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Part 1.  
Understanding the Customer / User 

 
Part 2.  

Value Proposition. 
 

Part 3. 
Your first prototype: fake ad. 



Part 1 
Understanding your customer / user. 

 
The difference between what and why. 



WHAT THEY WANT 
VS. 

WHAT THEY NEED 



What does she
Say?

What does she
Need?

I need 
coffee!

Energy?
Caffeine?

Is it a habit?
Socialize?

Break?



To truly understand your 
customers you need to see 
their worldview. 



WHAT DOES 
THIS GIRL NEED? 



UNDERSTANDING YOUR CUSTOMERS: 
 

WHAT THEY DO AND WHY THEY DO IT? 



WHAT? Place. Time. Money. Difference. 
Trends. Numbers. Clicks. Analytics. 
Visits. Statistics. Data. 



Motivations. Emotions. Goals. 
Values. Attitudes. Prejudice. 
Behavior. Actions. Feelings. 
History. Identity. WHY? 



RAPID EXERCISE 1/2. 
 

1. Choose a pair. 
2. Choose which one is the interviewer. 

 
3. The interviewer asks about the latest gift  

the other person has given to someone.  
 

4. Begin when ready. 



RAPID EXERCISE 2/2. 
 

1. Same pair. 
2. Switch roles. 

 
3. The interviewer asks about the latest gift  

the other person has given to someone.  
 

4. Now the interviewer asks 3-5 times WHY after each answer. 
 

5. Begin when ready. 



ANY DIFFERENCES? 



To understand better, 
you must tap into 

feelings & emotions 
(to know what they need). 



Christensen:  
Understanding the job 





FORM A PAIR.  
CHOOSE AN INTERVIEWER. 

 
INTERVIEW THE  OTHER PERSON FOR 5 MIN. 

 
TRY TO FIND ABOUT OUT YOUR SECRET PRODUCT USE.  

 
DON’T USE THE WORD. 
DON’T ASK STRAIGHT. 

 



WHAT DID YOU TALK ABOUT? 
 

HOW DID YOU GET TO THE SECRET PRODUCT? 



Who are your customers? 
One group or few sub-groups? 

 
What are the relevant  

practices / habits / routines  
for your customer group? 



Your Customer’s jobs to be done? 

In the context of your project, 
what are the things your customer needs to get done 
(even when they have never heard of your solution)? 

 
NOTE!  

What needs to get done, 
not how they do it. 



Your Customer’s jobs to be done? 

What do you think are your customer’s pain points, 
trying to get the jobs done? 

 
What do you think makes your customer happy or content 

trying to get the jobs done? 
 
 

NOTE! All this without your solution! 



Your Customer’s jobs to be done? 



Part 2 
Value proposition. 

 
The core of your concept. 



Value                           Proposition 

25 







Kids + Food + houseware = ?? 

•  Kids need to 
be fed. 

•  Furniture & 
houseware 
stores are 
boring for 
kids. 

•  IKEA is never 
nearby. 

•  Restaurants 
are 
expensive 
for families. 



Value Proposition:  

 
“Kids eat free” 

 

Decent food that kids also eat. 
Fed kids are happy. 

Free food is worth the trip. 
Even cheaper than fast food. 





You get fresh, hot pizza delivered to your 
door in 30 minutes or less – or it's free. 





 has allowed the fi rm to focus on doing what it does well and 
reap the benefi ts of simplicity, standardization, and deep 
experience.

Defi ning the Advantage
Given that a sustainable competitive advantage is the es-
sence of strategy, it should be no surprise that advantage 
is the most critical aspect of a strategy statement. Clarity 
about what makes the fi rm distinctive is what most helps 
employees understand how they can contribute to successful 
execution of its strategy.

As mentioned above, the complete defi nition of a fi rm’s 
competitive advantage consists of two parts. The fi rst is a 
statement of the customer value proposition. Any strat-
egy statement that cannot explain why customers should 
buy your product or service is doomed to failure. A simple 
graphic that maps your value proposition against those of 
rivals can be an extremely easy and useful way of identifying 
what makes yours distinctive. (See the exhibit “Wal-Mart’s 
Value Proposition.”)

