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Who am I?

Co-founder & CEO of CodeGuard

0 revenue in 2011, ~$4M 2018

CodeGuard acquired July 2018

5 years at General Electric in Sales, Sourcing, Ops

BS Mechanical Engineering

MBA from Harvard Business School 



We all have marketing 
experience with products that:

No one buys 
I don’t buy
I do buy



Group Activity

1 product you buy

1 product you don’t buy

1 product no one buys
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Understanding the 
Customer

Which products were the easiest to think 
of?

Beware when you aren’t “eating the 
dogfood”!



Group Activity

Discuss what you think are the two most 
important functions of a business

Share the two functions with the class
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"Because the purpose of business is to 
create a customer, the business enterprise 
has two and only two basic functions: 

-Peter Drucker



"Because the purpose of business is to 
create a customer, the business enterprise 
has two and only two basic functions: 

marketing 

and 

innovation                

-Peter Drucker



What is marketing?



“Marketing is . . . the whole 
business seen from the point of 
view of the final result, that is, 
from the customer's point of 
view.”



Group Activity 

Describe your Senior Design project in 1 
sentences

What are you working on? For whom? Why?

We are working on a new wing design for Boeing 
because they want to carry more passengers.
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Managing Up

Be able to articulate the value proposition of what you 
are doing

Tell it to everyone you meet – after you get to know 
them

Double check when interacting with superiors: “Just so 
I’m sure, we think we will be done with X by Y date. If 
we accomplish that, you’ll be happy, right?”



Group Activity

Discuss the potential customers for your 
product/service (end customer)

Consumers? Businesses?

Why would a person or business purchase?
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Group Activity 3

Why do you think so many new products fail?
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Design Continuum
Customer learning in parallel to product development

Idea

Technical 
Feasibility Design 

Definition Development Ramp Up
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Presenter
Presentation Notes
Engineering in green and sales/marketing in blue



Market research is used to determine idea 
viability and create marketing plans

What?
Verify need for product
Determine market size: How big is my idea?
Choose target customer: Where do we focus 
first?
Understand target customer

How?
Primary

Methods: Surveys, Focus groups
Risks: Question & facilitator bias

Secondary
Methods: Reports and studies
Risks: Report or study bias

Potential Market
Available Market

Target Market

Penetrated Market



Group Activity 4

Can primary market research help your team? 

Can secondary market research help?

If “yes” to either, how?
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The most advanced marketing thinking started with an attempt to track the purchase patterns of hybrid seed corn by farmers in 1943 (Ryan and Gross – Diffusion of Hybrid Seed Corn in Two Iowa Communities).http://chla.library.cornell.edu/cgi/t/text/pageviewer-idx?c=chla;rgn=full%20text;idno=5075626_4294_001;view=image;seq=17;cc=chla;page=root;size=s;frm=frameset;From 1936 to 1939, 2/3s of corn operators switched to the new seedAcross the US, the adoption increased from 40,000 acres to 24 million acres (1/4 of total corn acreage)Farmers are usually “conservative” – how did they switch to so quickly?No internet. No TV on the farms.
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Journal of Rural Sociology



Hear about it, then use it

Presenter
Presentation Notes
25% had heard about it in 31 – but took another 6 yrs before that amount were using it!



Use it a little, then a lot

Presenter
Presentation Notes
Interesting FindingsEven after starting to use it, it took several years before farmers were using it for all of their crops.The 1934 cohort took 6 yrs to adopt at 100% levels while the 1940 cohort adopted completely in 1 yr



Awareness vs influence & time

Presenter
Presentation Notes
Salesmen provided the original exposure to 50% of farmers, while neighbors influenced the most to actually use itOver time, more farmers heard about the corn through neighbors, as the % of neighbors using it grewSimilarly, over time, more farmers were influenced by their neighbors rather than salesmen to accept it



Group Activity 5

What could seed manufacturers have done to 
speed up adoption?
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Diffusion of Innovations

