EU - NA - FIELD GUIDE 2026 Shared freely

60°N

Selling Across
the Atlantic

What changes when your pipeline crosses the ocean, and
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HOW TO READ THIS GUIDE

Every pattern in here is a prior, not a verdict. Cultures shape averages; they do not script
individuals. A Munich start-up founded by Californians will not buy like a third-generation

machine builder in Stuttgart, and treating them the same loses both. Start with the pattern,

then watch the person in front of you. The moment they contradict the pattern, believe the

person.
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A Linguist Walks Into a Pipeline
Review

I didn't come to sales through sales. I came to it through language. My academic background is in
linguistics and cultures, my first company was a translation business, and for more than a decade I
have sold technology and services across EMEA and the Americas in five languages: most recently
as CRO at an Al startup, where selling a SaaS product into both the US and European markets is

the day job, not a case study.

Linguistics teaches you one thing above everything else: meaning doesn't live in words. It lives
underneath them, in context, in tone, in what gets left unsaid. Run a translation company for a few
years and you learn it commercially too, because the literal translation is usually the wrong one. It

took me longer than I'd like to admit to realise the same rule governs selling.

'V Buyers everywhere use the same words. They almost never mean

the same things.

"We'll think about it" is a different sentence in London, in Munich, and in Madrid. Silence after a
demo is a warning in Chicago and a compliment in Helsinki. An hour of conversation that never
touches the product is wasted time in one market and the entire point of the meeting in another.

None of this shows up in your CRM, and all of it moves revenue.

This guide is written for two readers. One is the North American team taking its first serious run
at Europe, puzzled that sequences with proven conversion rates suddenly convert nothing. The
other is the European leader trying to explain to a US headquarters why "copy the domestic
playbook" is a hope wearing a strategy costume. Both need the same thing: a working map of how

buying behaviour actually differs, grounded in data rather than travel anecdotes.

WHERE THE CLAIMS COME FROM

Cultural patterns in this guide rest on two academic frameworks: Geert Hofstede's national culture
dimensions, originally derived from one of the largest matched-sample employee studies ever run at
IBM, and Erin Meyer's research at INSEAD on how trust and communication vary across business
cultures (The Culture Map, 2014). Market data comes from named sources with sample sizes attached:
Forrester, Gartner, 6sense, DLA Piper, and the EF English Proficiency Index. Everything is listed at the

end. And on my personal experience, of course.
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The Ocean
in the Middle

Four structural forces separate North American and European

B2B buying. None of them is about your product, and all of them

are visible in the data.

1.1 — THE COMMITTEE

How many people it takes to say yes, and why

the gap is measurable

1.3 — THE RULEBOOK

GDPR, its national layers, and what they do to
outbound

1.2 — THE TRUST CURRENCY
Markets that pay in proof, and markets that pay

in time

1.4 — THE RHYTHM

Cycle length, channel fit, and the months that
don't exist
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1.1

The Committee

Start with the cleanest number we have. Forrester's 2023 State of Business Buying
research surveyed more than 18,000 B2B buyers across North America, Europe, and

Asia-Pacific, and asked who actually participates in a purchase decision.

43% 29% 6-10

of North American buyers of European buyers can say the stakeholders in a typical
decide with two people or same complex B2B purchase
fewer, inside one department (Gartner)

Fourteen points might not sound dramatic. In funnel terms it is. It means a European deal is far
more likely to involve a cross-departmental group, and a group buys differently than a person
does. A person can be persuaded in a meeting. A group has to persuade itself between your

meetings, using whatever materials and arguments you left behind.

There is also a legal dimension Americans rarely see coming: in Germany, works councils hold
genuine consultation rights over software that touches employee data, with similar bodies in the
Netherlands and Austria. That stakeholder isn't in your CRM, and it can stall a signed-off deal

for months.

The compensation: group decisions are durable. Once a Dutch, German, or Swedish buying
group lands, the decision rarely reopens. A single empowered American buyer can sign in week
two and churn in month seven when they change jobs. You trade speed for permanence, and

knowing which one you're optimising for is half the game.
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The Trust Currency

Erin Meyer's research at INSEAD draws a line through global business cultures that explains
more lost European deals than any pricing objection: trust is either task-based, earned through

competence and reliability, or relationship-based, earned through time spent together as people.

North America pays in proof. Show the ROI, survive the reference call, deliver the pilot, and the
deal can close between strangers. Northern Europe also pays in proof, with a higher evidentiary
bar than most American teams expect. Southern Europe and much of Western Europe pay in

time: there, the relationship is the precondition for the transaction, and trying to skip it reads as

untrustworthy in itself.

