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From startups to multi-billion dollar vendors, the GTM strategy of an)( pa}"wo 2 Cm ‘com/shovcase

software, SaaS or services company relies on a clear articulation of .he methods by
which companies get their products into the market to be consumed by users fonobs
business outcomes. And perhaps the most crucial step in the GTM aligpm@atis 8m)
sales decision: Which market segments will be served through a direct selling
model, which segments will be served through partners, and when can this model
be executed?

Go-to-Market Strategy Defined

The simplified go-to-market strategy illustrates the steps in the journey to define a
GTM plan. At the risk of over-simplifying, let’s review the key steps:

1. Corporate Vision/Strategy - \WWhat the company stands for, what is the core
essence of the company’s reason for being, how it creates value and what
drives its mission forward.

2. Product Strategy - The translation of the vision and mission to a set of
deliverables often called “products.” These can be goods or services,
solutions, etc., that are offered to buyers.

3. Customer/Market Segmentation - Before looking at the marketing and sales
approach, current and prospective customers need to be clearly defined via
some segmentation method. Often customer company size is a critical
variable, though others such as type of business, level of business maturity,
and tolerance for risk will help define the product fit for businesses.
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2This is contingent tipon idenuiying certain market segments that ars
targeted inlorde?d® MEEPER artain set of their specific ngeeagcij_'l'his part of the
GTM is a two-way street that influences how the product gets rafned i best
serve customer needsf/%sr%)leads directly into the marketing appraaghkethe
selling methods, and channel coverage, or essentially how best io reach
customers. /' Voices
5. Sales Coverage/GTM Model - Often referred to more narrowly/astinetdsY M
strategy, this step is the formulation of a sales plan or coverage model to
access and gain customer acceptance of the product. All GTM dedigidhE%eake
to this point hinge on the mapping of the market segments to chagel$/pooks)
(including the sales force) that can serve them best. Hopefully this ieads io a
model that is optimized for maximum customer satisfaction as weld ds\pasesk
revenue and profit for the vendor. (http://wotc.crn.com/wotc2017.t
6. Route to Market - At last we get to the routes to market whereby we define
the roles and the particular profiles of the channel partners, as WwélPA"fiaes
sales force, in serving different categories or segments of custofiers/orisis.atafsesources/.

is sometimes called the Channel Strategy. | Showcase

Where Does the Channel Strategy Fit in? (http://wotc.crn.com/showcase/.
A good channel strategy incorporates both channel partners (essentiaiiy reseiiers)
and alliance partners (more strategic partners, who incorporate both reselling anébs
product/market expertise), but oddly I've found that there are so few bookisbsrrhow)
to build out this partner distribution or channel strategy, and | often wonder why. My
whole career has been focused on building and enabling channels, marketing to
and through channel partners, and developing third party (channel and alliance)
partnerships to achieve corporate goals. A new boss once asked me what our
company’s channel strategy was. After repeated presentations of our strategy, he
finally asked me — what is a channel strategy? Now we got to the heart of his
question. What he really wanted to know is what the GTM strategy of the company
was and how the channel strategy (the indirect channel strategy at that), supported
the GTM model. We spent more productive time together thereafter to outline the
company’s GTM strategy, which had not been well articulated, even for a
successful multi-billion dollar company.

The company’s channel strategy is - in basic terms - the vendor’s plan for moving
products and services through a chain of commerce to the end user. Nice and
simple right? But behind that simple sentence is the complexity of developing,
articulating and executing the GTM model that led to this step in the journey.

The GTM Strategy is key to and will help you formulate a channel strategy, not the
other way around. Elevating the discussion to the GTM Strategy and then building a
comprehensive plan and model is ultimately what will generate the most effective
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So far all this scundPtrigERTIER 10t totally straightforward, l%tégr!:thls r\}\cl)t a/staktic

effort. Executives want the template to complete and yet, it is a seriet BF 1 kions

that never ends. At many ngnStstn a company’s development, the GTM:stigiegy

needs to be reviewed and revised. It is ongoing and constant, I'd argue it's

essentially a living document. And having some agreed upon stratedy \$iétements

helps guide the business both internally, and often more importantly,(est@bnatby.

Without this foundation, customers as well as suppliers and investors may get lost

along the way towards creating and executing the GTM. /' Videos (/videos)

As the GTM model evolves, the channel strategy is a normal outgrowtg.gfthg.desiM
strategy. It can be, and usually is, a set of stand-alone statements, pians, and

engagement principles, used for the organization (including the board £0its/yartmers

or other stakeholders. But always remember that the GTM model is the:dristemain/wotc2017.t
the channel strategy. It should be an early consideration or set of inputs to

formulate the GTM model, but it can’t exist in a vacuum. / From the Events

For example, using managed services providers (MSPs) to sell your&8ltief- saiigom/resources/.
probably require different product options, pricing, and packaging thrim %Qgétsrgight

have been the case with a software solution sold through global system integrators

(GSls). So it could be said that the channel will help “define” or more 3RAUPS&fycom/showease/
“‘inform” the GTM, but it won'’t be the only or even the primary driver. All the inpuig,

above need to be factored in to get to the most optimal GTM model fg{t
company.

Sound too esoteric? | don’t think so, especially when your executive team, your
board, your partners and your employees start and keep asking you — What is our
channel strategy?

How to Build the GTM Model — Data and Insights Will Enable

Not such a trivial activity, to be sure. Channel leaders become more central to the
organization when they are able to operate as general managers who get to wear
all the different marketing, sales, business operations, support, and strategy hats
required to move organizations forward to better articulate and manage the GTM
models of the company. As such they become invaluable in helping develop the
channels needed to achieve the company’s goals.

But what’s the best way to approach such a daunting task? We are so much better
off today in the age of digital transformation than in prior years thanks to the
amazing amount of data at our disposal. We can access and analyze data about
our products, customers, sales force, alliances, and channel partners that we could

have only hoped and dreamed about before. Better data fueled by more powerful

éD/J%bs.crn.com)
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