Market Landscape
Positioning &
ICP Identification

How to read the Data & Al services market, identify the structural opportunity,
and define the exact customer profiles most likely to convert. Before spending
a dollar on marketing or sales.
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Introduction

Why Market Intelligence Comes Before
Everything Else

Every failed go-to-market programme for a Data and Al services firm shares a common root cause. It is not a
lack of tactics, a small budget, or an indifferent sales team. It is a fundamental misalignment between what the
firm believes about its market and what the market actually looks like. Firms run campaigns before
understanding who they are running them for. They define ICPs from aspiration rather than evidence. They
position against a competitor set rather than against the buyer's actual decision criteria. They spend on demand
generation before confirming that the demand they are generating is from accounts capable of converting.

This e-book is designed to fix that, systematically. It is the first of two volumes in the Data and Al Services GTM
Playbook series. This volume covers everything that must be understood and defined before a single campaign
is launched, a single piece of content is commissioned, or a single outreach sequence is activated. The second
volume covers what to do with that understanding. The marketing strategy, lead generation tactics, and
campaign architecture that transform marketintelligence into pipeline.

The argument of this e-book is simple: precision at the front end of go-to-market is the highest-leverage
investment a Data and Al services firm can make. Knowing exactly which accounts are in-market, why they are
in-market, what they are trying to achieve, and what will make them trust a services partner enough to engage,
that knowledge does not just improve marketing efficiency; it transforms the entire commercial model.
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The Evidence Base

The market analysis and ICP profiles in this volume
draw on research from McKinsey, BCG, Bain, KPMG,
Forrester, Gartner, and the Edelman-LinkedIn
Thought Leadership Institute, cross-referenced with
practitioner experience from Data and Al services
delivery. The statistics cited are drawn from
published reports available as of Q12026. Where
dataranges are presented, the source and
methodology are referenced in the Source Index at
the end of this volume.

Three macro findings from that
research body underpin everything
that follows:

The Al Execution Gap is structural and persistent.
McKinsey's 2025 State of Al report finds that 88% of
organisations use Alin at least one business
function, yet only approximately 6% qualify as
genuine high performers extracting measurable EBIT
impact. The gap is not closing rapidly. It is the
defining commercial opportunity for well-positioned
services firms.

Buyer behaviour has fundamentally changed.
Forrester's 2025 B2B Buying Study found that the
average B2B technology purchase now involves 9.5
decision-makers and consumes an average of 29
distinctinformation sources before a decision is
made. Buyers are more informed, more risk-averse,
and more resistant to vendor-produced content
than at any point in the pastdecade.

ICP precision is not a segmentation exercise. It is a
commercial multiplier. Research from 6sense and the
Account-Based Marketing Association consistently
shows that firms with a precisely defined and actively
maintained ICP generate 35-40% more pipeline per
dollar of marketing spend than firms using broad
audience targeting.
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The winners in B2B technology services
are not the firms with the most
sophisticated marketing technology.
They are the firms that understand their
buyers most precisely and can
demonstrate (with evidence), that they
have solved the exact problem those
buyers face.

FORRESTER

Forrester Research, The B2B
Marketing Precision Imperative, 2025




How to Use This E-Book

This volume is structured as a progressive build. Each section adds a layer of specificity to your understanding of
the market and your buyer. Section 1 establishes the macro context. The Al execution gap and the structural
shifts in B2B buying that define the environment. Section 2 provides the framework for building a rigorous,
evidence-based ICP. Sections 3 through 6 apply that framework to the four primary ICP archetypes in the Data
and Al services market, each with a complete profile covering buyer motivations, trigger conditions, typical
objections, and recommended go-to-market approaches.

The practical output of working through this volume should be a completed ICP definition for your firm (tiered
across three account levels, populated with the firmographic, technographic, situational, and behavioural
signals that define your highest-probability accounts), and a clear view of the market conditions that create
buying urgency for each segment. Volume Two then takes that output and builds the strategy and programme
that activates it.

Before You Begin

The most valuable preparation you can do before reading this volume is to pull the data on your
last 20 closed-won engagements. For each, note the industry, revenue band, the trigger condition
that preceded the engagement, and the title of the internal champion. The patterns in that data
are the foundation of your ICP. Everything in this volume will be more actionable if you have that
evidence in front of you.
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The Market Landscape,
The Al Execution Gap

The Data and Al services marketin 2026 is defined by a structural paradox that creates both the commercial
opportunity and the marketing challenge for every firm operating in it. Al adoption among enterprise
organisations is now almost universal. But the translation of that adoption into measurable business value
remains the exception rather than the rule. The gap between these two realities (between the near-universal
investmentin Al and the rare achievement of genuine Al-driven business performance) is simultaneously the

most important market signal for a services firm and the source of the credibility problem that every marketing
programme in this space must solve.

© Toss The Coin Ltd 8



1.1 The Adoption Numbers and What They Conceal

The headline statistics from McKinsey's 2025 State of Al report are striking by any measure. Al adoption has
accelerated dramatically, driven by the commercial availability of generative Al tools, the growth of cloud data
infrastructure, and persistent board-level pressure to demonstrate technology-driven competitive advantage.

