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BUSINESS CROSS-SELLING

Why cross-selling works
It’s estimated to cost up to seven times more to obtain  
a new client than it does to retain one, so cross-selling  
makes good business sense for you – and your clients.
BY CLIFTON WARREN

A
n insurance brokerage will introduce cross-selling 
into its firm with the best of intentions but after a 
short while, due to the amount of attention required 
in processing renewals, it often loses its momentum. 

Brokers today are potentially missing out by failing to 
exploit their most valuable asset: their client base. Cross-
selling is big business and presents a tremendous opportunity 
for brokers to increase revenue and profit and reduce churn. 
Wells Fargo, one of the world’s largest insurance brokers, has 

pioneered the use of cross-selling. If they’re doing it, perhaps 
you could too?

The fluctuating market cycles are impacting the revenues of 
many firms, thus diminishing growth potential. It is estimated 
to cost between five and seven times as much to obtain a new 
client as it costs to retain one. Clearly, selling more to existing 
clients should be the top business strategy initiative. Why do 
so many brokers fail to exploit their most valuable asset? There 
are five major reasons for this.  

TOP TIPS FOR MAKING CROSS-SELLING AN EVERYDAY OCCURRENCE

Begin with an audit
Conduct an audit of the firm’s 
resources and clients, and look for a 
match between what is available and 
what the customer needs. Identify 
all staff and departments with client 
contact and address any barriers, 
including poorly-designed incentive 
programs. Determine whether 
clients are aware of the firm’s full 
offering and whether each staff 
member understands the customer 
care element in his or her work.

Add cross-selling goals to  
the annual review 
What gets measured gets done. 
Employees will typically work on 
those performance goals that have 
been explained to them as being 
an important part of their jobs. 
Why not make it known that cross-

selling is a part of the job for all 
client contact staff and put specific 
goals in their annual performance 
reviews? Individual success may 
not come easily or without training, 
but documenting the goals will give 
employees an added incentive. 
Recognition can be a powerful 
motivator, so provide visible praise 
for cross-selling success.

Recruit new employees  
who will cross-sell
Once a broker has decided to 
adopt cross-selling as a way of 
doing business, it makes sense to 
add cross-selling experience and/
or ability as a required skill when 
recruiting and training new staff. 

It’s important to hire new 
employees who will be comfortable 
with cross-selling, as well as to set 

the expectation for cross-selling 
from the beginning.

Start with an initial focus
Instead of trying to offer everything, 
select a product or class of risk 
for the initial cross-selling focus. 
Learn everything you can about 
your client’s business, bring fresh 
ideas and perspectives, and look for 
opportunities to educate him or her. 

Provide training
Employees fear being seen as pushy; 
while many staff are customer 
service-oriented, they are not sales-
oriented. It’s worthwhile to provide 
training in questioning, probing and 
listening skills (so as to be able to 
identify new opportunities), as well as 
on the full product range. Encourage 
staff to share their success.
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No rewards for cross-selling
Employees will resist cross-selling when there is no reward for the 
individual or the team, even when it would benefit the company overall. It’s 
therefore essential that everyone in the company buys into the program. 
The foundation of every successful cross-selling program is rooted in a 
strong incentive system based on personal recognition and financial reward. 

David Rogers of Westminster Broking House says it works for him: 
“Our incentive program encourages everyone in our business – brokers  
and non-brokers – to cross-sell.” 

Not having relevant products
When you sell one product to a client, 
they become a customer. When you truly 
understand their business and address 
problems through different ideas, service 
and products, the greater chance the that 
you will gain a long-term client. 

David Rogers Executive Director of 
Westminster Broking House, in WA, says: 
“We maintain a list of our clients’ potential 
insurance risk to help us to identify 
relevant products.”
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Cross-selling is not top of mind
When implementing a client cross-selling 
program, it’s important that everyone buys 
into the philosophy and participates in the 
program. Brokers who fail to effectively 
cross-sell are actually doing a disservice to 
their clients and are, in effect, leaving the 
door open to competitors.

The two key elements that make cross-
selling work are trust and convenience. 
According to Mike De Giorgio, Head of 
Distribution for Chartis Insurance: “Cross-
selling is a key business strategy for us 
to encourage and drive sales. Our state 
managers in every branch have a cross-
selling KPI, which forms part of their  
annual performance review.”

Employees’ fear of being seen as pushy
Some might suggest that clients are irritated by cross-selling  
and perceive it as an aggressive sales approach. Interestingly, 
research indicates that the reverse is actually true. Most clients 
prefer a full spectrum of products and services, and appreciate 
the convenience that is provided through a comprehensive  
cross-selling approach.

Begin by conducting in-house training for all staff and 
departments which have contact with customers on the full 
range of company offerings. While many employees are customer 
service-oriented, they may not necessarily be sales-oriented.

Chartis’s Mike De Giorgio says: “We encourages cross-selling 
and get a lot of benefit by working with brokers. We hold regular 
team meetings to discuss new submissions and renewals and 
to determine who the best person is to be the central point of 
contact with the broker. It may be the branch manager, profit 
centre manager or even the CEO. 

“Our goal is to help the broker; we find that most brokers 
simply don’t ask the question about other lines of business.”

Clients don’t see the benefit of moving  
additional business to the firm
Your clients already posses a degree of trust in your company, 
insofar as they have purchased a product of yours.

Everyone who has contact with clients should be aware of 
the firm’s full offerings and should fully understand the firm’s 
clients’ business needs. Recognising your clients’ needs, 
combined with an understanding, knowledge, and concern for a 
clients’ business, will engender confidence in the firm. 

According to David Lamb, CEO of Sportscover: “As an 
underwriting agency, the greater overall value of products a 
client has with us helps in the event of a ‘grey’ claim being paid, 
or in supporting a less profitable product and greater customer 
stickiness. More products per customer equals greater loyalty.”
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