


Launch Tomorrow
Use a Landing Page To Launch Your
Lean Startup In One Day

Luke Szyrmer

This book is for sale at http://leanpub.com/LaunchTomorrow_C

This version was published on 2022-02-03

This is a Leanpub book. Leanpub empowers authors and
publishers with the Lean Publishing process. Lean Publishing is
the act of publishing an in-progress ebook using lightweight tools
and many iterations to get reader feedback, pivot until you have
the right book and build traction once you do.

© 2013 - 2022 Luke Szyrmer

http://leanpub.com/LaunchTomorrow_C
http://leanpub.com/
http://leanpub.com/manifesto


Tweet This Book!
Please help Luke Szyrmer by spreading the word about this book
on Twitter!

The suggested hashtag for this book is #LaunchTomorrow.

Find out what other people are saying about the book by clicking
on this link to search for this hashtag on Twitter:

#LaunchTomorrow

http://twitter.com
https://twitter.com/search?q=%23LaunchTomorrow
https://twitter.com/search?q=%23LaunchTomorrow


Contents

Foreword by Perry Marshall . . . . . . . . . . . . . . . . . . 1

Preface . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 3
Who This Book Is and Isn’t For . . . . . . . . . . . . . . . 6
What Makes This Book Different . . . . . . . . . . . . . . 8
How to Read This Book . . . . . . . . . . . . . . . . . . . 9
Take Action Now . . . . . . . . . . . . . . . . . . . . . . . 11

Reviews . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 14

Not Every Solution Solves a Problem Worth Solving . . . 18
Solving The Early-Stage Marketing Problem…Differently 19
Where to Start . . . . . . . . . . . . . . . . . . . . . . . . 25
Moving Ahead by Launching Tomorrow . . . . . . . . . 32
Take Action Now . . . . . . . . . . . . . . . . . . . . . . . 33
What’s Next . . . . . . . . . . . . . . . . . . . . . . . . . . 34

How to Launch In One Day . . . . . . . . . . . . . . . . . . 35
1. Beginning With Your Spend In Mind, Find the Right

Keywords . . . . . . . . . . . . . . . . . . . . . . . 35
2. Set Up your Back End . . . . . . . . . . . . . . . . . . . 49
3. The Customer Manhunt: Create a Persona . . . . . . . 52
4. Prioritize Your Sources of Validation Traffic, and Get

One to Work! . . . . . . . . . . . . . . . . . . . . . 58
5. Brainstorm Specific Unmet Pain Points . . . . . . . . . 60
6. Quantify Your Branding . . . . . . . . . . . . . . . . . 65



CONTENTS

7. Pre-Sell Your Product Idea . . . . . . . . . . . . . . . . 71
Take Action Now . . . . . . . . . . . . . . . . . . . . . . . 74

Clearing the Path to Your Hungry Crowd . . . . . . . . . . 76
Put A Ring Around A Viable Sub-Niche . . . . . . . . . . 79
The Financial Value of Having A Clear Audience Focus . 82
Identify Your Early Adopters with DIS-qualification . . 84
How to Choose a Beachhead Audience . . . . . . . . . . 85
What Your Prospects Know That You Don’t (But Need

to Before Launching) . . . . . . . . . . . . . . . . . 100
Take Action Now . . . . . . . . . . . . . . . . . . . . . . . 106

Finding an Offer That Makes Prospects Salivate . . . . . . 109
The Anatomy of an Offer (and how it’s different than

just a product idea) . . . . . . . . . . . . . . . . . . 113
How to Make a Great First Impression with A Powerful

Offer . . . . . . . . . . . . . . . . . . . . . . . . . . 117
Using CTR to validate your ideas quantitatively . . . . . 127
Examples of Powerful Offers in the Technology Industry 130
Take Action Now . . . . . . . . . . . . . . . . . . . . . . . 135

Prove Unmet Demand Exists . . . . . . . . . . . . . . . . . . 136
Key components of landing pages . . . . . . . . . . . . . 145
How long should a landing page be? . . . . . . . . . . . . 169
Take Action Now . . . . . . . . . . . . . . . . . . . . . . . 172

Lean Landing Page Case Studies . . . . . . . . . . . . . . . 175
Buffer . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 175
Dropbox . . . . . . . . . . . . . . . . . . . . . . . . . . . . 178
Foursquare . . . . . . . . . . . . . . . . . . . . . . . . . . 181
Grockit . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 183
AirBnB . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 185
Groupon . . . . . . . . . . . . . . . . . . . . . . . . . . . . 186
Zappos . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 189
Aardvark . . . . . . . . . . . . . . . . . . . . . . . . . . . 190
The Role of Traditional Conversion Rate Optimization . 192



CONTENTS

Back To You . . . . . . . . . . . . . . . . . . . . . . . . . . 194

Early Days of the Tech Giants . . . . . . . . . . . . . . . . . 195
Google . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 195
Twitter . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 198
Amazon . . . . . . . . . . . . . . . . . . . . . . . . . . . . 200
Facebook . . . . . . . . . . . . . . . . . . . . . . . . . . . . 201
Apple . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 203
YouTube . . . . . . . . . . . . . . . . . . . . . . . . . . . . 204
PayPal . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 205
Yahoo . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 206
AirBnB . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 207
And the takeaway is… . . . . . . . . . . . . . . . . . . . . 207

Now It’s Your Turn To Launch . . . . . . . . . . . . . . . . . 209
Grab your free bonuses . . . . . . . . . . . . . . . . . . . 209

Glossary . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 211

Acknowledgements . . . . . . . . . . . . . . . . . . . . . . . 216

About the author . . . . . . . . . . . . . . . . . . . . . . . . . 218



Foreword by Perry
Marshall
A decade ago I attended Gary Bencivenga’s “Bencivenga 100”
copywriting seminar in Manhattan. At $5000 a head, the audience
was high cotton. Gary was retiring, and since he is at heart a teacher
with a great love for humanity, he revealed all his secrets. Gary was
unquestionably the top copywriter in the field.

That seminar is still legendary, but one motivation for Gary’s
retirement was the tremendous acceleration and commoditization
of the copywriting craft. Gary outlined a meticulous approach for
getting offer, message and tone exactly right which involved a great
deal of research.

Gary saw that a new breed of copywriter was coming into vogue
 the SPEED copywriter. Why research when you can test? Why
slave over paragraphs for days or weeks when you could buy cheap
traffic and just do a bunch of A/B splits?

I’m not suggesting Gary’s approach was or ever will be obsolete. I
am, however, suggesting that one must now use Gary’s tools 100x
faster than most marketers would have 15 years ago.

On one hand, you must check to see if there’s water before you
dive into the swimming pool. The days of haphazardly sticking up
a brand new product on a search engine and quickly selling it are
over.

On the other hand, the days of fastidiously researching a market, a
product and a niche for months and months are also over.

The correct approach combines both extremes. Here, Luke Szyrmer
shows you how to go from zero to vetted and out the door with a
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reasonable, good enough product strategy in literally one day. 80/20
high speed product launch research.

This book is full of juicy nuggets of sage advice that will speed you
to reality. If your idea is a bad one… you need to find out NOW. Not
three months from now. With this book you can literally test a new
idea, a new concept, a new product… without actually building a
single prototype first… once per day.

Are you stuck with your current business? Vet 14 new ideas in two
weeks. One will stick for sure.

You’ll find astute tips on when to A/B test and when not to; a slick
trick using Wikipedia that I myself used to debug a problem long
ago, then completely forgot about; how to harness clever online
services like PickFu and a kamikaze, take no prisoners approach to
researching a market.

Luke delivers great storytelling and interesting anecdotes, along
with well researched claims.

Whether you are a big business or a tiny one, if you’re introducing
a new idea to a new market, your odds are the same as Venture
Capital: out of ten ideas, one will be great, one will be OK, and
eight will be duds. You cannot guess in advance which ones are
good and bad.

But in ten days you can test ten ideas, eliminate seven, and be left
with three that have a fighting chance.

That’s pretty good odds, dontcha think?

Perry Marshall Author of the Ultimate Guide to Google AdWords,
Ultimate Guide to Facebook Advertising, 80/20 Sales & Marketing
and Evolution 2.0



Preface
High growth companies live in maddening extremes. Recently,
Slack, a corporate message and chat software company, when from
nothing to a $1.12 billion valuation in under 2 years. And still
growing quickly. That’s pretty impressive–for a few founders who
were working from their kitchen table recently.

Here’s what Slack’s founder says about its growth, pictured below:

http://blogs.wsj.com/digits/2014/10/31/one-year-old-business-software-maker-slack-valued-at-1-12-billion/
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Or the founders of AirBnB. They started out by designing gim-
micky political cereal boxes to pay bills, buy food, and stave off
homelessness. Over two months, they sold 800 boxes of cereal at
$40 each. They generated more than $30,000 to fund the company’s
incubation in 2009.

Today, AirBnB competes successfully with major hotel chains. Five
years after AirBnB’s founding, the company was tentatively valued
at $10 billion, based on a round of financing they closed last year.

http://www.wsj.com/news/articles/SB10001424052702303802104579451022670668410
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Yet, despite the eye-popping growth in the tech startup world, the
chances of hitting it big are a bit slim. Paul Graham, the head of
YCombinator (YC) and an early investor in AirBnB, revealed YC’s
numbers in a tweet:

Out of 511 companies YC had chosen with a rigorous selection
process, only 37 “made it” afterward. It’s harder to get accepted
to YC than it is to Harvard. After benefitting from YC’s mentoring,
connections and financing, their startups had a success rate of 7.2%.
If you take clearing a valuation of $40 million as a financial success.

You don’t often read about this tech industry underbelly in the
glossy startup magazines. It’s called survivorship bias. By the time
the success stories hit the news, they’ve been through it all.

There are a handful of commonalities among them. For one, they’ve
honed their product to match what their customers crave. And
they’re only willing to talk about what they did once they feel
“established” enough to open up their kimono.

In this book, I want to be honest with you about what I know about
being a founder at the earliest stages. At this point, I’ve spoken
to hundreds of technology entrepreneurs. Some are already quite
successful, some struggling, some just starting out. I want you to
show you what works, to have the best possible toolset to help you
build the right product. This will help you start your business with
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a product that has a fighting chance to reach that anecdotal top 7%
of high growth companies.

This book shows you how to build a product that your market longs
for. Find out exactly where there is unmet demand. This book will
provide you with the tools to identify a problem actually worth
solving. It focuses you on identifying a powerful value proposition
first and foremost. By launching into the thick of your market, all
within a day, you discover what your prospects actually want.

Design and refine your idea, before you even start building your
product. Know you’re building the right product, with conversion
data to prove it. And if you’re pre-selling right from the beginning,
you have money in the bank as additional validation of your value
proposition. And–in case you missed it–you have money in the
bank, so start building a business!

Even within one day, with a decent landing page and a good
advertising campaign you can:

• Identify which one of your many product ideas is best.
• Position and present your product idea so that it sticks out.
• Confirm an unmet need exists in a totally new market or

related to a totally new technology.

In my opinion, using advertising to test a new business idea
is a critical skill for early-stage founders. Yet I’d never seen a
comprehensive resource on how it’s done. So I created it. I know a
one day launch sounds like hot air. That’s been my aim–to shortcut
the process for you. To make product launches less painful. To help
you build a high growth business based on a solid value proposition,
one which markets itself.

Who This Book Is and Isn’t For

“Intelligence is the ability to learn from your mistakes.
Wisdom is the ability to learn from the mistakes of
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others.” - Anonymous

If you are launching a new product or starting a new business and
you still haven’t made any money yet, particularly in technology
or in business-to-business (B2B), this book is for you. It will help
you get to that first sale (or pre-sale) quickly.

The book encapsulates what I wish I had known before embarking
on my business misadventures. It includes my mistakes, warts and
all so that you can learn from them. It also includes what surprised
me, and how that’s led to my big marketing successes, despite not
being a marketer by trade.

It also consolidates my current approach, when entering a new
market. It gives you a quantitative framework to measure your
progress. You can launch your product based on proven, repeatable,
measurable principles as opposed to just groping around in the dark.
The book suggests a series of metrics which will get you to that first
sale as quickly as possible. If you’re using paid advertising, that first
sale can be within a day.

For you, this means massive bang for your buck.

If you just want to buy another book to read, without needing to
take any action, please return it for a full refund. You won’t get
anything from reading this. You actually need to take the detailed
action steps. Set up monitoring systems. Gather feedback to know
you’re progressing. If you don’t want to do it yourself, you can
pay someone to do it for you. But you still need to implement the
process somehow.

If you think marketing means spamming every victim you see with
info about your product, think again. While marketing can be a
numbers game, effective early-stage marketing is different. It’s all
about who you exclude from your messaging. So that your message
is more effective when addressing subgroups within your target
audience. So you can build meaningful relationships with them.
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And be helpful. This approach is critical to understand. Especially
for founders launching a new product on a small marketing budget.

If you have lots of high-interest credit card debt, or you’re com-
pletely out of money, address that first. I tried starting a business
with tens of thousands of dollars in school loans, yet lost over
£10,000 on the idea anyway (around $20,000 at the time). And the
loan payments still needed to go out every month. Before I started
another one, I paid everything off the remaining debt first. On
average, a failing business sinks about $25,000 in the US, according
to Bloomberg BusinessWeek. In that context, buying a bit of online
advertising upfront is just chump change. And smart. While this
book will give you the tools to reduce the risk of a business failure,
it’s not financial pixie dust.

If you’re looking for “passive” income, this book’s tactics aren’t
right for you. This approach, which sets you up for high growth
later, requires you to hustle. Jeff Bezos, Bill Gates, and Steve Jobs
weren’t sipping Bahama Mamas on the beach as they built Amazon,
Microsoft, and Apple. Sorry to burst your bubble.

What Makes This Book Different

Much of the current thinking about validating a business idea
focusses on a particular type of prospect interview. It’s called
customer development. Customer development helps you elicit
what customers want, regardless of your product idea. Go deep
with them. Step into their skin. Explore the limitations of existing
solutions.

When starting out, the best use of your time is talking to qualified
prospects, in order to understand their problems. Academic Steve
Blank pioneered customer development. Bestselling author Eric
Reis, of The Lean Startup fame, popularized it. They aimed to help
minimize waste when creating a new product.

http://www.bloomberg.com/bw/stories/2008-01-23/the-entrepreneurship-mythbusinessweek-business-news-stock-market-and-financial-advice
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While I’ve used customer development and found it valuable, I’ve
had a few issues. Initial customer interviews tend to be haphazard,
awkward, and difficult to structure. You want to achieve a learning
outcome, and this isn’t easy.

Customer development also requires quite a bit of skepticism and
critical thinking. This is difficult to stomach if you’re on your 27th
interview and your prospects clearly don’t have the problem your
product idea addresses (been there, done that too).

Most importantly, though, customer development doesn’t predict
buyer behavior at all. Customer development results in prospect
opinions. Declared opinions are known to be weak predictors of
buyer behavior. You can’t be certain which interviewee will be a
buyer, unless they actually buy from you. So you don’t know whose
opinion to prioritize.

In contrast, using a landing page and advertising you sidestep these
limitations. You can set up a sales environment quickly and easily
online. You can simulate a sale, pre-sell or crowdfund a product, or
sell it and deliver when you are ready.

You can optimize your value proposition and positioning before
committing to building a product. Once you are making sales, you
can use customer development to zoom in on buyers’ needs.

How to Read This Book

Starting with the first chapter, you will find a framework for
arriving at a product idea which makes an audible thud when your
audience first hears about it. Immediately after that, you will find
a step-by-step process to help you launch a product idea in one day.
Set up everything you need to test out an idea. If it works, based on
your initial expectations, you’re off to the races.

The rest of the book depends on what happened on that first launch.
It helps you test variations of your value proposition, in order to try
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improving it even further. Typically, the room for improvement is
larger than you think, even if your initial test was successful.

If your initial test wasn’t successful, the rest of the book will help
you analyze why that happened. It will suggest what to improve
and in what order.

It’s much better to let go of a bad idea before investing your savings
and months of your life into it. You lose 100% of the time you invest
into a failed business idea. Is it naive of me to say that? Maybe. But
no one will give you back the months or years of toiling over a
product that goes nowhere. Not to mention your capital.

You are more than welcome to peck around the book and pick up
tidbits, or read it all the way through. You can then re-visit the
assumptions you’ve embedded in your testing. Change them–one
by one. Try again.

Repeat until successful.
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Take Action Now

In order to engage deeply with this book:

1. Shut off your access to social media, and all
other distractions.

2. Get your beverage of choice. I’m always game
for a bitter black espresso.

3. Make yourself comfortable (yes, that’s impor-
tant in terms of info retention).

4. If you’re reading a physical copy, pull out a
highlighter or pen. Underline what you like.

5. Take notes: in the margins, in a notebook, or in
an app like Evernote or a personal wiki

6. If you keep getting distracted or overwhelmed
by the itch to check your email, check out
sanebox.com.

Note that the actions in this section are focussed on
the essential things you need to do. They are meant
to be lightweight and easy to accomplish. Launch fast
and get feedback!

https://www.evernote.com/referral/Registration.action?uid=101040536&sig=622a4ae02bea9e8709ab8ad51425b08d
https://www.sanebox.com/signup/e69a4ab1c8
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Metrics To Monitor

At the end of each chapter, there is a section called
“Metrics To Monitor”. Metrics are only useful if they
help change behavior. In this section, I’ll point out the
relevant actionable metrics which you need to watch.
The websites and tools I recommend will either be free
(ideally) or inexpensive. By getting visibility into your
sales system, you learn exactly where you stand. You
also discover what needs to be done next, in order
to make the most progress. If you understand your
prospects’ behavior as they browse through to your
landing page, you’ll know where your simple sales
funnel needs to be “unclogged”. Simple.