83% ~0% $4.4T7

of organisations now qualify as genuine Al high estimated annual impact

use Al in at least one performers extracting potential of Al across key
business function measurable EBIT impact business functions

(Mckinsey, Nov 2025) (MckKinsey, 2025) (McKinsey, 2025)

These figures deserve careful reading. The 88% adoption figure represents genuine and broad deployment.Itis
not simply licensing or experimentation. But the 6% high-performer figure reveals that broad adoption has not
translated into broad value realisation. The vast majority of organisations using Al are doing so in ways that do
not yet produce material, measurable financial impact. McKinsey estimates that only 21% of organisations using
generative Al have fundamentally redesigned any workflows to accommodate it.

Most organisations are still navigating the transition from experimentation to scaled
deployment. While they may be capturing value in some parts of the organisation, they
are not yet realising enterprise-wide financial impact. The Al transformation gap is not
closing as quickly as the adoption numbers suggest.

McKinsey
& Company

McKinsey & Company, The State of Alin 2025 (November 2025)




BCG's analysis of the same landscape reaches a
complementary conclusion with important
additional texture. Their January 2026 report
identifies three distinct clusters of organisation:
those who have achieved genuine Al-driven
business model transformation (approximately
5-7% of the market), those who have deployed Al

successfully in specific functions but not across
the enterprise (approximately 30-35%), and those
for whom Al remains primarily experimental or
aspirational (approximately 60-65%). Each of
these clusters represents a different buyer ty pe

with different needs, different readiness levels,

and different trigger conditions for engaging a

services partner.

Al adoption is near-universal at 88%, but
only 6% of organisations extract real
business value. The gap is not in tooling.
It is in strategy, data readiness, and
governance. These are not technology
problems. They are operating model
and capability problems.

BCG

BCG, From Potential to Profit: Closing the Al
Impact Gap (January 2026)

1.2 Why the Gap Persists, and Why It Is a Services Opportunity

The execution gap between Al adoption and Al value is structural, not temporary. It persists not because
organisations lack the intent to extract value from their Al investments, but because the root causes of the gap
are precisely those things that technology tools alone cannot address.

Data readiness deficit

Gartner estimates that poor
data quality costs
organisations an average of
$12.9 million per year,and
that the majority of Al model
failures in production
environments are
attributable to data quality
rather than model quality.
Most enterprise data
environments were not
designed for the connected,
real-time data flows that
intelligent automation
requires. Retrofitting that
architecture after Al
deployment is significantly
more expensive than
building it correctly from the
outset.

© Toss The Coin Ltd

Operating model rigidity

IDC's 2025 Al Maturity
Assessment found that 78%
of enterprises have
implemented Al tools without
making corresponding
changes to the business
processes those tools are
supposed to improve. Al
layered on top of a broken
process makes the broken
process run faster. It does
not fix it. Realising Al value
requires rethinking how
decisions are made, how
work flows, and how
performance is measured.

Governance absence

A 2024 KPMG survey of 1,325
executives found that 47% of
organisations using Al had
no formal Al governance
framework in place. Without
governance (clear
ownership of Al outputs,
defined validation processes,
and accountability
structures), Al capabilities sit
unused because no one is
willing to rely on them for
decisions

that matter.



The Commercial Framing

The Al execution gap is not a technology
problem. Itis a services problem. The
organisationsin the gap are not missing a
better Al tool. They are missing the
implementation discipline, the data
architecture, and the operating model
redesign that would allow their existing Al
investments to deliver. That is precisely what a
well-positioned Data and Al services firm
provides. This framing (execution gap, not
technology gap) should be at the centre of
every firm's positioning and messaging.

© Toss The Coin Ltd

The organisations capturing the most
value from Al are not the ones with the
most sophisticated models. They are
the ones that treated Al implementation
as an operating model transformation,
not a technology deployment, and built
the data, process, and governance
foundations to sustainit.

KPMG!

KPMG, Beyond the Noise:
Orchestrating Al-Driven Customer
Excellence, 2024-2025




1.3 The Structural Shifts in How Data and Al Services Are Bought

Understanding the market opportunity is necessary but not sufficient. EQually important is understanding how
buyer behaviour in this market has changed, because the tactics and channels that worked in 2020 are
materially less effective in 2026. Five structural shifts define the current buying environment:

What used to work

Gated whitepapers and ebooks as the
primary lead magnet

Broad demand generation campaigns
targeting large audiences

Generic capability-led positioning:
"we do Data and Al"

Third-party cookie-based targeting
and retargeting

Marketing and sales operating in
separate funnels

© Toss The Coi d
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What works now

Ungated practitioner-level thought
leadership that builds authority first; gating
reserved for high-value diagnostic tools and
structured assessments that produce
personalised outputs

Account-Based Marketing targeting a
focused list of 50—-100 named accounts with
coordinated, multi-stakeholder campaigns
designed around buying

committee dynamics

Outcome-led positioning tied to specific,
named, measurable business problems with
verifiable peer proof. Specific metrics from
real engagements

First-party intent data (behavioural signals
from website activity, content engagement,
event attendance), feeding Al-powered

account scoring and outreach prioritisation

Revenue Operations alignment where
marketing, sales, and customer success
share pipeline data and attribution,
measured by pipeline contribution and
account engagement rate rather than
MQL volume




B2B buyers now use an average of 6.8 digital
touchpoints during the purchase journey, up from
4.21in 2019. And 67% of the B2B buying journey is
complete before a prospect speaks to a sales
representative. A figure that has been rising
consistently for five years.

