


“The first principle is that you must 
not fool yourself, and you are the 

easiest person to fool.” 

Richard Feynman 
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Why are we here? 



Our Goal 



Improve Odds 



Pick Winners 



Pick Winners 



Startup Statistics 



Startup Statistics 
Innovative Idea 





Create More Winners 



Shift the Curve 



Before we start… 





I-Corps Story 



$7 Billion 
 



“How can we increase the 
economic impact of the research 

dollars invested every year?” 









Developed by 

entrepreneurs 

 



Taught by 

entrepreneurs 

 





January 18th 2014

S P E C I A L  R E P O R T
T E C H  S TA R T U P S

A Cambrian moment
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I-Corps Nodes 



DC Regional Node 



What will you do? 



Jump In 



100 Interviews 



Jump In 



But why? 



Everyone has a plan… 
 



…until he gets punched in the face.” 



Search for… 
Problem-Solution Fit 



Search for… 
Product-Market Fit 



Search for… 
Business Model Fit 
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TALKING 
TO HUMANS

Success starts with understanding 
your customers

GIFF CONSTABLE
with Frank Rimalovski
illustrations by Tom Fishburne
and foreword by Steve Blank





Startup Story 



My startup set out to 
change an entire industry 

 



1600s 
Night Caps 



1700s 
Tri-corner Hats 



1800s 
Top Hats 



1900s 
Fedora Hats 



1990s 
Hard Hats 



More innovation in hats 



We had a much better way 





And these guys said so 















What Happened? 



10 years $20M later 











What’s a startup? 



A temporary organization 

designed to search 

for a repeatable and scalable 

business model 
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A temporary organization 

designed to search 

for a repeatable and scalable 

business model 



What’s a Business Model? 





Business Model Canvas 





… or how you create, 
deliver, and capture value! 



… or how a company makes 
money! 



Customer Segments 

Who are your most 
important customers? 
 
What are their archetypes? 
 
What job do they want you 
to get done for them? 



Value Propositions 

What customer problems 
are you helping to solve ? 
 
What customer needs are 
you satisfying? 



Business Model Canvas Channels 

Through which channels (sales, 
distribution, support) do your 
customers want to be reached? 



Business Model Canvas Customer Relationships 

How will you get, 
keep, and grow 
customers? 



Business Model Canvas Revenue Streams 

How will you make 
money?  
 
What is revenue 
model?  
 
What are pricing 
tactics? 



Business Model Canvas Key Partners 

Who are your Key Partners? 
 
Who are your key suppliers? 
 
What are you getting from 
them…and giving to them? 



Business Model Canvas Key Activities 

What Key Activities do you 
require? 
 
•  Manufacturing?  
•  Software development?  
•  Personal concierge 

service? Etc. 
 



Business Model Canvas Key Resources 

What Key Resources 
do you require? 
 
Financial? Physical? 
Intellectual property? 
Human resources? 
 



Balancing Act 



What will 
you do? 

What will 
others do? 

How will you 
support? 



Business Model Canvas Cost Structure 

What are most important 
costs inherent in your 
business model?  
 
What is mix of fixed and 
variable costs? 
 



Remember Dependencies 



Remember Dependencies 



How do we build a  
 

Business Model? 



Quick Review 



9 Guesses 

Guess Guess 

Guess 

Guess 

Guess 

Guess 

Guess 

Guess Guess 

Starting Point 



Customer Segments 

Who are your most 
important customers? 
 
What are their archetypes? 
 
What job do they want you 
to get done for them? 



Value Propositions 

What customer problems 
are you helping to solve ? 
 
What customer needs are 
you satisfying? 