Presenter
Presentation Notes
Everett Rogers was born on his family's Pinehurst Farm in Carroll, Iowa, in 1931. His father loved electromechanical farm innovations, but was highly reluctant to utilize biological–chemical innovations, so he resisted adopting the new hybrid seed corn, even though it yielded 25% more crop and was resistant to drought. During the Iowa drought of 1936, while the hybrid seed corn stood tall on the neighbor’s farm, the crop on the Rogers' farm wilted. Rogers' father was finally convinced.In 1962, Everett Rogers, a professor of rural sociology, published his seminal work: Diffusion of Innovations. Rogers synthesized research from over 508 diffusion studies across the fields that initially influenced the theory: anthropology, early sociology, rural sociology, education, industrial sociology and medical sociology. Using his synthesis, Rogers produced a theory of the adoption of innovations among individuals and organizations. The diffusion process, which was originally published in 1957 by Rogers and collaborators was originally published only for its application to agriculture and home economics.Rogers proposes that four main elements influence the spread of a new idea: the innovation itself, communication channels, time, and a social system. This process relies heavily on human capital. The innovation must be widely adopted in order to self-sustain. Within the rate of adoption, there is a point at which an innovation reaches critical mass.Rogers proposes that adopters of any new innovation or idea can be categorized as innovators (2.5%), early adopters (13.5%), early majority (34%), late majority (34%) and laggards (16%), based on the mathematically based Bell curve. These categories, based on standard deviations from the mean of the normal curve, provide a common language for innovation researchers. Each adopter's willingness and ability to adopt an innovation depends on their awareness, interest, evaluation, trial, and adoption. People can fall into different categories for different innovations—a farmer might be an early adopter of mechanical innovations, but a late majority adopter of biological innovations or VCRs.Adopter category	DefinitionInnovators	Innovators are willing to take risks, have the highest social status, have financial liquidity, are social and have closest contact to scientific sources and interaction with other innovators. Their risk tolerance allows them to adopt technologies that may ultimately fail. Financial resources help absorb these failures.[40]Early adopters	These individuals have the highest degree of opinion leadership among the adopter categories. Early adopters have a higher social status, financial liquidity, advanced education and are more socially forward than late adopters. They are more discreet in adoption choices than innovators. They use judicious choice of adoption to help them maintain a central communication position.[41]Early Majority	They adopt an innovation after a varying degree of time that is significantly longer than the innovators and early adopters. Early Majority have above average social status, contact with early adopters and seldom hold positions of opinion leadership in a system (Rogers 1962, p. 283)Late Majority	They adopt an innovation after the average participant. These individuals approach an innovation with a high degree of skepticism and after the majority of society has adopted the innovation. Late Majority are typically skeptical about an innovation, have below average social status, little financial liquidity, in contact with others in late majority and early majority and little opinion leadership.Laggards	They are the last to adopt an innovation. Unlike some of the previous categories, individuals in this category show little to no opinion leadership. These individuals typically have an aversion to change-agents. Laggards typically tend to be focused on "traditions", lowest social status, lowest financial liquidity, oldest among adopters, and in contact with only family and close friends.



Bass Model

Presenter
Presentation Notes
In 1969, Frank Bass published his paper on a new product growth model for consumer durables.It consists of a simple differential equation that describes the process of how new products get adopted in a population. The model presents a rationale of how current adopters and potential adopters of a new product interact. The basic premise of the model is that adopters can be classified as innovators or as imitators and the speed and timing of adoption depends on their degree of innovativeness and the degree of imitation among adopters. The Bass model has been widely used in forecasting, especially new products' sales forecasting and technology forecasting.The coefficient p is called the coefficient of innovation, external influence or advertising effect. The coefficient q is called the coefficient of imitation, internal influence or word-of-mouth effect.The model is one of the most cited empirical generalizations in marketing; as of December 2014 the paper "A New Product Growth for Model Consumer Durables" published in Management Science had (approximately) 5740 citations in Google Scholar.This model has been widely influential in marketing and management science. In 2004 it was selected as one of the ten most frequently cited papers in the 50-year history of Management Science.[3] It was ranked number five, and the only marketing paper in the list. It was subsequently reprinted in the December 2004 issue of Management Science.[3]https://en.wikipedia.org/wiki/Bass_diffusion_model#cite_note-MgtScienceDec2004-3



The End

Questions?