McKinsey
& Company

McKinsey B2B Digital Research, 2024

The average B2B technology purchase now
involves 9.5 buyers and draws on 29 distinct
information sources. Vendors who do not have a
presence in the channels where buyers research

independently (before they are ready to engage a

sales team) are effectively invisible during the
phase that matters most.

FORRESTER

Forrester Research, B2B Buying Study 2025
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By 2028, mass digital fatigue will drive
CMOs to allocate 70% of budgets to
offline and high-trust channels. The
implication for B2B technology
services firms is significant: the low-
cost, high-volume digital demand
generation approaches of the past
decade are approaching their
productivity ceiling.

Gartner

Gartner, CMO Spend Survey and
Marketing Predictions, 2025




The ICP Identification
Framework, Building
from Evidence

l’-————

.

An Ideal Customer Profile is a predictive model, not a description. It defines the specific combination of
firmographic, technographic, situational, and behavioural signals that consistently appear in accounts that
convert quickly, expand reliably, and refer warmly. When an ICP is built from evidence (from forensic analysis of
actual closed-won deals), every downstream decision becomes more efficient: which accounts to target, what
to say to them, which channels to use, and which conversion offers to make.

© Toss The Coin Ltd 14



When an ICP is built from aspiration (from a list of the clients a firm wishes it had won rather than the clients it
actually has won), the result is a target account list that generates volume without quality and activity without
pipeline. The distinction between these two approaches is the most consequential strategic choice in B2B go-to-
market for a Data and Al services firm.

2.1 Why Most ICPs Fail to Drive Pipeline

The most common ICP failure mode for IT services firms is definitional breadth. A typical underperforming ICP
reads: "Mid-to-large enterprise, $100M+ revenue, interested in digital transformation and AlL" This describes a
target universe of thousands of accounts, provides no basis for prioritisation, and offers no insight into what
triggers buying behaviour. It is not a predictive model; it is a market definition.

A functional ICP answers a different and more precise question: which specific accounts are most likely to be in
an active buying process within the next 90 days, and what does that account look like before it raises its hand?
Answering this question requires building the ICP across four dimensions simultaneously.

Companies with highly effective lead generation programmes are 2.2 times more
likely to use data-driven buyer personas and 1.8 times more likely to score their leads
against a formally defined ICP that was built from closed-won deal analysis rather
than market assumptions.

DEMAND =GEN

REPORT

Demand Gen Report, 2026 B2B Marketing Trends Research
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2.2 The Four-Dimension ICP
Framework

02

Technographic

Current ERP and data platform stack (Oracle,
SAP, Snowflake, Databricks, Azure), cloud
maturity level, Al and ML tools that have been
licensed but remain under-activated. Firms
with over-licensed and under-deployed Al
capabilities represent the highest-intent
accounts in the market. They have already
made the investment decision; they are
looking for the execution partner.

04

Behavioural

Intent signals that indicate in-market
research activity: content consumption on
Data and Al topics, repeat visits to category
or service pages, event attendance,
community engagement, job postings for
data engineering or analytics roles. These
signals are often detectable before the
account contacts any vendor, which is
precisely their value.

© Toss The Coin Ltd
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Firmographic

Industry vertical, revenue band, employee
count, geographic presence, ownership
structure (public, PE-backed, private),
regulatory environment. These parameters
define the universe of potential accounts. The
outer boundary. They do not, on their own,
identify which accounts are ready to buy.

03

Situational

Trigger events that signal active, near-term
need: M&A activity and the resulting data
integration complexity; a new CIO, CDO, or VP
of Data appointment; a failed or stalled digital
transformation programme; an audit finding or
material weakness; regulatory compliance
pressure; a planning cycle that cannot flex for
board reforecast requests. These events create
urgency. They move an account from
theoretically in the ICP to actively in-market.




Intent data is the most significant advance in B2B targeting in a decade. Firms that
combine first-party behavioural signals with third-party intent data to prioritise their
account lists are seeing 2.3 times higher conversion rates than firmsrelying on
firmographic targeting alone.

Hsense

6sense, State of Intent Data in B2B Marketing, 2025

The Closed-Won Analysis Method

Before building the ICP, pull the data on your last 20 closed-won engagements. For each deal, record: industry
vertical, revenue band at time of engagement, the specific trigger event that preceded the engagement, the title
and department of the internal champion, and the primary business problem being solved. Look for patterns
across these five variables. The accountsin your future Tier 1list should look like the accounts in your closed-won
analysis, because those are the accounts with the highest empirical probability of converting.