Customer Discovery 



Customer Discovery in  
Four Steps 



Guess Guess 

Guess 

Guess 

Guess Guess 

Guess 

Guess Guess 

Step 1: State your Guesses 



Step 2: Test the Problem 



Identify customer 
problems and needs 

Step 2: Test the Problem 



Identify customer 
problems and needs 

Step 2: Test the Problem 

Test hypotheses about CS and VPs… 



Identify customer 
problems and needs 

Step 2: Test the Problem 

Test hypotheses about CS and VPs… 
…iterate and pivot 



MVP 

Step 3: Test the Solution 



Test minimum viable product features 

MVP 

Step 3: Test the Solution 



Test minimum viable product features 

MVP 

Do they satisfy problems or needs? 

Step 3: Test the Solution 



  



  



Insights Drive Changes 

Better Performance 
 
3D immersive sound 
 
Higher gaming scores 
 
More realism 
 
Reduced ear fatigue 
 
Pinpoint sounds 

Problem Solving 
 
Refine and improve 3D 
audio algorithms 

Intellectual Property  
 
Proprietary knowledge, 
brand, patents, trade 
secrets,  

Audio experts, software 
developers 

PC Gamers 

PC Game Developers 

Audio Middleware 
Companies 

IP License Fee to UMD 

Software development  
tools 

Audio & Software 
Engineers  

Audio Middleware 
Companies 

SW License, Per Title, 
Per Seat for Plug-in 

Personal Assistance 
and Self-service 

Small support staff, 
emphasize web support 

Game Engine 
Companies 

Note 
changes 
from last 
iteration 



Step 4: Pivot or Proceed 

New 
Guess 

New 
Guess 



Fact Fact 

Step 4: Pivot or Proceed 



Customer Discovery starts here… 

Who are your most 
important customers? 

What are their 
archetypes? 

What job do they want 
you to get done for 
them? 

What customer 
problems are you 
helping to solve ? 

What customer needs 
are you satisfying? 

What are key features 
of your product/service 
that match customer 
problems/needs? 



Customer Segments 











Customer Segments 



Who are your most important 
customers? 
 
 
 
 
 



Who are your most important 
customers? 
 
What are their archetypes? 
 
 
 



Who are your most important 
customers? 
 
What are their archetypes? 
 
What job do they want you to get 
done for them? 



Who are your most important 
customers? 
 
What are their archetypes? 
 
What job do they want you to get 
done for them? 



Why do you want to group 
customers into  

Customer Segments?  
 





Different Customer Segments 
often have 

 
Different Business Models 

 



Customer Segment #1 Customer Segment #2 

Customer Segment #3 



Customer Segments #1, #2, #3  



Customer Segments have 
 

Customer Types  
 



Customer Types 
 
•  End User 
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Customer Types 
 
•  End User 
•  Influencer 
•  Recommender 
•  Decision Maker 
•  Payer 
•  Saboteur 
 



to understand purchase decision 

Identify Archetypes  



Business to Business 



Business to Business 

…typically have distinct End Users, Decision 
Makers, Payers, and others. 
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Business to Business 



…typically have distinct End Users, Decision 
Makers, Payers, and others. 

 

Business to Business 



Business to Consumer 

…may as well! 
 



Business to Consumer 



Business to Consumer 



Business to Consumer 



Value Propositions 



Value Propositions 



What customer problems are 
you helping to solve ? 
 
What customer needs are you 
satisfying? 



What about my  
idea / technology / product? 



Customers don’t care about your idea… 
they are trying to solve a problem or satisfy a 

need. 

What about my  
idea / technology / product? 



What, How, Why? 
 

Product, Features, Value 



What? 
 



What? 
 

Product 



How? 
 
 



How? 
 

Features 



Why? 
 
 



Why? 
 

Value 



Product Features  
=  

Value Propositions 
 



Product Features  
=  

Value Propositions 
 

…but they do deliver it. 
 