Appendix



Resources

http://www.detoolbox.com/



Technology Adoption Lifecycle

Innovators,
technology 
enthusiasts

Early 
adopters

Early majority
pragmatists

Late majority
conservatives

Laggards,
skeptics

Customers want technology 
and performance

Customers want solutions 
and convenience

The chasm
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http://tech.co/disciplined-entrepreneurship-bill-aulet-2013-08http://ilp.mit.edu/images/conferences/2014/machine/presentations/Aulet.2014.2MA.pdfStep 0: Getting startedThere are three starting points for entrepreneurship: a technology, idea, or passion. If you have a passion but no specific idea or technology, do some introspection to figure out the best use of your knowledge, skills, connections, financial assets, and work experience.Step 1: Market segmentationTo segment your market, start by brainstorming possibilities. Your target should include not just the industry, but the specific type of user, their location, and other characteristics – e.g., 25- to 34-year-old men in Boston who play video games at night. Your best bet is to go after a new market, rather than trying to sell to everyone or snag part of a huge market.Then, narrow the list down to 6-12 markets based on whether those customers have money and a reason to spend it, whether you can reach them and beat the competition, what possibilities they open up in other markets, and your interest in them. Finally, do research on those markets by talking to customers and observing them, making sure to be open to new information and not selling them on your solution. This process should take at least a few weeks.Step 2: Select a beachhead marketTo select a beachhead market, use the same criteria as before: whether those customers have money and a reason to spend it, whether you can reach them and beat the competition, what possibilities it opens up in future markets, and your interest in it. Smaller markets tend to be better, and it’s crucial that you pick just one and ignore the others (for now). Then, further segment your chosen market until it meets these conditions: customers buy similar products for similar reasons, and they talk to each other (for word of mouth).Step 3: Build an end user profile To profile the end user – who isn’t necessarily the buyer – narrow them down to a specific demographic, including things like age, location, income, habits, backstory, and motivations. It’s ideal if a founder, or at least an employee, fits into this category.Step 4: Calculate the total addressable market (TAM) size for the beachhead marketThe TAM is the amount of annual revenue you could earn if you achieved 100 percent market share, which equals number of users times revenue. Calculate number of users using bottom-up (customer lists, trade associations) and top-down methods (market reports) to verify. Calculate estimated revenue based on what your customers spend already and how much value you’re providing. You should aim for a TAM of $20-100 million; if it’s more than that, you need to segment further.Step 5: Profile the persona for the beachhead marketChoose a real person to be your Persona and develop a description of them, including their photo, backstory, job, salary, purchasing criteria (in order), and many other details. Get the whole team involved in this process. The goal is to help you settle questions in the future about your customer, how to sell to them, which direction to take, etc.Step 6: Full life cycle use caseDescribe not just how your Persona uses your product, but how they discover a need for it, find out about it, analyze it, acquire it, install it, get value from it, pay for it, get support for it, buy more of it, and tell others about it.Step 7: High-level product specificationCreate a visual representation of your product: storyboards or wireframes for your website, or diagrams for your device. But don’t build anything yet or get too specific – the goal here is simply to iron out disagreements and misunderstandings among the team. Then, create a brochure that focuses on features and, more importantly, how they benefit the customer.Step 8: Quantify the value propositionMake a diagram that shows the status quo as well as the quantitative benefit the customer gets out of your product – in time, money, or whatever their top priority is. Use real numbers. Err on the side of underpromising and overdelivering.Step 9: Identify your next 10 customersTry to identify 10 customers who are similar to your Persona and willing to buy. You do this by actually talking to them and trying to validate your full lifecycle use case, product specification, and quantified value proposition. If they’re on board with everything, then you can ask for a commitment to buy; if not, go back to the drawing board and revise your assumptions. (That’s part of the process; after all, your assumptions are only estimates.) If you have tried and tried and can’t find 10 customers, it’s possible you need to change your Persona or even look into a new beachhead market.Step 10: Define your CoreExplain your Core – your “secret sauce” that competitors can’t duplicate easily. It will become the focus of your efforts and shouldn’t change very much. It