In order to help you see how this looks, I’ll occasionally include
screenshots from Google Analytics. While there are better analytics
packages out there they tend to be expensive. In contrast, Google
Analytics provides a free way for you to track what happens on
your website. With its data, you focus your resources on the areas
most likely to help you leap forwards.



Preface 13

Key Takeaways

At the end of each chapter, you’ll find a summary of
all of the key points, stats, or quotes it contained. This
makes it easier for you to scan the book.

In this chapter, you learned:

• Buying targeted advertising and sending it to
a landing page can help you make a sale much
faster than by starting with customer develop-
ment.

• Developing your value proposition and testing
your assumptions is the best use of your time
at the earliest stages of a new venture.

• The key tool to prove that a product idea
“works” is a sale.

• It’s more useful to speak with paying customers
than prospects.



Reviews
“I’ve had “do smoke test” on my to-do list for months, but your
book helped me get out of neutral and start gathering real market
feedback.I’ve actually been working on a menswear solution for
the past year, and in retrospect spent way too much time in the
“wantrepreneur” wilderness of customer interviews and systems
design for an unvalidated hypothesis. My initial focus was a
solution that helps professional men assemble the perfect outfit for
today’s meetings from items they already own. As someone who
has great items but no fashion sense, this is a problem I’d like to
solve for myself.

While I had some anxiety that this was in the “nice to have/vitamin”
category, I went ahead and hired a contract development shop
to build an MVP. Fortunately, when the contract development
estimate for my initial concept came in at 2.5X my “not to exceed”
budget, I listened to the wakeup call and re-focused.

While my interview subjects showed some interest in the solution I
wanted to build, they showed real emotion for “I hate shopping.”
I decided to refocus on a small segment with a critical, urgent
need to solve a specific shopping problem: new male college grads
who need to build a wardrobe for their first professional job.
Typically, they had nothing that would remotely qualify except
their interviewing suit, and no familiarity with the market for dress
pants/shirts. Finding pants that fit well turned out to be their top
pain-point.

After convincing myself there was a technical solution, on Saturday
I went ahead and executed your process. I bought a trickle of
AdWords, and pointed it to Instapage where I had slavishly copying
the Buffer smoke test. It looked pretty lame to me, but I decided to
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follow Reid Hoffman’s advice on embarrassing MVPs and plunge
ahead. Over Sunday/Monday, 30% of the people who landed on the
page have clicked the “Get Started” link, and 10% have entered an
email.

Thanks to your book, I’m now confident there’s real value in the
concept, and am planning to take the next steps on a prototype.”

– Mark Hill, serial entrepreneur

“Surprisingly refreshing and packed with practical insights. My
companies have sold $30,000,000+ in consulting and I’ve also built
an agency, so I’ve seen quite a number of launch methodologies.
For this reason when I first saw the title I thought ‘yeah, right -
he’s probably going to tell me how to win the lottery tomorrow
too.’ But by the time I finished the book I not only genuinely
believed it could be done, but had begun furiously bookmarking
his recommended resources and carefully taking notes in a project
template. Lukasz Szyrmer has integrated modern internet resources
with lean-start-up ideas more practically than virtually anyone
else I’ve seen. And his mastery of the psychological elements of
persuasion glues the whole concept together. This book definitely
improved my game…and if you characterize yourself as an ambi-
tious entrepreneur you definitely owe it at least one good read.
(I know I’ll be going through it again!)” – Glenn Livingston,
Ph.D., former co-founder of advertising agency Rocket Clicks,
psychologist, and online market research pioneer

“There are selfless heroes in every startup community; the orga-
nizers and mentors who help for no reason other than that they
know it’s the right thing to do. These people are the backbone
of our progress as people, and my heart goes out to them. Today
I want to talk about one community hero: Luke Szyrmer. Luke
organizes Lean Startup Machine in London and the Lean Startup
Circle Meetup. It’s a lot of work and it has a huge impact on people.
He’s also written a fantastic book called Launch Tomorrow. As an
author, I’m very critical of new books written for entrepreneurs.
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Luke’s book has a ton of practical advice around Landing Pages
and testing ideas I wish I had written myself.” –Trevor Owens,
founder of Javelin.com and author of The Lean Enterprise

“This is a must read if you have an idea for a startup and you want to
create the right landing page to sell your idea before spending a lot
of money building your product” – Dharmesh Raithatha, Product
Partner, Forward Partners

“This concise and clearly written book is firmly in the Agile market-
ing camp. If you are looking for a book to get you started on effec-
tive landing pages this is a good one. Yet it goes one better. The basic
premise is that you want to create effective landing pages to test out
product ideas where you do not have a product. Brilliant. Test the
prospect’s reaction before you blow the budget on a product that is
likely to fail. Now this may not happen in every market , but the
idea has great merit. For years our firm has advocated testing the
market to help you build what prospects need/want/will buy rather
than having the product come first. Very good book and I recom-
mend if you are in product management/development/marketing–
you get it!” – Reg Nordman, Rocket Builders

“It was not easy with so many ideas popping up in your head that
you don’t know where to start. Luke actually let me realize how
to be clear and focus on one idea and to make it work.” –Vincent,
Singapore, Software Entrepreneur

“I really liked the fact that with your strategy a person can evaluate
if a business idea is worth pursuing for just a few hundred dollars,
rather than risk $25,000 and most likely fail.” – Scott Dudley, Direct
Response Copywriter

“I’m about 1/4th of my way through this book. Great online
marketing tips and concepts that I hadn’t ever even imagined. Luke,
you are breaking this down to a science that even geeks can use.
Thanks for the amazing resource!” – Tariq Khan, alumnus of the
Wharton School of University of Pennsylvania

“Got a business idea? Use a landing page to validate it. Awesome
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book from @LaunchTomorrow.” – Kumy Veluppillai, Director of
Marketing, Kayako

“The Lean Startup meets direct response marketing. Eric Ries meets
Gary Halbert. Launch Tomorrow by Luke Szymer provides a step-
by-step approach to quickly launching an idea, a product, cam-
paign, or business in a way that doesn’t cut corners on acquiring
scientific, validated learning in the marketplace. Many tech startup
business owners snicker at direct response marketing that they
come across. They see this type of marketing as lacking class. They
see their businesses as being different. They see their target market
as only responding to branding. Wrong, of course, on all three
counts. Launch Tomorrow makes remarkable effort to bridge this
gap and bring the solid foundation of scientific advertising into
the world of ultra-modern ultra-fast startups.” – Alex Makarski,
Marketing Consultant

“Read this book today and launch your product today. I love the
compactness and the actionable way the author wrote this book.
The first time I paged through it I felt energized to put aside my
own process lists and use this book verbatim, step by step, to
systematically and confidently launch my product. This book will
energize you and enable you to launch tomorrow. Read it today…
or put off your launch for weeks and months and years.” – Nitsan
S. Gaibel, Publisher and Entrepreneur

“In my corporate consulting days, I used to tell my clients that
market research is a waste of time, because projects usually took
3 months and required a budget of $50-150K. But this stuff really
changes the equation!” – Robert Grossman, Marketing Expert,
Former Managing Partner, McKinsey & Co.



Not Every Solution Solves
a Problem Worth Solving
In 2008, I believed the only real way to learn business was to risk
your own money. Boy, was I right. Ouch.

My product idea: create a niche YouTube clone focused on the
hedge fund industry. I wanted to populate it with Excel training
videos, mostly made by myself. Hedge funds use Excel a lot. If I
could give them good advice and resources for free, they would be
happy to potentially buy something.

Even though I still hadn’t paid off my student loans, I plowed my
savings into this business. I funded a few offshore developers from
my full-time salary. If only I could get a few junior programmers
to get me over the hump, I’d have a good basis for building out this
grand vision. Through some web research, I found a few recent
grads who knew about Drupal, the web platform I had used to
build a prototype. I wanted them to make lots of adjustments to that
prototype, and to implement a funky visual template. I wrote up the
requirements for my “game changer” and popped it over to them.
I had inadvertently become a project manager in my spare time. It
kept me so busy, that I wasn’t creating any content. I was excited as
the website, which had previously only existed in my imagination,
started to take shape before my eyes. After a few months of back
and forth, we were done.

Eventually Paul, one of the developers asked:

“Luke, we’re finishing up the website. It’s good to test this stuff
with actual content. Makes it more likely to find any missing holes.
Where is your content?”
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Gulp.
“Errr. I don’t have any. Didn’t get around to it.”

Instantly, I threw myself into writing articles. Some of the content
was technical content about Excel. Some of it was commentary
about the markets.

When I finally got around to getting the right tools to record the
video training sessions, I “choked”. I didn’t have anything to say.
It was like writer’s block, but when presenting–presenter’s block.
I finally created a few videos. Largely anonymous web visitors
watched them. A few friends put some well-meaning comments
like “I can’t hear anything on this video”. I had no idea what
people’s reaction was at the time, because I got little feedback
from the target market. Imagining what they might say would only
confirm my own guesses, so it wasn’t helpful.

I hadn’t considered that the silence of the web itself can be deaf-
ening. You can’t hear the reactions of real people when they come
to your website. It didn’t help that I hadn’t done presentations in
years.

Even though I managed to get the site working technically, I didn’t
get this business idea off the ground. To be fair, I collected over 1600
email addresses of people interested in the project. After 11 months
of effort and around Â£10,000 (about $20,000 at the time) invested
as a sunk cost, I had to pack up after not having earned a penny.

This got me thinking…why did this happen in the first place? Did I
even have a good product idea to begin with?

Solving The Early-Stage Marketing
Problem…Differently

By having the right product idea from the beginning, I could have
saved myself months of stress and a lot of money. To be fair,
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someone else did end up building a media business addressing
hedge funds. Yet not about Excel. It had to do with running a hedge
fund business, not Excel tips. I hadn’t listened–at all–to my hedge
fund managers.

This was because I wasn’t actually speaking to them, to identify
their biggest challenges. I didn’t even think about talking to my two
target audiences, the hedgies and the advertisers, about this idea. In
fact, I had put that off for as long as I could. I even convinced my
loving wife, not long after we got married, to invest our wedding
gift money into building out this site. There were so many things I
wanted to do technically with the site, that I had no idea what my
audience needed.

As a result, it was unlikely I would have ever created a product
or content that was helpful, interesting, or engaging to them. They
weren’t interested in hedge fund specific Excel tips. They had a
business to run. They faced different problems from the one I
thought they had.

I had successfully started an expensive hobby. Because I had created
a solution, before identifying a problem worth solving, the business
petered out.

Ultimately, that’s fundamentally the role of the marketer: find out
what people want, and give it to them. Obvious; yet I had missed
it.

Marketing derailed me, which I found surprising. The marketing
strategies I knew from university were relevant for big companies.
They were somewhat counter-productive when launching a totally
new business. An established company has already proven a lot of
basic assumptions. They tweak, adjust, and optimize their market-
ing, to sell more product. They don’t need to answer big questions,
like “is this product idea worth pursuing?” or “why should people
buy from me?” As a solo-preneur, I did.

Big companies also target much larger segments. They can afford to
think about branding. Being “top of mind” is critical when selling
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consumer goods like shampoo. For them, that makes good business
sense.

In contrast, an early-stage product aimed at a narrow niche of
people has different criteria. It’s much better to ensure that the
target group responds to any messaging. Both advertising that’s
bought or PR that’s generated must generate sales. At that stage,
metrics like reach (which help measure how many people have
seen your ad) are less important than how effectively each ad sells.
By effective, I mean generating the desired response, such as a
purchase.

This realization motivated a deep dive into marketing, to fill my
apparent skills gaps as an entrepreneur. I needed to figure out what
I had missed.

At the time, I thought I had struggled with traffic the most. I started
with learning more about that. I found Perry Marshall, one of the
web’s biggest experts on Google AdWords. Unlike typical internet
marketers, he seemed as if he knew what he was talking about. He
was an engineer before going into marketing, so he was systematic
about his approach.

He also grounded his approach to AdWords in direct response
advertising principles. He argued that getting traffic was as easy
as spending a bit of money. Figuring out how to offer something
valuable enough to fund that traffic from profits–that’s the hard
part. If you manage to achieve that, you can buy traffic indefinitely.
More on that later. Knowing how to convince prospects to buy or
figuring out what they wanted before offering it to them, that was
the essence of direct marketing.

The best customers are pre-sold on what you have to sell. With this
approach, marketing became a matter of:

• Choosing the right audience
• Understanding what they were struggling with Or
• Finding a niche with unmet demand
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Perry Marshall and his friends introduced me to a valuable quanti-
tative market research framework.

Using Behavior as a Leading Indicator for
Sales

The following premise drives all further activity, at the core of this
system: A message is only meaningful because your customer
reacts to it. And acts on it. Or not.

A click is a response. By using technology to track what people
click, advertisers can optimize their messages. As a result, ad buyers
persuade potential buyers more effectively.

More importantly, a click is also a precondition for a sale. If you
don’t get a click, you can’t make a sale. When aggregated, this click-
through data on ads is especially useful when you’re just starting
out and you don’t have a product yet. In one day, you can figure
out what grabs a prospect’s attention.

This is the fundamental premise of direct response marketing. This
is an old approach, from the late 19th century. It hails back to when
Sears used to send print catalogs to remote Midwestern farms.

Faced with unfair pricing from local general stores, farmers were
thrilled with this alternative. They were willing to wait for delivery,
in return for enjoying both lower prices and a wider selection of
goods available.

In effect, Sears used direct response marketing to build a catalog
mail-order business systematically. They would send out printed
catalogs of merchandise. Within the catalogs, the advertisements
would offer coupons with specific codes. When a farmer applied
a specific discount code to buy a product, Sears tracked exactly
which ad the farmer responded to. Based on this data, they could
reconstruct exactly which ads were effective. They could compare
different versions of ads. They could optimize them over time. It
was a quantitative, yet effective, form of marketing.
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Direct response, or direct marketing, resurged thanks to on-line
advertising.

You may have heard serial entrepreneur and VC Marc An-
dreessen’s term “message-market match.” He was describing
what he felt when his company Netscape started growing ex-
ponentially. The thinking around online advertising arguably
came from a 1995 seminar organized by direct marketer Ken
McCarthy. McCarthy claims Andreessen was there. At the
time, the Internet was a haven for students, academics and
hobbyists. It was hard to fathom that the Internet would ever
become commercial. Based on the content of this event, banner
ads became the first baby step towards running businesses on
the internet.

With Google AdWords, advertising based on behavior and response
had become affordable to anyone with the guts to run a few ads.
Google AdWords was the world’s first ever real-time, interest-
segregated database of prospects. It was possible to reach millions
of highly targeted consumers within seconds. Most of all, it was
accessible even to solo-preneurs, proportionate to the size of their
budgets.

For the first time ever, you could now optimize your ads for click-
through or the sales process. You could run statistically valid exper-
iments. You could test user behavior and interest. Most importantly,
you could reason quantitatively about latent unmet demand.

Wouldn’t you like to know whether people would want a product,
before committing to a business around it? Regardless of whether
you had a product or not? Anyone could become an entrepreneur.
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At the very simplest, prospects need to click on an ad before
buying. If someone doesn’t click on an ad, they aren’t inter-
ested in what you have to say or your product. But unlike
a brand marketing approach, you don’t pay to advertise to
those who aren’t interested. This click carries a lot of weight,
from a marketing point of view. It indicates the prospects are
interested in the ad’s message. Since they must be interested in
order to buy, that click gives you valuable information about
who is likely to buy.

Moreover, if you buy highly targeted ads, marketing to tightly
defined niches becomes predictable. If 10% of a tightly targeted
niche of people respond to an ad or buy after clicking on
one, 10% of prospects from the same traffic source will usually
continue to buy. These probabilities remain stable over time.

While an individual response might not mean that much, you
discover patterns. Narrowly defined groups of prospects react
to messaging in similar and predictable ways. For example,
if one ad gets a 1.3% click-through rate, and another ad gets
a 9.1% click-through rate, the second ad makes a better first
impression. You get more traffic to your site, and often, the
prospects are more likely to convert if you have a good landing
page.

You can use ads to test buying behavior on product ideas
too. By describing the benefits of a product that doesn’t exist
yet, you can test how good an idea your product is. See
what generates a high response rate. Or at least compare the
attractiveness of a handful of benefits. Or what gets your
audience excited.

You are dealing with apples-to-apples comparisons when you’re
comparing user behavior like click-through rates. With this
approach, you generate quantitative measures estimating de-
mand and interest. You can find out what specific groups of
people like (test which audience is most interested). Alterna-
tively, you can find out what ads a specific audience loves, and
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use that to make educated guesses about product ideas worth
pursuing.

In effect, it’s like having Superman’s x-ray vision about buyer
behavior. Nobody else will see what you see. Or know you
see it. Yet it’s there. It’s provably real. And it’s more relevant
to your revenues than any other metric you could possibly
generate.

In this context, branding, PR, and traditional corporate marketing
all become less relevant. Why be shooting blindfolded with your
marketing budget, especially if you are just starting out? Instead,
you can focus your limited resources on people actually interested
in buying your product.

While you may not be able to build out a full product in one day,
you can figure out what to offer by identifying what incites a
response-whether that’s a click, an email, or an actual order. Within
a day, you can sell something, such as a service that approximates
software. And then you can start building the product which
eventually replaces that service.

This marketing framework has generated sales for me, when enter-
ing a new market or launching a product many times over. Launch
Tomorrow goes into exactly how to do this for your chosen niche
or your product idea.

Where to Start

There’s three major pieces of the direct marketing puzzle which
you need to work out every time you are figuring out new product
marketing:

• Who the ideal prospect is (as well as how to reach them)
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• What to say or offer them
• How you describe your product on your landing page to

persuade them to buy–which is pretty much your product
idea

Which of these is the most important, and as a result, where is your
time best spent?

