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Origins: The Four Steps to the Epiphany (Steve Blank)
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WHY companies need Customer Development
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- BASED ON ANALYSIS OF 101 STARTUP POSTMORTEMS

W Top 20 Reasons Startups Fail
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Reasons for Not Enough Market Need
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1. Addressing the wrong Customer-Problem (= “Use Case”)
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Reasons for Not Enough Market Need
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1. Addressing the wrong Customer-Problem (= “Use Case”)
2. Offering the wrong Solution
o competition is a better fit (features, UX, price, size...)
o too many barriers to adopt (too many habits to change or problems created for
other stakeholders)
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1. Addressing the wrong Customer-Problem (= “Use Case”)

2. Offering the wrong Solution
o competition is a better fit (features, UX, price, size...)
o too many barriers to adopt (too many habits to change or problems created for
other stakeholders)

3. Wrong Communication. Customers don't realize they need your product because:
o They are not aware of their problem, or that it can be solved.
o They don’t understand why they need your solution.
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Reasons for Not Enough Market Need
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1. Addressing the wrong Customer-Problem (= “Use Case”)

2. Offering the wrong Solution
o competition is a better fit (features, UX, price, size...)
o too many barriers to adopt (too many habits to change or problems created for
other stakeholders)

3. Wrong Communication. Customers don't realize they need your product because:
o They are not aware of their problem, or that it can be solved.
o They don’t understand why they need your solution.

4. Wrong Business Model
o Solution is not financially viable (small market, not scalable, weak moat, too
dependent on other factors, ...)

GBSB GLOBAL ‘ adela nEeurvig!

llllllllllllll



Impuls
Agritech

1. Reasons for wrong Customer-Problem Fit
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1. Reasons for wrong Customer-Problem Fit
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e Solution Bias:
o The root cause of all Customer Development mistakes.
o Once we have in a solution in mind, we lose the focus on the problem.

e Fallinginlove with our idea:
o Love is blind: we unconsciously avoid contrary market signs, user feedback or
even Google searches.
o The fear of hearing “your baby is ugly”.
o "Fallin love with the problem, not the product’

=> We can't help it.

=> Best we can do is be aware of it.

GBSB GLOBAL ‘ adelantum
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1. Reasons for wrong Customer-Problem Fit
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e How to avoid Solution Bias:
o Keep your interviews problem-centered.
o Don't mention your solution. Solution-testing interviews come later.
=> No risk of being told your baby is ugly, and you will learn a lot more
=> Learning to talk about the customer’s problem rather than your product is
also great for sales.
o 'The Mom Test"
m Basically the Bible for user interviews
m Two main rules:
e Don’t mention your product to avoid biasing the interviewee
e Interview their memory, not their imagination: Don't ask them to imagine
anything (“would you..” questions), only ask about their experience.
easagow. ‘ adelantum
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1. Reasons for wrong Customer-Problem Fit
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¢ Ignoring the needs of other Stakeholders:

o Other Stakeholders are people who are not the Customer or the User, but who
are also involved/affected by the Use Case, and who have an influence on it.

o Needs of Customer = User = Other Stakeholders.

o Though your solution aims to solve problems, it might inadvertently also create
problems for some Stakeholders, which might create barriers for the adoption of
your solution.

=> |ldentify all the Stakeholders involved in your Use Case, and consider how
they will be affected by your solution.
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1. Reasons for wrong Customer-Problem Fit

e Notunderstanding the difference between Tech Enthusiasts, Early Adopters, and

the Mainstream Market

EARLY MARKET THE CHASM

MAINSTREAM MARKET

PRAGMATISTS CONSERVATIVES
TECH ENTHUSIASTS
EARLY EARLY LATE
INN(;\?}IORS ADOPTERS MAIJORITY MAIJORITY
’ 13.5% 34% 34%
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1. Reasons for wrong Customer-Problem Fit
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e Notunderstanding the difference between Tech Enthusiasts, Early Adopters, and
the Mainstream Market:

o Tech Enthusiasts
m The only ones who care about the product. Everyone else cares about
having their problem solved.
m Their feedback is valuable for resolving product issues, but it's not indicative
of the needs of the rest of the market.

