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How is Enterprise Different?
● Enterprise features
● Enterprise buying process
● Procurement process
● FOMU > FOMO
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How to Approach the Move Upmarket
● How this was done in the past
● A smarter way
● Pitfalls to avoid
● Measures of success
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Moving Upmarket has big upside, but it is not a 
casual decision

You cannot just “re-aim” your current GTM motions 
at larger accounts; a new GTM motion is needed

Historical moves to enterprise have required a total 
investment of $20M+

Because of sales cycles, it can also take 3-4 years 
to make the transition

Are there smarter ways of doing this?  Yes.
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How is Enterprise 
Different?
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Need “enterprise” features

Procurement processes:  An actor with 
power you’ve not encountered before

01

04

Enterprise buying process:  
6-9 months, multiple stakeholders

02

FOMU > FOMO

03
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As a company goes upmarket, product feature requirements escalate
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User Features

Team Features, e.g.collaboration, user-level permissions

Management features, e.g. reporting, tiered access

Technical features, e.g. interoperability with major platforms

Infosec features, e.g. GDPR, CCPA

Security features, e.g. SOC2, pen tests, redundancy
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Enterprise buying process

● 6-9 months

● MAP

● Multiple stakeholders

● Need strong internal champion 
(pain, power, vision)

● Need to understand politics

● Need to understand approvals

● Deep product/use case review 
(could include RFP, PoC, etc.)

Enterprise Buying Process
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Decision Process
Help your customer sell internally 
based on facts and figures. 

Enterprise Buying Process

CHAMPION

Trial

  USER I

INITIATOR P

DECISION MAKER

  EXEC BUYER D

A discover call 
introduces us to 
the champion.

A provocative statement 
around impact and critical 
event causes the org  to 
take action.

The decider cannot 
overrule the objections 
as it will cause 
resentment later on.  

Using a Stakeholder meeting a 
small group agrees to the 
commitment based on the 
impact it provides.

Use of insights will 
help convince the 
gatekeeper.

A responsible decider 
secures there is budget 
available based on the 
priority of the project.

INFLUENCER

GATEKEEPER
An initiator starts a 
convo based on the pain 
they experience.

CE

The champion has a 
quantifiable need.

The decider prioritizes 
this project based on a 
function of impact and 
critical event. 

Research may help identify 
which accounts are worth the 
increase in resources (time 
and people.)

There may already be users that 
are using the product, they often 
have insights into what the 
measurable impact is.

Users can provoke the 
need with the decision 
maker, and get the 
project prioritized.

The gatekeeper  often uses 
impact and the lack of 
priority to prioritize an 
alternative decision.

It is the role of the 
influencer to teach you 
how to overcome the 
roadblocker.

I

A small (3-5) group of 
individuals that help 
determine the priority. 

The goal of this blueprint is to provide 
a framework of how decisions are 
made within an organization. It is 
custom designed for decisions for 
recurring revenue services which are 
based on priority (not just budget or 
RoI).

RESEARCH S

DECISION TEAM COMPLEXITY
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Enterprise Buying Process
MUTUAL ACTION PLAN

Orchestrating a buying process around 
a series of specific tasks with due 
dates, owners and dependencies
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Proof of Concept exercises permit deep 
product evaluation that aligns to 
desired customer impacts, and unifies 
business and technical stakeholders 
around key decision criteria

Enterprise Buying Process
PoC

The goal of this blueprint is to show the 
amount of resources involved over a period 
of time. A PoC is only to be used when the 
client is ready to commit to your solution.

WORKSHOP

SCOPE
RFP

PROVOKE

SHOOT-OUT

PURCHASE

PREPARE

CUSTOMER VISIT

CUSTOMER VISIT

PROPOSE

INSTALL

POC

WORKSHOP

READOUT

BUDGET CRITERIA

STAKEHOLDER

Cost of POC: $20-50K.
No PoC oppty  <$50K
Volume of nodes

Provoke with 
3 options Po

C 
tra

ck

Buy
Visit

Walk them through 
the PoC process

1. What is the 
business 
impact?

3. What are their 
success criteria?

2. What is the 
decision process?

Purchase w/ the right to return, 
hardly happens but starts the 
convo with a “sense of urgency”

A PoC is performed with one 
partner at a time, otherwise it is 
referred to as a shoot-out

Separate the installation 
from the PoC 

Add an activity with a 
guaranteed successful 
outcome

Transformation 
“workshop” with the 
stakeholders 

Publish when each 
criterion is checked off

  2 to 4 weeks .

Increase 
winning 

channels

On-site read-out 
with decision 
makers in the room

“What’s the 
trade-off you 
are making...”

The customer learns if this 
works in their environment; 
we learn if the impact 
warrants a purchase

I

D

CE

I

I
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Procurement Process
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● RFPs

● Multiple vendors

● Approved Vendor

● Infosec

● Legal

● Vendor of choice (VOC)

● Procurement negotiations
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Nobody gets fired 
for buying IBM.

“
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TODAY

An error of commission, the executive(s) takes 
action, and it causes issues. For example, they 
bought the wrong Clari package.

FOMU
Fear of Messing Up

HISTORICALLY

An error of omission, the stakeholders decide 
to do nothing, “let’s wait and see,” and things 
start to fall apart soon after.