There have been studies which dive into the relative importance of
all three in depth to actually making a sale. Michael Kiely, a direct
marketing veteran, mentions a test which suggests exactly that. The
test results speak for themselves:

When I was with Ogilvy & Mather Direct, our London
office ran a 12-cell test program to measure the relative
contribution of the three basic elements of response to
the final outcome of a campaign. When the [audience]
was made the variable, the Offer and [landing page] be-
ing the same in all three cells, the difference between
the best and worst performing cell was 700%. When
the Offer was the variable, the difference was 300%. But
when the [landing page] was made the variable the
difference was only 135%. This test produced a split of
62:26:12. I believe these percentages are more accurate
than Ed [Mayer]’s rule of thumb.¹ For reasons of logic.
Get even a mediocre offer to the right person and you
have a chance to make a sale. Get the world’s best
offer to the wrong person and it’s no sale. Deliver the
world’s best offer via the world’s best creative solution
to the wrong person and it’s “NO SALE”… These are not
direct marketing “rules”. They are facts based on human

¹40-40-20 is what Mayer popularized as the typical importance of the breakdown among
these three components.
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nature.²

By varying each component, Ogilvy & Mather estimated the pre-
dictive power of each component. They found that the audience
was the greatest source of variation in the effectiveness of such a
sales system. By making sure that they were exposing their offer to
appropriate prospects only, O&M discovered total sales varied 7x!
In effect, by only targeting prospects who are likely to be interested,
you increase the response rate.

In that case, any time that you spend on understanding, defining
and narrowing your audience–is time well spent. If you understand
what makes them tick, you can put a mediocre offer and product
in front of them, and they’ll still buy from you. The other two legs
must exist also, but they simply aren’t as important for getting sales.

In building any system, often you’ll discover leverage points, usu-
ally not immediately visible. By keeping track of the right metrics,
these leverage points drive overall system effectiveness. While they
might not be immediately visible, they influence output. You can
identify ways to leap forwards. Not surprisingly, as you build out a
prototype of a sales system-like a landing page and PPC advertising,
you can apply “systems thinking” tools to optimize it.

Let’s get specific.

Here’s the Launch Tomorrow triangle, in which the angles corre-
spond to the importance of each of the three pieces.

²http://michaelkielymarketing.blogspot.co.uk/2006/02/rewriting-dm-rules-for-web-
rubbish.html, note that the study was done with offline direct marketing tools, but transfers
well online because it’s based on human nature as Kiely argues. This is also why the language
needed to be adjusted to match the terms used in this book.
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For most founders, the surprising bit of news is how critical
audience selection is. Buying advertising isn’t a matter of who can
spend money the fastest. It’s a question of making sure that you’re
reaching the right audience.

Given the above, you also have a clear roadmap on how to enter
any new market with direct marketing:

1. First choose an audience well
2. Then figure out an appropriate offer which corresponds to

that audience’s hunger
3. Finally, write a landing page to convince your audience to act

now, because your offer is perfect for them at this moment

Your time will be best spent nailing the above in that order, even
before building the product. Missing any one of these, especially
audience–means your business will be dead in the water. This
insight would have saved me from wasting months of my life on
my zombie product idea. If your prospects respond with interest
(which isn’t the same as saying they’re interested mind you), you
know you’re headed in the right direction.

Choosing and Finding Your Early Adopters

In order to start entering a completely new market, you need
to choose a specific group of people first. Who exactly are you
addressing? You will need to have or establish a relationship with



Not Every Solution Solves a Problem Worth Solving 29

a target audience. Ultimately, specific people make purchasing
decisions, to address an unfulfilled need or want.

While it’s tempting to start building products based on what
someone should want, or what they say they want, find out what
they do want. You’ll always find understanding exactly who you
want to target valuable. If you are new to a segment or sub-segment
that you think could work for you, then this is critical.

In short, it’s far easier to sell things that prospects already want to
buy. If you can build or create something that addresses a problem
for a specific group of people, you’re more likely to “convince”
them to buy. In fact, they won’t need much convincing, as they
will already want what you’re offering. Use online advertising to
figure out what demand exists, to avoid oversaturated niches.

With a clear picture of market needs, you can only build features
that your target market wants. You know exactly which benefits
speak to that particular market.

If you don’t have much time or money, surgically remove any
activity that wastes time or money. Much easier said than done.
This also includes removing all features which don’t tie back to the
primary benefit the user wants.

Discover What Makes Your Prospects Tick

Once you need to write your ad copy, you’re slammed with the
following question: what does my target audience care about?

The better you verbalize that mouthwatering description, the higher
your click-through rate will be. If they click through, they enter
your world. Some of them will buy. As your ad copy tends to be the
most powerful benefit claim you can make (ideally also arousing
curiosity), a well chosen claim improves the rest of your business’s
metrics. You’ll make more sales. More sales mean more referrals
from happy customers.
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Quantitatively, measuring your ad copy means that you can bench-
mark your offer. Let’s say you have a list of “key benefits” which
you’ve brainstormed. They all look roughly the same to you, at least
initially. Let your target market tell you what they like best based
on what they click.

See, one day is a very long time in the life of a startup. By optimizing
your product idea, your offer, and your value proposition over a
few days, you are in a much stronger place. You have a much better
chance of creating something which your prospect will want to hear
about, once you build it.

In fact, an offer that generates a large response guarantees you
will stand out in a crowded marketplace. By definition, it draws
attention. If it’s unique, effective, and addresses prospect needs, it
will behoove you to have a product you’re proud of. One which you
know will actually be attractive to a prospect. By honing that down,
you stand a much better chance of achieving what you originally
set out to do.

Convincing Prospects to Buy

Once you have a prospect’s attention, and they’ve clicked through
to your website…it’s time to convert. Your ability to convert prospects
hinges on your mastery of one critical skill. You must persuade your
prospect to give up something they value in return for a promise
that you make. When combined with what you learned in the
two previous steps, you’ll be able to convey complex persuasive
messages using stories. Incite your audience to take action.

This means you will:

• Actually help them solve their problem, once they buy and
you deliver your product or service

• Make money, which helps fund your further growth
• Learn the possible objections your prospects could have, and

overcome them in your copy
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• Convince them to give you a shot. If you deliver on any
promises you make, they’ll trust you going forwards

• Generate a blueprint for the characteristics of an ideal product
or service

At the moment they see the landing page, they’ve already taken
the first click by coming to your website or landing page. They are
at least mildly interested in the topic. Figuring out exactly how to
describe what they’re looking for, in significant detail, requires that
you understand their needs. The actual magic will take place in the
text you write, regardless of where, when, and how they get it.

In this type of selling, if you know what keeps your audience up
at night, then you’re much more likely to keep them engaged in
rapport. You need to describe their problem to them, so that they
believe you understand them. You need to establish an emotional
connection with them. Then lead them through to your proposed
solution. You need to flesh out the details, so that they can see, feel,
hear, and taste success with your product.

The same principles apply regardless of how you deliver this
message: sales pages, video, social media, and even email autore-
sponders. Writing copy that converts requires many skills and
techniques, yet at its essence, great copy relies on your ability to
tell stories that sell. This can be done over any medium. Do you see
why this is better than the 101 lists of 101 growth hacks you can
find online?

Once you have chosen an audience, and identified their biggest
issues, conversion is critical to building a profitable business. You
must be able to convince your prospects to leave their comfort
zone, put on their running shoes, and start running. Your ability
to communicate the value of your product will make or break
each buying decision for your prospects. The sooner you learn
how to convert your prospects, the sooner you’ll build a successful
business.



Not Every Solution Solves a Problem Worth Solving 32

Moving Ahead by Launching
Tomorrow

By looking at landing pages in this context, you will quickly realize
that there is more to testing out a product idea than a mere landing
page “smoke test” that gathers pre-launch emails. At best, a smoke
test tells you whether your preconceived idea will work. It won’t
actually tell you much you don’t already know, only confirm that
you have a good idea. You might as well just talk to yourself in a
mirror.

By running multiple landing page tests, you can run a series
of experiments to learn about your market. First confirm that a
problem exists. Then figure out how to reach your prospects online.
Figure out how to differentiate your product from alternatives
facing customers. Then confirm that that they actually consider the
problem big enough, that they’re willing to pay you for a solution
or for help. Each of these can be done quantitatively with a landing
page test.

Taking these three main points into consideration, get started.
Launch your idea on a small scale. It’s reasonable to expect to do
a landing page launch in one day. Generate some numbers. Figure
out who might be interested. Confirm that they actually have the
unmet need or problem that you think they have. And make sure
they’re willing to buy or at least leave their email to keep in touch
with you as you build out your product.

You have a lot more to lose by waiting, than just doing quick
launches to confirm exactly where you stand. The next chapter will
walk you through how to accomplish that, step by step.
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Take Action Now

Perform the minimum amount of admin you need in
order to start a new project:

1. Set up a new email address dedicated to your
new project. This organizes your correspon-
dence, external apps you use, and your atten-
tion around a specific email address.

2. If you want to still see your email in your main
email account, then set up forwarding.

3. Add a filter or label to highlight any email
coming from this new project email address to
put it all in one “bucket”

4. As mentioned in the following chapter, at least
set up a dedicated PayPal or Stripe account tied
to this new email address.

Metrics To Monitor

In a startup, the key metric which represents a leap
forwards for you is sales. Other metrics discussed later
will help you figure out why you haven’t reached that
first sale yet. If you are lacking an intermediate metric
at the end of a chapter, fix that first so that you get to
sales or pre-sales as quickly as you can. Since you’re
spending money to buy advertising this will ease the
financial pressure on you.
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Key Takeaways

• The best way to gather market intelligence is
to observe prospect behavior, both individually
and as a percentage (%) of the whole.

• Use metrics to identify what is keeping your
prospect from buying.

• The three key things you must have in place in
order to get a sale online are:

1. An ideal prospect with a problem you
want to solve

2. A message which grabs the prospect’s
attention

3. An attractive product presentation, on
a landing page for example, which per-
suades the prospect to buy

What’s Next

In the upcoming chapter, you’ll launch your product idea via
a landing page, in order to figure out exactly whether the idea
works. If not, with the help of the remainder of the book, you’ll
identify exactly what you need to work on, to refine your idea
effectively. Further chapters help you determine what applying
these three steps mean to your business. Re-define your business,
value proposition, or product for maximum impact, with specific
action steps you can take immediately.



How to Launch In One
Day
As the audience is the most critical component to a successful
product launch, you need to launch. See how they react. It’s easy
to do a small launch, so that it doesn’t attract too much attention,
especially with paid advertising. This will help you test your idea
against the best possible critics: your target audience. Keep in
mind the proportions of where to invest your time when creating
a business using direct marketing principles. Most results come
from choosing and understanding the audience (62%), much less
on the offer (26%), and a tiny bit on the landing page or its offline
equivalent (12%).

Use the following 7-step process. Start trying to pre-sell your
product immediately, to simulate a purchase environment. This
way, you get the most information about your audience for the
least effort. If you feel confident, there is no point in delaying in
order to gather more market intelligence. You can always do that,
if you decide that you want to.

1. Beginning With Your Spend In
Mind, Find the Right Keywords

The most common objection I hear with respect to using pay-per-
click (PPC) advertising to test out a business idea is that it “costs a
lot of money.” Ultimately, if you proceed carefully and control your
costs, you will quickly realize this fear is unfounded; however, there
is one critical concept you need to understand in order to proceed
confidently.
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This is a variation of the agile software development concept of
“timeboxing”. With a timebox, you set aside a specific amount of
time to solve a big hairy problem of unknown size. At minimum,
you want to research ways of solving it. As your primary concern
is to not waste time, you decide how much time to spend–up front.
The base unit in the case of timeboxes is time. You are trading off
time for greater clarity. It’s critical that you decide up front how
long this timebox will last. You limit your risk in this case. You
agree with everyone involved how much you are willing to devote
to finding the answer to a particular question. In particular, you
consult this with the project sponsor, or product owner (read: holder
of the purse strings).

You can do exactly the same thing with money. I like calling this
a “moneybox.” In the case of a moneybox, you set a very small
budget. Buy something small, enough to feel like you will learn
something useful which you don’t know yet. You don’t expect it
to work, yet you may be surprised how much you can accomplish
with this small budget. A small amount of money goes much further
than…none at all. At worst, you will learn something you didn’t
know before. At that point you have the option of investing another
moneybox. At best, you won’t need to spend any more.

By limiting the budget, you get more for your money typically. In
economics, this is known as the law of diminishing returns. Holding
everything else constant, you get less and less from each additional
$1,000 applied to a project. For example, going from $0 to $1,000
often gives you much more than going from $9,000 to $10,000, even
though in both cases you are increasing your budget by $1,000.

In financial trading, a moneybox is analogous to a technique called
“position sizing.” The best way to limit financial risk when buying
high risk instruments is to limit how much you invest in each
one. By consciously limiting the weighting a specific investment
has relative to the size of the portfolio as a whole, you make it
highly unlikely that you’ll face a big blow-up. In fact, most financial
trading blow-ups you hear about in the media are arguably caused
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by position over-sizing. By having too much money at risk, traders
eventually get hit with a big loss when the market eventually moves
against them.

Another good example of a moneybox is the service fiverr.com.
For $5, you can buy a small sample service with clearly defined
parameters. If you are happy with the service, you can always buy
more or upgrade. As a result, it’s inexpensive to find a good designer
quickly. You can buy a number of small tasks. You see whose work
you like. And then you buy more. As the upfront investment for
each initial purchase is only $5, you can afford to buy a number of
these gigs, in order to orient yourself quickly. At the same time, you
are still paying for each service. Typically, the more you allocate to
a project, the less you learn for each dollar spent. You can even pay
a handful of people $5, and only continue working with the best
one. Typical rules of engagement with a paid subcontractor apply,
even though it’s on a very small scale.

Pay-per-click advertising serves as an ideal vehicle for a moneybox,
when researching demand for a product idea. You determine a
research budget up front, limiting your overall risk, with the aim
of reducing your overall uncertainty. In contrast to the common
technique of an engineering research timebox to discover the best
technical solution to a problem, this marketing moneybox allows
you to research message attractiveness. If your ideal customers
are online, you can also research problem-solution and message-
market fit.

With a moneybox, you rapidly identify to whom you want to
sell, and what you want to sell them. If they respond actively
to a product message, you have a good chance that they will be
willing to buy product that addresses that particular need. With
that knowledge, you are more likely to make a successful product,
than without it.

You are using advertising to test responsiveness to figure out
whether “latent demand” exists for your idea. If latent demand
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exists, your customers want, expect, or would prefer to buy your
product but they can’t because acceptable goods or services aren’t
available or are completely out of the budget. If you build a
product for which latent demand exists, it will practically sell itself
without requiring much of a marketing effort. By building products
for which latent demand exists, you are much more likely to be
building the right product. It also means that you don’t want to be
marketing, selling, or persuading too much at this stage, as it will
skew your results. You’ll end up fooling yourself into thinking a
particular idea is worthwhile, when in fact the pre-sales you make
had more to do with your skill as a salesperson.

At this stage, you are not looking for incremental improvements.
“Split-testing” is a waste of money. Instead, you are looking for
a way to rapidly rule out bad ideas. Even better: rule out whole
categories of problems worth pursuing. Each of your ads will be
shown to thousands of people. You will be giving each idea a
decent chance. Your message test will be able to achieve statistical
significance at much higher rates of probability because of this high
number of impressions.

This is, admittedly, a very low resolution approach to gathering
market data. It’s not meant to be a detailed, accurate view. It’s
meant to be fast, and give you some level of statistical confidence
that, for example, idea 1 is better than ideas 2, 3, and 4. If your
chosen keywords have sufficient searches, you can find out in one
day. For example, if you buy traffic on a high volume keyword such
as “weight loss”, then you will be able to buy as many clicks as you
want.

As a result of having a large volume of clicks available, you can
choose to set your budget, so that you buy approximately 30
clicks/product idea. If you have 4 ideas, then buy approximately
120 clicks across 4 different ads on that one keyword in one day (as
you set your daily budget). At the end of one day, you will generate
a clickthrough rate for each ad. This number forms the basis for all
further reasoning about the attractiveness of your product. If you

http://blog.launchtomorrow.com/2015/03/is-premature-optimization-a-warranted-concern/
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don’t have 120 clicks available, you may need to use more general,
albeit less targeted, keywords or wait longer than just one day.

It may also be that your product is a niche offering and requires
other forms of advertising. For example, you can try display ad-
vertising which targets customers not looking for a solution, but
which might be interested in finding out more about your idea–
particularly if it’s a totally new concept. People can’t search for a
product they don’t even know exists.

When choosing keywords, keep in mind that each keyword has its
own:

• Conversation/Language: what is the prospect saying to him-
self, as they use Google?

• Hidden Needs: what might be a non-obvious reason why they
might want something, which they themselves aren’t aware
of?

• Willingness to pay/”commercial intent”: would they have
enough money to make it worth your time?

• Current Size: how many people are searching right now?
• Growth trend over time: are searches in a long-term growth

trend?

Once you have a good message, you can double check you’re
targeting the best possible group of early adopters:

• You can test the same message against new groups of cus-
tomers.

• If you try a few different keywords, each representing one
group of customers, with the same message, you can identify
which keyword segment is most attractive for you.

• Do so until you can make each traffic stream profitable.

In short, there are a number of creative ways, in which you can
use pay-per-click advertising without breaking the bank, although
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there are also a number of potential pitfalls. It might seem simple
on the surface, yet you may be paying extra, from 10% to 10 times
extra–just because you aren’t using PPC as effectively as possible.
The antidote is to test one traffic source at a time (such as a high
search volume keyword), and get it to work, before jumping to the
next one. The most important choice, though, is the size of your
daily budget. Set it in order to get just enough clicks, so that you
can interpret your data meaningfully.

Howmuch do you need to pay to get valid
results?

This depends on what you’re testing. A good rule of thumb for
statistical significance is at least 30 observations, in the context of
deciding whether one ad beats another via a higher CTR. This sam-
ple size of 30 comes from statistics. If you don’t have enough clicks,
your level of certainty about the underlying pattern of behavior
(and whether you can extrapolate what you see to the keyword as
a whole) is low. If you have too many, you are paying for too many
clicks, and each additional one doesn’t really reduce your range
of uncertainty very much. For the purposes of comparing average
CTRs on ads, 30 clicks/ad is a reasonably strong base of data to
make inferences. In practice, this means that you need at least 30
clicks on each ad, in order to decide which is a clear winner.

