— Simon

A marketer’s guide
to cross-selling

INn the age of customer personalization

ITEM PURCHASED:
Gentle Cleansing Body Soap

|
Hi, Jess! Love your new Gentle

Cleansing Body Soap?

Add our bestselling products to your skincare
routine! Save 15% on your next purchase:
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3 cross-sell plays that actually work

The promise of data-driven cross-selling is enticing: show customers exactly what they need, precisely when
they need it. But if you've tried implementing a cross-sell program, you know the reality is more complex.
Instead, cross-selling success means combining rich customer data with thoughtful execution.

Traditional cross-selling often fails because it focuses on products rather than customer needs. You've seen
it before: "Customers who bought this also bought...”

But customers expect more. They want personal and timely recommendations — suggestions that not only
solve problems but spark joy and inspiration in their shopping journey. Cross-selling should be treated
as a series of opportunities to add value rather than a sales tactic.

3 cross-sell plays that actually work

Before diving into specific tactics, these are cross-sell strategies that leading brands use to drive results
consistently.

1. The completion strategy

Why this works: Customers often purchase items for a larger goal or project. By understanding these goals,
brands can suggest products that help complete the solution, making the initial purchase more valuable.

How it works: Instead of pushing random related products, help customers complete a solution they're
already building.

@ Full purchase history data for your top customers
@ Identify common product combinations
@ Map out typical purchase sequences

@ Create messaging that focuses on completing the experience

Cross-sell success in action: Stitch Fix’s wardrobe building

The completion strategy works particularly well for personalized styling services like Stitch Fix. When clients
keep a specific piece from their Fix - say, a pair of pants they love - it creates a natural opportunity to suggest
complementary items that complete the look.
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3 cross-sell plays that actually work

STITCH FIX Fix Freestyle O Searchitams,brands,or styies Refer&get$25 (D Saved (M) Bag

Lauren's Looks Categories  Buy It Again

Shop Your Looks

Trending for You | Complete Your Looks

Your personalized shop is refreshed throughout the day with looks that go perfectly with what you've already bought.

A “ A n“l iy

By combining their understanding of the client’s style preferences with stylist expertise, they can recommend
coordinating pieces like fitted tees, tailored pants, or accessories that build a versatile outfit around that
anchor piece.

This approach makes sense because clients often seek to build cohesive wardrobes, not just acquire
individual items. When someone invests in a statement piece, they're likely thinking about how to wear it.
Timely suggestions for complementary pieces help solve that styling challenge while creating value for both
the customer and the company.

Key takeaway: Focus on the customer’s end goal, not just the individual product. Success comes from
helping them build or envision complete solutions.

2. The expert user evolution

Why this works: As customers become more experienced with your products or category, their needs
naturally advance. By recognizing and responding to these progression signals, brands can suggest timely
and relevant upgrades.

How it works: Help customers graduate to advanced products once they've mastered their current ones.

@ Define clear progression patterns @ Create messaging that acknowledges growth

@ Watch for advancement signals @ Time suggestions to match customer development
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3 cross-sell plays that actually work

A top brand using this strategy: Nike

Consider how Nike approaches customer progression through their Nike Training Club app and product
ecosystem. As runners log more miles or join their first virtual challenge, the brand can suggest performance-
focused gear that matches their growing commitment.

Nike Training Club

Nike App Nike Run Club
Your personal guide to Nike. The latest gear, angaging stories and worldwide  Everything you need to start running, keep running, and enjoy running more.
community for you.

Someone who starts with basic running shoes might be ready for specialized distance shoes, moisture-
wicking layers, or recovery gear as their training intensifies. The suggestions are helpful because they're tied
to the customer’s progress.

Key takeaway: Growth-based recommendations work because they acknowledge and support the
customer’s journey, making them feel understood rather than sold to.