North America - Northern Europe Southern & much of Western

Trust is earned through competence and Europe

reliability. The deal can close between The relationship is the precondition for the

strangers. transaction. Skipping it reads as
untrustworthy.

FROM THE FIELD

Years of running a translation company taught me that the literal translation 1s
almost always the wrong one. Buying signals work the same way. "We'll think

about 1t" translates roughly as a polite no in London, a genuine evaluation in

Munich, and an invitation to stay close in Madrid. Translate it literally in all

three places and you will chase the wrong deals and abandon the right ones.
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The Rulebook

GDPR did not outlaw B2B prospecting, whatever LinkedIn folklore says. What it did, starting in
May 2018, was attach conditions: a lawful basis for processing someone's data, transparency

about where you got it, and a working way to be forgotten. Enforcement has teeth.

330+ €7.1B

enforcement actions issued by European data cumulative fines by early 2026 (DLA Piper's

protection authorities in 2025 alone annual GDPR survey)

Several countries then add their own layer. German competition law (the UWG) sets a famously
high bar for cold contact. France's CNIL is one of the most active regulators in Europe. The
practical consequence for a revenue team is that the 1,000-contact automated sequence which is

merely tacky in Ohio can be a legal exposure in Cologne.

The second-order effect matters more than the fines: two decades of privacy debate have
produced a buyer who notices how you got their details and judges you on it. Compliance forces

precision, and precision reads as respect.

YV Treat GDPR as a targeting discipline rather than a tax and the
pipeline gets cleaner. Mine did.
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The Rhythm

CYCLES

jl().jllno

avg. global B2B buying cycle

CHANNELS

CALENDAR

Cycles run long, and longer in Europe. 6sense's 2025 Buyer
Experience Report, drawing on roughly 4,000 B2B buyers worldwide,
puts the average buying cycle at 10.1 months. Layer Europe's wider
committees on top of that global figure and the arithmetic is obvious:
each added stakeholder adds coordination time, and consensus

cultures add stakeholders on purpose.

Channels are local. A structured, well-documented email earns a
reading in Germany and gets ignored in the Netherlands, where a
short call or a direct LinkedIn message does the job. In France and
Spain, no written channel substitutes for voice and presence in the
early stages. Run one global sequence and you are, in effect, choosing

to be wrong in most places at once.

The calendar has holes. August functionally disappears in France,
Italy, and Spain. Northern Europe's December shutdown starts earlier
and ends later than America's. Germany's public holidays differ by
federal state, so even "Germany" isn't one calendar. None of this is
exotic knowledge, yet pipelines built on twelve equal months keep

being surprised by it, every year.
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What All of This Does 10 Your Funnel

Put the four forces together and the operational picture writes itself. European deals
need multi-threading from the first call, not as a late-stage rescue. Stage probabilities
imported from a US funnel will overstate European pipelines, because a warm
second meeting means less in London and a silent evaluation means more in
Frankfurt. Content needs a depth ladder. Coverage planning starts from the buyer's

calendar and channel, not the SDR's time zone.

Fewer people decide faster in North

America. More people decide slower in

Europe, and the decision sticks.




PART TWO

Three Trust
Systems

Grouping Europe by geography hides what matters. Group it by how

trust is earned, and eight confusing markets resolve into three

coherent systems.

A THE PROOF MARKETS
Germany & DACH - Netherlands - Nordics — trust is built from evidence and kept through
reliability

B THE BETWEEN-THE-LINES MARKETS

United Kingdom - Ireland — trust rides on rapport, and the real answer is rarely the spoken

one

C THE TIME MARKETS

France - Italy - Spain — trust accrues like interest on time personally invested

10
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A — THE PROOF MARKETS

In these markets, enthusiasm is noise and evidence 1s signal. Buyers want your claims
substantiated, your follow-through punctual, and your limitations stated by you before they find
them. The reward for passing the bar is loyalty that outlasts most marriages of convenience in
SaasS.

Germany & DACH

65 .46 35 Top 5

Uncertainty avoidance, Germany vs German power distance score — Germany's English proficiency
US (Hofstede). Risk gets engineered among Europe's flattest. Expertise worldwide (EF EPI 2025). Language is
out, not talked away. outranks title in the room. not your barrier here.

