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Why Your Home Market ICP Fails in the U.S.

Most international companies enter the U.S. with an Ideal Customer Profile built on home

market success. They take the buyers who love them domestically, assume a similar profile

exists in the United States, and start selling.

It rarely works.

The U.S. is not a scaled-up version of your home market. It is a structurally different

buying environment with its own decision-making patterns, procurement norms, competitive

reference points, and risk tolerances.

The companies that build traction in the U.S. treat ICP development as a distinct workstream

— not a translation exercise. They invest in understanding how U.S. buyers actually

discover, evaluate, and purchase within their category before they commit to a go-to-market

model.

Key Insight:

The international companies that reach meaningful U.S. revenue fastest are the ones that throw out

their home market ICP and rebuild it from direct U.S. market engagement.

The Three Shifts

Your home market ICP reflects the buying environment where you built your product, your brand,

and your reputation. The U.S. introduces three structural shifts that change who your customer is

— and how they buy.

SHIFT 1

HOME MARKET

Decision-Making Structure

↓
U.S. MARKET

Different Stakeholders
& Approval Layers

SHIFT 2

HOME MARKET

Brand Trust & Discovery

↓
U.S. MARKET

Rebuilt from Zero

SHIFT 3

HOME MARKET

Competitive Reference Set

↓
U.S. MARKET

Entirely New
Comparison Framework
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Decision-Making Structures Are Different

In many markets outside the U.S., buying decisions — especially in B2B — involve fewer

stakeholders, shorter evaluation cycles, and more relationship-driven trust. The U.S.

operates differently.

What Changes in the U.S.

• Procurement processes are more formalized, particularly in enterprise and mid-market B2B —

compliance reviews, vendor qualification, and security assessments add layers that don't

exist in most home markets

• Budget cycles are rigid and often annual, meaning timing determines whether you get a

conversation or a "come back next quarter"

• Decision-making authority is distributed — the person who discovers your product is rarely

the person who signs the contract, and the person who signs the contract answers to

someone else

From the Field:

A European SaaS company entered the U.S. with strong traction across multiple home markets. Their ICP
was mid-size enterprises in a specific vertical. In the U.S., it stalled. Decision-making structures
were more complex, the sales cycle was longer than projected, and they lacked local credibility to
navigate procurement. They pivoted to a partnership-driven model — entering through established U.S.
companies with existing customer relationships — and gained traction within months. The product hadn't
changed. The ICP had.

Shift 1 Diagnostic Questions

✓ How many stakeholders are typically involved in a U.S. purchase decision in your

category?

✓ What compliance, security, or vendor qualification processes exist that don't apply in

your home market?

✓ What is the realistic sales cycle length — not the one in your pitch deck, the one your

U.S. prospects actually operate on?

✓ Who influences the decision before you ever get a meeting with the buyer?
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Brand Trust Resets to Zero

In your home market, you have earned trust over years. Press coverage, word-of-mouth,

existing customers who refer you, a brand presence that opens doors. In the U.S., none of

that transfers.

What Resets in the U.S.

• U.S. buyers evaluate brands against a U.S.-centric competitive set — your home market

success is not a buying signal, it is background noise

• Discovery channels are different — the trade publications, conferences, communities, and

influencers that drive awareness in your market may have no reach or relevance in the U.S.

• For international brands, there is often an implicit credibility gap — not because the

product is inferior, but because U.S. buyers default to familiar options when the risk of

choosing an unknown vendor feels high

From the Field:

A fast-growing Latin American consumer brand had built strong recognition and loyalty in their home
market through distinctive positioning and authentic brand storytelling. When they entered the U.S.,
the competitive landscape was dominated by global players and well-funded domestic startups. Their
home market brand equity carried almost no weight. They rebuilt positioning from scratch, identifying
specific market gaps where their product quality and design heritage could differentiate them —
replacing broad consumer appeal with a deliberate beachhead targeting premium-seeking consumers in
high-value segments.

Shift 2 Diagnostic Questions

✓ How do U.S. buyers in your category discover new products or vendors — and is it the same

channels you use at home?

✓ What does your brand mean to someone who has never heard of you, in a market saturated

with alternatives?

✓ What would a U.S. buyer need to see, read, or hear before they would consider you

alongside their current shortlist?

✓ Are there segments where the competitive landscape actually creates space for an

international entrant?
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The Competitive Reference Set Is Entirely New

Your home market ICP was built in the context of specific competitors, specific positioning,

and specific market dynamics. In the U.S., the competitive reference set changes completely

— and so does your positioning.

What Changes in the U.S.

• Competitors you have never encountered become the default comparison — U.S. buyers

evaluate you against their existing options, not companies in your home market

• Price sensitivity operates differently — what feels premium in one market may feel mid-

range in the U.S., depending on category norms

• Positioning that differentiates you at home may be table stakes in the U.S. — or it may be

a genuine advantage no one else is offering

• Category definitions may differ — the way U.S. buyers segment your market might not match

the way you think about it

Shift 3 Diagnostic Questions

✓ Who are the top 5–7 competitors a U.S. buyer would evaluate alongside you — and have you

mapped their positioning, pricing, and channel strategy?

✓ Does your home market differentiation hold up against U.S.-specific alternatives, or does

it need to be rebuilt?

✓ How does your pricing compare to U.S. category norms — not to your home market

competitors?

✓ Is there a positioning gap in the U.S. that no current player is filling?

The Core Principle

Your home market ICP is a record of what worked in one environment. The U.S. is a different

environment. Treating it as a translation exercise will cost you twelve months and significant

capital.
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Three-Stage ICP Development Process

A credible U.S. ICP is not built from assumptions. It is built from direct engagement with

the market. The process has three stages:

STAGE 1 Map the Landscape

Competitive benchmarking, channel analysis, category dynamics

Understand the competitive reference set, pricing norms, and channel structures in the U.S.

before you talk to a single buyer. This prevents you from building your ICP around

assumptions that the market will immediately disprove.

STAGE 2 Engage Directly

Conversations with potential buyers, partners, and channel players

Talk to potential U.S. buyers — not through surveys, not through market research reports,

but through real conversations. The goal is not to sell. It is to understand how they

discover, evaluate, and purchase in your category.

STAGE 3 Validate & Narrow

Refined ICP with evidence-based targeting criteria

Build a U.S.-specific ICP that reflects real market conditions. This profile should be

narrower and more specific than your home market ICP — not broader. Precision beats reach

at the point of entry.

U.S. ICP Deliverable

✓ U.S.-specific Ideal Customer Profile built from direct market engagement — not translated

from home market assumptions

✓ Decision-making map showing stakeholders, approval layers, and realistic sales cycle

✓ Competitive positioning validated against U.S.-specific alternatives

✓ Discovery and channel model aligned to how U.S. buyers actually find and evaluate

products in your category

✓ Clear articulation of where and why you win — specific to the U.S. competitive landscape
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