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Executive Summary 

For any vendor that serves new and growing businesses, there is a strategic position worth pursuing 
deliberately: becoming a business's Foundational Partner — the vendor chosen before any other option is 
on the table, embedded so early in how the business operates that displacing it later requires disruption 
most businesses won't accept. 

Reaching this position takes more than being the best option when a business is researching and shopping 
for vendors. By the time most businesses typically show up in a conventional prospecting list, their banking 
relationship is established, their technology platforms are locked in, their insurance is in place, and their 
operational suppliers are embedded. From that point on, a vendor is no longer competing for a new 
customer. It's trying to displace an incumbent, a fight that's slower, more expensive, and less likely to 
succeed. 

There are two moments when a business's vendor decisions are still open. The first is formation: a 60 to 90-
day window after a business registers, when every vendor category is unclaimed. The second recurs 
throughout the life of the business, whenever a change event (expansion, a funding round, a relocation, a 
leadership change, an ownership transition) reopens a decision that had previously been settled. 

This paper explains why the Foundational Partner position is worth pursuing and lays out the rationale 
behind the two disciplines built to reach it: Formation-Stage Marketing, which targets the formation 
window, and Business Trigger Intelligence, which targets the change events that follow. 

The cost of being early is effort. The cost of being late is leverage. 
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1. The Incumbency Problem 

 

THE CORE CHALLENGE  

There is a roughly 90-day window where every new business is actively choosing its vendors. Unfortunately, 
by the time most vendors become aware of a newly registered business, that window has already closed. 

The Problem 

Most B2B marketing typically hits after the most important decisions have already been made. By the time a 
newly formed business appears in conventional prospecting databases, major categories of vendor 
relationships are already settled: 

 

Arriving after the window closes changes the entire conversation. You stop pitching an 
open relationship and start asking someone to undo one that already works.  

 

The Cost of Missing the Window 

Displacing an incumbent costs more than winning a first mover ever will. Every conversation around 
switching starts from a disadvantage: an existing relationship, switching costs, and inertia, all working 
against the challenger. The decision often becomes more about pricing than product features.  
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2. The Foundational Partner 

A vendor that reaches a business at the right moment, whether at formation or at a moment of significant 
change, becomes embedded in how that business runs. Arriving first permanently changes the vendor's 
position, well beyond winning that single deal. That strategic outcome is the Foundational Partner position: 
the goal that both Formation-Stage Marketing and Business Trigger Intelligence were built to reach. 

Four Advantages of Arriving First 

1. You're Embedded Before Competitors Arrive 

By the time a competitor reaches the business, the Foundational Partner is already integrated into how it 
runs. 

2. You Are Part of Their Operational Infrastructure 

Workflows, systems, and staff are built around the Foundational Partner. The longer the relationship runs, 
the more deeply embedded it becomes. 

3. Build a Compounding Revenue Relationship 

A business that grows takes its foundational vendors with it. New locations, new employees, and new 
financing all mean expanded contracts. 

4. Win a Structurally Defensible Position 

Displacement requires the business to absorb disruption, migration cost, and operational risk. Most 
businesses avoid that combination unless truly necessary. 

Having the best product or the most attractive pricing helps, but timing matters more: being present at the 
moment a vendor decision is open, before any competitor even enters the conversation. That is what makes 
the formation window and business change events so valuable, as each creates a moment where simply 
arriving first outweighs nearly everything else a vendor could offer later. 
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3. Two Pathways to the Foundational Partner Position 

Formation-Stage Marketing and Business Trigger Intelligence are the two disciplines built for those 
moments, one for the formation window and one for the business changes that follow it. Together, they give 
a vendor a deliberate way to reach the Foundational Partner position. 

A. Formation-Stage Marketing: The First Window 

Formation-Stage Marketing is the practice of reaching new businesses before the vendor-decision window 
closes, while every category is still open and there are no incumbents to displace. 

The Formation Window, Day by Day 

Every new business has a predictable timeline: the business registers on Day 1; vendor decisions are actively 
made across Days 1–30; the window begins closing around Days 60–90; and by Day 90+, incumbents are 
typically locked in. Each of the 5 million-plus businesses that form every year runs on its own version of this 
same 90-day clock. 

 

No Incumbents 
Every vendor category is open. No 
relationships to displace, no 
switching costs to overcome. 

Immediate Need 
Newly formed businesses need 
banking, insurance, payments, 
technology, and more — right now. 

Durable Relationships 
Vendors selected at formation 
embed into operations. Retention is 
structurally higher. 

 

More than 5 million new businesses formed last year in the United States, over 400,000 every month. Most 
of them go to whoever shows up first, and each has its own 90-day formation window. 
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B. Business Trigger Intelligence: The Window Reopens 

Vendor opportunities don't end once a business is formed. They recur every time something changes enough 
to make that business reevaluate its vendors. Business Trigger Intelligence is the practice of identifying 
those moments and treating them with the same urgency as the formation window itself. 