Here is the signal inversion that confuses every new rep: in most markets, a flood of detailed
questions means doubt. In Germany it usually means interest. A buyer who requests your security
documentation, three sector references, and an architecture diagram is not stalling. They are buying,
in the only way their culture considers responsible. The evaluation will be long, the tone will stay

cool, and the first genuinely warm sentence may arrive after the signature.

That low power-distance score carries a practical warning. German organisations look hierarchical
on paper, with formal address and titles that matter at first contact, yet inside the room the
engineer's objection can sink what the director's enthusiasm built. Win the experts, not just the
executive. And never bluff: a wrong answer delivered confidently does more damage here than in any

market [ have sold into, because it converts a product question into a character question.

Austria runs the same system with softer edges and a little more social grace. German-speaking
Switzerland runs it with the dial turned further toward caution: more discretion, more patience

required, decisions slower still.

THE UNLOCK

Win the follow-up. The email with the exact figures you promised, sent on the day you promised
them, does more selling in Germany than your demo did. Reliability between meetings is the

product being evaluated.
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The Netherlands

#1 14

In the EF English Proficiency Index, seven consecutive Hofstede masculinity score — one of the world's most

editions. Sell in English without apology. consensus-leaning business cultures.

Dutch business culture combines two traits that rarely travel together: radical directness and deep
consensus. The directness arrives first. Your price will be challenged to your face, your weakest
slide will be named out loud, and the most junior person at the table may be the one doing it. None
of this is hostility. A Dutch buyer who argues with you is spending effort on you, and effort is the

truest buying signal this market produces. The one who has gone politely quiet has already left.

Then the consensus: the same room expects to align as a group before committing, and once
aligned, it stays aligned. Help it by being radically concrete: put a real number on the table early
and defend its logic line by line. Conceding the one area where a competitor genuinely wins buys
more credibility than any claim of superiority. On channels, cold email underperforms here
relative to Germany or the US; a short call or a sharp LinkedIn message routinely does what a

polished sequence cannot.

THE UNLOCK

Ask for the objection. "What's wrong with this proposal?" is a power move in Amsterdam. You will

get a real answer, and the conversation that follows is where the deal actually happens.
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The Nordics
5 23 ..65

Sweden's Hofstede masculinity score — the lowest Uncertainty avoidance, Denmark vs Germany. The
ever recorded. Consensus over competition, Nordics tolerate ambiguity; they just hate
structurally. exaggeration.

Nordic buyers run the proof system at low volume. Communication is understated, rooms are flat
enough that the most senior person often speaks least, and claims are quietly checked rather than
openly challenged. Overselling is the cardinal sin: a result stated at ninety percent of the truth and
verified will beat one stated at a hundred and ten percent and doubted, every time. These are high-
trust societies: your word is initially given real weight, and burning that credit tends to be

permanent.

The four countries share the system, not the tempo. Copenhagen is the bluntest and quickest to
decide; Stockholm the most collective and slowest to land, though what lands stays landed;
Helsinki says the least and means the most, and a long Finnish pause is processing, not rejection.
Oslo sits in the pragmatic middle. Across all four the work-life boundary is near absolute; the rep

who emails at 21:00 to show hustle is signalling something, just not what they think.

THE UNLOCK

Undersell, then over-document. Make the modest claim, attach the evidence, and let your

champion carry it to the group. The quiet case wins here because quiet is what credible sounds like.
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B — THE BETWEEN-THE-LINES MARKETS

Trust here travels on rapport, and the real answer is rarely the spoken one. These are markets
where a linguist's training pays direct commercial dividends: the deal-relevant information lives

in register and subtext, not in the words.

United Kingdom

35 .86 39

Uncertainty avoidance, UK vs France. British culture is UK individualism score, second-highest recorded after
comfortable with ambiguity — including ambiguity about the US. Decisions can move faster than the politeness
whether they're buying. suggests.

British English contains an entire grammar of refusal that never uses the word no. "Interesting" is
rarely a compliment. "Let me have a think" is often a eulogy. A British no usually arrives dressed as a
maybe, because the culture prices social friction higher than candour. The buyer is protecting the
relationship by not making you watch them reject you, which makes the most dangerous UK deal the

pleasant one: warm meetings, prompt replies, a confident forecast, nothing underneath.

The countermeasure is to make no cheap to say. "Should I close this off, or is there something worth
a proper look?" asked sincerely retrieves the truth politeness was hiding, without damaging the
rapport this market legitimately runs on. And the rapport is not decoration: likeability and the
ability to take a joke at your own expense are real currency, and a competent rep without them loses

to a slightly less competent one who has them.