At this stage, in order to iterate quickly, iterate ads and don’t
concern yourself too much with the landing page. Send the
traffic to one landing page, to collect email addresses of people
actually interested. While the emails are a nice extra, first test
improvements in CTR, before you get too caught up in what’s
happening afterwards. As you buy traffic to a landing page,
Google or Bing will generate a landing page “quality score”.
This is a number from 1 to 10 which algorithmically determines
how relevant your specific landing page is to each particular
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ad. Google/Bing use this number to determine how much you
actually pay for each click. The higher the landing page quality
score, the less you will pay.

Getting a high CTR is the most important at this stage, in order
to find a good value proposition. It’s usually best to at least
build one landing page that captures an email address or sends
people to a community (e.g. on Facebook for example) that
you run. This way, your ad spend (the amount you spend on
advertising) helps with more than just testing CTR. Even if
the landing page doesn’t exactly match the ad messaging as
you’re still testing the ad messaging, you will get some email
addresses from interested prospects.

There is a slight complication, though. Google requires high
relevance for a landing page based on your keyword and ad
test. If you don’t have relevance, they will penalize you with a
low quality score.

In order to keep the cost of testing for high CTR low–if
your quality score is low, you have another option. You can
send traffic to the Wikipedia entry for that keyword from a
click. Without investing the time into building a landing page,
you “piggyback” on Wikipedia’s high quality score. Wikipedia
entries, if they exist for your keyword, tend to have a high
quality score. Usually the keyword appears many times in the
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text. This reassures Google’s quality score algorithms that it’s
highly relevant. In the ad text, you can use your own domain,
but the target URL is a Wikipedia entry in this case. This
way you don’t need to waste time experimenting with landing
pages in order to get a high enough quality score to make your
value proposition testing worthwhile.

For the moment, though, just create or log into your AdWords
account.

1. Do some keyword research in Tools > Keyword Planner. Look
for one or a few keywords which have enough estimated
clicks/day that you will be able to test your ads quickly.

2. Use the suggested budget to figure out how high you need to
set your daily advertising budget. If this number is below $50,
you will be better off setting it to at least $50 and estimating
how many days you need to let the ads run before you turn
them off for one round of testing.

3. Also make sure that you have manual bidding enabled, so that
you are bidding exactly what you specify:



How to Launch In One Day 43

Guess the Buying Triggers

From the point of view of your ideal prospect, he is going through
a buying process. He doesn’t care that you’re selling anything.
Figuring out exactly how he goes through that buying process will
help you construct an experience that will pull him towards you
and your product.

In most markets, buyers increasingly use online research while
gathering pre-purchase information. According to a recent study by
GE Retail Bank, “81% of consumers research online before making
big purchases”. From an online perspective, there tends to be a
pattern of searches performed before buying a particular type of
product. Understanding online behavior will help you plan your
entry strategy.

For example, the typical user will:

1. Explore the problem
2. Choose a product category or type
3. Narrow down which among a few alternatives fits their needs

best
4. Make a purchase

When you are entering a market, researching these keywords and
reverse engineering the buying process will help you significantly
in terms of choosing which keywords to start bidding on. The two
most important points are understanding the problem (1) and what
happens right before the purchase (4). As a general rule, the earlier
in the buying process you reach a customer, the less ready they are
to buy. If you are trying to figure out keywords relevant for people
searching to solve a specific problem, you can use the keywords
below. They help you locate consumers actively looking to solve a
problem:

• Best

http://www.retailingtoday.com/article/study-81-research-online-making-big-purchases
http://www.retailingtoday.com/article/study-81-research-online-making-big-purchases
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• Best cure for
• Best treatment
• Best treatment for
• Best way to
• Cure
• Eliminate
• Fastest way to
• Find
• Find a
• Get rid of
• How do I
• How to
• How to get rid of
• How to play
• How to treat
• Stop
• Treatment for
• What is the best

If you are looking to understand behavior near the moment of
purchase, then use keywords near the moment of the final purchase.
It simply takes less effort to convince someone to make a purchase
in that case. For example, if you are selling aspiring online, “buy
aspirin” would be a decent candidate for a keyword, as long as it
fits your other criteria.

Here are a number of other keywords near the moment of making
a purchase:

• Buy
• Buy a
• Cheap
• Cheapest way to
• Free Coupons
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• Low cost
• Price compare
• Purchase
• Review
• Reviews
• Top 10 (niche) Reviews
• Top Rated
• Treatment for
• Where can I buy
• Where do I buy
• Where to buy

As a general rule, clicks on these keywords tend be cheaper than
keywords further down the consumer’s buying process. It’s difficult
to make general statements about the relationship between the cost
per click of each group, as it strongly depends on the type of product.
You can quickly generate the numbers for your particular niche,
though, using the keyword planner.

For example, let’s say that you want to sell aspirin. Here’s the
breakdown:

search terms Avg monthly searches Suggested bid
how to cure a headache 9,900 £5.37
best cure for a headache 390 £5.58
buy aspirin 140 £0.42

Even though “buy aspirin” comes later in the buying process as a
search keyword, it seems that the ability to reach consumers earlier
in their search is more valuable in this particular niche.

Also, think through where in the process a particular customer is.
You’re much more likely to get prospects that are interested if they
are using specific keywords. For example, you’re more likely to
get relevant prospects from “integrating Arduino,” a specific search
term you can imagine a prospect entering into Google, than from
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“hardware product management,” a general term for somebody just
wanting to research the topic.

Identify Lowest Cost Keywords

Browse over to Google Keyword Planner. Start by entering a few
keywords which you think might be relevant. Alternately, you can
try submitting the URL of a competitor site if there is a good one,
in order to observe their use of language as a source of keyword
ideas. Go through and select specific keywords: the more concrete,
the better.

Look carefully at the cost per click, keeping in mind that you will
need about 30 clicks per ad per test. So, assuming that you want to
run 4 different ads against a popular keyword with 100 clicks/day,
you would need about 120 clicks.

In practice, when you are an unknown advertiser with no history,
it will generally take longer and cost more to actually accumulate
the clicks you want. In order to estimate the total cost of the test,
you would multiply (number of clicks per keyword) * (weighted
average cost/click of each keyword).

Using only the three keywords above (“how to cure a headache”,
“best cure for a headache”, “buy aspirin”), the cost of about 2-3 clicks
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a day would be around £14.00. This helps you figure out what you
can afford to spend on marketing intelligence. If I would like to test
4 different ads, this would mean I’d want 120 clicks. These would
take 120/2.3 days to gather, or 52 days. At £14/day, this comes out to
£724. So it would cost you £724 to buy enough traffic to test which
of 4 value propositions for aspirin are most effective using just these
three keywords.

From the point of view of total cost, the order in which you run tests
is irrelevant. You’re just playing for clicks, in order to determine
what has the highest CTR.

Check Search Volume Is Growing

As you look through the initial focus keywords for your business,
pop over to Google Trends. Check the search patterns for the
keyword. In general, you’re looking for keywords with an upward
trend.

As the data is relativized, you need to see it relative to an ap-
propriate reference point. For example, when doing research for
keywords around topics like weight loss, you can check how the
terms compare to searches for a specific diet that’s growing quickly

https://www.google.com/trends/explore#cmpt=q&tz=
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in popularity, such as the paleo diet.

If you’re doing anything with online consumer marketing, you can
compare how searches for your term compare to searches for a site
or social network that grew extremely fast such as Facebook. Using
the hard data you know about Facebook’s growth, you can then
approximate the absolute value for your keyword.

By only focusing your time and effort on keywords with hockey-
stick growth, you significantly increase the chance that you’ll be
able to grow your sales quickly (regardless of how you choose
to acquire customers later). Google Trends is a “voodoo doll”
representing demand over time across all media, not just Google
searches at the moment.

Check Traffic Is Large Enough

As a rule of thumb, you want to have enough search and inherent
interest in relevant keywords to make it worth your while. So for
example, in a consumer market, if you don’t already have 30,000
searches monthly in a handful of keywords, the niche might be
too small to run hypothesis tests quickly enough. It might not be a
common enough problem to be worth solving.

With B2B, you will generally not need as much traffic to make the
business work. The average transaction size tends to be much larger.
For the purposes of hypothesis testing your messages, you want to
have “enough” traffic if it’s possible. Each prospect is potentially
worth much more to you, so it’s possible that you will get more
value from customer interviews before using advertising and a
landing page MVP. Alternatively, you can use some of the tools
mentioned later to ensure the message is catchy in general before
you put it in front of your prospects.

Once you settle on a specific ad against a popular keyword that
consistently gets a high CTR, then you will be ready to test your
landing page.
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Just to recap quickly, the daily spend strategy is:

• High campaign daily budget to trigger algorithm
• Determine what volume of clicks you need in order to run a

proper test
• Look at all keywords and estimated daily cost/keyword
• Sum from the bottom up

Do not start any campaigns or ads yet, as this step is meant to
help you analyze what keywords your market uses and to set your
expectations in terms of cost and speed of the upcoming tests.

2. Set Up your Back End

Put the infrastructure in place, to start accepting payments or email
addresses from customers as soon as you can, as well as collect basic
metrics. Ideally do this now, right from the beginning. Sign up to
the appropriate service. You will need to connect them to a landing
page imminently.

In practice, the tools you use aren’t that important. I suggest the
below as simple ones to help you accomplish this in 15 minutes. If
you know of better ones, feel free to substitute them. While there
may be slightly higher transaction fees for the options below, these
fees will still be a miniscule fraction of your initial revenue. You
will make it possible to learn what customers want to buy, if you
can accept money or at least collect emails.

Here are a few options for tracking sales when launching each
completely new product:

1. You can track revenues for a single product by setting up a
dedicated PayPal account. You may need to setup a different
email address for your project, just to keep it all separate.
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There’s lots of free options. I personally like Gmail. This
separates out your personal finances from all funding related
to the business. At first, it’s enough to tell PayPal it’s a
personal account. Once you start making regular transactions,
then it will make sense for you to upgrade to a premium
account.

2. If you need to accept offline credit or debit card transactions,
set up a stripe.com account. It works in most major markets.
Stripe allows you to accept money using only a smartphone or
a simple API. As you can see, I haven’t had this need, but I’m
including it as I’ve heard that it’s very useful for the scenario
of accepting offline payments.

3. If you are testing out product ideas, and your website doesn’t
come up in 3 seconds or less consistently, you are certainly
losing conversions because of delays. For every second you
force your customer to wait, you will lose 7% of conver-
sions. As a result, you need to use a web hosting service that
is responsive and dedicated to your testing. Do not use shared
hosting. It doesn’t make sense to spend hundreds of bucks on
advertising, while getting a cheap $6.95/month host. On nu-
merous occasions, I’ve seen well meaning entrepreneurs get
bad results from paid advertising, yet half of the time I would
browse to the site myself, the site itself was down. This is
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typical for any kind of low-cost hosting arrangement. Instead
make sure that you get a virtual private host (at minimum).
At the moment, I am a happy customer of MediaTemple.com,
but this is always likely to change over time. Feel free to use
any service that you trust at the moment.

4. If you have the technical chops or technical help available, I
recommend using flat files for landing pages. You can usually
export the flat files from your landing page service provider,
e.g. LeadPages or Unbounce. While these services do provide
split testing, in my experience the biggest delays in page
loading come from their servers.

5. If you already have a website, set up Google Analytics to track
sales. This will mean that you can then track back from actual
sales, visualize your funnel, and figure out where your best
traffic comes from.

6. If you will be collecting email addresses, you’re always best
off setting up a dedicated list with an appropriate email
provider. External email service providers keep up with tech-
nical requirements in order to ensure high deliverability of
any emails you send in the future. If you don’t have a provider
yet, Mailchimp (free) or Aweber (inexpensive) are two good
options with wide support and integration with other tools.

7. In order to keep close tabs on exactly how your users ex-
perience your website performance, I optionally recommend
adding a Pingdom.com real user monitoring script. This gives
you the ability to track the speed of how fast each web-
page is delivered to your prospects. While tools like Google
PageSpeed approximate how fast a specific page downloads,
Pingdom actually tracks this data in real time for every
page on your website where you have the script installed.
(inexpensive)

If you decide to go ahead with a particular business, then it will
make sense to establish all of the proper infrastructure. You can
open a bank account, register the company, and all of the rest of it.

http://mediatemple.7eer.net/c/182928/176548/2795
http://www.singlegrain.com/blog/how-to-track-your-websites-revenue-with-google-analytics
http://www.singlegrain.com/blog/how-to-track-your-websites-revenue-with-google-analytics
http://eepurl.com/biposT
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Delay as much admin as you can–until you know you have a viable
business. I’d suggest delaying cost cutting on infrastructure until
after you have validated your business idea, and you’re actually
earning revenues.

That said, you want to be sure that the technical infrastructure
delivers you reliable data about user behavior and conditions. You
need to be certain that your prospects are seeing the web pages
you’ve prepared. Minimize pointless waiting.

3. The Customer Manhunt: Create a
Persona

“He’s all yours, bounty hunter.” – Darth Vader

I sent an ebook out as a free sample to a few people. I expected to get
some feedback, just to get a sense of what’s right and what I can fix.
Apparently the chapters included were well written, but not really
addressed to anyone specific. The text wandered. I wasn’t clear
who the product was meant to be for. The truth? I had assembled
the ebook from blog posts I wrote for my own entertainment.
Ultimately, I was the only real customer of the ebook. It was a
poignant lesson in choosing a specific customer type, before you
start.

While I’ve never been a bounty hunter, I suspect finding a startup’s
first paying customer is similar to organizing a manhunt. Imagine
yourself on a manhunt for a wanted criminal. You are a bounty
hunter who tries to do the right thing — or something close to it.
Buried deep within your grizzled exterior is still an idealist with
a heart of gold. Little is known about the criminal. You try to
construct a personal profile. This includes photos, some kind of
psychological description, where they’ve been seen, what they like
to do. You piece together as much data as you can in order to find
this person as quickly as possible. You’ve got to know who you
want to catch before you go looking.
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If you are launching a startup, you can use the same profiling tech-
nique to identify your first customers. Create a customer profile.
It’s more concrete. Give him or her a name, a face, a place they live,
a place to work. What do they buy? How do they spend their time?

Your persona should capture your ideal prospect. The product’s just
perfect for them. They have:

• the exact need you want to address
• the money to pay for it
• the buy‐in of anyone relevant to the decision (e.g spouses,

co‐workers)

Profiling’s one of the most visceral ways to analyze your intended
customer and his needs. It maps out your own beliefs about that
customer, which you can test later. An hour or two reaps a lot of
benefit, especially if you are entering an unfamiliar niche. With
some quick desk research & the help of Dr. Google, you can find out
more about consumer demographics and psychographics in your
intended niche. Think about a few people from your life who fit
these characteristics, and create a fictional mashup of these people.
Ideally find or take a photo of someone who fits this description
exactly.

If you are marketing to a particular business, in the B2B case, you
find specific decision-makers on linkedin.com and generate a list
of people to contact. While it might not seem like much, looking
at specific profiles helps you visualize meeting these people. Once
you have this list, you can humanize this data by creating a fictional
character who embodies the typical characteristics of the above.

If you find it hard to decide on a particular niche, this exercise helps
you isolate who would be the most interested in your exact product
idea.

Ideally, you want to find someone who you won’t need to “con-
vince” or persuade. Focus on finding latent demand. Trite as it
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sounds, it’s always easier to sell a product that your customer wants
to buy. In contrast, it’s an expensive game to educate your customer
before you sell to them (anecdotally around 16x more expensive).
Some types of people will be much more interested in your product
idea than others.

By prioritizing your time around those customers who you guess
are most likely to buy, you increase your chances of success. Take
a best guess who that is. Start there.

Creating a customer persona helps you for a few big reasons:

• you commit yourself to one customer type
• it’s easier to think about a person than numbers (even if

you’re trained in statistics)
• each customer type only has 1 top unmet need

Let’s dig into each of these.

You decide who your typical customer is in
greater detail

Rather than just using mental shorthand for your own biased
stereotypes, do a bit of market research online. You confront your
intuition about a market with how it actually looks, numerically
speaking. At the same time, you can use the stats you find to mash
up a protagonist. The most key bit of information is what their
biggest problems or challenges are at the moment.

This is largely an exercise in desk research. Try to find publicly
available studies of your target persona. Sometimes you will find
something, sometimes you won’t. I’d allocate one hour max for
this, just to make sure you aren’t wasting your time. If you don’t
find anything, try hiring a market researcher on Fiverr.com or
Elance.com and ask them to spend a bit more time on this. It can
be useful as a starting point for writing ads. In this case you’ll be

http://www.fiverr.com/
http://www.elance.com/
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guided by survey results. You can then confirm the strength of each
problem you find based on the CTRs you get.

It’s easier to think about a person

While it’s fun to fly by the seat of your pants creating “stuff” first,
think a bit aboutwho you want to help. If you have a specific friend
who is in this target market, imagine all of your efforts from his
perspective. If you don’t, create a fictional person. Very quickly, you
emerge out of an abstract mess. It’s easier to relate emotionally to
this person. It’s not just an intellectual exercise. You are using many
parts of your brain. You access a gut feeling, one you wouldn’t have
had otherwise, yet one which is a good starting point for a new
market.

People (including you!) naturally think in terms of stories, and
stories need a protagonist. According to authors Chip and Dan
Heath, “After a presentation, 63% of attendees remember stories.
Only 5% remember statistics.” Stories aren’t just about advertising
the product, or the product’s message. Your customer’s stories give
you a sense of your customer’s real struggle. Imagine their needs as
stories they would tell their closest friends. Imagine meeting them.
You imagine talking to them, what they might say. Your market
research helps you play that hypothetical scene in your mind.