© Toss The Coin Ltd 17



2.3 Tiering the Account List: A Three-Level Structure

A flat target account list (Where every accountreceives the same level of marketing and sales
attention) is a guaranteed way to dilute programme effectiveness below the minimum threshold for
any individual account. A three-tier structure concentrates resources where the probability and value

of conversion is highest.

Tier 1 (50 accounts)

Account criteria

Near-perfectICP fit + active
intent signals + highest
revenue potential

Engagement model

Fully personalised ABM: named
consultant outreach, custom
content per account, executive
roundtable invitations,
account-specific messaging

Resource allocation

60%

of marketing spend and senior
sales time

Tier 2 (100-200)

Good ICP fit + moderate or
emerging intent signals

Segment-level ABM: vertical-
specific campaigns, webinar
invitations, automated nurture
sequences

30%

of marketing spend

Tier 3 (Broad)

ICP-matched universe,
awareness stage only, no
active intent signals yet

Broad content marketing, paid
social, thought leadership
seeding, inbound capture
mechanisms

10%

of marketing spend

Companies that implement Account-Based Marketing with a formally defined account tiering system
generate 208% more pipeline revenue than those using standard demand generation approaches.
The critical variable is not ABM technology. Itis the precision of account selection and the discipline of

tier-appropriate resource allocation.

Demandbase, State of ABM 2025 Report
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ICP Tier A, The Large
Enterprise ($1B+ Revenue

The large enterprise (organisations with revenues exceeding $1 billion and workforces of 5,000 or more),
represents the highest potential deal value in the Data and Al services market and the most complex sales and
marketing environment. For mid-size services firms, this ICP demands a specific approach: not attempting to
match the resources or brand recognition of large consultancies, but being demonstrably more specific, more

outcome-focused, and more willing to stay through the fullimplementation than any generalist firm can afford
to be.

© Toss The Coin Ltd



3.1 Why This Segment Is In-Market Now

Large enterprises are in a structurally difficult position with their Al programmes in 2026. The investment thesis for
Alwas approved at the board level, budgets were allocated, licences were purchased, and pilot programmes
were launched. But the EBIT impact that justified those investments has not yet materialised at the scale the
board expected. McKinsey found that Al high performers are 3.6 times more likely to aim for enterprise -wide
transformation rather than functional pilots, but only 55% of even those high performers have fundamentally
reworked their workflows. For the majority, the gap between investment and return is both real and visible at the

most senior levels of the organisation.

3.6X 6—18

more likely: Al high months: typical enterprise

performers pursue procurement and sales
enterprise-wide cycle for a significant

transformation vs. services engagement

incremental change
(McKinsey, 2025)

14

stakeholders: typical buying
committee size for a large

enterprise Data and Al
services decision

Al high performers are 3.6 times more likely than others to be aiming for transformational,
enterprise-level change rather than incremental tweaks. Only 55% of those firms have
fundamentally reworked processes when deploying Al. Almost three times the rate of other
firms. That is the real cut line between the 6% that extract value and the 82% that do not.

McKinsey
& Company

McKinsey, The State of Alin 2025 (November 2025)
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3.2 The Full ICP Profile

&

$1billion+ annual revenue | 5,000+ employees |
Multi-regional or global footprint | Often
publicly listed or owned by institutional
investors.

Chief Data Officer (CDO) and Chief Information
Officer (CIO) are the most common primary
stakeholders. Chief Analytics Officer, EVP of
Finance (for EPM and close-cycle plays), VP of
Enterprise Architecture, and Head of Al are
frequent secondary stakeholders. Buying
committee of five to eight people with
structured procurement involvement.

@

Ongoing audit finding or material weakness
related to data quality or reporting; failed or
stalled internal Al programme; new CDO or CIO
appointment seeking early demonstrable wins;
M&A integration creating a complex
fragmented data environment; board-level
pressure to show EBIT impact from Al licensing
spend; regulatory compliance requirement
creating data quality urgency.

© Toss The Coin Ltd
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Move from pilot purgatory (where multiple Al
proofs of concept exist but none have scaled),
to enterprise-level deployment with
measurable financial impact. Close the gap
between licensed Al capabilities and actual
business value. Give the board and institutional
investors a credible, evidenced narrative about
AIROL.

21
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Risk and procurement cycles are long (6-18
months). Vendor consolidation pressure from
procurement. Security, compliance, and vendor
risk assessments create friction. Scepticism
about delivery capacity of mid-size firms at
enterprise scale.Incumbent consulting
relationships create inertia.

©

"You have the licences, the infrastructure, and
the board mandate. What you need is the
implementation discipline and the operating
model redesign to turn that into enterprise-
level EBIT impact." Reference peer outcomes
from named, comparable enterprises with
specific metrics.

Executive roundtables (CIO/CDO peer forums).
Analyst co-authored research. Board-level
case studies with EBIT attribution. Diagnostic or
readiness assessment as the entry offer.
Partner channel referrals from Oracle,
Snowflake, Databricks, or AWS account teams.

