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UK & EMEA Market Entry Playbook

EXECUTIVE GUIDE / 2026 EDITION

A practical decision framework for B2B technology companies planning regional
expansion.

Enter the market. Validate demand. Build the regional business.

This playbook helps founders and investors choose where to expand, what to test first, how to create enterprise
opportunities, and when to invest in a permanent regional operation.

Best suited to enterprise SaaS, data, Al infrastructure, cloud, industrial technology and other B2B businesses with
complex buyer journeys.

How to use it: work through the six decision gates. Record assumptions, evidence, owners and the next
commercial milestone. Skip no gate merely because a market looks attractive.

This is general commercial guidance, not legal, tax, employment or investment advice. Market-entry feasibility depends on the business
and target jurisdiction.
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01 Choose the market for a reason

Do not confuse a large addressable market with a reachable market. Choose a focused beachhead where
customer pain, willingness to buy and routes to market can be tested.

Market selection questions

» Which business problem do we solve, and is that problem sufficiently urgent in this market?

* What evidence exists of local demand, customer budgets and comparable buying patterns?

* Who are the first 30-50 credible target accounts, and how will we reach decision-makers?

« Is the product viable with local language, hosting, support, pricing and commercial expectations?

« Do we understand competitive alternatives and local purchasing preferences?

Deliverable: one-page market hypothesis

State one target region, one initial vertical, one priority customer profile, the buyer problem, expected sales motion
and the evidence needed to validate demand.

Red flags

No defined buying committee; unclear regulatory constraints; unlocalised product; reliance on one partner or one
prospective customer; sales cycles longer than the available runway.
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02 Build an enterprise-ready proposition

International expansion requires more than translating a website. Enterprise customers will evaluate business
impact, product integration, risk and delivery confidence.

Translate product features into buying outcomes

« Define quantified customer outcomes where evidence exists: cost reduction, throughput, availability, compliance or
risk reduction.

« Prepare proof points, implementation expectations, technical architecture and security responses.
« Map buyer roles: economic buyer, technical evaluator, users, procurement and legal stakeholders.
« Build a competitive and “do nothing” response, not just competitor comparisons.

» Agree a discount, contracting, support and escalation policy before conversations start.

Example positioning exercise

We help [named customer type] solve [operational problem] through [differentiated capability] so they can
[measurable outcome].

Deliverable: sales-ready message pack

Include a 60-second proposition, a discovery framework, a buyer-specific value map, a technical validation pack
and two credible customer references where permitted.
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03 Prove demand before scaling spend

The first stage should produce evidence, not activity for its own sake. Prioritise a modest number of high-fit
accounts and conversations that test commercial hypotheses.

A 90-day validation motion

» Days 1-20: define account criteria, segment buyer roles and prepare the minimum viable offer.
e Days 21-50: conduct structured outreach and discovery; capture objections and disqualifying signals.
» Days 51-75: advance qualified opportunities to demonstration, technical validation or executive workshop.

» Days 76-90: evaluate pipeline quality, commercial friction and economics; decide to expand, adjust or stop.

Evidence worth collecting

Qualified buyer conversations, mutually agreed next steps, compelling business cases, realistic deal size,
customer feedback, product gaps and partner traction. These are stronger than email opens or raw meeting
counts.

Deliverable: evidence-based go/no-go memo

Record assumptions tested, qualified opportunities, buying objections, predicted sales cycle ranges, remaining
risks and the decision required.
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04 Choose the right route to market

Direct enterprise selling and partner-led growth serve different needs. Some markets require both, but each route
needs accountable ownership.

Direct account model

Best when deal complexity is high, product discovery requires deep technical engagement, and first lighthouse
accounts will shape the offering.

Channel and alliance model

Consider integrators, specialist resellers, implementation partners, distributors and complementary technology
vendors where they add trusted customer access or service capability.

Partner qualification checklist

» Shared ideal customer profile and relevant active relationships

e Clear commercial incentive, account ownership and engagement rules
« Realistic technical enablement and implementation capability

» Named executive sponsors and measurable joint pipeline

« Written attribution, data handling and dispute-resolution rules

Deliverable: route-to-market decision

Document whether to lead direct, partner-led or hybrid, with named accountable owners and a 90-day test.
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05 Organise the team around the stage

Avoid hiring all required functions before proving market fit. Instead, deploy capability according to the problems
discovered.

Validation stage

Commercial/GTM lead supported by targeted product, technical and market research inputs.

Establishment stage

Add enterprise sales execution, solution support, demand generation and partner development where deal
requirements justify them.

Scaling stage

Hire permanent regional leadership and local operations when demand, repeatability and economics support the
investment.

Questions before choosing a fractional partner

* Who owns strategy, accounts, prospect data, CRM updates and reporting?
* Which specialist resources are committed and on what terms?

* What counts as a qualified opportunity and an accepted deliverable?

* How are intellectual property, client data and confidentiality protected?

* How will learning and pipeline be handed to a permanent team?

Deliverable: accountable delivery plan

Name the lead, specialist resources, measurable outcomes, reporting cadence and decision milestones.
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06 Commercial scorecard and expansion gates

Use a compact scorecard to make decisions on evidence instead of momentum.

Market readiness (0—3 each)

e Customer need: urgency and demonstrated demand
« Offer fit: product, technical and compliance readiness
* Access: credible initial accounts and decision-makers
* GTM model: route to market and differentiated story
» Execution: team, funding and ownership to deliver
0 = unknown, 1 = assumption, 2 = early evidence, 3 = validated. Maximum 15. This is a working heuristic, not an

empirical prediction.

Decision gates

Gate A — Enter: specific customer problem and reachable buyer. Gate B — Commit: qualified pipeline and buyer
validation. Gate C — Scale: repeatable sales process, credible unit economics and appropriate delivery capacity.

Before investment committee approval

Show the estimated runway required, downside plan, known legal/operational risks, responsible owners, expected
learning milestones and stop conditions.
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How Grayston can support the journey

Grayston Technology provides UK/EMEA commercial leadership with access to specialist enterprise sales,
technical, marketing and channel professionals, assembled to meet the requirements of each engagement.

A practical engagement pathway

« Validate: clarify target segment, buyer hypotheses and regional readiness.
« Establish: progress account discovery, qualified pipeline and partner development.

« Scale: build repeatable sales processes and help plan the handover to permanent teams.

Leadership experience

Founder Mark Radford reports more than 20 years of enterprise technology sales experience, including building
Infinidat’'s UK operation from inception to $14M in annual bookings and recording over $100M in bookings across
his tenure. These are prior career achievements, not Grayston client results.

Speak to Grayston

graystontech.com | info@graystontech.com

All engagements are subject to agreed scope, resource availability and contractual terms. No particular revenue or market-entry outcome
is guaranteed.

graystontech.com | © 2026 Grayston Technology Ltd 8



