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Entrepreneurs?
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✓ MSc CS

✓ B2B Enterprise Sales

✓ 0.2-1 M€ – 5-25 M€

✓ Entrepreneur

✓ Investing – early stage

✓ SaaS/AI + marketplaces

✓ Go -to-market Strategy AS
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How to win vs



5 common failure 
patterns when 
selling innovation.

Your job is to recognize 
which pattern you’re in 
and run the correct play.



1. Bad bedfellows .



Time

Scale Up

Learn to growLearn to sell

Go -to-market -fitProduct -market -fit

Learn your ICPLearn the problem

MVP

Co -founders
Team
Advisors
Investors
”Partners”
Customers
…



Most innovation ventures don’t lose because 

the product is weak - they lose because 

control of key resources (data, distribution, 

credibility, capital) sits with someone whose 

incentives are orthogonal to your success. 

You can execute perfectly and still lose.
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Why  are you doing this?

Understand exactly  what 

you need to get to your 

next milestone . 

Minimize  distractions

& strings attached.
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2. Trying to sell the
innovation – instead
of the outcome !
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My potential customner our product what they really want

- who they want to become





Great salespeople are 
value architects
- not product pushers.
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Value prop 1
” high res 4D radar”

Value prop 3
”broad range and 
field of view ”

US

Value prop 2
” reliable perf in 
all environmental
conditions ”

Initiative A
” increase revenue from 

innovation ”

Initiative B
” defend against

competitors ”

Initiative C
” reduce R&D 

costs by 10%”

STRATEGIC INITIATIVES

Prio 1
” track vehicles ”

MY CONTACT

Prio 2
” work in the dark ”

Prio 3
” shorter

development time ”

Prio 4
” identify new 

types of targets ”



What I’m selling

How I’m selling .
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Sales is  a real skill!

Understand value .

Sell a vision or  future state

+ be prepared to prove the delta .
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Ideal Customer 
Profile (ICP)

Segmentation

Value Propositions

Price &
Packaging

Customer 
Acquisition

Techstack

Org
Recruitment

Content

Positioning

Willingness to Pay

Percieved
Value

Personas
CLTV/CAC

Product

+ 
Go -to -market



3. No clear Ideal 
Customer Profile .



w
id

th

depth

Wide targeting 
= shallow truths.

Focus  
= deep truths that convert.

“Now I can run the same play 
and get the same result.”
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A. They have the right problem + urgency
✓ Acute pain in a specific workflow (not “nice to have”)
✓ Clear trigger event (why now?)
✓ Cost of doing nothing is visible (money, risk, time, compliance)

B. They can buy (not just like it)
✓ A real economic buyer exists (budget owner can be identified)
✓ Decision process is short and known (weeks, not quarters)
✓ They’re willing to make a commitment (data access, pilot sponsor, paid POC)

C. They can adopt (implementation is realistic)
✓ Low integration friction (data available, APIs, security path)
✓ Internal owner and users are accessible
✓ Success can be measured (baseline + metric + timeframe)

D. They create repeatability for you
✓ You can name 20 more like them (same trigger + same buyer)
✓ Your message “clicks” without heavy education
✓ References are plausible (case study, intro network)

E. Unit economics still matter (but later)



“Manufacturing companies running Monitor as their ERP, 
with 4+ sales reps, who want the same sales structure they 
already have in production .”

“Owner -led staffing agencies in warehousing/logistics that 
are under pressure from customers to fill the full demand in a 
predictable way.”

“Fast -growing companies with 15 –70 employees that struggle 
to hire. They take People & Culture seriously, but aren’t big 
enough - or able to afford - an excellent dedicated HR lead.”

“ICA store owners who care about their staff and want 
an efficient way to collect and manage employee feedback .”

Some examples



Buying trigger & 
JTBD (Why 
now?)

Buying Com. 
(Champion/Econ
omic/Risk/IT)

Value hypothesis 
(one line)

Pricing metric & 
WTP 
(hypothesis)

ROI proxy to 
measure

Biggest 
obstacles / risks

Partner / 
ecosystem 
dependencies

Alternative lenders / 
Fintech lending 
platforms
Fintechs  offering 
small/medium business 
loans, invoice purchasing, 
or cash / revolving credit.

Rapid scaling + 
need for real -
time risk to avoid 
incorrect 
approvals.

Reduce default 
losses, shorten 
loan decision 
cycles, and 
ensure credit 
compliance.

Large B2B sales 
organizations with credit 

terms (trade credit)

Industrial companies / 
suppliers that offer customer 

credit in invoicing / contracts.

Customer 
portfolios with 
increasing risk, 
need for fast 
turnover, global 
deliveries.

Reduced DSO 
(days sales 
outstanding), 
lower write -off 
risk, faster order -
to -cash (O2C) 
cycle.

Factoring / Invoice 
Finance & Supply -Chain 
Finance
Providers of factoring/SCF 
to SMEs where 
creditworthiness defines 
contract terms and pricing.

Increased 
volatility in 
SMEs; need to 
see real -time 
cash health 
ahead of 
financing.

Risk premium 
adjustment, 
pricing 
modeling, faster 
decision day.

…

• Problem -/regulatorisk  urgens  (20)
• Willingness -to -Pay/Budget (15)
• Ability -to -Win ( referenser /partner -leverage) (20)

• Säljhastighet  (cykellängd /komplexitet ) (15)
• Marknadsstorlek /nischens  täthet  (10)
• Leveranskomplexitet /COGS (10)

• Investerarstory -fit 2025 (10)



Be super specific .

Go all -in to test one  

hypothesis at the time .

Pivot  fast.
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4. Spending all 
 your time in the 
 friend zone.
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Qualified

+ Demo

Technical

Justification

Business

Justification
DiscoveryLead

10%

25%

40%

25%

Where average sales people

put their focus ( after lead )

40%

10%

20%

30%Where top

performers
put their focus.
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My perfect discovery meeting

8

6

4

2

0

2

4

6

30-60 min

agenda/contract

OK!?

set the stage = define problem area 
we address + what we do (not a pitch)

3-4 problem areas + 3*why + consequences
powerful questions + long revealing answers

vision

reflection?

objective conclusion

propose next step

book in calendar
together

problem insight, know what you don’t know, 
alternatives, risk, worries, objections, …

time management
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Run really good discovery meetings.

Ask tough questions early .

Disqualify early .
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5. Getting stuck in 
 Pilot Purgatory.
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Questions the customer
want answered

Product & technology

Questions we
want answered

Questions both
want answered

What most people focus on

Process & business

Where focus should be



A pilot without a pre -agreed 

conversion path is not learning

- it’s burn.

Success criteria → decision 

→ budget → rollout.
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Thanks!
Questions?

➔ peter@shorelinelabs.org
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