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	Understand Your Prospects’ Problems


How well do you understand your prospects’ needs and what your competitors are doing to meet them?  The best thing to do:  Ask!  So many businesses assume that they understand their customers yet really don’t.

Of course, sometimes the market doesn’t recognize a problem or pain until you educate them.  For example, software and high tech products often tap into unrealized needs.  But talking with the market can still provide valuable data that can make the difference between success and failure.  A small time investment can reap huge rewards and build better relationships at the same time.  

When you gain a stronger understanding of your customers and the problems they face, you’re able to segment your market and serve them better. Group your prospects into “segments” that have similar problems and can use your product in similar ways.  By grouping them into segments, you can efficiently market to each group, delivering the custom messages they want to hear.
Not everyone in your market is alike, right? Why approach them all with the same messages?

Talk with prospects and customers, or conduct research if you have the time, budget and opportunity.  Uncover their true wants and needs – you’ll learn a great deal about what you can deliver to solve their problems and beat your competitors. 

Your goal is to understand how your prospects & customers think: what are their true problems, how do they attempt to solve them, and how do you fit into the solution? Some prefer to call their segment personas, and turn them into a fictitious human being to make it easier to keep their segments on the minds of their leaders and marketers.  The “soccer mom” persona of the 1996 U.S. Presidential elections is a popular example of personas in use. Both parties coveted the vote of the 35 to 45 year-old married, middle-class suburban women with school age children, and targeted their messages specifically to “her.”

We’ll cover both options in this exercise.

Summary

	exercise summary
	

	When to Address
	If you’re creating your competitive strategy and have already profiled your market, the next step is to segment it.
If you’re designing a campaign and are looking to create a strong offer that resonates with part of the market.


	Who Should Participate
	Business leaders: company founders, owners, presidents and vice presidents

Marketing and sales leaders

Advisors



	Where to Use the Results


	Your segments or personas will give you a stronger understanding of the needs of your market and the differences between companies within the same market. They’ll help you define your value proposition and unique selling proposition. And, they’ll help you refine and target specific marketing campaign messages.



	Why it’s Important
	Defining your segments or personas will help you strengthen your relationship with the different areas in your markets and help you increase your marketing campaign response rate and your overall market penetration.


	What Builds Upon it
	All of your campaign creative and messages should be directed at specific segments or personas. Think of it as one-to-one communication, but with a group of similar companies/people instead of blasting your entire market.



	Timeframe to Completion


	The time-consuming part of this exercise is gathering the intimate details about your customers. If you already have them, this is a short exercise that can be completed in a few hours. If you need to obtain them, it might take you a few weeks depending on your ability to connect with your customers.



	Potential Business Impact


	Substantial. The better you know the makeup of your market, the more effectively you can serve it. Consider this example: If you find that your market contains three distinct segments that have three different reasons for purchasing your product, you can tailor your campaign messages to each group instead of sending one message to everyone. More targeted messages should yield higher conversion rates, and higher conversion rates produce more revenue and faster growth.



	Deliverable


	You’ll evaluate your customer needs and pains to determine the criteria to use for your segments. Then you’ll create a segment profile or customer persona for each.



	Next Steps
	After you complete your segments, you may want to complete your competitive positioning strategy (where the next step is to rate your competition). If you’re defining your segments to improve campaign effectiveness, then make sure to tailor your campaign messages to each segment. 




	Target Completion Date
	


	participants

	

	

	

	

	


	tasks to get started
	Person responsible
	due date

	
	
	

	
	
	

	
	
	


Notes
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	Understand Your Prospects’ Problems


What to Complete

1. get to know your market
2. evaluate your market research

3. determine your segments or personas

4. profile your segments or personas
Where it Fits in Competitive Positioning

Create Customer View

Discover Potential New Markets

New Markets Requirement Overview

New Market Analysis Results

Define Market Size

Outline Market Characteristics

Determine Market Lifecycle State

Determine Positioning Strategy
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Get to Know Your Market

Evaluate Your Market Research

Determine Your Segments or Personas

Profile Your Segments or Personas
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Determine Your True Competition

Decide on Your Rating Criteria

Evaluate Your Competitors and Yourself 

Analyze Competitive Analysis Results

Create SWOT Analysis

Determine Your Competitors’ Value Propositions

Rate Your Market on How it Solves Customer Problems

Determine Your Value Proposition

Create Competitive Positioning Matrix

Map Your Market

Summarize Your Competitive Strategy

The first steps in creating your market segments are to gain a deep understanding of your market.

