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HOW TO DESIGN
YOUR GO-TO-MARKET
STRATEGY FROM
CUSTOMER ZERO

TO SCALE

Business model, Financials & Go-to-market

WHERE THIS ISUSED AUDIENCE

 VVenture Studio programs e CEOs

o Accelerators o Chiefs of Strategy

o Corporate Incubators » Heads of Sales

o CVC portfolio companies post-investment e Venture Builders
e GTM Leads

PHASE

Phase Two: Validation & Design — Go-To-Market Design (Weeks 8-10)
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EXECUTIVE SUMMARY

A go-to-market strategy is not a marketing plan. It is the explicit answer to: ‘How do we get
from Customer Zero to a repeatable, scalable commercial engine — and what is the sequence?’
This guide walks teams through the five components of a complete GTM strategy:
Customer and Buying Center definition, Geographic sequencing, Channel design from 1
to 100 customers, Milestone mapping, and Revenue Model alighnment. The output is a
GTM Strategy Document that tells investors and sponsors exactly how the venture will
reach the market.
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THE CORE PROBLEM

The 5 Common GTM Failures

* Failure 1: Targeting everyone. A GTM that serves ‘all businesses’ serves none. The
beachhead customer must be precise.

* Failure 2: Confusing GTM with tactics. Running LinkedIn ads is not a GTM strategy.
Sequence, channel, and segment are the strategy.

* Failure 3: Skipping the 1-to-10 bridge. Teams plan for 100 customers but have no plan for
how to get the first 10.

* Failure 4: Wrong pricing model for the channel. Enterprise sales channels require annual
contracts. Self-serve channels require monthly pricing. Misalignment kills deals.

* Failure 5: Unrealistic timelines. In GCC enterprise markets, procurement cycles are 3-6
months. Plans that assume 30-day sales cycles will fail.
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PREREQUISITES

» Completed Guide A3: Priority customer segment identified with Demand Signal Score
» Completed Guide C1: Revenue model type confirmed with willingness-to-pay data

» A documented Buying Center for your priority segment: who initiates, who decides, who
approves, who blocks?

* Clarity on geographic starting point: KSA-first, GCC expansion, or Global from Day 1?
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EXPECTED OUTPUT/
SUCCESS CRITERIA

You Have Succeeded When:

A GTM Strategy Document exists A detailed 'Customer Zero Plan' names
covering all 5 components (Customer, at least 5 specific target companies and
Geography, Channel, Milestones, the individual contact within each

Revenue Model)

Channel strategy is defined separately A 12-month milestone map exists with
for: 1 customer, 10 customers, 100 specific, measurable commercial milestones
customers

GTM strategy reviewed and approved by
executive sponsor before MVP launch
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STEP-BY-STEP INSTRUCTIONS

11 DEFINE YOUR CUSTOMER AND BUYING CENTER

Write a one-paragraph description of your priority customer persona
from Guide A3. Include: title/role, company size, industry, geography, and
the specific pain they experience.

(who triggers the search), the Decision Maker (who signs), the Approver
(budget authority), the Gatekeeper (procurement), the User (daily user),
and the Wildcard (unexpected influencer).

For each Buying Center member, write: What do they care about? What

e Map the Buying Center for your target company: identify the Initiator
@ objection will they raise? What evidence will they need?

v

1118 DESIGN YOUR GEOGRAPHIC SEQUENCE

Choose your entry market: KSA, UAE, another GCC market, or a
specific city/vertical.

Write the criteria that define market readiness for expansion: ‘We will
expand to [Market 2] when we have [X paying customers] in [Market 1] with
[Y% retention] for [Z months].’

Document 3 market-specific factors: regulatory requirements,
language/cultural adaptations needed, and existing competitive landscape.
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i EM DESIGN YOUR CHANNEL BY CUSTOMER STAGE

@ Use the 1-10-100 Channel Framework:

STAGE CHANNEL DESIGN
Customer 1 CEO/Founder-led sales. Personal network, warm
I m— introductions. Target: 1 specific named company. Goal: a

reference customer, not revenue.

