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actually works in 2026
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your stage & quick tips

gtm mistakes & learnings

how do leads compund?

putting it into practice: step-by-step

building an engine that compounds
demand
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About me: Ex-SaaS Founder, CRO and Founder of Forte Growth

Co-founded Flowla - scaled to $1M ARR, zero paid ads,
founder brand & content engine

Done the zero to 1 GTM and market entry 3X (11PO, 1Exit) - S60M+ closed
across 5 startups as CRO & Head of Sales

4
15+ years across consulting, edtech, hrtech, market entry, O G RSty
B2B SaaS and GTM leadership ccenture

+100 startups coached/ advised, VC & Accelerator Portfolio Advisor

Built the Forte Growth System, implemented across 10+ startups
generating +S15M pipeline
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As a founder, we’re expected to build all of this.
Simultaneously. Alone.

GTM Strategy & Weekly execution
Lead Generation & Sales system
CRM & Tracking

Outbound

Inbound Engine & Brand

Commercial Ops

No playbook. No roadmap.
Just figure it out whilst building product, managing cash, and trying not to burn out.
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When founders reach out with “symptoms”

We diagnose the root cause and find the real issues - before we fix or build

Symptom

Low reply rate

Replies, no meetings

Long sales cycles

SDR not delivering

Tried 5 channels, nothing works

What you may think

Bad copy

Weak CTA

Need better demos

Wrong hire

Try a 6th

What we discover may be broken

Wrong audience or awareness stage
No clear offer/ weak list building

No trust layer when they Google you

Targeting buyers at wrong
awareness
No urgency, education needed

No system to pluginto

Scattered growth efforts
Not testing, recording learnings
ai before essentials

Symptoms are loud. Causes are generally upstream
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6 Key Mistakes / Learnings

Inbound is the best outbound

#‘E You can't depend on reaching out

3

28

to people without giving them a
reason to find you, trust you.

Founder-first, then handover
Build the core system yourself. Document

with simple tools like fathom, slack, notion,

miro. Then tell people what you expect.

Build GTM like you build tech

Test-iterate-improve every week.
Build in sprints. The hockey stick
s real if you stick to the plan.

You can't outsource sales @
and happy days =

No hire will own sales the way you do. No

agency will crack your message-market

fit alone. | tried to outsource content for
a year and eventually had to own it.

Systems and tactics run in parallel /f_}

 —

Strategy and quick wins are not an either or. You é{:/
test, learn, capture, scale. Quick wins come in
month 2 when month 1is direction & essentials.

Pick 1 scalable and 2 non-scalable &>
channels and test 5

Post on linkedin. DM 200 people. See
what converts. Capture in notion. Track
on CRM. Scale with email and so on.
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Why | do what | do?

74% 1.5 years 12 months

of B2B SaaS companies stall average time founders Average Tenure of a
between £500K-£5M ARR stay stuck at this stage CRO/ CMO at this stage
This is the danger zone Time you don't want to lose Imperfect ownership
Momentum you'll never get Burnt on wrong hires,
back whilst competitors ineffective tools, and
capture market share agencies that don't deliver
Months Lost Capital Wasted
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GTM is more than sending 1,000 emails
and hoping for a meeting

Outbound Al GTM
Sends emails. Doesn't build Scales what works. Doesn't fix Is what makes both work.
trust. what doesn't.

e Outbound works best when combined with inbound

e Trust is the basis of sales

e You need a mix of Visibility + Crediblility + Authority + Volume

e Treat your go-to-market like your product.Test. Iterate. Improve.

 You don’'t need to hire 5 people and wait 6 months for results any more - Al is here
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Example

Diagnose GTM / market entry across 10 pillars

. 4110 ) 4110
1. Strategy & GTM Essentials 2.ICP & Persona Precision

.. 7/10 0 2/10
3. Outbound & Demand Generation 4. Founder Brand & Visibility

D 2/10 0 2/10
5. Credibility Assets & Proof 6. Content & Marketing Engine

) 1710 . 4110
7. Trust Network & Distribution 8. Sales Process & Conversion

0 2/10 . 5/10
9. Learning Loop & Compounding 10. Team, Capacity & Ownership
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9.CRM
Engine

6. Authority,
Trust, Social Proof

1.GTM 2. Campaign
essentials hub

Alper Yurder
Follow for more GTM tips!

10.User
Activation

7.Sales Engine

3. Messaging
Engine

company/growforte
in/alper-yurder

1. A&

Automations

8. Inbound Engine

4. LinkedIn

Engine

@ fortegrowth.co

4l dddd
SAVE - SHARE

5. Outbound
Engine
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Tactical tips based on your stage
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B2B Sales & marketing is complex

Mix is essential

« Some channels are scalable, others
non-scalable. You need both to
generate volume and build trust.

« Find your growth loop

« Discover the repeatable loop, then
scale it cost-effectively.




One size fits noone

$10K ACV B2B SaaS isn't the same as $20/seat PLG. The recipe changes.

PLG /| Low-ACV Sales-led /| Mid-ACV Enterprise ($100K+ ACV)
($10-50K)

Email Volume play - drive sign-ups Invitations to Almost never cold - account-
webinars/events, not cold based, personalised
meetings

Outbound Less critical - PLG carries Critical - narrow + warm Account-based, multi-thread,

the load beats broad + cold slow burn

Founder brand Trust + virality, build Essential - buyer Googles Critical - founder visible in

In public you between every touch buyer's space

Cadence High volume, fast iteration 2 scalable + 1 non-scalable Slow, high-touch, multi-

per quarter stakeholder

The narrower the river, the faster the flow. The more you try to be everything to everyone, the more you lose.
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You need both volume & marketing to generate
leads, build trust, find repeatability

