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Abstract: This paper explores the “build it and 

they will come” mentality that often results in 

market failure for technology startup 

businesses in their early stages of development, 

yet they are often brilliant technologically. To 

solve the paradox between product 

development and commercialization, this study 

investigates a strategic go-to-market (GTM) 

triad comprising of intensive customer 

validation, a clear market positioning and 

systematic market adoption. The study brings 

together all those ideas, as well as the Lean 

Startup model, the Diffusion of Innovations 

curve and the Jobs-to-Be-Done approach, and 

turns them into a stage-gate GTM roadmap, 

actionable and formulated to help founders 

avoid premature scaling; to help map 

engineering roadmap to buyer needs; and to 

help create a roadmap for predictable, 

sustainable growth. Furthermore, the results 

provide a set of guidelines for commercial 

readiness for VC and Angel Investors in their 

due diligence process. 
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1. 0 Introduction 

The current scenario of the technology sector 

has an unprecedented number of early-stage 

startups eager to get into the game and 

challenge existing companies with new digital 

products, the use of Artificial Intelligence and 

Deep Tech (Calvo, 2020). The technology sector 
has experienced rapid growth in early-stage 
startups driven by digital technologies, artificial 
intelligence, software-as-a-service platforms, and 
deep-tech innovations (Calvo, 2020). Despite this 
technological progress and increasing investment 
in startup ventures, many technology startups fail 
to achieve commercial success because 
technological innovation alone does not guarantee 
market acceptance. A major challenge is the 
persistent mismatch between product 
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development and market requirements, whereby 
technically sophisticated products may be 
developed without sufficient understanding of 
customer needs, competitive positioning, or 
adoption conditions (Marshall, 2023). Thus, the 
ability of early-stage technology startups to 
translate technological innovation into sustainable 
market value increasingly depends on systematic 
go-to-market (GTM) planning and execution. 

However, even as VC investment in the startup 

sector is at an all-time high and even more 

impressively, the technology of yesterday's 

startup has hit an all-time high, the paradox of 

the entrepreneurial ecosystem is that brilliant 

technological innovation can lead to 

catastrophic market failures (Marshall, 2023). 

As a founder, you will think, “build it and they 

will come” and you will look at IT as the silver 

bullet solution to building a successful startup 

on your journey to building a startup. An 

innovative solution, without considering the 

market context in which it will be utilized, is 

just an invention looking for a problem (Goller 

& Bessant, 2023). 

This paradox reflects the tension experienced 

by early-stage technology startups between 

product development and commercialisation 

(Chen, 2021). Although many startups possess 

strong technical capabilities, they may lack 

systematic mechanisms for validating customer 

needs, differentiating their offerings from 

competitors, and developing repeatable 

pathways for market adoption. Consequently, 

limited financial resources and short 

operational runways can be consumed by 

products that do not adequately address 

customer requirements, lack clear market 

differentiation, or fail to achieve sustainable 

user acquisition and retention. These 

challenges indicate that startup failure may 

result not only from technological limitations 

but also from weaknesses in go-to-market 

execution. 

Hence, Lauchengco, (2022) pointed out that 

majority of startups die at the GTM (Go to 

market) and not due to the product. 

Although previous studies have examined 

customer validation, market positioning, 

technology adoption, and startup 

commercialisation, these dimensions have 

largely been investigated as separate aspects of 

entrepreneurial and marketing strategy. 

Limited conceptual attention has been given to 

how customer validation, market positioning, 

and market adoption can be integrated into a 

unified, stage-gated go-to-market framework 

specifically designed for resource-constrained 

early-stage technology startups. This gap limits 

the ability of founders and other ecosystem 

actors to understand how these three 

mechanisms interact across the transition from 

product development to scalable market 

success. 

Therefore, this study aims to develop a 

conceptual go-to-market framework that 

integrates customer validation, market 

positioning, and market adoption to support the 

commercialisation and sustainable growth of 

early-stage technology startups. Specifically, 

the study examines how structured customer 

validation can reduce market-entry uncertainty, 

how strategic positioning can improve 

competitive differentiation, and how 

systematic adoption mechanisms can facilitate 

the transition from initial market acceptance to 

scalable growth. 

The study has both theoretical and practical 

significance for the entrepreneurial ecosystem. 