Then imagine the reaction of your idealized prospect to hearing
about your product the first time. Would a specific one-liner de-
scription be exciting for him? “What? A pill that gives me unlimited
energy, makes me lose weight, and also makes me scientifically 20
years younger–that’s amazzzzzing. Where do I get that?” If your
imagined reaction is less excited, you may need to generate more
product ideas.

This is the goal of constructing a persona. Ideally, your product idea
should be good enough to imagine an excited discussion with your
prospect. If you can’t even imagine it, it’s unlikely to work in real
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life. As a result, the persona is an extremely powerful prototyping
tool-before you even have a product.

Converting your marketing statistics into a persona makes them
understandable. You can relate to a person more than just numbers.
Instead of a laundry list of characteristics like “male, 30-40 years
old, 2 kids, mortgage”, think of a few people you know which are
similar to that. If so, think about all of the characteristics these
friends share. How do they like to spend their time and money?
Find the commonalities.

If you have a representative photo, you can think in terms of writing
directly to that person or speaking with them and imagining
what they’d say. It helps you use the right language. You’d write
differently to a teenager than you would write to a soccer mom.

By thinking in terms of one person, you slip into a much more
intuitive way of thinking about your customer. Our brains naturally
like to think about other people.

Choosing a customer commits you to
specific needs

One less than obvious implication of choosing a customer is that it
narrows your focus on particular need. Each customer type will
have a handful of unmet needs. Choosing a customer type will
mean you are committing to address those needs. Usually, the top
need is a good place to start, but that depends on what competition
already exists and also what your founding team’s strengths are.
Only one need can be the most common in your chosen segment.

Each customer type will have different depth of need. For example,
while a domestic electrician and a commercial electrician both
provide the same category of services, each addresses different
needs. The actual needs inside a residential home are quite different
from those of a business.
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Within electricians servicing businesses as whole, there is yet again
big variations. An Internet Service Provider (ISP) has different
needs compared to a restaurant. With an ISP, you probably need
electrical engineers in addition to high-end commercial electricians.
The network must be safe, reliable, and ideally inexpensive to run.
A restaurant won’t be quite as bothered.

In effect, by choosing a customer type, or segment, you commit to
a different need which you want to address. This is an important
distinction, as it informs your efforts when prioritizing product
ideas and features afterwards.

How to construct a persona

You can complete this step with a written or visual description of
your prospect. It should include a name and some descriptive text,
the key concerns they face throughout a typical day, and a decently
sized photo which captures the prospect in action.

Given that you are launching a new product, use this opportunity
to imagine who your ideal early adopter is. By choosing your ideal
persona, you choose who you are doing business with.

For templates, you’ll want to check out the bonuses included in
the members area. Email me at luke@launchtomorrow for more
information on how to get access.

Once you have completed a persona, cross-reference it with your
search process. How would that persona perform an online search
to solve their problem?

The bottom line

Using a persona, you develop empathy for your market. You can’t
get this from a mere spreadsheet. As much as you might enjoy
crunching numbers and looking for insights, imagining the person
who will want your product helps you find the story motivating
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your own efforts. Why do they want your product? Understanding
this will focus you, your efforts and your attention.

4. Prioritize Your Sources of
Validation Traffic, and Get One to
Work!

Now that you’ve decided whom you want to pursue, figure out
where you can find these prospects. Idea validation traffic is slightly
different than sales traffic.

You want to find people who can give you significant insight into
the quality of your idea. This means they’re highly targeted and
motivated to buy what you’re thinking of offering. This may be
directly from cold Google traffic. This traffic is the simplest to
acquire, even if it does cost something. Highly motivated customers
are valuable because they’ll talk you through their problems in
significant detail.

With such traffic, you can get both qualitative and quantitative
feedback to invest in improving your offer. Good qualitative feed-
back allows you to explore their problems and their reactions to the
product idea. Good quantitative feedback focuses on their actual
behavior using metrics mentioned in this book, i.e. the conversion
rate on your landing page.

You’ll always be forced to prioritize your use of resources. This is
especially pertinent when choosing a source of traffic, especially
your first one. The following questions will help you eliminate
traffic sources that won’t work, in order to identify one that does:

• Is there enough relevant & targeted volume available?
• Can you afford it?
• How much time does it take to use?
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If you do use AdWords or PPC, you should have enough informa-
tion from Step 1 in order to answer the questions above.

Choose one traffic source and make it work

The key is to find one consistent source of prospects and to make
it “work” for you. At this stage, you only need enough prospects to
conduct your tests.

If you start flip-flopping among different traffic sources without
ever making at least one of them work, then you’ll struggle to
build a business on the back of it. You need to hold everything
but one thing constant, in order to be able to analyze it. Changing
traffic sources too frequently will undermine that logical thought
process. The best source will always depend on your niche, your
ideal prospect, and how they seek to solve their problems.

Once you have demonstrated your ability to convert qualified leads
on one traffic source, you can scale out to other types of traffic
with greater confidence. Use this initial traffic source to determine
a good value proposition. Then you’ll just be testing whether that
same value proposition works against other sources of traffic.

You’ll have completed this step, if you can get a consistent source
of leads who are:

1. (also) accessible via AdWords, to your best guess
2. consistent with your persona
3. willing to speak, email, or communicate with you

It’s up to you exactly how close of a match that is, and also whether
you are getting enough of them. It should feel like you’re speaking
to enough of the right people that you’re starting to see patterns
emerge. It’s a worthwhile exercise anyway to identify a source of
traffic, even at this early stage. You will be able to use the same
approach to generate sales, once you are done validating your idea.
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5. Brainstorm Specific Unmet Pain
Points

Speaking of value propositions, now is the moment to come up with
them. You have a hunch about who you’re targeting, what problems
they have, and where they are in their search for a solution. The
goal at this stage: generate a list of bullets, benefits, or named pain
points which attracts your market’s attention and persuades them
to click on an ad. As a rule of thumb, prospects respond twice
as much to reducing pain as to increasing pleasure (and positive
emotions). It’s often possible to word the same benefit as either
pain reduction or pleasure seeking.

How to empathize with your persona

Before you dive into writing bullets, it’s time to revisit your persona.
In order to warm up your empathy to your prospect, write an entry
in their journal or diary. Set aside 10 minutes in order to do so. Just
“freewrite”. Pretend you are that fictional character. Get into their
mind. Empathize with their perspective. Because it’s text, it will
help stimulate your ability to think in terms of textual ads you can
write which they will respond to. Sometimes, you will be able to
use some of the text directly from the journal entry.

This should be similar to how they speak to their best friend at a
pub or to their spouse. It helps get into the persona’s mindset, which
strengthens your understanding of the persona.

Using the prospect’s own language is a very powerful way to
establish an emotional link with them. If you focus a bullet around
their pain, and the language mirrors how they think about their
problem already, it’ll attract more attention. You’ll also set the stage
to present them with a solution.

In contrast, positive bullets need to encapsulate benefits, and paint
a picture of how it could work. Help the prospects imagine an
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improved “future self”. Their life will be easier, more pleasant, and
they’ll have greater success than they do now.

Identify gaps in the existing market

If you choose a robust market, or a robust keyword where people
are already making money with advertising, there are bound to
be lots of ads already. These ads are a great starting point for
brainstorming your product’s positioning. As these advertisers are
all trying to reach your ideal customer at the same time, you can
engineer ads that attract attention by being significantly different
from the others.

A quick-and-dirty way to identify gaps in the market is to think
about a number of attributes of the ads, put them across the top
of a table, and then put the ads on the side. Then go through and
analyze exactly what that particular ad is trying to do.

A great tool to do this is Howie Jacobson’s AdWords Checkmate
Matrix from his Google AdWords for Dummies bestseller. Howie
describes how to use the matrix. Find the wide open gaps in your
market in 30 minutes.

In order to implement this approach, set up a spreadsheet with the
following headers:

• URL
• Offer
• Features
• Benefits
• Call to Action
• Reason to Believe
• Big Difference
• “Voice”
• Keyword

http://askhowie.com/coursefiles/checkmate/CheckmateMatrix.pdf
http://askhowie.com/coursefiles/checkmate/CheckmateMatrix.pdf
http://askhowie.com/ccm/matrix/
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For an example, you’ll need to consult Google AdWords for Dum-
mies or Howie’s website. In this way, you understand what’s
similar across the ads in a particular market.

It also exposes anything that’s potentially missing in the market. If
all advertisers stress the same benefit, it might be enough to focus
on delivering a different benefit which is attractive for a different
sub-segment.

Having done such an analysis, it’s easier to empathize with a
prospect and see your own copy more objectively. It also gives
you ample ammunition, so you come up with completely different
advertisements that stand out and draw attention.

Cheeky market research

Automated surveys can be helpful, as long as they’re executed
quickly, inexpensively and at scale. And I’ve got your back here.

You can take a look at these options:

• Justin Wilcox’s approach to mTurk: One of the fascinating
approaches to doing market research is crowdsourcing your
market research. Justin Wilcox of Customer Development
Labs has popularized an approach where you interview indi-
viduals on the phone at scale, thanks to Amazon’s Mechanical
Turk. Mechanical Turk (mTurk) groups together lots of people
willing to do simple tasks, ones that a computer can’t do, for
a nominal fee. Wilcox’s strategy involves finding people on
mTurk by saying that you want to run a 5 minute interview
with people who have a specific problem (psychographic tar-
geting). It’s an absolutely brilliant way to get a large number
of interviews in order to explore a problem, to learn about the
language used in a market, and also buying triggers. Unfortu-
nately, the direct mTurk option is for US-based founders only.
Mechanical Turk is only available in the US. An alternative

http://customerdevlabs.com/2012/08/21/using-mturk-to-interview-100-customers-in-4-hours/


How to Launch In One Day 63

to using this approach directly is Customer Discovery Ninja.
This way you streamline much of the overhead, and it can be
accessed outside the US.

• Google Consumer Surveys: Essentially, GCS gives you the
ability to pose specific questions to a mass market audience.
These are surveys similar to the type of surveys high end
consulting companies would sell to large corporations about
their industry. Thanks to the level of automation present, you
pretty much pay $1-3 per response. At that price, you can
figure out how much you can afford for the data you might
need. Also, you can use a “pre-question”, which means that
the consumer needs to answer yes/no before they are allowed
to see the survey. This helps narrow down the audience down
to individuals with specific characteristics. The good thing
about this data is that your survey results are proprietary.
Your competitors won’t have it. If this consumer feedback
turns out to be useful, you’ve just acquired an edge over your
competitors.

• SmartSurvey.co.uk: For UK-focused startups, this provides a
decent option to get information from consumers quickly.
In addition to selling survey software, they can arrange
for a number of responses at a reasonable price, focussed
specifically on the UK. If you’re concerned that there may be
UK-specific differences for your product, this is a good place
to cross-check your assumptions.

The main issue with surveys is that they don’t necessarily capture
people at the moment they’re buying. This is the same problem as
with customer development. There can be significant differences
in how people remember making a decision compared to how they
actually made a decision.

Also, survey are hard to use when trying to learn something. It takes
a lot of effort to construct surveys that help you learn something
useful. Usually, you are at risk of using them to validate your own
genius, rather than validating whether your product idea has merit.

http://www.customerdiscovery.ninja/
https://www.google.com/insights/consumersurveys/home
http://smartsurvey.co.uk/
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Freewrite at least 75 bullets addressing this
market

Every time you start brainstorming, there are cobwebs to clear. It’s
quite rare, in my experience at least, that I’ve come up with really
good and creative ideas for copy or to solve a problem in the first
twenty ideas. So you really do need volume.

The three steps above help you to get enough raw material in order
to bang out many potential headlines and benefits, all of which are
likely to incite a response.

The “secret” technique of famed copywriter David Ogilvy was
specifically to go and write at least seventy-five versions of a
headline, before even considering which ones are potentially usable.
By brainstorming lots of different potential pain points, you will
have some basis for generating a slew of bullets.

With bullets, the three key components are to:

• Word them from the prospect’s point of view, not your own.
• Remember you’re selling “holes” not drills. In fact, you don’t

need “a drill/a product” to test bullets.
• Aim to fascinate your prospect, with curiosity in some form.

The exact triggers depend on your product idea and your
target market. A great resource for this is Sally Hogshead’s
“How to Fascinate.”

When you’re prioritizing the bullets later, choose the ones you
believe make the decision to buy “a no-brainer.” Word it so that it’s
clear to the prospect that they’d be better off buying your product,
than holding on to their money. Money is merely a commodity,
after all. If your customer has to think in order to understand what
you’re saying, then you’re likely to lose the sale.

After you are done generating this list, take a longer break, say
an hour. When you look at it again, pick out a handful of the top
candidates, say 8 different ones. Feed them into the next step.
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That’s your ultimate criteria for having accomplished this step: 8
specific benefits, bullet points, or headlines which you believe could
serve as the main hook in order to attract attention.

6. Quantify Your Branding

Before actually putting your landing page in front of your exact
target audience, I highly recommend confirming whether your
message is clear, and whether it’s an attention grabber. You don’t
need to be putting it in front of your target audience just yet. It’s
enough to ask the general public, to voice their impressions of your
landing page.

Check if you’re understood

One of the most common issues I see on startup landing pages is
that it’s not clear what is being offered and who it’s meant for. In
my experience, over 70% of startup landing pages or homepages I
see suffer from this seemingly obvious conversion buster. Before
someone buys, they need to understand what you’re selling. In
order to give your idea fighting change, confirm your value propo-
sition is clear before you start driving traffic to the page.

There are two techniques to confirm you are saying what you think
you are, one manual and one automated.

Manual

The free way to is detailed in Tristan Kromer’s excellent blog post
Comprehension vs. Commitment. It’s a simple test we can do that
usually takes less than one hour:

• Write out our value proposition in 1-3 sentences.

https://grasshopperherder.com/comprehension-vs-commitment/
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• Show the value proposition to a participant for
a few moments, just enough for them to read it.
Then take it away.

• Ask them to explain the value proposition back to
us in their own words.

If the participant’s explanation is roughly comparable
to our own, we count that as a positive result. If not,
then it’s a negative. For this sort of test, we generally
want a sample size of about 20 people and a positive
conversion of about 80%.

Automated

The automated way to test for comprehension is very simple.

• Sign up for an account with FiveSecondTest.com.
• Upload an image with your landing page design or prototype

directly onto their site. It needs to contain your value propo-
sition.

• Ask the audience the question “What is being sold here and
who is it being sold to?”

Based on your responses, you should get a quantitative feel for
whether your landing page is saying what you think it is. Again,
at $25 per five second test, this is worth double checking before
you buy paid advertising.

Attracting attention systematically

One of the most interesting tools I’ve recently discovered is PickFu.
It’s a service which feeds you back statistics and textual feedback
from 100 or 50 people, in order to choose between two options:
phrases, images, etc. The statistics break down not only which
option was more popular, but how various segments have liked

http://www.fivesecondtest.com/
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option A vs. option B. The responder fills out a survey with some
demographic data, which option they liked more, and a short
blurb on why they found A or B more attractive. This split test
arrangement is currently unique to PickFu. It’s helpful if you want
to use basic statistics to guide your decisions based on structured
quantitative data.

Like Justin Wilcox’s approach, it sources these opinions from
Amazon Mechanical Turk (MT). Essentially, they have some kind of
automated way of submitting simple tasks as survey entries. People
who work on MT (affectionately calling themselves Turkers) fill
out the survey, which consists of questions like “do you like A or
B better?” and a few demographic details. Then PickFu aggregates
the data, and sends it back to you.

The audience is representative of a typical American market, so
you’ll have to think about how much that applies to your particular
segment. As a result, you get 50 answers within 20 minutes for $20.

This is a great example of rapid market testing. You can run a
number of these tests in one day in order to figure out which
concepts grab attention, tickle tastebuds, and leave people wanting
more.

The implications of PickFu are enormous. Essentially branding
becomes much easier to split test. If you can find out how people
react to a certain color or shape or logo or byline, you have a much
better chance of choosing something attractive.

PickFu helps figure out what will get attention. It helps creating an
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attractive offer. Ultimately, if you can create something unique and
powerful in the mind of your consumer, you’ll find it easy to get
attention.

The problem a lot of entrepreneurs face is that the evolutionarily
old parts of the brain have the “switch” when it comes to what’s
worth paying attention to. As increasing levels of noise affect all
consumers, it’s increasingly harder to attract enough attention in
order to have the chance to communicate a full message. The offer
is the key to effectively reaching your audience. PickFu helps you
package the offer into something that’s instantly attractive and
understandable for your audience.

Ultimately, the goal is to create an offer which identifies your exact
target audience so that they self-identify in a crowd. For example,
growth hacker Andrey Polston has a great example. He says that if
you want to sell high end guitars, you’ll best allocate your time and
efforts to advanced guitar players only. The only question is…how
do you find them? Just watch who buys packs of 100 guitar picks.
A newbie wouldn’t need that many, only someone who plays a lot
and often misplaces picks. You can use volume discounts on guitar
picks to identify who would be a good prospect for high-end guitars.
Figuring out what type of offer speaks to exactly the people you
want to reach and excludes everyone else is what you’re trying to
accomplish.

A quantitative branding tournament

Another application of PickFu is using it for branding decisions, the
way that Michael Gerber describes in “The E-Myth”. By choosing
a brand and a style that already evokes exactly the feelings and
associations that you want in your target market, you construct
a unique experience which can’t be found anywhere else. With
PickFu, you can test these associations out within minutes. In a few
hours, you can do a whole series of tests, pitting one set of options
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against another according to Tim Grahl. This works like a sports
tournament. The best idea emerges.

This pulls out the best or the best two of your many ideas, and
then you can test those more rigorously if you wish, for example
by buying paid traffic to them as full offers, in order to determine
which one of two is more commercially viable. This also means
that you don’t need to spend lots of money on getting down to
those first two. You can save quite a bit of both money and time on
testing. This is a great example of parallelization of work, in order
to get things done much faster than you could otherwise.