Established businesses rarely revisit vendor relationships without a reason. But certain events naturally 
prompt that reconsideration: growth that outpaced current infrastructure, a capital event that puts new 
spending in motion, a move to a new location, or a change in the people making decisions. Each one 
temporarily reopens a question that looked settled, creating a window much like formation: an active 
evaluation, without an entrenched relationship protecting the status quo. 

Business Expansion 
Growth into new locations signals 
new infrastructure and operational 
vendor needs. 

Funding Event 
Capital secured means major capital 
expenditure ahead, with new vendors 
being evaluated now. 

Commercial Relocation 
Moving from a home-based business 
to a new commercial space and 
establishing a physical presence for 
the first time. 

 

Facility Upgrade 
A move to larger premises signals 
growth and often triggers vendor 
reassessment. 

Leadership Change 
New leadership often reassesses 
existing vendor relationships across 
the board. 

Ownership Transition 
Triggers a comprehensive review of 
operational infrastructure and vendor 
partnerships. 

 

A vendor that recognizes one of these moments and reaches out, gets evaluated the way a Foundational 
Partner would be: as the obvious next choice for a decision already in motion, rather than an outsider asking 
a business to change its mind. 

Together: Two Windows, One Position 

Formation-Stage Marketing and Business Trigger Intelligence cover both windows: the moment a business 
is born, and every significant change that follows. 

PATHWAY A 

Formation-Stage Marketing 

Reach businesses during the formation window — 
before vendor relationships are established and while 
foundational decisions are still open. 

Target: New businesses 
Opportunity: Open vendor relationships 
Advantage: No incumbents to displace 

PATHWAY B 

Business Trigger Intelligence 

Track the growth and change events that signal new 
vendor opportunities as businesses evolve beyond the 
formation stage. 

Target: Established & growing businesses 
Opportunity: New operational needs 
Advantage: Recurring event signals 
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4. Putting It into Practice 

Acting on either window depends on being able to identify the businesses experiencing them, reliably and 
on a timeline where the decision is still open. That is a harder problem than it may seem. 

From Signal to Action 

New business formation, and many of the changes that follow it, are matters of public or semi-public record. 
The underlying activity is generally identifiable in some form as it happens. The real discipline is turning that 
activity into something a marketer can act on quickly, not simply having access to it. 

That discipline comes down to a few consistent requirements, regardless of how any individual data 
company chooses to meet them. The information must be accurate and current, not just technically 
available. It needs consistent structure, delivered in a Market-Ready format the vendor can act on without 
weeks of internal processing. And all of it must arrive while the relevant window is still open, not weeks or 
months after the decision has already been made. 

With well over 5 million businesses forming annually, and change events unfolding among existing 
businesses continually, no periodic check can catch more than a fraction of what's happening. Marketers 
running this as an evergreen effort catch each window as it opens. Marketers treating it as an occasional 
exercise are sampling a moving target, and typically find the window closed before they even knew it was 
open.  
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5. Who Benefits 

Every industry that serves new or growing businesses has a Foundational Partner opportunity within reach. 
The pattern repeats across verticals: a decision gets made once at formation, or at a moment of change, 
and rarely revisited afterward. 

Banking & Fintech 
A first banking relationship 
becomes a long-term 
financial partnership. 

Business Insurance 
Coverage is selected at 
formation, with no 
incumbent policy to 
displace. 

Merchant Services 
A payment stack chosen 
early is replaced 
infrequently. 

Promotional Products 
Branded materials, 
workwear, and visual 
identity are needed from 
day one. 

 

Telecom / Internet 
Phone and internet service 
is selected personally and 
maintained for years. 

Ecommerce & Shipping 
Platforms and carriers are 
chosen when fulfillment is 
first established. 

Marketing Technology 
A martech stack 
established during 
formation tends to persist. 

HR & Workforce 
Payroll and HR systems 
are selected at first hire 
and rarely switched. 
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Conclusion 

Becoming a Foundational Partner takes more than a better product or a lower price. It takes timing. Two 
moments make that timing possible: the formation window, when a business's vendor decisions are still 
entirely open, and the change events that follow, when decisions that once looked settled reopen. 

Vendors who act at both moments, rather than waiting for a business to come looking, are the ones who end 
up shaping how these businesses run. Everyone else is left competing to replace whoever got there first. 

Arrive first. Become the Foundational Partner. Grow as the business grows. 

 

Crosslists Data provides the underlying system connecting both windows: the formation window and 
business trigger events, for vendors pursuing the Foundational Partner position. 
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