Theoretically, it integrates the Lean Startup 

methodology, Diffusion of Innovations theory, 

and the Jobs-to-Be-Done framework into a 

unified GTM perspective, thereby providing a 

conceptual basis for understanding how 

customer validation, market positioning, and 

market adoption interact during startup 

commercialisation. Practically, the framework 

provides founders and product leaders with an 

actionable basis for allocating scarce resources, 

aligning product development with customer 

needs, and reducing the risks associated with 

premature scaling. It also provides venture 

capitalists, angel investors, and startup 
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accelerators with potential criteria for assessing 

commercial readiness and market traction. 

Accordingly, successful GTM execution 

should not be treated as a matter of chance but 

as a structured process that can be 

systematically planned, tested, evaluated, and 

refined. Integrating customer validation, 

market positioning, and market adoption can 

enable technology startups to reduce 

commercial uncertainty, align product 

development with market requirements, 

strengthen competitive differentiation, and 

establish pathways toward sustainable and 

scalable growth. 
 

The major causes of startup failure demonstrate 

the importance of market validation, financial 

sustainability, team capability, and competitive 

positioning during the early stages of venture 

development. As shown in Table 1, lack of 

market need represents a particularly important 

failure factor and directly reinforces the need 

for systematic customer validation as a core 

component of GTM strategy. 

 

Table 1: Primary Causes of Startup Failure (CB Insights Benchmark Data) 

 

Rank Reason for Failure Percentage of Startups 

Affected  

GTM Relevance 

1 No market need 35 Direct failure of Customer 

Validation 

2 Ran out of cash / Bad 

pricing 

20 Failure of Market Adoption & 

Unit Economics 

3 Not the right team 18 Indirect execution risk 

4 Get outcompeted 19 Failure of Market Positioning 

 

2. 0 Literature Review & Theoretical 

Framework 
 

he evolution of go-to-market (GTM) strategy 

reflects a broader transition from product-

centric commercialisation toward market-

oriented approaches that emphasise customer 

needs, market positioning, continuous 

feedback, and adoption dynamics. Earlier 

product-focused approaches placed greater 

emphasis on technological development before 

market entry, whereas contemporary GTM 

approaches increasingly recognise the 

importance of validating customer problems 

and aligning product value propositions with 

market requirements.. The traditional approach 

to industrial and early tech periods was a linear 

one, where companies focused on research and 

development in-house, and then released 

features to the public no one could have 

foreseen in advance (Snape, 2021). This 

product-first attitude was anchored on a risky 

premise of the better the engineering, the better 

the market outcome. In the meantime, 

however, the world has evolved, with markets 

becoming full and buyers' sophistication 

increasing, making this inflexible approach 

increasingly redundant. The new modern GTM 

is one that's outside-in, market centric and is 

mainly driven by customer discovery, 

continuous behavioral feedback and 

continuous market alignment. 

To support this modern GTM evolution, 

contemporary startup frameworks are based on 

three foundational theories, according to 

Brynjolfsson et al, (2021). In the first place, the 

Lean Startup Methodology by Eric Ries 

teaches the concept of validated learning, 

which affords founders the opportunity to test 

their assumptions and launch at an affordable 

pace and with low overheads, through iterative 

build-measure-learn cycles aimed at reducing 

catastrophic launches. Second, the Diffusion of 

Innovations theory, as extended by Geoffrey 

Moore, helps to explain the dangerous chasm 

that must be crossed to make it to mass market 
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success. Last, the Jobs-to-Be-Done (JTBD) 

framework brings focus off of demographic 

profiles and surface product attributes and deep 

into the functional, emotional, and social jobs 

that consumers are seeking to hire a solution 

for. 

Although these frameworks address different 

dimensions of startup commercialisation, they 

are complementary rather than mutually 

exclusive. Lean Startup emphasises iterative 

customer validation and validated learning, 

Jobs-to-Be-Done explains the underlying 

customer motivations and desired outcomes, 

while Diffusion of Innovations provides a basis 

for understanding how innovations move from 

early users toward broader market adoption. 

Their integration therefore provides a stronger 

conceptual foundation for examining the 

complete GTM process from customer 

discovery and product-market alignment to 

market positioning and scalable adoption. 