3. The ecosystem expansion

Why this works: Once customers trust a brand to solve one need well, they're more likely to consider that
same brand for related needs. Innovative brands capitalize on this by showing how their product families work
together to create better overall experiences.

How it works: Get customers to invest deeper in your product ecosystem rather than jumping to competitors.

@ Identify your product families @ Track partial ecosystem adoption

@ Map integration benefits @ Create compelling "better together" stories
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Make these cross-selling strategies work together

A top brand using this strategy: Philips Hue

Philips Hue demonstrates this perfectly through their smart lighting ecosystem. When customers start
with a basic smart bulb starter kit, Philips can thoughtfully introduce complementary products that expand
the experience — from light strips for entertainment areas to outdoor lighting for pathway safety.

The Philips Hue Shop

Browse the complete collection of smart lights, see the latest and greatest products, and discover all that Philips Hue has to offer. Ready to shop?
/ .

Starter kits Bundles Track lighting Home security Bulbs

L2 | -

Browse all products Seeall v

These recommendations work because each new product adds functionality to the existing setup, helping
customers discover new ways to enhance their home’s lighting. Rather than pushing random smart home
products, each suggestion extends the value of their existing Hue system.

Key takeaway: Success comes from demonstrating how products work better together than separately,
making each addition a natural extension of the customer’s initial investment.

Make these cross-selling strategies
work together

While each strategy can work independently, many successful brands combine elements of all three.

A customer might start with a basic solution (completion strategy), develop expertise over time (evolution
strategy), and gradually adopt more of your product ecosystem. The key is recognizing where each customer
is in their journey and responding appropriately.
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How to get started with cross-selling

How to get started with cross-selling

You don’t need perfect customer data to begin. Start small. Pick one of these strategies, preferably the one
that aligns best with your current data capabilities.

= =
]
-
-
Choose a completion strategy Start with the evolution strategy An ecosystem strategy is best
if your products are naturally for products with clear usage for brands with multiple
part of a larger solution, patterns or skill progression complementary product lines
like beauty products, home (like fitness equipment, that work better together.
improvement, or fashion. software, or hobby supplies).

Then, identify one clear cross-sell opportunity within a promising product category. A beauty brand might
focus on complete skincare routines, fitness retailers could target runners advancing to their first race,
and smart home brands might connect lighting to home security.

Start with a focused 30-day pilot:

Q Select a small customer segment
° Track basic behaviors

Q Test your messaging

° Measure results

0 Refine before scaling

The best cross-sell programs don’t try to boil the ocean. They started with one perfect moment — like that
post-purchase window — and nailed it before moving on.

simondata.com


https://simondata.com

How to get started with cross-selling

How to recognize the cross-sell opportunities that matter

Understanding when to make recommendations is just as important as what to recommend. Here are
the key moments when customers are most receptive to cross-sell suggestions, and how they align
with each strategy:

The post-purchase window

The 48 hours after a purchase are golden. Customers are engaged with your
brand and actively thinking about their purchase. This is when they're most
receptive to suggestions that enhance their initial buy.

Strategy alignment: Use this for the completion strategy, suggesting items
that enhance their recent purchase.

The second visit

Areturning customer browsing similar items sends clear signals. They're
comparison shopping or looking to expand. Either way, they're ready
for relevant suggestions from your brand.

Strategy alignment: Works well with both completion and ecosystem
strategies, depending on browse patterns.

The brand loyalty milestone

When customers demonstrate consistent engagement, they're ready for
premium experiences. For instance, when a customer reaches Silver status |:|I
in your loyalty program, that'’s the perfect moment to introduce exclusive Sal

collections or early access to new releases. | |

Strategy alignment: [deal for customer retention and lifetime value growth.
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How to get started with cross-selling

The support interaction

After a positive support experience, customers are more likely to consider
additional products.

Strategy alignment: Great opportunity for ecosystem expansion,
introducing related solutions that prevent future issues.