Scalable Channels

e Outbound sales systems
o Content marketing engine
« SEO and organic growth

e Paid advertising channels

— Outbound to generate volume +
test message-market fit

Non-Scalable Tactics

e Founder brand
o Guerilla marketing
e Trust building activities like posts

» Visibility activities like webinars,
events

- Marketing to build: Visibility +
Trust + Credibility



0-5 Customers
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Case study: Investment-ready GTM Strategy &

Sales Execution for Atria Al

Challenge:

Atria had early momentum but no defined GTM strategy. The team
needed clarity, a sharp plan, and support to raise their round.
What We Did: Hands-on Coach + Execution -~ GTM Strategy,
Fundraising & Sales sprint

Delivered deep GTM audit (ICP, positioning, funnel review)
Built out acquisition strategy: when and how to use outbound,
content, founder brand

Defined messaging, pricing triggers, and sales playbook
Helped shape the narrative and investor deck for the raise
Result:

Clear GTM roadmap to show traction and scale

Strategic GTM plan integrated into investor story

Raised £700K shortly after

Alper Yurder, 2026



First 20 Customers

Phase 2: Getting First 20 Customers & Proving Repeatability

LJ Start outbound outreach with a niche audience — Personal, thoughtful emails , even better

11- Document learnings & refine sales playbook — Which objections come up? Which emails
convert best? Iterate.

12- Create early case studies & testimonials — Proof = trust. Use happy customers to attract
more. Don’t be shy about asking for video testimonials.

13- Start creating useful, shareable content - LinkedIn posts, short videos, or guides—
instagram, youtube, whatever works.

14- Get 5-10 industry influencers talking about you — Reach out, offer value, or collaborate to
get them mentioning your product. We got most of our collaborators by offering them to be
advisors or featuring them in expert round-ups.

Alper Yurder, 2026




Case study: +$100K Additional revenue for
Wealt in M2, building GTM system & hiring

From 2K to 6K

Followers

$100K

Sales in one month

5 meetings/week

In month 4

Challenge:

Wealt was building a private markets platform but had no repeatable GTM system,
pipeline, or brand presence. Abidin needed a trusted partner to build traction while
building a GTM system from scratch.

What We Did: Fractional CRO/ CMO - Co-founder as a Service

Built Abidin’s founder brand with credibility-focused LinkedIn content

e Set up outbound engine using Empler, Honeysales, and LinkedIn workflows

Combined smart commenting, DM retargeting, and warm intros
Supported demo flow, objection handling, and deal coaching

Hired and onboarded an SDR to scale execution

Result:

$100K+ warm pipeline by Month 2

5—-10 qualified meetings/week by Month 4

Repeatable founder-led GTM system in place

On track to fundraising with clear traction, credibility, and growth engine



Growing to 100 Customers

Phase 3: Scaling to 100 Customers (Demand Generation & Market
Credibility)

authority.

16. Launch an expert-driven content strategy — Do expert roundups, invite guests for video
interviews, and repurpose content.

17. Run a podcast (or guest on existing ones) — Talk to industry leaders and potential
customers, make your brand “cool.”

18. Use paid & organic demand gen tactics — LinkedIn ads, SEO-driven blogs, and retargeting
(only after nailing messaging).

PLG (product-led growth) tactics if applicable.
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Case study: GTM Strategy, Founder Brand and

scaling Beyond 20 Customers for Ujji Al

Challenge:
Ujji had a strong product vision and needed help with demand gen and growth. Rafael
needed visibility, leads, and a clear path to larger sales - fast and founder-led.

What We Did:

e Supported building Rafael’s founder brand on LinkedIn with sharp content and
storytelling

e Podcast design to boost authority and reach

e Refined sales messaging, discovery, and sales enablement for new hires

e Focused Product on the Sales persona to get to revenue faster.

Result:

10-15 inbound leads/month from founder content
Pivoted product to sales teams, faster revenue traction.
Warm investor interest driven by traction and visibility
+$200K ARR in 6 months through hands on coaching.
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Example

Market expansion: Outbound + Trust + Visibility

ZiZ What got you to $1M at home may not get you to £100K in the UK

THE PROOF - WITCO

f § In France, growth came through relationships, first network, PR and lack of competition.

We entered the UK with the same PR-heavy approach - paid features, visibility plays. It didn't convert.
The real issue: no deep understanding of where UK buyers consume information, how trust is built, or who influences decisions.

What shifted:

9 Know your buyer! 9 Test bi-weekly! 9 Build trust & visibility in right channels.
Started targeting 1000 key buyers Messaging, channel, and ICP Go to same events, appear in
not 10,000 spam emails tested in parallel. publications, build referral loops in

app as well as physical.

Alper Yurder, May 26’




Trust doesn't travel. Chasing clients Example

without Iit, iIs a waste of time!

£1M ARR at home. 50+ enterprise logos including multinationals. UK isn't
moving. Home: 7/10. UK: 2/10 across the board. “ We sell to Nike &
Decathlon in Turkey, nobody cares about us in the UK”

Where it breaks

ICP clarity (UK) - home segments untested in UK
Messaging - UK pitch never rebuilt

Founder brand / visibility - neither founder posts on LinkedIn
Lead gen - agency stalled, no internal owner

Competitive positioning - no articulated wedge vs incumbents

Growth tests / events - no podcast, no panels, no industry presence

Paid ads ){ £10K+ spent before message-market fit

Alper Yurder, May 26’



Diagnose your market entry across 10 GTM pillars

Every B2B GTM engine has 10 components.You can score yourself against these pillars in a new market to see where it breaks..

G 4110 G

1. Strategy & GTM Essentials 2.ICP & Persona Precision
D 7110 D

3. Outbound & Demand Generation 4. Founder Brand & Visibility
D 2/10 D

5. Credibility Assets & Proof 6. Content & Marketing Engine
-y 1/10 —

7. Trust Network & Distribution 8. Sales Process & Conversion
D 2/10 D

9. Learning Loop & Compounding 10. Team, Capacity & Ownership

4/10

2/10

2/10

4/10

5/10

Example

The four lowest-scoring pillars - Founder Brand, Credibility, Marketing Engine, Trust Network - all serve the same job: creating awareness and trust upstream

of outbound. Building this cluster is what gets your new brand more meetings in a new market.
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Let’s get tactical:
How do leads compound?
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Leads don't come from volume. They come from three layers
working together:

So we activate 3 engines:

Layer 1 - Outbound Activation (The Meeting Engine) Right message to right ICP. Testing and iterating
angles. Inbox management so you're quick to book. Simple tracker so you learn from every interaction. This
is where the SDR lives.

