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POSITIONING 
MISTAKES 

HEALTHTECH 
FOUNDERS MAKE
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They flatten their language. Dilute their story.  
Hedge every claim. And end up sounding like 
everyone else. That’s not compliance. That’s fear.

In healthcare, where trust is the product, safe and 
forgettable are the same thing. The founders who 
win don’t strip out personality. They learn how to be 
bold within the rules. That’s what bravery actually 
looks like here.

We’ve worked with healthtech startups and scaling 
brands for years. These are the ten mistakes we 
see most often, and what to do instead.

THEY PLAY  
IT SAFE.

Most healthtech 
founders respond to 
pressure the same way:



“AI-powered. Patient-centric. Transforming healthcare.” 
If your positioning could belong to 500 other companies,  
it isn’t positioning. It’s noise.

Generic language feels safe because it avoids scrutiny. 
But it also avoids attention. Investors don’t remember 
you. Buyers don’t choose you.

The market isn’t short of ideas. It’s short of brands  
willing to say something specific, and stand behind it.

Find the one thing 
you believe that 
others won’t say out 
loud. Lead with it. 
If competitors feel 
comfortable, you’re 
not there yet.

YOU SOUND LIKE 
EVERYONE ELSE

FIX

NO. 1



Features don’t move people. Problems do.

Too many brands open with product detail 
instead of pain. But buyers care about what’s 
broken, what it’s costing them, and how to fix it.

No one buys “machine learning.” They buy  
relief from a system that isn’t working.

Start with the world 
without you. What’s 
going wrong? Who 
feels it most? What’s 
the cost? Make that 
real, then position 
yourself as the answer.

NO. 2
FIXYOU LEAD WITH 

WHAT IT DOES,  
NOT WHAT IT FIXES



Healthcare decisions don’t sit with 
one person. Clinicians, finance, IT, 
procurement, all with different priorities.

One generic message doesn’t 
land with any of them.

This isn’t about multiple brands.  
It’s one clear story, adapted with  
the right proof for each audience.

YOU WRITE ONE 
MESSAGE FOR FIVE 
DIFFERENT ROOMS

Map your 
stakeholders early. 
Know what each 
needs to believe, 
and what might 
block them. Build 
your messaging 
around that.

NO. 3

FIX



Healthcare language is regulated, tightly. 
Words like “treat,” “prevent,” or even 
“clinically proven” carry weight.

Over-claiming doesn’t just risk compliance. 
It kills credibility. If you get challenged,  
the damage isn’t legal first. It’s reputational.

Build claims discipline 
into your process. 
Every claim needs 
evidence. Know your 
boundary and stay 
deliberately inside it.

FIX

YOU OVER-CLAIM 
AND DON’T  
REALISE IT

NO. 4



Fear of saying the wrong thing 
leads to saying nothing at all.

“End-to-end platform.” “Patient-centred 
solution.” Safe. Vague. Forgettable.

Compliance matters. But corporate 
language isn’t compliance. It’s avoidance.

Read it out loud. 
If it sounds like a 
committee wrote it, 
rewrite it. Find the 
human truth and 
say that instead.

FIX

YOU HIDE BEHIND 
CORPORATE 
LANGUAGE

NO. 5



Stop separating brand 
from commercial 
strategy. Your brand is 
your story, your proof, 
and your credibility,  
all in one.

Brand isn’t a logo. It’s not a colour palette.

In healthcare, brand is what builds trust  
before the first conversation. It’s what gets  
you shortlisted, recommended, taken seriously.

Treating it as surface-level is a fast way  
to stall growth.

FIX

YOU TREAT 
BRAND AS 
DECORATION

NO. 6



Build for the user. 
Sell to the buyer. 
Understand every 
gatekeeper and 
give each a reason 
to say yes.

FIX

YOU FOCUS 
ON USERS AND 
FORGET BUYERS

NO. 7

The user isn’t always the buyer.  
In healthcare, they rarely are.

You might solve a real problem 
for a clinician or patient. But if 
finance, IT, or procurement  
don’t buy in, you don’t move.



Two narratives. Two directions. Both weaker.

Investors hear one version. Buyers hear 
another. Neither fully lands.

Strong healthtech brands run on  
one clear story, told at different levels.

Build one narrative 
spine. What you do, 
why it matters, why 
you. Everything else 
is a version of that.

FIX

YOU SPLIT YOUR 
INVESTOR AND 
COMMERCIAL STORY

NO. 8



Positioning isn’t a “later” problem.

Weak early narratives attract the wrong 
investors, shape the wrong strategy, and 
create messy go-to-market. By Series A, 
you’re fixing everything at once.

Get clarity early.  
It doesn’t need to be 
perfect, but it needs 
to be coherent. Fixing 
it now is cheaper than 
unpicking it later.

FIX
YOU WAIT  
UNTIL SERIES ‘A’   
TO FIX IT

NO. 9



Before you scale,  
ask one question: 
what do we need 
people to believe? 
Get that right, then 
build around it.

FIX
More channels won’t fix weak positioning. 
More spend won’t fix unclear messaging.

If you’re not converting, it’s rarely a volume 
issue. It’s a clarity issue.

YOU THINK  
MORE MARKETING 
CREATES BELIEF

NO. 10



Fluro works with healthcare brands that refuse to be forgettable. 
Startups to scale-ups. Clarity to momentum.

If your story isn’t landing, we should talk. 

01628 525 449  |  hello@fluroltd.com

5 Eghams Court, Boston Drive, Bourne End,  
Buckinghamshire, SL8 5YS

READY TO FIND 
YOUR BRAVE?

VISIT:  
FLUROHEALTH.COM

http://flurohealth.com

