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The New Paradigm of B2B Marketing: Understanding Your Customer Beyond
the Numbers

In the world of B2B marketing (business to business), understanding your customer is not just good advice;
it is the core of any successful strategy. If you've ever wondered why some of your marketing efforts aren't
having the desired impact, or why certain sales seem harder to close, the answer may lie in how you define
your customer.

Today, | want to talk to you about two concepts that can change how you approach your customers: the Ideal
Customer Profile (ICP) and the Expanded Customer Profile (ECP). Both are powerful tools that, when used
correctly, allow you not only to identify your best customers but also to discover new opportunities you might
not have considered.

First, let's think about the ICP. This profile helps you focus your efforts on those customers who truly value
what you offer and who, in turn, bring great value to your business. These are the customers you dream of
working with: those who understand your product, use it to solve specific problems, and are likely to recom-
mend it to others. Wouldn't it be amazing to direct your marketing and sales efforts exactly toward them?
With a well-defined ICP, this is possible.

But what happens when your main market starts to feel a bit small? Or when you realize you might be leaving
money on the table by not exploring other segments? This is where the ECP comes in. This profile encourages
you to think big, step out of your comfort zone, and explore new territories. There may be smaller companies
that could benefit from a simplified version of your product or industries you had never considered before, but
that face similar problems to those you already know how to solve.

Why is it important to understand these concepts in the B2B context? Because in B2B, purchasing decisions
are complicated. It's not just one client you have to convince; there are teams, committees, and often deci-
sions based on very specific needs. With a good ICP, you can tailor your strategies to speak directly to those
decision-makers. And with an ECP, you can expand your reach, diversify your risks, and maintain growth, even
as the market becomes more competitive.

By understanding and correctly applying both the ICP and the ECP, you will not only be optimizing your
approach to your existing customers but also opening new doors and preparing for the future.

Let's say, for example, that you have a company that develops project management software. So far, you have
focused on large tech corporations that perfectly fit your ICP. But what if you also consider hospitals or edu-
cational institutions that need similar tools? This is the kind of expansion that allows you to maintain growth
and discover new opportunities.

The idea is simple: balance. The ICP gives you the focus you need to be effective, while the ECP offers you the
flexibility to adapt and grow. Both are necessary to keep your company strong and ready to face any challen-
ge the market may present.

Chapter 1. Introduction 5
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Now that we have established why it is so important to understand your customers in B2B marketing, it's
time to dive deeper into two concepts that can transform the way you approach your strategies: the Expan-
ded Customer Profile (ECP) and the Ideal Customer Profile (ICP). We will discuss what each one is, how they
differ, and how both can play a crucial role in your marketing strategy. Have you ever wondered if you are truly
reaching all the customers you could? This section will help you answer that question.

2.1 What is an ECP (Expanded Customer Profile)?

Let's first talk about the Expanded Customer Profile (ECP). Imagine your business has been growing, but you
start to notice that your main market is becoming saturated. What do you do? Do you stop? Of course not!
This is where the ECP becomes an indispensable tool.

The ECP is essentially an expansion of your market vision. It involves identifying those customers who, even
though they don't meet all the criteria of your ideal profile, can still benefit from what you offer. Have you ever
considered that your product might be useful in an industry different from the one you initially thought? Or
perhaps you've seen competitors expanding into new market segments while you remain focused on the
same clients. The ECP helps you explore these new opportunities.

Suppose you have a company that manufactures industrial refrigeration equipment. Initially, you have fo-
cused on large manufacturing companies that need to maintain their processes at controlled temperatures.
But what if you expand your focus? Have you considered that small craft breweries also need refrigeration
systems? Even though these businesses may not have the size or purchasing power of your ideal clients, they
represent a growing market segment. This is where the ECP allows you to see beyond the obvious.
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Key Components of the ECP:

* Exploration of new segments: This is where you begin to identify industries, sectors, or types of busi-
nesses you hadn't considered before. Your product may be designed for a specific industry, but other sectors
could also benefit from it.

* Adaptability of the product or service: How can you adjust what you offer to be relevant for these
new customers? Sometimes, a small change is needed to make your product attractive to a completely new
market.

* Growth potential: Does this new segment have the potential to grow over time? It is important to
think not only about the present but also about how this new market could expand in the future.

Source: Prepared by HML

The heat map you see is a visual representation that shows the expansion opportunities in different market
segments. Each cell of the chart represents a combination of a market segment and a specific variable of the
Expanded Customer Profile (ECP).

The colors range from dark red to rose, where the darker cells indicate a greater opportunity for expansion,
while the lighter cells represent fewer opportunities. The vertical axis (left) represents different market seg-
ments, while the horizontal axis (bottom) represents different variables of the ECP that are being analyzed.

This type of chart is useful for quickly identifying which market segments and variables offer the best oppor-
tunities to expand your business. By focusing on the darker areas, you can direct your efforts towards the
segments with the greatest growth potential.

Chapter 2. Fundamental Definitions 8
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Conduct pilot tests before venturing into new segments: Before heavily investing in a new segment,

conduct pilot tests to gauge interest and adjust your offer based on the results.

2.2 What is an ICP (Ideal Customer Profile)?

Now, let's move on to the Ideal Customer Profile (ICP). If the ECP is your tool for expansion, the ICP is your
compass for precision. This is where you define exactly who your perfect customer is, the one who not only
buys your product but values it deeply, uses it effectively, and is likely to become a loyal customer in the long
term.

Defining your ICP is like drawing a very detailed map that leads you directly to the doors of those customers
who really matter. These are the customers who understand the value of what you offer, who do not hesitate
to invest in your products or services because they know it will solve important problems for them. How is an
ICP defined? It's not just about gathering demographic data; it's much more than that. It's a blend of buying
behavior, specific needs, and a cultural alignment that makes your product indispensable to them.

Now, imagine you run an IT consultancy specializing in cybersecurity solutions. Your ICP might be a mid-si-
zed company in the financial sector with more than 200 employees that has suffered security breaches in

the past and is now looking to implement robust preventive measures. This ideal customer not only has the
budget for your services but also understands the importance of cybersecurity and is willing to invest in long-
term solutions.

Key Components of the ICP:

* Demographic and geographic data: Knowing who your ideal customers are and where they are loca-
ted is fundamental. This includes aspects such as the industry they operate in, the size of the company, their
location, and their organizational structure.

* Buying behaviors: How do these customers make purchasing decisions? Understanding their deci-
sion-making process will help you tailor your sales and marketing approach to align with their needs.

* Problems they need to solve: What specific challenges do these customers face that your product can
solve? The more clearly you can define these problems, the more effective your marketing message will be.

* Culture and values: The cultural compatibility between your company and the ideal customer can be a
decisive factor in the success of a long-term relationship.

Chapter 2. Fundamental Definitions 9
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B General Funnel
B ICP Funnel

Source: Prepared by HML

The chart you see represents a sales funnel that compares two approaches: one general and the other opti-
mized using an Ideal Customer Profile (ICP). This funnel visualizes how a well-defined ICP can improve the
sales process at each of its stages, from initial attraction to final purchase. The red bars show the general
funnel, while the blue bars represent the funnel optimized with an ICP.

In the chart, the horizontal axis shows the stages of the sales funnel, including attraction, interest, considera-
tion, intent, evaluation, and purchase. The vertical bars represent the number of potential customers at each
of these stages. As can be observed, the blue funnel, which incorporates an ICP, maintains a higher number
of potential customers at each stage compared to the red funnel, indicating greater effectiveness in retaining
and converting those customers.

This funnel is useful for understanding how an ICP can significantly optimize the sales process, improving
the retention of potential customers throughout the funnel and increasing conversion rates at the final stage.
It clearly shows how a strategic approach can make a difference in the efficiency and effectiveness of your
sales efforts.

Review your ICP regularly: The market changes, and your customers’ needs do too. Make sure to review

and update your ICP at least once a year to keep it relevant.

Chapter 2. Fundamental Definitions 10
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2.3 Key Differences Between ECP and ICP

By this point, you might be wondering: “How do the ECP and ICP really differ, and why should | be concerned
with both?" The answer lies in how these two profiles interact to form a complete marketing strategy.

The ICP focuses on precision. It helps you direct your resources toward those customers who are most likely
to generate value for your business. It's like shooting with a precision rifle: each bullet counts, and you want
every shot to be effective.

The ECP, on the other hand, is more like casting a fishing net in a lake full of fish. It allows you to capture
customers you may not have initially considered, but who can still be valuable. While the ICP directs your aim
for precise shots, the ECP ensures you don't miss out on opportunities that could also benefit from what you
offer.

Comparative Table between ICP and ECP:
This comparative table highlights the key differences between the ICP and the ECP, helping you decide how to
use both in your strategy.

Characteristic ICP (Ideal Customer Profile) ECP (Expanded Customer Profile)
Main focus Customers with the highest potential New market segments with growth
value and loyalty opportunities
Demographic Data Very specific (industry size, location) M ore varied, including less explored

sectors or regions

Buying Behavior Clearly defined, based on historical data | Less predictable, requires testing and
adjustments

Long-term Highly probable, focused on retention Potential uncertainty, requires customer

Relationship development and education

Level of Very high, with messages and offers Medium, focused on initial education and

Personalization tailored to specific needs engagement

Use the ICP as a solid foundation and the ECP as an opportunity to innovate: While the ICP should be
the core of your strategy, the ECP allows you to experiment and innovate without compromising what

already works.

Chapter 2. Fundamental Definitions 11
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2.4 Importance of Both Concepts in B2B Marketing Strategy

Finally, why is it so important to combine both approaches in your B2B marketing strategy? The answer lies
in the ever-changing nature of the market and the need to adapt to new opportunities without losing sight of
what truly works.

The ICP provides you with a solid foundation upon which to build your marketing strategy. It allows you to be
efficient, focusing your resources on those customers who are more likely to convert and be retained in the
long term. It is the pillar upon which your short-term success rests.

Relying solely on the ICP can limit your growth. This is where the ECP comes in: it offers the flexibility needed
to explore new opportunities and diversify your income. By combining both approaches, you can maintain a
balance between optimizing what you already have and exploring what you could gain.

What does this mean for your strategy? It means that you will not only be maximizing the value you can get
from your current customers but also be prepared to adapt to market changes and seize new opportunities
as they arise. This dual approach allows you to be proactive rather than reactive, anticipating market needs
instead of simply responding to them.

B Impact of the ICP
B Impact of the ECP

Source: Prepared by HML

Now, imagine you are managing a marketing strategy. The chart you see illustrates how balancing the focus
between the Ideal Customer Profile (ICP) and the Expanded Customer Profile (ECP) can optimize the perfor-
mance of your strategy. The blue line represents the impact of the ICP, which is stronger at the beginning of
the sales funnel. This means that by clearly defining your ideal customer, you can attract and retain the most
relevant customers right from the start.

On the other hand, the green line shows the impact of the ECP, which becomes more influential in the later

Chapter 2. Fundamental Definitions 12
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stages. This helps you discover new market opportunities and expand your reach. By balancing both approa-
ches, you can achieve a more robust and adaptable performance in your B2B marketing strategy. Basically,
you are maximizing your efforts to target both ideal customers and new market segments, which allows you
to grow more effectively.

Are you ready for the next market change? The market never stops. Reflect on whether your strategy is balan-
ced enough between the ICP and the ECP to quickly adapt to new opportunities.

Chapter 2. Fundamental Definitions 13
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Understanding how we have arrived at the concepts of ICP and ECP that we use today is key to applying them
correctly in your strategy. Have you ever wondered how and why these tools were developed? Let's take a
walk through history to see how they have evolved and how digitization and big data have transformed the
way we understand our customers.

3.1 History and Evolution of the ICP

The Ideal Customer Profile (ICP) is not a new concept. In fact, we could say that the idea has existed since
the earliest days of commerce. Think of a small shopkeeper from a century ago. He knew his regular custo-
mers well, knew what they liked, what they bought most frequently, and how he could make them return to his
store again and again. That shopkeeper, without knowing it, was creating an ICP based on observation and
personal experience

As companies grew and markets expanded, the need to identify the best customers became more complex.
Intuition was no longer enough; businesses needed data to make informed decisions. It was in this context
that the formal concept of the ICP began to take shape. For much of the 20th century, the ICP was built on
basic demographic data, market studies, and often, a bit of intuition.