Layer 2 - Trust, Visibility & Brand (The Echo Chamber) LinkedIn profile as landing page. Active posting.
Founder brand. Engagement with target accounts. Social proof. Events. When prospects check you out,
they see someone real, active, credible.

Layer 3 - Feedback & Compounding (The Learning Loop) Call recordings feed content. Objections feed
messaging. Content feeds trust. Trust feeds reply rates. The system gets smarter every week.

If one layer is missing, meetings drop. We install all three with a system.

Alper Yurder 2026


https://miro.com/app/board/uXjVJspb-Yk=/

Before you build Al agents, build a loop that feeds the engine:

Virtuous loop: A system that balances quick wins & strong foundations that build repeatability when you strat
treating GTM like you treat product building. Weekly sprints: test - iterate — improve

3.Trust building with founder brand, content,

posting, events + shorten sales cycle
2.0n-going lead generation, while @

booking meetings, improve learnings
and sales process

AN

4.Sales process: CRM, track, nurture, close:
capture all leads, convert what can now, nurture
the rest, coach sales team, build collaterals,

=

1.Audit GTM, find what’s broken - fix
the Essentials: Messaging, ICP & GTM 5.Figure out repeatable growth loops on
Clarity ensures weekly execution A top of which we build further
automation, agents to scale repeat
tasks before we scale with more paid
ads, increase outbound volume or
produce content at scale

Alper Yurder, 2026’



How we run lead gen. sprints and why this order?

Sprint Progress
12-week GTM engagement — Week 6 of 12

12-Week Timeline

90'Day Sprint Phase 1 Phase 2 Phase 3

Launch outbound to test message-market fit
On-going lead gen to convert to sales
Add content to nurture, shorten sales cycle

« Scale with email to a) re-activate b) increase volume
. . . t eelk
« Create lead magnets, trust building webinars/ events,
newsletter
o |dentify problems in sales process and fix: CRM, Phase 1 GRINEN
. Foundation & Targeting — ICP d t L Il | t
automation, agent and scalable channels
414 week
Phase 2
Linked DM
1/4 week

Alper Yurder, 2026’



Food for thought: Before you build Agents, test channels and
decide which one does what - in your lead gen. workflow.

LinkedIn posts? “Lead gen.”
Cold email? "Lead gen.”
Events? “Lead gen.”

DMs? “Lead gen.”

Reddit comments? “ Lead gen.”

No wonder nothing compounds.

The truth: Each channel has ONE job it does
brilliantly at the early stage.

And each one feeds the other when done in parallel.

And that’s where the problem lies.

Alper Yurder, 2026’




It takes 8-12 touches before someone pays attention.

Email (awareness) LinkedIn view (curiosity)

DM with value (conversation starts) Linkedin connect (opens door)

Another post they see (more trust) They see your post (trust builds)

Comment on their post (warmth) Follow-up email (still there)

This is why one-channel approaches fail.
The system is the strategy.



Build your GTM in weeks, not 18 months
How to sequence things

Strategy & Essentials

Set strategy, Lead
channels & GTM Essentials

e \Work backwards from
revenue goal
e GTM Essentials:

Quick wins

First campaigns

e Learnings

Channel, ICP, Persona e Book quick
e Messaging & Positioning meetings

that converts from e Tactical +

awareness to Strategic

consideration to closing.

GTM CLARITY + MESSAGE-MKT FIT TESTS
BOOK FIRST 5-10 REPEATABLE MEETINGS

Outbound

7

Linkedin
(DM + commenting engine)
Better for booking
meetings

~

Email
Better for awareness
building, website traffic
invitations and scale the
top of the funnel

Inbound

Linkedin & SEO/ AIO

e Thought leadership

e Social Proof

e Echochamber of
buyers (nurture and
move from we know
this person to “let's
giveitago

e Founder brand

e |Lead magnet

ON-GOING LEAD GENERATION

Sales Proces

[ Fromleadgento |
follow up, nurturing
and closing

\, 7

N\

Sales collaterals
(one pagers, pitch
case study, video)

\ v

N

CRM & Tracking
(Nurture, track, close

newsletter)

Growth channels

Trust building activities
like podcast, webinar,
event

Guerilla tactics like
creator marketing, B2B
influencers, product
Jaunches

TRUST BUILDING + SHORTEN SALES CYCLE + HIGHER ACV

CRM, TRACK, NURTURE LEADS, CLOSE

Scale & increase

Hire to hand over
SDR & Content

Try blog + SEO,
AIO, review sites

Launches &
one-off trials

NON-SCALABLE EXPERIMENTS INCREASE REACH

MORE SCALABLE CHANNELS BRING PREDICTABLE REVENUE

Alper Yurder 2026



M1

STRATEGY &
QUICK WINS

WHAT HAPPENS

(FOocus)
Revenue Arch Audit
ICP / Persona
Messaging
Founder Brand

DELIVERABLES
(ASSETS)

GTM Roadmap

Messaging Framework

Content Pillars
Quick Wins
Package (5 Posts)

-+

e o o o

WHAT IT MEANS IN PRACTICE:

M2-3
FIRST TESTS
& SCALE

WHAT HAPPENS
(Focus)
LinkedIn Live
Email Warmup +
DM Campaigns
Lead Qual

DELIVERABLES
(ASSETS)

¢ Live Campaigns

First Meetings Booked

e Performance Review #1

Go/No-go

M4
CORE BUILD
ESTABLISHED

WHAT HAPPENS
(Focus)