© Toss The Coin Ltd




3.3 How to Reach and Win This ICP

The strategic reality for mid-size firms targeting large enterprise accounts is that the path to a meaningful
commercial conversation almost never begins with a cold approach. The incumbents in this space (the large
consultancies and the major system integrators) have relationships and brand recognition that cannot be
overcome by a superior LinkedIn ad or a better cold email. The route to the large enterprise ICP runs through
three alternative channels:

The technology partner channel: Oracle, Snowflake, The peer network channel: ClOs and CDOs at
Databricks, and AWS maintain account large enterprises take their most important
relationships with the enterprise accounts you are professional recommendations from peers.
targeting and actively refer specialist Executive roundtables (closed, invitation-
implementation partners. Being certified at the only, with minimal vendor content), create
highest partnership tier with one or two of these the peer relationships that generate

vendors puts you in front of account teams who referrals. One well-positioned roundtable
can make warm introductions that no outbound participant who refers your firm to a peeris
approach can replicate. worth twelve months of content marketing.

The analyst channel: Gartner, Forrester, and IDC
influence enterprise technology purchase
decisions at the largest accounts. Co-authored
research, analyst briefings, and presence in
relevant Magic Quadrant or Wave evaluations build
the third-party credibility that enterprise buyers
require before they will engage a vendor they have
not previously worked with.

1

For large enterprise technology services decisions,
the most influential information source is peer
recommendation. Cited by 72% of CIOs as highly
influential in vendor selection. Analyst research is
second at 64%. Vendor-produced content ranks
sixth at 31%. The implication is clear: investin
building peer networks and analyst relationships,
not just content production.

Gartner

Gartner, CIO Survey: Technology Services Vendor
Selection Dynamics, 2024
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ICP Tier B, Upper
Mid-Market

($250M-$1B Revenue)

The upper mid-market represents the most naturally aligned ICP for most mid-size Data and Al services firms.
The deal values are meaningful without the 18-month procurement cycles of large enterprise. Decision-making is
faster and less bureaucratic. The problems are specific and operational enough to be solved within a defined
timeframe. And the buyers are sophisticated enough to value a specialist over a generalist without requiring a
Big Four brand name as reassurance. This is the segment where mid-size firms have the strongest competitive
advantage. If they position correctly.

© Toss The Coin Ltd 24



4.1 Why this Segment Is
In-Market Now

Upper mid-market organisations are
experiencing a specific and widespread
operational failure in their data environments. The
majority went live on a major ERP, data platform,
or analytics system in the past three to five years
(often Oracle Fusion, SAP S/4HANA, Workday, or
Salesforce), and are now discovering thatthe
automation and intelligence capabilities
promised at implementation have not
materialised. Close cycles are running 8 to 12
days when industry best-in-class is 3to 5.
Planning cycles cannot flex for in-quarter board
requests. Al licences purchased at go-live are
underutilised because the underlying data
architecture was not designed to support them.

B2B brands must personalise not just by
company, but by role, region, maturity
level, and behaviour. For mid-market
buyers in particular, the vendor that
demonstrates specific knowledge of their
platform environment and the specific
operational problems it creates
consistently outperforms the vendor that
leads with generic capability claims.
Even when the generic vendor is
objectively larger.

BCG

BCG Personalization Index Report, 2025
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4.2 The Full ICP Profile

i,

,-:%I

Revenue band

$250 million to $1billion annual
revenue | 1,000 to 5,000 employees |
Primarily domestic with some multi-
country operations.

(5

Trigger conditions

ERP or data platform that went live
but underperforms on automation;
monthly close cycle running 8+ days;
planning process that cannot flex for
board reforecast requests; PE or
strategic investor demanding better
data visibility; new CIO appointment
with a mandate to fix a known data
problem; a prior implementation by
a large consulting firm that overran
and underdelivered.

@

Typical objections

Budget scrutiny at every stage. ROI
evidence required before approval.
Distrust of consulting firms based on
prior cost overrun experiences.
Resource constraints mean the
partner must own execution, not just
advise. Scepticism about whether a
mid-size firm has enough capacity
for an enterprise-scale engagement.

© Toss The Coin Ltd

Primary buyer titles

CIO (the most common primary stakeholder), VP
of IT or Technology, CFO or VP of Finance
(particularly for financial operations and close-
cycle engagements), Head of Data Analytics,
COO. Buying committee of three to five
stakeholders with faster and flatter decision-
making than large enterprise.

@

Core motivation

Solve a specific, named operational problem
within a defined timeframe and budget. Prove
measurable ROl faster than a large consulting
firm would deliver. Avoid multi-year
transformation programmes that absorb budget
and management attention without visible near-
term results.

%

Winning message

"We took a distribution company at your revenue
level with the same Oracle environment from a
12-day close to a 5-day close in 90 days. With a
senior-led team that stayed through every
phase.” Specificity of outcome, comparability of
peer, and clarity of delivery model are the three
elements that convert.