What are some categories of 
Value Propositions… 



 
Newness 

 



 
Newness 

  
Performance 

 



 
Newness 

  
Performance 

 

 
Customization 

 



 
Newness 

  
Performance 

 

 
Customization 

 

 
Design 

 



 
Newness 

  
Performance 

 

 
Customization 

 

 
Design 

  
Get Job Done 

 



 
Newness 

  
Performance 

 

 
Customization 

 

 
Design 

  
Get Job Done 

 

 
Brand/Status 

 



 
Price 

 



 
Price 

  
Cost Reduction 

 



 
Price 

  
Cost Reduction 

 

 
Risk Reduction 

 



 
Price 

  
Cost Reduction 

 

 
Risk Reduction 

 

 
Accessibility 

 



 
Price 

  
Cost Reduction 

 

 
Risk Reduction 

 

 
Accessibility 

  
Convenience/Usability 

 



Some Examples 



Feature = Bright Colors 
 



Value = User Feels Cool! 
 



Features = Value 
 
…but they do deliver it. 

 



Gain Creators 



Pain Killers 



Remember Tyson’s Law 





Another Refinement 



Customer Segments 



Customer Segments 

Customer Sub-Segments 



Customer Segments 

Customer Types 

Customer Sub-Segments 



Customer Segments 



Hospitals 
 

Primary Care 
Clinics 
 



Hospitals 
 

Primary Care 
Clinics 
 



Customer Sub-Segments 



Hospitals 
 





Hospitals 
 

University Teaching 
Hospitals 
 

Major (Non-University) 
Teaching Hospitals 
 

Customer  
Sub-Segments 



Not Done 



Customer Types 



University Teaching 
Hospitals 
 
•  End User 
 
 
 
 
 
 

Find the people! 



University Teaching 
Hospitals 
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University Teaching 
Hospitals 
 
•  End User 
•  Decision Maker 
•  Payer 
•  Influencer 
•  Recommender 
•  Saboteur 
 

Customer Types 



to understand purchase decision 

Identify Archetypes  



Reads Attends 

Watches 

User Archetype  



for each Customer Segment 

Identify Archetypes  



Customer Segment #1 Customer Segment #2 

Customer Segment #3 



Customer Segment #1 Customer Segment #2 

Customer Segment #3 



Customer Segment #1 Customer Segment #2 

Customer Segment #3 



Customer Segment #1 Customer Segment #2 

Customer Segment #3 



Why do we group into 
Customer Segments? 



Different Customer Segments 
often have… 

 
 



Different Customer Segments 
often have… 

 
Different Business Models 

 



Customer Segment #1 Customer Segment #2 

Customer Segment #3 







But Remember 



Different Customer Types 
also often have… 

 
 



Different Customer Types 
also often have… 

 
Different Value Propositions 

 











VP Canvas – Guide 
The Value Proposition Canvas

Gain Creators
Describe how your products and services create customer gains.  
How do they create benefits your customer expects, desires or would be surprised 
by, including functional utility, social gains, positive emotions, and cost savings?

Pain Relievers

Do they…

Create savings that make your customer happy? 
(e.g. in terms of time, money and effort, …)

Produce outcomes your customer expects or that go  
beyond their expectations? 
(e.g. better quality level, more of something, less of something, …)

Copy or outperform current solutions that delight your 
customer? 
(e.g. regarding specific features, performance, quality, …)

Make your customer’s job or life easier? 
(e.g. flatter learning curve, usability, accessibility, more services, lower  
cost of ownership, …)

Create positive social consequences that your  
customer desires? 
(e.g. makes them look good, produces an increase in power, status, …)

Do something customers are looking for? 
(e.g. good design, guarantees, specific or more features, …)

Fulfill something customers are dreaming about? 
(e.g. help big achievements, produce big reliefs, …)

Produce positive outcomes matching your customers  
success and failure criteria? 
(e.g. better performance, lower cost, …)

Help make adoption easier? 
(e.g. lower cost, less investments, lower risk, better quality,  
performance, design, …)

Rank each gain your products and services create according to its relevance to your 
customer. Is it substantial or insignificant? For each gain indicate how often it occurs.

Describe how your products and services alleviate customer pains. How do they 
eliminate or reduce negative emotions, undesired costs and situations, and risks 
your customer experiences or could experience before, during, and after getting 
the job done?