LinkedIn Scale
Sales Process Audit
Inbound Workshops
Lead Flow

DELIVERABLES
(ASSETS)

¢ Updated Campaigns

¢ Finalised Process

¢ Working lead system and
sales process

e Content & inbound

e o o o

M5

omma

M6

SALES SYSTEM INBOUND ENGINE
DEEP DIVE DEEP DIVE

WHAT HAPPENS DELIVERABLES WHAT HAPPENS DELIVERABLES

(FOcus) (ASSETS) (FOCus) (ASSETS)
¢ CRMSetup ¢ Configured CRM e SEO/Blog Strategy ¢ Published Posts
e Automations ¢ Sales Playbooks ¢ Content Creation ¢ Newsletter Live
e Sales Collateral e Pitch Decks / One- ¢ Newsletter Setup e SEO Strategy Doc
¢ Playbook Creation Pagers

A
N

Option 2: growth bolt ons & deep dives

+

Option 1: Ongoing lead gen suppot

POST CORE BUILD
ON-GOING LEAD GEN & INBOX MGT.

WHAT HAPPENS
(FOcus)
Ongoing Execution (LI, Email)
Reporting
Optimization
Support

DELIVERABLES
(ASSETS)
¢ Weekly Metrics

¢ Monthly Reports
¢ Ongoing Support Access

RESULTS

¢ Self-Sustaining Revenue
Engine

e Founder Removed from
Weeds
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Putting it into practice



STEP 5: GROWTH SYSTEM
(Weeks 12-16)

1) Sales process & CRM deep-
dive for automations,

STEP 4: SCALE (Weeks 9-12) Inbound deep dive to plan
Notion hub, linkedin posts, growth tests.
outbound campaigns running, Moving forward:
1- Ongoing lead generation
STEP 3: BUILD (Weeks 6-12) Sales process & CRM review +2- CRM and Sales build + 3-
Outbound Scale, Email Content engine (blog, AIO), 4-
warmup, CRM setup, SDR Buyer echo chamber, buyers Growth tests together
playbook. seeing what you do.
Working outbound engine.
STEP 2: TEST (Weeks 3-6) Lead magnets, social proof Sales, inbound & outbound
LinkedIn as testing bed, Outcome: sales process, and newsletter for nurturing. optimization: From 20-50
Message-market fit, First pitch, lead management. customers to 100+
meetings booked. First posts Leads moving from
STEP 1: ESSENTIALS live. Validating messaging opportunity to consideration Engines built. On-going tests:
(Weeks 1-3) 5-10 SQLs, deal conversations,
GTM Strategy, Outcome: Branding, s._ystem paying for itself_.
Revenue Architecture, ICP linkedin posts, first Build the sales process with

Definition. campaigns, first meetings, CRM. lead aualification.

- Scale outbound with email, share
lead tracking system

content to build authority, figure

Outcome: Clarity on who to out what builds trust with

target and how. Quick wins + audience such as non-scalable
Strategy. GTM 2 Pager & Start message market fit channels. While booking more
Quick Wins deliverables. tests on linkedin to book meetings.

first REPEATABLE How it works:
MEETINGS and figure out o . .
_ _ specific GROWTI-?LOOPS. ¢ |workdirectly with founders on strategy + execution
Estalblnsst\ GT% etgsentlnals, e Bi-weekly sprints: test, iterate, improve
Salés & marketing plan e We work only with businesses we see we can make an impact,

towards revenue goals e.g.: post traction, MRR, cases exist

e We guarantee 20 SQLs as aresult, if not during the 4 month
period then we continue at a discount rate till we get’em.




Audit your GTM

GTM Clarity, One pager, Targets, 180 day plan

The Problem

Random activities that don't connect to revenue. No
clear system.

What to do in stead

e GTM audit and essentials

e Build revenue mathematics - 3 segments, 3 ICP, 3
strategies: how to reach $100K in 6 months

e Clear GTM Strategy: channels and activities to run

e 31 components from essentials to demand generation
to sales & marketing plan
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Audit Your GTM Foundation

Who'’s the buyer > ICPs & Personas
Not in demographics but in behavioural signs and triggers

Why should they care > Messaging & Positioning
Attention spans are 8 seconds, capture them fast!

How r u building trust+visibility+credibility
Founder brand, influencer the influencer, posting, being present.

|©

Meeting your buyer where they are
How did your best buyers become your best buyers? Repeat that.

Exercise: Rate yourself 1-5 on each element above.
+ Tactical Tip:

Record calls with Fathom, extract key insights, and share in Slack to align
product, tech, marketing, and sales.
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Step 2 . :
e This is where you start message-market fit tests, generate leads

while improve what converts:

Ru n n i n g Cam pai g n S  the full sprint goes after three personas with four different

messaging angles with four touchpoints. + First posts, first

. i credibility building.
First, test message'markEt fit, then scale * We launch the first one by week 5 and start testing.

The idea is to:

Book meetings

Record the meetings

Learn from the meetings

Record sales calls and interview personae

Understand the buyer persona better: what moves them from

Awarenes - Interest - Conversion

See what converts so we can do the right sales and marketing activity

NN N 2N N N

Tweak the product accordingly




Get campaign ready

Nail your essentials to test:

« These are what you take for granted, your
essentials which you never had time to do
properly maybe

- But they are the foundations before you
build agents:

o Writing card
o Prospect lists
o Tracker

A working notion hub where you see all

campaign ideas listed and documented

Content calendar

Copy database

Social proof assets, case studies, lead

magnets we’ll use

« And update as we learn from new
campaigns

©)

@)

©)

©)




Message-Market Fit

The test: can a stranger understand what you do in 10 seconds?

Not what the product DOES. What it DOES FOR THEM.

Bad Example Good Example

"We built an Al-powered assessment tool that "HR managers waste 3 weeks on performance
leverages our proprietary methodology." reviews. Our tool cuts it to 3 days."