With the advent of digital technologies and big data, the game completely changed. Companies no longer
had to guess who their ideal customers were; now, they could analyze enormous volumes of data to identify
patterns, behaviors, and common characteristics among their best customers. Can you imagine the power of
being able to predict not only who your ideal customer is but also how you can attract more like them? This is
what has allowed the evolution of the ICP.

Source: Prepared by HML

This chart illustrates the evolution of the Ideal Customer Profile (ICP) from observation and intuition to ad-
vanced data analysis.

To better understand this evolution, imagine a timeline that reflects how the focus of the ICP has changed
over the years. Initially, companies relied on observation and intuition to identify their ideal customers, based
on personal experience and knowledge.

Chapter 3. Context and Historical Evolution 15
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Over time, they began to incorporate the use of
basic data, such as demographics and buying
behavior, which allowed for a better definition of the
customer profile. Currently, we have reached a sta-
ge of advanced analysis, where companies use big
data and machine learning tools to identify complex
patterns and segment customers with unpreceden-
ted precision.

This chart shows how the ICP has evolved from an
intuitive tool to a sophisticated data-driven strate-
gy, transforming the way B2B companies identify
and interact with their customers. This approach
allows companies to be more precise and effective
in their marketing and sales strategies.

3.2 Origin and Evolution of the ECP
in the B2B strategy

While the ICP has focused on identifying the best
customers within a known market, the Expanded
Customer Profile (ECP) is a more recent tool, born
out of the need to explore new territories. Why limit
yourself to just one type of customer when there’s
a whole world of opportunities out there? The ECP
was developed as an answer to this question.

As markets became saturated and competition
intensified, companies began looking for ways to
grow beyond their traditional customers. This is
where the ECP became a valuable strategy. Instead
of focusing solely on customers who perfectly fit
the ICP, companies started to explore other market
segments that could benefit from their products or
services, even if they did not meet all the criteria of
the ideal customer.

The ECP allows companies to adapt to changing
market conditions, diversify their revenue, and
mitigate risks. Have you ever wondered how some
companies manage to grow in completely new mar-
kets? The answer lies in their ability to identify and
capitalize on opportunities beyond their traditional
customer base.

ECP expansion map

Source: Prepared by HML

This chart could illustrate how a product or service
initially targeted at an ICP can adapt and expand to
other segments through the ECP.

I'll explain this chart to you in a simple way. Do you
see the central circle? This circle represents your
ICP (Ideal Customer Profile), which is where you
start. Now, look at the arrows coming out of the
circle. Each of these arrows shows how you can
adapt your product or service to reach new types of
customers.

For example, if you sell management software for
small clothing stores, that's your ICP. But by fo-
llowing one of these arrows, you could adjust your
software to work in shoe stores. Do you see how
the market expands? You are reaching new custo-
mers, but you are maintaining the essence of your
product.

Then, look at those larger areas around the circle.
They represent entirely new markets that you could
reach with some bigger modifications. Maybe you
could adapt your software for restaurants or hair
salons.

The great thing about the ECP (Expanded Customer
Profile) is that it allows you to grow in a controlled

Chapter 3. Context and Historical Evolution 16
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way. You're not entering a new market blindly but rather expanding gradually based on what you know works.
What do you think? Does it make sense how the ECP allows you to explore new opportunities without losing
sight of your original strength? It's like seeing how a seed grows in all directions, starting from a solid central
point.

3.3 Impact of Digitalization and Big Data on Customer Profile Definition

Digitalization and big data have revolutionized practically all aspects of marketing, and the definition of cus-
tomer profiles is no exception. Have you realized how much information we have at our fingertips today? We
have never had so many tools to understand our customers, and that has changed the rules of the game.

In the past, companies relied on surveys, market studies, and sometimes even intuition to define their cus-
tomer profiles. Today, digitalization allows us to collect real-time data, analyze behavior patterns, and adjust
our customer profiles on the fly. Can you imagine being able to adjust your ICP and ECP in real time, based on
how market trends change? That's what big data allows us to do.

The impact of digitalization goes beyond simple data collection. Now we can segment our customers with a
precision that was previously unimaginable, personalize our marketing campaigns, and ultimately offer much
greater value to our customers. This means that both the ICP and the ECP can be much more dynamic, adap-
ting quickly to changes in customer behavior and market conditions.

Comparison of Customer Profile Definition Before and After Big Data

Before Digitalization and Big Data After Digitalization and Big Data

Age Gender Location Age GenderL ocation Purchase on line Social Media
History Behavior

Source: Prepared by HML

Digitalization and big data have transformed the way customer profiles are defined, moving from general me-
thods to much more precise and adaptable segmentation.

Now, let's look at this graph together. It is divided into two parts: on the left, we see how customer profiles
were defined before digitalization and big data, and on the right, how they are defined now.

On the left side, you will notice that customer profiles were quite general. Companies used to rely on basic

Chapter 3. Context and Historical Evolution 17
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demographic data such as age, gender, and location. It was as if they were looking at their customers through
a one-way mirror: they had a general idea, but they couldn't see the details.

Now, look at the right side of the graph. This is where big data comes into play. Thanks to digitalization,
companies can now collect large amounts of data from different sources: social networks, purchase histories,
online behavior, among others. This allows them to create much more detailed and precise customer profiles.
It's like they have a magnifying glass that lets them see every little detail.

Furthermore, with this information, companies can quickly adapt to changes in customer behavior. If a new
trend suddenly appears in the market, they can adjust their strategies almost in real-time.

Do you see the difference? Before, companies had to make assumptions based on general data. Now, they
can make informed decisions based on specific and real-time data. This not only improves the precision of
customer profiles but also allows companies to be much more adaptable and competitive in the market.

Success in B2B marketing is not a destination; it is a journey in constant evolution. The key is to adapt, explo-
re the unknown, and let the data guide you toward new opportunities.

Chapter 3. Context and Historical Evolution 18
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Defining your expanded customer profile (ECP) is
like opening a window to new growth opportunities.
It's the tool that allows you to look beyond your
ideal customer profile (ICP) and discover those
markets that might be right in front of you, waiting
to be tapped into. Have you ever wondered how
many potential customers you might be overlooking
simply because they don't fit perfectly into your
ICP? Here we will show you how to identify, define,
and capitalize on those opportunities.

4.1 Identification of Expanded Po-
tential Customers

The first step to creating an ECP is to identify those
customers who, even if they are not perfect, still
have great potential for your business. But how do
you do it? Where do you start when looking for cus-
tomers who don't fit perfectly into your ideal profi-
le? The key is to start exploring the unknown.

1.Explore new industries and sectors: If your pro-
duct or service is already performing well in a spe-
cific industry, there might be other industries with
similar needs that you haven't explored yet. For
example, if you offer inventory management sof-
tware in the retail sector, you might find that manu-
facturing or logistics companies also have a great
need for your solution.

2.Identify similar needs in different sizes of com-
panies: Perhaps your ICP focuses on large corpo-
rations. But what about small and medium-sized
businesses? Often, they have the same challenges
as larger ones, but on a different scale. If you can
adapt your product to their needs and budget, you
could open up a new market.

3.Analyze market trends: Keep up with industry
changes and emerging trends. Are there growing
sectors or new technologies that are creating
opportunities? These are the places where you
could find expanded potential customers.

4. Listen to your current customers: Sometimes,

>

your current customers can give you clues about
new market segments. Ask if they know of other
companies or industries that could benefit from
what you offer. Word of mouth can help you disco-
ver new opportunities.

Market Exploration Map

Source: Prepared by HML

This map is a visual tool that will help you unders-
tand how a product can start in a specific market
and then expand to other sectors. Imagine you start
in a central market, represented by the blue circle.
From there, you can see how the product can adapt
to meet the needs of other market segments, repre-
sented by circles of different colors around it.

Each arrow shows a path of expansion, indicating
the connections between your current market and
the new markets you could explore. This tool allows
you to strategically plan your expansion, ensuring
that each step in the expansion is based on careful
analysis of opportunities.

The best part of this map is that it gives you a clear
vision of how you can grow and adapt to different
markets. This allows you to communicate your
strategy more effectively to your team or investors.
It's like having a clear roadmap that guides your
expansion process, ensuring that you not only find
new business opportunities but also have a clear
plan to take advantage of them.

Chapter 4. Methodologies for Creating and ECP 20
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The best part of this map is that it gives you a clear
vision of how you can grow and adapt to different
markets. This allows you to communicate your
strategy more effectively to your team or investors.
It's like having a clear roadmap that guides your
expansion process, ensuring that you not only find
new business opportunities but also have a clear
plan to take advantage of them.

See how everything is connected? This way, you
can visualize and plan the expansion of your pro-
duct in an organized and effective manner.

4.2 Tools and Techniques for Defi-
ning an ECP

Once you have an idea of where you want to ex-
pand, the next step is to clearly define your expan-
ded customer profile. Here's where the right tools
and techniques make a difference. Have you ever
wondered how you can use technology to identify
and segment these new customers effectively?

1.Data analysis tools: Big data is no longer just for
large corporations. Today, there are many accessi-
ble tools that allow you to analyze market data and
customer behavior. Platforms like Google Analytics,
Tableau, or HubSpot help you identify patterns and
segment expanded potential customers effectively.

2.CRM and marketing automation: A customer rela-
tionship management system (CRM) like Salesforce
or Zoho is essential. It allows you to track interac-
tions with new customer segments, personalize
marketing campaigns, and measure the impact of
your efforts. Marketing automation also plays a
crucial role by helping to manage and streamline
communication with these new prospects.

3.Psychographic segmentation techniques: Beyond
demographic and geographic data, psychographic
segmentation helps you understand the motiva-
tions, values, and purchasing behaviors of your
clients. What problems are they trying to solve?
What motivates them to choose one product over
another? This deep understanding allows you to

>

adapt your marketing message more effectively.

4 Market testing: Before launching a major cam-
paign toward a new segment, conduct pilot tests
to measure interest and viability. Did you know that
many successful companies started with small
tests before scaling up? These tests allow you to
adjust your strategy on the go and ensure you are
on the right track.

Source: Prepared by HML

Let's review this process step by step. Start at the
top with Identification of New Segments. This is
where you research and discover new groups of
customers who might be interested in your product.
Next, we move down to the Needs Analysis step. In
this stage, you study what specific needs these new
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segments have and how your product can satisfy them.

The next step is Product Customization. This is where you adjust your product or service so that it best fits
the needs of these new customers. It's like tailoring a suit.

After that, we come to Market Testing. Here, you launch a small pilot or test to see how these new segments
react to your product. It's a way to ensure you're on the right track before a larger launch.

Finally, the flow ends with Full Implementation. If your tests are successful, you can then launch your product
to these new segments in a broader way.

This flowchart is a guide that helps you follow a structured process to expand your customer profile. It ensu-
res that you don't skip important steps and that each decision is based on solid data and analysis.
What do you think? Does it help you understand how you can expand your market effectively?

4.3 Key Factors to Consider in an ECP

When defining your expanded customer profile, there are several factors you need to consider to ensure you
are making informed and strategic decisions. What are the aspects you can’t overlook? Here, we break them
down for you.

1.Relevance of the product or service: Make sure that your product truly responds to a need in this new seg-
ment. It's not just about expanding for the sake of expanding, but about adding real value. Ask yourself if the
benefits you offer resonate with this new group of customers.

2.Buying capacity: It's essential to evaluate if these new customers have the purchasing power to buy your
product or service. If your offer is costly and aimed at smaller companies or emerging markets, you may need
to adjust your pricing model or develop more accessible versions of your product.

3.Cultural and value compatibility: Don't underestimate the importance of corporate culture and shared va-
lues. Does your brand align with the cultural expectations of this new segment? A mismatch here can lead to
long-term relationship challenges.

4.Growth potential: Consider not only the current size of this new market but also its future growth potential.
Is this segment expanding? If so, it could be an excellent area to invest resources in the long term.

Chapter 4. Methodologies for Creating and ECP 22
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Source: Prepared by HML

Let's look at this ECP evaluation matrix. It is designed to help you compare different potential market seg-
ments based on various key criteria. In the rows, we have the market segments: Segment A, Segment B, Seg-
ment C, and Segment D. In the columns, there are the criteria we will use to evaluate each segment: relevance,
purchasing capacity, cultural compatibility, and growth potential.