By putting in a good set of options, you’ll see which one works
best. Also, you might see variations based on the demographic
data of respondents. Pay the most attention to the ones who are in
your target demographic, if that’s relevant and if you have enough
observations.

In reality, PickFu’s most useful at identifying attractive offers–
quickly. What you’re looking for is big differences in declared
preferences. A 5% better response between A and B may be noise.
You want to find a 5x difference. This means that your message will
resonate much more with a consumer audience. You’re much more
likely to reach people if you use language and images they already
associate with your particular idea.
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Applying this in different contexts

The main pitfall of PickFu is that they’re aimed at consumers. If you
want to know more about a specific business audience, Pickfu won’t
work directly. In that case, you can still use it, as an approximation
to figure out what people find naturally “sticky”.

Business buyers are people too. The key rational motivations for
businesses buyers tend be one of these three: increase revenues,
cut costs, or reduce risks. Yet in order to make that pitch, you still
need to attract their attention and often appeal to their emotions.
It’s much easier to draw people in with words or images that
they already find naturally attractive and have positive associations
with, than not. You can use PickFu to test that out. Another
drawback is similar to that of using surveys. This can be potentially
misleading if you want to extrapolate sales from this. Even if a
PickFu favorite attracts more attention, it doesn’t mean you will
necessarily sell more. It’s a necessary, but not sufficient, condition.
Declared behavior isn’t the same as actual behavior. This is a
big problem with branding, traditional advertising and market
research. Just because people say they’ll be happy to buy something
often doesn’t mean that they actually will. As a result, you can’t be
certain that the declared results will directly correlate with sales.

Nonetheless, PickFu’s inexpensive and fast. If you want to put some
numbers to help you prioritize a list (of for example bullets), then
it’s a great first cut to weed out the more attractive options based
on consumer opinions.

Here’s how to apply this:

1. Browse over to pickfu.com
2. Sign up.
3. Run a survey comparing two different ways of positioning

your product idea.
4. After you get a feel for how it works, set up a tournament,

and pair off your ideas until a few winners emerge.
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Once you have your positioning and your headline options clear,
you’re ready to start selling. Test drive these winners in your actual
market, in a sales situation in order to determine actual prospect
behavior.

7. Pre-Sell Your Product Idea

Kickstarter.com, Indiegogo.com, and other crowdfunding platforms
have it exactly right. Why start trying to sell your product, only
after you’ve made it? Whether you put your product idea up there,
or on your own landing page, the principle is the same. Be bold.
Believe in your idea. And check whether people will buy. As a side-
effect, you don’t need to waste your time on fundraising for your
business, since you can fund it with revenues.

In short, it’s better to test the idea before building it. Build (or find)
a community first and help them guide you.

Most small businesses exist solely based on their ability to create or
contribute to existing communities. A relationship between a small
business and community members immediately differentiates the
business from ACME MegaCorp, LLC.

Having a community helps figure out your product message. When
pre-selling, you are essentially community building around an idea.
Ideally, your message will be immediately clear to your target
buyers, and it will differentiate you immediately from everyone
else you would be considered against. If not, you’re best off refining
the idea before building anything.

For your product, what’s the fastest possible way to confront
yourself with anything you are uncertain about? Write a product
description for a potential customer. And present it to a prospect
immediately afterwards. Now is the time to draft your landing page,
based on what you’ve come up with so far.

Writing a landing page forces you to answer the following question,
“What makes your product unique?” This is often the billion dollar
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question for tech startups. Although it’s difficult to plan precisely
what ends up being attractive, in retrospect products that take off
usually offer a large improvement over substitute products for a
specific group of people.

Despite the existence of blogging platforms and social media
for a number of years, Twitter took off because it had a very
simple concept: 140 characters. It makes the technology much
simpler to work with for the developers. It also gave users
a different experience - a return to the telegram. If you’ve
enjoyed creative writing before, it’s a return to the haiku. This
“new” writing form unleashed creativity in users.

If you’re in a pre-existing niche, take a look at what your competi-
tors say about themselves. Copy and paste the product descriptions
of your top 5 competitors from their websites. If you don’t know
who your competitors are, search a few relevant keywords on
Google. Find nominees for awards at an industry conference. That
takes 30 minutes to an hour, only if you’re really pernickety about
formatting.

Then write what you want to say in one page. That’s it.

What is your key message, i.e. the one that clearly makes you
different than everyone else? It’s devilishly difficult. What benefits
can you provide a prospect-from their point of view? Do you have
proof, or could you generate such proof quickly? Testimonials?
Quantitative evidence? Skip ahead to the chapter on landing pages
for a list of ideas which help bolster your argument, even at the
earliest stages of a new business.

Most importantly, you can create a landing page and promote
it without even having a product. Or writing a line of code. To
some extent you can say the same about all of the other action
items suggested. Ironically, it’s easier to do so without a product, as
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you aren’t locked into certain “mental grooves” which your product
has imposed on you. Writing it forces you to confront a number of
unknowns.

Once you are done writing the copy and laying it out visually, hook
up your “back end”, which you set up earlier. Again, the strictest
form of validation is a sale. If you are confident that you have a
good product idea for this particular target persona, hook up your
PayPal or Stripe account. If you don’t feel comfortable accepting
the money (as it does set certain expectations), return the money
to your customers. You can tell that that you’ll contact them later
once the product is ready.

Alternatively, you can just openly pre-sell the product. Say that it’s
not ready, but you’re already taking advance orders to help fund
the development of the product.

Otherwise, just pretend you’re going to sell the product. Simulate
checkout. At the last moment, say that you’re still working on the
product, and collect email addresses of people who are interested.
A quick and simple way to do this is Javelin.com-previously quick-
mvp.com.

Transcribe your top bullets as ads in your AdWords account. Fund
the account up to your moneybox, i.e. enough to complete one
iteration of testing. Give it a day or so, and then assess your results.

More importantly, if you can sell someone on your idea, even
though you don’t even have a product yet, you can be even more
sure that it’s a winning product concept. At that point, you know
how you will make money, even though you haven’t made that
much yet. Now your product development risk has been signifi-
cantly reduced.

http://www.javelin.com/
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Take Action Now

Just get started with step 1. Dig into your AdWords
account. The rest of your business will depend on how
well you satisfy that person’s needs.

No pressure! :D

Resources
http://www.cardinalpath.com/resources/tools/ppc-ad-testing-tool/

Metrics To Monitor

Be strict about the time it takes for you to launch a
business. As you can do all of the above in one day,
you will get feedback rapidly on what is actually a
viable business idea.

The key metric here is the total cycle time to test out one business
idea. You need to set a time-based target up front, so that you can
evaluate once you hit this deadline whether:

1. It’s working
2. If not, if this is likely to ever work
3. You want to move on to your next idea.
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It’s critical you decide this in advance, as it creates a framework
that gives you additional feedback. It’s not a test of your estimation
skills. It’s meant to give you additional information to confirm
whether you are capable of generating enough traffic and interest
in a particular idea.

This is worth also considering in the context of your “burn rate”, or
how much you burn per day and the implied number of days you
can afford to keep trying out new business ideas.

Key Takeaways

The process of launching a product in one day in-
cludes:

1. Be clear on your budget for experimentation,
choose appropriate keywords and research de-
mand

2. Choose and detail a persona with a problem
you want to solve

3. Set up your back end
4. Prioritize your sources of traffic
5. Brainstorm offers
6. Quantify the quality of your offers, their word-

ing, and their presentation
7. Create a landing page with a simple description

of your offer to start pre-selling your product



Clearing the Path to Your
Hungry Crowd

In the TV thriller Homeland, CIA agent Carrie Mathison traced two
suspected terrorists. They had bought a single family home with
funds pawned from a stolen diamond necklace. The house stood
near the Washington D.C. airport.

While at first unsure as to why they had bought a house, Carrie
realized that it could serve a darker purpose. From the roof, a sniper
could have a clear shot at a senior official disembarking from an
airplane. For example, the U.S. President. The terrorist cell could
strike at anything of high value within one mile. From the point
of view of the terrorists, a lone sniper could launch a surprise
attack. This ambush could alter all further political developments–
the course of history.

They didn’t need significant financial resources to achieve their
aims. All that was required from their side? A bit of foresight,
analysis, and a decent sniper rifle. They needed to be very focussed
on their target at all times. Ultimately, though, that attempted
attack was just the means to a greater end.
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While that is somewhat of a morbid example, it demonstrates that
being clear on who you are targeting, and more importantly why,
can be powerful. More so, if you have limited resources.

When you are entering a market, the best way forward is to decide
exactly who to target first. This clear audience focus feeds directly
into all of your further efforts. As you are dealing with a narrowly
defined group of people, they will be much easier to identify in
a crowd. They’ll be easier to reach. They’ll all have the problem
you’re trying to solve. And they’re much more likely to want your
product, if it addresses precisely that problem. If they are happy,
they are also likely to become repeat customers. After you’ve
successfully solved the first group’s problem, you can expand to
adjacent niches.

This all boils down the critical skill (for founders) of market
segmentation.

Faulty market segmentation schemes help to explain
the stunningly high rate of failure of new-product de-
velopment. Most companies define markets in terms
of product categories and demographics. We just don’t
live our lives in product categories or in demographics.
When companies segment markets this way they often
fail to connect with their customers. ³

Quite often, founders want to go after a really large market despite
having limited resources. By being strategic and choosing to limit
focus to the right sub-segment of people, they can significantly
increase their product’s chance of success.

It’s not just “segmenting” which matters, it’s segmenting in the
right way. The most powerful way to segment your audience is by
need. If you can identify an unmet need or a pain point common to
a particular type of person, you’ll be able to market to them very

³http://hbswk.hbs.edu/item/3374.html
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effectively. Even better, your insight into that unmet need gives
you a competitive advantage.

Copywriter Gary Halbert frequently liked to ask his students, “if
you and I both owned a hamburger stand and we were in a contest
to see who could sell the most hamburgers, what advantages
would you most like to have on your side to help you win?”
After significant turmoil, buzz, and multiple false answers, Halbert
countered that the only advantage he would want is a “starving
crowd.” ⁴ In other words–one with a clearly unmet need.

If you have a hungry crowd, they will buy anything put before
them. If you get your burger stand in front of a starving crowd,
it wouldn’t matter whether you have any pickles or how great
your meat is or what kind of buns you have or even what your
prices are… you’d still sell hamburgers like crazy. They aren’t very
discriminating. They will typically have enough money to make a
purchase. It doesn’t really matter what food you sell, as they will
be happy to buy anything they can eat.

This is an excellent basis for any further business ventures. As
long as they stay hungry enough to keep buying, and as long as
they remain financially capable of buying what you offer, you can
continue to sell more products.

In other words, the most important factor in your marketing success
is the quality of your prospects — how strongly they desire your
type of product. The right sub-segment will be the one where people
are most hungry for the benefits your type of product offers.

The key insight here? As the entrepreneur, deciding which sub-
segments you go after is critical.

While this decision doesn’t take that much time typically, in fact
it can result in disproportionately larger effectiveness of your
marketing efforts. By excluding those who aren’t interested, you
immediately “earn” a higher conversion rate, without changing

⁴http://www.thegaryhalbertletter.com/Newsletters/azkh_starving_crowd.htm
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anything in your advertising or on your website.

If you can slice your audience in terms of how hungry they are
for your product, you will make your first sale faster. After you
have established a stream of sales to that sub-niche you can market
your product to adjacent niches from your original list of potential
niches…except that now you will have experience, testimonials,
and happy customers driving referrals. With a higher conversion
rate, you rocket to the top of your (smaller) sub-niche. If you
combine this with other efforts, you achieve the status of Top Dog.
As #1 in this sub-niche, you can then focus on an adjacent niche–
but from a position of strength.

Put A Ring Around A Viable
Sub-Niche

As an entrepreneur, you increase the quality of your prospects by
DIS-qualifying them. This is particularly true if you are starting
with a very large group of potential prospects. The more rigorously
you try to identify the subgroup that is likely to respond to your
offer, the more likely you are to succeed–in getting that first sale. By
excluding people who are not particularly hungry for your product
idea, you increase the effectiveness of your marketing efforts.

To reiterate, one of the most important decisions you make is who
you don’t market to. By narrowing down from a mass market of
millions of people to say, recent purchasers of iPhones, you’re much
more likely to sell iPhone accessories, as there will be a greater
chance of finding a hungry market. In contrast, you probably won’t
be able to sell very many iPhone accessories to anyone who doesn’t
have an iPhone. How accurately you choose who you narrow down
your audience to will significantly affect how interested they will
be in what you offer.

By focussing on a smaller group of people, you often increase the
relevance of your message to those specific people. For example,
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think about how you would write an advertisement to a general fe-
male audience compared to first-time moms. They’ll have a unique
set of concerns and needs under those conditions. This additional
relevance often translates into a higher conversion rate with this
smaller sub-niche! The purpose of sub-niching is to improve your
conversion rate, which makes it easier to build a profitable business
around that particular audience.

The most common error I see among entrepreneurs when entering
a market is not being specific enough about the niche they want
to target. This wastes their two most valuable resources: time and
money. For example, my friend Corey asked the following question:

“I have been in the music marketing space for a while
now but have had little success. Very challenging to sell
stuff to people whose products barely make any money.
That said, as I go through every exercise - other than
using the AdWords Keyword Planner for determining
market viability - points me towards being involved
with music somehow (it resonates with me and I am
more than qualified to be in this space). As much as I
try to ignore it, it keeps coming back. The music niche
follows me around like a stray dog I flipped a piece of
steak to once upon a time. Before I feel I can move on,
I REALLY need help determining if any music-related
business is a market that is worth pursuing. Whether
it’s helping artists, labels, or any other music related
business. I am skeptical that this is a good market that I
can make 6-7 figures plus in but perhaps I am doing
something wrong or maybe it is my head trash. Are
there other ways to determine the viability of a market?
There are many books on the subject on Amazon. Also,
I do know of one person who is making 7 figures in this
space so I know it is working for someone. And there
are TONS of do-it-yourself musicians out there. I just
need some concrete evidence so that I know once and
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for all before investing more time into it. I am really
stuck here. Paralyzed kind of stuck. Ugh… not sure what
to do and not sure what other niche I can serve. Need
to re-think this. Thinking that maybe I should put this
idea to the side for now and start looking for another
niche to serve.”

In one sense, music itself is very difficult to sell, if most of the target
audience doesn’t expect to pay for it. It can be streamed online
for example. Not only that, truly dedicated fans will do a lot of
promotional work for free, for example by building comprehensive
yet unofficial websites or social media fan pages glorifying their
idols. In that context, it’s difficult to come up with a sensible angle
when serving musicians.

I told Corey, “You need to ask yourself what would get you unstuck?
What characteristics would a niche have to have in order to make
it feel like you naturally want to proceed? “Music” is a very wide
umbrella term. No wonder you feel overwhelmed. My experience
happens to be in financial tech. If I were to think about the “finance”
industry which would be analagous to your “music” industry,
finance refers to everything from pawn shops to investment funds.
If you can unpack this vague notion into specific subgroups of
people, it will be much easier to think about each group’s needs.”

Corey replied,

What would get me unstuck is identifying a music-
related niche with bleeding neck and some cash. :) I hate
to get out of the niche since I have a ton of credibility
and experience built up around it. To break it down
further here are some subcategories (off the top of my
head):

• Musicians (beat that one to death already)
• Labels
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• Musician support companies (instruments, marketing ser-
vices, studios, management, PR, venues, education, distribu-
tion, live services, legal, data, merchandise manufacturers, e-
commerce, ???)

• Music publishing companies
• Music education (note: I’ve been noticing a lot of these

universities/tech schools have some HUGE cost-per-clicks on
AdWords)

Hmmmm… You have me thinking.

Ask yourself, “What would be the fastest and most effective way to
qualify/dis-qualify each of these sectors?” Music, as free content, is
just a “gateway drug” for upsells of merchandise, events, etc. There
are lots of entrepreneurially-minded people still making money in
the music business. They just don’t sell music.

Breaking down big lumps of people into smaller, more manageable,
chunks helps to focus your attention on specific subgroups of
people.

The Financial Value of Having A
Clear Audience Focus

Let’s say you just finished medical school. Your goal is to make
a lot of money. You’ve heard cardiology is a good option, because
open heart surgery pays well. Also, senior citizens are increasing in
number, and they tend to have money. You consider the following
options:

1. A generalist serving everyone
2. A cardiologist serving everyone
3. A generalist serving post-menopausal women
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4. A cardiologist serving post-menopausal women

At first glance they look roughly the same from your point of view.
You might do a little bit more of this or that, but essentially it’s all
medicine, so it doesn’t make that much of a difference to you since
you’re motivated primarily by feeding your family. Notice that in
the above list, we’re varying the type of product/service and the
type of market, by going from specific to general.

Now look at it from the customer’s side. You’re a well-off, silver-
haired dame. You occasionally have a bit of heart trouble. Recently
you’ve been getting really bad headaches. When you measure your
blood pressure with a home monitor, it seems your blood pressure
jumps significantly a few times a day. This corresponds with your
headaches. Which of the above doctor types would you want to
visit, given that you have money? Who would you be willing to
pay the most? Clearly option 4 would be most attractive.

This analogy holds when looking at earnings of doctors. Higher
specialization and higher segment focus increases profitability. The
cardiologist needs to get some extra qualifications, but that means
that they can do more specialized work which costs more. The
generalist focussed on post-menopausal women will not only be
aware of the typical issues and problem these patients tend to have,
she/he will find it much easier to reach and market to them. Not
only that, if he’s any good, word of mouth will lock in a much
lower customer acquisition cost within the niche, than if he took
the scattershot approach of option 1. So the best option is #4. You
both match your “product type” and sub-niche your audience.

