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Does this sound familiar?

You're a SaaS founder who's done everything right so far. You've built an
impressive product. You've leveraged your network to land those crucial first

customers. Your early sales prove there's real market demand.
Now it's time to scale.
You know you need a real sales and marketing engine.

The question is: how do you build one that actually works?

Here's how this typically plays out:

1. You hire some experienced sales executives (how many depends on your
funding).

2. A few months pass, but pipeline growth is painfully slow.
3. Your new AEs are getting meetings, but they can't close deals like you did.

4. You're puzzled because these experienced sellers with strong track records can't
close sales like you.

Frustrated, you decide your initial hires weren’t the right fit. You bring in new
sellers with deep industry connections—people who know exactly who should buy

your solution.

But the results don’t improve. Meetings happen, but deals aren’t closing.
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Your sales team has a theory: they need more leads. Better leads. They can't rely

solely on cold calling to hit their numbers.

So you take the next logical step: hiring a marketing manager.

Almost immediately, the requests start rolling in:

» “We need a better website”
e “We should hire a full-time designer”
e “Let’s bring in a copywriter”

» “We need an agency for paid advertising”

Six months and tens of thousands of dollars later, you've built out a small

marketing department. But instead of solving problems, you've created new ones:

e Your lead flow is inconsistent.
e Sales complains that the leads are low-quality.

e You're spending precious time managing marketing instead of leading the
company.

e Your growth has actually slowed.

Sound familiar? You're not alone.
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After two decades as a CMO helping SaaS companies scale from early growth to

successful exits, I've seen this pattern repeat countless times.
The good news? These problems are both predictable and preventable.
In this guide, I'll walk you through:

+ The five critical marketing mistakes killing your pipeline

Why traditional “solutions” often make things worse
» Proven strategies that actually work
* Real examples from companies I've helped scale

More importantly, I'll show you how to fix these issues without burning through
your runway or taking your focus off what matters most: leading your company’s

growth.
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Mistake #1:
Falling Into the
“More Leads™ Irap

Five Critical Marketing Mistakes Killing Your Pipeline (and How to Fix Them)



The SaaS CEQ's Growth Trap hUCk XIey

“We just need more leads!”

It's the battle cry | hear from almost every SaaS CEO | talk to. It seems logical:

more leads = more sales. But here’s what actually happens...

Your marketing team springs into action:

Creates lead magnets (eBooks, webinars, etc.).

Runs LinkedIn ads to promote them.

Celebrates when people download the content.

Hands these “leads” to sales.

Your sales team eagerly reaches out to these new leads, offering demos. And
then...

Silence.

When someone does respond, it’s usually with: “l just wanted the content—I'm not

ready to buy.”

The harsh reality? Most of these “leads” are worthless:

e Some provide fake email addresses just to access your content.
e Others are merely researching or are competitors, with no intention to buy.

o Few (if any) are ready for a sales conversation.

After months of this cycle, you might conclude that marketing simply doesn’t

work. Back to cold calling it is, right? Wrong.
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Here's what your sales team actually needs:

Qualified prospects who:

e Know your company exists.
e Understand how you solve their problems.
» Are actively looking to solve those problems.

e Have budget and authority to make purchases.

The fundamental mistake? Believing that someone downloading an eBook signals

buying intent. It doesn't.

In today’s crowded SaaS landscape, you need a sophisticated approach. One that:

1. Identifies perfect-fit prospects before they're ready to buy.
2. Builds awareness and trust over time.

3. Positions your solution as the obvious choice when they're ready to purchase.

This isn’t theory—I've used this exact playbook to help multiple SaaS companies

scale from early growth to successful exits.
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1. Strategic ICP Definition

» Goes beyond basic firmographics
 |dentifies companies truly ready for your solution

e Maps the entire buying committee

2. Authority Building

e Position your company as the go-to expert
e Share insights your competitors miss

e Build trust before the sale

2. Multi-Channel Awareness

e Get in front of prospects where they actually spend time
o Deliver value without asking for anything in return

o Stay top-of-mind through consistent presence

4. Buying Committee Engagement

e Reach all key decision-makers
e Address each stakeholder's specific concerns

e Build consensus before the sales process

5. Friction-Free Experience

o Clear, compelling website messaging
o Easy access to preliminary information

» Natural progression to sales conversations
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When you execute this playbook correctly, something magical happens: your

demo requests come from prospects who are:

In other words, the exact people your sales team should be talking to.