o Early Adopters
m Urgent pain and desperate need for a solution
m  Will accept an inferior product and will be willing to make more effort to
adopt it than the Mainstream Market.
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2. Reasons for wrong Solution Fit
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2. Reasons for wrong Solution Fit
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¢ Misunderstanding Lean Methodology:
o It's not about building and launching a Minimum Viable Product (MVP) asap.
o The moment you start building a solution, you've picked a direction.
o Instead, find your direction by testing value propositions first, with the help of
Language-Market Fit techniques:
m A/B Testing of “Now you can..” taglines
m Brochure Testing

=> Proof of Demand
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llllllllllllll



Brochure Test
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UVP Tagline
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2. Reasons for wrong Solution Fit
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¢ Misunderstanding Lean Methodology:
o It's not about building and launching a Minimum Viable Product (MVP) asap.
o The moment you start building a solution, you've picked a direction.
o Instead, find your direction by testing value propositions first, with the help of
Language-Market Fit techniques:
m A/B Testing of “Now you can..” taglines
m Brochure Testing

=> Proof of Demand

o Instead of building a Minimum Viable Product, build a Minimum Viable Solution
m What is the simplest and fastest way you can deliver some value to your target
audience? (E.g. valuable content in social media posts)

=> Proof of Value
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2. Reasons for wrong Solution Fit
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e Presenting only your one solution when testing on users:
o When testing your solution with users, make sure to always present it:
m Together with other solutions so the user can tell you how they compare
m  On equal-footing with the other solutions, so the test user doesn’t know
which of the presented options is yours.
=> Proof of (Preferred) Solution
¢ Not understanding who your real competition is
o Your redl competition is whichever solution your customers are currently using
to solve their problem.
o E.g.for a high-tech door mat, a major competitor is the practice of taking off the
shoes when entering a home.
easagow. ‘ adelantum
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2. Reasons for wrong Solution Fit
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¢ Underestimating the power of habit
o Most of your clients will already have a solution.
o Habit is one of the greatest competitive advantages, and can be a great barrier
for adoption.
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2. Reasons for wrong Solution Fit .s
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¢ Underestimating the power of habit
o Most of your clients will already have a solution.
o Habit is one of the greatest competitive advantages, and can be a great barrier

for adoption.

=> Understand the habits and workflows of your customers, so you can make
your solution frictionless to integrate.
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3. Reasons for wrong Communication
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3. Reasons for wrong Communication
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e The danger of the One-Stop Shop:
o Coffee bar vs Café (% solution match with need)
o “Pleasing everybody means pledasing no one”
=> Not necessarily true, but saying you please everybody, will please no one.
e Expecting customers to know which solution they need
o Levels of problem awareness:
m Aware of needed solution
m Aware of problem, but not of needed solution
m  Aware of symptoms, but not of problem
o Showing customers you understand their problem can have a bigger impact than
showing them your features.
GBSBQOBAL ‘ Qdelon’gegv@
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4. Reasons for wrong Business Model
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4. Reasons for wrong Business Model
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e Conflating Use Cases
o If you can help different target audiences with different needs, don't combine them in
your Business Model Canvas!
=> Use one canvas per Use Case to evaluate if that Use Case is supported by a strong
Business Case and is worth pursuing.
=> Helps you find your ideal Use Case and choose your Niche/Beachhead.
e Using the Business Model Canvas to convince investors
o A canvas is a live tool that must be continuously revisited throughout the project.
o It's not a pitch deck for investors. Don't embellish the numbers in your canvas (e.g.
TAM/SAM/SOM), you will only fool yourself.
4 ‘ adelantum
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Tools to avoid these mistakes
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Stakeholder A2:

Stakeholder D3:

Stakeholder A3:

Use Case A:

1. Use Case Map

1. Describe all the potential Use
Cases for your Tech / Product /
Service (“Your Solution”).

2. Identify all the “Stakeholders™
all the people/parties involved in
(or affected by) each Use Case.

Your Solution:

Use Case D:

For more tools: adelantum.eu

Stakeholder B1:

Use Case B:

Use Case C:

adelantum

Stakeholder B2:

Stakeholder C1:

© Adelantum Services 2025
adelantum.eu/resources




2. Stakeholder-Problem Map

adelantum

Services

Though your solution aims to solve problems, it might inadvertently also create problems for some of the people/parties (“Stakeholders”) involved in a Use Case.

If it creates a problem for a User or Customer Stakeholder, that will become a barrier for adoption for them.
If it creates a problem for a Non-User Stakeholder, they will try to prevent others from adopting it.

NEXT STEP: For each “Problem solved”, fill out a Customer-Problem Fit Evaluation (adelantum.eu) to further explore the Use Case from that Stakeholder’s perspective.