The second part of the statement of advantage captures 
the unique activities or the complex combination of activi-
ties allowing that fi rm alone to deliver the customer value 
proposition. This is where the strategy statement draws 
from Porter’s defi nition of strategy as making consistent 
choices about the confi guration of the fi rm’s activities. It is 
also where the activity-system map that Porter describes in 

“What Is Strategy?” comes into play.
As the exhibit “Edward Jones’s Activity-System Map” shows, 

the brokerage’s value proposition is to provide convenient, 
trusted, personal service and advice. What is most distinctive 
about Jones is that it has only one fi nancial adviser in an offi ce, 
which allows it to have more offi ces (10,000 nationally) than 
competitors do. Merrill Lynch has about 15,000 brokers but 
only 1,000 offi ces. To make it easy for its targeted customers 
to visit at their convenience – and to provide a relaxed, per-
sonable, nonthreatening environment – Jones puts its offi ces 
in strip malls and the retail districts of rural areas and sub-
urbs rather than high-rise buildings in the central business 
districts of big cities. These choices alone require Jones to 
differ radically from other brokerages in the confi guration of 
its activities. With no branch-offi ce management providing 
direction or support, each fi nancial adviser must be an en-
trepreneur who delights in running his or her own operation. 
Since such people are an exception in the industry, Jones has 
to bring all its own fi nancial advisers in from other indus-
tries or backgrounds and train them, at great expense. Until 
2007, when it switched to an internet-based service, the fi rm 
had to have its own satellite network to provide its widely 
dispersed offi ces with real-time quotes and allow them to 
execute trades. Because the company has 10,000 separate 
offi ces, its real estate and communication costs are about 
50% higher than the industry average. However, all those 

offi ces allow the fi nancial advisers who run them to deliver 
convenient, trusted, personal service and advice.

Other successful players in this industry also have distinc-
tive value propositions and unique confi gurations of activi-
ties to support them.

Merrill Lynch. During the fi ve-year tenure of former CEO 
Stan O’Neal, who retired in October 2007, Merrill Lynch 

Wal-Mart’s Value Proposition

Wal-Mart’s value proposition can be summed up as 
“everyday low prices for a broad range of goods that are 
always in stock in convenient geographic locations.” It 
is those aspects of the customer experience that the 
company overdelivers relative to competitors. Under-
performance on other dimensions, such as ambience 
and sales help, is a strategic choice that generates cost 
savings, which fuel the company’s price advantage.

If the local mom-and-pop hardware store has 
survived, it also has a value proposition: convenience, 
proprietors who have known you for years, free coffee 
and doughnuts on Saturday mornings, and so on.

Sears falls in the middle on many criteria. As a result, 
customers lack a lot of compelling reasons to shop 
there, which goes a long way toward explaining why the 
company is struggling to remain profi table.

Low prices

Selection across
categories

Rural convenience

Reliable prices

In-stock
merchandise

Merchandise quality

Suburban
convenience

Selection within
categories

Sales help

Ambience

Wal-MartSearsMom & pop
stores

Customer 
purchase criteria*

poor excellent

Delivery on criteria

Source: Jan Rivkin, Harvard Business School

* in approximate order of
 importance to Wal-Mart’s 
 target customer group
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People don’t want a quarter-inch 
drill, they want a quarter-inch hole.”  

 - Theodore Levitt  









JOBS to be done 
Feed my kids. 
Buy houseware. 
Not junk food. 
Save money. 

PAINS 
Junk food is bad. 
Restaurant is €€€! 
Kids get bored in stores. 
I need to drive by car. 

GAINS 
I don’t have to cook food. 
Kids are happy and content. 
I do something productive with kids. 

GAIN CREATORS 
Ready food. 
Food that kids like. 
Get to do some shopping. 
Spend time productively. 

PAIN RELIEVERS 
Organic, decent food. 
Free for kids! 
Full stomachs make happy kids. 
Get many things done in one place. 



Do your value prop canvas. 



Tauko? 



GETTING TO KNOW  
YOUR CUSTOMER 

 
STORIES FROM THE TRENCHES. 



“Yes, yes, we know!” 



Get out of your office! 



“All is fine…”  
and they hate us. 



Emotions matter. 
 

“Big glass buildings don't buy 
services — people do!” 



Who really 
decides? 



Who to target and how? 
 

“…stop selling to the company’s chief information 
officer, and start selling to every product manager, 

developer, and other employee who may need to use 
your products and services.” 

 
https://www.fastcompany.com/3029952/how-to-make-a-b2b-company-less-boring 



“But they all said ‘yes’!” 



Do your best to prove that  
 

YOU ARE WRONG! 



Part 3 
Value proposition prototype. 

 
Why not test that value proposition? 



Fake ads 

© Aalto University Executive Education 
52 



WHAT IS THE FIRST THING YOUR  
CUSTOMER’S SEE OF YOUR PRODUCT / SERVICE? 







SI1 0

A 10 HELSINGIN SANOMAT PERJANTAINA 18. LOKAKUUTA 2013

Ohhoh... 250,30 euroa
lastenvaatteisiin?

Rahankäytön seuraaminen
ei ole koskaan ollut näin helppoa

danskebank.fi/tulotjamenot

luokitteluja ja räätälöidä oman
näkymäsi.

Tulot ja menot -näkymä on käytössäsi
Danske Bankin Verkko-, Tablet- ja
Mobiilipankeissa.

Lue lisää danskebank.fi/tulotjamenot

Uuden ja helppokäyttöisen Tulot ja
menot -näkymän avulla näet verkko-
pankissasi, mihin rahasi kuluvat.