\

\, - ,/
~, 4
-,:

Recommended tactics

Industry-specific webinars on operational pain
points. Targeted LinkedIn outreach from named
senior consultants. Case studies with specific,
named metrics by vertical. Diagnostic tool or free
scoped assessment as the entry offer. Partner-
referred introductions through Oracle, Snowflake,
or Databricks account teams.

26



4.3 The Diagnostic as the
Primary Entry Mechanism

For the upper mid-market ICP, the structured
diagnostic or scoped assessmentis consistently
the highest-converting entry offer available. It
outperforms "book a call’, request a proposal’,
and "download a whitepaper” by significant
margins because it solves the fundamental
buyer's dilemma: how do | evaluate a services
firm's capability without committing to an
engagement? The diagnostic answers that
question by delivering a tangible, personalised
output (a prioritised assessment of the specific
environment, with specific recommendations), at
no commercial cost to the buyer.

© Toss The Coin Ltd
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Professional services buyers are
fundamentally risk-averse. The
decision to engage a new vendor
involves reputational risk for the
internal champion and financial risk
for the organisation. Anything that
reduces perceived risk before the
commercial conversation begins (a
fixed-price pilot, a structured
assessment, a proof of concept with
defined deliverables) dramatically
increases the probability of
conversion from first contact to
signed engagement.

BAIN & COMPANY (H

Bain & Company, Professional Services
Buyer Behaviour Study, 2024
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ICP Tier C, Growth

Mid-Market
($50M-$250M Revenue)
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The growth mid-market (companies generating between $50 million and $250 million in revenue), occupies an
uncomfortable gap in the Data and Al services market. Too large to manage data informally, too small to attract
the attention of large consulting firms at economic engagement sizes, and growing fast enough that every
month of delay in building a proper data foundation makes the eventual fix more expensive. For a mid -size
services firm with the right positioning and a modular engagement model, this is one of the most commercially
attractive segments in the market, and also one of the most underserved.
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5.1 The Scale-Up Data Crisis
and Why It Creates
Buying Urgency

Between $30 million and $100 million in revenue,
most businesses cross a threshold where their
existing data infrastructure (typically a
combination of an entry-level accounting
system, spreadsheet-based reporting, and a
collection of Saas tools), can no longer support
the operational and governance requirements of
the business. The trigger for this crisis is rarely a
single event; it is an accumulation of symptoms
that become impossible to ignore:

Finance team spending disproportionate time
on manual data reconciliation rather than
analysis and decision support.

Board or investor data requests that take days to
fulfil because the information exists in multiple
disconnected systems.

A failed attempt to implement a business
intelligence tool that could not be sustained
because the underlying data was too
fragmented.

A PE or VC investor asking for reporting that the
current infrastructure cannot reliably produce.

A CFO hired from a larger organisation who is
accustomed to reliable, automated data
pipelines and is raising concerns about the
current state.

© Toss The Coin Ltd

Growth-stage companies face a data
infrastructure inflection point that is
both predictable and often poorly
managed. The organisations that invest
in data foundations at the $50M-$100M
stage consistently achieve materially
better outcomes at $250M than those
that defer the investment until the pain
becomes unbearable.

IDC, SMB Digital Transformation
Maturity Study, 2025




5.2 The Full ICP Profile

&

Revenue band

$50 million to $250 million annual
revenue | 200 to 1,000 employees |
Single-country primary operations
with early-stage international
expansion in some cases.

&5

Trigger conditions

Recent ERP implementation with
data quality problems emerging as
the business scales; manual
reporting consuming the finance
team'’s capacity; growth trajectory
outpacing current data
infrastructure; PE or VC investor
requiring operational data for
portfolio management; new CFO
from a larger company raising
concerns; failed first attempt at
building internal data capability.

i

Typical objections

Budget sensitivity at every stage:
cost justification required before any
significant commitment. Reluctance
to engage partners whose minimum
engagement sizes are out of reach.
Need for fast time-to-value, not
multi-year roadmaps. Uncertainty
about what "good” looks like: first
time navigating this type of
investment.

© Toss The Coin Ltd

Primary buyer titles

CEO or COO (often directly involved in
technology decisions at this scale and cannotbe
bypassed. CFO), frequently the budget owner
and the most commercially-oriented decision-
maker. IT Director or Head of Technology. Buying
committee of two to three stakeholders with fast
decision-making but genuine budget constraint.

@

Core motivation

Build a data and reporting foundation that can
support rapid scaling without requiring a
complete rebuild at alater, more expensive
stage. Show investors reliable operational data
quickly. Avoid the technical debt trap that peers
who neglected data infrastructure now face at
higher revenue levels.

%

Winning message

"We design data infrastructure for companies at
your growth stage, so you do not have to rebuild
it when you reach $500M. Here is what we did for
a [same industry] company at $90M, and where
they are now." Peer evidence from a comparable
growth-stage company is the most persuasive
content available for this ICP.
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Recommended tactics

Linkedin content from named principals
addressing CEO and CFO concerns directly.
Modular, phased engagement proposals with
clear milestones and defined costs per phase.
Peer case studies from companies at
comparable growth stages. Community
presence in founder networks, PE/VC
communities, and CFO associations. Diagnostic
or assessment offer as first engagement.
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For growth-stage B2B buyers, the
most trusted information sources are
peer recommendations from
companies at a similar stage (cited
by 81%), followed by practitioner
content from the vendor's own team
(cited by 67%). Generic vendor
marketing materials rank last. The
implication for services firms
targeting this segmentis to invest in
building peer reference networks and
deploying named practitioners as
public voices.