might be the network of users you’ve built up, fantastic customer service, low cost, or user experience. It usually isn’t your intellectual property, speed of innovation, first-mover advantage, or exclusive contracts with suppliers.Step 11: Chart your competitive position Make a competitive positioning chart: a two-dimensional graph that plots the customer’s top two priorities on either axis. Put yourself and your competition (including “the status quo”) on the map – you should be in the top right corner. And make sure your competitive position makes use of your Core – if not, you may need a different market opportunity.Step 12: Determine the customer’s decision-making unit (DMU)Map out all the people who influence the purchasing decision: from the end user to the primary buyer to champions, as well as other influencers, people with veto power, and the purchasing department (for B2B). You may have to learn to sell to or at least neutralize some of these other parties.Step 13: Map the process to acquire a paying customerCreate a step-by-step timeline of how a customer will determine a need for your product, find out about it, analyze it, acquire it, install it, and pay for it. Estimate how long the sales cycle will be, and any big obstacles you might encounter in budget, regulations, or compliance.Step 14: Calculate the TAM size for follow-on marketsMake a list of about five or six markets to enter after your beachhead market. They can involve selling other products to the same customers, or selling the same product to an adjacent market. Calculate their size the same way you did in Step 4, but without devoting as much time to it (maybe only 1/10 of the time). To raise money or build a big business, the overall TAM of your beachhead and follow-on markets (less than 10) should be over $1 billion.Step 15: Design a business model A business model is how you extract value from customers, and entrepreneurs don’t spend enough time thinking about this. Take a look at existing business models, like subscriptions, upselling, advertising, transaction fees, and micropayments. Remember that freemium and “we’ll figure it out later” aren’t business models. Then, brainstorm your own innovative model, and pick a good one – it’s hard to change later.Step 16: Set your pricing frameworkEstimate a price based not on your costs, but on the value you provide – a good estimate is around 20 percent of that value. Also take into consideration key prices in the DMU (like budget caps) and the price of your competitors’ products. Remember that you can offer different prices to different customers, and make sure to give discounts to early testers or influencers. Finally, it’s better to have a high price and lower it later than vice versa.Step 17: Calculate the lifetime value (LTV) of an acquired customerCalculate the LTV based on revenue streams, gross margins, retention rates, the life of the product, rate of re-purchasing, and the cost of raising funding. The last is crucial and expensive: startups pay a lot in equity in order to raise money. You’ll discover that factors like your business model, gross margins, retention rates, and ability to upsell have a large effect on your LTV.Step 18: Map the sales process to acquire a customer Figure out how the sales process will work in the short, medium, and long term. In the short term, you are generating demand on your own, often using salespeople or inbound marketing, email, and social media. In the medium term, orders flow in regularly and you can focus more on retaining existing customers; you may use distributors at this stage. In the long term, you’re mostly focused on client management.Step 19: Calculate the cost of customer acquisition (COCA) COCA is hard to calculate and perennially underestimated but crucially important, as a too-high COCA can kill a business. Calculate COCA from the top down: your overall sales and marketing costs divided by the number of customers you acquired during that time. To reduce your COCA, think about reducing direct sales, automating customer acquisition, improving conversion rates and lead quality, decreasing the sales cycle, and generating word of mouth.Step 20: Identify key assumptions Brainstorm your 5-10 top assumptions that haven’t been tested.Step 21: Test key assumptions Design the cheapest, quickest, easiest tests you can think of to refute or validate your key assumptions.Step 22: Define the minimum viable business product (MVBP) An MVBP is something that the customer gets value out of, pays for, and can provide feedback on. It should be testing your most key assumptions. The MVBP is further along that the lean startup methodology’s “MVP.”Step 23: Show that “the dogs will eat the dog food” Take your MVBP to customers and show that they will buy it, get engaged with it, and recommend it to their friends. Track metrics on all of these.Step 24: Develop a product plan Take some time to plan what features you’ll add to the MVBP for your beachhead market, and what adjacent markets you’ll enter next (and how you’ll have to adapt the product for them). Don’t spend too much time on this – the idea is simply to think about your options.