Each cell in the matrix has a value from 1 to 5, where 1 means low and 5 means high. These values quickly
show you which segments are more promising according to each criterion.
* Relevance: How important is this segment for your business?

* Purchasing Capacity: Do the customers in this segment have the necessary purchasing power?
* Cultural Compatibility: Is it easy for your product to adapt to the norms and values of this segment?
* Growth Potential: How large is the growth opportunity in this segment?

By observing the matrix, you can quickly identify which segments have the highest scores in the criteria that

matter most to you. This allows you to make informed decisions about where to focus your expansion efforts.
What do you think? Does it help you visualize how you could prioritize your market efforts?
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4.4 Case studies: examples of companies that have successfully defined
their ICP

To see how these ideas work in practice, what better way than to look at some real examples? Several com-
panies have used ECP to expand their reach and grow in markets they initially did not consider.

1.Slack: Initially, Slack was created for technology companies, but upon observing how its product was adop-
ted by teams in non-tech industries, such as education and media, they adjusted their ECP strategy to en-
compass these new segments. Today, Slack is used by organizations of all types, demonstrating that expan-
sion into new markets can open significant doors.

2.Airbnb: Originally, Airbnb focused on travelers looking for a cheaper alternative to hotels. But upon identi-
fying that there was also a market in the business travel segment, they adjusted their ECP to include them,
creating specific features for this group. Can you imagine how many additional bookings they were able to
capture with this expansion? Now, Airbnb is a popular option not only for tourists but also for professionals
on work trips.

3.Square: Square started by offering mobile payment solutions for small businesses, but soon identified that
their technology could also be useful for large retailers. By expanding their ECP, Square managed to attract
larger companies by developing versions of their products that better suited their needs. This move allowed
them to grow beyond their initial roots.

Evolucién del Crecimiento Empresarial: Antes y Después del ECP

= Antes del ECP
=== Después del ECP

Source: Prepared by HML

Imagine how a well-implemented strategy can change the course of a company. In this timeline graph, we
observe the impact that the adoption of ECP had on companies like Slack and Airbnb.

On the left side, represented by the blue dashed line, we see the period Before ECP. During these years, the
company's growth was steady but relatively modest. The company was operating within its initial market,
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with limited reach and growth that, although positive, was not spectacular.

Then, we arrive at the year 2020, marked by the red dashed line, which indicates the moment of ECP Imple-
mentation. This point represents a significant strategic change. The company decided to expand its ideal
customer profile to cover new market segments, taking advantage of the adaptability and growth potential
that ECP offers.

Now, observe the solid green line on the right side of the graph, showing the period After ECP. This is whe-

re the ECP strategy shows its true power. The company not only expands its reach, but it also experiences
accelerated growth. As the company expands its range and adapts its offerings to meet the needs of different
customer segments, the growth rate accelerates, resulting in significant growth in the following years.

This graph highlights how the adoption of ECP allowed companies like Slack and Airbnb not only to expand
but also to capture new market opportunities that were previously out of reach. It is a testament to how a we-
ll-executed strategy can transform the trajectory of a company, taking it from moderate growth to accelerated
and diversified success.

What do you think? Can you see how a strategic decision like the implementation of ECP can be a powerful
catalyst for change?

Sustainable growth comes from diversifying without losing focus. Expand your strategic horizons, and ensure
that each new step takes you toward real value opportunities.
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The Ideal Customer Profile (ICP) is the compass that guides your marketing and sales strategy toward the
customers that truly matter. Have you ever found yourself investing resources in clients who don’t seem to

fit well with your business? This is likely happening because you don't have a clearly defined ICP. By knowing
exactly who your ideal client is, you can focus your efforts where they have the most impact, avoiding wasting
time and money.

5.1 Identification of the Ideal Customer

Defining your ideal client is the first step to creating an effective ICP. But how do you do it? It all starts with a
deep dive into your current clients. Those who buy your products or services and are happy with them are a

good starting point. What do they have in common? Why did they choose you over the competition? Answe-
ring these questions is essential.

1.Review your customer database: Start by analyzing who your best customers are in terms of value. These
are the customers who not only buy frequently but are also profitable, have a long lifecycle, and likely recom-
mend your brand to others.

2.Conduct interviews or surveys: Sometimes, numbers don't tell the whole story. Speak directly with your
best clients. Ask them what they like about your product, how they use it, and what problems it helps them
solve. Would you be surprised to learn how many valuable insights you can gain from these conversations?
3.0bserve patterns: Once you have enough data, start looking for common patterns. Are there similarities

in their size, sector, location, or challenges they face? These patterns will help you identify other clients who
could also be ideal.

Analysis of Current Customers by Value, Purchase Frequency, an Loyalty
100 —
80 —

60 —

Score

40 — B Client A
B ClientB
. B ClientC
M ClientD
Value Purchase Frequency Loyalty
Source: Prepared by HML
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Imagine being able to clearly visualize who your best customers are and what makes them so valuable. This
chart breaks down your current customers based on three critical metrics: Value, Purchase Frequency, and
Loyalty.

* Value: Here, you can see how much each customer spends on average. Client A stands out with a
high value, indicating that they significantly contribute to total revenue. Identifying these customers is crucial
because it allows you to focus efforts on those who contribute the most to your business.

* Purchase Frequency: This metric shows how regularly customers make purchases. Client C has a
notable purchase frequency, which suggests a strong commitment to your brand. Understanding these pat-
terns allows you to design strategies that maintain and increase purchase frequency.

* Loyalty: Loyalty reveals the likelihood of a customer continuing to purchase long-term. Client C not
only purchases frequently but is also extremely loyal. These customers not only return but could also recom-
mend your brand to others, which is vital for sustained growth.

This chart not only shows you who your most valuable clients are, but it also helps you understand what mo-
tivates them to keep choosing your brand. With this information, you can optimize your marketing campaigns,
personalize offers, and improve customer satisfaction and retention.

Do you realize how this data can transform the way you define your Ideal Client? This analysis provides a
clear insight for making informed decisions, ensuring you focus on the clients that truly matter for your busi-
ness growth.

5.2 Criteria for Defining an ICP

Once you have identified who your best clients are, the next step is to clearly define the criteria that make up
your ICP. What makes a client ideal for your business? Here are some essential criteria to consider.

1.Demographic and Geographic Data: Where are your ideal clients located? What size are they? In which
industry do they operate? These are the fundamentals on which you will build your ICP. Knowing if your ideal
client is a growing startup or a large global corporation will help you focus your marketing efforts.

2.Buying Behaviors: How do these clients make purchasing decisions? Understanding their buying process
will allow you to align your sales strategies. Are they impulsive buyers, or do they need a long decision-ma-
king cycle? Knowing this allows you to adjust your approach to align with their decision process.

3.Problems They Need to Solve: What specific problems are they trying to solve with your product? Defining
these problems is essential because it allows you to position your solution as the best answer. Remember,
your ICP should not only describe who the client is but also why they need you.

4.Culture and Values: Shared values can be a decisive factor in building long-term relationships. Does your
company and your ideal clients share a similar vision or values? This alignment can strengthen the relations-
hip and improve retention.
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Imagine being able to break down and understand how the different aspects of your Ideal Client connect with
each other. This matrix shows you the key criteria you should consider when defining your Ideal Customer
Profile (ICP) and how these criteria are interrelated.

1.Demographic Data: These are the fundamentals, like age, gender, location, and income level. Why is it im-
portant? Because it helps you segment your market and focus your efforts on the people who are most likely
to need your product or service.

2.Buying Behaviors: Here, you analyze how, when, and why your customers buy. What buying patterns do your
ideal clients have? Understanding these behaviors allows you to personalize your marketing strategies to
resonate better with their habits.

3.Problems: These are the challenges or needs that your customers are trying to solve. What problems does
your ideal client face that your product or service can solve? Identifying these problems helps you position
your offering as the perfect solution.

4.Values: Your clients' values reflect what they consider important. What beliefs and principles guide your
clients' decisions? Connecting with these values strengthens your relationship with clients and increases
their loyalty.
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What's interesting about this matrix is how these criteria do not function in isolation. For example, Demogra-
phic Data can be closely related to Buying Behaviors and Values. At the same time, the Problems that your
clients face can influence their Buying Behaviors and be aligned with their Values.

This matrix not only helps you identify the key components of your ICP but also shows you how these ele-
ments interweave, allowing you to create a much more detailed and precise profile. With this understanding,
you can focus your efforts on the clients who contribute the most to your business, aligning your offering with
what truly matters to them.

Do you realize how this matrix allows you to visualize the complexity of defining an ICP? It's not just about
knowing your clients but understanding how their characteristics connect to influence their buying decisions.

5.3 Market segmentation and data usaga to refine an ICP

Defining an ICP is just the beginning. How do you ensure that this profile remains relevant and accurate? The
answer lies in market segmentation and the continuous use of data to refine and adjust your ICP as the mar-
ket changes.

1.Market Segmentation: Not all your ideal clients will be the same, even within a well-defined ICP. Segmen-
tation allows you to divide your market into smaller, more specific subgroups. Do you have different types of
ideal clients based on company size or geographic region? Segmentation allows you to address each sub-
group more effectively.

2.Use of Real-Time Data: Modern technology enables you to collect real-time data on how your clients inte-
ract with your brand. Are you using these tools to adjust your ICP on the fly? Constantly monitor customer
behavior, buying trends, and new market opportunities to keep your ICP aligned with reality.

3.Continuous feedback: Never stop listening to your customers. Regular feedback, both formal and informal,

can give you insights into changes in their needs or expectations. When was the last time you asked your
customers what you could do better? This type of information is vital for keeping your ICP up to date.

A
+

Behavior
Data

Source: Prepared by HML

Purchase
Data

General
ICP

Demographic
Data
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Let's think about how you could take your customer profile to the next level. This chart shows an essential
process: how the general ICP can be divided into smaller, more refined segments using key data to ensure
that each of these segments is perfectly aligned with market needs.

1.General ICP: The larger circle represents your initial ICP, an overview of who your ideal client is. It's a good
starting point, but the real value lies in the details.

2.Refined Segments: The smaller circles represent the segments into which you can divide your ICP. Segment
1, Segment 2, and Segment 3 are examples of how you can group your clients based on more specific charac-
teristics, allowing you to be more precise and effective in your approach.

3.Use of Data to Refine Segments: As we move to the right of the chart, you'll notice how different types of
data, such as purchase data, demographic data, and behavioral data, play a crucial role in this refinement.
This data allows you to adjust and personalize each segment so that it aligns perfectly with market realities.

This approach not only improves your understanding of the market but also ensures that your marketing
strategy remains relevant and competitive. With segmentation and the proper use of data, you can adapt your
ICP to emerging trends and needs, ensuring that you are always targeting the right customers with the right
messages.

Do you see how this process can help keep your business aligned with a constantly evolving market? The
key lies in not only knowing your clients but also in understanding and anticipating how they will change over
time.

5.4 Case studies: examples of companies that have successfully defined
their ICP

To see how all this translates into real life, what better way than to analyze some examples of companies that
have defined their ICP and used it to drive their growth? Here are some cases that highlight the importance of
a well-defined ICP.

1.HubSpot: HubSpot, the well-known marketing and sales platform, began by focusing on small and me-

dium-sized businesses that needed affordable tools to manage their digital marketing. By clearly defining
their ICP, they were able to develop products and services specifically designed for this group. The result?
Sustained growth and expansion into other segments as their ideal customer base expanded.

2.Mailchimp: Mailchimp is another excellent example. They started by offering email marketing services pri-
marily for small businesses and entrepreneurs. By defining their ICP precisely, Mailchimp was able to custo-
mize its tools to meet the exact needs of this market, allowing them to dominate their niche before expanding
into other areas.

3.Salesforce: Originally, Salesforce focused on small and medium-sized businesses that needed a simple and
effective CRM solution. Over time, by defining and refining their ICP, they were able to expand their focus to
large corporations and global enterprises, developing advanced functionalities that aligned with the specific
needs of these new clients.

Chapter 5. Methodologies for Creating an ICP 31

LG



Return to index b

= HubSpot-Revenue

=== Mailchimp-Users
= == |CP Redefinition

Source: Prepared by HML

Observe how a strategic shift can transform a company's growth. This chart shows how the redefinition of
the Ideal Customer Profile (ICP) in 2016 helped drive the growth of HubSpot and Mailchimp.