This is the early-stage technology context 

which is extreme in terms of resource 

constraint, volatility, and extreme market 

ambiguity (Trott et al., 2022) and is a key part 

of operating in this theoretical landscape. The 

runway of companies, from B2B software as a 

service (SaaS) to deep-tech/hardware, is very 

short and their unit economics are not really 

certain. Deep tech and hardware startups have 

to deal with agonising R&D spends and long 

development cycles, and SaaS startups with 

hyper-low switching costs and fierce 

competition. These unique constraints lead to 

some distinctive features of commercialization 

of start-up tech businesses that cannot be ‘trial 

and error'—getting targeting and positioning 

wrong can be fatal to the corporate life 

(Bingham & McDonald, 2022). 

However, the existing literature does not 

sufficiently explain how these theoretical 

perspectives can be operationalised 

collectively as a sequential GTM process for 

early-stage technology startups. In particular, 

there is limited conceptual integration of 

customer validation, strategic market 

positioning, and adoption management into a 

single stage-gated framework that guides 

startups from initial problem identification 

through market entry and scalable growth. 

Addressing this gap provides the basis for the 

conceptual framework developed in this 

study.With all of these historic transitions, 

theoretical anchor points and contextualities, it 

becomes clear that it's crucial that emerging 

technology companies have a structured GTM 

framework. Founders can systematically deal 

with high-ambiguity environments that are 

common for early-stage businesses by moving 

away from antiquated product-push thinking, 

and applying lean validation, adoption curves, 

and profound motivational insights. This 

literature base is the foundation to explore the 

intersection of customer validation, precise 

positioning and systematic adoption and how 

that intersection is actionable, repeatable, and 

can create an engine to scale and lead markets. 

The Diffusion of Innovations perspective 

explains the progressive adoption of new 

technologies across different categories of 

users, from innovators and early adopters to the 

early majority, late majority, and laggards. For 

technology startups, the transition from early 

adopters to the mainstream market can 

represent a significant commercial challenge, 

commonly described by Moore as the “chasm” 

(Fig. 1). 

Theoretically, the study contributes by bringing 

together three complementary perspectives—

Lean Startup, Jobs-to-Be-Done, and Diffusion 

of Innovations—to explain the progression 

from customer problem validation to market 

positioning and eventual market adoption. This 

integrated perspective extends conventional 

GTM thinking by presenting 

commercialisation as a staged and iterative 

process rather than a one-time product launch 

activity. 
 

3.0  Pillar I: Rigorous Customer 

Validation 
 

According to Nguyen-Duc et al, (2021) the 

process of a commercialization of an early 
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stage technology startup starts with the critical 

shift from idea to strong problem-solution fit. 

One example of confirmation bias that 

founders can exhibit is the tendency to cling on 

their own misguided ideas and fall in love with 

their own technology solutions, while 

disregarding the actual problems they address 

(Nuijten et al., 2020). However, to achieve true 

problem-solution fit, a disciplined approach to 

problem solving needs to be followed, and the 

identified pain point should be an operational 

or economic problem as opposed to a slight 

inconvenience, or a “road block.” 

 

 
Fig.1: Everett Rogers' Diffusion of Innovation Curve & The "Chasm" 

 

By deliberately taking out the things that 

customers don't need, and making sure to only 

isolate out the points of pain that customers 

have, early stage companies can put their 

engineering hours into building the things the 

market desperately needs, which is what 

founder intuition enables you to do (Stites, 

2022). 

But entrepreneurs must be disciplined in 

uncovering these validation insights, through 

structured approaches to customer discovery 

that find the truth, not only encouragement (de 

Klerk et al., 2023). Typically, the founder's 

customer is looking to satisfy the founder and 

validate the founder's egotistical tendencies—

and that is an issue in traditional market 

research. This “qualitative” dialogue should be 

backed up with quantitative behavioural 

metrics, such as landing page conversions, 

email opt-ins or letters of intent, to substantiate 

customer excitement with actual demand 

(Wright, 2021). 

Once startups have gathered the raw qualitative 

and quantitative data, they should then distill 

the information into a concise Ideal Customer 

Profile (ICP) and into detailed buyer personas 

(Sandrin, 2021). As mentioned by Blumberg & 

Thompson, (2022), a single dimensional 

segmentation of the customer by demographics 

alone is not enough, but rather needs a multi-

dimensional matrix that combines 

firmographics (company size, revenue, 

industry sector), psychographics (risk 

tolerance, organisational culture), and 

technological maturity (tech stacks, readiness 

to adopt new tools). An ICP is far more useful 

for small, early stage companies that have a 

small marketing and sales budget and need to 

focus on “beachhead” market that the product 

can make the biggest splash in, as opposed to a 

large, undefined market with a generic product. 
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The real-life examples of how early feedback 

from customers drove key, life-saving changes 

in startups is a clear empirical example of the 

urgent need for this fundamental validation. 