THE UNLOCK

Audit your UK pipeline for warmth posing as progress: for every deal, name the last commitment

(money, dates, people). Pleasantness with nothing committed is a no you haven't translated yet.
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Ireland

2 8 Ireland's power distance score, the lowest in Hofstede's original dataset. Flat, informal,
first names from minute one.

Ireland reads like the UK's warmer, more direct sibling, with one structural twist: Dublin is the
European headquarters for a remarkable share of US tech, so the "Irish" account is often a costume
the rest of the world wears. The committee on your call may include a German engineer, a Spanish
marketer, and a Finnish finance lead, all reporting against American quarterly targets. The
conversation will be genuinely friendly and the deadline genuinely Tuesday. Both are real, and

reading the friendliness as a leisurely European pace is the classic mistake.

One more structural fact of a small, dense market: everyone knows everyone. Your conduct in one

deal arrives at the next one before you do.

Match the metabolism. Open warm, move fast, and read each committee member through their

own culture, not the office address. Dublin rewards the rep who can do both at once.

In these markets, trust accrues like interest on time personally invested. The meal is
infrastructure. The conversation that never mentions your product is the qualification call. And
the formal org chart consistently understates the power of seniority, standing, and personal

sponsorship.

FROM THE FIELD

In these three markets I sell in the buyer's language, and the language itself coaches you.

French pushes you to argue your case, Italian to honour the relationship, Spanish to be

present. Pay attention to what the language rewards and you learn, fairly quickly, what

the buyer rewards.
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France

6 8 L 8 6 France pairs high power distance with very high uncertainty avoidance

(Hofstede) — hierarchy plus a deep need for rigour.

Those two scores, taken together, are a working manual for the French deal. High power distance
means the real decision sits above the people you are probably meeting; you can spend a quarter
winning a brilliant manager whose entire authority consists of the word no. High uncertainty
avoidance means risk must be reasoned away, not charmed away: the proposal that wins is built like

a thesis, with its logic load-bearing and its structure visible.

Expect your argument to be attacked, and understand the attack correctly. France's intellectual
tradition treats vigorous debate as a form of respect; a buyer dismantling your methodology is
taking you seriously, and defending your position with reasoned confidence earns standing that
agreement never could. Listen, too, for the construction "ous, mais...": the yes is courtesy, the mais is

the message.

Protocol does practical work here. Open with a proper written introduction rather than a cold call,
name the person who connected you, and arrive over-prepared: French buyers read preparation as
respect and improvisation as risk, which is exactly what a UAI score of 86 predicts. Keep the formal
register (vous, proper titles) until invited past it, treat the long lunch as the working session it actually

is, and write off August before it writes itself off.

THE UNLOCK

Get walked upstairs. Convert the manager who debates you into the sponsor who introduces you,

and aim the elegant version of your case at the level where yes actually lives.
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7 5 46 Uncertainty avoidance, Italy vs US (Hofstede). Under the warmth sits a

deeply risk-cautious buyer.

Italy opens formal and becomes personal, in that order. Titles carry weight at first contact: Dottore or
Dottoressa for a graduate is not flattery but protocol, and institutional standing is noticed. Pass that
threshold and the relationship turns genuinely warm, often genuinely personal. In an economy built
on family-owned companies, the decision-maker is frequently the #itolare, the owner, and what

moves the deal is that specific person's confidence in you, more than any committee's scoring matrix.

The uncertainty-avoidance score explains the trap. The warmth of an Italian conversation can read
as an easy close to a foreign rep, while underneath it sits one of Europe's more risk-cautious buyers,
who will want proof, guarantees, and reassurance before anything untested gets adopted. And
presentation is substance here: fare bella figura, making a good impression, extends from how you

dress to how your proposal is typeset, because how you show up is read as how you will deliver.

FROM THE FIELD

1 grew up inside this culture, and I still follow its rules when I sell into it. The lunch is not

a reward for the signed contract. The lunch is the contract being considered. Check your

watch at the wrong moment and you can feel the deal cool in real time.

Honour the form. The right title, the polished document, the in-person visit. Then bring the proof

anyway, because affection and due diligence are separate tracks here, and you need to clear both.
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Spain

86 17

Spain's uncertainty avoidance matches France's: Autonomous communities. Catalonia, the Basque
warmth in the manner, caution in the decision. Country, and others carry real identity — "Spain" is
plural.