1.Growth of HubSpot: The blue line represents HubSpot's revenue from 2016 to 2020. In 2016, HubSpot deci-
ded to redefine its ICP, focusing on companies looking for a comprehensive solution for marketing and sales.
This strategic adjustment allowed the company to better capture its target market, resulting in a steady and
significant increase in revenue, from $271 million in 2016 to $883 million in 2020.

2.Growth of Mailchimp: The green line shows the growth in the number of Mailchimp users. In 2016, Mail-
chimp redefined its ICP to focus on small businesses and entrepreneurs who needed accessible and easy-
to-use marketing tools. Thanks to this focus, Mailchimp increased its user base from 12 million in 2016 to 20
million in 2020.

The dotted red line marks the key year of 2016, when both companies redefined their ICP. This turning point
marks the beginning of accelerated growth, demonstrating how a well-defined ICP can guide a company's
success and expansion.

This chart highlights the importance of a clearly defined ICP as a foundation for sustained growth. Both
HubSpot and Mailchimp used their improved understanding of their ideal customer to adjust their strategies,
products, and marketing, resulting in an increase in their market presence and success.

Do you see how a change in the definition of the ideal customer can drive growth? This example illustrates
that knowing and focusing on the right customer can be the catalyst for exponential success.

Knowing your ideal customer is like having a treasure map; it guides you to where the real opportunities are.
But remember, the map is only as useful as how often you update it.
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When comparing the Expanded Customer Profile (ECP) with the Ideal Customer Profile (ICP), it is important
to understand that they are not mutually exclusive; in fact, they complement and strengthen each other when
used strategically. Have you ever wondered when it is better to focus on one over the other? Let's break it
down so you can confidently decide when to use each approach and how to combine them to maximize your
market impact.

6.1 When to use ECP instead of ICP?

Choosing between the ECP and the ICP is not a matter of “either-or," but rather when and how to use each
one. How do you decide when to expand your focus and when to concentrate it? It all depends on your busi-
ness objectives and the context you are in.

1.Focus on ICP when you need to maximize efficiency: If your goal is to achieve quick results and ensure
revenue, focusing on your ICP is the best strategy. This is especially useful when your company is in an early
growth phase or needs to consolidate its position in a very competitive market. Do you want to get the maxi-
mum return on investment? Direct your efforts toward the clients you already know value your product and
have the highest likelihood of converting.

2.Expand with ECP when you seek long-term growth: On the other hand, if you are looking to diversify your
income and explore new opportunities, it's time to look beyond your ICP and consider the ECP. This is ideal
when your current market is starting to saturate, or when you need to reduce dependence on a single custo-
mer segment. Are you ready to discover new horizons? The ECP allows you to target emerging markets and
explore new clients who, although not perfect, can offer great growth potential.

Source: Prepared by HML
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Let's think about how to make the right decision between focusing on the ICP or exploring with the ECP. This
decision diagram guides you through a simple process to determine when it is most effective to use each one,
depending on your business objectives and market context.

1.Business Objectives: Everything starts with a clear understanding of your objectives. What is your company
looking to achieve? Defining this will help you move in the right direction.

2.Current Market Saturated?: The next step is to evaluate the state of your current market. If the market you
operate in is saturated and growth is difficult, you might consider whether it's time to explore new opportuni-
ties.

3.ICP or ECP: If your market is not saturated, it makes sense to maintain a focus on your ICP. This will allow
you to continue optimizing your efforts to capture your ideal client. However, if you identify that the current

market no longer offers much room for growth, it's time to consider the ECP, which will allow you to identify
and capture new customer segments.

4.Seeking sustained growth?: If you decide to maintain your focus on the ICP, it is important to ask yourself if
you are looking for sustained growth in your current market. If the answer is yes, continuing with your focus
on the ICP is the right choice.

5.Explore New Markets?: On the other hand, if you decide that it's time to explore new markets, the ECP will
be your tool to identify those new segments and adapt to their needs.

6.Maintain ICP or Develop ECP: At the end of the process, you will be better prepared to decide whether you
should maintain your focus on the ICP, optimizing for the clients you already know, or if it's time to develop an
ECP to expand your market and capture new opportunities.

This decision diagram simplifies the process of choosing between ICP and ECP, helping you make strategic
decisions based on market conditions and your company's objectives. It's not about choosing one path, but
understanding when and why each approach is most effective.

Do you see how this approach can guide your market strategy? With this tool, you can ensure you are using
the correct approach at the right time, maximizing your chances of success.

6.2 Benefits and limitations of ECP and ICP

Understanding the benefits and limitations of each approach is essential to effectively applying both the ECP
and the ICP. What can you expect from each, and what challenges might you face?

1.Benefits of the ICP:

* Precision in targeting: By concentrating on a specific niche, you can personalize your marketing
campaigns to directly address the needs of your ideal clients. This increases efficiency and reduces the waste
of resources.

* Greater sales efficiency: Sales cycles tend to be shorter because you are targeting clients who are
already aligned with your offering.
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* Long-term relationships: The ICP allows you to build stronger, longer-lasting relationships with
clients who have high value for your business.

2.Limitations of the ICP:

* Limited reach: Focusing on a single segment can limit your growth opportunities and make you too
dependent on a specific market.

* Risk of saturation: If your ICP market becomes saturated, you could be left with no options to expand
or diversify.

3.Benefits of the ECP:

* Market expansion: The ECP allows you to explore and capture new market segments, which is vital
for long-term growth.

* Diversification of income: By not relying exclusively on a single segment, you can mitigate risks and
create new sources of income.

* Adaptability: The ECP allows you to adjust to changing market conditions and explore new opportu-
nities that might not have been evident initially.

4 Limitations of the ECP:

* Higher risk: When targeting less proven markets, you may face greater challenges in establishing
your presence and educating these new customers.

* Additional investment: Expansion requires additional time and resources to adapt your product or
service to the needs of these new segments.

Comparative Chart of Benefits and Limitations of ECP and ICP

Benefits | ICP | ECP
High precision in identifying Yes No
ideal clients
Maximizes resources by Yes No

focusing on a specific market

Better alignment with the Yes No
needs of current clients

Facilitates client retention and Yes No
loyalty
Allows exploring and capturing No Yes

new markets

Encourages innovation by No Yes
adapting the offering to
different segments

Growth potential in No Yes
unsaturated markets

Great flexibility to adapt to No Yes
market changes

Source: Prepared by HML
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Let's break down how the ECP and ICP compare in
terms of benefits and limitations. This comparative
chart allows you to quickly see the main advanta-
ges and disadvantages of each approach, helping
to decide which to use based on your strategic
needs.

1.Benefits of the ICP:

* High precision in identifying ideal clients:
The ICP allows you to focus your efforts on those
clients who best align with what your company
offers.

* Resource optimization: By focusing on a
specific market, you can use your resources more
efficiently.

* Better alignment with current needs: The
ICP ensures that you are directly responding to
what your current clients are looking for.

* Retention and client loyalty: An ICP-fo-
cused approach facilitates building stronger, lon-
ger-lasting relationships with your clients.

2.Benefits of the ECP:

* Exploration of new markets: The ECP
opens the door for you to capture new market seg-
ments beyond your initial ideal client.

* Encouragement of innovation: Adapting
your offering to different segments can foster crea-
tivity and innovation within your company.

* Growth in unsaturated markets: The ECP
allows you to identify growth opportunities in areas
that are not yet saturated.

* Greater flexibility: This approach gives
you the ability to better adapt to market changes,
ensuring that you can respond to new trends and
demands.

This comparative chart shows you that both the ICP
and the ECP have their place in a business strategy.
While the ICP is ideal for maximizing efficiency and
loyalty in specific markets, the ECP offers you the
possibility to grow and adapt in a changing envi-
ronment.

>

Do you see how each approach has its own stren-
gths? By understanding both the benefits and
limitations of each, you can make more informed
decisions about when and how to use them in your
strategy.

6.3 Marketing strategies adapted to
ECP vs. ICP

When adapting your marketing strategies for ECP

and ICP, it's important to consider the key differen-
ces between the two approaches. How can you ad-
just your messaging and tactics for each persona?

1.Strategies for the ICP:

* Extreme personalization: Here, you should
focus on highly personalized messages that reso-
nate with the needs and specific challenges of your
ideal client. Use data to segment and target cam-
paigns that speak directly to their reality.

* Marketing automation: Use automation
tools to nurture and convert these ideal clients
efficiently. Automated messages can be personali-
zed to reflect their behavior and stage in the buying
cycle.

* Focus on loyalty: Develop loyalty programs
and retention strategies that keep your ideal custo-
mers engaged and satisfied in the long term.

2.Strategies for the ECP:

* Client education: As you enter new mar-
kets, it is essential to educate these new clients
about the value of your product. Use educational
content such as webinars, blogs, and case studies
that explain how your solution can effectively solve
their problems.

* Market testing: Before launching large
campaigns, conduct pilot tests in these new seg-
ments to adjust your approach and ensure you are
communicating value effectively. What feedback are
you receiving? Use it to refine your strategy.

* Adaptation and flexibility: Keep an open
mind and be willing to adjust based on the respon-
ses you get from new clients.

Chapter 6. Practical Comparison: ECP vs. ICP 37

LG



Return to index b

Source: Prepared by HML

Have you ever wondered how to adapt your marketing strategies according to the client profile you are targe-
ting? This map illustrates how you can focus your tactics effectively, whether you are working with an Ideal
Customer Profile (ICP) or an Expanded Customer Profile (ECP).

1.Strategies for ICP:

* Precise market segmentation: Do you know exactly who you are targeting? With the ICP, you can
refine your segmentation to reach just those clients who are most valuable to your business.

* Personalization of messages: How can you make your message resonate more? By adapting your
communication to speak directly to the needs and desires of your ideal client.

* Optimization of the customer experience: Are you providing an experience that delights your clients?
Focusing on the ICP allows you to improve every point of contact.

* Focus on loyalty and retention: How can you maintain your best clients? With the ICP, retention beco-
mes a priority, ensuring long-term relationships.

* Intensive use of data and analysis: What data are you using to improve your strategy? The ICP requi-
res in-depth analysis to perfect every interaction.

2.Strategies for ECP:

* Exploration of new channels: Have you considered other places where you could find clients? With
the ECP, it's time to explore and experiment with new platforms and channels.

* Product/service adaptation: How can you modify your offering to attract a broader audience? Adjust
your product for different segments or niches.

* Targeted marketing to new segments: Are you ready to speak to a new group of clients? With the
ECP, you should adapt your marketing to reach and resonate with these new segments.

* Market testing and adjustments: How do you know if a new strategy will work? Conduct market tests
to refine your approach before a full deployment.

* Customer education campaigns: Do your potential clients truly understand how they can benefit
from your product? Educating new segments is essential for the success of the ECP.
This map provides you with a clear and structured vision of how you can maximize the impact of your marke-
ting according to the client profile. Whether you're looking to improve your approach, whether for ideal clients
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or those in expansion, these strategies give you the clarity you need.

What do you think? Ready to adapt your marketing to the needs of each type of client? This approach will help
you grow your business more effectively, ensuring that each tactic is aligned with your growth objectives.

6.4 Case studies: examples of strategies that have combined ECP and ICP

Many companies have achieved impressive success by intelligently combining ECP and ICP strategies. What
can we learn from them? Let's look at some examples of how they have used both approaches to grow and
diversify.

1.Amazon Web Services (AWS): AWS began by focusing on large tech companies, a clear ICP. However, they
soon identified that small startups and non-tech companies could also benefit from their cloud infrastructure.
By expanding their ECP, AWS was able to capture a significant portion of this new market, diversifying their
revenue and reducing dependence on a single type of client.

2.Tesla:Initially, Tesla focused on high-income consumers interested in luxury electric vehicles. This was
their ICP. But by identifying an ECP in younger consumers and those interested in more affordable vehicles,
they launched the Tesla Model 3. The result? Tesla not only expanded its customer base but also accelerated
the widespread adoption of electric vehicles.

3.Salesforce: Salesforce is another great example. They started by targeting small and medium-sized bu-
sinesses that needed an easy-to-use CRM. Over time, they refined their ICP to include large corporations,
developing advanced functionalities to attract this new segment. At the same time, they continued exploring
the ECP, capturing startups and new businesses that were growing and needed a scalable solution.

