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Target Company (ICP)

Repeatable?

Getting to Repeatability

Target Buyer (Persona) Message

Channel
Company look-alikes

Who’s buying? 
When, Why, How?

What’s resonating?

Where are you meeting them?



Target Company (ICP)

Repeatable?

How? Rule of 2.

Target Buyer (Persona) Message

Channel
Choose 100 Target Companies

Choose 2 Buyer Profiles Choose 2 Value Props

Choose 2 Channels



1. Inputs to get a meeting
2. Meetings > qualified opportunities
3. Qualified opps > closed deals

Measure Funnel/Pipeline





9 GTM Mistakes
(& how to hit a number)



GTM Pattern

Founder-Led Founder-Mgd Sales-Mgd Scale

GTM Foundations AEs = 
Mouths to Feed

Robust 
Demand Gen

Scale

Sales

Marketing



Mistake #1

Skipping founder-led sales and 
hiring an AE too early.



“Great founders don’t put anyone between 
themselves and their users. 

[Y-C founders] try to hire sales and support people right away. 
But… 

“You’ve got to do this yourself. 
It’s the ONLY way.”

—Sam Altman, Y-Combinator, OpenAI



Source: Jason Lemkin LinkedIn

“When You Hire Your First 

Sales Rep — Just Make Sure 

You Hire Two”

—Jason Lemkin, SaaStr

Mistake #2 Hiring only one AE.

https://www.saastr.com/when-you-hire-your-first-sales-rep-just-make-sure-you-hire-two/


Mistake #3 
Promoting your top AE to 

manager—the myth of the 
“player-coach.”



99/100 conversations are 
NOT about this Phil.



Mistake #4 
Hiring a Head of Sales too 
early.

What are they good at?
Optimizing teams.



Mistake #5  GTM w/o validated assumptions.



“Entrepreneurs innovate, 
customers validate.”

—Paul Ahlstrom, Alta Ventures



Mistake #6 
Trying too many channels 

at once.



Mistake #7 
Trying too few 
channels...

Bullets before 
cannonballs



Mistake #8  Hiring wrong between 
brand and demand



Marketing Sides

Brand Demand

Right Brain
Creative
Brand Marketing
Copywriting
Design
Voice

Left Brain
Ops
Demand Gen
Conversion Rate Optimization
Martech
Paid Ads

You need both sides. What’s the right proportion?



Source: Jason Lemkin, SaaStr Podcast, and Top 10 Questions for VP Marketing

Jason Lemkin’s 70-20-10 Rule: 
70% into measurable ROI 

20% into brand 
10% into experimentation

Brand Marketing:
$1m ARR: Makes Little Sense
$10m ARR: Ok Let’s Do Some

$100m ARR: Most of Marketing
$1B ARR: All of Marketing

https://sellingsherpa.com/index.php/2022/08/22/the-official-saastr-podcast-key-takeaways/
https://cloud.substack.com/p/the-top-10-questions-to-ask-a-vp?r=1a69x&utm_campaign=post&utm_medium=web


AirBNB didn’t make the shift until 
Aug 2021.

It had a market cap of $96B

Source: Y-Charts AirBNB, Marketing Week

https://ycharts.com/companies/ABNB/market_cap
https://www.marketingweek.com/airbnb-faith-brand-investment/


Mistake #9

Hiring a Head of 
Marketing too early.

What are they good at?

Managing teams and large 
budgets.



Framework for Hitting a Number

Sales Target $12M

Current Sales $2M

New Sales Req’d $10M

ACV $50K

(Top Down)

# of Customers/Deals 200



(Top Down)

# of Customers/Deals 200

Marketing Sales

CAC $5K

Budget $1M

AE OTE $200K

Quota (5x) 20 deals/$1M

10 Reps $2M

5 SDRs (1:2) $500K

Add’l Team $300K

TOTAL $2.5MTOTAL $1.3M

Framework for Hitting a Number



(Top Down)

TOTAL Sales & Marketing $3.8M = $12M Sales

Add 25% = $4.75M
Fundraising use of proceeds

Framework for Hitting a Number



(Top Down)

● Consider AE Ramp for timeline

● Add CAC payback for road to profitability

● Add churn for NRR

● LTV : CAC if payback is greater than 1 year

Framework for Hitting a Number





Shortcut to a Plan

1. Find your target customer
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Shortcut to a Plan

1. Find your target customer

2. Watering hole analysis

3. Rank by Preference

4. Rank by Cost

5. Final Weighted Rank Order
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