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  How to Use This Book



The approach in Find Your Market was designed to be modular.




Not only is the book intentionally short—you’re trying to make progress, not read books—it can be broken down into different paths, each tailored to the specific needs of the situation you find yourself in.




In the first section, Getting Started, you will gain a better understanding of the situation your team is in. If your product currently has users or customers, you’ll be able to evaluate whether a segment of that audience could become the gateway to a broader market.




If you don’t currently have customers or a user base—or if you don’t think any of your customers could open market opportunities—the next section, New Markets, will help you flesh out the core value of your innovation, brainstorm markets worth exploring, and strategically evaluate the most promising opportunities.




Once you have identified a few markets that could be worth pursuing, Validating Your Findings will help you gain conclusive evidence that a market you’re exploring is actually worth committing to (or alternatively, should be cast aside).




Once a market has been validated, the last section, Speed, will help you mold your positioning and go-to-market strategy to the segments that your team has chosen to focus on.




Throughout the book, you’ll find markers (⏩️) indicating opportunities to jump ahead to more appropriate content, or suggestions to revisit specific exercises in the previous sections (⏪). These markers, and the content under Troubleshooting, were designed to help ensure that you’re making real progress commercializing your innovation.




I really hope you enjoy Find Your Market—it’s a book I really enjoyed writing.






I

Introduction
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  Why this Book

  
  





“Everybody has a strategy until they get handed a big check.1” – Karen Peacock, Intercom CEO




When I was a kid, I wanted to be an inventor.




I’d spend hours in my room dreaming up inventions.




Sometimes these inventions became rough products made from discarded parts (read: trash), sometimes they’d turn into LEGO block constructions, but most times they stayed as drawings.




I’d sometimes revisit those drawings to improve my designs, somehow convincing myself that adding details would bring these inventions one step closer to reality.




As I gained experience and the products I built evolved from LEGO bricks, to early websites, to fully-functioning technology products, two things became clear:


	Innovation is a lot harder than it looks.

	There’s a massive chasm between an idea and its adoption as a viable solution by real customers.




Sometimes things click. You have the right idea at the right time and you’re able to share it with the right audience, simply.




Most times, however, the path from idea to commercialization and scale is a lot murkier.




There are countless examples of great technologies, ideas, or inventions that failed to gain traction.




However, if we take a deep look at many of the innovations that have failed to be adopted, we can see a clear pattern…

Technology. Problems.

According to CB Insights’ list of the top reasons why startups fail2 (or any similar studies really3), the main reason why startups fail is: ‘no market need’.




Although there’s value in similar simplifications, this reason should really read as ‘no market need found before the team ran out of money and/or motivation’.




As you’ll see throughout this book, given enough time, money, and willingness to iterate, any viable technology can ultimately find its use.




It was true with my first startup, Flagback, whose main competitors4 are still profitable and growing. It was true with my second startup, HireVoice, which could have become Officevibe or any of its numerous competitors5. It was also true with my third startup, Highlights6, which got acquired, but now faces much tougher competition7.




At its core, technology solves problems. In general, the bigger the problems, and the more efficiently those problems are solved, then the bigger the payoff is for innovators.




When your starting point is a product—or you have strong technological innovation—you’re going backwards, trying to match a breakthrough to a market, pain point, use case, or Job to be Done.




This, is often viewed as having a solution looking for a problem. It’s a challenge that tends to require a different approach to customer development…

The Challenge With Customer Development

I wrote my first book, Lean B2B, the way an inventor would: I wanted to solve my own problem, to find the most efficient way to get from idea to product/market fit (PMF) in B2B.




Through many iterations, Lean B2B became a book that could help entrepreneurs find early adopters, identify and prioritize business opportunities, convince business stakeholders to share pain points, create a minimum viable product, and iterate until they’re able to find PMF.




Thankfully, I wasn’t the only one facing these challenges. As the book grew in popularity, the content got introduced to accelerators, consultants, intrapreneurs, universities, and government agencies.




Now the book is used by startups, governments, consultants, large companies, students, and other interest groups outside the audience that I originally planned to serve.




This has created challenges. Many entrepreneurs—or other types of innovators—don’t get to start their innovation process with a blank slate. They either start with a technology, an idea, or business requirements, or they have parts of a working product that they try to get growing. Adapting the Lean B2B methodology to these situations forces a certain leap, and as I’ve seen with many entrepreneurs, leaps introduce new risks.




Deciding which market opportunity to focus on is a major decision that can significantly impact the success potential of a new venture. It’s my strong belief that by clarifying the process of finding the right market for an innovation, the survival rate of new enterprises will increase significantly.

The Market of Find Your Market

Much like books, technology products can provide value to different audiences.




The more generalized or general-purpose a technology is, the more distinct market opportunities there usually can be:

[image: Image]

Figure 1.1 – The number of market opportunities for domain-specific and generalized innovations

And the more generally applicable a product or technology is, the greater the dilemma innovators are faced with. The same innovation may be valuable to dozens of different types of users or organizations. The technology might be the same, but the upside may be radically different. How do you know which opportunity you should focus on?

[image: Image]

Figure 1.2 – The market potential for domain-specific and generalized innovations

Although Find Your Market will help both types of entrepreneurs find a market for their innovation, it was specially designed to meet the needs of the innovators who are struggling to pick the right market when the options are varied, and the upside can vary greatly.