Exercise for the room:

e What problem does your product solve?
e Who has that problem most painfully?
« What do THEY call the problem? (not what you call it)
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Keep all tests well organized in one database

Scattered outbound efforts, FOMO, spam.
Organized and informed campaigns. Test-iterate-learn.

hQneysales
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Build: trust layer

Founder Brand, LinkedIn, Social Proof
The Problem

No social presence means no
replies. People check before
responding.

What to do in stead

o Optimise your profile

e Write your manifesto

e Create and publish first posts

e Build allies list

o Establish engagement routine

e Set up profile viewer tracking

e Be at the right channel: linkedin,
facebook, insta, reddit

Social Proof the hell out of every opportunity

Case Studies

Detailed success stories from
satisfied clients

Testimonials

Use Senja or similar for Love Walls

Events & Awards PR events,

launches like PH launch are great
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Inbound & Outbound Together

Building and scaling trust while reaching new audiences

Digital authority, brand awareness & FOMO

Authority with thought leadership - Trust
Use founder story, problem/solution posts, customer
quotes, for Credibility
List 10 trust-building ideas: events, dinners,
podcasts, webinars, meet & greet....
Right tools for right operations: Ahrefs - keyword
research, Al engine optimization, clay or other
signalling tools
Expand beyond “just founder” to second networks,
other employees
‘Borrowed trust” — experts, clients, influencer
marketing to spread

o  Guerilla tactics: Flowla Linkedin Almanac
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Influence the influencers:

Cold outbound to strangers fails. Cold outbound to people who've heard about you from someone they
trust? That's the unfair advantage.

2

©)

Peer groups + communities

@

WhatsApp, Slack, LinkedIn
groups where your buyer hangs
out. Be present. Add value. Get
talked about.

——

Podcast + content collabs

Run a podcast, invite buyers and ——

peers. Guest on others'
podcasts. Co-author guides.

Creators + opinion-leaders i\j Review sites
@ G2, Capterra, Reddit, Product

Find the 20-30 people your Hunt. When buyers research,
buyer follows. Engage. Build you need to exist there.
relationships. Eventually they

mention you.

Earned content + PR

Get buyers and peers writing
about you publicly. Testimonials
In search. Case studies that get
shared.

Peers refer peers. Creators legitimise. Communities amplify. This is how you get bought instead of needing to sell.
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Sales process &

SyStem 1ZINg to scale @& Omma interim tracking CRM
Click the » Open button in the first column to expand and add notes.
The Problem Click Table to togale between views.

Conversations start but go nowhere. No clear process to close.

What We Do

e Map your sales process

e Set up CRM or simple notion tracker

e Create sales one-pager

e Build objection bank

e Collect first testimonials

e Think about lead qualification and nurturing
e Newsletters help
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Learnings from Scaling GTM

Document every step and record processes before hiring

1)Where you are: 2) Weekly sprints 3)Test-iterate-improve 4) Deliver results
timeline & scope
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Define Your Sales Motion based on your buyer

A- The Buyer Panel: _
B -Top Tips:

("4Understanding who you're
selling to is crucial for defining
your sales motion.

("4 Different buyer types require
different approaches.

End User Decision Maker Economic Buyer
("4Consider which growth motion
The person who will The person with authority The person who controls the best matches your target
actually use your product to approve the purchase budget and signs oLl on audience:
day-to-day spending

Growth Motions: SLG vs. PLG, Top-down vs. bottom-up

e Sales-led for complex, high-touch products;

e Product-led for self-service offerings;

e Content-led for education-driven purchases.

e Test different pricing and positioning strategies, and use tools like Flowla to track interactions with your sales

collateral. b
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Similar but different!

$10K ACV B2B SaasS isn't the same as $20/seat PLG. The recipe changes.

Email

Outbound

Founder brand

Cadence

PLG /| Low-ACV

Volume play - drive sign-ups

Less critical - PLG carries
the load

Trust + virality

High volume, fast iteration

Sales-led /| Mid-ACV ($10-
50K)

Invitations to
webinars/events, not cold
meetings

Critical - narrow + warm
beats broad + cold

Essential - buyer Googles
you between every touch

2 scalable + 1 non-scalable
per quarter

Enterprise ($100K+ ACV)

Almost never cold - account-
based, personalised

Account-based, multi-thread,
slow burn

Critical - founder visible in
buyer's space

Slow, high-touch, multi-
stakeholder

The narrower the river, the faster the flow. The more you try to be everything to everyone, the more you lose.

Alper Yurder 2026



Grow with scalable channels
Growth Channels We review

The Problem Channel Assessment
Too many options, no clarity on where to focus your limited time.

What We Do

e Channel reviiew

Select 1-2 channels to focus on
Design first experiment

Build 30-day action plan

1-2 Channels Selected

30-Day Experiment

360-Day Roadmap

[) Office hours: Pick channels together based on your strengths

Alper Yurder, January 26°



Scale marketing with limited sources

Podcasts, webinars, event series, influencer marketing, guerilla marketing
Don’t rely on paid ads to do your marketing towards Series B

M views

On influencer almanac

From guerilla marketing - 52 influencers share for free

10x

SEO

Compound over a year in blog views

5K downloads

Expert roundups & Lead magnets
Weekly visits to the website

Alper Yurder, January 26




Build the Machine

Systems + Handover

The Problem

Everything lives in your head. Can't scale, can't delegate, can't step away.

