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How 10 USE THIS WORKBOOK

How TO BEGIN
Please quickly go through this workbook once to get a good feel about how it all comes together. Do not worry if

some things are not clear. They will become clearer as you come to other sections, and especially when you start
applying the concepts and start writing your business idea down.

EXAMPLES PROVIDED
In deciding to start a business, one high level decision that needs to be is whether you are you going to be selling

to businesses (B2B model), or to consumers (B2C). This workbook provides examples for both. Once you have
made this decision, focus on the examples and descriptions for the type of customer that you have chosen.

REVIEWING AND REVISING YOUR ANALYSIS

As you go through the workbook, your insights and understandings of how strategy is developed will grow. Also as
you think about the different elements of strategy, you will likely want to refine your original market segment.
Please do not hesitate to make such changes. They are not only normal, but quite appropriate.

Once you have finished the workbook, review what you have written so far to see if you want to make any more
adjustments—do so as long as you feel it improves the logic and your ability to implement it effectively.

BUILDING A PLAN A AND PLAN B

You may want to consider starting with two market segments.

After going through the workbook, determinewhi ch i s the best target mar ket
and decide to come up with a better market segment. That is fine. Once you find a market segment that you like,

and make that Plan A—i.e. that is the target market you will go after. However, there is really no way to tell how

things unfold until you actually try them out. Therefore, it is a good idea to have another market segment for

which you have already prepared a plan—Plan B—in case some of the assumptions you made in defining Plan do

not pan out.

This is very typical for all startups, especially for new entrepreneurs.

ACKNOWLEDGEMENTS

This workbook utilizes key concepts discussed in detail in such excellent books as Inside the Tornado and Crossing
the Chasm by Geoffrey Moore, and hopes to offer these concepts in a format more readily usable by self-funded
startups.
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ALIGNING WHO YOU ARE WITH WHAT THE MARKET WANTS

IDENTIFYINBOURINTERNADRIVE
Know more about the kinds of things you like so your business model fits your personal preferences, tendencies,
likes and dislikes. It is important that you start with what you are comfortable with.

In each row below, circle one word that has the most meaning to you, or you feel drawn towards; then count the
total number of circles and enter that under each column at the bottom.

New

Latest
Unique

No one has it

For the unique individual

Cutting edge

Launching next month

Create a new thing

Total:
If you have the most circles under:

First Column

Successful
Balanced
Value

Fast growing

For the average user

proven

Have 100 successful customers
Make this product/service/idea

better or more efficient

Total:

Second Column

Established
Traditional
Economical
The number 1 in its category

Generations of Americans have
used ..

Time tested

Have been around for over 50
years

Market and sell established
products/services

Total:

Third Column

You like creating new things from
scratch.

You like making unique, one-of-a-
kind products or services

You like optimizing, improving
things.

You like worrying about how you
can make something more
available to more people.

You like working with established
existing products/services; you are
likely to enjoy marketing and
selling rather than worrying about
products or operations

’

Testyourself: | et’' s say | gave you a b wipeopleeshsrhatedoekingoo f wher e |
work long hours and are too tired to cook and would love it if they got healthy meals prepared fresh every day and
delivered to their homes:
1. I f you i mmediately start thi nki ngtothehanriesofyhighiendc an hi r e ¢
clients and prepare unique, one of kind dinner when they get home, using nothing but the freshest organic
ingredients, with hand selected wines to go with it, you are in column 1
2. If you immediately think of how you can put together a process for making fresh, organic, ethnically diverse
food prepared and delivered to the homes of middle class professionals for $300-450 a month, you are
thinking like a pragmatist and belong in the second group
3. If your mind thinks of how you can use the cheapest ingredients you can find, order in bulk to lower cost,
think of how you can freeze things from spoiling, think of processing where labor is cheap, and just do 10 of
the most popular American dishes, you are mostly likely thinking along conservative lines and likely belong in
the third column
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SGMENTTHEMARKET
Which of the following is of greater interest to you?

Type

Organizational Customer
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Individual

Examples Small businesses, corporations,
governmental agencies, non-profits,
schools, hospitals, etc.
Circle your
preference \V}

B2B Customers

Individuals, households, families, children,
retirees, etc.

B2C Customers

Visionaries

Looking for a dramatic improvement in their
organizational performance. Typically want to hear that
you can double or triple something for them.

Willing to take big risks for such big rewards.

Typically are willing to pay what you ask for If they
believe you can deliver

Want to be the first to try out something that looks very
different from the ordinary.

Have no problem figuring stuff out on their own and see
that as a challenge

Change is not a bad
Typically willing to pay the asking price—not price
sensitive in general

word

Consider themselves as trendsetters and progressives.

Pragmatists

Want to make steady, incremental, measurable
improvements on performances

Want to see evidence of every claim you make.

Want to know that at least a few others have tried it so
they can look at the results these organizations
realized.

Wi | | i n greagormablet a k & sk s
Willing to pay for incremental gain achieved.

Want to do comparison shopping, not just on price, but
along convenience, safety, environmental impact,
quality, service, and other factors.

Consider themselves as rational, practical, objective,
balanced, and fair.

They are willing and expect to pay more for receiving
more benefits, but these have to be proven.

Conservatives

Want to maintain the status quo for as long as possible
Since they don’t particl
of their processes tend to be less automated and more
personal

Are likely to be highly price sensitive and cost

conscience

Don’t believe you can it
primarily want price concessions on what they already
buy.

Want to be able to get what they have always had

Only interested in paying less for what they typically get
Don’t | ike chaHegewordChang
Consider themselves as guardians of tradition.

Tend to be highly patriotic, church/temple/mosque
going.

Tend to think there are many threats and dangers out

there and want to stay close to what they are familiar
with.
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MAPYOURDRIVE TYOUR PREFERRIARKETSEGMENT

You

B2B Context

Business Starter Workbook
www.diamondtip.com

B2C Context

Love creating new things
Want to do something New

Visionaries
Unique products (software,
hardware, tools, et)

Unique services (consulting, PR,
product design, etc)

Unique products (fashion design,
food, art work, etc)

Unique services (interior design,
personal training, coaching, holistic
healing, etc)

Love operations and logistics

Want to optimize and make things
more efficient

Pragmatists

Outsourced services to increase
product quality, or reduce time-to-
market new products

Health food services, shuttle service
to and back from work, domestic
cleaning services

Love Relationships and Traditions

Want to build and work your
network, establish relationships,

Conservatives

Outsourced services to reduce cost
of making products

Financial services, multi-level
marketing products,

SUMMARIZING

| love

| prefer making/selling

| prefer working with

Choices

Creating new things

Optimizing things and making them more

efficient

Establishing relationships and networks

Products (e.g. software, gadgets, machinery,

food, apparel, accessories, etc)

Services (.e.g, consulting, legal services,
accounting services, real estate sales, financial
services, cleaning services, beauty saloon, etc.

Organizations
Consumers

Enter Number

Instructions: Using the numbers you entered above, construct a sentence that summarizes your general target

market (e.g.ify o u
for

consumer s

entered 1, 2,

and 2,

t hen

write
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MusT HAVE MARKET STRATEGY

The Must-Have Market strategy elements are the most important considerations in choosing a market segment. If
the market segment you are considering does not stack well along these considerations, you SHOULD abandon it

and consider another. There are five Must-Ha v e ' s :

presence

of a

makers; decision makers think your product is affordable; no entrenched competitor; and you can assemble a
complete product from the point of view of the target market.