For example, Slack was originally an internal 

communications app created for a failed 

gaming company called Tiny Speck, which 

saw that the messaging engine itself was 

actually a common enterprise challenge, and 

the product was and is hugely successful. Then 

again, there are startups that don't take the time 

to discover a customer, and go to make a  

terrible product launch into a nonexistent 

market, only to discover, after spending some 

seed money, that their product is unwanted 

and/or unneeded. These are the elements that 

combine to be the initial safety net against an 

early market failure (Kihn & O'Hara, 2020). 

Table 2 compares qualitative and quantitative 

approaches to customer validation and 

highlights how the two forms of evidence 

complement each other in establishing 

problem–solution fit and assessing market 

demand. 
 

 

Table 2: Qualitative vs. Quantitative Customer Validation Matrix 
 

Rank Reason for Failure Percentage of Startups 

Affected 

GTM Relevance 

1 No market need 35 Direct failure of Customer 

Validation 

2 Ran out of cash / Bad 

pricing 

20 Failure of Market Adoption & 

Unit Economics 

3 Not the right team 18 Indirect execution risk 

4 Get outcompeted 19 Failure of Market Positioning 

 

4. 0 Pillar II: Strategic Market 

Positioning & Differentiation 
 

Strategic market positioning provides the basis 

through which customers interpret a startup's 

value relative to competing alternatives 

(Montefreddo, 2021). Because early-stage 

technology startups typically possess less 

brand equity, financial capacity, and market 

recognition than established competitors, 

clearly identifying a distinctive and defensible 

market position is critical to their commercial 

survival. Effective positioning requires startups 

to identify the competitive alternatives 

available to customers, determine the 

distinctive characteristics of their offerings, 

and translate those characteristics into 

meaningful customer value.To navigate this 

confusion, entrepreneurs can take advantage of 

the widely known positioning framework of 

April Dunford, which divides market identity 

into four necessary parts: defining the real 

competitive choices of the market, what they 

would choose if the start-up didn't exist; 

enumerating the exclusive features of their 

product that the market lacks; and the value 

translation, communicating to the market why 

their exclusive features are valuable. The 

problem is that even the most sophisticated 

technology may be overlooked, misinterpreted, 

and just ignored by the people who are 

supposed to use it, if it is not placed properly 

(Calandrillo & Anderson, 2022). 

With this strategic positioning, startups will 

have to be mindful of how they build value 

proposition, which will prove critical in 

establishing a technical engineering and 

tangible business. Technical founders' common 

mistake is to focus on the features they are 

developing, like raw code functionality, 

architecture coolness or complicated metrics, 

instead of the transformation to operations and 

economics it offers, Glancy (2020) said. 

Creating an effective value proposition 

involves articulating technical specifications in 

terms of business outcomes like cost savings, 

reduced time to market or less expensive 
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security weaknesses (Akinleye & Adeyoyin, 

2022). If a startup can add value to the product 

offering based on the financial and operational 

needs of the customer, it can turn a fun gadget 

into a necessity in business and can mark the 

beginning of a market transformation. 

This means founders should conduct a 

comprehensive competitive landscape 

analysis, plotting out direct and indirect 

alternatives in the market by employing 

extensive feature-value matrices (Johnson, 

2022). This is not a simple competitor feature 

checklist, but analysing other players in the 

market place and how they are trying to solve 

the basic customer issue – and where are the 

market whitespace opportunities. According to 

Lubasi & Muthu (2021), there are ‘direct' and 

‘indirect' competitors; Direct competitors are 

companies that offer similar type of technology 

approach and indirect competitors may be 

using a manual spreadsheet or an old 

workaround and are comfortable with it. These 

dynamics can be visualised on a comparative 

matrix which can provide early-stage 

companies a sense of uncontested market 

segments, the weaknesses of the incumbent and 

what the competitive moat is for the early-stage 

companies (Tice, 2020). 

