Choosing the Right Customer & Differentiation

Why most projects fail before they start






CUSTOMER CLARITY

e Right Customer
* Right Problem
* Right Competition

* Right Differentiation

* Right Hypothesis
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IS THIS A CUSTOMER? |

* Small Business Owners
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* If you cannot name a specific human in a specific
moment, you don’t have a customer Th e Sta N d d rd | I%‘I"‘i ]
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The Basics

Customer

Advantage

POSTER BOARDS [
REVISITED

Competition

800-pound gorilla lop alternatives




POSTER'BOARDS
SIDE 2

Founding Hypothesis

If we help

solve

with

they will choose it over

because our solution is

customer
problem
approach
competitors

differentiation




StoryTime Continued: Misalighed Customers
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Route Tracker # Following Q search

6 followers - 0 following
Route Tracker is the best and easiest mobile app available for looking up and following transit in Utah. Route Tracker allows you easy, real-time

access to bus, TRAX, and FrontRunner locations and their status so that you'll never miss the bus again

& App page

L8




. Your Pain != Market Pain

. Advertising & Visibility do not fix weak positioning Key F In d N gS F rom
. Knowing who your real customer is changes the C u StO mer
battlefield

Misalignment
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Who exactly is the customer- Step 1: the . aif;”.i{;.lll\ “

* Be specific

e If you can’t name them, you can’t test them C U Sto mer A *'.(,‘/
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* Who are they? STO P Fl ” the 701 g5 08
* Where do you find them? CU StO mer N HI |
* What context are they in when the pain hits? v :
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* What goes wrong? Step 2: " ooor s 0 “
* Why does it matter? Pain/PrOblem | I’-".,M,
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*  What's happening? e ory TR NN
STOP. FI 001 “qp 08

* What are the stakes?

* Evidence: workarounds, complaints, time spent Pa | n/P ro b | em RERNY
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* Tools, workarounds, or doing nothing Step 3 COmpetItId’ﬂ HIT g e

« Go for the 800 LB Gorilla first and A|ternat|ves III‘L.[\/
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* What do they do today? STO P . FI e ///”’Hm.u T

* Why is it “good enough”? Com P etition an d q'ﬁ‘..,.
*  Where does it fail? . : H"‘!.,,
Alternatives N
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*  Why would they switch? Step 4: ’ aorj‘i{l‘{Hls “

* What changes the tradeoff? D Iﬁ.‘e re nt | at | on ¥ H{ |
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StoryTime PT 3: Getting the Right Differentiation
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Route Tracker # Following Q search

6 followers - 0 following
Route Tracker is the best and easiest mobile app available for looking up and following transit in Utah. Route Tracker allows you easy, real-time

access to bus, TRAX, and FrontRunner locations and their status so that you'll never miss the bus again

& App page
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Differentiation: Choose Your
Battlefield

e “Attack where your [competition] is weakest”

» Differentiation is the essence of your strategy

* Good differentiation is what makes your product click with
customers




Differentiation end-to-end

* Differentiation is the essence of your strategy

* Good differentiation is what makes your

product click with customers s;:gj;*




Differentiators

Slow

Difficult

Fast
EOSy
Expensive

Free
Unfocused

Focused
Complicated

Simple
Siloed

Integrated
Manual

Automatic
Not so smart

Smart




Differentiators

Slow
Difficult
Expensive
Unfocused
Complicated
Siloed

Manyq|
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Step 4
Differentiation /
Advantage

Why would they switch?

What changes the tradeoff?

We can
uniquely deliver

Super valuable
to customers




The 2x2 Battlefield Differentiation

Good thing Your

project

Crummy
* Pick Axes That Matter to your opposite

customer

* Be optimistically realistic

Crummy opposite







Falsifiability

Fewer potenho

customen

Customer Lens

Growth Lens

Fory to odopt

Hord %o adopt

More potential
cushomers

wild

Expensiva 1o build

Money Lens

More long-term volue

Fewer potentiol
cuslomers

Lass long-term valye

Mom patentinl
Customery




Founding Hypothesis

If we help  customer

solve problem
with  approach
they will choose it over competitors

because our solution is  differentiation

WRITE THE
FOUNDING
HYPOTHESIS







You’ve learned about

Next Lecture

How to Really Understand your Customers

How To Think About Differentiation

How to Apply both of these to the heart of your
project

Communication as a Superpower

In between, you should be spending at least 6-8
hours between now and next Wednesday
preparing for your Mid-term Project

Submit ALL presentation materials and needed
artifacts (see LearningSuite for details) by next
Tuesday at 11:59 pm
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