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Step 0: Getting startedThere are three starting points for entrepreneurship: a technology, idea, or passion. If you have a passion but no specific idea or technology, do some introspection to figure out the best use of your knowledge, skills, connections, financial assets, and work experience.Step 1: Market segmentationTo segment your market, start by brainstorming possibilities. Your target should include not just the industry, but the specific type of user, their location, and other characteristics – e.g., 25- to 34-year-old men in Boston who play video games at night. Your best bet is to go after a new market, rather than trying to sell to everyone or snag part of a huge market.Then, narrow the list down to 6-12 markets based on whether those customers have money and a reason to spend it, whether you can reach them and beat the competition, what possibilities they open up in other markets, and your interest in them. Finally, do research on those markets by talking to customers and observing them, making sure to be open to new information and not selling them on your solution. This process should take at least a few weeks.Step 2: Select a beachhead marketTo select a beachhead market, use the same criteria as before: whether those customers have money and a reason to spend it, whether you can reach them and beat the competition, what possibilities it opens up in future markets, and your interest in it. Smaller markets tend to be better, and it’s crucial that you pick just one and ignore the others (for now). Then, further segment your chosen market until it meets these conditions: customers buy similar products for similar reasons, and they talk to each other (for word of mouth).Step 3: Build an end user profile To profile the end user – who isn’t necessarily the buyer – narrow them down to a specific demographic, including things like age, location, income, habits, backstory, and motivations. It’s ideal if a founder, or at least an employee, fits into this category.Step 4: Calculate the total addressable market (TAM) size for the beachhead marketThe TAM is the amount of annual revenue you could earn if you achieved 100 percent market share, which equals number of users times revenue. Calculate number of users using bottom-up (customer lists, trade associations) and top-down methods (market reports) to verify. Calculate estimated revenue based on what your customers spend already and how much value you’re providing. You should aim for a TAM of $20-100 million; if it’s more than that, you need to segment further.Step 5: Profile the persona for the beachhead marketChoose a real person to be your Persona and develop a description of them, including their photo, backstory, job, salary, purchasing criteria (in order), and many other details. Get the whole team involved in this process. The goal is to help you settle questions in the future about your customer, how to sell to them, which direction to take, etc.Step 6: Full life cycle use caseDescribe not just how your Persona uses your product, but how they discover a need for it, find out about it, analyze it, acquire it, install it, get value from it, pay for it, get support for it, buy more of it, and tell others about it.Step 7: High-level product specificationCreate a visual representation of your product: storyboards or wireframes for your website, or diagrams for your device. But don’t build anything yet or get too specific – the goal here is simply to iron out disagreements and misunderstandings among the team. Then, create a brochure that focuses on features and, more importantly, how they benefit the customer.Step 8: Quantify the value propositionMake a diagram that shows the status quo as well as the quantitative benefit the customer gets out of your product – in time, money, or whatever their top priority is. Use real numbers. Err on the side of underpromising and overdelivering.Step 9: Identify your next 10 customersTry to identify 10 customers who are similar to your Persona and willing to buy. You do this by actually talking to them and trying to validate your full lifecycle use case, product specification, and quantified value proposition. If they’re on board with everything, then you can ask for a commitment to buy; if not, go back to the drawing board and revise your assumptions. (That’s part of the process; after all, your assumptions are only estimates.) If you have tried and tried and can’t find 10 customers, it’s possible you need to change your Persona or even look into a new beachhead market.Step 10: Define your CoreExplain your Core – your “secret sauce” that competitors can’t duplicate easily. It will become the focus of your efforts and shouldn’t change very much. It might be the network of users you’ve built up, fantastic customer service, low cost, or user experience. It usually isn’t your intellectual property, speed of innovation, first-mover advantage, or exclusive contracts with suppliers.Step 11: Chart your competitive position Make a competitive positioning chart: a two-dimensional graph that plots the customer’s top two priorities on either axis. Put yourself and your competition (including “the status quo”) on the map – you should be in the