GOMPELLINGIEED

Below is a working definition of what is a compelling need as seen through the eyes of the type of customer.

Visionary Buyers

Pragmatic Buyers

Conservative Buyers

Let’ ' s

Organizations (B2B)

Consumers (B2C)

Are looking for a dramatic change in
performance of their organizations.

Typically want to see claims of doubling
or tripling a metric

Are looking for an incremental,
demonstrable gain in performance along
a given metric

Typically want to see at least a handful of
verifiable results

Want to know if you can save them
money over an existing metric

Want to see evidence you have done
that many times before for companies
they have heard of

actual

Are looking for something extraordinarily
unique and one of a kind

Are looking for something that will
astound their friends

Want to have plenty of facts and figures
to compare with other alternatives
before making a decision

Want to see some proof of claim

Want to know if you can provide them

something that has been available for a
long time for less than anyone else can
provide it

see an example of how we would defi
Market Segment Working Dual Income Professionals
Description Busy householders who are away from home 12-14 hour days due to long

commutes and work hours. Have a combined annual income $150K to $250K.

Are over 40 years of age.

Compelling Need

Too tired when they get home to cook.

Are concerned about their health
foods, or packaged foods.
Can’'t afford to eat at good rest

P

[}

Currently how addressed

Cook large amounts on weekends, freeze, and use; take-out food twice a

week.

| can address this better by doing

the following

Preparing healthy meals and delivering to their homes Mon-Fri so they can

have healthy dinners and lunches at work for less money than eating out.

Page 6 of 41
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Instruction: Follow the example in the previous section to fill out the chart(s) below:
Market Segment (1)

Description

Compelling Need

Currently how addressed

I can address this better by

Market Segment (2)

Description

Compelling Need

Currently how addressed

| can address this better by
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Accessibility may mean different things depending on whether you plan to conduct B2B or B2C.

Review the relevant section to first appreciate the importance of accessibility in your market segment selection,
and then use the worksheet to define the level of accessibility you can define.

BusINESS To BusINESS (B2B) MODEL

Accessibility is different in large organizations versus small, and in governmental versus non-profits, and

corporations. The chart below is intended to provide you with some guideline of difficult of accessing decision
makers in a Business to Business (B2B) context, where 1 is highly accessible and 5 is highly inaccessible (very

difficult to reach).

Small Medium Large
Corporations 4 4 5
Non-profits 3 3 4
Government Agencies 1 2 4

The typical means of accessing organizations is through a combination of marketing efforts followed by sales
efforts (field sales or telesales). Typically, you need to have a list of targets to send emails to, call on, and otherwise
try to engage them in a sales process.

In order to get the right list, you have to know what title to look for. Below is a chart that can provide you with
some guidelines of the types of accessibility you want, what each gives you, and the priority you should place on
these accessibilities, where 1 is lowest priority, and 5 is highest priority.

Role

Value

Accessibility

Priority

Economic Decision
Maker

This is the person who will authorize the purchase of your

product or service.

Typically extremely hard to access directly. But this person
must get involved at some point for you to successfully sell
your product or service

5

5

Sponsor

This is the person who has the day to day responsibility for
ensuring that some organizational metric is met and
surpassed.

This person may not have the power to make a purchase
decision, but since it is his/her responsibility to produce
desired results, he/she has a strong interest in presenting to
you the key decision maker for approval.

Business Analyst

This person has no real power, but may be easier to reach
than others, and may have the ear of the Sponsor. Working
with such a person can lead to introduction to the Sponsor,
who might otherwise be very difficult to reach.

Infrastructure
support

This is of influencer role, and if accessible, can lead to
introduction to a business analyst or even the Sponsor

End users

This is of influencer role, and if accessible, can lead to
introduction to a business analyst or even the Sponsor

Page 8 of 41
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The above is a rough guideline for you to see what is meant by accessibility, the degree of importance of accessing
a certain level, and also the degree of difficulty in accessing at that level.

Instruction: For the Business Idea(s)yououtlined i n t he secNe eod” , Cloimple | iharkettgh e n a me
segment, t he actual titles of the economic decision maker
need to research and find out), the accessibility level, and how you think you will access them. If you plan to reach

by email, then you need email addresses. If you plan to reach by phone, then you will need to find their phone

numbers. Thinking about how you will access them will give you a fairly good preliminary idea of the degree of

difficulty of accessing them (1 being very easy, and 5 being very difficult).

Later, in the Communications Strategy Section, we will explore some ideas on how to actually define the plan for

accessing the decision makers.

Market Segment (1)

Role Actual Title How will you access Accessibility

Economic
Decision
Maker

Sponsor

Market Segment (2)

Role Actual Title How will you access Accessibility

Economic
Decision
Maker

Sponsor

Page 9 of 41
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BusINESS TO CONSUMER (B2C) MODEL

In a B2C model, in almost all cases, the different roles described above are played by the same person—i.e. the
economic decision maker, sponsor, end user, and infrastructure support are all typically the same person.

However, there are two scenarios in which two and sometimes three individuals may be involved.

HOUSEHOLD DECISION MAKING

In high-ticket item sale where there is a married couple, regardless of whom you contact first, the other spouse will
likely be involved in the decision making, sooner or later. If you sell anything that is going to require a sizable sum
of money for that household—whether it is remodeling, financial investment, purchase of a car, furniture, and the
like—it is very unlikely that you can just focus on one person and ignore the other. Both will need to be involved.

PARENTAL DECISION MAKING

If your product or service is directed towards young children or minors in general—where either the cost of your
product/service is such that they have to ask money from their parents, or have to ask permission from their
parents—you will need to access both the sponsors/end users (the children) and the economic decision maker
(parents). Again, in certain cases, because of the complexity, time duration, or cost involved, both parents may
need to be involved.

Instruction: For the charts below, enter the actual title of the parties involved such as Father, Mother, child,
Householder, etc. Then write a short description of how you think you can reach this person. Lastly, estimate the
level of difficulty of accessing such a person on a scale of 1-5, 1 being very easy, and 5 being very difficult.

Market Segment (1)

Role Actual Title How will you access Accessibility

Economic
Decision
Maker (1)

Economic
Decision
Maker (2)

Sponsor

Page 10 of 41
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Market Segment (2)
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Role Actual Title

How will you access

Accessibility

Economic
Decision
Maker (1)

Economic
Decision
Maker (2)

Sponsor

Page 11 of 41




Business Starter Workbook

> Q., f;'« .P AMO \{‘PTJ? www.diamondtip.com

."-
7
¥

4. Be First. Be Different.

® /
d

AFFORDABILITY

Affordability does NOT mean the theoretical ability pay, but also takes into account the price sensitivity of the
typical buyer. For example, if your targeted buyer typically has over $100,000 in cash in the bank, can borrow
another $400,000 for a total capital of $500,000 and your product sells for $200,000, you may think that your
typical buyer can afford your products or services.

However, what counts is whether the typical buyer thinks he or she can afford your product, regardless of how
much money he or she has access to. Visionaries, pragmatists, and conservatives vastly differ on this, even when
they have the same access to capital.

