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At one period of those early days I think that | must have had fully three hundred watches. |
thought that | could build a serviceable watch for around thirty cents and nearly started in the
business. But | did not because | figured out that watches were not universal necessities, and
therefore people generally would not buy them.

Henry Ford. My Life and Work. Www.gutenberg.org Ebook #7213



http://www.daniel-bartel.de/das-handbuch-fuumlr-startups.html
http://Www.gutenberg.org/
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10.1.

CHE

Customer Modeling

Find out who the customer is, what she needs

and ¢
..as

esires
pecific part of the Lean Innovation process

[Blan

]



The Customer Modeling Process, Refined by S. Blank
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» Customer Modeling, a company-centric process [Blank/Dorf] 2008

= Originally called “Customer Development”, but we use this differently in
this course
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Q3: Blank's Customer Development Process Blended
with Maurya's Running Lean Process
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[Startup Genome Report]
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Q4: Step 1: The Customer Discovery Subprocess
(Problem-Solution Fit)
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10.2 Basic Pain-Gain Analysis (Value Proposition
Analysis) of Osterwalder

Value Proposition Canvas
From “Value Proposition Design”



Killing Pain and Filling Desire
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» Customer Analysis is something different than Selling.
= Selling addresses an individual customer
= Customer Analysis analyses the world of a potential customer

> Needs do not make a customer buy - only pain.

» Value does not make a customer buy - only desire.



VPC

12  Software as a Business

» Osterwalder refined the value proposition field of the BMC with a new canvas, the
Value Proposition Canvas.
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The Value Proposition Canvas

Designed for:

2 Wt Ve
on:

Designed by:

Iteration:

Do they.
Create savings that make your customer happy? Do something customers are looki Which savings would make your customer happy?
raduce outcomes your customer expects or that go Fulfill something customers are dreaming about? What outcomes does your customer expect and what
bevand then: axiect o It big relicfs, would go beyond his/her pectatior
Produce positive outcomes matching your customers
Copy or outperform current solutions that delight your success and How do current solutions delight your eustomer?
x, performance, quality, ..} & k " I
Help make adoption easier? What would make your customer’s job or life easier?
Make your customer’s job or life easier? teg lower e fattr learming curve, more service,lower cost of ownersiip...)
i : What positive social consequences daes your
customer desire?
Create positive social consequences that your (g makes them look good, increase in power, stats, )
customer de § .
s s Ll e R P What are customers looking for?
What do customers dream about?
Gain Creators (4
How does your customer measure success and f; 2 5
Products & Services e Customer Job(s)
" . 3 ) —
What would increase the likelihood of adopting a solution? L
What functional jobs are you helping your cust:
Buyer
ex. iees wstomers compare offers, What social jobs are you helping your customer get done?
h 4 What emotional jobs are you helping your customer get don
elp customers co-design Y N sthetics, feel good, security, )
value to the s ) -
P What basicneeds are you helping your customer satisfy?
.
Pain Rellevers Pains A What does your customer find too costly? By s o e s )
) Co-creator (eg esthetics. feel good, security, .
What makes your cus r feel bad?
(eg frustrations, annoyances, ) Transferrer (eg products and services that help customers dispose
How are cur t solutions unde
Do they. What are the main difficulties and challenges
your customer encounters? Outli i hich specific context a job
Produce savin liminate r customers derstandinghow things work, difficulties getting things don o L PR
Brocuce saving ey o Elimina te gustomers fearty ; « w ficultes getting things d is done, because that may impose
e v " Fe o - Lo w Pty ) cor i ations.
Make your custome Help your customers better sleep at night? What negative social consequences does your outside, )
feg ki ) by helping with bigissues, diminishing concems, or eliminating worries. ) customer encounter or fear?
Fix underperformi mistakes customers make?
e s pe s What risks does your customer fear?
b . [ risks, ar what could goawfily wrang, .)
Put an end to difficulties and challenges you Get rid of barriers that are keeping your customer What's keep ustomer awake atnight?
custon countel from adop (eg hig iscues, cancerns, worries, )
What common mistakes does your customer make?
Wipe out negative social eonsequences your (e g istakes; )
customers encounter or fear?
s of e, power, trust, oF atctmi, ) What barriers are keeping your custome
adopting solutions?