Spanish deals travel on personal sponsorship. Decisions skew top-down and personal: one senior
individual's confidence in you, specifically, can carry an agreement that no deck could. Building
that confidence is a contact sport. Conversations run animated, interruption signals engagement
rather than rudeness, and a clipped, scheduled-to-the-minute manner reads as cold, which here is a
synonym for untrustworthy. Voice beats email and presence beats voice; the agenda-free check-in

between transactions is what keeps you in the room for the next one.

Respect the plural nature of the country. Addressing a Barcelona or Bilbao prospect as generically

"Spanish" is a small, avoidable withdrawal from the trust account you are trying to fill.

THE UNLOCK

Be there. One coffee in Madrid moves a deal further than five emails from Boston, and pressure

applied at any point costs more than the time you were trying to save.
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Eight Markets, One Table

The pre-call cheat sheet. Each row is a starting hypothesis; the person across the

table gets the final word.

MARKET TRUST CURRENCY  WHO SAYS YES PACE FIRST WATCH FOR
CHANNEL
Germany Proof & reliability The committee, Slow, Structured Bluffing — fatal
plus experts thorough email
Netherlands Candour & value The group, openly Brisk Phone / Vagueness on
LinkedIn price
Nordics Modesty & The team, by Deliberate Low-key email Overselling
evidence consensus or call
UK Rapport & Senior, after Moderate Email, warmly Politeness read as
competence soundings intent
Ireland Relationship & Mixed, often US- Often fast Any, with Assuming "slow
speed driven warmth Europe"
France Rigour & standing The top, eventually Flexible Formal Stopping at the
introduction manager
Italy Personal trust + Often the owner Patient In person Skipping the form
proof
Spain Personal The senior Patient Voice / in Pushing the close
sponsorship sponsor person

A starting hypothesis per market. Individuals overrule averages.
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Making It Operational

Patterns are only worth what they change in your operating system. Five places to install them.

Localise the A second warm meeting in London and one in Boston are not the same

funnel math data point, and your stage probabilities should know it. Discount warmth
in the UK pipeline until money, dates, or people sit behind it. Do the
opposite in the proof markets: a quiet German evaluation that keeps

requesting documents is healthier than your dashboard thinks.

Localise the Documented email for Germany. Phone and LinkedIn for the
channel mix Netherlands. Voice and presence for France, Italy, and Spain. The

sequence is not the strategy; the fit between channel and market is.

Build a The same deal needs a one-pager in Chicago, a technical dossier in
content ladder Munich, and a formally argued proposal in Paris. One asset cannot serve

three trust systems, so stop asking it to.

Plan around the Mark the dead zones (Southern Europe's August, the long Nordic and
real calendar German holiday windows) into territory plans and quota phasing before

the year starts, not into the commit-call excuses afterwards.

Hire for the read, A bilingual hire can repeat your pitch in two languages. A bicultural one

not just the language knows which half of it to delete. Fluency is easy to verify in an interview;
the cultural read is the thing that actually pays, so interview for it
deliberately: ask candidates what they would change about your pitch for
their home market. The end state is one team that hears what each

market is actually saying, and answers in kind.

FROM THE FIELD

[ wrote this guide from the middle of the ocean, professionally speaking. My current day job

1s selling a SaaS product into American and European pipelines at the same time, so the

differences in these pages are not history to me. They are this quarter's forecast.

Same product, same pitch, different continent. 7he ocean in the middle is the variable your

forecast forgot.




ABOUT THE AUTHOR

Alessio
Demartis

A B2B SaaS sales leader with more than a decade of
experience selling technology & services across languages
and borders. He has led sales across EMEA and the
Americas in the localization and technology industry,
consistently ranking as a top performer. Italian-born and
multilingual (five languages), he brings a practitioner's
perspective to the intersection of cross-cultural

communication and commercial execution.

YV Culture gives you the first read. The person in

front of you gives you the real one.

SOURCES & FURTHER READING

Forrester Research, The State of Business Buying (2023, 18,000+ buyers) - Gartner, The B2B Buying Journey -

6sense, B2B Buyer Experience Report (2025, ~4,000 buyers) - DLA Piper, GDPR Fines and Data Breach Survey

21

(2026) - Geert Hofstede, Culture's Consequences (2nd ed., 2001) and published country scores - Erin Meyer, 7he
Culture Map (PublicAffairs, 2014) - EF English Proficiency Index (2024-2025 editions)

CONNECT ON LINKEDIN ~