Already familiar with your solution

Actively evaluating options

Ready to make a purchase decision

Properly budgeted for implementation

When | joined a $2.5M ARR company launching a new product, we faced a
daunting challenge: competing against tech giants in digital advertising (think

Facebook). Instead of trying to outspend them, we got creative.

We sought non-conventional and guerrilla tactics to stand out and resonate with

prospects in ways billion-dollar behemoths would never try.

We promoted alternative perspectives across the industry through integrated
marketing campaigns that combined content, ads, events, media coverage,

partnerships, and expert positioning.
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We also built strong relationships with industry analysts to gain their

endorsement.

The upshot? We stood out—and made it into prospect’s consideration sets—in

ways billion-dollar companies simply couldn't.

By staying consistent with this approach for four years, we:

o Grew from $2.5M to nearly $50M in ARR.
» Built a predictable pipeline engine.

e Achieved a successful exit.

The key? We stopped obsessing over lead counts and focused on building

qualified pipeline.
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“If we spend $X on [insert trendy marketing tactic], we’ll get $Y in
revenue.”

| hear this from SaaS CEOs. All. The. Time. They're looking for that magic formula—

the one that turns marketing spend directly into revenue.

And who can blame them? The idea is appealing:

e Spend $1,000 on LinkedIn ads.
e Get $10,000 in revenue.

» Repeat until we hit revenue goals.

If only it were that simple.

Today’s B2B buying landscape is fundamentally different:

Buyers are overwhelmed.

e Dozens of similar solutions that make the same claims.

e Pressure to reduce tech spending and number of tech solutions in their
stack.

e Decisions made by committee.

Channels are saturated.

» Prospects are bombarded on every platform—email, LinkedIn, Slack, SMS,
Whatsapp and more.

» You are competing with noise from vendors, partners, and peers.

o Al tools have made it easier than ever for lazy sellers to automate “spamming
and TAMming” thousands of prospects with “personalized” yet irrelevant
pitches.
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The data tells a sobering story. To close a single deal, you need:

e 723 LinkedIn impressions before a website visit
o 31-75 website touchpoints

e 54 interactions across various channels

o 87 additional touchpoints after qualifying

e 1,000+ more LinkedIn impressions

And that’s just for one deal. (Source: )

“Which marketing tactic drove this deal?”

It's a question boards love to ask. The truth? In modern B2B SaaS:

» No single tactic closes deals.
e Success comes from orchestrated campaigns.

e Attribution is complex and interconnected.

Start asking:
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For Product-Led Growth:

* How do we optimize the self-service journey?
e What triggers conversion?

e Where do users get stuck?

For Sales-Led Growth:

e How do we build qualified pipeline?
e How do we align Sales and Marketing?

e What's our true Customer Acquisition Cost (CAC)?

Remember: In enterprise Saa$S, Marketing builds pipeline. Sales closes

revenue. Both must work in concert.

Focus on Pipeline, Not Tactics

o Total pipeline generated

» Pipeline-to-close ratio

o Customer Acquisition Cost (CAC)
e Time to close

e Deal quality

Forget About

e Cost per lead

o Number of Marketing Qualified Leads (MQLs) and Sales Qualified Leads
(SQLs)

e Form completion rates

¢ Individual channel metrics
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Why? Because these surface-level metrics don't predict revenue. They just make

marketing teams appear busy.

A SaaS company was spending $300 per lead on traditional lead generation, with

troubling results:

e 50% fake email addresses
e Low conversion to opportunities

e Frustrated sales team

We flipped the model:

We simplified access to our content by displaying it directly on a landing page in

an interactive format.

Visitors could view the content immediately and had the option to receive a copy

via email afterward.
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90% reduction in cost-per-engagement

Surge in qualified demo requests

4X increase in pipeline year-over-year

Higher quality conversations

The key insight? Stop treating content like a trap and start using it as a trust-
builder.

For enterprise SaaS ($100K+ ARR), you need patience:

o Sales cycles often last 7+ months.
» Prospects need 50+ meaningful touches.

e Consistency matters more than intensity.