Value Proposition™ -
Create one for each Customer Segment inyour Business Model ) L

www.businessmodelgeneration.com e

Customer Segment

Use in Conjunction with the Business Model Canvas

Copyright of Business Model Foundry GmbH

http://businessmodelalchemist.com/



VP Canvas Process
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» VPA uses a canvas to map the customer pains and gains to products and services

[
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and o Questions Gain Questions
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I [Osterwalder-VPD]



VP Canvas Mapping and Fit

[Osterwalder-VPD]
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» VPA creates mappings between the entries of the customer profile and entries of the
value map (value proposition fit)

>

Check completeness, consistency of fit!
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VPC is a Subcanvas of the Business Model Canvas
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10.3 Customer Discovery in the Problem-Solution Fit:
Analysis of the Customer's World

Before understanding the pain and gain of the
customer, we need to understand its world



The Major 4 Obstacles to Customer Know-How Can
Only Be Remedied by Testing the Customer Hypotheses

18  Software as a Business [Alvarez. Blank/Dorfl

Self Bias Engineer's Ignorance of
Ignorance ustomer Search
Blas: towards Being an engineer Ignorance lgnorance
one's own seduces to skip to know
) e , to know
great idea validating ideas how to find h tart
and technology customers ow sta

» Ina group, untested information about the customer can be collected by
canvases

» Hypotheses about the customer have to be formed
» Hypothesis must be tested by getting out of the building

Software as a Business, © Prof. Uwe ARBmann
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Aspects of Customer Analysis
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Empathy Map for Customer Modelling
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Date: Iteration:

Business Model - The Empathy Map  *1'"

~ -

Say and Do?

PAIN | GAIN |

http://blog.8thcolor.com/2011/08/who-are-our-posible-customers/empathy map/
20
https://dschool.stanford.edu/wp-content/themes/dschool/method-cards/empathv-map.pdf



Simpler: Modelling the Customer's Feelings
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Prof. U. ABmann, TU Dresden
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http://www.johndoyle.ie/?p=92




Customer Need Analysis with Maslow
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» Play your customer ....
and fill a Maslow pyramid

[transcendence] Transzendenz
[ self realization ] /SelhstuerwirklichungN
[ esthetics ] / Asthetische Bediirfnisse

[ cognitive ] / Kognitive Bediirfnisse \
[ love/belonging ] / Individualbediirfnisse \
[ social esteem ] / Soziale Bediirfnisse \
[ safety y Sicherheitsbediirfnisse \

[ physiologic ] Physiologische Bediirfnisse \

Software as a Business, © Prof. Uwe ARBmann

http://upload.wikimedia.org/wikipedia/commons/thumb/2/2c/Erweiterte_Bed
%C3%BCrfnishierarchie_%281970%29 nach_Maslow.svg/600px-Erweiterte Bed
@ %C3%BCrfnishierarchie %281970%29 nach_Maslow.svg.png



Modeling the Customer's Day
How should a good “Customer Day Canvas” look?

23
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> Use the Customer Empathy Map to run through the customer’s day

: Morning Morning Afternoon
Mgt Breakfast Work e Work
: Evening Evening Falling
Dinner Home Out Go to Bed Asleep
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10.4 Jobs-to-be-Done (JTBD)

A method to specialize a generic workflow to
the customer’s daily workflows



25 Software as a Business https://strategyn.com/customer-centered-innovation-map/

» [BettenUlwick] claims that most customer workflows can be arranged into 8 generic
phases

» Based on the JTBD framework, user jobs and tasks can be analyzed on subtasks. The
question "How can our service/product help the customer executing his job?" is

central.
£
£ Jobs-to-be-Done Workflow Framework
P
3
>
S
g Define ow dlgeosc;acit:gtomer
7] Hovgg;)iﬁ: ﬁigqcs)’lt)%mer ind the items necessary for
= Job: his job?
5
@
©
©
(]
g
= Execute Monitor
N ow does a customer ow does a customer

do his job? easure and check his job?