FOMO
Fear of Missing Out
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How to Approach the 
Move “Upmarket”
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How this was done in the past

Measures of Success

01

04

A smarter way02

Pitfalls to Avoid03
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Hand the keys to a Large Customer
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Two High-risk Choices
How this was done in the past

● Identify a champion at a large 
company willing to “take a bet”

● Commit future development 
roadmap to meet their needs 

● Secure agreement for company 
to be a reference

“Development Partner” “Hired Gun”
Hand the keys to an Enterprise 

Leader

● Hire a seasoned enterprise revenue 
leader with experience

● Let the leader hire their own team

● Follow the leader’s process

● Stand back and wait
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“Development Partner” 
Scenario

H
O

W
 TO

 M
O

VE UPM
ARKET

How this was done in the past

$10M+, All-or-nothing Bet
When you turn the keys over to a large 
customer, paying you a large sum of 
money to develop to their needs, you get 
cash and a logo up front, but are you 
building the business you want?

● Will the customer’s needs really 
reflect the broader “market?”

● Will the customer’s needs ever be 
“done?”

● Will the customer reference for you 
even before they are “done?”

● Will sales be able to sell what you 
built for one customer?

DEVELOPMENT PARTNER
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“Hired Gun” Scenario
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How this was done in the past

$20M+ Bet on Growth
When you turn the keys over to a 
hired-gun revenue leader, they will 
run the play they know.

● Leader will hire:
○ RVPs
○ Ops / Enablement
○ Sales Engineering
○ Partners & Channels

● Leader will build a “capacity” 
model, e.g $1.5M quotas * 10 
reps = $15M “capacity”

● Rep ramp will be 12 months

● Rep success rate will be 50%

● Entire company will culturally 
shift

HIRED GUN
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Build an enterprise business 
that doesn’t lose money?

Build from our strengths vs. 
jumping into our weaknesses?

Maintain control of our destiny?

What if we could…

01

02

03

A SMARTER WAY
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Need “enterprise” features

Procurement processes:  An actor with 
power you’ve not encountered before

01

04

Enterprise buying process:  
6-9 months, multiple stakeholders

02

FOMU > FOMO03

REMINDER:
These things 
haven’t changed
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A smarter way: “Land and Expand” Scenario

01

Instead of building all 
Enterprise Features up front…

02

Instead of trying to sell Enterprise 
customers wall-to-wall…

03

Instead of hiring a big-gun outside 
revenue leader…

Add enterprise features 

slowly; turn down 

customers who need 

more than you have

Land small (department); 

turn down deals so big 

they would control you

Task an existing leader to 

start working up-market.  

Equip them with blueprints 

& playbooks.
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“Land and Expand” Scenario
A SM

ARTER W
AY

Sustainable Growth
“By-design” Move into the Enterprise 
with focus on sustainable growth:

● Grow leadership from the inside

● Build enterprise playbook–don’t 
leave new leadership hanging

● ABM to warm up targeted 
accounts

● Self-service for departmental 
adoption

● PLS to expand initial footprint

● AEs do their own demos

● Pay close attention deal by deal 

○ How to win the deals you 
want

○ When to step away from the 
deals you don’t want

● Land and expand (no 
mega-deals at first)

● 2 years to profitability 
(minimize investment)

LAND AND EXPAND
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t1 t2 t3 t4 t5 t6t0
PMF
Price your product 
based on the proven 
impact it provides.

Go To Market Fit
Find a repeatable process for a Go To 
Market motion(s) that grows revenue 
consistently. 

ScaleUp Fit
Focus on scaling Growth by doing more 
of what works, and stop doing what 
doesn’t work. Multiple GTM motions.

$1M

$10M

$100M

Time
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IPO

A SM
ARTER W

AY

Remember:  You are adding another GTM.  It needs to be architected, tuned and scaled

 1  year.

S

ACME has an SMB product 
which is bringing in $18M in 
ARR. It achieved PMF and is 
starting to Scale. 

ACME launches an Enterprise 
product to scale the revenue.

 1 to 2  years.

The launch of a new product, entry into a 
new region, or sell into a new segment all 
require, even briefly, to re-establish a Go 
To Market Fit and often also re-establish 
Product Market Fit.
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Measures of success:
M

EASURES FO
R SUCCESS

● Consistency of new inbound MQLs

● Consistency of new revenue deals (#)

● Consistency of renewals (#)

● Consistency of expansion deals (#)

● NRR (%)
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Key Takeaways
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Moving Upmarket has big upside, but it is not a 
casual decision

You cannot just “re-aim” your current GTM motions 
at larger accounts; a new GTM motion is needed

Historical moves to enterprise have required a total 
investment of $20M+

Because of sales cycles, it can also take 3-4 years 
to make the transition

Are there smarter ways of doing this?  Yes.
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How to stay in touch
The best ways to continue to get the latest insights from WbD

Get the latest research and insights 
on how to optimize your GTM and grow 
your revenue

01

Stay smart while scrolling LinkedIn02

WbD Research Newsletter
www.winningbydesign.com/newsletter

Follow founder Jacco van der Kooij

Follow WbD on LinkedIn

Additional open workshops 
available every week

03

WbD Events & Workshops
https://winningbydesign.com/event
s-workshops-webinars/

Next workshop
The Fundamentals of SPICED

Hosted by Dan Smith

May 30 | 10-11am PT

https://www.linkedin.com/in/jaccovanderkooij/
https://www.linkedin.com/company/winningbydesign/
https://www.linkedin.com/in/justdansmith/