—— AWS-Revenue (in billions of USD)
—— Tesla-Sales (in thousands of units)

Source: Prepared by HML
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Have you ever wondered how AWS and Tesla have managed not only to stay on top but also to continuous-
ly expand? This chart reflects how these two companies have used combined strategies of ECP and ICP to
achieve constant growth and market diversification.

1.AWS: The blue line shows the revenue growth of AWS, which went from $100 billion in 2017 to $550 billion
in 2024. Initially, AWS focused on its Ideal Customer Profile (ICP): large corporations requiring robust cloud
solutions.

However, by expanding its offering to include small and medium-sized businesses (SMBs), startups, and
individual developers (ECP), AWS managed not only to maintain its existing customer base but also to attract
new segments. This approach allowed AWS to capitalize on both mature and emerging markets, adapting its
services to a more diverse audience and expanding its global presence.

2.Tesla: The red line represents the growth in Tesla's sales, which increased from 50 thousand units in 2017
to 550 thousand units in 2024. Tesla began with a focus on high-income clients, offering luxury electric vehi-
cles like the Model S and Model X, which defined its ICP.

Starting in 2017, Tesla launched the Model 3, a more affordable vehicle, which allowed the company to ex-
pand its market to consumers with lower incomes (ECP). This strategy allowed Tesla to not only dominate the
luxury electric vehicle market but also capture a significant portion of the mid-range vehicle market, achieving
substantial sales growth and a greater adoption of electric vehicles globally.

This chart underscores how AWS and Tesla have carefully balanced stability and expansion through a com-
bination of strategies focused on their Ideal Customer Profile (ICP) and expanding market segments (ECP).
By adapting their services to diverse customer needs, AWS and Tesla have reached accessible and emerging
markets, demonstrating how a well-defined customer strategy can drive growth and innovation.

What does this mean for your company? Adopting an approach that combines the depth of an ICP with the
breadth of an ECP allows you not only to solidify your position in the market but also to explore new opportu-
nities that can drive long-term growth.

Are you ready to apply this approach in your strategy? With this model, you can ensure that your company not
only remains relevant but is also prepared to capitalize on new opportunities as market dynamics evolve.

The true power of B2B marketing lies in balancing precision and expansion. While the ICP allows you to

focus on what works, the ECP invites you to explore and innovate. Success is not about choosing one
over the other but knowing when and how to combine them to unlock new opportunities.
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Now that we have explored what the Expanded
Customer Profile (ECP) and the Ideal Customer
Profile (ICP) are, it's time to see how you can apply
these concepts in real-life B2B scenarios. Have
you wondered how these profiles can really make a
difference in your marketing and expansion strate-
gies? Here's how:

7.1 Application of ECP in market
expansion

The ECP is your tool to explore new horizons.
Imagine you have a solid base of customers who
perfectly fit your ICP. But, what happens when the
market starts to saturate, or you need to diversify
your revenue sources? This is where the ECP comes
into play, allowing you to expand your reach and
capture new opportunities.

1.1dentify emerging segments: Maybe you have
been focusing on large companies within a specific
industry. But, what about medium-sized companies
in an adjacent industry that are beginning to need
what you offer? The ECP allows you to identify and
target these new segments before your competition
does.

2.Adapt your offering: Sometimes, expansion isn't
just about finding new clients but adjusting your
product or service to be relevant in new contexts.
Can you adapt your offering to meet the needs of a
new segment? Small changes can open big doors.

3.Test and adjust: Not all expansions will be suc-
cessful on the first try. Use market tests to ex-
periment in these new segments and adjust your
approach based on the feedback you receive. Are
you willing to learn with each attempt? Flexibility is
key.

Market expansion with ECP

Initial

Market

Source: Prepared by HML

Have you ever wondered how a product that starts
in a specific market can conquer new territories?
This chart is a visual representation of how the use
of the Expanded Customer Profile (ECP) can su-
pport the expansion of a product into new sectors,
allowing it to grow and reach different segments of
the market.

Imagine you start in an “Initial Market" (represented
by the larger blue circle). Here, your product has
found its first group of customers who truly value
what you offer. But, what happens when this market
starts to saturate, or you seek new growth opportu-
nities?

This is where the ECP comes into play. Let's think
of “Sector A" as a group of clients who have similar
needs to those of the initial market but in a slightly
different context. Perhaps it's a related industry or
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a different geographic region. With the right strate-
gy, you can expand your reach into this new sector,
opening new doors for your business.

As you advance, "Sector B," “Sector C," and “Sec-
tor D" represent other expansion opportunities.
Each of these sectors may have different charac-
teristics, but what unites them is that they are all
within the scope of your offering, they just require
some adjustments to a slightly different marketing
approach.

The power of the ECP lies in this flexibility to ex-
plore and capture new markets without losing the
essence of what made your product successful in
the first place. Think of how companies like Ama-
zon started with book sales and, using similar
strategies, expanded into practically all areas of
e-commerce.

Can you see how this approach could apply to your
business? By carefully expanding using the ECP,
you are not just opening new opportunities but also
building a more robust and diversified growth base
for the future.

7.2 Using ICP to improve the accu-
racy of marketing camapaigns

When it comes to maximizing the efficiency of your
marketing campaigns, the ICP is your best ally.
Have you ever encountered campaigns that don't
deliver the expected results? It might be because
you are not focusing on the right clients.

1.Personalize to the maximum: The ICP allows you
to direct your marketing efforts toward those clients
you know value what you offer. This means you can
personalize your messages, offers, and content to
resonate directly with their needs. The more speci-
fic you are, the more impactful your campaign will
be.

2.0ptimize your budget: By focusing on your ICP,
you can allocate your resources more effectively,

avoiding spending money on clients who have
little to no conversion potential. Why spread
your resources thin when you can focus them on
the clients who truly matter?

3.Reduce the sales cycle: By targeting clients
aligned with your offering, you can significantly
shorten the sales cycle, increasing efficiency
and return on investment. What if you could
close more sales in less time? The ICP makes
this possible.

Optimized Sales Funnel with ICP

Retention

Source: Prepared by HML

Imagine having a clear and precise guide to lead
your clients from the first impression to beco-
ming loyal brand advocates. This graphic shows
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how a well-defined Ideal Customer Profile (ICP) can benefit every stage of the sales funnel, ensuring that each
interaction is aligned with your ideal clients' needs and desires.

1.Attraction: In the top part of the funnel, your goal is to attract the attention of potential clients. How do you
do it? By using a well-defined ICP, you can design campaigns that speak directly to your ideal clients. Think
of this as a lighthouse guiding ships in the sea. When you know who you're targeting, your message becomes
clear and resonant, attracting those who truly need what you offer.

2.Interaction: Once you have captured their attention, the next stage is interaction. Here is where you start
building a relationship. With a clear ICP, you can personalize your messages and content to resonate with
your clients' concerns and specific interests. It's like having a conversation where you know exactly what to
say to maintain their interest and trust.

3.Conversion: At this stage, potential clients turn into actual clients. But how do you ensure they cross that
line? A well-defined ICP allows you to create irresistible offers and adjust your sales strategies to align per-
fectly with what your clients are looking for. Imagine you're selling a pair of shoes tailored to perfection. When
you know your client well, the sale feels natural.

4 Retention: Finally, we reach retention, where the goal is to keep your loyal clients committed in the long
term. How do you achieve this? By following what your ICP has outlined, you can continue offering value and
adapting your services to the changing needs of your clients. You know your client well, and they trust you.

This optimized sales funnel shows that focusing on the ICP not only improves the precision of your campaig-
ns but also builds stronger, longer-lasting relationships with your clients. Each stage of the funnel becomes
an opportunity to connect and retain your audience.

Are you ready to optimize your sales strategy? By understanding the needs and desires of your ideal clients,
you can guide your prospects more effectively and build not just sales, but also stronger, long-term relations-
hips.

7.3 Message personalization according to ECP and ICP

Personalization is key for both the ECP and ICP to work effectively in practice. Have you ever wondered how
to adapt your communication for different types of clients? This is where differentiation in your messages
makes a difference.

1.Messages for ICP:

* Focus on specific solutions: When addressing your ICP, the message should be clear and direct, fo-
cused on how your product or service solves the specific problems they face. Speak their language, show that
you understand their challenges and offer concrete solutions.

* Use testimonials and case studies: Make sure to include case studies that demonstrate how you
have helped other clients achieve their goals. What better way to convince than by showing real examples?
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2.Messages for ECP:

* Educate before selling: Clients in your ECP may not be familiar with your offering. Here, education
is key. Use educational content such as blogs, videos, and webinars to explain how your product can benefit
them. The idea is to build trust first.

* Adapt the tone and approach: Since you are entering a new segment, it is important to adjust your
tone and approach. What do they need to know to make an informed decision? Ensure your messages are
clear and relevant.

Message Personalization Map

Messages for ICP Messages for ECP
Direct Message General Message
Detailed Content Educational Content
Focus on Benefits Focus on Curiosity
Clear Call to Action Invitation to Explore

Source: Prepared by HML

Have you ever wondered how to adjust your messages to better connect with different types of clients? This
personalization map shows you how to adapt your communication based on the client profile, ensuring that
your messages connect with both your ideal clients (ICP) and those in expansion (ECP).

1.Messages for ICP: Imagine you are speaking directly to your ideal clients, those you know are interested in
what you offer. Here, the approach is clear and direct:

* Direct Message: Speak directly about the specific benefits these clients are looking for. For example,
if you sell project management software, you could emphasize how it saves time and improves efficiency.

* Detailed Content: Don't be afraid to get into details. Your ideal clients want to understand how your
product works and how it can solve their problems. Think of a technical manual that addresses each feature
in depth.

* Focus on Benefits: Focus your message on the clear and specific benefits your product offers. How
can it improve your client's life or work? For example, if you offer a fast delivery service, talk about how it will
help reduce their response times.
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* Clear Call to Action: Finally, be clear about what you want them to do next. A direct message like “Re-
quest your free trial today"” can be very effective.

2.Messages for ECP: Now, change the tone. Imagine you are exploring new markets or speaking to clients
who are not yet familiar with your brand:

* General Message: Here, it is better to keep a softer and less specific tone. Think of an introduction
that piques interest without being too technical or detailed.

* Educational Content: Educate these potential clients about the value you can offer. For example, you
could share case studies or testimonials showing how others have benefited from your product.

* Focus on Curiosity: Awaken the curiosity of these clients and invite them to learn more. For example,
“Discover how you can improve your processes with our new tool” can be a good approach.

* Invitation to explore: Instead of a direct call to action, invite these clients to explore further. A messa-
ge like "Explore our solutions" might be more appropriate.

This map shows that the key to connecting with your clients is understanding who they are and what they
need. Adapting your message based on the customer profile not only improves communication but also in-
creases the likelihood that your message will resonate and generate a positive response.

Do you realize how you can apply this to your marketing campaigns? By personalizing your messages for
different audiences, you can ensure that each communication is relevant and engaging, whether you're targe-
ting your most loyal customers or exploring new opportunities in the market.

7.4 Technological tools that facilitate the definition and use of ECP and ICP

Nowadays, technology is an invaluable ally for defining and utilizing both your ECP and ICP in the B2B sector.
Are you taking advantage of all the tools at your disposal? Here are some tools that can make a big differen-
ce.

1.CRM (Customer Relationship Management) Platforms: Tools like Salesforce, HubSpot, or Zoho CRM allow
you to manage and analyze customer data efficiently. Do you want to keep a precise track of your interactions
and personalize your approach? These platforms are essential for segmenting your clients according to your
ICP or ECP and adapting your strategies accordingly.

2.Marketing Automation: Tools like Marketo, Pardot, and Mailchimp help automate and personalize your
marketing campaigns. You can create specific workflows for different customer segments, ensuring the right
message is delivered at the right time.

3.Advanced Data Analysis and Segmentation: Platforms like Google Analytics, Tableau, and Power Bl allow
you to analyze large volumes of data to identify patterns and segment your market more accurately. How can
you know if you are reaching the right customers? With these analyses, you can continuously refine both your
ECP and your ICP.