top right corner. And make sure your competitive position makes use of your Core – if not, you may need a different market opportunity.Step 12: Determine the customer’s decision-making unit (DMU)Map out all the people who influence the purchasing decision: from the end user to the primary buyer to champions, as well as other influencers, people with veto power, and the purchasing department (for B2B). You may have to learn to sell to or at least neutralize some of these other parties.Step 13: Map the process to acquire a paying customerCreate a step-by-step timeline of how a customer will determine a need for your product, find out about it, analyze it, acquire it, install it, and pay for it. Estimate how long the sales cycle will be, and any big obstacles you might encounter in budget, regulations, or compliance.Step 14: Calculate the TAM size for follow-on marketsMake a list of about five or six markets to enter after your beachhead market. They can involve selling other products to the same customers, or selling the same product to an adjacent market. Calculate their size the same way you did in Step 4, but without devoting as much time to it (maybe only 1/10 of the time). To raise money or build a big business, the overall TAM of your beachhead and follow-on markets (less than 10) should be over $1 billion.Step 15: Design a business model A business model is how you extract value from customers, and entrepreneurs don’t spend enough time thinking about this. Take a look at existing business models, like subscriptions, upselling, advertising, transaction fees, and micropayments. Remember that freemium and “we’ll figure it out later” aren’t business models. Then, brainstorm your own innovative model, and pick a good one – it’s hard to change later.Step 16: Set your pricing frameworkEstimate a price based not on your costs, but on the value you provide – a good estimate is around 20 percent of that value. Also take into consideration key prices in the DMU (like budget caps) and the price of your competitors’ products. Remember that you can offer different prices to different customers, and make sure to give discounts to early testers or influencers. Finally, it’s better to have a high price and lower it later than vice versa.Step 17: Calculate the lifetime value (LTV) of an acquired customerCalculate the LTV based on revenue streams, gross margins, retention rates, the life of the product, rate of re-purchasing, and the cost of raising funding. The last is crucial and expensive: startups pay a lot in equity in order to raise money. You’ll discover that factors like your business model, gross margins, retention rates, and ability to upsell have a large effect on your LTV.Step 18: Map the sales process to acquire a customer Figure out how the sales process will work in the short, medium, and long term. In the short term, you are generating demand on your own, often using salespeople or inbound marketing, email, and social media. In the medium term, orders flow in regularly and you can focus more on retaining existing customers; you may use distributors at this stage. In the long term, you’re mostly focused on client management.Step 19: Calculate the cost of customer acquisition (COCA) COCA is hard to calculate and perennially underestimated but crucially important, as a too-high COCA can kill a business. Calculate COCA from the top down: your overall sales and marketing costs divided by the number of customers you acquired during that time. To reduce your COCA, think about reducing direct sales, automating customer acquisition, improving conversion rates and lead quality, decreasing the sales cycle, and generating word of mouth.Step 20: Identify key assumptions Brainstorm your 5-10 top assumptions that haven’t been tested.Step 21: Test key assumptions Design the cheapest, quickest, easiest tests you can think of to refute or validate your key assumptions.Step 22: Define the minimum viable business product (MVBP) An MVBP is something that the customer gets value out of, pays for, and can provide feedback on. It should be testing your most key assumptions. The MVBP is further along that the lean startup methodology’s “MVP.”Step 23: Show that “the dogs will eat the dog food” Take your MVBP to customers and show that they will buy it, get engaged with it, and recommend it to their friends. Track metrics on all of these.Step 24: Develop a product plan Take some time to plan what features you’ll add to the MVBP for your beachhead market, and what adjacent markets you’ll enter next (and how you’ll have to adapt the product for them). Don’t spend too much time on this – the idea is simply to think about your options.
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http://chla.library.cornell.edu/cgi/t/text/pageviewer-idx?c=chla;rgn=full%20text;idno=5075626_4294_001;view=image;seq=17;cc=chla;page=root;size=s;frm=frameset;From 1936 to 1939, 2/3s of corn operators switched to the new seedAcross the US, the adoption increased from 40,000 acres to 24 million acres (1/4 of total corn acreage)Farmers are usually “conservative” – how did they switch to so quickly?No internet. No TV on the farms.
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