Finally, all strategic positioning and value 

translation should be translated in one message 

structure and in an exciting branding story for 

various target groups. Different members of a 

buying committee may be interested in and 

discuss different outcomes, each in their 

company jargon (Burk et al., 2021). 

 

 
Fig. 2: The 2x2 Competitive Positioning Matrix 

 

Table 3: Feature-to-Value Translation Framework 

 

Technical Feature Functional Benefit Economic / Business Value 

Real-time data sync pipeline Eliminates batch 

delays 

Reduces decision-making latency by 

40% 

Automated role-based access 

control 

Secures data 

endpoints 

Prevents security breaches averaging 

$4.2M in fines 
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A good messaging architecture is a set of 

stories, key facts, and objection management 

guidelines that enable founders to translate 

jargon-y technical jargon into an engaging, and 

compelling, message for all audiences. 

Fernandes (2020) states that “Startups 

eliminate cognitive friction, reduce the buyer 

journey and bring absolute clarity to a saturated 

market with consistent and aligned brand 

messaging across pitch decks, sales collateral 

and website copy”. 
 

5.0  Pillar III: Accelerating Market 

Adoption 
 

From strategic positioning to real traction, 

early-stage tech startups must plan and build an 

adoption engine that is scalable (Crnogaj & 

Rus, 2023). On the other hand, a founder must 

choose which go-to-market approach – or 

likely a combination of both – to use: Product-

Led Growth (PLG) with the software itself 

driving users to buy, activate and expand via 

self-serve freemium or free-trial, or Sales-Led 

Growth (SLG) with human-powered outbound 

prospecting and enterprise relationship 

management. Whereas in a B2B context (or 

even in a deep-tech context with complex 

offerings), SLG motion or hybrid solutions 

might be needed, PLG can be very successful 

when onboarding is almost entirely low-touch 

and end-user appeal is broad. Depending on 

natural buying habits of the product's target 

customer profile, the unit economics, and 

complexity of the product, the adoption engine 

will vary (Stalidis et al., 2023). 

For this reason, Bulleri (2023) holds that in 

early stage ventures, regardless of growth 

motion direction, market friction and 

institutional resistance will always be high and 

can kill adoption in its tracks. As enterprise 

buyers and even savvy consumers, we are risk 

averse and consider new technologies a threat, 

with unknown switching costs, integration 

difficulties and frightening data security 

concerns (Fattahi, 2022). In order to overcome 

these challenges, startups have to make the 

effort to make smooth API integration, clear 

compliance records, risk-free trial and intuitive 

empowering steps, that would ease the user's 

journey to the value. To prevent this "friction" 

effect, it is necessary to mitigate it to get them 

to become active and committed users and 

promote the product internally (Ojanperä & 

Vuori, 2021). 

To maximize possible efficiency of operations 

as well as to overcome the resistance of the 

market, startups must move from creating a 

general Minimum Viable Product (MVP) 

towards creating a Minimum Viable Segment 

(MVS). When it comes to engineering 

resources, and thus limited capital, founders 

should concentrate on a hyper specific 

Beachhead market: a small group of customers 

who have the pain they are suffering from the 

most and who need the product the most. Once 

this beachhead is successfully achieved, it will 

attract initial reference customers, cash flow 

and market validation to expand into additional 

market segments (Koelzer & Kurth, 2021). 

To assess the performance and speed of this 

adoption engine, startups need to monitor a set 

of metrics defined as Key Performance 

Indicators (KPIs) but not vanity metrics (Rukh 

et al., 2023). Some of the most important early 

adoption metrics are Time-to-Value (TTV), the 

time it takes for the user to have their first ‘aha’ 

moment after onboarding, Customer 

Acquisition Cost (CAC) and Lifetime Value 

(LTV), which take a more long-term view of 

the financial viability of the cohort, and Net 

Revenue Retention (NRR), which looks at the 

likelihood of an account increasing spend over 

time. They are the most fundamental metrics 

that drive tech companies' economics and 

behavior, which early-stage companies can 

obsess over to continually optimize how they 

acquire customers, achieve unit economics, 

and build a flywheel for scalable growth (Kao 

et al., 2020). 

6. 0 Integrated GTM Execution 

Framework for Startups 
 

Finally, it is the way that the whole go to 

market triad is dynamically combined in a non-
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linear fashion, in an iterative circle of customer 

validation, market positioning and market 

adoption that will be the key to the success of 

the early stage tech start-up (Canham, 2023). 