Note: The Chart below is to be used as guideline to help you roughly quantify affordability of your product or
service in the eyes of the typical buyer in your targeted market.

Note: Take into account all other purchases your customer will need to make in order to make full use of your
product/or service—i.e. the true cost of owning and using your product or service. For example, your hotel rate
might only be $50/night, but the traveler must also factor cost of arriving at your hotel, as well as daily food cost.

VISIONARIES

The Visionary/mnovative Price Income Ablllty to Afford
buyer typically will pay High 5
whatever it takes to get High Medium 3
whatever she wants as long as
she has ACCESS to the capital Low 1
required.
Price is typically not a High >
consideration, as long as she Medium Medium 5
has the means to pay for it. Low 3
What matters is whether or
not what you are offering is High 5
what the visionary/innovative Low Medium 5
buyer wants to own.

Low 5

PRAGMATISTS

The Pragmatist buyer will take Price Income Ability to Afford
price into consideration, but High 4
will also compare other factors . .
to arrive at wiat she considers High Medium 2
an objective and rational Low 1
buying decision making
process. High
Pragmatist buyers are Medium Medium 4
moderately price sensitive Low
and, all other things being
equal, will tend to purchase High
the lowest priced alternative . 4
to maximize their Return On Low Medium
Investment or value received. Low 3

Page 12 of 41
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The conservative buyer is the

most price-sensitive of all
types of buyers, because she
does not really believe new
product or services can be
better than what she already
has.

Therefore, she will typically
tend to think they are all the
same and base evaluation of
purchase almost exclusively on
price and established
relationship.

Price Income Ability to Afford
High 2
High Medium 1
Low 1
High 3
Medium Medium 2
Low 1
High 4
Low Medium
Low 1

B2B MARKETS Vs B2C MARKETS

As far as ability to afford goes, the main difference: between these two markets are as follow:

B2B Markets

B2C Markets

Decision
Making Process

Funding source

The higher the price, the more the Economic
Decision Maker has to be involved.

The first source is an existing budget. If that is

not sufficient, then the Economic Decision
maker may have to go to the Chief Financial

Officer to obtain more capital.

Burden of
Proof

Return on Investment (ROl)— Can the
organization receive better value on the

invested capital, than any other project

requiring similar capital?

Payoff Period—How long before this project
pays for itself and produces net ROI for the

organization?

In a dual householder scenario, the higher the
price, the more both will need to be involved.

The first source is cash in bank. If that is not
sufficient—or if that will significantly deplete
the account—then the consumer(s) will have to
obtain some form of financing.

You will need to provide different types
assurances for innovators, pragmatists, and
conservatives: visionaries want to know this is
truly unique; pragmatists want to know they
are getting the best value; and conservatives
want to know they are getting the best price.

Instructions: Fill the chart below for the target market(s) you are considering. Make sure you have considered all
other products and services the typical buyer also needs to purchase in order to fully use your products/services.

Target Market Name

Other Cost considerations

Ability to Afford

Page 13 of 41
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fferent.

There are many different types of competitors in any market. Think of competition as the alternative that your
target customer has. Here are some key points to consider:

Factor Quality

Effect on Competition

Strong

Compelling Need Weak

Since their need is urgent, buyers cannot afford an extensive evaluation and
research of alternatives. Typically will settle for the first provider that appears to
have a reasonable solution for their need.

Since their need is weak, buyers will want to do an extensive evaluation before
making any decision.

As there is no real need to act, buyers will gather information from many
vendors, even if they have no intention of buying anything from that vendor.

Strong

Ability to Afford

Weak

If a buyer can easily afford your product/service, she will not go to the trouble of
doing a lot of competitive evaluation.

Typically will settle for the first provider that appears to have a reasonable
solution for their need.

If a buyer has difficulty affording your product/service, she will look for lower
priced alternatives, even if yours was the best product/service in the category.

Easy

Accessibility
Difficult

If the buyer is easily accessible, it will tend to increase the competition for her
attention.

If the buyer is difficult to access, once you find a way to gain access, you typically
wi || not have a | ot of competition

There are at least four types of competition you will need to take into consideration. For different types of
prospects, the emphasis will likely be different.

TYPE OF COMPETITORS

Type Definition

Example Highest Impact On

This is the narrowest

definition of competition.

Coke vs. Pepsi in the cola market Visionaries —since they want

United vs. continental in airlines something very specific, and are

Direct Competitors are basically ' 1Mercedes vs.’ 1Ldxus in not very price sensitive, the
compared feature to luxury sedans competition narrows to feature
feature against feature
Competitors here may Coke vs. 7 Up, Slice, Mountain dew  Pragmatist—since they take
differ in exact features, but  ynited vs. high speed train many things into consideration

Category they are typically packaged 1Mercedes vs. 1 1 Hon d (including price) the competition
very similarly. is value against value
The competition is on value

Generic Competitors could be in Coke vs. bottle water, coffee The tend to believe that coffee is
very different industries. United versus driving to coffee, a caris a car, etc.

The competition is on price  destination Since they primarily buy on price,
of alternatives '"11 Mercedes ve competitiontendstobe broader.
truck
All things compete against Coke versus newspapers Usually on conservatives, but can
Budget all things for the same United versus a lawn mower have effect on others during

available cash

difficult economic times
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Instruction: In the chart provided below:
1. Describe briefly the type of competitors. You can use group names such as Fast food, or Internet Service
providers, etc, but do not make it too broad. Use names of firms when appropriate such as Google,
McDonalds, iPhones, etc.

N

Fill in the priority of each as High, Moderate, or Low. Use only one—i.e. if you have assigned a High
priority for one type of competition, do not use it again, etc.

Target Market Name (1)

Describe briefly Priority
Direct Competitors
Category Competitors
Generic Competitors
Target Market Name (2)
Describe briefly Priority

Direct Competitors

Category Competitors

Generic Competitors
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DEFINING YOUWYHOLEPRODUCT

The definition of a whole product is whatever minimally you MUST provide in order to meet the compelling needs

of a

gi ven

mar ket segment
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f you don’t mini mal

consider you a viable option, and will either select your competitor, or decide to wait until a more complete
solution to their problem appears.

As you might expect by now, different market types have different levels of demands when they think of what is
the minimal amount of completeness they need before they think your product is what will address their needs.

Buyer Type Business to Business (B2B) Business to Consumer (B2C)
The visionary buys “ The visionary consum
You have an enabler—what was previously Experience”
impossible to do (or required a great deal of You have something compellingly different that
effort, risk, time, cost, etc) can now be done no one else has yet, that gives the consumer a
Visionary reasonably easily brand new experience.
The visionary decision maker is willing to start The visionary consumer is willing to get it, use
using your product now, and accepts the fact it, and deal with any challenges that arise due
that there are many unknowns that have to be  to lack of documentation/instructions, support,
dealt with and worked out along the way. etc.
The pragmat iasnd MiugywrThe pragmati c consum
You have a solution to a well-known problem Val ue”
that has been tested and verified. You have a product that has many superior
You have full documentation on how to install,  benefits that can be quantified such as
configure, and use the solution. miles/gallon, impurities per million parts,
You have already installed and configured your calories per gram, etc
. solution in at least a handful of other You have sufficient number of customers who
Pragmatist

customers who have very similar environments
to this target market.