4.Customer Intelligence Tools: Services like Clearbit and ZoomInfo provide enriched insights about your po-
tential clients, helping you build more detailed profiles and identify expansion opportunities.
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Diagram of Technological Tools for ECP and ICP

Tools for ICP Tools for ECP
CRM Market Exploration Tools
Data Analysis Predictive Analysis Platforms
Marketing Automation Relationship Management Systems
Content Personalization Experimentation Tools

Source: Prepared by HML

Have you ever wondered what technological tools can enhance your B2B marketing strategies? This diagram
shows how different technologies can be integrated into the definition and application of both the Ideal Cus-
tomer Profile (ICP) and the Expanded Customer Profile (ECP). Let's explore how each tool can help you optimi-
ze your approach and maximize your results.

1.Tools for ICP:

* CRM (Customer Relationship Management): Imagine you're building strong relationships with your
most valuable clients. A CRM helps you maintain a detailed track of each interaction, ensuring no opportunity
is missed. For example, you can use a CRM to remember your most important clients' birthdays or to know
exactly when to send a special offer.

* Data Analysis: Knowing your ideal client is like putting together a puzzle. Data analysis tools allow
you to piece everything together by identifying patterns in customer behavior, preferences, and purchasing
trends. This gives you a clear and detailed view of who your ICP is.

* Marketing Automation: How can you be sure that you are sending the right message at the right
time? Marketing automation platforms help create personalized workflows that follow the actions of the
client, ensuring that each message is aligned with the interests of the ICP.

* Content Personalization: Every client has their own story, and content personalization tools allow
you to tailor the experience according to that story. Think of a website that changes its content according to
the visitor's interests, showing exactly what they need to see.

Chapter 7. Practical Applications in the B2B Industry 47

LG



Return to index b

2.Tools for ECP:

* Market Exploration Tools: When you are looking to expand your customer base, these tools help you
identify new market segments that you haven't reached. Imagine being able to discover a new group of po-
tential clients that you hadn't considered before.

* Predictive Analysis Platforms: Knowing what will happen next in the market is like having a crystal
ball. Predictive analysis platforms use historical data and current trends to predict future behaviors, helping
you adjust your ECP strategy before changes occur.

* Relationship Management Systems: When expanding into new markets, you need strategies and
systems that help manage the different needs and expectations of each client segment, maintaining a positi-
ve and effective relationship.

* Experimentation Tools: Testing new ideas is essential when you are expanding your market. Expe-
rimentation tools allow you to perform A/B tests and other experiments to understand what strategies work
best with new customer segments. This way, you can learn quickly and adjust your approach in real-time.

This diagram illustrates how appropriate technological tools can be your best ally in defining and applying
your ECP and ICP strategies. Whether you're looking to deepen relationships with your current customers or
explore new territories, having the right tools will give you the advantage you need to stand out in a competiti-
ve market.

Ready to apply these tools to your marketing strategy? With the right options, you can ensure that your com-
pany is always one step ahead, connecting more effectively with your customers and capturing new growth
opportunities.

In the world of B2B marketing, technology and strategy must go hand in hand. Clearly define your target

audience, personalize your message, and let the right tools guide your path to growth and expansion.”
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Defining an Expanded Customer Profile (ECP) and an Ideal Customer Profile (ICP) may seem simple in theory,
but in practice, it presents various challenges. Have you encountered difficulties trying to define or apply the-
se profiles in your company? Here, we address some of the most common challenges and how to avoid them,
debunking some myths that often confuse even the most experienced marketing professionals.

8.1 Challenges in Defining an ECP and ICP

1.Data Collection and Analysis: One of the biggest challenges is the collection and analysis of accurate data.
Without quality data, it is difficult to define customer profiles that truly reflect the reality of your market. Are
you sure your data is up-to-date and sufficiently detailed? Sometimes, incomplete or misinterpreted data can
lead you in the wrong direction.

2.Excessive or Insufficient Segmentation: Another challenge is finding the right balance in segmentation. Are
you segmenting too much, diluting your efforts, or not enough, missing opportunities? Proper segmentation
requires a clear understanding of where to draw the line so that your profiles are effective without being too
general or too specific.

3.Adapting to Changing Markets: Markets are not static, and what worked yesterday may not work tomorrow.

How do you ensure that your ECP and ICP remain relevant? Continuous adaptation and periodic review of your
profiles are essential to stay aligned with market realities.

Chart of Common Challenges in Defining ECP and ICP

Challenges in ICP Challenges in ECP
Precise |dentification Exploring New Markets
Market Segmentation Validating New Segments
Data Collection Product Adaptation
Continuous Adaptation Managing Complexity

Source: Prepared by HML
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Have you wondered what the main obstacles might be when defining your Ideal Customer Profile (ICP) or
your Expanded Customer Profile (ECP)? This chart highlights some of the most common challenges that
businesses encounter along the way, giving you a clear view of what you might anticipate and how you can
overcome them.

1.Challenges in ICP:

* Precise Identification: Imagine trying to find a needle in a haystack. Identifying precisely who your
ideal customer is can be just as complicated. You need to be specific about who your perfect customer is
and what characteristics define them. This requires in-depth data analysis and a clear understanding of your
business goals.

* Market Segmentation: Once you know who you are looking for, you must segment the market appro-
priately to focus your efforts. Think of it as organizing a big party where you only invite those who will enjoy
the event. You need to understand the differences among your clients and group them in a way that makes
your strategies effective.

* Data Collection: In a world where data is the new oll, collecting the correct information about your
customers can be a real challenge. You need the right tools and systems to obtain accurate and relevant
data. Imagine trying to assemble a puzzle with pieces from different games; without the correct pieces, you
will never get the complete picture.

* Continuous Adaptation: The market changes, and so do your customers. You must always be willing
to adapt and evolve with your ideal customers. It's like being in a relationship; you need to be attentive to their
needs and adjust to keep the connection strong.

2.Challenges in ECP:

* Exploring New Markets: When you decide to expand into new markets, you are venturing into unk-
nown territory. It's like going on an excursion without a map; you need to do your research and prepare for the
unexpected. It is not always clear which path will be the best, and it takes time and resources to explore these
new areas.

* Validating New Segments: Once you have identified new segments, you need to validate them. This
means proving that these segments are genuinely interested in your product or service. Think of it as a scien-
tist conducting experiments; you need solid proof before being confident in the results.

* Product Adaptation: Not all market segments will need the same product. Adapting your offerings
to meet different needs can be complicated and requires a good understanding of each new segment you are
trying to capture. It's like cooking for a large family with different tastes and preferences; you need to adjust
the ingredients to ensure everyone is happy.

* Managing Complexity: As you expand into new markets, the complexity of your operation increases.
You have to manage more variables, more data, and more strategies. It's like conducting an orchestra; you
need to ensure all instruments are in tune and working together to create a harmonious melody.

This graphic helps you visualize the challenges you might face in defining your customer profiles, whether
you are working on perfecting your ICP or exploring new horizons with your ECP. Understanding these obsta-
cles is the first step in overcoming them and ensuring your marketing strategy is robust and adaptable.
Ready to face these challenges? With the right preparation and tools, you can navigate these obstacles and
build a strategy that not only helps you define your customer profiles but also allows you to grow effectively
in new markets.
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8.2 How to Avoid Common Mistakes when Defining Customer Profiles

Mistakes are part of the learning process, but how can you avoid them when defining your ECP and ICP? Here
are some practical tips:

1.Avoid baseless assumptions: It's easy to fall into the trap of assuming you know your customers based on
past perceptions. Make sure every decision is backed by real data and rigorous analysis. Assumptions wi-
thout a foundation can mislead your efforts and cause you to waste valuable time and resources.

2.Don’t underestimate the importance of feedback: Customer feedback is a powerful tool that is often un-
derutilized. Are you actively listening to what your current and potential customers are saying? Involve your
sales and customer support teams to get direct information about what your market truly needs.

3.Maintain flexibility: A common mistake is creating customer profiles that are too rigid. Remember that your
profiles should be guides, not unbreakable rules. The ability to adjust and modify your profiles as you get new
data or as the market changes is key to success.

Source: Prepared by HML

Chapter 8. Challenges and Common Considerations 52

LG



Return to index

Have you ever felt frustrated because your marke-
ting efforts are not yielding the expected results?
You are not alone. This diagram shows some of the
most common mistakes when defining your Ideal
Customer Profile (ICP) or Expanded Customer Pro-
file (ECP), and it offers practical strategies to avoid
them. Let’s explore each one of them:

1.Error: Lack of clear data

* Imagine you are trying to put together a
puzzle without having the image on the box. It is
almost impossible to know what pieces fit where.
This is the problem with unclear and insufficient
data about your clients. Without a solid data base,
you are making blind decisions, which can lead to
ineffective strategies.

* How to avoid it: The solution here is to
collect relevant and precise data. Use data analysis
tools and CRM to collect information about cus-
tomer behavior, their preferences, and their needs.
The more data you have, the more complete your
strategy will be and the more effective your deci-
sions.

2.Error: Inadequate segmentation

* Think of it as organizing a party and not
knowing who the guests are. If you don't segment
your market, it's like sending out a ton of invitations
and just hoping the party is a success. This not
only wastes resources, but it also confuses your
clients.

* How to avoid it: Refine your segmentation.
Clearly define who your ideal customer is and group
your clients into specific segments that share simi-
lar characteristics. This will allow you to direct your
efforts more precisely and effectively.

3.Error: Too broad focus

* Imagine trying to catch fish with a net that
is just too big to handle. A too broad approach can
cause your message to be diluted, losing the oppor-
tunity to capture the customers that really matter.
You are trying to reach everyone and, in the end,

D

you reach no one.

* How to avoid it: Focus on your ICP. By
concentrating on your most valuable and relevant
customers, you can tailor your messages and stra-
tegies to resonate better with them. This doesn't
mean you should ignore other segments, but your
main energy should be directed where the greatest
value is.

4.Error: Not adapting the strategy

* It's like driving on an unfamiliar road wi-
thout adjusting your GPS. If you don't adapt your
strategy based on feedback and results, you risk fo-
llowing a path that leads nowhere. Markets change,
and so do your clients, which is why your strategies
must be flexible and adaptable.

* How to avoid it: Adjust based on feedback.
Continuously collect feedback from your campaigns
and clients, and use this information to make timely
adjustments. This will allow you to quickly reca-
librate your actions according to market changes
and maintain fresh and relevant strategies.

This diagram is a visual guide to help you identify
and avoid common mistakes in defining your custo-
mer profiles. With the right preparation and stra-
tegic alignment, you can measure the precision of
your marketing efforts and maximize your results.

Ready to improve your marketing strategy? With
this knowledge, you are better equipped to avoid
these errors and apply effective solutions that en-
sure the success of your campaigns.

8.3 Myths and Realities about ECP
and ICP

There are several myths surrounding the creation
and application of ECPs and ICPs. Have you heard
any of these? It is important to debunk them so you
can move forward with clarity and confidence.
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1.Myth: “The ECP is static and doesn’t need to change”
Reality: The ECP must evolve as your company and market change. It is a dynamic tool that requires conti-
nuous adjustments to remain effective.

2.Myth: “Only large companies need an ECP”

Reality: Any company, regardless of size, can benefit from having an ECP defined. Exploring new markets is
not exclusive to large corporations. Even small businesses can find significant opportunities in expanded
segments.

3.Myth: “The ECP dilutes the focus of marketing efforts”
Reality: If clearly defined, the ECP does not dilute the focus, but rather guides a broader and more strategic
approach. The key is in careful planning and the right strategy.

--

Source: Prepared by HML

Have you ever encountered preconceived ideas about the Ideal Customer Profile (ICP) or the Expanded Custo-
mer Profile (ECP) that don't quite fit with reality? This graphic will help you debunk some of the most common
misconceptions and offer you a clearer understanding of what these terms really mean.
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1.Myth: ECP is for any market

* You might think that the ECP is like casting a very wide net in the ocean, trying to catch any fish that
passes by. But this is not the case. It's not about catching anything; it's about finding new specific segments
that could benefit from your product.

* Reality: ECP focuses on specific markets with potential. Instead of trying to reach everyone, the ECP
is based on identifying new segments that are a good fit for your offering. For example, a software company
that initially focuses on large corporations can identify SMEs as a segment with a lot of potential and adapt
its product for them.

2.Myth: ICP is only for large clients

* Many believe that ICP is only about targeting the biggest and most lucrative clients. This is a mis-
taken idea that can limit your marketing strategies.