What You Do

e Document your playbook

e Create onboarding documentation
e Set up Al workflows

e Finalise 90-day and 1-year plans

Alper Yurder, January 26°



Build the Machine

Systems + Handover

Alper Yurder, January 26°



Key Takeaways

1 GTMis more than sending 1,000 emails or stacking clay and some Al and hoping for the best

2 GTMis a system, not a list of tactics : WHO, WHY, WHERE, HOW

3  Outbound without inbound fails

4 Trustis the base of sales, so you need to build Visibility +. Credibility + Authority to build and scale trust.
5 You need to treat GTM like you treat your product: Test - iterate - improve

6 Record everthing, create learning loops that compund, don’t outsource problems - founder-led first.

Alper Yurder, 2026



Build your GTM in weeks, not 18 months

At Forte Growth, we work with early stage founders to build their GTM system in weeks not months.
GTM Clarity | Repeatable Meetings | Outbound - inbound Loops | Content that scales

Strategy & Essentials

Set strategy, Lead
channels & GTM Essentials

e Work backwards from
revenue goal
e GTM Essentials:

Quick wins

First campaigns

e Learnings

Channel, ICP, Persona e Book quick
e Messaging & Positioning meetings

that converts from e Tactical +

awareness to Strategic

consideration to closing.

GTM CLARITY + MESSAGE-MKT FIT TESTS
BOOK FIRST 5-10 REPEATABLE MEETINGS

Outbound
, \ Inbound
Linkedin
(DM + commenting engine) Linkedin & SEO/ AIO
Better for booking e Thought leadership
meetings e Social Proof
L y e Echochamber of

buyers (nurture and
move from we know
this person to “let's
giveitago

e Founder brand

e |Lead magnet

Email
Better for awareness
building, website traffic
invitations and scale the
top of the funnel

SQLs deliver revenue

ON-GOING LEAD GENERATION

Sales Proces

[ Fromleadgento |
follow up, nurturing
and closing

\, 7

N\

r Sales collaterals
(one pagers, pitch
case study, video)

\ v

N

CRM & Tracking
(Nurture, track, close
newsletter)

Growth channels Scale & increase

Hire to hand over
SDR & Content

Try blog + SEO,
AIO, review sites

like podcast, webinar,

Trust building activities
event

Guerilla tactics like
creator marketing, B2B
influencers, product
Jaunches

Launches &
one-off trials

System starts paying for itself

TRUST BUILDING + SHORTEN SALES CYCLE + HIGHER ACV

CRM, TRACK, NURTURE LEADS, CLOSE

NON-SCALABLE EXPERIMENTS INCREASE REACH

MORE SCALABLE CHANNELS BRING PREDICTABLE REVENUE

Alper Yurder, January 26°



How to get started

Book a diagnostic call to discuss your GTM

Where are you getting stuck

1 In your GTM right now?

2 Phase 1A: GTM plan

alper@fortegrowth.co
linkedin.com/in/alper-yurder

Alper Yurder, 2026
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Start with a GTM audit &
create your plan

First of all, we take a snapshot of your current go-
to-market strategy and how you should go about
growing it - if I were to join as a cofounder Iin
charge of growth how would | approach it

| create your go-to-market strategy to say:
this is how you grow it - and month by month,
these are the activities you need to run to
make sure that you are growing.

We clarify your GTM essentials, sales &
marketing plan, channels, growth motions we
want to test as well as how to execute it.

We build campaign ready materials: copy,
outbound messages, prospect lists, tooling, first
posts, tracker







	From founder-led sales to a compounding GTM engine: what actually works in 2026
	agenda of today
	intro
	your stage & quick tips
	gtm mistakes & learnings
	how do leads compund?
	putting it into practice: step-by-step building an engine that compounds demand
	Co-founded Flowla → scaled to $1M ARR, zero paid ads, founder brand & content engine
	Done the zero to 1 GTM and market entry 3X (1 IPO, 1 Exit) - $60M+ closed across 5 startups as CRO & Head of Sales

	15+ years across consulting, edtech, hrtech, market entry, B2B SaaS and GTM leadership
	+100 startups coached/ advised, VC & Accelerator Portfolio Advisor

	Built the Forte Growth System, implemented across 10+ startups generating +$15M pipeline

	As a founder, we’re expected to build all of this.  Simultaneously. Alone.
	GTM Strategy & Weekly execution
	Lead Generation & Sales system
	CRM & Tracking
	Outbound
	Inbound Engine & Brand
	Commercial Ops
	No playbook. No roadmap.  Just figure it out whilst building product, managing cash, and trying not to burn out.

	When founders reach out with “symptoms”
	We diagnose the root cause and find the real issues - before we fix or build
	Symptom
	What you may think
	What we discover may be broken
	Low reply rate
	Bad copy
	Wrong audience or awareness stage No clear offer/ weak list building

	Replies, no meetings
	Weak CTA
	No trust layer when they Google you
	Targeting buyers at wrong awareness No urgency, education needed

	Long sales cycles
	Need better demos

	SDR not delivering
	Wrong hire
	No system to plug into

	Tried 5 channels, nothing works
	Try a 6th
	Scattered growth efforts Not testing, recording learnings ai before essentials
	Symptoms are loud. Causes are generally upstream


	GTM is more than sending 1,000 emails and hoping for a meeting
	Outbound
	Sends emails. Doesn't build trust.

	AI
	Scales what works. Doesn't fix what doesn't.

	GTM
	Is what makes both work.
	Outbound works best when combined with inbound
	Trust is the basis of sales
	You need a mix of Visibility + Credibility + Authority + Volume
	Treat your go-to-market like your product.Test. Iterate. Improve.
	You don’t need to hire 5 people and wait 6 months for results any more - AI is here

	Example

	Diagnose GTM / market entry across 10 pillars
	1. Strategy & GTM Essentials
	4/10
	3. Outbound & Demand Generation

	7/10
	5. Credibility Assets & Proof

	2/10
	7. Trust Network & Distribution

	1/10
	9. Learning Loop & Compounding

	2/10
	2. ICP & Persona Precision

	4/10
	4. Founder Brand & Visibility

	2/10
	6. Content & Marketing Engine

	2/10
	8. Sales Process & Conversion

	4/10
	10. Team, Capacity & Ownership

	5/10

	Tactical tips based on your stage
	Mix is essential

	One size fits noone
	$10K ACV B2B SaaS isn't the same as $20/seat PLG. The recipe changes.
	PLG / Low-ACV
	Sales-led / Mid-ACV  ($10–50K)
	Email
	Volume play - drive sign-ups
	Invitations to webinars/events, not cold meetings
	Almost never cold - account-based, personalised

	Outbound
	Less critical - PLG carries the load
	Critical - narrow + warm beats broad + cold
	Account-based, multi-thread, slow burn

	Founder brand
	Trust + virality, build in public
	Essential - buyer Googles you between every touch
	Critical - founder visible in buyer's space

	Cadence
	High volume, fast iteration
	2 scalable + 1 non-scalable per quarter
	Slow, high-touch, multi-stakeholder

	Enterprise ($100K+ ACV)
	The narrower the river, the faster the flow. The more you try to be everything to everyone, the more you lose.


