SELECTED WORK - CASE STUDY

CHRIS INTERNATIONAL APPAREL MANUFACTURER

LONDON, UK - 2026

WELCH

FRACTIONAL GTM & GROWTH

THREE WAYS TO WORK TOGETHER

01 BUSINESS DEVELOPMENT | SALES SYSTEMS 02 SALES / MARKETING / COMMERCIAL ENGINE BUILD 03 FULL COMMERCIAL STRATEGY | FRACTIONAL DIRECTOR

An enterprise business-
development programme,
built from the ground up.

A family-owned UK and Pakistan apparel manufacturer set out to win

new enterprise accounts in several international markets. I'm building
the foundations: who to sell to and in what order, who to reach inside each
account, what proof to show them, and the CRM and Al-assisted workflows /

that keep it moving.

CLIENT SCOPE PERIOD STATUS

FAMILY-OWNED APPAREL BUSINESS DEVELOPMENT, POSITIONING, LIVE SINCE IN PROGRESS: PIPELINE BEING
MANUFACTURER, UK & PAKISTAN CRM AND AI-ASSISTED WORKFLOWS LATE 2025 BUILT ACROSS PRIORITY ACCOUNTS

01 - WHAT WAS NEEDED 02 - HOW I APPROACHED IT
A growth brief that needed far Evidence first. Then decisions. Then the
more than outreach. build. Then the action.

m A defined customer. Which types of buyer most value
what the business does best, and in which markets, so
that every conversation starts with a likely fit.

01 - EVIDENCE WHAT WE KNOW
Ground every decision in the record, and keep re-testing it
Duty and landed-cost positions, certifications, catalogues, quality records and

B Anorder of attack. A long list of possible accounts, websites are checked for what can be evidenced. The sales correspondence is
scored and ranked so that effort goes first where margin, reviewed for what buyers actually ask for: a reason to add a supplier, workable
volume and quality expectations fit. order economics, clear terms and proof. Decisions are re-tested as the record

grows.

B Theright people in each account. Brand owners,
retailers, agents and sourcing offices buy in different ©2 - DECISIONS WHAT IS TRUE
ways. Each needed its own first conversation. Decide who to sell to, in what order, and what can be said

An Ideal Customer Profile (ICP) and segmentation by buyer type and market.
Target accounts scored on margin, volume and quality orientation, then ranked. A
claims register setting what may be said, with which proof, and what may not.
CRM rules: a lead becomes a deal only when the buyer replies, and quiet deals
are re-qualified before they are marked lost.

B Proof a buyer can check. Positioning and collateral that
lead with specific product strengths, with claims checked
against source documents and localised for each market.

B One system of record. A CRM where every contact sits
under the right account, conversations are logged, and
the pipeline can be reported reliably as it grows.

03 - BUILD HOW IT IS SOLD
Build the collateral, and the engine to work it

Six one-page segment sheets: two buyer segments across three regions, each
bili I d . . h localised for duty, compliance and transit. Decision-maker research and account-
capa ility alone doesn’t win the specific proposals. Apollo for enrichment and prospecting, feeding the client's
buyer: Out of a thousand capable Pipedrive CRM. Al assists with research and first drafts of text; | edit and decide,
suppliers, they choose the one that and facts are checked against source documents before collateral goes out.
communicates its niche clearly.

04 - READY FOR ACTION WHAT THE BUYER SEES
Work the market, and keep the pipeline honest

WORKING PRINCIPLE

Segment-specific first contact by LinkedIn and email, tailored briefs to named
decision-makers, and proposals where a buyer brief exists, while the CRM is
restructured for segmented campaigns. The numbers below measure traction,
not revenue.

WHERE IT STANDS - OCT 2026

1, 100+ 16 6 3 <7 months

ICP CONTACTS, ACROSS OPPORTUNITIES GLOBAL BUYERS ENGAGED ENTERPRISE BUYERS NOW FROM FIRST COLD EMAIL
NEARLY 400 ORGANISATIONS GENERATED BY DIRECT OUTREACH IN SAMPLING OR COSTING TO TEST-SCENARIO TALKS
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03 - WHAT WAS CREATED

Trust isn't sent. It's built.
So we built the engine.
Enterprise business development isn't plug and play. The factory had mostly supplied the

family's own wholesale business, or agent-led work. Selling direct to global brands takes
familiarity, demonstrated competence and trust. These parts are built to earn it.

