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	Purpose
	The purpose of this business concept questionnaire is to help discover and clarify the business concept for a new high-tech business from the perspective of a potential investor.  By doing so, you will be better prepared to describe your idea to investors and service providers, improve your ability to self-evaluate your opportunity, and avoid some of the common pitfalls entrepreneurs make in starting new high-tech businesses.  



	What’s A Business Concept?
	Your business concept answers the questions:

· Who’s your customer?

· What problem do they have?

· How do you solve their problem?

· How do you do it better than anyone else?

· How do you make money?

For example, Google’s founders could have described their business concept this way:

· For people searching the Internet,
· Who cannot find the information they want,
· We provide a browser-based search engine, that delivers unbiased search results on one side of the page, and paid advertisements on the other;

· Our solution provides faster, more accurate search results than existing search engines, and traffic to advertisers’ websites when customers are ready to research or make a purchase.

· The service is offered for free to the person conducting the search, and we make money from selling keywords and traffic to the advertisers.
This questionnaire will have you explore your core business concept, and more.  Some entrepreneurs have indicated the questionnaire has helped them to stretch their thinking and better understand a broader set of attributes of their business or multiple business opportunities.  This list provides a solid foundation for us to discuss your business, improve your chances of success, and help your idea grow.

	
	

	Instructions
	Review and answer each question on the following pages in one sitting.  Allow 1-2 hours to complete the questionnaire.  If you turn this into a weeklong project, you are over-thinking the exercise.

	
	

	
	Write the answer that comes to mind, off the top of your head.  Do not stop to do research.  Do not stop to visit websites or take a trip to the library.  There will be time for that later.  Do not stop and develop a project plan to begin work to address unanswered questions – just finish it.  If you don’t know the answer to a question, just answer “Don’t know”, and move on.

	
	

	
	Once you have completed the entire questionnaire, let it sit overnight or for a day or two.  Then come back and review your answers one more time.  You may have gained additional insight or an added perspective.

	
	

	
	Answer the questions as truthfully as possible.  This is not a time for wishful thinking -- you will only be fooling yourself!
If you prefer to use an electronic version of this questionnaire, in Microsoft Word format, please visit:

     http://blog.tennantconsulting.com 
and see weblog post titled “Business Concept Questionnaire”.  An electronic version can be downloaded there.
When you’re ready, turn the page and begin to describe your business concept.


	
	

	
	


	Area
	Question
	Your Answer


	Purpose 
	Describe the purpose of your business. 

	

	Motivation
	Why do you want to start this business?


	

	Core Competencies
	What do you and your company excel at?

In what areas do you aspire to be “best in the world”?
	

	Target Customer
	Describe your ideal customer. 
(For consumer markets, describe the demographic of the type of person to whom you’ll sell.  For business markets, describe the ideal size company, and titles of the people who will buy and use your product.)
	

	Customer Problem/Pain
	Setting your solution aside for a moment, describe the biggest challenges, problems or pains your ideal customer has.

How do these challenges or problems relate to your offering?
	

	Describe Your Offering
	What is your product or service?

How, specifically, does it address the customer’s problem or challenge?
	

	Market Trends
	What new and expected developments are occurring in this market that may represent disruptive changes, or opportunities for new players like your company?


	

	What benefits do you provide?
	Describe the outcomes your customer achieves by using your product/service.
Example: “By using the iPod, our customer will feel the joy of having 1,000 songs in his or her pocket and listening to them wherever they are.” 
	

	What is your value proposition?
	What should someone expect from doing business with you?  

Describe a specific customer situation.  What incremental value – benefits less costs -- should they expect from working with you instead of others?  (For business markets, financial quantification is the norm.  For consumer products, the value customers receive may be financial or non-financial.  Non-financial value examples include increased security, health, status, a renewed spirit, etc.)
Example: Financial: iPod owners will save money by being able to buy single songs instead of entire CDs with only one or two good songs on them.  The savings from 15-20 CDs effectively pays for the iPod.  Emotional: they will feel “cool” by being like the people in our inspirational ads, and have more fun by hearing their favorite music more often.”
	

	Fit within supply chain
	Do you offer a “whole product” solution to fully address a customer pain, or a portion of the solution the customer seeks?

Where do you fit with parts or solution components that the customer may need?
Example: There are two major parts to our digital music system: The iPod device, and the iTunes music store.  We will partner with the major music labels to provide content that can be readily downloaded, at $.99/song.
	

	Competitive Position
	How are your ideal customers addressing their pain or challenges today?

Who else does your target customer seek out or pay to solve this problem?

What market share do your competitors have?  What strategy will you use to compete if they are larger and better funded?

What will be your sustainable competitive advantage?
Example:  “Our primary competition comes from existing MP3 players like Creative and Diamond Rio, and potentially any new initiative from major record labels.  Yahoo Music and Napster are other distribution systems.”
	

	Competitive Differentiation
	Why should someone do business with you instead of their next best alternative?

Are there any benefits that you alone can provide?
Example: “Only iPod combines Apple design and usability with the iPod music store, providing a complete, legal digital music solution.
	

	Intellectual  Property Strategy
	Are you using technology, processes or methods that can be protected with patents, licenses, trade secrets, trademarks or copyrights?

Do you own the technology?
“We will use a proprietary file format with better compression rates.”
	

	Markets
	Who will you sell to:  What market segments will you consider? Do you know which ones you will pursue?

To what degree can you describe the target market segments in terms of # of customers, dollars spent, and spending growth rates?

How will you reach the customers in those markets?  What do you expect the average cost of sales to be to sell your product?
	

	Customers
	Who are your beta or existing customers today – do you have a customer list?  Are any of them references, willing to talk to prospective customers or investors?  

Have any of these existing customers have received the full value proposition of the solution you propose to create/develop?
	

	Management Team 
	Who are the members of your team today?  

What are the key skills this type of business must have?  Relate the experiences of your existing team to the needed skills for this business?

Among your team, who has experience with solving this customer problem before?  Who has experience selling competitive offerings to this market?  

How many prospective customers are in your management team’s collective personal and business networks – people that you have positive relationships with today?

What team members do you believe you need?
	

	Accomplish-ments
	What are your team’s accomplishments to date? 

What are your major, next near-term planned achievements/ goals?  

If you’re looking for outside investors, are there milestones you plan to complete before seeking investors?
	

	Salaries
	What do you expect to pay for salaries and yourself during the “start-up” time period?
Are you prepared to operate for 2-3 years without a salary?
Have you considered creative ways to reduce your need for a salary?  (e.g., savings, learn on someone else’s dime, consulting projects, move into a relative’s home, do during evenings/weekends while working another job?).  

Your salary will probably be one of the greatest expenses of your business; a penny saved is an investment raised.  It is also more of the value of the business you can keep for yourself.
	

	Expenses
	What are your major out-of-pocket expense items (e.g., rent, phones, computers, equipment, website, legal expenses?)

How much do you estimate these will be for years 1-3?

For now, don’t belabor this – just list the items off the top of your head, for a “back of the envelope” number.
	

	Sales and Gross Profits
	What are your planned revenue goals for the next three years?  

How many customers per year will that require?  

What would be the average contract or transaction value?
	

	Investment and Investor Liquidity
	If you need outside investment, how much outside investment do you think you need?
What else do you want from prospective investors?  What’s the strategy for providing the return to the investor?
	


That’s it!  How did it go?

Describe any insights that resulted from this exercise:

Describe any specific actions you plan to take based on the results of this exercise:

Describe any feedback on this process, or any specific suggestions to improve the process, or send to steve@tennantconsulting.com 
,
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