Do they…

Produce savings? 
(e.g. in terms of time, money, or efforts, …)

Make your customers feel better? 
(e.g. kills frustrations, annoyances, things that give them a headache, …)

Fix underperforming solutions? 
(e.g. new features, better performance, better quality, …)

Put an end to difficulties and challenges your  
customers encounter? 
(e.g. make things easier, helping them get done, eliminate resistance, …)

Wipe out negative social consequences your  
customers encounter or fear? 
(e.g. loss of face, power, trust, or status, …)

Eliminate risks your customers fear? 
(e.g. financial, social, technical risks, or what could go awfully wrong, …)

Help your customers better sleep at night? 
(e.g. by helping with big issues, diminishing concerns, or eliminating worries, …)

Limit or eradicate common mistakes customers make? 
(e.g. usage mistakes, …)

Get rid of barriers that are keeping your customer  
from adopting solutions? 
(e.g. lower or no upfront investment costs, flatter learning curve, less  
resistance to change, …)

Rank each pain your products and services kill according to their intensity  
for your customer. Is it very intense or very light? 

For each pain indicate how often it occurs. Risks your customer experiences or 
could experience before, during, and after getting the job done?

Products & Services
List all the products and services your value proposition is built around.

Which products and services do you offer that help your customer get either a 
functional, social, or emotional job done, or help him/her satisfy basic needs?

Which ancillary products and services help your customer perform the roles of:

Buyer 
(e.g. products and services that help customers compare offers,  
decide, buy, take delivery of a product or service, …)

Co-creator 
(e.g. products and services that help customers co-design  
solutions, otherwise contribute value to the solution, …)

Transferrer 
(e.g. products and services that help customers dispose of  
a  product, transfer it to others, or resell, …)

Products and services may either by tangible (e.g. manufactured goods, face-to-
face customer service), digital/virtual (e.g. downloads, online recommendations), 
intangible (e.g. copyrights, quality assurance), or financial (e.g. investment funds, 
financing services).

Rank all products and services according to their importance to your customer.   
Are they crucial or trivial to your  customer?

Gains
Describe the benefits your customer expects, desires or would be  surprised by. 
This includes functional utility, social gains, positive  emotions, and cost savings.

Pains

Customer Job(s)

Describe negative emotions, undesired costs and situations, and risks that your 
customer experiences or could experience before, during, and after getting the 
job done.

What does your customer find too costly? 
(e.g. takes a lot of time, costs too much money, requires substantial efforts, …)

What makes your customer feel bad? 
(e.g. frustrations, annoyances, things that give them a headache, …)

How are current solutions underperforming for  
your customer? 
(e.g. lack of features, performance, malfunctioning, …)

What are the main difficulties and challenges  
your customer encounters? 
(e.g. understanding how things work, difficulties getting things done,  
resistance, …)

What negative social consequences does your  
customer encounter or fear?  
(e.g. loss of face, power, trust, or status, …)

What risks does your customer fear? 
(e.g. financial, social, technical risks, or what could go awfully wrong, …)

What’s keeping your customer awake at night? 
(e.g. big issues, concerns, worries, …)

What common mistakes does your customer make? 
(e.g. usage mistakes, …)

What barriers are keeping your customer from  
adopting solutions?  
(e.g. upfront investment costs, learning curve, resistance to change, …)

Describe what a specific customer segment is trying to get done. It could be the tasks 
they are trying to perform and complete, the problems they are trying to solve, or the 
needs they are trying to satisfy.

What functional jobs are you helping your customer get done?
(e.g. perform or complete a specific task, solve a specific problem, …)

What social jobs are you helping your customer get done? 
(e.g. trying to look good, gain power or status, …)

What emotional jobs are you helping your customer get done? 
(e.g. esthetics, feel good, security, …)

What basic needs are you helping your customer satisfy? 
(e.g. communication, sex, …)

Besides trying to get a core job done, your customer performs ancillary jobs in differ-
ent roles. Describe the jobs your customer is trying to get done as:
 
Buyer (e.g. trying to look good, gain power or status, …)

Co-creator (e.g. esthetics, feel good, security, …)

Transferrer (e.g. products and services that help customers dispose  
of a product, transfer it to others, or resell, …) 

Rank each job according to its significance to your customer. Is it  
crucial or is it trivial? For each job indicate how often it occurs.