If you aren’t already in a market or actively selling a product, it’s
difficult for an early stage entrepreneur to figure out how to narrow
down both the product and the market so that they fit each other.
In order for this to work, the market/niche ideally has a high built-
in need for the product you provide. While maybe not desperate,
they are delighted to find your product. The problem it solves has
definitely been on their mind. It might even be something they’re
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quite passionate about, feeling either intense desire or a very strong
disgust with a problem they have.

Identify Your Early Adopters with
DIS-qualification

It’s time to revisit that persona you created earlier. Now ask
yourself: is there a clear persona who might be interested in this
product? For some product ideas, it’s very clear who will want to
use it. If there isn’t, the idea is probably still not refined enough to
consider entering the market. This decision is crucial to your later
customer acquisition costs. If you don’t know who you’re trying to
reach, you’re much more likely to spend time and money with very
little to show for it. You just need to be clear on who will be very
excited hearing about your product at this stage.

If you have a friend who is exactly like your expected early adopters,
speak with him or her. This is crucial. Ask why. “Why is that?” If
you have a good product idea, they will light up with enthusiasm
and excitement. If not, the product idea’s not worth pursuing in its
current form, or it’s just a bad idea. If you have too many ideas,
then that’s probably a sign that you should drop this one for the
time being. Treat this discussion as an opportunity to find out more
about:

1. His/her needs, which your product will address
2. How to describe the product so that it’s attractive to your

target market
3. How to reach similar people by asking what media your

friend consumes or events he attends

At this stage, your primary aim should be to identify what type of
product you can sell, for how much, and whether anyone would
be willing to actually pay for your solution. There are lots of ideas
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which sound great to owner-founders, but have limited commercial
appeal. In these initial conversations, your goal is to evaluate
whether any intent to buy exists.

By getting clear about your early adopters, you are saying “no”
to unattractive prospects. Chasing after prospects who don’t care
about your product idea guarantees you will be wasting your time.
By disqualifying everyone who won’t be interested in your product
idea, you’ll find your time and money well spent chasing after a
narrow niche of potential buyers.

If you don’t know anyone who might be interested in this product,
that’s worth noting in and of itself. While it’s definitely possible
to build successful businesses around markets you aren’t familiar
with, you will need to give yourself even more time to acquaint
yourself with them.

Ultimately, you want to build a systematic way of accessing your
market. If you can’t even think of how to reach your ideal prospect,
then think of a different segment which might be interested in your
product idea. You may be limited to paid advertising only if you
don’t know who fits your requirements.

How to Choose a Beachhead
Audience

In his ground-breaking book on high-tech marketing Crossing the
Chasm, Geoffrey Moore draws an analogy between entering a new
market and the strategy used by the Allies to enter a continental
Europe occupied by Hitler’s forces. D-Day was a monumental
effort, where the Allies chose a specific point on the coastline where
they could land en masse, capture it, and then use this beachhead
as a base to enter Nazi Germany as quickly as possible. In effect,
they had chosen a particular beachhead which was attractive as a
strategic point. It also allowed them to make a meaningful dent
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in the overall effort, as capturing this bit of land in Normandy
meant that they could enter Northern France, and capture adjacent
territory.

When going after a new market, you are looking for a beachhead
audience which is very acutely aware of the problem you are trying
to solve and very willing to work with you, despite your not having
the most mature product yet. Once you establish a good reputation
serving this niche, you can expand comfortably to adjacent niches–
already running a profitable business.

Alternatively, you can leverage the “halo effect” you generate in
the same niche to sell more products (including more expensive
ones) to the same audience. Halo effect is a marketing term which
relates to harvesting a good relationship with your brand, or “brand
equity”. It directly impacts your profitability because of repeat
purchases. If someone buys from you, and has a positive experience,
they are much more likely to buy from you again later. If someone
buys from you again, you don’t have to pay any more to acquire
that customer. You earn more profit. More importantly, even if you
don’t have a product yet, keeping halo effect in mind affects your
product planning. It’s critical when you are dealing with a new
niche. Stay small and specific, as it’s much easier to sell something
like that. In practice, you are best off by solving a minuscule
problem for your customer first. Once you do that, you are typically
seen as trustworthy. Often this trust spills over into unrelated
areas. This is particularly clear when selling services. For example,
direct marketer Dan Kennedy supercharged an entrepreneur’s sales
process. Immediately afterwards, his client asked for marital advice.
His consulting client was also struggling with his marriage. In my
opinion, making sales and having a happy marriage are unrelated
skill sets. Moreover, this was a particularly ironic query. Dan had
survived through many divorces already. While he was excellent at
marketing, he was one of the worst people possible to help save a
marriage. Don’t get ahead of yourself. Verify whether the problem
exists and whether someone is willing to pay for it. First solve a
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small problem, make customers happy, and then take advantage of
the halo effect. You only pay for customer acquisition once, so it’s
much easier to be profitable with this slightly longer-term view.

When choosing an initial audience, you’re always going to be
balancing 3 things:

1. How many such people can you reach? (Reach)
2. How relevant the traffic is from a particular traffic source, i.e.

what percent are actually your ideal persona? (Relevance)
3. How well their needs map onto what you can provide (Your

Strengths)

1. What’s most important to you? What’s
not?

Before you dive deep into the market and demand, figure out your
own preferences. Establish your list of criteria. This should take into
account your own and your co-founder team’s strengths, interests,
and experience.

If you aren’t sure about what your team’s strengths are, take a self-
evaluation test. These provide very useful feedback generated by
comparing your answers to the average answers given. This way
you identify how you are unique and special, so that it becomes
much easier to stand out. This gets you in a place where it’s easy
for you to outperform. Tests like this to consider taking include:
StrengthsFinder 2.0 by the Gallup organization, Perry Marshall’s
MarketingDNA Test, or the Kolbe Test to figure out how you
accomplish goals. There are others, however for the purposes of
figuring out what product type will build on your natural strengths,
this is a good start.

Think about it this way: if you were going to spend the next 10
years of your life doing something, would you consider this idea
an attractive option? Would you enjoy it? If you do succeed with a



Clearing the Path to Your Hungry Crowd 88

particular idea, that’s what will happen. If you know, even before
you get started that you aren’t interested in selling cat tooth floss to
rabid grannies, why would you waste any more time considering
it? This long-term perspective helps to make decisions much more
effectively, because you can accomplish much more than you think
in that time frame with focussed effort.

A good example of really being specific happened to me when
we were buying our first apartment. I had made a list of 47
characteristics of my ideal place to live earlier when I was renting.
This required being really clear about what I wanted, what I didn’t
want, and what I was willing to accept. Once my wife and I were
ready to buy, I tweaked this list slightly. For example, I personally
don’t like living in a loud area, such as on a loud street. While I was
willing to be more flexible when renting, I knew that average street
noise levels can’t be changed in a bought apartment. Armed with
this list of requirements, we put in a few offers. Amazingly, the one
we decided to buy was consistent with every single criterion I had
originally written down. I found what I wanted only because I was
really clear on what I wanted.

When selecting a new product idea, the length of time you spend
should be comparable to the decision to live somewhere if it’s
successful. This decision will influence who you spend time with,
where you work, what you do, who your clients are, and a number
of other factors.

Within these requirements, clarify what you absolutely must have
in your product idea, and what’s just a “nice to have.” If you
make everything a must-have, you don’t have any priorities since
everything is a priority. It’s likely you’ll lock up if you have too
many requirements. Worse, it’s likely some of the requirements will
be conflicting.

If you simply note down the nice-to-haves you’ll be content if you
achieve them. Just don’t get hung up on a specific outcome and
throw a tantrum like a teenager.
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Once you list all of your requirements, consider what you don’t
want. Make a list of those anti-requirements. Then flip them, to
the opposite. Reword them as the positive form of not having the
negative. So in my case if I didn’t want to live on a noisy street,
the opposite would be living on a quiet street. This way your
requirements are phrased as positive statements of what you want
to accomplish with your new product. It’s better to focus your
attention on what you want, rather than on what you don’t want.
Thinking about what you don’t want causes you to endlessly think
and visualize it, which ultimately makes it more likely you’ll get
exactly what you don’t want.

You are more likely to respond to positive motivation. If someone
says to not think about flying pink elephants, what do you think
about? Most people immediately visualize a flying pink elephant.

While you can’t know everything up front, it’s good to keep a
running tally of your product evaluation criteria. As you try new
product ideas and as you gain experience (regardless of whether it’s
within a day or over 25 years) you can add to or change this list of
criteria. It doesn’t need to be perfect. You can learn as you go.

By going through this process, you are trying to figure out your
core competencies as an individual, product team, or company. It’s
necessarily a highly reflective process, in order to pull out the gems
from the dirt. If you build on your strengths, as opposed to try
making up for weaknesses, you quickly move to the top of the
heap where those strengths are important. By virtue of contrast,
you stand out. You draw attention, simply because you’re really
good at what you do.

In addition to your own self-analysis, it’s important to locate
the ideas in your current business context. In particular, what
competitors are there, what they are they doing, and how you
expect them to respond. If there is already a competitor that is
very efficient and stresses speed as their Unique Selling Proposition
(USP) to your target customers, you’ll be better off choosing either
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a different USP, or choosing a different niche altogether.

2. High expected growth better than big
markets for new products

When starting a new business founders don’t consider industry
growth. Big oversight. While it might not seem like a big deal, once
you establish your company and enter a niche successfully, you
will only be able to grow your own sales by stealing sales from
competitors. If the market you enter is flat, or worse, declining,
you will be forced to work very hard to make sales. It will also
be impossible to change in the future. The best moment to check
this is right at the beginning.

While the details will vary widely based on exactly what idea
you are considering, industry growth is a critical factor for new
business success. For example, according to The Illusions of En-
trepreneurship by Scott Shane, “…between 1982 and 2002, start-
ups in the software industry were 608 times more likely than
start-ups in the restaurant industry to become one of the 500
fastest growing private companies in the United States—608
times more likely!” Purely based on what niche you choose, you
will significantly stack the odds of success in your favor. The same
is true at a lower level, i.e. within software, there are significant
variations of demand for types of software. By picking the right
niche, you invest 100% of your time and energy into a sector that is
likely to give you a high positive payoff.

Richard Koch, author of the 80/20 Principle and the Star Principle,
suggests that typically only 1 in 20 companies in an industry are
“star companies”. Star companies are characterized by rapid sales
growth and a #1 position in their niche. While you can’t be certain
of establishing a market leading position in your niche, you should
be able to establish whether you’re entering a growing market.

Think about it from the point of view a venture capitalist invest-
ment portfolio. Only a handful of tech companies which VCs invest



Clearing the Path to Your Hungry Crowd 91

in become the high growth stars like Google or Facebook. If that’s
the case, you will find it much easier to build a company with high
sales growth if demand is growing at a rapid pace. In fact, the high
growth in demand is a precondition to outsized VC returns.

Once you’ve whittled down your list of potential audiences this
way, you get rid of niches which aren’t in industries with exploding
sales growth.

Alternatively, you can use Google Trends to explore relevant key-
words for the niche, and compare it to the growth of analogous
companies. For example, how do searches for Facebook compare
against searches for mobile platforms like iPhone and Android?

Assuming you’re dealing with an established niche: look for high
demand growth within that niche. For example, even though the
auto industry isn’t doing that well, startups selling technologies to
the car industry may be experiencing explosive growth.

As a rule of thumb, if a niche isn’t growing at least 10% annually
it’s not likely to ever become a high growth niche. Or at least it’s
arguably not worth investing in it until it becomes a high growth
niche. You don’t want to be a technology missionary, if you want
to build a business.

This helps you focus all of your resources into an area that will
naturally float upwards to success, based on the strength of demand
growth. It significantly reduces your risk. As soon as you start
selling, assuming you have the pricing right, you also have more
revenue which helps you bootstrap your product idea without
requiring venture funding.

If you’re looking at a new product type, look at search trends on
search engines. Search engine traffic is generally considered a good
proxy of buying intent, demand, and ability to pay. As mentioned
before, over 80% of consumers will do a bit of Googling before
buying something. By choosing to focus time only in high growth
niches, you’re much more likely to turn a product into a massive
success on the back of a growing market.
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That will typically whittle your list down into a much shorter one.

High industry growth will lead to high sales growth. Not only is
sales growth more fun, it’s also the core of building your own
business. This top line will then allow you to bear costs, in order to
fulfill demand. Whether that’s building a product, customer service,
or buying advertising to get more customers, you’ll be much better
placed with a high growth company.

It’s also not that important how big your market is right now. Most
likely, you will be addressing early adopters only. You can’t be sure
what the size of the full market will be, once the average user starts
getting interested in your product type. This will also depend on
adjacent niches and emerging opportunities which you can’t really
forecast that effectively. Refer to the section on disqualifying your
prospects.

If your market definition is too big or wide, it’s quite possible
you haven’t niched down enough. It will be difficult to market
effectively. Remember that a common unmet need is the most
important characteristic of an effective sub-niche.

3. Do they feel pain?

As you’ve selected a particular target group of people, are they
currently in pain? Are they unhappy enough with their current
state, that they would be willing to spend money? Alternatively,
would they be willing to get off their couch, turn off the TV, and
take a specific action in order to address their pain?

In fact, you’re looking for “early adopters”. Early adopters, as
coined by Geoffrey Moore, are visionaries who follow technology
in order to achieve big business gains, the 10x opportunities. They
are the most attractive niche for you to pursue first. They will take
risks. They have money to spend. But be aware, that they are often
hard to please because they want your product to fulfill their dream,
to end their pain, to help them improve their life.
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In short, these early adopters:

• Have the problem you think they have
• Know they have the problem
• Tried to solve the problem themselves
• Looked for a solution themselves
• (most importantly if you are completely starting out) Have

already put budget behind solving the problem, and probably
purchased a number of alternative products

These five criteria help you disqualify inappropriate prospects. If
anyone isn’t really in enough pain to be willing to spend money,
then it’s better for you to not listen to their opinion(s).

Steve Blank summarizes:

[Early adopters] will stick with you through good and
bad because they share your vision. In reality [early
adopters] are now part of your team. If you’re selling
to a business, your [early adopters] will end up using
your slides and metrics to help sell your product inside
their own company! This means [early adopters], partic-
ularly in corporations, will be buying into your entire
vision, not just your first product release.

The reason you want to stick only with the early adopters is because
it will be easier to keep your wish list of product features short.
If you talk to anyone who might be vaguely interested in your
product, you’ll be struggling underneath a long list of features that
you need to keep adding, just in order to keep up. In contrast, all
you really want to identify at this stage is a short list of features
which you can sell thousands of times to your early adopters. You
want early adopters who buy into your vision. They will help you
spread the word if you can make them happy enough with your
product.

http://steveblank.com/2010/03/04/perfection-by-subtraction-the-minimum-feature-set/
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To some extent, a helpful distinction is the whether or not your
product idea is presented to early adopters as a “vitamin” or an
“aspirin.” If it’s the latter, you’re much more likely to sell a prospect.
They are already motivated to buy, they’re only looking for the
right solution. If they already have a headache, you’ll be in a much
better position to sell.

In contrast, if you are selling a metaphorical vitamin, you will
constantly need to educate your client. At this point, you will be
spending a lot of resources on servicing this type of client. Even
assuming that he/she consumes your educational content, at best
it will be like trying to get kids to eat chocolate-covered broccoli.
Ultimately, it’s still broccoli, even if it’s in an attractive package.

Often you will find that a subset of the broad “vitamin” market
are actually just people who are starting to think about prevention,
even though they actually need an aspirin. In that case, refocusing
your efforts on the demanding “aspirin” seekers who are in pain will
be an excellent use of your time. Anecdotally, according to Perry
Marshall, this can translate into a 16x difference in profitability.

4. Can you reach them?

Another major consideration in starting a new businesses nowa-
days is how easily you can reach your intended audience at scale. If
you don’t already have access to an audience of people who would
potentially be interested in your product, you will have a hard time
building a business around it. At the level of screening product
ideas, you will be better off if you prioritize those ideas where you
already have access to your audience.

If you don’t have the budget for PPC, or you don’t think it’s a good
idea for other reasons, try another source of idea validation traffic
from the list below.
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Relevant friends and contacts

Talk to 3-5 of your friends who you suspect would be interested
in using such a product. A phone call is fine. An in person meeting
over coffee or a beer is even better, as long as you can get them done
quickly. If you have an ideal audience you want to pursue, confirm
those friends are participants in that market first. Explore the top
issues or challenges they face. Ask them qualifying questions, such
as “are you currently struggling with X”? Ask them about their
problems or frustrations with what’s currently available.

If you only have a product idea, ask them whether they think
something like your product idea could help them address their
problems. Ask them to be honest. Do not ask them if they would buy
it. Not only is it awkward if the answer is no, they’re likely to say
yes without meaning it. In other words, you won’t get any valuable
information anyway. If you don’t personally know of anyone in
that particular market, move on to one of the other sources.

Bing Search Ads

Between Google and Bing, Bing is often a cheaper source of
keyword-segmented and targeted traffic. You can craft messages
to put in front of very tightly niched audiences. Often they will
be actively searching for a solution, already feeling the pain their
problem causes.

Compared to Google, Bing has fewer hurdles for you to clear. They
allow you to do more as an advertiser.

It is a slightly different audience though. Consider that the most
common Bing users are the ones who don’t move away from the
Windows defaults of Internet Explorer. On average, they tend to
be more mainstream and less tech-savvy. As a result, if you are
launching a new technology, it’s unlikely ýou’ll find early adopters
here.
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Google Search AdWords (click-to-call or direct traffic
to the landing page)

Google is the next best option, particularly if you are targeting tech
early adopters with your first offering. In addition to having decent
free tools to help you get going quickly, Google has a majority of
market share of the search engine advertising market. There is more
traffic available there, if you are struggling to get enough traffic on
Bing.

The main downside of Google is that they have significant require-
ments for landing page setup (see the quality score aside above). As
a result, if you are using Google as a traffic source, be prepared to
go through a number of iterations until you get a decent flow of
traffic from them.