* Reality: ICP adapts to any client size. ICP is not defined by the size of the client, but by how well they
fit with your product or service. For example, a local business can be an ideal ICP just as much as a large
company if it represents the perfect client in terms of needs and purchasing capacity.

3.Myth: ECP dilutes the brand

* There is a perception that expanding into new segments through ECP can dilute your brand, causing
it to lose its essence. However, the reality is a bit different.

* Reality: ECP expands the brand's reach with purpose. Instead of diluting your brand, ECP allows you
to maintain the essence of your brand while finding new audiences that could also benefit from what you
offer. For example, a luxury brand that launches a more accessible product line can do so while maintaining
its values of quality and exclusivity.

4.Myth: ICP does not allow for growth

* Some people believe that focusing on the ICP means staying within a small niche with no room for
growth. This is a big misconception that could prevent your business from thriving.

* Reality: ICP can be a basis for expansion. By having a solid client base, you can use that information
to identify other growth opportunities. For example, if you know your ICP well, you can develop new products
or services that will also attract these clients or even target new similar segments.

This graphic helps you get rid of misconceptions and offers you a clearer picture of what ECP and ICP really
entail. By better understanding these concepts, you can make more informed and strategic decisions for your
business.

Ready to adjust your perception and apply these concepts more effectively? With this matrix of myths and
realities, you can ensure that you are using ECP and ICP in the way that best aligns with your business objec-
tives.

Defining your clients correctly is not a one-time exercise; it is a continuous process. Stay flexible, listen

to the data, and avoid falling into the trap of myths to ensure your profiles always reflect the reality of
your market.
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Nothing illustrates theory better than seeing how it works in practice. Do you want to know how a B2B com-
pany successfully implemented ECP and ICP? Let's explore a real case that demonstrates the challenges and
benefits of applying these concepts in the real world.

9.1 Company Overview

The company we are going to analyze is TechCo, a medium-sized company in the technology sector that
offers customized software solutions for project management. Founded 10 years ago, TechCo initially focu-
sed on large technology corporations, but over time, it began to notice stagnation in its growth. What did they
do to reverse this situation? They strategically applied the concepts of ECP and ICP.

Source: Prepared by HML

Imagine you are getting to know an innovative company called TechCo. This graphic provides a clear view of
how TechCo is organized and its initial market focus. Let’s break it down to better understand its structure
and strategy.

1.Product Development:

* Think of this department as the creative brain of TechCo. This is where all innovations are born. The
product development team focuses on creating technological solutions that address specific market pro-
blems. For example, if they discover that small businesses need a tool to manage their inventories better, they
design software that fulfills exactly that function.
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2.Marketing:

* The marketing department acts as the loudspeaker for TechCo. Its main task is to ensure that the
market knows TechCo has unique solutions. Imagine they are organizing campaigns specifically targeted at
small and medium-sized businesses, using channels like social media, email, and webinars. They are cons-
tantly adjusting their strategies to ensure that the message resonates with the right segments.

3.Sales:

* This team is the bridge between TechCo's products and its customers. Their initial focus is on small
and medium-sized businesses because TechCo identified that these segments have a critical need for the
solutions they offer. For example, the sales team might be attending trade shows and conducting demonstra-
tions to show how their software can solve inventory management problems.

4.Customer Service:

* The customer service department is the heart of the company, ensuring that customers feel valued
and satisfied. TechCo understands that maintaining their clients is vital, so they provide an excellent support
service. Imagine they have a dedicated team to answer questions, solve problems, and help customers get
the most out of their products.

5.Initial Market Focus:

* From the beginning, TechCo decided to focus on two key segments: small and medium-sized bu-
sinesses. These businesses tend to have fewer resources but need efficient tools to compete in a broader
market. By focusing on these segments, TechCo can offer tailored solutions that are exactly what these busi-
nesses need to grow.

This graphic shows how TechCo has structured its organization to align with its initial market focus. By
having specific departments that play a unique role in the objective, TechCo ensures that its message and
products reach the right clients in the most effective way possible.

Do you realize how an organizational structure can lead to the success of a company? With a well-defined

focus and dedicated teams, TechCo is positioned to positively impact the market and win market share stra-
tegically.

9.2 Initial Strategy and Identified Issues

TechCo initially defined an ICP very clearly from its early years, focusing on large corporations with complex
project management needs. However, over time, they began to notice some problems:

1.Market Saturation: The market of large technology corporations was becoming increasingly competitive,
and TechCo began facing challenges to capture new clients within their ICP.

2.Dependence on a Single Segment: High dependence on a single type of client made the company vulnera-
ble to market changes. What would happen if the market changed or if competitors offered better solutions?

3.Lack of Diversification: TechCo realized it had neglected other potential clients who could benefit from its
solutions. How could they better identify and leverage these opportunities?
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Analysis of TechCo’s Problems
in its Inicial Strategy

Lack of Need Identification

Ineffective Communication

Lengthy Sales Processes

Inefficient Customer Support

Source: Prepared by HML

Imagine being in a meeting with TechCo's executive
team, analyzing why their initial strategies are not
working as expected. This graphic highlights some
of the main challenges TechCo faced at the begin-
ning, helping them identify key areas that needed
improvement to move forward successfully.

1.Lack of Need Identification:

* Think of this like trying to sell an umbrella on a
sunny day. TechCo realized that they were not fully
understanding their clients' specific needs. They
were creating products without a clear understan-
ding of what real problems they needed to solve.
For example, they might have developed an advan-
ced feature in their software that their clients did
not consider essential, wasting time and resources.

>

2.Ineffective Communication:

* Imagine trying to have a conversation with
someone who doesn't speak your language. That
is what TechCo experienced with their marketing
communication. Their messages were not resona-
ting with their audience in the right way. Perhaps
they were using technical and complex terminology
to address small businesses that needed a simpler
and more direct language. As a result, they were
unable to capture the attention of the right potential
clients.

3.Lengthy Sales Processes:

* It's like trying to sell a car with a process
that takes four months. TechCo faced problems
with sales processes that were too long and com-
plicated. This was not only frustrating for clients
but also caused them to lose interest in completing
a purchase. For example, potential clients might
have to go through multiple meetings and appro-
vals, which delayed decisions and led clients to
seek faster alternatives.

4.Inefficient Customer Support:

* Imagine buying a product and then leaving
it when you need help. TechCo discovered that its
customer support was not meeting expectations.
This not only affected customer satisfaction but
also damaged its market reputation. For example,
clients reported long wait times and slow respon-
ses when they tried to get support for technical
issues.

This graphic is a powerful tool for understanding
the key problems TechCo faced at the beginning of
its journey. By identifying these challenges, TechCo
could take corrective measures, adjust its focus,
and design a new strategy that would better res-
pond to its target market's needs.

Can you see how early identification of these
problems can change the course of a company?

By addressing each of these challenges, TechCo
prepared to advance with a more solid and effective
strategy.
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9.3 Implementation of ECP and ICP

To overcome these challenges, TechCo decided to redefine its strategy by combining ECP and ICP more effec-
tively. How did they do it?

1.Redefining the ICP: Although they initially focused on large corporations, they decided to refine their ICP to
include companies in related industries that shared similar needs but had not been previously targeted.

2.Exploration of an ECP: TechCo began to explore new opportunities with medium-sized companies and star-
tups that were rapidly growing and needed scalable project management solutions. Why limit themselves to
just one type of client when there is so much untapped potential?

3.Adoption of new technological tools: They implemented advanced data analysis and CRM tools to closely
monitor these new segments and adjust their approach based on the results obtained.

Source: Prepared by HML

Would you like to know how TechCo reinvented its strategy to achieve more extensive and effective growth?
This diagram takes you through the process of how TechCo combined a precise redefinition of its Ideal Cus-
tomer Profile (ICP) with the exploration of new markets through the Expanded Customer Profile (ECP). Let's
break it down to understand each step.

1.Redefinition of the ICP:

* Imagine you are refining your aim in a game of darts. TechCo decided that before trying to attract
new clients, they needed to be very clear about who their ideal clients were. This meant revisiting their ICP to
ensure they understood exactly what type of client had the highest probability of benefiting from their pro-
ducts. For example, they identified that their best clients were small tech companies that valued customized
and flexible solutions.

2.Message Personalization:
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* Once they knew who they wanted to reach, the next task was to speak to them in their own langua-
ge. TechCo began to personalize their communication to resonate more deeply with their ICP. Imagine a tailor
making a custom suit; TechCo did the same with their marketing messages, ensuring that each word, each
image, was designed to capture the attention of their ideal clients.

3.Product Optimization:

* Have you ever adjusted a pair of shoes to fit perfectly? TechCo applied this same principle to their
products. They adapted their offerings to align better with the specific needs of their ICP, ensuring the pro-
ducts were exactly what their best clients were looking for. For example, they added features that their clients
valued, such as easy integrations with other software and more robust technical support.

4.Market Research:

* With their ICP well-defined and served, TechCo turned their attention to new horizons. They began
investigating which other market segments could benefit from their products. It's like exploring new terrain
with a map in hand; they were looking for new growth opportunities in places they hadn't considered before.
For example, they identified that medium-sized companies in the manufacturing industry could be a valuable
segment due to their increasing need for digitalization.

5.Product Adaptation:

* Knowing that not all new markets are the same, TechCo adjusted their products to meet the needs
of these new segments. Think of it like cooking a dish that adapts to the different tastes of your guests. They
made specific changes to their software to make it more attractive and useful for medium-sized manufactu-
ring companies by adding features that better respond to their specific needs.

6.Testing in New Segments:

* Before a full launch, TechCo decided to test the waters. They implemented their adapted products in
a limited number of new companies in the manufacturing sector to see how they reacted. It's like launching
a beta version of a product to get direct feedback from real users. This testing phase allowed them to further
refine their approach before a broader implementation.

This diagram shows how TechCo managed to combine the precision of a well-defined ICP with the boldness
of exploring new markets through the ECP. By doing so, they not only solidified their position with their ideal
clients but also opened new growth opportunities in segments they had not initially considered.

Can you see how this dual approach could be applied to your marketing strategy? By adjusting your efforts

to cater to both your existing client base and new markets, you can ensure more sustainable and diversified
growth.

9.4 Results and Lessons Learned

TechCo's new strategy began to show results in less than a year. What did they achieve?

1.Revenue Diversification: The exploration of the ECP allowed TechCo to diversify its income streams, redu-
cing dependence on a single type of client and increasing its resilience to changes in the market.

2.Greater Client Retention: By refining their ICP and further personalizing their offerings for their ideal clients,
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TechCo saw an increase in retention and satisfaction among their key clients.

3.Expansion into New Markets: TechCo managed to expand into new industries and market segments, captu-
ring medium-sized companies and startups that were previously not on their radar.

I Before Implementation
B After Implementation

Source: Prepared by HML

Would you like to see how a well-executed strategy can transform a company’s performance? This graphic
illustrates the impact TechCo had by combining its focus on the Ideal Customer Profile (ICP) and the explora-
tion of the Expanded Customer Profile (ECP). Let's explore each of the metrics and see what changes occu-
rred after implementing this new strategy.

1.Client Growth:

* Before the implementation, TechCo had only modest client growth. This can be seen in the red bar
on the left. Imagine you are fishing in a small lake and only catching a few fish.

With the redefinition of the ICP and the exploration of new market segments through the ECP, TechCo was
able to attract more clients, as reflected in the increase shown by the green bar on the right. It's as if TechCo
had expanded its net to a larger ocean and was catching more fish.

2.Revenue:

* Notice the increase in revenue after the implementation. Before, TechCo was achieving stable but
not outstanding revenue, which is represented by the red bar. It's like having a store in a neighborhood with
moderate customer traffic. After implementing the new strategy combining ICP and ECP, revenue increased
significantly, as shown by the green bar. Now, it's like TechCo moved its store to a main avenue with much
more traffic and sales.
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3.Customer Satisfaction:

* Customer satisfaction is a crucial indicator for the long-term success of any company. Before the
implementation, TechCo had decent satisfaction, but there was room for improvement. The red bar clearly
shows this.

Think of a restaurant that serves good food but could improve its customer service. After implementing chan-
ges and adjusting its strategies to better serve its ideal clients, satisfaction increased significantly, as shown
by the green bar. It's like improving the menu and customer experience in the restaurant, making customers
return happier and more frequently.

4.Sales Closing Time:
* Sales closing time is a key metric for measuring the efficiency of sales processes. Before implemen-
tation, TechCo took longer to close sales, as indicated by the higher red bar.