Stakeholder A1:

Stakeholder A2:

Stakeholder A3:

Stakeholder B1:

Stakeholder B2:

Stakeholder B3:

0 G0 G0 GO G0 B

Problem solved

by your product: ..........cooiiiiiiiiii

Problem created
by your product:

Problem solved

DY YOUR PrOdUCE: .. ... ovsminssassasnsmassassnssnssmsmmsss

Problem created
by your product:

Problem solved
by your product:

Problem created
by your product:

Problem solved
by your product:

Problem created
by your product:

Problem solved
by your product:

Problem created
by your product:

Problem solved
by your product:

Problem created
by your product:

Stakeholder C1:

Stakeholder C2:

Stakeholder C3:

Stakeholder D1:

Stakeholder D2:

Stakeholder D3:

© Adelantum Services 2025
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Problem solved

by your product: ...........cooiiiiiiii

Problem created

by Your: produet: . i e

Problem solved

DY YOUR PROGUCE ....coasvmsscnnsinsinsssssmsssmemmensnes

Problem created

by your product: ............cciiiiiiii

Problem solved
by your product:

Problem created
by your product:

Problem solved
by your product:

Problem created
by your product:

Problem solved
by your product:

Problem created

DY YOUr PrOdUCE ....coasmmsncnnninsinsssssmsssmemmensanes

Problem solved

by your product: :...cxusiisiiiaisin s

Problem created

DY YOUr ProQUCE::. .cu:scsoususseissisasansenmiminsess

For more tools:



Use Case

Input from Interviews on Problem

Potential

Customer-Problem Fit Evaluation
by adelantum services

For each Input from
Interviews, indicate the
highest percentage of
interviewees who gave
the same answer.

For example, if 60%
give an answer A and
20% an answer B, the
Consistency for that
input is is 60%

If the Consistency %
of 1 of the 3 boid
circles Is low, narrow
down the definition of
your Target Customer.

Scan for latest version

How many interviewed:

Customer/User Profile: ror52c.0c For My Early Adopters are:
B2B: vert npany size, revenue, image
ey |
1
1
1
Their Problem/Need (in their own words): (/nat i« the siuation : Who | can find here:
1
1
1
1
'
J L I
1
To them, this is important because: . Job To Others affected by this are: (.
Be Done": th: erlying va ) _]\ ires about the tcome? The
le _)/ :Slakuhoh‘xevm : ., r‘lv prot
For this they currently use: How much are they paying?
your solutior \| How much have they paid /
~1/ invested already? me
What do they like about What do they dislike How do they deal with the parts
it? about it?

<5

they don’t like? (1iow o

¥

What other solutions have
they tried/considered before
that? How were these
solutions? (what cin

to start searching?

'de therr

Have they actively searched for a better solution? | |
Where? (ooge meda
What event triggered them What did they find,and how

didn’t it meet their needs?

© Adelantum Services 2024
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Potential Customer Questionnaire
by adelantum services

Scan for latest

Use these questions, or variants of them, to fill out the sections of the Customer-Problem Fit Evaluation Form.
You don't need to follow these questions strictly. It might be that the interviewee already answered in another question.
Most important is to keep the natural flow of the conversation going.

version

Hi, 'm curious about this [process/activity/job], could you tell me about how you do it?
(This is a general opener to get them talking, but it might provide input for various sections of the Customer-Problem Fit Evaluation Form
already.)

Sounds like parts of that can be annoying / hard to do?
(Still asking about their process/activity/job, not about what product they use for it.
Pick up on a mention of a pain point and dive in, or ask This provi input for p )

What do you use for thls? Can you talk me through it?
(Now you can shift the di This pi input for ly use.)

| Is it expensive?

| (Only ask about the price/cost if it's information you cannot look up. If it doesn't feel natural to ask at this point, leave it for later in the
| conversation. This provides input for paid.)

1

What did you use or try before this?
(Can be natural to ask at this point or leave it for second last. This provides input for other solutions.)

What was the moment you decided to change? What was going on in your work/life?
(This provides input for trigger event.)

Is what you use now any good?
(This provides input for like and dislike.)

If there are parts they dislike: How do you deal with it/work around the shortcomings?
(This provides input for deal with.)

Did you look if there’s a bel‘ter solution to solve those shortcomings?
(This pi input for
If they searched: Where did you Iook? Did you find anything? /1t they dign't Why not?