You have captured benchmarks and metrics
from these customers that you can readily
show to your prospective buyers.

You have both training material and training
delivery means setup and ready to go.

have used your product and you can show
results of their usage

You have complete documentation on the
product and how to use it. Your consumers can
read this documentation and have sufficient
instruction on how to use the product
themselves.

Conservative

The conservative buy
It is the company that you represent, more
than the product you are providing, that is on
the test.

The company has been around for decades,
has offices all over, has many thousands of
customers, etc.

As long as the product price is low, it does not
matter all that much whether there are better
products from other companies.

The conservati
choice”

You are selling a product indorsed by people
that the conservative buyer trusts and respects

vV e C

You are selling a product that is
made/distributed by a company that has been
around for a long time and the conservative
buyer has heard of since she was a child

The product is purchased and consumed in a
manner that has existed for a long time—i.e.
buy from a store, from door to door sales
person, etc.

on
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Instructions: Complete the chart below as follows:

1. Your product: This is what you will be primarily responsible for providing. If you are selling products
provided by others (such as real estate, or Multi-level marketing products), enter whatever value you
personally will add.

N

What else is needed: using the descriptions provided in the previous chart for different types of buyers,
enter what you think will be required to make the product more compelling and complete for that type of
buyer. Don’t worry who wil!/ provide these at
the items needed to make this a complete product for that market segment.

Target Market Name (1)

Describe your product Describe what else is needed to make it complete

Target Market Name (2)

Describe your product Describe what else is needed to make it complete

Page 17 of 41
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SUMMARIZING THE MUST-HAVES
TARGEMARKET1)

Market Segment Description

Compelling Need Identified

How you will address the
compelling need

Issues accessing Decision
Makers

Affordability issues

Level and type of competition
identified

Complete product required to
address the compelling need
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Market Segment Description

Compelling Need Identified

How you will address the
compelling need

Issues accessing Decision
Makers

Affordability issues

Level and type of competition
identified

Complete product required to
address the compelling need

Ty PiamonpTiE
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STRATEGY IMPLEMENTATION ISSUES

Once you have decided on the target market to enter based upon the key Must Have decision points, it is time to
get more into implementation level strategy options

IDENTIFYINBARTNERS

IDENTIFYING THE TYPES OF PARTNERS YOU NEED

Start with partners as this will affect your pricing and distribution decisions to come.

Re-read what you wroteunder “ Defining the Whole Product”. Look at
is needed to make it complete”

Some of the partners you will use are basically vendors. You know where they are, and you just purchase from the.

Others, you will not only have to find first, but you may have to sell to them a business proposition—i.e. what you

need is not exactly what they provide and you are proposing that they provide you with your special requirements.

Let’' s take as an ex ampdssahat@rovides prapareg maalaandyeliveratb therhbnresgy b u s i
of dual income working professionals

Item Partner Type Description of Partnership Requirements
Breads Vendor Will purchase bread, at least for now
Organic Produce Partner Need a partner who will purchase organic produce and sell me in

the quantity | need at lower price than groceries

Delivery Partner Will need to find independent drivers who will take a route and
deliver meals in their own cars for 2-3 hours a day

Kitchen Partner Need to find someone with a commercial kitchen that does not use
it Mon-F r i afternoons so | don’' t
capital to build one (e.g. churches, cafeterias)

As you can see above, what | must do first is to outline what | do not want to take on as my core responsibility, but
utilize the resources of someone who has already set that up, or can easily set that up.

There is a tradeoff here: the less things you take on, the less your capital requirement to start the business.
However, as you will see in pricing, the more you outsource or work with partners, the more you have to share the
end price and leave yourself lower profits.

This is not a bad tradeoff because it allows you to test the market with lowered risk. Once you know your concept
works, you can raise the capital you need to convert some of your variable costs (what you bought from partners)
into fixed ones, raise volume to distribute the fixed cost over a large number of sales, and make better profit
margins. It is also easier to raise the capital then, once you have actual market performance to back up your claim
regarding the quality of investment to be made.
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Instructions: complete the chart below:
1. ltem: enter the item enlasnee iyso un € e dset de.d” under what

2. Partner Type: enter either Vendor (you buy the item needed), Partner (you work with the partner to
provide a complete solution)

3. Description of what you need from the partner
Target Market (1):

Item Partner Type Description of Partnership Requirements

Target Market (2):

Item Partner Type Description of Partnership Requirements
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DEFINING/OURPRICING

Pricing has to work both for you and your customer. The goal you are striving for is where:

1. You can make a reasonable profit per transaction. Not e

that we

sai

Business Starter Workbook
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d “per

flooring for your pricing, or how low you can go before actually losing money on each transaction.

2. Your price is not a hurdle for the customer—i.e. your customer finds your price affordable. This creates the
ceiling for your pricing, or how much you can likely charge for your product or service

Let ' s |

ook at these one at a ti me.

PRICING FROM PROFITABILITY POINT OF VIEW

Your underlying cost structure, or the cost of providing goods and services, creates the flooring for your pricing.
Therefore, you cannot do any pricing decisions until you clearly understand your underlying cost structure.

The firs step is to understand the different types of costs, and their impact on your pricing.

Cost Type

Description

Examples

Fixed

This type of cost does not change with volume of business you are
doing—i.e. whether you sell 1 unit or 1 thousand units, this cost
remains the same

Any cost item that is fixed for any time period longer than 6 months
can be considered to be fixed.

Rent, contractual
obligations

Semi-fixed

This type of cost increases in steps—i.e. it behaves like a fixed cost
up to a certain point, then it jumps and then behaves like a fixed
cost again until the next jump.

Semi-fixed costs are fixed for at least 30 to 60 days, after which you
may be able to increase or decrease the input amount. For example,
hiring typically takes 30 days or more so that even if you start today,
your labor cost is somewhat fixed for the next 30 days or so.

Labor costs in general

Variable

This kind of cost varies proportionally to the level of sales—i.e. if 1
unit cost * X’ amount, then
amounts.

1 ’

Note that it is common for the unit variable costs to go down for
larger volumes. But the general trend is that, when your volume of
sales increases, so does your variable cost of providing good and
services.

Hourly labor costs, raw
materials, component
prices, software licenses,
etc.

Capital
Expenditure

Capital expenditures usually have a life of at least 3 years to 20 or
more year. Capital expenditures typically give you depreciation
expense to be deducted for tax purposes.

Equipment, auto, and
building purchases

Recurring This is money that is spent on a recurring basis such as weekly, Rent, utilities, payroll,
Expenses monthly, quarterly, or annually. subscriptions, etc.
Sunk Costs A sunk cost is typically a capital expenditure that has already been You purchased equipment

made.

six months ago.

Future costs

This is either a brand new capital expenditure to be made, or future
recurring expenses to be made

All recurring and capital
expenditures in future
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Now t hat we have a definition for each, | et s examine |

Fixep CosTs

Fixed costs are desirable when you plan to sell large volumes of a product or service, especially at a low price. The

reason is because when you sell a lot, your revenues go up, while by definition, your fixed costs remain the same.

As a result, your profitability (difference between your revenues and your costs) increases with increasing volume.