The three pillars should not be seen as boxes to 

be ticked or as separate silos, but rather as an 

iterative process: customer discovery feeds raw 

data on users' behaviour and helps to refine 

market positioning; market positioning guides 

messaging and helps to create initial success; 

success metrics in the market validate new 

iterations. Together these elements form a 

single, cohesive commercialization engine that 

can be self-correcting and rapidly adapt to 

market changes, Khan et al, (2023) added. 

 

 

 
Fig. 3: PLG vs. SLG Adoption Motion Funnel 

 

Table 4: Key Adoption Metrics and Early-Stage Benchmark Targets 

 

Metric Definition / Formula Healthy Early-Stage Benchmark 

Time-to-Value 

(TTV) 

Time elapsed from signup to first 

"aha!" moment 

Days to weeks (depending on 

product complexity) 

CAC Payback 

Period 

Months required to recover customer 

acquisition costs 

< 12 months 

Logo Churn 

Rate 

Percentage of customers lost per 

month/year 

< 2% monthly (for B2B SaaS) 

 

In order to make this triad work, founders 

should have a stage-gate GTM roadmap, which 

will provide clear milestones for the founders 

to invest in subsequent stages of growth. Phase 

1 is devoted to the Pre-Launch Validation & 

Discovery where customer interviews and 

smoke tests are used to get problem-solution fit 

and shed false assumptions. Phase 2 moves on 

to Positioning & Beachhead Market Entry, 

which involves converting the validated 

insights into differentiated value proposition 

(DVP) and implementation in a small niche 

market. Final, Phase 3 centres on Scaling 

Adoption & Feedback Loops, triggers to start 

growth actions, retention KPIs and establishing 

a systemic feedback loop, which brings the 
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users' behaviour right back into the product and 

positioning refinements. 

It's a roadmap that requires careful risk 

management and one in which many early-

stage businesses make common, yet fatal, 

pitfalls—including expanding too early (Pittz 

& Liguori, 2020). Founders often succumbed 

to the pressure of investors or their own egos, 

and hurriedly hire outbound marketing and 

sales forces and spent money before achieving 

product-market fit (Gunnarsson, 2023). This is 

invariably accompanied by a messaging 

dissonance, with the market hearing one thing 

and the product being something else, leading 

to high churn, bad unit economics and an 

inability to recoup capital at all. To protect 

themselves from these systemic risks, startups 

keep the stage-gate roadmap and establish 

stable operational bases (Kokshagina & 

Alexander, 2020). 

Last but not least, the GTM triad created in a 

disciplined stage-gate process, transforms the 

chaotic start-up journey to the science of 

execution (as stated by Cocchi et al, 2023). 

Entrepreneurs can steer clear of pitfalls of 

“scaling too early” and create viable 

technology businesses by keeping customer 

validation and strategic positioning close 

together and ensuring they are properly 

sequenced. This holistic strategy can help to 

bridge the gap between brilliant technical 

innovation and long-term sustainable 

commercial success, and can serve as a 

roadmap to long-term category leadership 

(Johnson & Suskewicz, 2020). 

 

 

 
Fig. 3: The Iterative GTM Triad Feedback Loop 

 

Table 5: Stage-Gate GTM Milestone Checklist 

 

Stage Core Milestone 

Gate 

Exit Criteria to Proceed 

Gate 

1 

Validation 

Completed 

Verified pain point across 30+ target customer interviews 

Gate 

2 

Positioning 

Finalized 

Positive feedback on messaging clarity and clear differentiation 

from alternatives 

Gate 

3 

Adoption Traction Achieved repeatable sales/activation with initial beachhead 

cohort 
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7. 0 Discussion and Managerial 

Implications 

As a start-up founder, it is essential to take 

strategic advice based on disciplined use of 

resources and cross-functional execution 

(Murphy, 2022). Founders are prone to 

spreading out scarce capital across a myriad of 

product features that were not validated by 

customers and/or a myriad of marketing 

channels that were not validated by 

customers—whereas founders should focus 

scarce resources in a tight way around the 

beachhead market identified in the customer 

validation process. This is also because of the 

need to execute a cross-functional process, 

where engineering, product and marketing 

teams are aligned on the target customer profile 

and the core value proposition (Umoren et al., 

2022). Founders can minimize wasted 

engineering hours and start prioritizing and 

aligning every effort to real market demand by 

removing internal silos and making sure that 

qualitative user feedback makes it from 

discovery to the product roadmap. 

