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ABSTRACT
This workbook is meant to help kick-start your mentoring process.  Use it as a tool to refine your ideas and investor pitch presentation before the Marketing Panel.  
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Introduction
The initial focus for any startup company is to truly define and understand their market.  The target customer will dictate how the company approaches many aspects of their business.  This is why the first step in the Springboard process after the Intake Panel is to have a Marketing Panel.  The Marketing Panel will examine your investor pitch presentation and see if you have defined your market well enough for an investor to want a longer meeting.

What follows here are a series of exercises meant to get you thinking about your target market and customers.  You can use this workbook as a guide to help drive your discussions, research and strategic plan regarding your target customer.  Use the information that you generate here to help build the story in your investor pitch presentation, but remember, the presentation to all Springboard panels should be an investor pitch, i.e. the Marketing Panel will expect an investor pitch with refined concepts on the company’s market.   
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A succinct explanation of the company helps answer a few critical questions to people unfamiliar with it:
· Why are you in business?
· Who is your constituency?
· What larger problem are you addressing?
· How they will benefit?

You should be able to express the answer to these questions in a short statement.  Geoffrey Moore in his book “Crossing the Chasm” expressed this concept as “Create and occupy a space inside the target customer’s head” with a position statement built from:
· For (target customer)
· Who (statement of the need or opportunity)
· The (product name) is a (product category)
· That (statement of key benefit – that is compelling reason to buy)
· Unlike (primary competitive advantage)
· Our product (statement of primary differentiation)

For example, using this structure, Intuit can provide the following position statement: 

“For the bill-paying member of the family who uses a computer who is tired of filling out the same old checks month after month, Quicken is a software program that automatically creates and tracks all of your check writing unlike Managing Your Money, a financial analysis package, our product is optimized specifically for home use.”
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A way to understand your target market and customer is to describe them before and after you have provided them your product/service.  Try to answer the following questions:
· What is the buyer situation before your product is purchased?
· What is their key problem and how are they trying to solve it now?
· What is the buyer situation after your product is purchased?
· What change has happened and what is the impact on the customer?
· List all the scenarios/prospective buyers you can think of; prioritize them from most to least compelling.
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A succinct value proposition – a compelling statement of the reason for a customer to buy your product/service – is the goal of this exercise.  Please follow these steps to come up with one:
· Choose the most compelling Before & After case from the Before & After exercise.  
· Use it to articulate a MANDATORY “Must Have” reason to purchase your product/service
· Next state the benefit to your customer’s balance sheet
· Combine the above and refine into a succinct, single statement
If your business model uses multiple customer types, you must articulate the value proposition for each of the customers separately.
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Expressing what your company does better than the competition is a great way to describe your business and clearly identify your target customer.  To show your differentiators with the competition, ask yourself the following:
· What is unique about your product or service?
· What does your product or service do that does not exist in the market place today?
· Can you verify those claims? What outside, independent data do you have that supports them?
· Is what makes you different sustainable?  Can you stave off imitators?
It is important to understand the benefits that these differentiators will bring to both the customer and to your business competitiveness.  Ask yourself the following:
· Will this product/service save money? 
· Will the product/service make the customer money?
· Will it increase the size of the market?
· Will it decrease the risk for the customer?
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It is critical that a company can accurately express their Total Available Market (TAM) and their Served Available Market (SAM).  The TAM is the total size of the market in the area of the product or service.  The SAM is the market segment that the company will directly address.  For example, the TAM for a Nerf football is the total sports equipment market.  The SAM for a Nerf football might be considered the portion of the TAM that desires a soft football that will not injure a young child.
To start the process for determining the SAM for your product/service, examine the TAM and break the market down into segments for you product (we will continue the process of determining the SAM in the following steps, concluding with the Business Model for Market Competitiveness):
· A segment is a group of buyers who are similar in that they:
· Have the same problem
· Have the same buying criteria
· Would see each other as a credible reference in making a buying decision
Do not consider segments where a customer could buy your product.  Consider only those where your customer must buy your product.  Prioritize your segments based on the strength of the customer need.
Research available third party sources that can substantiate your TAM and SAM.
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A detailed description of the competitive landscape in each segment helps to frame your company and your product/service and your chances for success.  For each segment that you have identified in the Market Segmentation section, answer the following questions:
· Who is/are the incumbent player(s)?
· Include internal systems at your customer, workarounds and apathy!
· How entrenched is the status quo?
· What are the advantages that the competition has – why are they the current best solution?
· How has the competition framed themselves in the market? What is their position statement?
· How is your message different and compelling?
Find the 5 or 6 top customer/market requirements. Create a matrix that lists these on the vertical axis and then rank/compare your product against your direct and indirect competitors. The resulting pattern should clearly indicate your long-term sustainable competitive advantage. This matrix can be used in the investor pitch template slide, “Competitive Differentiation”.  You should directly link this slide and matrix directly to your intellectual property strategy during you presentation.
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Now that you have identified the most attractive market segments, and have described the competitive landscape, you are ready to create a business model based on the best path forward for your product/service.  You can describe the business model by following these steps:
· Choose the segment with the most compelling need relative to your differentiation in the competitive landscape (the segment selected is now your SAM).
· Develop and demonstrate different possible revenue streams in that segment.
· Create a pricing model that fits with the segment and your revenue streams.
· Understand and detail how that pricing is benchmarked against the competition.
· When looking at the other most attractive market segments, develop a story on the revenue mix that you might achieve in those segments as well.
· Identify the most suitable/available channel to market
· Chose a graphic that depicts how goods flow to the ideal customer and how much money comes back to you.
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With your SAM identified and your business model in the initial stages, it is time to refine your model by addressing the tactical issues for reaching your customer and developing sales, also known as a go-to-market plan.  
The first element of the go-to-market plan is to profile the buyer in the segment you identified.  Do this by answering the following questions:
· What is/are the pain(s) for that buyer?
· What is their buying process?  How do they make their purchases?
· Who are the buyers (within the organization, who holds this role)?
· What information sources do they use to research?
The next step is to develop your marketing and selling process to meet the buyer’s buying process.  Do so by answering the following questions:
· How will you identify, qualify, acquire and convert the customer?
· How will your marketing tactics move the potential customer through their buying process?
· How will the buyer buy? And therefore how will you need to sell?
· What will your sales channels be? Direct, telesales, OEM, other?
· Show the impact of partners/channels on increasing customer acquisition
· Examine the total value of the channel
· Evaluate options for compensation for your partners/channels (commission/revenue share)
· Prioritize your channels and selling methods – who is most likely to buy first based on where you are today in your product/service development?
Collect this information into a launch plan.  The launch plan should describe clearly the who/what/how the sales process will be executed and include as much specific collateral and detail as possible.
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Now that you have developed the go-to-market plan, a price for the cost to execute on the plan must be developed.  Develop a budget with detailed line items based on firm quotes and bids as much as possible.  The budget should include enough capital to provide a six-month runway of execution on the go-to-market plan.  Any media programming, P/R, advertising, trade shows, conferences, and events should be included.
From this budget you can determine your cost for acquiring a customer – a key question that investors will want to know!
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Now take the high level details of this exercise and feed it back into your investor pitch!
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