Let’'s say you made a certain kind of software priced a:
was $1 million per year (including rent, payroll, advertising, etc), and that your customers purchased your software

online and downloaded it.

You will breakeven as soon as you sell 10,000 licenses in any given year (10,000 licenses X $100/license = S1
million). However if you sell 20,000 licenses in one year, then you make $1 million in profit since your costs remain
the same, while your revenue doubled.

VARIABLE COSTS

If you are selling a few high-t i ¢ k et items, you don’t want a | ot of fixed
resources stay idle. What you want is to convert as many of your costs to variable so that you only incur these

when you sell, which is only a few times per given period. Although these costs are typically high per unit, so is

your price. Therefore, your profitability in percentage terms are typically high.

Let’'s say you ar e a-eqéienele. firgeyoutre gaingmoeheir howiesttdcoae anH traiy h
them, you don’t incur the fixed cost of a gym. Let
for you. If you charged $250 per hour, after paying $50/hr to the agency, you still make $200/hr.Since you can only

work so many hours a week, what with commuting from client to client, your overall revenues are going to hit

some wall sooner or later, unlike the software business described above.

S S

Mixep CosTs

Mixed variable and fixed costs can occur in many businesses. For example, restaurants have fixed rent and mostly

fixed labor costs, while they have highly variable food cost. Typically, a restaurant has a 30% food cost, which

means that if a restaurant did $1 million worth of business in a year, it typically would have spent $300,000 on

food.

Calculating your breakeven point in a mixed cost business is a little trickier than when all you have is fixed costs.
Intheabove exampl e of a restaurant, ,let’s say that the res
of payroll, rent, utilities, advertising, insurance and the like. In other words, this $400,000 pretty much stays the

same whether the restaurant did little business or a lot of business.

The food cost, on the other hand, is highly co-related with the volume of business the restaurant does.

Therefore, the restaurant must do a level of business such that, after paying for the food cost, it leaves at least

$400,000 to pay for the fixed costs.

Let's say that the aveerapagsensderdcSkoéot foopaddbeveragas enavarage. s $ 10
This means that $3 of that goes to pay for the food, and the remaining $7 goes to pay for the fixed costs, before

the business owner can see any profit.

The question is, how many people does the restaurant have to serve to break even? To calculate that, divide the

total fixed cost of $400,000 by the gross profit of $7 per guest ($10-$3) which comes to 57, 142 guests.

Let’'s say the restaurant owner decided to add wines an:
of $10 per guest. The new breakeven point would be $400,000 divided by $14 ($20 -$6 food cost), which comes to

28,571 guests.

The pricing decision to be made here is: which is easier to find, 57,142 guests who can afford $10, or 28, 571 who

can afford $20. This of course would depend on the targeted market which includes factors such as geographic

location, other restaurants within driving distance, among others.
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Therefore, a key pricing consideration is determining the break-even point, and then being able to comfortably
say, “At that price, we should be able to sell

The standard formula for calculating breakeven point in units = Total fixed points /gross profit per unit

mor e uni

1. Calculate the gross profit per unit
1.1.
1.2.

Assume a starting price per unit

Calculate the unit variable cost such as cost of material that goes into the unit, any licensing cost per
unit, etc

1.3.

2. Calculate the total fixed costs —Add all costs that do not vary from unit sales to unit sales such as labor, rent,
insurance, utilities, equipment lease, etc.

3. Divide the fixed costs by the unit gross profit

Subtract the total unit cost from the unit price

SUNK COSTS

By definition, sunk costs have already been spent. They should not be considered UNLESS you can avoid incurring a
future cost due to such sunk costs. For example, if you can use equipment you purchased in the past for another
purpose towards a new project, thereby avoiding buying another piece of machinery, then the previously sunk cost
now can be used to reduce your new fixed costs, thereby f reducing your breakeven point.

Otherwise, sunk costs are part of history and not relevant to understanding your cost structure.

FUuTuRE COSTS

Future costs ar e cost s
underlying cost decisions as they can be avoided.

you haven’t incurred yet and ca

PRICING FROM THE CUSTOMERQ POINT OF VIEW
L e t 'back tgoor familiar market segmentation by buyer type:

Buyer Type Affordable means aSlyay3ax

Visionary | have the money to pay for it If | want this and | have the money in the
bank, | can afford it

Pragmatist | am getting the best value | can find for what | | have compared what | get in return for what

| pay for

| pay, and this product offers the best value,
even if it is NOT the cheapest

Conservative

| am paying the lowest price possible

| found the cheapest vendor, or
| got the best terms from my usual vendor

PRICE SENSITIVITY

AND BARGAINING POWER

Buyer Type Price Sensitivity Bargaining Power
Visionary Not price sensitive
Pragmatist Moderately price sensitive Usually wants to see improvements and therefore does not

want to hold of improving things for too long. Will bargain until
price is reasonable, not necessarily the lowest possible.

Conservative

Very price sensitive

Intensely bargains to get lower price. Usually willing to hold off
until price is acceptable.
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PRICING STRATEGY GUIDELINES
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Internal Drive | Underlying Cost structure & Pricing Strategy Appropriate Buyer type
Love to create | Likely to have high variable costs due to Visionaries / innovators are the likely buyers
unique uniqueness of each product or service who would be willing to pay a high price to
products Your pricing has to be on the high end to gain unique products and services
adequately cover high unit costs.
Love You likely would have found ways to convert Your best buyer type is a pragmatist
optimizing many variable costs into fixed, and taken out Visionaries don’'t wa
and making inefficiencies. produced so they are out. You have
efficient As a result you probably want to increase introduced too many changes for
volume and lower prices, as well as improving conservative buyers.
the convenience of buyers
Love You are not making anything, and you are Conservatives are your best bet as they will
relationships probably selling what exists through existing never pay any more than they absolutely
and tradition channels. have to except for one reason only—
maintaining tradition.

BUILDING YOUR PRICING MODEL
Target Market (1):

Question

Do you have any variable costs? If so calculate your gross profit
What is your total fixed cost?

Are you planning to use a subscription model where a fixed amount
is automatically charged to
customer going to purchase when she needs your product?

What is the average price (subscription or otherwise) for your
product/service

What is the breakeven volume required (if you have variable costs,
divide your total cost by the gross profit per unit. Otherwise, divide
your total cost by your unit price)

Is the above volume sustainable? If not consider raising the price to
lower the breakeven quantity required

Based on what you know about your target market, is the price
affordable? If not, you will have to lower the price, recalculate your
breakeven point, and see if that volume is sustainable. If not, you
have to figure a way to lower your fixed costs and/or variable costs
to keep the price constant while lowering the breakeven volume
required.

What is the final price per unit you have settled on?

Answer

y
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Target Market (2):

Question
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Answer

Do you have any variable costs? If so calculate your gross profit |

What is your total fixed cost? ‘

Are you planning to use a subscription model where a fixed amount
is automatically charged to vy
customer going to purchase when she needs your product?

What is the average price (subscription or otherwise) for your
product/service

What is the breakeven volume required (if you have variable costs,
divide your total cost by the gross profit per unit. Otherwise, divide
your total cost by your unit price)

Is the above volume sustainable? If not consider raising the price to
lower the breakeven quantity required

Based on what you know about your target market, is the price
affordable? If not, you will have to lower the price, recalculate your
breakeven point, and see if that volume is sustainable. If not, you
have to figure a way to lower your fixed costs and/or variable costs
to keep the price constant while lowering the breakeven volume
required.

