell is easier than with most new prospects. 

 
7. Offer extra incentives to the sales force to seek better penetration with current 

customers, and to get old customers back. 
 

8. Offer price and service incentives to current and past customers. 
 

9. Measure the success of these efforts, and adjust your approach accordingly.  
Distinct customer groups may require different strategies and tactics. 

 
10. Repeat steps 1 through 9 at least once a year. 
 
 
This process can produce positive results relatively quickly.  One Northern California 
professional service provider, for example, had experienced significant revenue and profit 
decline due to the Dot-Com meltdown and overall business spending downturn.  This 
company has about 40 active clients and 10 service deliverables. 
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A review of the revenue history of each of the 40 clients revealed that a typical client 
purchased only 2 or 3 of the company's 10 deliverables.  The principals undertook a 
focused 60-day effort to contact all 40 clients to review their relationships, and to 
determine what else they might be interested in buying.  The results were dramatic.  Within 
90 days, the company was able to gain an additional 15 projects from its established 40 
clients.  A similar effort directed at former customers is currently underway. 
 
Your customers are rarely asked these kinds of questions.  As a result, the majority will be 
flattered that you took the time to solicit their opinion.  Moreover, customers are often 
reviewing their supplier/vendor base looking for opportunities to consolidate and, as a 
result, save administration and transaction costs.   By taking a proactive approach on this 
issue, your company will be in a better position to win the consolidation game. 
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