Why do you bother with this [process/product] despite the difficulties?
Why is this important to you or those around you?
(This pi input for and others affi )

Who would you recommend this for? And who not?
(This is a great closer, especially if the interviewee hasn't shared much information. They might feel more comfortable sharing what they
imagine others would feel or think, but you know it's really about their own experience.)

© Adelantum Services 2024

For more tools: adelantum.eu/resources

Recent Customer Questionnaire
by adelantum services

Scan for latest version

For customers who have recently purchased your product/service, X
or that of 3 competitor. Their answers will help you understand Name of the_ product they purchased.
their reasons for purchasing, so you can improve your product, (This provides input for currently use.)

your choice of customer segment, and/or your marketing copy.

What made you think of getting a product like this? What was the occasion, or what were you

trying to do? What was going on in your work/life?
(This provi input for pr and trigger event.)

What were you using before? What made you want to change?
(This provides input for other solutions.)

What will it allow you to achieve, and how/why is that important to you?
(This provi input for

Did someone else need to agree on making this change/purchase?
Will you be using it yourself? Who else cares about this outcome?
(This provides input for others affected.)

Where did you look for information to help you choose?
(This provides input for Where did they look.)

Which other options did you consider?
(This provides further input for other solutions.)

What did you like and dislike about the other options? Why did you end up choosing this one?
(This provides input for not meet their needs.)

How have you been using this product so far?
(This pi input for pr d and on deal with.)

Which are the features of this product that you find most important? And that you like best?
Why?
(This provides input for like.)

If there was anything you could change/add to this product, what would it be, and how would

this help you? Any shortcomings that you’ve had to work around?
(This provides input for dislike and deal with.)

Have you recommended this product to anyone? If so, to whom, and why them?
(f mey have, they might be your ly i If they it to people who have a different customer profile and/or need,
that t0o.)

© Adelantum Services 2024
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Customer segment(s)

Their Job To Be Done

Validated D
Validated D
Vaiidated ||

Growing market?

Validated D

Problem

vaiidated ||

Unworkable?

Unavoidable?

validated [_|
Urgent?
Validated D

validated ||

Underserved?

Unique Value Prop.

Validated D

Painkiller or Vitamin?

Validated D

Solution

Validated ||

Gains vs Pains to adopt

Vaiidated [_|

Resources required

Availability / Accessibility

Validated |:]
Budget required

Validated D

Revenue model

In this market, how big is:
- transaction value?

- margin?

- transaction volume?

Vaiidated [_|

Recurring revenue model?

Validated D

Changes with scale?

Validated [_|

Early adopters

Vaiidated ||

Early Traction / Revenue /
Recurring cust./ Retention?

Validated D

Existing solutions

validated ||

Prevalence of competitors?

Defensibility / Moat

Validated D

Strength of competitive
advantage?

Validated D

Ext. Factors: Barriers
and Dependencies

Validated D

Risk (Impact x Likelihood)?

Vaiidated [_|

Partnerships

Vaiidated [_|

Dependency on partners?

Vaiidated [_|

Channels

Validated [_|

Repeatable sales process?

Validated l:]

© Adelantum Services 2025




Tasks
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For the PDFs of these templates, go to adelantum.eu/resources.
1. Fill out the Use Case Map.
2. Fill out the Stakeholder-Problem Map.
3. Choose 2 Customer-Problems (that you solve) from the Stakeholder-Problem Map and fill out
Customer-Problem Fit Evaluation for each:
a. Firstfill it out based on your assumptions.
b. Then validate with in-person interviews (2 for each use case, so 4 in total), using questions from the
questionnaires for potential customers or recent customers.
4. Choose the most promising use case, and assess its potential as a business case by filling out the Expanded
Canvas.
5. Formulate 3 taglines (“Now you can..”) for that chosen use case.
6. Testthose 3 taglines with a brochure test on 2 people.
7. Think of what would be a Minimum Viable Solution for your Unique Value Proposition (= the simplest and fastest
way you can deliver some value to your target audience)?
=> Send me your answers (in a DOC or XLS file) at least 1day before our 30 min follow-up meeting.
R
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Find your: 1. ldeal Customer

adelantum services

Bob De Wilde @

Innovation Advisor specialized in Ideal Customer Discovery and Product-Market Fit.
adelantum.eu

FLfEE  contact:

= heih linkedin.com/in/bobdewilde

.
- u
50 El bob@adelantum.eu