Imagine trying to complete a marathon while carrying a heavy backpack; everything becomes slower and
more exhausting. After adjusting its approach and optimizing its strategy, TechCo was able to reduce the time
required to close sales, as shown by the lower green bar. Now, it's like running the marathon lighter and with
less effort, reaching the goal faster.

This graphic clearly shows the positive impact of combining a refined strategy on the ICP with the exploration
of the ECP. By adapting its approach and expanding its market, TechCo not only increased its client base and
revenue but also significantly improved customer satisfaction and sales efficiency.

Do you see how adjusting your strategy can lead to much more favorable results? TechCo is a great example
of how innovation and adaptability can drive success in a competitive market.

The case of TechCo teaches us that the true strength of a B2B marketing strategy lies in the ability to

adapt and diversify. It's never too late to explore new opportunities and refine your approach.
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We have come a long way in this guide, from understanding the basics of the ECP and ICP to their practical
application in the B2B sector. What have we learned along this journey? Let's summarize the key points, hi-
ghlight the importance of flexibility and adaptability, and offer some final recommendations.

10.1 Key Points Summary

* Clear Definition of ECP and ICP: Understanding and clearly defining your ECP and ICP is essential
to effectively focus your marketing efforts. Both profiles should be seen as complementary tools that, when
used together, can maximize both precision and market expansion.

* Strategic Application: The decision of when and how to use the ECP and ICP should be based on
your company's specific objectives and market conditions. A flexible and adaptive approach is key to naviga-
ting a dynamic business environment.

* Importance of Personalization: Customizing your messages according to the ECP and ICP not only
improves the effectiveness of your marketing campaigns but also strengthens long-term relationships with
your clients. Knowing your clients and speaking their language is fundamental to their loyalty.

* Use of Technological Tools: Technological tools are essential allies for defining, adjusting, and appl-
ying both ECP and ICP in real-time. Leveraging these tools can give you a significant competitive advantage.

10.2 Importance of Flexibility and Adaptation in B2B Marketing Strategy

The B2B market is constantly evolving. How do you ensure your marketing strategy remains relevant and
effective? The answer lies in flexibility and the ability to adapt. No strategy, no matter how good, is static.

* Review and adjust regularly: Continuously review and adjust both your ECP and ICP. The market
changes, and your profiles should change with it.

* Adopt a growth mindset: Keep an open mind and be ready to explore new opportunities. The ECP is
your gateway to markets you might not have considered before.

* Listen to your market: Feedback from your clients and data analysis are essential to adjust your
strategy. Flexibility is not just an option; it's a necessity to stay competitive.

10.3 Final Recommendations for B2B Companies

* Invest in analytical tools: Use advanced CRM and data analysis tools to keep your customer profiles
up-to-date and aligned with market trends.

* Keep communication open: Establish continuous feedback channels with your clients. Actively liste-
ning is the best way to adapt your strategy to their changing needs.

* Don't fear experimentation: Exploring new markets or adjusting your ICP might seem risky, but con-
trolled experimentation is key for long-term growth.

* Balance precision with expansion: Use the ICP to direct your efforts efficiently and the ECP to open
new doors. Balancing both will lead your company to sustained success.

In a world of constant change, the ability to adapt and evolve is not just an advantage; it's what sepa-
rates companies that thrive from those that merely survive. The key is to know your client, be willing to

explore new opportunities, and never stop adjusting your focus.
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In the world of B2B marketing, it's common to encounter terms and concepts that may not be familiar to ever-
yone. Below is a glossary of key terms used in this guide:

* B2B (Business to Business): This term refers to commercial transactions that occur between two
businesses. For example, when a software company sells a management program to another company. It is
different from B2C (Business to Consumer), where sales are made directly to the consumer, such as when you
buy clothes from an online store.

* ICP (Ideal Customer Profile: The ICP is like a description of your perfect customer. Imagine you can
choose exactly who you want as a customer because you know that this type of customer will get the most
out of your product or service. Defining your ICP helps you focus your efforts on the people or companies that
need what you offer the most and are likely to become loyal customers.

* ECP (Expanded Customer Profile): The ECP is like an extension of the ICP. Instead of focusing solely
on your ideal customer, the ECP helps you identify who else might benefit from your product, even if they don't
fit perfectly into the ideal customer description. It's like casting a slightly wider net to see if you can attract
more customers who would also benefit from your offer.

* CRM (Customer Relationship Management): A CRM is a tool or software that helps businesses keep
track of all interactions with their customers. Think of a CRM as a large digital planner that reminds you when
you last spoke with a customer, what you need to do next, and what products or services interest them the
most.

* Big Data: This term refers to large amounts of data that companies can collect and analyze to better
understand their customers and the market. Imagine having thousands of pieces of information about what
your customers prefer, how they behave, and what motivates them. Big Data analysis helps identify patterns
and make smarter decisions based on real data.

* Market Segmentation: Segmenting the market means dividing your potential customers into smaller,
more specific groups based on common characteristics such as age, location, or needs. It's like slicing a cake
into pieces: each slice represents a group of customers with similar tastes. By understanding these groups,
you can create messages and offers that are better suited to each one.

* ROI (Return on Investment): ROl is a way to measure how profitable an investment is. For example, if
you spend money on a marketing campaign, ROI helps you see how much you earned compared to what you
spent. It's like balancing the books to ensure that your investment is yielding good results.

* Marketing Automation: This term refers to the use of software to perform marketing tasks auto-
matically. For example, instead of sending emails one by one, an automation system can send personalized
emails to thousands of customers based on their interests or actions. This saves time and makes marketing
more efficient.

* Lead: A lead is someone who has shown interest in your product or service but has not yet become
a customer. It's like someone raising their hand and saying, “I'm interested,” but they haven't bought anything
yet. Working with leads is important to turn that interest into an actual sale.

* Sales Funnel: This term describes the process a potential customer goes through from the moment
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they show interest to finally purchasing a product or service. Think of the sales funnel as a series of stages:
first, the customer becomes aware of your brand; then, they consider your products; next, they decide to buy,
and finally, they become a loyal customer.

* Conversion: In marketing, a conversion is when a customer performs a desired action, such as filling
out a form, signing up for a newsletter, or making a purchase. It's the moment when someone goes from just
being interested to taking a concrete action.

* Retargeting: Retargeting is a strategy that shows ads to people who have already visited your websi-
te or interacted with your brand. It's like reminding them that you exist, hoping they'll come back and make a
purchase.

* SEO (Search Engine Optimization): SEO is a set of techniques that help your website appear in the
top search results on Google and other search engines. It's like making sure your store is on a busy street
where many people can see it.

* KPI (Key Performance Indicator): KPIs are metrics that companies use to measure the success of
their efforts and strategies. For example, a KPI for a marketing campaign could be the number of sales gene-
rated. It's like a scoreboard that tells you if you're moving toward your goals.

* Benchmarking: Benchmarking is the process of comparing your company's performance with others
in the same industry. It's like looking at how your competitors are doing and seeing what you can learn from
them to improve your own performance.

* Buyer Persona: A buyer persona is a fictional representation of your ideal customer, based on real
data about current customers and market research. It's like creating a detailed profile of a character, imagi-
ning their goals, challenges, and behaviors, to better understand who you are selling to and how to communi-
cate with them effectively.

* Conversion Rate: This term refers to the percentage of people who complete a desired action com-
pared to the total number of people who interact with your content. For example, if 100 people visit your
website and 10 make a purchase, the conversion rate is 10%. It's a key metric for measuring the effectiveness
of your marketing strategies.

* Lead Nurturing: Lead nurturing is the process of building relationships with potential customers
through relevant content and personalized communications, to guide them through the sales funnel until they
are ready to buy. Imagine it as caring for a plant, giving it water and light until it blooms.

* Funnel: The funnel refers to the stages a potential customer goes through from the moment they
become aware of your brand until they make a purchase. Each stage of the funnel, such as awareness, con-
sideration, and decision, requires different marketing tactics to move the potential customer down the funnel
until they convert into a customer.

* Customer Lifecycle: This term describes the different stages a customer goes through in their rela-
tionship with a company, from the first contact to becoming a loyal customer. It's like the journey of a custo-
mer from discovering your brand, purchasing your product, and continuing to interact with you over time.
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* Call to Action (CTA): A CTA is a clear and direct message that encourages visitors to take a specific
action, such as “"Buy Now," "Subscribe," or “Download.” It's like a nudge that gives them a clear direction on
what to do next to move forward in the buying process.

* Customer Journey: The customer journey is the path a customer takes from their first contact with a
company to completing a purchase and beyond. It's like a map that shows all the touchpoints a customer has
with your brand, helping you better understand their experiences and needs.

* Up-Selling: Up-selling is a sales technique where the customer is encouraged to purchase a more
expensive or higher-quality version of the product they are considering. It's like when a restaurant suggests
adding guacamole to your dish for a small additional cost.

* Cross-Selling: Cross-selling is a technique that involves offering additional products or services that
complement what the customer is already buying. For example, if someone purchases a mobile phone, you
might suggest a protective case or insurance for the phone.

* Lead Scoring: Lead scoring is a system that assigns a value to each lead or potential customer
based on their level of interest and likelihood of becoming a customer. It's like a point system that helps you
prioritize your sales and marketing efforts on the most promising leads.

* Inbound Marketing: Inbound marketing is a strategy focused on attracting customers through useful
and relevant content instead of intrusive advertising. It's like attracting bees with flowers rather than chasing
them with a net.

* Outbound Marketing: Outbound marketing, in contrast to inbound, involves actively reaching out to
potential customers through methods like cold calling, unsolicited emails, and paid advertising. It's like cas-
ting a net to fish, hoping to catch as many customers as possible.

* Customer Retention: Customer retention is a company's ability to keep its customers over time. It's
like ensuring that customers keep coming back to your store repeatedly instead of going to the competition.

* Churn Rate: The churn rate is the percentage of customers who stop using a company's product or
service during a specific period. It's like measuring how many customers leave after a season at a members-
hip club.

* Customer Experience (CX): Customer experience is the perception customers have of all their in-
teractions with a company. It's like ensuring that every touchpoint with your brand, from the first call to
post-sales service, is pleasant and satisfying.

* Growth Hacking: Growth hacking is a marketing approach that focuses on low-cost, creative stra-
tegies to help companies grow quickly. It's like thinking outside the box to find smart ways to increase your
business's growth and success with limited resources.

This glossary will help you better understand some of the more technical terms and ensure you have a complete
understanding of the concepts presented in this guide.
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For those who wish to dive deeper into the topics covered in this guide, here is a list of additional resources
you can explore:

12.1 Recommended Tools for Defining ECP and ICP

* HubSpot CRM: Ideal for managing customer relationships and defining customer profiles through data
analysis.

* Salesforce: Offers advanced CRM solutions and automation tools that facilitate the definition and seg-
mentation of ICP (Ideal Customer Profile) and ECP (Existing Customer Profile).

* Clearbit: A tool that enriches customer data, helping companies better define their customer profiles.
12.2 Templates and Examples for Creating Customer Profiles

* Download the blank template for your use here: ICP_Template - HML.pdf

12.3 Recommended Readings
Books:
* Peppers, Don, y Martha Rogers. Extreme Trust: Honesty as a Competitive Advantage. Penguin Group,
2012.
* Godin, Seth. This Is Marketing: You Can’t Be Seen Until You Learn to See. Portfolio, 2018.
Articles and Blogs:

* “Ideal Customer Profiles and Buyer Personas—How Are They Different? on the HubSpot blog.
* "10 Website Marketing Strategies To Grow Your Business” on Forbes.com.
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https://www.hubspot.es/products/crm
https://www.salesforce.com/es/
https://clearbit.com/
https://drive.google.com/file/d/1Y-SdD-7qIyPhjgPiJudHoI6KoFAKuPQf/view?usp=drive_link
https://blog.hubspot.com/customers/ideal-customer-profiles-and-buyer-personas-are-they-different
https://www.forbes.com/advisor/business/software/website-marketing-strategy/

Contact and Support:

HelloMrLead Website: https://www.hellomrlead.com/
Support Email: contacto@hellomrlead.com
Support Phone: +34 911 23 45 67

Was our content helpful?
Check out our website for more.

THANKS FOR YOUR READING

ELLOCRLERD
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