&



JTBD Canvas
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26 Software as a Business https://jobs-to-be-done.com/the-jobs-to-be-done-canvas-f3f784ad6270
- [

!.,=5TRATEGYN Job Executor « Core Functional Job-+to-be-Done

Jobs-To-Be-Done Canvas™

P?\mrcd by Outcome-Diiven Innovation®

CONSUMPTION JOBS 1. DEFINE 2. LOCATE 3. PREPARE 4. CONFIRM
5. EXECUTE 6. MONITOR 7. MODIFY 8. CONCLUDE

RELATED JOBS DESIRED OUTCOMES
Overserved : Table Stakes

EMOTIONAL JOBS

-
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e Appropriately ™ "
e Serviced
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Use fhe canvas in a team workshop a3 a staring pointbefore
goang indo deeper 0D re search.

DEVELOPED BY: Tony Ubwick and Mike Boysen of Strategyn, LLC. Mare
nfzrmation can be found at jobs to be-done com and sirategyn.com.
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10.5 Who is your Customer?
(Early Adopters, Early Evangelists, Brand Advocates)



Classes of Customer Capabilities in B2B Selling
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» Tosell toacompany, adecider has to be reached [AccountSelling], but most startups start to
interview end users

» Decider analysis:

= Anentry strategy is required to enter the customer's firm and find the decider
[AccountSelling]

Deciders with Budget
(Ultimate decider)

Influencer

Software as a Business, © Prof. Uwe ARBmann

End user

[Blank/Dorf]

e


https://strategyn.com/customer-centered-innovation-map/

Characteristics of an Early Adopter

29
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>

>

Few visionary people believe in a visionary product (“the Innovators Dilemma”)

Early adopters are the first ones to be relieved from the Rumsfeld dilemma

Newton ist ein eigenartiges Produkt.
Zu seinen Lebzeiten wurde er belachelt.
Nur eine kleine Gemeinde erkannte sein Potenzial.
Das Potenzial des Digital Hub.
Dies ware seine Berufung gewesen, seine Bestimmung, sein Durchbruch.

http://www.macprime.ch/applehistory/story/apple-newton-im-kreuzfeuer-des-digital-hub/



https://jobs-to-be-done.com/the-jobs-to-be-done-canvas-f3f784ad6270

Classes of Dissatisfaction of Early Adopters (and also all
Customers)

30  Software as a Business [Blank/Dorf, modified by

Rackham]

» Most startups discover a situation in which customers have already tried in vain to build
a solution. [Blank/Dorf] (“Schwarzkopf problems”)

» [Rackham] claims that need-payoff questions must be used to lift an E.A. to the Tennet

level
_ W.
Bush

E.A. is aware of the solution G.
Tennet

Schwarzkopf

G.
Bush
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10.6 Who is Related to your Customer?



Analyzing the Customer's Relationships

32
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» Anorganizational / influence map draws the network of the customer that can
influence his buy-no-buy decisions

» Analysis can start with a table or a graph
» Analysis constructs a dependency graph (partial or total order)

> Deciders are the sinks of the dependency graph

Managerial Technical Financial

High Department Accounter
boss @" """"""""" o:
Middle Engineer "@. “

low Project Ieaderx End user
@ )
4 <<depends on>>



Customer Relationship Analysis with Business Model

You
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> Play your customer .... and fill a BMY Canvas.

Key Partners | Key activities | Value Customer Customer
Who helps What do Your | Proposition Relationships | Segments
Your customer? | customer How does How does she | Whom does
do? Your customer | interact? Your customer
help? help?
Key Resources Channels
What she is How do they
and has know him?
How does she
deliver?
Cost Structure Revenue Streams
What does he give? What does she get?




Refinement of Customer Segments and Market Slices
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Customer Profile (Persona)
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» A Customer Persona (profile, archetype) is a story about an average customer from a
customer segment.

= Derived from Empathy Map, Influence Map, VPA, Problem Analysis,
Customer's Day Canvas, Customers influence map

» Table form of Persona:

Highlights in the customer's day, Hints for aquisition
problem canvas, VPC, or influence

map

Gets up with difficulties Don't call him before 10:00; send him
a coffee kit for advertisement

Doesn't like to read Send him a DVD with video

Has friends in political party PDU Analyze partie's opinion about the

Software as a Business, © Prof. Uwe ARBmann

effects of your product

&



The End
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»  Why isitimportant to know a lot about your customer?

> Explain how the customer changes the diapers of his baby. Analyze this activity with
Jobs-to-be-Done framework.

»  Why does the JTBD Canvas highlight “underserved” services?