Korttiostokset ja maksetut laskut
luokitellaan automaattisesti esim.
asumiseen, liikkumiseen ja päivittäis-
hankintoihin. Voit itse muokata
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Uusi Tulot
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TIISTAINA 12. MARRASKUUTA 2013 HELSINGIN SANOMAT A 11

Henkilökohtaista
neuvontaa.
Kotonasi.

Helppoa pankkiasiointia
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Asiantuntijamme
tavattavissa myös verkossa
Verkkotapaamisessa saat
asiantuntijaneuvontaa vaikkapa
omassa keittiössäsi – aivan kuten
konttoreissamme.

Palvelemme iltaisin
puhelimessa
Sijoitus- ja asuntolaina-asiantunti-
jamme ovat vain puhelinsoiton päässä
– aamusta iltaan (ma–pe klo 8–18).
Soita 0200 2580 (pvm/mpm).

Helppokäyttöinen näkymä
menoihisi
Verkkopankin henkilökohtaisen
Tulot ja menot -näkymän avulla näet
helposti, mihin rahasi kuluvat.

Tutustu muihin helppoihin tapoihin
hoitaa pankkiasioita: danskebank.fi





LAYOUT 
•  Order of importance: Picture, 

headline, copy 

•  Ads that look like editorials are read 
more frequently 

•  Good typography helps the reader 
read your copy (use serif fonts)  

Picture 

Headline 

Copy 



PICTURE 
•  Photos that make the reader ask 

“what’s going on here”  

•  Show product 

•  Show the end results: before/after 

•  One person rather than many 

•  Readers want to identify with the 
picture 



HEADLINE 
•  Most people read only the headline 

•  Communicate benefits 

•  News 

•  Helpful information  

•  Brand name 

•  If your product only appeals to a narrow 
audience, mention the audience in the 
headline 

•  Be specific rather than general 

•  Use quotes 

•  Use locality 

•  Use easy to understand language rather 
double meanings 



COPY 
•  Write a letter to the reader 
•  Short sentences and paragraphs 
•  User’s language 
•  Easy words 
•  Focus on what the product will do for the user and 

tell it with specifics 
•  Write it as a story  
•  Avoid analogies 
•  Don’t be boring 
•  Avoid superlatives 
•  Testimonials  
•  Special offers 
•  Prices 
•  Ads with long copy convey the impression that 

you have something important to say 

 



Picture 

Headline 
 

Copy 
                                                   

Logo 



Picture 

Headline 
 

Copy 
                                                   

Logo 



2. headline 

3. copy 

4. call to action 

1. Big picture 

Easy to analyze. 
Not so easy to create. 



The Fake Ad forces your 
team to communicate: 
 
What is it we are doing? 
What’s the value to the 
customer? 
How does it differentiate 
from other solutions? 
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Ensin yksikseen. 
5 min 

 
...rykäise esite tai mainos 
palvelustasi / tuotteestasi. 

 
kuva 

(joka resonoi kohdeyleisön maailmankuvassa) 
 

ostikko 
(jolla saat asiakkaasi huomion) 

 
hyödyt 

(puhu asiakkaan kieltä: termit, sanat, käsitteet) 
 

call-to-action  
(mitä pitää tehdä seuraavaksi) 



Picture 

Headline 

Copy 

YHDESSÄ RYHMÄN KESKEN 
 

ESITELKÄÄ TEKELEENNE 
60S PER TEKELE. 

 
KOTITEHTÄVÄ 1-3 UUTTA 

 
KUVA 

(JOKA RESONOI KOHDEYLEISÖN MAAILMANKUVASSA) 
 

OSTIKKO 
(JOLLA SAAT ASIAKKAASI HUOMION) 

 
HYÖDYT 

(PUHU ASIAKKAAN KIELTÄ: TERMIT, SANAT, KÄSITTEET) 
 

CALL-TO-ACTION  
(MITÄ PITÄÄ TEHDÄ SEURAAVAKSI) 
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Make 2-4 alternatives 

Trick 1: make them prioritize. 
 * relevance? 
 * understandable? 
 * would buy? 

 
Trick 2: Ask them to explain the ad  
(like you would to a friend). 
 
Trik 3: co-create: how would you change this? 



There are only 2 alternative outcomes in your 
tests. 

A) Your customer group is the wrong one. 
 
B) Your value proposition is wrong. 
 
 
What questions will you ask to make sure you 
know which is the case? 



Summary 
 

Understanding the what and the why. 
(Note! They are probably already solving the problem.) 

 
Value proposition = your idea 

(because it has the customer needs built in) 

  
Your first prototype is not technical, 

it is prototyping your value proposition (i.e., fake ad). 



 
Kiitos J  

 
risto.sarvas@aalto.fi 

@rsarvas 
 

www.leanservicecreation.com 
 

informaatioverkostot.fi 
 
 


