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Decision enablement guide

How B2B tech startups and scaleups win over today’s buyers

Practical actions for founders and commercial leaders
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Executive summary

B2B tech buyers are making decisions earlier than you think.

By the time sales engages, buyers are rarely choosing you, they’ve already
shortlisted vendors.

So, if your brand isn’t recognised, trusted, and understood early on, you're
excluded before evaluation begins.

This creates a specific growth risk for startups and scaleups.

This guide introduces decision enablement: a go-to-market discipline that
aligns marketing and sales to how buying groups actually decide.

It helps your buyers make sense of change, align internally, and confidently
justify decisions in your favour.

Who this is for

® B2B tech founders
® Commercial leaders across Sales, Revenue, Growth, and GTM

@ Startup and scaleup teams whose deals feel slower, riskier, or harder to close
than they should

This will help you to:

Support buying groups before formal sales engagement
Build credibility early enough to be seriously considered

Create more higher-confidence commercial conversations
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The real problem
with B2B growth

You had three strong demos last quarter. The champion loved you. Then silence.

Two months later they renew with the incumbent. No one told you why,. If you are not already trusted when buyers enter the market ‘even strong
sales execution struggles to recover the deai :

Sounds familiar? You’re not alone. Most founders describe the same pattern.
Pipeline arrives in bursts. Promising deals stall. Late-stage objections feel vague
or political.

Explanations come quickly: sales execution, pricing, product gaps, lead quality.
But the real issue often lies elsewhere.

Modern B2B buying never begins with vendor conversations. It begins long
before anything reaches your CRM.

Before buyers compare vendors, they form beliefs. Shortlists are formed early,
usually two or three vendors, and they are difficult to change once set.
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How B2B decisions
actually get made

B2B tech purchases are made by buying groups of people with
different incentives, fears, and career risks.

J An economic buyer protecting ROl and downside risk

J A technical evaluator protecting the stack

J A user champion protecting daily workflows

o An executive sponsor protecting strategic outcomes

J Hidden influencers protecting compliance, security, and reputation

Each role asks: "Will this decision come back to hurt me?"

Key insight

The goal is not to convince
everyone you are the best option.

The goal is to make choosing you
feel defensible.
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What decision
enablement means

Decision enablement is the discipline of reducing perceived risk across buying groups. It
increases collective confidence and helps internal champions justify the decision to others.

It bridges being known to being chosen and answers the question all buyers are thinking: "Will
we regret this?"

Decision enablement reduces confusion, removes friction, and equips buying
groups to think clearly enough to decide.

Brand storytelling. Demand gen. ABM PR. Content Sales support. All essential
but rarely coordmated around how buylng groups actually buy. Decision
enablement connects them ‘

It’s about b'Ui'Iding brand recognition and trust before buyers start shortlisting,
then supporting confident decisions across the full buying journey.
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Buying triggers:
when decisions start

Buyers do not enter the market randomly. They are triggered by events.
Recognising them early gives you an advantage.
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Three buyer states
to work with 7 .

Buying journeys are not linear. Groups move back and forth as they test assumptions,
manage risk, and seek reassurance together.

Buyers only move forward when confusion decreases and confidence increases.
Decision enablement designs for all three states.
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State 1: Out-of-market buyers

Most of your buyers aren’t actively shopping, they’re forming beliefs.
They’re defining problems, setting priorities, and building category
assumptions.

What these buyers need: What to do:
1.  Category explanations to reuse in their own internal conversations o Name the change buyers sense but struggle to
2.  Perspectives that help them recognise emerging risk or opportunity before articulate
it becomes urgent o Make the cost of inaction visible without
3. Shared language that shapes how problems are framed before buying resorting to fear tactics
begins ° Maintain consistent presence so you are

mentally available when triggers occur

Out-of-market buyers do not care about feature
specificity. They care about future relevance.
Talk about transformation, not specifications.
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State 2: Early-market buyers

Around 30% of your buyers are quietly exploring. They are
trying to articulate problems they feel but struggle to
describe. It’s where preference is either won or lost.