FORRESTER’

Forrester Research, B2B Buyer
Preferences in the Mid-Market, 2025
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ICP Tier D, PE-Backed
Portfolio Companies

- —

cl 2 '"lr'l)”

Private equity-backed portfolio companies represent one of the most commercially attractive and structurally
distinctive segments in the Data and Al services market. They have urgent, time-bound data problems driven by
fund cycle dynamics. Their operating partners are sophisticated, outcome-focused buyers who can cut through
procurement friction. And they have a clear, measurable definition of success (exit valuation), that maps directly
onto what a well-executed data programme delivers: clean numbers, faster reporting, reduced audit risk,and a
compelling data room narrative.
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6.1 Understanding the Fund
Cycle as a Sales Trigger

The fundamental dynamic that defines the PE-
backed ICP is the fund cycle. The 3to 7-year
window between acquisition and exit during
which every operational decision is oriented, at
some level, toward maximising enterprise value
atthe point of sale. This creates a predictable
pattern of data urgency that a services firm can
map against and address atthe moment of
highest buying motivation:

® Years 1-2 post-acquisition

Data normalisation and integration following the
acquisition close. If the portfolio company was
assembled through multiple acquisitions, this is
often a major, complex data challenge. Systems
do not connect, reporting is inconsistent across
entities, and the fund has limited real-time
visibility into portfolio performance.

o Years 2-4 mid-hold

Operationalimprovement and EBITDA
enhancement. Al and automation opportunities
are evaluated on the basis of EBITDA impact,
which means the ROl case for a data services
engagement is straightforward if the firm can
quantify the output in EBITDA terms.

® Years 3-5 pre-exit

Data room preparation and KPI narrative
development. Clean, consistent, independently
verifiable financial and operational datais a
direct input to exit valuation. A material
weakness finding or an inconsistent reporting
history in the 12-18 months before exit can
reduce a transaction multiple by one to two
turns. Anumber that focuses the attention of
every CFO and operating partner in the fund.
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Data quality and reporting consistency
are now explicitly evaluated in private
equity due diligence processes.
Acquirers (both strategic and financial),
routinely discount valuations for
companies where reporting is manual,
where data is fragmented across
disconnected systems, or where there is
evidence of prior reconciliation failures.
A credible data room is not just a nice-
to-have; itis a valuation driver.

BAIN & COMPANY (O

Bain & Company, Global Private
Equity Report 2025




6.2 The Full ICP Profile

&

Revenue band

PE fund portfolio company. Typically
$50M to $1B revenue, with 3-7 year
fund cycle pressure and strong
operating partner involvement in
operational decisions. Revenue band
is secondary to fund cycle stage and
operating partner relationship.

9T
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Trigger conditions

New portfolio acquisition requiring
data normalisation; 12-18 months
post-acquisition integration still
incomplete; fund approaching exit
window (2-3 years out) requiring
clean data room; cross-portfolio
benchmarking or reporting initiative
from the operating partner; a new
CFO raising concerns about data
quality or reporting consistency; a
failed prior integration attempt.

@)

Typical objections

Investment horizon constraints: must
show value before exit. Time-to-exit
limits the scope of any engagement.
Operating partners are sophisticated
buyers who have seen many vendor
pitches and will immediately identify
generic capability claims. Portfolio
company management teams may
beresistant to change if they feel the
initiative is fund-driven rather than
management-driven.
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Primary buyer titles

CFO is the primary commercial decision-maker
in most PE-backed environments. Operating
partner at the PE fund is frequently the real
sponsor, more important than any portfolio
company management team member. CIO or
Head of Technology for technical scoping. CEO
for economic sign-off on significant
engagements.

©)

Core motivation

Produce clean, reliable financial and operational
data that supports exit valuation. The primary
financial objective. Accelerate reporting cycles
for real-time fund portfolio visibility. Resolve
data integration debt from prior acquisitions
quickly and cost-efficiently. Demonstrate
operational maturity to prospective acquirers.

Winning message

"We understand that a 36-month transformation
programme does not fit your exit timeline. We
delivered a clean data room and automated
EBITDA reporting for a [same sector] portfolio
company in 12 weeks, starting with a 4-week
assessment. Here is what that looked like."
Connect to exit multiple and valuation, not
operational efficiency alone.
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Recommended tactics

Direct outreach to PE operating partners. The
most efficient route into multiple portfolio
companies simultaneously. CFO-focused
content addressing data room preparation,
reporting automation, and exit readiness. Case
studies referencing fund cycle timelines,
EBITDA impact, and exit readiness milestones.
Warm introductions through M&A advisory,
accounting, and legal firms serving PE funds.

