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10 Fatal 
GTM Mistakes
SaaS Startups
Make (And
How to Avoid
Them)
A Field Guide for Technical
Founders Scaling Sales for
the First Time



Hiring Too Late

Founders wait for “product-market fit” to be nailed before
bringing on sales help. By then, it’s too late — they’re chasing
pipeline instead of shaping it. They’ve also missed being a
part of the early sales motions where they could have
captured IP on what is working

Better: Hire a founding AE early and make them part of the
discovery loop. 
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Hiring the Wrong First Salesperson 

They hire the flashy “enterprise rep” from Salesforce instead
of the gritty builder who can coldstart with zero leads, no
case studies, and a founder-brand. Producers from big-name
brands either expect or depend on a great deal more support
than a startup can provide. They lack the curiosity, creativity,
adaptability, versatility and grit a startup demands 

Better: Prioritize curiosity, adaptability, pattern recognition,
and conation over logos.
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 Overengineering the Process Before Traction

AI automations, fancy dashboards, and detailed territories
don’t close deals. Founders waste cycles perfecting process
instead of picking up the phone. People buy from people
they trust and who understand their problems. Those all
require one on one conversation. 

Better: Sell it yourself. Feel the pain. Then document it.
Then hire to scale it. 
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Underestimating the Need for Messaging Discipline

Most early GTM decks are Frankenstein monsters of jargon
and investor buzzwords. Nobody knows what the startup
does or what business problems they address

Better: Nail your POV and clarify pain. You only get one
sentence of attention, so it had better count.
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Relying on Inbound to Scale 

Product-led growth isn’t a GTM strategy, and for a complex
enterprise offering an impossibility. Neither is hoping for G2
reviews and SEO, you must pay to play and it takes 6-12
months after deployments to garner any actionable
attention. 

Better: Outbound is a must. Hire people who’ve built motion
from scratch and who have demonstrated a knack for both
sales and marketing
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Ignoring/overinvesting in the Ecosystem

Startups treat partnerships, analysts, and channels like
afterthoughts — even when they’re in category-building
markets.

Better: Build relationships with SIs, ISVs, and integrators
early. Don’t go alone
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Conversely, expecting your partners to drive business to you
in the early days is a fool’s errand. Established firms will
expect you to have secured enough business to be able to
show them precisely how they will generate revenue with you
with a win-win revenue recognition model. 

Better: Identify your clients integration partner of choice, and
after you have closed your first few transactions, reach out to
those partners to support your installs and to join you on
sales motions. For larger ISV partners, you will need to have
closed business with several of their clients and brought them
in to close business with a few of your clients before they will
consider partnering with you. 

Mistaking Activity for Progress

A full calendar and a bloated pipeline can give a false sense
of momentum. Meanwhile, win rates and deal velocity suck.

Better: Focus on opportunity quality, not quantity. Qualify
harder. Close faster. Stay laser focused on outcomes.
Experiment constantly, fail fast and learn what works! 
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Avoiding “Big Boy” Clients Too Early

Founders think they’re too small to go after Fortune 1000 or
IR 500 logos. But those are the firms that teach you the hard
truths about scale. While you can’t build an early business
around “whale” accounts, you can begin to hone your
message and position your product in what will be a 12-24
month buying cycle.

Better: Use your nimbleness to win what legacy can’t. Just
don’t overpromise.
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darrell@rosensteingroup.com

Want to turn GTM into your competitive advantage
— not your drag coefficient?

I've helped 200+ startups avoid these exact mistakes. 
Let’s talk about how to build your sales motion with
precision from Day 1.

[Book a call] [Listen to MarTalks] 

 Hiring for Rolodex, Not Rigor

They want “relationships” — but don’t ask how deals were
closed. A rep’s track record in well resourced orgs doesn’t
mean they can sell a zero-trust unknown, they inherited their
pipeline from an install base, or brand legacy activity.

Better: Ask, “How did you build your top of funnel without
marketing, brand, or inbound? How have you developed a
green field territory?” 
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Not Using Recruiting as a GTM Channel

The way you hire tells the market who you are. Top reps
signal to buyers, investors, and future hires that this rocket
ship is worth boarding. 

Better: Make hiring part of your positioning. If your reps suck,
so does your story.
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