	You need both volume & marketing to generate leads, build trust, find repeatability
	Scalable Channels
	Non-Scalable Tactics
	→ Outbound to generate volume + test message-market fit
	→ Marketing to build: Visibility + Trust + Credibility


	0-5 Customers
	Case study: Investment-ready GTM Strategy & Sales Execution for Atria AI
	Result:

	First 20 Customers
	Case study: +$100K Additional revenue for Wealt in M2, building GTM system & hiring
	From 2K to 6K
	Result:
	Followers


	$100K
	Sales in one month
	5 meetings/week
	In month 4


	Growing to 100 Customers
	Case study: GTM Strategy, Founder Brand and scaling Beyond 20 Customers for Ujji AI
	What We Did:
	Result:
	Example

	Market expansion: Outbound + Trust + Visibility
	TEST-ITERATE-IMPROVE. FAST!
	🇬🇧 What got you to $1M at home may not get you to £100K in the UK
	THE PROOF - WITCO

	🇫🇷 In France, growth came through relationships, first network, PR and lack of competition.  We entered the UK with the same PR-heavy approach - paid features, visibility plays. It didn't convert.  The real issue: no deep understanding of where UK buyers consume information, how trust is built, or who influences decisions.
	What shifted:
	Know your buyer!
	Started targeting 1000 key buyers not 10,000 spam emails

	Test bi-weekly!
	Messaging, channel, and ICP tested in parallel.

	Build trust & visibility in right channels.
	Go to same events, appear in publications, build referral loops in app as well as physical.


	Trust doesn't travel. Chasing clients without it, is a waste of time!
	Example
	Where it breaks

	Example

	Diagnose your market entry across 10 GTM pillars
	4/10
	1. Strategy & GTM Essentials

	4/10
	2. ICP & Persona Precision

	7/10
	3. Outbound & Demand Generation

	2/10
	4. Founder Brand & Visibility

	2/10
	5. Credibility Assets & Proof

	2/10
	6. Content & Marketing Engine

	1/10
	7. Trust Network & Distribution

	4/10
	8. Sales Process & Conversion

	2/10
	5/10
	9. Learning Loop & Compounding
	10. Team, Capacity & Ownership


	Let’s get tactical: How do leads compound?
	Leads don't come from volume. They come from three layers working together:
	So we activate 3 engines:
	If one layer is missing, meetings drop. We install all three with a system.
	Alper Yurder 2026'

	Before you build AI agents, build a loop that feeds the engine:
	How we run lead gen. sprints and why this order?
	90-Day Sprint
	Launch outbound to test message-market fit
	On-going lead gen to convert to sales
	Add content to nurture, shorten sales cycle
	Scale with email to a) re-activate b) increase volume
	Create lead magnets, trust building webinars/ events, newsletter
	Identify problems in sales process and fix: CRM, automation, agent and scalable channels
	LinkedIn posts? "Lead gen." Cold email? "Lead gen." Events? "Lead gen." DMs? "Lead gen." Reddit comments? “ Lead gen.”

	No wonder nothing compounds.
	The truth: Each channel has ONE job it does brilliantly at the early stage.
	And each one feeds the other when done in parallel.

	And that’s where the problem lies.
	SCALE


	It takes 8-12 touches before someone pays attention.
	This is why one-channel approaches fail.
	The system is the strategy.

	Putting it into practice
	Forte Growth Sprint
	GTM Clarity → Outbound tests → Inbound layer → systemize & scale → sales process + crm → scalable channels & growth tactics
	BEFORE
	AFTER

	Audit your GTM
	GTM Clarity, One pager, Targets, 180 day plan
	The Problem
	Random activities that don't connect to revenue. No clear system.

	What to do in stead
	GTM audit and essentials
	Build revenue mathematics - 3 segments, 3 ICP, 3 strategies: how to reach $100K in 6 months
	Clear GTM Strategy: channels and activities to run
	31 components from essentials to demand generation to sales & marketing plan


	Audit Your GTM Foundation
	Who’s the buyer > ICPs & Personas
	Not in demographics but in behavioural signs and triggers

	Why should they care > Messaging & Positioning
	Attention spans are 8 seconds, capture them fast!

	How r u building trust+visibility+credibility
	Founder brand, influencer the influencer, posting, being present.

	Meeting your buyer where they are
	How did your best buyers become your best buyers? Repeat that.
	Exercise: Rate yourself 1–5 on each element above.
	💡Tactical Tip:  Record calls with Fathom, extract key insights, and share in Slack to align product, tech, marketing, and sales.


	Running campaigns
	First, test message-market fit, then scale
	Nail your essentials to test:

	Get campaign ready
	Message-Market Fit
	The test: can a stranger understand what you do in 10 seconds?
	Not what the product DOES. What it DOES FOR THEM.
	Bad Example
	"We built an AI-powered assessment tool that leverages our proprietary methodology."

	Good Example
	"HR managers waste 3 weeks on performance reviews. Our tool cuts it to 3 days."