Outline in which specific context a job 
is done, because that may impose 

constraints or limitations. 
(e.g. while driving, outside, …)

Which savings would make your customer happy?
(e.g. in terms of time, money and effort, …)

What outcomes does your customer expect and what 
would go beyond his/her expectations? 
(e.g. quality level, more of something, less of something, …)

How do current solutions delight your customer? 
(e.g. specific features, performance, quality, …)

What would make your customer’s job or life easier? 
(e.g. flatter learning curve, more services, lower cost of ownership, …)

What positive social consequences does your  
customer desire? 
(e.g. makes them look good, increase in power, status, …)

What are customers looking for? 
(e.g. good design, guarantees, specific or more features, …)

What do customers dream about? 
(e.g. big achievements, big reliefs, …)

How does your customer measure success and failure? 
(e.g. performance, cost, …)

What would increase the likelihood of adopting a solution? 
(e.g. lower cost, less investments, lower risk, better quality, performance,  
design, …)

Rank each gain according to its relevance to 
your customer.  
Is it substantial or is it insignificant?  
For each gain indicate how often it occurs.

Rank each pain according to the intensity it 
represents for your customer.
Is it very intense or is it very light.? 
For each pain indicate how often it occurs.

On:

Iteration:

Designed by:Designed for:
Day Month Year

No.

Customer Segment

www.businessmodelgeneration.com

Use in Conjunction with the Business Model Canvas Copyright of Business Model Foundry GmbH

Value Proposition
Create one for each Customer Segment in your Business Model



Step 1: Fill Out Value Proposition Canvas 



Step 2: Test Customer Assumptions 



Step 3: Adjust Customer Assumptions 



Step 4: Redesign Value Proposition 



Step 4b: Adjust VP Canvas 



Step 5: Test Value Proposition with MVP 



Product-Market Fit 
 



Holy Grail! 
 





1. The Warm Up 

•  What is your name and role at your company? 
•  How do you fit into your company’s department 

structure? Overall in the company? 
•  What is your budget like? Who has to approve 

your purchases? 
•  How do you discover new products for work? 

Do you need any approval to try them? 
•  Have you tried anything new recently? 
•  What is a typical day like on your job? 
•  How much time do you spend doing [task X]? 

228 



2. Test the Problem 

•  What are top 3 challenges you face in your job? 
•  What are top 3 challenges you face in your job 

related to [your startup space/sector]?  
•  If you could wave a magic wand and instantly 

have a solution to any of those problems…what 
would the solution be? 

•  Dig deeper into their typical day on anything 
that sounds painful or expensive. 

•  How have you dealt with or solved [problem 
X]?  

229 



3. Test the Solution 

•  Walk them through the problems you believe your 
solution solves. Do they agree? 

•  Does [your solution] solve any of their problems? 

•  Would you be willing to pay for our solution? How 
much? Would [X] be reasonable? 

•  If they’re willing to pay your price and like the idea 
then…”Would you be willing to start right away?” 

230 
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•  What are top 3 challenges you face in your job 

related to [your startup space/sector]?  
•  If you could wave a magic wand and instantly 

have a solution to any of those problems…what 
would the solution be? 

•  Dig deeper into their typical day on anything 
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3. Test the Solution 

•  Walk them through the problems you believe your 
solution solves. Do they agree? 

•  Does [your solution] solve any of their problems? 

•  Would you be willing to pay for our solution? How 
much? Would [X] be reasonable? 

•  If they’re willing to pay your price and like the idea 
then…”Would you be willing to start right away?” 

233 