By maintaining this approach the following year, we generated 81% of the previous
year's total pipeline by mid-year. Why? Because we stopped trying to rush

relationships and started building relationships instead.
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“Let’s just double down on cold calling.”

It's a tempting fallback position. After all, cold calling is:

e Simple to understand.
e Easy to measure.

e Completely within your control.

But here’s the painful truth about cold calling in 2025: cold-calling is Inefficient

and costly.

The Real Cost of Cold Calling:

o Average AE salary + benefits: $100K+

Success rate: 2-3% meeting conversion

Actual cost per meeting: $500-1,000

Most meetings: Not with qualified buyers

Sellers: Frustrated and demoralized

“We don’t need brand building—we’re B2B!”

This mindset is killing your pipeline. Here's why:

e Inbound leads convert at 8X the rate of outbound.
e 59% of buyers choose vendors they know.

e People buy from brands they trust.
(Sources: , )

Remember: Companies don’t buy software. People do.
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And people need to:

Know you exist

Trust your expertise

Believe in your solution

Feel confident in their choice

Here's the cold truth: At any given time, only 5% (or fewer) of your target market is:

e Actively looking for a solution.
e Operating with an already-approved budget for your solution.

e Ready to make a decision.

The other 95%? They're either:

Unaware they have a problem.

Know the problem but aren’t prioritizing it.

Lack budget or bandwidth to solve it.

Already committed to another solution.

This is why cold calling alone is like searching for a needle in a haystack—with a
blindfold on.

Skipping brand building is hurting your cold calling efforts.

The good news is that B2B SaaS brand building doesn’t cost millions like consumer

brands. (More about how you build SaaS brands later.)
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Let me be clear: I'm not suggesting you abandon cold calling. But it needs to be

part of a larger strategy.
Cold Calling + Brand Building = Success

When prospects:

» Recognize your brand
e Have seen your content

e Know your expertise

They're 3X more likely to take your call.

Modern B2B purchases:

e Take 6-12 months.
e Involve 6-10 decision makers.
» Require significant investment.

e Need internal consensus.
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Here's a crucial insight: When companies start their buying process, they

typically:

® Already have 3 vendors in mind.
® Have researched these vendors extensively.

® Are 60%+ through their decision process.

According to , Buyers spend 83% of the purchase process researching

before they will engage with a salesperson.
® They're largely self-directed.
® They only engage sales when ready.

® |f you're not on their shortlist, you're already too late.

The winning approach combines:

Outbound Excellence

® Strategic cold calling
® Targeted account selection
® Multi-channel outreach

® Sales and marketing alignment
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Brand Building

Thought leadership content

Industry presence

Social proof

Consistent messaging

Why Both Matter

e Cold calling catches the 5% ready now.
e Brand building influences the 95% who will be ready later.

» Together, they create a predictable pipeline machine.

Five Critical Marketing Mistakes Killing Your Pipeline (and How to Fix Them)

Page 22

huck

Xley



The SaaS CEQ's Growth Trap

A SaaS company had made eight acquisitions in five years, resulting in:

e Unclear market positioning
e Scattered target audience
e Diluted brand message

 |Inefficient marketing spend

We focused on the company's strongest market vertical and refined product

messaging to address specific customer pain points.

We launched a 360-degree surround campaign targeting ideal customer profiles

through multiple channels, including content, ads, PR, events, and sponsorships.

We developed an edgy creative approach that created an immediate emotional
connection and stood out from competitors, ultimately cementing the company's

position as an industry leader.
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In just 12 months we produced:

® 1,000+ content downloads

1,200 ICP engagements

160 qualified sales meetings

$5.5M pipeline

But the real win? We transformed from “one of many” to “one of few” in our

target vertical.
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“We just need to get in front of more prospects!”
| hear this all the time. But here's the uncomfortable truth...

Getting in front of more prospects with the wrong message is like:

e Pouring water into a leaky bucket.
e Throwing good money after bad.

e Scaling what's already broken.

The data doesn't lie: When your sellers get at-bats, are they striking out? The

problem isn't volume—it's impact.

When your sales pitch isn't landing, it usually comes down to one critical problem:
Prospects don’t see how your solution solves their specific pain points.