1. get to know your market
How well do you really know your customers and your market? Your goal is to understand how your prospects & customers think: what are their true problems, how do they attempt to solve them,
First, identify customers and prospects that you lost that your team can talk with. Your sales team is a great resource for gathering this information – they’ll gather important feedback, and show prospects and customers their commitment.

Your goal is to gain a better understanding of your customers’ problems and how you and your competitors solve them.  You’ll get the best feedback if you ask these questions during a friendly conversation rather than through a survey; you’ll want to probe and interpret their responses. 

Your list should be as long (or short) as you need to connect with a solid cross-section of your market. Make sure to connect with all types of customers/prospects in your market. If you just connect with your happiest and most loyal customers, you may find that they’re only a single segment that you serve well, and you may miss out on accessing other segments.

It’s a good idea to review these questions with everyone who will gather this information from customers and prospects; make sure they understand the purpose and do a good job of gathering information.

	Current customers to Contact
	Companies that considered you but bought from a competitor
	notes

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


After your list is complete, shape your question list. Below are suggested questions. You may want to collect your information in a database or at the minimum in separate pages or Word documents.  If you have a smaller sample, you might opt to create separate worksheets for each rep to use for each contact.

CURRENT CUSTOMERS

	Company
	

	Industry
	

	Location
	

	Years in business
	

	Decision-maker
	

	# employees
	

	Annual revenue
	

	Decision-maker characteristics (sex, age, family status, interests)
	

	Person surveying
	


Questions FOR customers

Why did you decide to buy from us instead of our competitor(s)?

	


What’s the greatest value we provide for the company?

	


Do we provide a different value for you personally?

	


What’s the main problem we solve for the company?  For you personally?

	


Does our product completely solve your problem? If not, what is it missing?

	


What additional things could we do to keep your business long term? 

	


Prospects that didn’t buy from us

	Company
	

	Industry
	

	Location
	

	Years in business
	

	Decision-maker
	

	# employees
	

	Annual revenue
	

	Decision-maker characteristics (sex, age, family status, interests)
	

	Person surveying
	


Questions FOR prospects

Why did select ____ (your competitor) instead of us?

	


What could we have done differently to earn your business?

	


What problem are they solving for you?

	


Did your company believe that our product could solve the problem? Did you personally?

	


2. evaluate your market research

After you’ve collected your responses, read through the responses and group them by the problems your customers and prospects face.  You may end up with as few as one or two problems or as many as five to ten. 

Next, for each problem, evaluate the issues below.   

It’s tempting to slip into a “sales mode” when thinking about these issues.  Instead, be very objective and put yourself in the shoes of a prospect who doesn’t know all of your features and benefits as well as you do.  

For example, you may say that the prospect will get “better service” from you versus the alternative.  Yet how will the prospect know that up front?  And is it TRULY the reason they will buy in the first place?  Be honest and tough. You’ll end up with a better positioning strategy for it.

	Problem
	


	ISSUE TO EVALUATE
	RESPONSE

	How do your prospects attempt to solve this problem?
	

	How do your competitors solve this problem?
	

	Is there a difference between how you solve the problem and how your competitors solve the problem?  If yes, what is it?
	

	What do your prospects and customers value most?


	

	How valuable are you to your customers (in their mind, not yours)
	

	What are the characteristics (sex, age, family status, interests) of the decision-maker?


	

	What additional things can you do to earn/continue to earn business?
	

	Why do they buy from you?

	


	companies that fall into this problem category

	

	

	

	

	


Copy the charts for each problem your market faces.  When you’re finished, your results will help you segment your market.

3. determine your segments or personas

Market segmentation:  Grouping your market into smaller homogeneous subgroups to create efficiencies in marketing messages and campaigns.
Buyer personas:  A detailed profile that represents a target buyer in a segment.
When you segment your market, you can do a better job addressing the specific problems faced by the prospects within the segment.  And when you speak to specific problems and needs, you can greatly improve all of your sales and marketing efforts.

You have a few different options for your segmentation strategy. It can focus on

· The problems a group of customers face and how they use a product

· The profiles of the buyer him/herself  

· Traditional criteria such as industry or geography.

Here are a few examples of segmentation criteria.

	type
	SamplE CRITERIA

	Use this criteria?