The seasonal and lifecycle transitions

Natural changes in customer needs create perfect cross-sell opportunities.
These predictable transitions — whether seasonal changes, life events,
or business cycles — signal evolving needs. For example:

» Seasonal: Winter to spring wardrobe updates
« Lifecycle: Parents shopping for growing children

Strategy alignment: Effective for all three strategies, depending
onthe transition type.

The product launch window

When loyal customers engage with new product launches, they show
heightened brand interest. This excitement can be channeled into
the exploration of related product lines or exclusive previews.

Strategy alignment: [deal for early adopter engagement and premium
product introduction.

Understanding these moments helps you implement your chosen strategy
more effectively. Now, let’s cover how to set up the technical foundation
to capture and act on these opportunities.
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How to implement cross-selling into your marketing strategy

The gift-giving window

When customers make purchases marked as gifts or shop during key
gift-giving seasons, they're open to suggestions for both the gift recipient
and themselves. This dual-shopping mindset creates unique cross-sell

opportunities.

Strategy alignment: Effective for both recipient-focused recommendations
and self-purchase suggestions.

How to implement cross-selling into your
marketing strategy

Now that we understand the strategies and key moments, here’s how to implement them. Success requires
having the right data foundation and knowing how to use it effectively.

Essential customer data foundation

Your customer data platform holds valuable insights about these moments, but you must know where to look.
Start with:

e e Lo Support interactions: Highlights
Reveals what customers buy and natural . . .
potential needs and pain points

product combinations

Usage metrics: Shows how customers &0 Email engagement: Demonstrates
engage with your products product and category interests

E\

Browse patterns: Indicates what
customers are actively considering
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How to implement cross-selling into your marketing strategy

Activate customer data for cross-sell opportunities

Customer data only creates value when you act on it at the right moment. Set up these critical triggers
to convert customer behavior into timely recommendations:

Love your new Gentle Cleansing
Body Soap?

Hi, Jess!

Thank you for choosing our bestselling body soap! To get the most out of your new
skincare routine, check out our new moisturizers! Save 15% on your next purchase: P
ost-purchase

(48-hour window)

Shop now:
@ @ Suggest complementary items
Soothing Cream Hydrating i i i i
Moisturizer Hand Cream while purchase intent is high
48 49
o
| $20 $17 $24 $20.40
Spring is Coming! #
Hi, Melissa! We noticed you loved our winter collection.
Get ready for the new season with these fresh picks:
Light layering pieces perfect New arrivals in your favorite Browse pattern
for changing temperatures style and colors .
(3+ views)
| |,
. Respond to active product

research
Uf’
Shop Spring Collection
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How to implement cross-selling into your marketing strategy

Welcome back, Sarah!

We noticed you're exploring more historical fiction.

Based on "The Last Kingdom™ in your collection:

THE TOOK THIEF

Complete your collection:
20% off historical fiction

Issue Resolved Successfully!

DELIA OWENS

Explore Series

We're glad we could help with your data import. Upgrade to Pro and get these

features plus more!

Prevent Future Import Issues
9 Automated data validation
° Pre-built import templates

° Priority support access

Special offer:
Upgrade today for 3 months free

simondata.com

Upgrade to Pro

Cart abandonment
(4-hour window)

Address purchase hesitation

Support resolution
(24-hour window)

Build on positive support
experiences
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How to implement cross-selling into your marketing strategy

¥ Incredible Achievement!

Congratulations, Julia! You've completed 20 workouts this month.

You're crushing your fitness goals! We've noticed you're especially loving our HIT

workouts. Ready to take your training to the next level?

Unlock Premium HIIT Programs
° Advanced 12-week progression plan

° Personal best tracking

Usage milestone
(75% utilization)

Recognize readiness
for expansion

Special milestone offer:
. rade Now
30% off annual membership P9

Execute your cross-sell channel strategy

Different messages need different channels. Here’s how to match your message to the moment:

A
Email

Best for educational content and detailed
recommendations.