Both the VC/angel investor/startup incubator 

manager and startup perspectives provide a 

solid analysis of the study results in relation to 

the readiness of the startup with regards to 

VC/angel investor/startup incubator manager's 

point of view for going to market. Investors 

tend to be fascinated by the idea's technical 

sophistication and its creator's "wow factor" 

and lose sight of the commercialization issues. 

Patience is one of the best ways to avoid giving 

a weak-startup founder false hope and to 

prevent an investment from failing to reach the 

next stage. Investing with an eye towards 

quantifiable GTM stages reduces the risk of 

investing in a company at an early stage that is 

trying to grow too quickly (“premature”) and 

allows investors to support their portfolio 

companies at the optimal points of change 

(Bolinger, 2021). 

Although this study covers a broad topic, it has 

its limitations and context which needs to be 

understood. The ideas and statistics presented 

here primarily concern Business-to-Business 

(B2B) Software-as-a-Service (SaaS) and other 

digital technology startups, in which feedback 

loops are brief and digital channels do not 

present significant friction. As such, these 

models are not readily usable without 

customizing them for Business to Consumer 

(B2C) or deep-tech hardware businesses. There 

is a stark contrast in the speed and nature of the 

customer validation and market entry for 

hardware start-ups and deep-tech start-ups that 

are characterized by longer R&D capital 

expenditure cycles, complex supply chain 

logistics, high up-front manufacturing costs 

and longer adoption cycles. 

Implementing this knowledge of the local 

constraints suggests a continuous research and 

enquiry need in the sectors on current trends of 

commercialization. All tech ecosystems will 

have the same basic three components: 

customer validation, strategic positioning and 

systematic adoption, just in different tools and 

KPIs. These key principles will need to be 

reshaped by future trends, such as AI-powered 

go-to-market motions and changing enterprise 

buying habits, so further studies should focus 

on understanding these trends. Overall, 

strategic discipline combined with sector 

agility will help founders and investors avoid 

the pitfalls of the early growth stage, and build 

enduring, leading tech companies. 
 

8. 0 Conclusion 
 

In this study, they've demonstrated that the 

three factors of the go-to-market triad – 

intensive customer validation, precise market 

positioning, and incremental market adoption – 

are necessary for a successful 

commercialization process for early stage 

technology companies. Founders can rid 

themselves from product-centric thinking and 

fallacy of “build it and they will come”, and 

instead can base their engineering plans on real 

and confirmed pain points in the market. 

Furthermore, outlining the journey on a stage-
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gate roadmap (problem-solution fit to 

beachhead market entry to scalable loops of 

adoption) is one way to prevent early stage 

businesses from entering the death trap of 

scaling too early and messaging dissonance. 

Commercialization in sum, is a science that can 

be achieved through a series of iterations based 

on data and predictive knowledge and as such, 

the journey from start-up to success is a 

predictable journey to sustainable growth and 

category leadership. 

Looking forward, with the technology 

landscape constantly evolving there are some 

areas of research to think about – new motions 

to market with AI and shifting B2B buyer 

dynamics. Artificial Intelligence is an 

opportunity and challenge for early-stage 

businesses as the use of AI is becoming reality 

for customer discovery, outbound prospecting 

automation and predictive customer success 

analytics. Meanwhile, today's B2B buyers are 

more independent, risk averse and less 

enthusiastic about traditional sales, while 

seeking greater trust-building, frictionless 

digital evaluation experiences. There's so much 

more to learn about the future regarding how 

this new technology and the behavioral 

changes that come with it affect the base GTM 

triad as well as how startups can still benefit 

and utilize automation while maintaining a 

human touch for customer validation. 

Development and continued growth of these 

trends will make entrepreneurial structures 

more flexible in a more competitive global 

economy. Researchers must navigate an 

understanding of efficiency and market 

relevance when AI agents begin to handle 

many aspects of market research and lead 

generation. It will enable founders and 

investors to acquire new mental models and 

analytical tools, which will help them to train 

for future market disruptions. In the future, it 

will be continued work to fill the always-

present gap between technical greatness and 

commercial success. 
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