HOW TO READ THE MAP

Load-bearing. The programme can't run
without it.

Top rule: the method stage each layer
|

= SEerves.
WITHOUT IT what the business loses if it's
missing.

04 - READY FOR ACTION — WHAT THE BUYER SEES CLIENT'S OWN BRAND REGIONAL EDITIONS

01 REACH 02 QUALIFY 03 COMPARE 04 PROPOSE
F THE PROOF BEHIND THE SHEETS .|

First-Contact Segment Sheets Evidence Pack Landed-Cost Account

Messages 6 ONE-PAGERS - 3 REGIONS QUALIFICATION - ON REPLY Briefs Proposals
o INKEDIN + EMATIL One page per buyer The answer set for a ON A LIVE SPECIFICATION PER ACCOUNT - LIVE BRIEF
> . .
S A LinkedIn opener, then segment and region, sourcing team: Built to compare cost like Proposals and decks
< an email, written to each localised for duty, production route, for like, once a buyer written for one account:
é person's role and their compliance and transit. certifications and their shares a specification. its range, its calendar, its
a3 company's current scope. buying route.
& moves. WITHOUT IT WITHOUT IT
15 WITHOUT IT WITHOUT IT Qualification stalls while The buyer can't compare WITHOUT IT
= Outreach reads like a mail- One generic pitch gets the buyer waits for the offer with current Every buyer gets the same
E merge. half the market wrong. answers. supply. capability deck.

THE SPINE SETS EVERY TARGET,

tSUPPLIES THE ARGUMENT

03 - BUILD — HOW IT IS SOLD

Decision-Maker Positioning & Apollo + Pipedrive Al-Assisted Workflows
Research Messaging CRM RESEARCH - FIRST DRAFTS
PER ACCOUNT - PER PERSON INTERNAL - THE ARGUMENT ENRICHMENT - SYSTEM OF RECORD

Who buys, who influences and
who doesn't source at all, with a

brief on each person. precisely, and sets the copy for system of record, now being documents.
each segment. restructured.
WITHOUT IT WITHOUT IT WITHOUT IT WITHOUT IT

The pitch reaches the right
company and the wrong person.

A

A

Leads with specific product
strengths, states pedigree

Every message falls back on
generic capability.

INTERNAL

Apollo enriches and prospects;
the client's Pipedrive is the

Follow-up runs on memory, and no
one can report the pipeline.

BEHIND EVERY BUYER TOUCH

Account research and first drafts
of text. | edit and decide; facts are
checked against source

One person can't research, write
and follow up at this pace.

02 - DECISIONS — WHAT IS TRUE

Ideal Customer Target-Account Claims Register Pipeline Rules
Profile & Prioritisation CLAIM - PROOF - STATUS APPLIED IN THE CRM REBUILD
Segmentation MARGIN - VOLUME - QUALITY

BUYER TYPE x MARKET

Matches the client's strengths to
the types of buyer that value
them most, segment by segment
and market by market.

WITHOUT IT

Effort spreads across every
apparel buyer and lands with few.

THE SPINE

Each target account scored on
margin, volume and quality
orientation, then ranked.

WITHOUT IT

The loudest lead gets the time, not
the best one.

EVERY CONTACT LOGGED _A

WHO, IN WHAT ORDER, AND WHAT MAY BE SAID

What may be said, with which
proof and in which market, and
what may not, from certificates to
cost and capacity.

WITHOUT IT
One overstatement costs the trust
the rest of the pitch depends on.

A lead becomes a deal when the
buyer replies. Quiet deals are re-
qualified before they're marked
lost. One record per account.

WITHOUT IT
Pipeline numbers mean different
things to different people.

* * P. * EVIDENCE BEFORE DECISIONS J

H o
|
Correspondence Review

The sales correspondence, reviewed for what
buyers asked for, objected to and needed next.

EVIDENCE — WHAT WE KNOW 3 RECORDS

Market & Trade Research
Duty, tariff, compliance and transit positions for
each market, checked against primary sources.

Capability & Proof Audit
Catalogues, quality records, certificates and
websites checked for what the client can
evidence today.

WITHOUT IT
The pitch answers questions buyers never asked.

WITHOUT IT
Buyers are asked to take claims on trust.

WITHOUT IT
The cost argument fails the buyer's own check.

B Clients are described anonymously while engagements are live. Named references on
request, where clients agree.

Discuss your commercial question
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