Why it works: Gives space to explain product
benefits and show use cases

Mobile & SMS

Perfect for time-sensitive offers and quick updates.

Why it works: Reaches customers when they're
most likely to act

simondata.com

Website personalization
Ideal for visual demonstrations and discovery

Why it works: Enhances the natural shopping
experience

Direct outreach

Reserved for high-value opportunities and
complex solutions

Why it works: Provides personal attention for
important decisions
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Measure what matters

Measure what matters

Success in cross-selling isn’'t just about making recommendations — it’s about making the right ones.
Focus on these key metrics to evaluate and improve your program:

Core success metrics

Cross-sell
acceptance rate

Time to secondary
purchase

Category
expansion rate

Cross-sell AOV

Customer
satisfaction

What it shows

How relevant your
suggestions are

How well you’re timing
recommendations

Success at introducing
customers to new
product lines

Value of cross-sell
purchases

Whether
recommendations
enhance customer
experience

Signs it’s time to scale

Example

30% of customers who
buy running shoes accept
recommendations for
moisture-wicking socks

Customers purchase
recommended items within
48 hours vs. waiting weeks

Beauty customers moving
from skincare to makeup
products

Customers spending more
on complementary items
than their initial purchase

Lower return rates
on suggested items
vs. general purchases

Look for these indicators that your program is ready for expansion:

Red flag

Low acceptance rates
might indicate poor
timing or irrelevant
suggestions

Long delays might
suggest your triggers
need adjustment

Customers staying
within single categories
despite suggestions

Cross-sell items
consistently lower
in value than typical
purchases

Higher returnrates on
cross-sold items

@ Consistent acceptance rates above baseline @ Lowerreturnrates on recommended items

@ Positive customer feedback on suggestions @ Strong performance in pilot segments
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Common pitfalls that derail cross-selling strategies

Testing and optimization tips

@ Testone variable at a time (timing, channel, or message)
@ Run tests for at least two weeks
@ Compare results across different customer segments

@ Document what works for each product category

Remember: Every suggestion either builds or erodes trust. Make each one count by continuously
monitoring these metrics and adjusting your approach based on the data.

Common pitfalls that derail cross-selling

strategies

Great cross-selling requires restraint. The best programs feel helpful, not pushy. Here are the most common

mistakes and how to avoid them:

Timing trap

The mistake:

Pushing cross-sells too early, before customers
have experienced value from their first purchase

The relevance mistake

The mistake:

Suggesting products based on general categories
rather than specific use cases

simondata.com

How to avoid it:

« Wait for clear usage or satisfaction signals

+ Follow customer engagement patterns

« Test different timing windows to find optimal
moments

How to avoid it:

« Focus on solving clear customer needs

« Use actual customer behavior data, not
assumptions

- Test recommendations with small segments first

15


https://simondata.com

Level up your cross-selling strategy

Automation overreach

The mistake: How to avoid it:
Letting algorithms (I'm looking at you, Al & ML!) + Regularly review automated recommendations
make suggestions without human oversight « Check for context and seasonality

« Monitor customer feedback and adjust rules

Channel bombardment

The mistake: How to avoid it:

Hitting customers with the same offer everywhere - Coordinate messages across channels
« Set frequency caps per customer
+ Vary message content and format

Level up your cross-selling strategy

As your cross-sell program matures, you’ll find opportunities to combine strategies and expand your
approach. Success signs include:

@ Customers actively seeking your recommendations

@ Lower marketing costs for repeat purchases

o Increasing customer lifetime value

@ Strong product adoption across categories

Remember: The goal isn’t just to sell more products — it’s to help customers discover items they’ll love
and create experiences that keep them coming back. When you focus on adding real value, growth
follows naturally.

Your customers are already showing you what they need next. Your job is to notice these signals and respond
with suggestions that genuinely help.
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