Founder-led sales with structured outreach. LinkedIn,
conference relationships, referrals from Customer 1. Goal:
validate the repeatable sales motion.

Customers 2-10
(The Signal)

Inside Sales team + one channel partner. Define your

Customers 11-100 channel: direct, reseller, system integrator, platform

(The Engine) integration, or parent company distribution.
Customers 100+ Self-serve + partner ecosystem. Marketing-qualified leads.
(The Scale) Inbound content. Product-led growth if applicable.

v

11X MAP YOUR COMMERCIAL MILESTONES

@ Define the 6 commercial milestones from Customer Zero to Year 2:

* Milestone 1: First LOI or pilot agreement signed

* Milestone 2: First paid contract signed

* Milestone 3: Customer 10 acquired — repeatable sales motion confirmed
* Milestone 4: First customer renewal — retention validated

* Milestone 5: First enterprise account signed

* Milestone 6: First channel partner producing qualified leads

@ For each milestone, define: target date, success metric, and who is
accountable.
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1M PRODUCE THE CUSTOMER ZERO PLAN

@ Name 5 specific target companies for your first customer acquisition push.

For each company, identify: the specific individual to contact, the specific
pain they experience, the channel to reach them, and the message to use.

@ Use Al to research each target account:

Al PROMPT

"Research [COMPANY NAME] in [INDUSTRY] operating in [GEOGRAPHY].
Identify: (1) Their likely pain points related to [PROBLEM AREA], (2)
Key decision-maker roles in their organization for [USE CASE], (3)
Any recent news or strategic initiatives that make them more likely
to need our solution now, (4) Their current known technology stack or
vendors in this space, (5) A personalized 3-sentence outreach message
for the [TITLE] at this company."
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CHECKLIST

CUSTOMER & BUYING CENTER

[ Priority customer persona written: title/role, company size, industry, geography, and
specific pain description

[0 Buying Center fully mapped for the priority segment: Initiator, Decision Maker, Approver,
Gatekeeper, User, and Wildcard

[0 For each Buying Center member: what they care about, what objection they will raise, and
what evidence they need — all documented

[0 Software procurement process mapped where relevant: RFP/RFI requirements, budget
windows, and approval chain

[ Sales cycle duration estimated based on industry benchmark and Guide A1 interview data

GEOGRAPHY & CHANNEL
[0 Entry market defined with a written one-sentence rationale

O Market expansion criteria written: We will expand to [Market 2] when we have [X
customers] with [Y retention] for [Z months]

[0 3 market-specific factors documented for the entry market: regulatory requirements,
cultural adaptations, competitive landscape

[0 1-10-100 Channel Framework completed: 'CEO/Founder-led for Customer 1, founder-
led outreach for Customers 2-10, inside sales plus channel for 11-100

[0 Channel partner type identified for the 100-customer stage: reseller, system integrator,
platform integration, or parent company distribution

[ Pricing model confirmed to match the channel: annual contracts for enterprise, monthly
for self-serve

MILESTONES & CUSTOMER ZERO PLAN

[0 6 commercial milestones defined with target date, success metric, and accountable owner
[1 Milestone 1: First LOI or pilot agreement signed

1 Milestone 2: First paid contract signed

[0 Milestone 3: Customer 10 acquired — repeatable sales motion confirmed

[0 Milestone 4: First customer renewal — retention validated

[1 Milestone 5: First enterprise account signed

[1 Milestone 6: First channel partner producing qualified leads

[0 Customer Zero Plan: 5 specific named companies identified with contact name, pain
description, channel, and personalized message

[0 Al account research completed for all 5 target companies
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SIGN-OFF

[0 GTM Strategy Document covers all 5 components: Customer, Geography, Channel,
Milestones, Revenue Model

0 GTM strategy reviewed and approved by executive sponsor before MVP launch
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