	Exercise for the room:
	What problem does your product solve?
	Who has that problem most painfully?
	What do THEY call the problem? (not what you call it)


	Keep all tests well organized in one database
	Scattered  outbound efforts, FOMO, spam.
	Organized and informed campaigns. Test-iterate-learn.
	Step 3


	Build: trust layer
	Founder Brand, LinkedIn, Social Proof
	The Problem
	No social presence means no replies. People check before responding.

	What to do in stead
	Optimise your profile
	Write your manifesto
	Create and publish first posts
	Build allies list
	Establish engagement routine
	Set up profile viewer tracking
	Be at the right channel: linkedin, facebook, insta, reddit

	Social Proof the hell out of every opportunity
	Case Studies
	Testimonials


	Build your founder brand ﬁrst
	1,000+ Leads generated
	3x Engagement rate
	52 Weekly posts
	Your unfair advantage: Founder-Brand
	People buy you before your product. A founder’s personal brand builds trust faster than company posts. Share wins, failures, and behind-the-scenes weekly to stay human and relatable.


	Inbound & Outbound Together
	Building and scaling trust while reaching new audiences
	💡Digital authority, brand awareness & FOMO
	1. 2.
	Authority with thought leadership → Trust Use founder story, problem/solution posts, customer  quotes, for Credibility List 10 trust-building ideas: events, dinners,  podcasts, webinars, meet & greet…. Right tools for right operations: Ahrefs - keyword  research, AI engine optimization, clay or other  signalling tools  Expand beyond “just founder” to second networks,  other employees “Borrowed trust” → experts, clients, inﬂuencer  marketing to spread
	3.
	4.
	5.
	6.
	Guerilla tactics: Flowla Linkedin Almanac


	Influence the influencers:
	Cold outbound to strangers fails. Cold outbound to people who've heard about you from someone they trust? That's the unfair advantage.
	Peer groups + communities
	WhatsApp, Slack, LinkedIn groups where your buyer hangs out. Be present. Add value. Get talked about.

	Creators + opinion-leaders
	Find the 20–30 people your buyer follows. Engage. Build relationships. Eventually they mention you.

	Review sites
	G2, Capterra, Reddit, Product Hunt. When buyers research, you need to exist there.

	Podcast + content collabs
	Run a podcast, invite buyers and peers. Guest on others' podcasts. Co-author guides.

	Earned content + PR
	Get buyers and peers writing about you publicly. Testimonials in search. Case studies that get shared.
	Peers refer peers. Creators legitimise. Communities amplify. This is how you get bought instead of needing to sell.


	Sales process & systemizing to scale
	The Problem
	Conversations start but go nowhere. No clear process to close.

	What We Do
	Map your sales process
	Set up CRM or simple notion tracker
	Create sales one-pager
	Build objection bank
	Collect first testimonials
	Think about lead qualification and nurturing
	Newsletters help


	Learnings from Scaling GTM
	Document every step and record processes before hiring
	3)Test-iterate-improve
	4) Deliver results
	1)Where you are:
	2) Weekly sprints
	timeline & scope


	Define Your Sales Motion based on your buyer
	A- The Buyer Panel:
	B -Top Tips:
	✅Understanding who you're selling to is crucial for defining your sales motion.
	✅Different buyer types require different approaches.
	✅Consider which growth motion best matches your target audience:
	End User
	Decision Maker
	Economic Buyer
	The person who will actually use your product day-to-day
	The person with authority to approve the purchase


	Growth Motions: SLG vs. PLG, Top-down vs. bottom-up
	Sales-led for complex, high-touch products;
	Product-led for self-service offerings;
	Content-led for education-driven purchases.
	Test different pricing and positioning strategies, and use tools like Flowla to track interactions with your sales collateral.


	Similar but different!
	$10K ACV B2B SaaS isn't the same as $20/seat PLG. The recipe changes.
	PLG / Low-ACV
	Sales-led / Mid-ACV ($10–50K)
	Email
	Volume play - drive sign-ups
	Invitations to webinars/events, not cold meetings

	Outbound
	Less critical - PLG carries the load
	Critical - narrow + warm beats broad + cold

	Founder brand
	Trust + virality
	Essential - buyer Googles you between every touch

	Cadence
	High volume, fast iteration
	2 scalable + 1 non-scalable per quarter
	Almost never cold - account-based, personalised
	Account-based, multi-thread, slow burn
	Critical - founder visible in buyer's space
	Slow, high-touch, multi-stakeholder

	Enterprise ($100K+ ACV)
	The narrower the river, the faster the flow. The more you try to be everything to everyone, the more you lose.
	Step 5



	Grow with scalable channels
	Growth Channels
	We review

	The Problem
	Too many options, no clarity on where to focus your limited time.

	What We Do
	Channel reviiew
	Select 1-2 channels to focus on
	Design first experiment
	Build 30-day action plan
	Channel Assessment
	1-2 Channels Selected
	30-Day Experiment
	360-Day Roadmap
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	Scale marketing with limited sources
	Podcasts, webinars, event series, inﬂuencer marketing, guerilla marketing Don’t rely on paid ads to do your marketing towards Series B
	1M views On inﬂuencer almanac


	Build the Machine
	Systems + Handover
	The Problem
	What You Do
	Document your playbook
	Create onboarding documentation
	Set up AI workflows
	Finalise 90-day and 1-year plans


	Build the Machine
	Systems + Handover

	Key Takeaways
	GTM is more than sending 1,000 emails or stacking clay and some AI and hoping for the best
	GTM is a system, not a list of tactics : WHO, WHY, WHERE, HOW
	Outbound without inbound fails
	Trust is the base of sales, so you need to build Visibility +. Credibility + Authority to build and scale trust.
	You need to treat GTM like you treat your product: Test - iterate - improve
	Record everthing, create learning loops that compund, don’t outsource problems - founder-led first.

	How to get started
	Book a diagnostic call to discuss your GTM
	Where are you getting stuck in your GTM right now?
	Phase 1A: GTM plan

	alper@fortegrowth.co
	linkedin.com/in/alper-yurder


	Start with a GTM audit & create your plan