1

Private equity operating partners are
among the most efficient buyers in
the professional services market.
When they identify a capability they
want to deploy across a portfolio, they
move quickly, bypass standard
procurement processes, and
generate multiple simultaneous
engagements. A single operating
partner relationship can be worth
more pipeline than 12 months of
broad demand generation.

BCG

BCG, The New Operating Partner
Model in Private Equity, 2025




From Market Intelligence to Market Action

The analysis in this volume has moved from the macro to the micro: from the structural dynamics of the Data
and Al services market to the specific profile of each of the four ICP archetypes that inhabit it. The movement
through these levels of specificity is not just analytical tidiness. It is the prerequisite for everything that follows in
go-to-market execution.

A firm that understands the Al execution gap (and can frame its services as the solution to thatgap, notas
another Al tool) has a fundamentally different positioning than one that leads with capability claims. A firm that
has built its ICP from closed-won deal analysis, tiered its account list into three levels of investment intensity, and
developed a complete profile of each buyer segment's motivations, trigger conditions, and objections is ready to
execute a marketing programme that generates qualified pipeline. A firm that has not done this work will spend
its marketing budget generating activity rather than revenue.
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Five Things to Do
with What You Have
Learned Here

Run the closed-won analysis. Pull the data on
your last 20 closed-won engagements before
building or revising your ICP. Look for patterns
across industry, revenue band, trigger
condition, and internal champion title. That
datais the most reliable foundation for
everything that follows.

Build the four-dimension ICP, not just the
firmographic description. Add technographic,
situational, and behavioural signals to your
ICP definition. The situational and behavioural
dimensions are where the predictive power
lies. They identify which accounts are likely to
be in an active buying process right now.

Create three distinct ICP profiles for your
highest-priority segments. Do not try to
target all four ICP archetypes simultaneously
with limited resources. Choose the one or two
segments where your closed-won data
shows the highest win rates and deal values,
and build complete profiles with tailored
messaging for each.

Set up the intent signal monitoring
infrastructure. First-party intent tracking on your
website and third-party intent data from
Bombora or 6sense are the tools that make your
ICP definition actionable in real time. Without
them, you know what your target accounts look
like but not when they are in-market.

Update the ICP every quarter. A static ICP
definition degrades in accuracy over time as
the market shifts and your own delivery
portfolio evolves. Build a quarterly review
cadence using new closed-won and lostdeal
data to continuously refine your targeting.

© Toss The Coin Ltd

The firms that consistently
outperform their peers in B2B
technology services are not the ones
with the largest marketing budgets
or the most sophisticated demand
generation technology. They are the
ones that know their buyers most
precisely, and invest in maintaining
that knowledge systematically, not
just defining it once.

FORRESTER’

The B2B Marketing Precision
Imperative, 2025

Establishing the foundation is at the core of
building a robust GTM Strategy - a clear
picture of the market, rigorous ICP
definition, and a complete profile of each
buyer segment. It is imperative to build on
this foundation and create a programme
that activates it — ie establish the Marketing

Strategy, Lead Generation Tactics and
Campaign Planning.

Next steps in this process consist of
positioning your firm to cut through a
saturated market, identify lead generation
tactics that work for each ICP, and structure
an integrated campaign, measuring
performance against revenue outcomes
rather than volume metrics.
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Research
Source Index

The following sources underpin the analysis, statistics, and
quotations in this volume. All figures should be verified against
primary sources before external publication.

McKinsey & Company The State of Al. Agents, Innovation, and Nov 2025
Transformation

McKinsey & Company The State of Al. How Organizations Are Rewiring Mar 2025
to Capture Value

McKinsey [ Martal Group B2B Buyer Journey Digital Research 2024-2025

BCG (Boston Consulting Group) From Potential to Profit: Closing the Al Impact Jan 2026
Gap

BCG Rethinking Vendor Strategy in the Age of Al Nov 2025
Acceleration

BCG The Widening Al Value Gap: Build for the Future Sep 2025

BCG BCG Personalization Index Report 2025

BCG The New Operating Partner Model in Private 2025
Equity

Bain & Company How Generative Al Changes the Game in Tech 2024
Services

Bain & Company Global Private Equity Report 2025

Bain & Company Professional Services Buyer Behaviour Study 2024

KPMG Beyond the Noise: Orchestrating Al-Driven 2024-2025
Customer Excellence

Forrester Research B2B Buying Study 2025 2025

Forrester Research The B2B Marketing Precision Imperative 2025

Forrester Research B2B Buyer Preferences in the Mid-Market 2025

Gartner CIO Survey: Technology Services Vendor 2024
Selection Dynamics

Gartner CMO Spend Survey and Marketing Predictions 2025

IDC SMB Digital Transformation Maturity Study 2025

IDC Al Maturity Assessment 2025

6sense State of Intent Data in B2B Marketing 2025

Demandbase State of ABM 2025 Report 2025

Demand Gen Report 2026 B2B Marketing Trends Research Mar 2026

Compiled April 2026 | For internal strategy and commercial use | This volume is Part One of the Data and Al Services GTM

Playbook series.
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