	Product Usage
	Company problem experienced
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Usage rate (frequency)
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Usage rate (size or volume of order)
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Brand loyalty
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	% of budget your product accounts for
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	Demographics 
	Industry
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Department that makes the decision
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Geography
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Company size (revenue, employees, etc.)
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Stage of growth
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	Persona
	Role in company
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Problem person is tasked with resolving
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Experience level
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No

	
	Department characteristics
	 FORMCHECKBOX 
 Yes    FORMCHECKBOX 
 No


Do any of these criteria work for your company?  Remember that you’re trying to group your market so that you can speak directly to their problems.  You might find that you segment your markets using multiple criteria of different types. That’s ok. Think of your segments as tags applied to each customer. While you’d prefer to have only one tag per customer, the reality if that you might have multiple.

It’s a good idea to revisit the problems you outlined in the previous section before you finalize your segments. Most times it’s a good idea to have “problems” account for at least some of your segments.

	problem list

	

	

	

	

	


Once you’ve determined the segment “definitions” you’ll use, record them below.

	Your Market Segments

	

	

	

	

	


4. profile your segments or personas
The final step is to profile each segment.  

	Market Segment
	


	Describe a typical company in this segment
	

	What are their problems?
	

	What do they need to solve their problems?
	

	Who in the organization is impacted by the problem?
	

	Who ultimately makes the decision to buy?
	

	What are the characteristics (sex, age, family status, interests) of the decision-maker?


	

	Who else influences the decision?
	

	What process will the company use to make the decision?
	

	What are their alternatives to buying from you?
	

	What will they get from you that they won’t get from the alternative options?  (Be honest and tough!)
	

	What’s their primary motivation to purchase? 


	

	What are their emotional triggers?  (For example, can you appeal to their emotions to encourage them to buy?)
	

	Is there an “a-ha” factor that you can focus on in your marketing?  (For example, is there a fact or a message you can deliver that will help them quickly understand why your product is better/different?)
	


Copy the chart for each segment you identify.  

When you’ve defined and profiled your customer segments, you have a valuable tool that you’ll reference throughout all of your marketing efforts.  Share this information with your team and refer to it frequently – it will help you speak clearly to your market and improve your results.
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Report

1. our market segments 

2. our market segment details

This report summarizes our results from completing Exercise 3 – Competitive Positioning: Understand Your Prospects’ Problems.

1. our market segments

Based on our market research, we’ve determined we have the following market segments:

	our Market Segments

	

	

	

	

	


2. our market segment details

The details of each segment are as follows:

	Market Segment
	


A typical company in this segment is:

	


Their main problems are:

	


To solve their problems, they need:


	


The people in the organization impacted by the problem are:

	


The ultimate buyer is:

	


The ultimate buyer’s characteristics are:

	


The buyer influencers are:

	


The process the company uses to make the decision is:

	


Their alternative to buying from us is:

	


Benefits they receive (that we don’t provide) from alternative options are:

	


Their primary motivation to purchase is:

	


Their emotional triggers are:

	


The “a-ha” factor to focus on in our market:
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	MORE Ways to Grow Your Business FAST...


Found this document useful? Continue the conversation, connect with Do It! Marketing founder David Newman, and access more free resources and tools to grow your business:

Blog: http://www.doitmarketing.com/blog
Tools: http://www.doitmarketing.com/tools 

Special previews, bonuses and gifts from the book, DO IT! Marketing (AMACOM, 2013):

Book: http://www.doitmarketing.com/book
Get instantly connected to David for smart ideas to grow your business: 

Twitter: http://www.doitmarketing.com/twitter    LinkedIn: http://www.doitmarketing.com/linkedin
Facebook: http://www.doitmarketing.com/facebook
Imagine what you could achieve with MORE leads, BETTER prospects, and BIGGER sales for YOU, your members, employees, customers, resellers or franchisees. We can work with you in whatever way makes the most sense, including...

· Marketing Keynotes or Marketing Seminars to add a giant dose of business-building DNA to your next corporate meeting, customer event or association conference
· Our Professional Services Marketing PSM 4.0™ Strategic Work Sessions for professional services firms who want to grow
· Our customized 1-on-1 Marketing Coaching Program for business owners who want to establish themselves as thought-leaders to win more business, more easily and more often
You made a very smart decision to download this resource from our library. To MAXIMIZE its impact, put these ideas into action within 24 hours, share them with others on your team and continually ask yourself, “How can I APPLY this concept to my own business?”

If I can be personally helpful to you, let’s talk. Looking forward to connecting!


David Newman

T: (610) 716-5984   E: david@doitmarketing.com   W: www.doitmarketing.com 

p.s. If you’d like some immediate FREE help – no strings, no gimmicks – go online now and get your free Thought Leadership Platform Audit: http://www.doitmarketing.com/audit   
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More instant-access resources and tools online at http://www.doitmarketing.com 