What decision enablement produces:

o Role-specific narratives for finance, technical, and executive stakeholders
o Clear articulation of who your solution is, and is not, for

o Comparisons that help groups evaluate without pressure

What to do:

1. Challenge existing éapabilities without attacking past decisions

2.  Help buyers recognise whether their situation fits your approach

3. Reduce wasted evaluation time and internal disagreement

Most buyers will not want to engage personally at this stage.

Your messaging must work without direct interaction. Connect with aspirations, not
just requirements.

Most evaluations include incumbents. Provide clear reasons to switch, not just
reasons to consider.

r
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State 3: Late-market buyers

(14

Few buyers engage sellers directly at this stage, as preferences already exist. The primary risk is

internal disagreement or late-stage veto. Winning does not come from
pushing harder at the end. It
What decision enablement produces: comesfrom being useful earlier.

. Business case and ROl frameworks buyers can adapt internally
J Implementation playbooks that reduce fear of change
o Risk-mitigation and proof packs

. Internal justification assets that champions can forward to stakeholders who will never
speak to you

N

These assets travel internally. They reduce friction, shorten debate, and increase decision velocity. - E ! ! g
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Content alignment matrix

Don’t produce content and hope it finds its audience, use this matrix to match asset type to buyer role and state.

Economic buyer

Technical evaluator

User champion

Executive sponsor

Out-of-market

Industry trend reports; cost-of-
inaction thought leadership

Architecture overviews; security and
compliance one-pagers

Blog posts addressing daily pain
points; short videos

Podcast interviews with peer leaders;
benchmark data

Early-market

ROI models and business case
frameworks; analyst validation

APIl documentation and sandbox
environments; performance
benchmarks

Comparison guides; interactive tools
and calculators

Customer outcome snapshots; third-
party validation

Late-market

Executive briefing decks; reference
calls with peer companies

Proof-of-concept packages; SLA
documentation; migration runbooks

Free trials; implementation quick-
start guides; peer testimonials

Commercial summaries with risk
mitigation; internal justification decks
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The new research layer:
Al and LLM optimisation C%

% :.y;r%%

Buyers still rely on traditional owned channels like web, email nurture, and communities. They also
consider earned channels including analysts, media, advocacy, and employee voices.

But they increasingly use Al tools to research categories, compare vendors, and validate decisions. If
your content is not structured to be cited by these tools, you may be invisible during early research.

Use consistent terminology across all content. Maintain publishing cadence. Share contrarian
or future-focused perspectives that give Al tools

something distinctive to surface.

Publish definitive guides and frameworks.
Generate original research others reference. Introduce concepts that require your interpretation.

Build glossaries that define category language. Create methodologies competitors must respond to.

Emerging KPI: Test whether Al tools cite your brand in your category.
Most competitors aren't tracking this yet.
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Where to start

Before investing in new campaigns, tools, or hires, answer these five
questions honestly:

Are buyers confident choosing us before sales engagement? If not, what
are they missing?

Where do deals stall, and which voices in the buying group are missing
from our conversations?

What risks do buyers fear most if they choose us? Have we addressed
those risks directly in our materials?

What helps internal champions justify our solution to colleagues who will
never speak to us?

If a buyer searched for our category using Al today, would our content be
cited?

If you cannot answer these clearly, your growth problem |s probably not
' ~ pipeline. Itis deCIsmn confldence - '

A quick self-assessment

Score each question 1 (no clarity) to 5 (fully addressed)

Q1. Ask salespeople to independently describe your buyer's biggest
hesitation. Different answers = misaligned positioning.

Q2. Inyour last closed-lost deals, how many had stakeholders you never
spoke to?

Q3. Check your CRM for "no decision" as a loss reason. Above 25% = not
enough confidence to act.

Q4. Strip your brand from your top comparison page. Ask a colleague to
identify it. If they can't, your positioning isn't distinctive.

Q5. Ask Al to recommend solutions in your category. If you're absent, your
contentisn't built for Al discovery.

Below 15?7 Focus your next 90 days on the two lowest scores.
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Bottom line
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belongs to the brand that makes buying feel safest. R i il . ,  .;-‘~.‘,€ BOR

Decision enablement is about aligning marketing and sales to the
way buyers actually decide.

It’s about making progress easier for the people who must live with
their decisions long after the contract is signed.
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