In my 20 years helping SaaS companies scale, I've identified six fatal flaws that kill

most sales pitches:

1. The “Me Me Me" Pitch

e All about your features
» No clear connection to their problems

e Makes prospects do the mental heavy lifting
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2. The Technical Tunnel

« Drowning in jargon (all about the bits and bytes)

e Too many specifications (too much focus on speeds and feeds)
e Lost business context
3. The “Just Another Tool” Trap
e Sounds like every competitor
» No clear differentiation
e Ignores the “do nothing” option
4. The Fuzzy Next Steps
e Unclear buying process
e Vague implementation path
e No compelling urgency
5. The Question Generator

e Creates more confusion than clarity
e Fails to address key concerns

e Leaves value proposition unclear
6. The Kitchen Sink Syndrome

e Overwhelming feature list
e Poor fit for actual needs

e Pricing anxiety for unused features

Here's a counter-intuitive truth: The more features you present, the less

compelling your pitch becomes.

Why? Prospects don't add up features, they average them:
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e If only 20% of features fit their needs...
e They feel they're paying for 80% waste...

e And start looking for simpler solutions

The winner isn't the product with the most features—it’s the one that solves the

specific problem in the simplest way.

But too often, your sellers pitch every possible feature, hoping enough stick to

interest the prospect.

If you recognize these flaws in your pitch, stop. Don’t book another meeting until

you fix your story.
Modern SaaS selling requires more than a feature list.

You need a Strategic Narrative that:

e Frames the market problem.
e Explains why now is the time to solve it.
» Shows why existing solutions fall short.

e Positions your approach as the obvious choice.

Think of it as giving prospects a new pair of glasses—helping them see their

problem (and your solution) in a completely new way.
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1. Their World
» Show deep understanding of their challenges.
o Speak their language.
o Reference their industry context.
2. Market Context
e Why traditional approaches fail.
e What's changed in their industry.

e Why now is the time to act.
3. Your Unique Approach

e How you thought differently about the problem.
e Why you built what you built.

o What makes your solution inevitable.
4. Their Success

e Clear path to value.
e Realistic implementation journey.

e Measurable outcomes with social proof.
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A strong strategic narrative becomes:

e Your sales team's north star
e Your website's core message
» Your recruiting pitch

e Your product roadmap guide

e Your investor story

Get this right, and everything else becomes easier. Get it wrong, and nothing else

matters.

When | joined a struggling SaaS company, | found:

e A pitch deck drowning in technical jargon
» A website full of empty platitudes
e Happy customers who couldn’t explain why they bought

e Frustrated sales team missing their numbers
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| worked with the executive team to define a clear Ideal Customer Prospect profile
that clarified why current customers were satisfied and was based on which
customers were deriving the most value from the solution and had greatest likelihood

of renewing.

| did a customer deep deep dive by listening to dozens of sales pitches with
prospects, interviewed successful customers, mapped their buying journey and

identified true value drivers.

| then helped the team craft a compelling strategic narrative that positioned them as
uniquely qualified to solve a growing problem for companies impacted by Covid

outcomes.

After testing and refining the new narrative:

e 265% increase in demo requests
o 4.2X pipeline growth
e Higher conversion rates

e Shorter sales cycles

The key? We stopped talking about what we did and started telling the story of why it

mattered.
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Picture this common scenario:

Your company is growing. You need marketing help. But you've never built a

marketing team before. So you:

e Ask your network for recommendations
e Look for a “good marketer”

e Try to hire someone who “does marketing”

Here's the problem: Modern marketing isn't one discipline—it's dozens:

e Demand Generation

Content Strategy

Digital Advertising

Marketing Analytics

Marketing Operations

Brand Development

Product Marketing

Event Marketing
Social Media

Public Relations

1. The “Jack of All Trades” Hire

o Seems like they can do everything.
e Actually are masters of nothing.

e Drives tactics they know, not tactics you need.
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2. The “Output” Hiring Trap

Need a website? Many CEOs automatically hire:

e Full-time designer
e Full-time copywriter

e Full-time developer

But each creative project needs different specialized skills. And the best creatives

rarely want to work full-time for a software company.
3. The “One Agency” Solution

Hiring a single agency sounds efficient, but:

o Few excel at everything.
e Most push their specialty regardless of your needs.
e You pay premium rates for mediocre work in non-core areas.

e They lack proper direction because you don't have a person skilled at leading
an agency’s priorities.