What is the final price per unit you have settled on?
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DEFINING/OURPOSITIONING

WHAT IS POSITIONING
Positioning is the space youwanttooccupyi n your tar get b wyt@mrquickly rewillimgdiho 1t i s a
you are, what you do, and what they think of you (good or bad)

Think of positioning as conditioning, in the same way that the famous scientist lvan Pavlov conditioned his dog to
associate the ringing of the bell with food and automatically salivate whenever they hear the bell.

When positioning works well, every time we hear/see something, it triggers a certain positioning within our minds.
We are all conditioned to think a certain way when we hear Mercedes (high end establishment), Hyundai
(inexpensive), BMW (trendy exciting), Volvo (responsible safety minded), Toyota (pragmatic middle class), etc.

A few more things to remember about positioning
9 Your prospects either hold a positionabo ut y o u, or they haven’t formed an)

9 Itisyour prospects who create a positioning within their own minds, not you. You can encourage that, but
you can’'t really mess around with other peopl e

s mi

9 Once your prospects/buyers hold a position about you, there is very little you can do to change it. That is
why you want to take a proactive role in shaping the positioning you want to be formed.

Having said all that, since you are just starting out, your challenge is creating a position you like, rather than
change one, so |let’s focus on how to go about that.

How 1O CREATE A POSITIONING STATEMENT

A positioning statement has to be short enough for people to easily remember the three key things you want them
to remember: who you are, what you do, and what you want all of that to mean to them.

Let’'s start with tthhelpubarghnizethekeyminton f or mat fir st

FULL VERSION

9 For [target market]

9 Frustrated with [compelling problem/need]

9 [Your product name]

9 Provides [describe solution]

9 Unlike [direct competitor name or type name], [your product name] [describe the main difference here]

Let's use our earlier example of cooking whol esome meal
professionals

For busy householdergiho are frustrated with not having time to prepare healthy meal&r their family, Arcana
Cateringprovides all natural, ethnically diverse meals freshly prepared and delivered to your doorsteps each
workday.

Unlike eating out, where you spend a lot and then have to tip, Arcana gives you the same diversity of menu and
quality of food for half the price

SHORT VERSION

[Your product name] is the only [product category] that provides [your target audience] with [compelling
differentiator]

Let’'s now prepare a mameppsitionmgnpact version of the

Arcana Caterings the only food companythat provides busy householdersith wholesome ethnically diverse
healthy meals prepared fresh and delivered to their doorsteps each work night, at half the price of eating out
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THE POSITIONING STATEMENT DRIVES ALL COMMUNICATION EFFORTS

The positioning statement drives ALL of your communication strategy. Everything you communicate, in any
communication format you use, always reinforces the positioning statement you created. It is that repetition that
creates the conditioning you want so that each time your prospects think of a specific product category, they

@ PiamonpTiE
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instantly recall your name, what you do, and that you are the one that most closely meets their needs.

Target market (1):

For

Frustrated with

Your product name
Provides

Unlike (direct competitor)

Your differentiator

is the only that
provides
with
Target market (2):
For l ‘
Frustrated with l ‘
Your product name ‘ ‘
Provides l ‘
Unlike (direct competitor) ‘ ‘
Your differentiator ‘ ‘
is the only that
provides
with
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BUILDING ANNTEGRATEGOMMUNICATIONSTRATEGY

The purpose of your communication strategy is to come up with effective ways to drive your positioning statement

h ome

nt o

your target buyer’'s

THE TYPICAL BUYING PROCESS

Business Starter Workbook
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mi nds.

Unless we are buying something like a chewing gum, we typically go through a buying process. The more
complicated, expensive, and risky the purchase, the more elaborate our buying process becomes.

Below is the Typical buying process for any product or service that has to be evaluated and compared with other
alternatives. Notice the minimal threshold requirement that you must meet for each type of buyer.

Phase What it Means Relevant to Which Type of Buyer

Awareness Your target audience has heard about your company Visionaries, Pragmatists, and
and/or your product recently Conservatives

Knowledge Your target audience has some general knowledge of Visionaries, Pragmatists, and
what your product does Conservatives

Liking Your target audience liked what they found out about | Visionaries will start buying when this
your product, and thinks it is definitely a contender condition is met

Preference Your target audience evaluated your product against Pragmatists will start buying when this
all other alternatives and selected you condition is met

Conviction Your target audience is comfortable buying form you Conservatives buy only when this

and your company

condition is met

SETTING YOUR COMMUNICATIONS OBIJECTIVES

My favorite definition of marketing is what one does to drive 0 n epfoduct or service into a dominant position in
a defensible market space. What that means is that there is a selection of a market space, this market space is
defensible, and you are aiming at being #1 or #2 in this market space.

It is always better to select a tiny market segment where you can be dominant within two years, then move from a
position of strength in an adjacent market, thereby expanding in this way, rather than starting in a huge market
where you are just another ant for perpetuity.

Having said all that, here is a chart that shows you examples of setting marketing communication objectives

Marcom Objectives By end of First Year By end of Second year
% of your target market that knows your name 66% 100%

% of your target market that knows what you do 40% 90%

% of your target market that likes your product 33% 75%

% of your target market that prefers your product 20% 50%

% of your target market that has bought your product (market 10% 33%

share)

BAsic TooLs oF COMMUNICATION

The key is in using the right tool for the right job so as to achieve targeted objectives. Please remember that even
when you target organizations, the decision makers within these organizations are actual people who are
consumers outside of work. Also remember that the average US consumer gets some 50,000 or more marketing
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messages in any given day. Cutting through all that noise is the key purpose for building an effective
communication strategy. The chart below provides some guidelines around that

Com Objectives

Business to Business (B2B) Tools

Business to Consumer (B2C) Tools

Awareness Targeted emails, Search engine Facebook pages, Videos on YouTube,
Optimization, LinkedIn, Google Ads, Search Engine Optimization, Google Ads,
Industry journal/newsletter ads targeted emails

Knowledge Website, Teleprospecting, voice mails, Websites, brochures, seminars/webinars
brochures, seminars, webinars

Liking Case studies, white papers, mentions in Newsletters, blogs
articles, PR, independent lab tests

Preference Demo/ evaluation process Demo, limited trials

Conviction Trial offers, cancel anytime, Trial offers, money back guarantees,

endorsements, support and training

rebates, endorsements

To summarize the above chart, your strategy works as follows:

1. Create awareness and curiosity and drive your audience where they can get more information

2. Having gotten their attention, demonstrate to them that you clearly understand their compelling need and
have a solution that completely addresses that

3. Move quickly to provide them with additional resources that complete their understanding of how your
solution works, and how it is compellingly different from anything else out there

4. Give them a way to find out for themselves so they know you are different and better

5. Give them assurance that they have a way out if they determine this is not for them

Target Market (1):

Objective

Awareness

Knowledge

Liking

Preference

Market
Share

End of 1% Year End of 2™ Year Tools to use
% %
% %
% %
% %
o %
0
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Target Market (2):

Objective End of 1% Year End of 2™ Year Tools to use
Awareness % %
Knowledge % %
Liking % %
Preference % %
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CHANNEL DECISION
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Distribution refers to what you have to do in order to deliver your products/services to your customers and collect
payment from them. These are the channels through which good and services flow from company to customer,
and money flows from customer to company.