This might include:


	Startups: Startup founders may have already built a full product, or large parts of a product, that they’re hoping to bring to market—or they may wish to test many markets before deciding to make a commitment. They may be hoping to commercialize technology that requires significant upfront innovation, as is often the case with deep tech startups. Find Your Market will help startups to clarify the unique value of their technology, shortlist its most promising applications, and ultimately, point out their best path forward.

	Technology-push firms: Technology-push organizations like Technology Transfer Offices (TTOs) or Research Commercialization Offices are tasked with the direct commercialization of inventions and research findings, or with their indirect commercialization through partnerships. In Find Your Market these organizations will discover a clear system for assessing the commercial viability of their innovations. Should they decide to bring those innovations to market themselves, the book will also give them a framework to help structure their go-to-market strategy.

	Mid- to large-size organizations: Businesses (ranging from agencies to large product organizations) may have developed unique technologies or expertise that they hope to either productize or bring to market. Whether this is through technology spin-offs or ongoing research into new applications of their technologies, such teams will benefit from having clear processes to facilitate effective market selection decisions.




No matter the situation you find yourself in, Find Your Market will meet you where you are, and help you progress. But to be able to make progress, you need to understand where you’re starting from. In the next chapter, we’ll make a first assessment.






II

Getting Started

In this section, you’ll gain a better understanding of the situation you find yourself in. If you have users or customers, you can learn whether a segment of that audience might point to significant opportunities for your product.
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  The Starting Point

  
  





““Move fast and break things” sounds good until you realize you’re moving in the wrong direction and everything’s broken.8” – Danny Trinh, Zenly Head of Design




Innovation ideas can come from anywhere.


They may be the result of a careful analysis of consumer behaviors, or a hunch based on disruptions in the technological landscape, or the result of a eureka moment.


Unfortunately, great ideas don’t always come with a blueprint of who the user or customer should be. In fact, sometimes disregarding user or customer needs is what makes the technological breakthrough possible in the first place9.


No matter what the reason, new products are launched all the time without having clear and validated customer segments. Sometimes these products quickly find their aim, but sometimes they struggle to find their first customers, let alone their first users.


When innovations meet the market, everything gets bundled up—prospects make split-second decisions based on a mashup of the company name, design, copy, value proposition, their understanding of what the technology enables, imagined comparables, social proof, and price point. And all this often happens before prospects even engage with the product, or connect with its sales team.


It becomes extremely difficult to untangle the results. Was the product wrong? Did the right folks show up? Were we targeting the right market? Was the value proposition clear? Can we conclude anything from our launch?!


To be able to make progress, you need clarity. And when everything’s tangled up—and your product isn’t getting a ton of use, leads, or visits—it’s hard to know what direction to take.

When Plans Meet Reality

Maybe your product’s initial launch was a year ago. Or maybe it was just a few weeks back.


Chances are that it looked something like this:

[image: Image]

Figure 2.1 – Sample traffic surrounding the launch of a new technology product

Initially, things were probably extremely busy. Lots of traffic. Lots of use. Messages coming in. Everything was really exciting, but then the excitement tailed off, and while some users signed on, others moved on.


Over time, more users came, and left again. As you’re reading this, you may be left with:


	a disparate group of customers using your product for different reasons;

	users coming in and out with spotty usage patterns;

	various types of data, feedback, and support messaging pulling your team in different directions;

	some successes and failures; and

	more confusion than clarity.




It’s hard to know what the best path is when everything is lumped together.

⏩️
If you haven't launched, or if you don't currently have users or customers, feel free to jump ahead to Chapter #5, What a Great Market Looks Like.


Launches Are Rarely 1 or 0

Too often, when innovators launch new products based on a technological breakthrough, they try to keep their targeting broad. Because they’re not entirely sure who they’re trying to sell to, they avoid over-committing one way or another.


As a result, the positioning of their product often feels like a caricature of reality—the value proposition is bland, the messaging is broad and untargeted, and the pain points sound hollow, sometimes imagined.


When users sign up, or when they buy, they do it based on what they understand, or what they can infer while using the product. This might mean that the product attracts audiences that are completely different from those that were initially intended, or that people of the exact right profile don’t even realize that the product was made for them.


Similar mismatches are a regular occurrence in the early days of startups. Just as your perception of the value of your innovation can be different from the market’s perception, your users and site visitors may be seeing something completely different in your product.


In fact, early adopters—the people who are willing to sign on to get certain competitive advantages or benefits before the rest of the market gets them—may be using your product with the aim of gaining benefits that your team might not have set out to enable.


Zooming in, digging in, and understanding the various patterns of use might reveal significant market opportunities.


There might be users who, if you were to wholly mold your product to their needs, could open up opportunities. After all, as From Impossible to Inevitable co-authors Jason M. Lemkin and Aaron Ross say10: “If you have one customer in an industry, you can get 10. The outliers aren’t anomalies, they are the future.” The real question is: should you?

Taking Stock of Your User Base

When your product has usage, it makes sense to start by unpacking the value that your users and customers see (or fail to see) in your product.


This might reveal needs, segments, and markets that you haven’t considered—or it could make you decide to move on and explore new markets for your innovation.


This analysis is often the shortest path to finding a great market opportunity.


In the next chapter
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