Eventually, CEOs realize they need strategic marketing leadership.

But there’s a catch. The Full-Time CMO Trap:

Costs $300,000+ annually.
Consumes 30-40% of marketing budget.

Requires significant infrastructure.

Often overkill for sub-$10M ARR companies.

The real problem at this stage is you need:
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e Strategic direction
e Experienced leadership

e Tactical execution

But you can't afford all three in full-time roles.

Follow the Lean Marketing Team Principle.

Build your marketing function using a mix of:

» Strategic fractional leadership

Specialized contractors

Targeted full-time hires

Expert agencies for specific needs

This approach gives you:

Maximum flexibility

Lower fixed costs

Better expertise

Faster results
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1. Full-Time Core Roles

Marketing Manager/Practitioner/Project Manager

Marketing Operations Technician

Content Manager

Demand Gen Specialist

Hire first for attitude and aptitude, over industry experience. The latter can be
easily trained, the former cannot. These hires will develop subject-matter

expertise and manage other contract resources.

2. Specialized Contractors

o Designer

o Copywriter

e Ad Creative Expert
e Technical Writer

e Video Producer

Pro Tip: Build a reliable network of specialists you tap on an as-needed, contract

basis.

3. Strategic Leadership

Leverage a Fractional CMO until you can justify a $2M+ marketing budget.

Get enterprise expertise at startup prices.

Focuses on strategy and execution oversight.

Leverages their network of proven vendors.
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4. Agency Partners

Wait for strategic leadership hire first.

Choose specialists over generalists.

Start project-based before retainers.

Measure results religiously.

A growth-stage SaaS company had:

Two junior marketers

A $15K/month agency

$5K monthly media spend

Zero inbound leads or pipeline after 4 months

| quickly identified they had the wrong agency expertise, the agency was given
poor strategic direction (even taking direction for AE's) resulting in misaligned

tactics. And as a result were burning cash fast!

We replaced the agency with trusted freelance designers and copywriters, adding

one specialist in demand generation in-house.
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We invested the same media budget, but delivered:

e Dozens of qualified prospects

e $1.3M pipeline generated

550% return on ad spend

e Predictable, scalable growth

The key? Right expertise, right roles, hired at the right time.
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The path to sustainable growth isn't about:

e Hiring faster
e Spending more

o Working harder

It's about making smarter choices with your resources.

e Sales team burning out

e Slow pipeline growth

e High customer acquisition costs
e Inconsistent results

o Strategic uncertainty

Consider a fractional CMO who can:

e Prevent expensive mistakes
e Build efficient systems
e Drive immediate results

e Scale with your needs
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Working with the right fractional CMO means:

e Less time managing junior teams.
e More productive sales efforts.
» Faster revenue growth.

e Better ROl on marketing spend.

I'm not just another marketing consultant.

I'm a veteran CMO who has:

e Built and scaled six successful SaaS companies.

e Generated tens of millions in pipeline.

e Developed proven, repeatable playbooks.

e Transformed struggling teams into growth engines. s

What Makes Me Different:

e 20+ years of SaaS marketing expertise
» Deep understanding of both strategy and tactics
e Hands-on experience as a founder

o Track record of successful exits
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What You Get:

+ Immediate Impact

o Strategic direction from day one
e Proven frameworks your team can execute
e Sales and marketing alignment that works

o Clear path to sustainable growth

+ Executive Experience

e SaaS marketing expertise

B2B growth strategies

Sales enablement mastery

Team building and leadership

Sales management experience

4+ Practical Value

CMO-level expertise

Fraction of full-time cost

Flexible engagement models

Rapid time to value
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Your fractional CMO should bring more than marketing expertise. As your partner,

| also offer:

Thought Leadership

e Author of “An Audience of One”
e Host of The Frictionless Experience Podcast

e Regular speaker on SaaS growth strategies

Strategic Value

e Board presentation experience
 Investor relations and VC/PE fundraising expertise
e Executive team collaboration

o Growth strategy development

Let’'s have a focused 30-minute conversation to:

» Discuss your specific challenges.
e Explore potential solutions
o Determine if we're a good fit

e Create an action plan
No pitch, no pressure—just straight talk about getting you the growth you need.

Learn more about me and schedule a discovery call at
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