Typically, these two activities occur through the same channel. For example, when you buy groceries in a store,
you take delivery of your groceries at the store, and pay for them at the store as well. Or you can purchase music
online (iTunes) and download online to take delivery of your purchased music.

However, these two activities can occur through different channels. For example, you may buy books online (i.e.
pay online), but take delivery of the books by postal mail.

Therefore, a key distribution strategy decision you have to make is in deciding in what way the sales transaction
occurs, and in what way the delivery of the product or service occurs.

Distribution Strategy Examples
Pay How (Transaction) Deliver How Pay How (Transaction) Deliver How
Online Online Purchase music online Get music online
Online By Postal service Purchase books, music, US Postal, Fedex, UPS, etc.
medication, etc
In store In store Buy music, books, Take music, books,

Write check to Salesman

Get services provided by

other people

groceries, clothes

Buying software from
company sales rep

groceries, clothes from
store

Professional services team
installs and configures the
software and trains end-
users

Channel Decisions are not made arbitrarily but through careful consideration of everything you have done so far,
including your selected market; complexity of solution; transportability of your solution; pricing; and finally your
positioning statement (which captures everything you are in a concise format).

Here is a chart for some guidelines:

Visionaries

Pragmatists

Conservatives

Flexibility in choosing
channels

High—uwilling to try
anything that can work

Moderate—willing to try
anything that can work
within reason

Low—want the channels
they are accustomed to.
Don’'t | ike ¢c

Impact of Price

Not much impact. Will still
be flexible

The higher the price, the
greater the preference for
more face-to-face channels

Will insist on face-to-face
channels for all, unless you
tell them prices
dramatically drop for non
face-to-face channels

Impact of Complexity

Some impact. For truly
complex solutions,
Visionaries may need to
interact more face to face

The greater the complexity
the greater the preference
for more face-to-face
channels

Will insist on face-to-face
channels for all except the
simplest of
products/services
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DEFINING THE SALES CYCLE

A Sales Cycle refers to the time and effort of taking a prospective buyer from the lowest level of buyer readiness to
the highest in a controllable fashion. There are typically five stages. The likelihood of the deal being closed
successfully at the time each stage is completed is given as a probability of close. What this means that, over a
large number of such interactions, you will find that prospects that you have passed the qualification stage have
25% of closing, those who have passed the proven stage have a 40% chance of closing and so on.

Business Starter Workbook
www.diamondtip.com

Stage What you must accomplish to get past this stage Probability %

Prospect You contacted this person, showed you understood his pain, that you have a 10
possible solution, and the person agrees to discuss this further

Qualified You asked questions to better understand the details of the problem, are 25
convinced this person has access to authority and funding, and this is a good fit
for your product

Proven You were able to demonstrate to the prospect that you can take care of his 40
problems. This proof was provided in the format the prospect requested. For
example demo, gave references, gave a trial run, conducted a pilot project, etc

Proposed You were asked to provide and have provided a formal proposal outlining the 70
solution, costs, timelines, and other terms and conditions

Committed | The prospect has given you a verbal agreement to do business with you, and you 90
are waiting for a signed contracts

MAPPING SALES CYCLE TO DISTRIBUTION IMODEL

Visionaries Pragmatists Conservatives
Prospect Emails, phone, text messaging, | Emails and phone calls, trade Phone calls, trade shows,
trade shows, webinars shows, webinars, seminars seminars
Qualified Emails, phone, video Phone, video, face to face Phone, face to face
conferencing
Proven Email, phone, skype, video, Phone, video, face to face Face to face
face to face,
Proposed Email, fax, skype, phone, Email, video, face to face Face to Face
video, face to face
Committed Phone, face to face Face to Face
Closed won Phone, Video, Face to face Face to face Face to face

The chart above is only meant to give you some idea of how different buyers may need different types and levels
of interactions at each stage. The key to remember is that:

il

Conservatives value the relationship almost more than the product or service, and they literally need to

see who they are dealing with.

Visionaries take as much pleasure in exploring different communication means as they do buying the
product and service. Any technological means of communicating with them will work practically to the

actual signing of a contract.

Pragmatist fall in between and typically can work long distance in the early stages, and would prefer to

meet with you at a later stage.
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CHOOSING THE RIGHT DISTRIBUTION CHANNEL FOR YOUR BUSINESS

At each stage of the sales cycle, write down the possible ways you can effectively communicate with your
prospective buyer, keeping in mind your target buyer’'s
Target Market (1):

Stage Distribution Channel

Prospect

Qualified

Proven

Proposed

Committed

Target Market (1):

Stage Distribution Channel

Prospect

Qualified

Proven

Proposed

Committed
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AN EXAMPLE: DIAMONDTIP BUSINESS STRATEGY

To illustrate the concepts we have been working on so far, we will show you the business strategy for DiamondTip.

THE MARKET SEGMENT WE CHOSE

New entrepreneurs who are thinking of launching, or have recently launched their first business or non-profit.
There are typically between 600,000+ such new businesses started each year.

THE COMPELLING NEED WE IDENTIFIED

We believe that first time entrepreneurs need a complete package that both shows them how to build their
business with information and resources, as well as provide them with the software tools that can help them build
and grow their business.

OUR COMPETITIVE LANDSCAPE

There are a number of email campaign tools, CRM tools, and social networking tools available, many of them for
little or no cost. Intuit now enables small businesses build their websites GoogleAds enable small businesses
advertise their products and services at low cost.

However, we did not see one single tool that provides first time entrepreneurs with what they need to start and
grow their business. These entrepreneurs have to learn and use several different tools, the cost of which can add
up significantly more than what we price DiamondTip at.

THE WHOLE PRODUCT WE DEVELOPED

Since there are many hundreds of software tools available to aid small businesses, we set out to create something
compellingly different: a product that provided a complete set of online marketing and sales automation tools
designed to enable 1-2 person firms actively do marketing and sales each day.

CoRE PrODUCT

Currently, DiamondTip provides the following sales and marketing tools

Tool Description

Site Building With DiamondTip, you can build any number of sites, each behaving as a complete website.
For example, if you sell nutrition and health supplement products, you can create one site
for weight lifters, another for martial artists, and yet another for runner—all of which you
can access with one login

Publishing With your site built, you can now publish articles, announcements, and blogs in each site.
Each site appears like a full website with photos galleries, calendar events, discussion
boards and so on.

Building With each site built and your content ready for viewing, you can now invite members into
communities it. Since these sites are by invitation only, you can very precisely cater the contents of each
site to suit the needs of a specific target market.

Email campaigns You can use the built-in eTouch email campaigner to send out your email messages,
newsletters, and invitations to engage your prospects and lead them to join your sites,
which then leads them to purchase your products and services

Landing Page Each one of your sites has a fully configurable public facing site. This site is publicly
available and does not require a login to access the content. You simply choose which of
your articles, calendar events, and photos you wish to appear on the public site.
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Once you have configured your public site, all of your email campaigns automatically
include the link to your public site, which now becomes the landing page that your
prospects can go to get more information.

Importing Contacts You can import your contacts into DiamondTip and conduct email campaigns easily from
lists you can easily create in DiamondTip

CRM You can use the build-in CRM to track your sales process and see where each contact is in
the sales process. The CRM follows a p
first developed by AT&T and now used to train hundreds of thousands of sales people all
over the world.

Sales Metrics DiamondTip provides you with easy ways to track the number of sales calls you made, the
number of connects you made, so you can see your performance and better tune your
email campaigns to support your Teleprospecting efforts.

Each month, we add a new capability to increase the effectiveness of the DiamondTip sales and marketing tools

COMPLIMENTARY PRODUCTS
We know that first time entrepreneurs also need a lot of help in getting started with business planning, sales and
marketing knowhow and more.

To that end, we have already created dozens of best practices articles on sales and marketing, as well as this
Business Starter Workbook you are reading.

Each month, we continue to add video tutorials, podcasts, and articles to help new entrepreneurs not only learn
how to sell and market their business better, but also how to make the adjustments towards acquiring the habits
and traits of successful entrepreneurs.

FUTURE PRODUCTS ON THE PRODUCT MAP
9 DiamondTip plans to bring all of its tools to wireless phones so you can conduct your business while on
the go.

1 Additionally, DiamondTip will add an e-commerce platform within the next 9-12 months to enable its
customers sell their products from within DiamondTip.

We also plan to bring a number of databases online so you can look at demographic and business patters
in any geographic location you are interested, helping you better craft your product design,
communication, and distribution strategies

OUR PRICING

DiamondTip is and always will be $10/month per user, regardless of how many sites you create, or how many tools
we provide. We will continue to add more and more capabilities, and our pricing will remain $10/month per user.

OUR POSITIONING

DiamondTip is the only complete solution that enables you to realize your lifelong dream of successfully starting
and growing your company—software, resources, and information—for only $10/month.

OUR COMMUNICATION STRATEGY
DiamondTip runs a well-integrat ed mar keti ng communi cation campaign on a

9 For maximum effectiveness, we integrate the DiamondTip built in e-marketing tools with a number of
social networking tools such as Facebook, LinkedIn, YouTube, as well as blogging on a number of other
blogging sites.
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9 Our website is search engine optimized and we receive a large audience driven to our website from
search engines.

9 We have begun conducting business startup seminars at select owner operated internet cafés, mostly to
test our marketing messages and get immediate feedback.

I We routinely send out email newsletters to Chambers of Commerce and Small Business Networks to
increase our name recognition and generate referrals.

=

We run weekly email campaigns directly to small businesses on our list.

We run select Google Ads and experiment with key words to test which resonate the most with our
targeted market

=

OUR DISTRIBUTION STRATEGY

We sell directly online. Our users come to our website, register, and pay online and immediately begin using the
DiamondTip product.

CONCLUSION

You may use our strategy discussion as template to build your go-to-market strategy.

What you write here is like a template. It shows you what you need to work on a daily basis.

However, real results are obtained only through the implementation of your go-to strategy.

The next section briefly describes how to put together an actual execution plan for day to day implementation.
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EXECUTING YOUR PLAN

HIGHLEVEIACTIONPLAN

Your high level action plan should initially be set only for the first year. It is very hard to plan even that far out
when you start as you are making so many assumptions any and all of which could be off. You can only plan so
much. You then have to act, learn from that action, make your adjustments, and take more action.

That is the entrepreneur’s way.

SETTING YOUR FIRST YEAR GOALS

Briefly describe what you want to accomplish by end of your first year in terms of the following measurable
metrics:

1. Revenue
2. Product/service maturity (what would your product or service look like by the end of the year)
3. Minimum team you want to build

SETTING QUARTERLY GOALS

For each of the four quarters making up the first year, set the quarterly goals for the above three as follows

Revenues (S) Product Description Team composition

Q1

Q2

Q3

Q4

Total

LOWLEVEIACTIONPLAN

Your low level action plans are more detailed and give you more precise direction as to what is expected to
happen. The key is to list only the TOP 3-5 things that MUST absolutely happen. If you can get more work done,
then that’'s great. But these things on your |ist MUST

SETTING MONTHLY GOALS

In the current month (for example in July), set the 3-5 things that must be accomplished in order to reach the
current quart er ' ligesdthetheee dritical secsess tadtoes-Argventiehpeoduct/service
competitiveness; and team formation. For Example:

END OF JuLY GOALS

1. Sell $1,000 in products of services

2. Complete the xyz feature, test, and make available

3. Sign up one partner to help me generate leads and prospects
4. Build abc section on our website
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SETTING WEEKLY GOALS

Now you can set the weekly goals for the current week such that the completion of these tasks brings you closer to
the achievement of your monthly goals, which in turn brings you closer to the achievement of your quarterly goals
For example:

WEEK ENDING JuLy 17™

1. Move at least three prospects to the proven stage

2. Finalize the requirements of the xyz feature

3. Write an email script to be sent out to new prospects

4. Finish the content part of the abc section on our website

FORMAT

THIS YEAR
1.

Gos W

THIS QUARTER

Vs W

THIS MONTH

vk wN

THIS WEEK

vk wN
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DAILY ROUTINE

It is not always a good idea to assign a task to a specific day. Anything might happen that day to throw you off your
pre-prepared daily planner.

What we suggest instead is that you stick to your weekly plan and be flexible about which task gets done on which
day. For example, if you have kids and one of your kids gets sick (God forbid), then you may have to cancel many
things to be able to stay with your kids. You can continue work on your weekly goal and select a task that makes
sense to work on under the circumstances.

The main point is that as long as the critical milestones are met for the week, the order of completion is not the
most important thing, unless there is interdependence—in which case you may have to follow a certain order of
execution.

GONCLUSION

We hope that this has helped to make starting a new business a more accessible and even fun project.

Please write me at eskinder@diamondTip.com with any suggestions of how | can improve this, as well as any
comments or questions that you may have.

Enjoy your project and | wish all the best!
Remember, by starting this process, you have already taken a big step towards realizing your lifelong dream.

Eskinder Assefa
Founder/CEO DiamondTip.com
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ABoOuUT DIAMONDTIP

DiamondTip provides the resources, information, and software tools that first time entrepreneurs need to realize
their lifelong dreams of successfully launching their first business or non-profit.

We believe that helping more entrepreneurs realize their dreams is a great thing not only for these entrepreneurs,
but for all of us. After all, entrepreneurs are the driving force behind nearly all of the products and services we all
enjoy today.

Our mission is to provide first-time entrepreneurs with the same world class marketing and sales automation tools
available to big companies, but for only $10/month so these entrepreneurs can immediately begin to build their
dreams into a thriving realty.

Our vision is to make it easier and easier for entrepreneurial dreams to come true.

We greatly appreciate your continued support, and we would welcome any comments or requests you may have
of us. Please send these to eskinder@diamontip.com

If you are not yet a DiamondTip user, try out DiamondTip for free for 30 days, then pay only $10/month to access
some of the smartest sales and marketing automation tools specifically designed for 1-5 person companies. We
know you have lot to do, and very little resources to do them with.

Visit us at www.diamondtip.com today to find out more about what DiamondTip can do for your new startup.
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