One way around that is Google’s click-to-call traffic. People using
mobile phones to search for specific keywords. They see ads with
displayed phone numbers. These numbers are automatically dialed
on the phone, instead of browsing through to a website. For the
purposes of validation and sourcing customer interviews, this is a
decent place to look.

Cold calling and emailing

The biggest benefit of using outbound cold calling is that you can
rapidly get a lot of information on the phone. Cold calling involves
ringing up total strangers who may be your prospects, and engaging
them in a conversation. Cold emailing is the same, except over
email. You can call many people in a short time frame. You also
get additional information based on their voice tone, and how they
interact with you.

Outbound cold calling requires little setup time, just a lot of
persistence and a steady stream of leads. You can use LinkedIn on
the business side, or Facebook on the consumer side in order to
identify people who seem like your target persona.
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Particularly on the business side, you can niche down to specific
people. It’s often enough to call the main phone number at a
business, and then ask for a specific person. Depending on whom
you want to reach, it can be quite easy or difficult. Generally
speaking, getting senior managers, marketing, and HR people (es-
sentially anyone externally facing) isn’t that hard. For more junior
professionals, you may need to provide them with something they
value. If you want to get a larger number of leads, you can hire a
virtual assistant to trawl through the web and feed you with leads.

For consumers, in order to avoid being accused of stalking, you
can combine certain elements of “opt-in hand raising” in order to
get more qualified leads. For example, you can post classified ads
which might be relevant for your chosen niche.

Cold calling is a numbers game. Be prepared that only a certain
percentage of people will be willing to speak with you. A lot will
depend on how you initiate the conversation and how confident
you sound. If you’re just validating a product idea, this might be
a bit tough. Try to interview people about their problems before
pitching them anything.

An alternative to cold calling is writing a few short template emails
that you send to a larger number of people. This will mean that
you can test what people respond to. This approach requires finding
enough email or social media messaging contacts, so that it’s worth
your while.

In general, you want to keep the initial contact short, and then only
engage with the people who respond. If no-one responds, you can
keep trying to tweak the message content; however, this may mean
that your idea is not a particularly good one.

Also, unlike calling, emails are asynchronous. The people who do
get back to you will do so when convenient to them. This may feel
less aggressive than cold calling, but nonetheless could come across
as spammy. Relevance, and to a lesser extent being interesting,
is critical to making this work. You’ll know when you have your
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prospects’ attention.

A good tool to automate personalized email outreach if you use
gmail as your mail client is streak.com. They provide templates and
open tracking, so that you can customize a template and send a
similar email to a number of people, while customizing each one.

Find where groups of your target audience meet and
go there physically

Discussions over coffee or beer can give you a lot of insight into
why your persona wants what he does. Meetup.com is a great
resource for you to check out any communities where your target
personas congregate. There may be similar websites which already
serve as community hubs in your area.

While geography is irrelevant online, talking in person with rele-
vant prospects is very productive at the early stages of a business.

Alternatively, for certain audiences it’s best to just pay a visit
to places where they are known to congregate. One early stage
entrepreneur I knew was having trouble reaching the blind, as
prospects. He wanted to learn more about their typical struggles
and problems–so that he could then figure out what to build. By
visiting a school for the blind, he immediately had many prospects
to interview. Often the simplest solutions are the best ones.

In many cases, having access to potential customers will be a
natural competitive advantage you already have, which your com-
petitors don’t. It will also mean you’ll get to revenue faster, if
you have ready access to the target segment which you think will
find your product attractive. Given that information overload has
rendered push-based marketing less effective, if you already have
pre-existing relationships within your target segment, you’ll be able
to hone your marketing message much faster-based on first sales or
discussions with prospects about their needs.
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5. Unclear market structure

Markets that are fragmented are often easier to enter into. If there
are many players already, the target customers aren’t aware of
the differences among them. For any given niches, the average
consumer won’t be able to recall more than 3 products in that niche.
For example, how many different types of toothpaste can you list
from memory?

In contrast, a large player within a market already has many
competitive advantages in head-butting competitions with startups.
Name recognition and brand is a powerful deterrent to entry. As a
rule of thumb suggested by William Davidow of Mohr Davidow
Ventures, any company with over 30% market share will give it
market power. This market power translates into the ability to
charge higher prices. At 30% market share, a competitor will have
enough influence on the market, that they can move prices or
change the competitive landscape quickly. They can weather a war
of attrition. If you’re a startup, you can’t.

At the extreme (100% market share), you have monopolists. 30% is
just a taste of what a monopolist can do.

For example, one of the reasons Jeff Bezos chose books as the first
market he wanted to enter into in the early days of amazon.com?
Attractive market structure. Bezos quipped, “books were a different
story, with some 4,200 U.S. publishers. The two biggest booksellers,
Barnes & Noble and Borders Group Inc., each [accounted] for less
than 12% of total book sales. ‘There aren’t any 800-pound gorillas in
bookselling,’ Mr. Bezos says.” Today, he runs the 800 pound gorilla in
books, with about a 50% market share for books sold online (that’s
ebooks and printed books sold via the Internet).

One way to get around this for a startup is to look for adjacent
markets where there aren’t any big players yet, or at least where
no player has a significant market share. So for example, while
you might not be able to start a car manufacturing company, you

http://www.wsj.com/articles/SB832204437381952500
http://www.digitalbookworld.com/2013/is-amazon-invincible/
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may be able to provide an attractive new part or software (such as
navigation for driverless cars) to the car industry.

Other considerations

Beyond the above considerations, there are likely to be consid-
erations specific to you or the types of product ideas you want
to pursue. Examples can include things like regulatory difficulty
for medical devices, legal risk, shipping costs, or ease of access to
inputs.

Depending on how flexible you are about the type of product you
want to offer, it’s worth asking yourself whether your prospects
have money to spend. If you are open to providing a product at any
price point, you may be able to create a cheap enough option that
can be purchased as an impulse buy by a large number of people.

What Your Prospects Know That You
Don’t (But Need to Before
Launching)

If you could only do one thing before you launch, what would it
be? I know what I would do.

It’s simple. It takes a few hours tops, to make it worthwhile. It’s
inexpensive, affordable even for a threadbare sofa entrepreneur.

Talking with your customers gives you the following:

• You easily create a product or service which actually appeals
to your chosen prospects.

• You describe it in language which resonates with your audi-
ence.
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• You prevent wasting time on counterproductive work (which
you can’t know about without actually doing this first), both
in your business processes and in any software you might
build.

• You make it much easier for people to buy what they already
want (cha ching!)

• Your customers immediately understand your product, which
means they’re more likely to buy it, get excited, and promote
it afterwards

• Your product’s good reputation explodes naturally
• You keep your whole team aligned around the customers’

needs

Talk to your prospects. Intentionally don’t sell them. Just learn
about their problems. How they live. How they buy. That’s it.

People like to buy, they hate being sold to. If you can engineer your
whole sales and marketing process so that it’s pleasant, engaging,
and persuasive, you will have all of the above. You just need to ask.
At the right time. In the right way.

Oh yeah, you’ll also have a sales process that scales rapidly.

Seems like a big gains for so little work. High impact. Low effort.

While selling things online has many benefits, one of the key
challenges comes from the layer of abstraction introduced between
you and your prospects. The decision to buy is made by real flesh,
blood, and bones people. The more you know about them, the more
you will be able to establish a meaningful connection with them.
This is especially critical for you, if you’re hoping to sell to a new
group of people, one you’ve never approached before.

The single most critical question to ask your
early adopters

Once you have decided on a particular target audience you want to
reach there is only one question you need to ask your prospects at
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first. Market researcher Glenn Livingston pioneered the following
approach online. It works particularly well when entering a new
market. For example, it’s a good open-ended question for early
customer development interviews. You can speak to prospects in
person or put the question in a survey. Either way, this question will
help you focus your later efforts. It identifies the problem you’re
solving:

What is your biggest challenge with X?

Of course, “X” in this case is the general problem area which you
want to address with your product or idea. Right after you answer
that question–listen. All ears. By asking many prospects, you’ll
typically see that a pattern emerges in the answers you hear.

For example, I was working with a team to perform customer
development for a product idea aimed at young parents. Parents
with children in the age range of 0-4 had a wide variety of
challenges related to their parenting. Parents with older kids were
only interested in their kids’ performance at school. It was shocking
how consistent this answer was to such an open-ended question.

This is useful because it helps you confirm a psychographic niche
exists. Based on your criteria, you’ve chosen a group of people who
you think have a specific problem. If your chosen provides varied
answers to this question, reject your problem hypothesis.

It’s unworkable. It’s too wide. It needs to be refined. If you go out
and speak to prospects based on a narrower definition of your target
niche, you’re likely to find greater consistency in the answers. If not,
keep refining.

Other questions to pose

When you’re introducing a new product, here is what you want to
know about your prospects:
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1. What kind of products or services do you buy when dealing
with problem X?

2. What is your biggest challenge related to problem X?
3. What trends do you see (in your own industry for a B2B

prospect)? Which ones are relevant to you?
4. What criteria do you or would you use to buy (a solution

similar to the one you’re thinking of creating)?
5. Is there anything that would keep you from buying?
6. Have you ever bought X before? If so, when? How was that

experience?
7. What would you or did you type into Google when searching

for information about problem X?
8. What media do you follow? (this is gold, when figuring out a

launch promotion strategy)

Instead, you want to speak with people. Meeting with someone is
better than calling them, which is better than writing them a letter,
which is better than sending them a text.

If you’re speaking to someone, you can dig deeper. Ask a follow-
up question, when you hear their voice quiver. Find out about an
objection you hadn’t considered. Imagine yourself walking in their
shoes.

How This Can Be Used

If you are concerned that you’re in a market where there isn’t
enough interest in buying, for example, because the internet pro-
vides a lot of information for free…read on. If you speak to enough
prospects, you can find out what triggers them to buy anyway.

For many years, I had struggled with my weight. The usual yo-yo
very much applied, with the tendency to bounce up higher each
time. Over the years, it got increasingly worse. At my worst point,
I’d hit 119 kg (262 lbs), which for my height was almost obese.
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For the first time in my life, I had trouble walking up stairs. I’d
lose my breath, and have to stop. It was probably one of the most
embarrassing states I’d ever driven myself to.

At this lowest point, I didn’t have very much money, so I wasn’t
really ready to go buy the latest, greatest, fanciest gadgets to lose
weight. I didn’t want to buy anything. At some level, the problem
was simple: increase calories in, decrease calories out.

Yet if it was that simple, why was obesity becoming a national
health problem in the US and around the world? Reality was a bit
more subtle. I knew, though, that I had a tendency to eat more when
I was stressed out about something, and that was what causing me
to eat much more than I needed to. I just didn’t notice or enjoy the
food on my plate, while wolfing down multiple helpings.

I spent days browsing the Internet, hoping to find useful tips and
to keep myself motivated. In a weird way, the anonymous Internet
was my most comforting friend in this difficult challenge. I turned
to browsing forums, articles, and other websites for ideas and
guidance. This certainly got me started.

Yet, I reached a point where I had found all of the major free
resources available, and still wanted more. It had all started sound-
ing the same; moreover, a lot of the advice conflicted. Even the
scientific studies produced inconsistent results. One study says you
eat should tomatoes. Another other says not to. I’d successfully
started implementing changes in my life: changing my diet, signing
up to a gym, started hobbling (others would call it jogging), yet I
wanted to get even more specific tactical suggestions about weight
loss, particularly the emotional side of eating.

Despite not really being able to even afford it, I figured out how to
scrounge together enough money to get me over the hump. Because
of the proof they provided of their effectiveness, I craved the more
expensive information products written by true experts. I craved
certainty, and figured out how to afford it, because I was dedicated
to my goal.
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At that point, I started buying. Books and ebooks, no matter the
cost, I wanted the best I could possibly afford. I was ready to do
it this time. Lose weight once and for all. Self-help books. Exercise
science books. Running books. Dieting books. Information products
like recordings. Advice from experts. The more I bought and read,
the more momentum I created towards my goal of getting down to
a normal weight. I wanted to feel good about myself again.

Fortunately, this story has a happy ending. My good habits helped
me not only lose the excess weight, but keep it off permanently. I
reached my target weight of 80kg. Over a period of about 2 years,
my excess fat melted away. The habits I’d put in place took me
down to 72kg at one point. Statistically, keeping off the weight for
over 5 years happens to less than 6% of dieters. I was in that lucky
(read: healthily obsessed) crowd.

What does this mean for you, given that you’re launching a
product? If you’re creating a product, create one that is targeted at
a group of people actively taking action to overcome their problem.
They will want your help and advice, and be willing to pay for it.

More interestingly, if someone is actively fighting to achieve a
goal, it’s quite likely that they will look for much more than one
book or product on that topic. In most markets, according to Glenn
Livingston, there is always a handful of people who buy everything
available.

This includes not only your direct competitors, but a also a host
of related products. After scouring the Internet, I bought cheap
books. Then I bought expensive ebooks online. Then I bought
audio products online. I bought running shoes. I bought gym
memberships. I entered road races. Just because you only sell one of
many possible solutions, it’s quite likely that you are sharing your
customers with a number of vendors.

Find out from your prospects what they buy, and how they think
about what they buy. It will help you position your product against
the alternatives effectively, if you know what their alternatives are.
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Expect to be sharing your best customers with your competitors.

Also, I’m not advocating that you take advantage of people if
they’re in a tight spot. If you aren’t sure you can provide results,
don’t charge for your product or service–and get feedback. Or
charge much less. Or take payment online, but refund it. Build an
airtight case and a strong product story first.

The best way to find out what your customers’ options are, and
what they think about them? Ask them.

Take Action Now

Fire up Excel or a Google spreadsheet and list:

1. All possible market segments you want to ad-
dress

2. The five key criteria (importance to you, ex-
pected growth trend, pain, accessibility, unclear
market structure) for choosing a segment at the
top

3. In each box, put a number from 1-9 with 9 being
the highest

4. Add a column which multiplies all of the values
in each row together

5. Take the cubic root (i.e. ^(1/3)) of the total value
to reduce the “extremeness” of outliers

6. Sort them from high to low and start going after
the most attractive one
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Metrics to monitor

Choosing an audience is as much an art as a science, as
it depends on a number of factors which are specific
to you. Nevertheless, there are a handful of metrics
you can check online to filter out unattractive niches.

1. Market size: estimates of market size in Google’s keyword
tools help determine whether there will be enough traffic to
support your efforts.

If the biggest relevant keyword for a market doesn’t have at
least 30,000 searches per month for a consumer market you
are better off looking elsewhere.

For B2B, it’s harder to use google to estimate this; how-
ever, you’ll often be able to find industry information based
on desk research. Typically this is estimated in aggregate
revenues across the industry. If you don’t want to do this
yourself, you can outsource this to get it done quickly.

If it’s very big, try to find a breakdown of the sector into
smaller sub-niches.

2. Clear upward growth trend: using Google Trends to focus
your resources in areas of rapidly growing demand. You want
to look for niches with explosive growth. For example, if
growth is not already growing at least 10% annually, you are
entering a dead-end niche.

For a B2B niche, again your best bet is desk research. Finding
some kind of data on industry growth and attractiveness over
time is quite helpful. Take a look at the following sources for
some inspiration:
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Key takeaways

Your intended audience is ideally:

1. Large enough to make your effort worthwhile
2. Small enough that they all share the same

psychographic needs and that that you can
establish big market share

3. Growing rapidly in numbers, or new demand
within an existing large audience is growing
rapidly

4. Easily reachable
5. Willing to spend money or already spending

money to address the problem you want to
solve (hungry!)

6. Next to larger, adjacent audiences
7. Has one specific problem which you believe

you can solve for them

The final outcome of this process is that you have
keywords which you think your ideal audience uses
as it’s emotionally aroused by the problem they’re
facing.



Finding an Offer That
Makes Prospects Salivate

Case Study: 7 minute abs

In one of my favorite classic comedies, “There’s Something
About Mary”, the protagonist Ted (played by Ben Stiller) talks
with a hitchhiker he picks up on the highway:

Hitchhiker: You heard of this thing, the 8-Minute Abs?

Ted: Yeah, sure, 8-Minute Abs. Yeah, the exercise video.

Hitchhiker: Yeah, this is going to blow that right out of the
water. Listen to this: 7… Minute… Abs.

Ted: Right. Yes. OK, all right. I see where you’re going.

Hitchhiker: Think about it. You walk into a video store, you see
8-Minute Abs sittin’ there, there’s 7-Minute Abs right beside it.
Which one are you gonna pick, man?

Ted: I would go for the 7.
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Hitchhiker: Bingo, man, bingo. 7-Minute Abs. And we guaran-
tee just as good a workout as the 8-minute folk.

Unfortunately, this kind of thinking is endemic among people
starting new businesses, especially in technology. I’m sidestepping
the legal and moral high ground here, just to make a point about
marketing.

If you check out the programming job boards like elance.com,
vworker.com, or freelancer.com, many of the entries follow along
the lines of “I’d like to make a Facebook for Chihuahua owners”. On
the project description, there is a low budget. The bidding usually
stops at $1500. This implies that the tech used to build multi-billion
dollar companies like Facebook can be reverse engineered and
scaled for $1500 by a few hackers from the developing world. Even
if these outsourced developers manage to deliver the technology,
the buyer has sidestepped the issue that their idea is a “7-minute
abs” type of idea. As a result, there is nothing new or noteworthy
being offered. At the moment they start presenting the product to
their audience, it just doesn’t excite them. It’s a snoozer.

If you think about most technology companies that experienced
high growth, they were not copying anything. Quite the opposite:
they had a unique product which excited their early adopters. Being
unique is a prerequisite to create a powerful new idea that spreads
and that your audience finds attractive, if you want to create a
technology company. Your product idea needs to be top notch, in
order to attract the interest of your target audience.

The other dark side of copy-paste being your only manufacturing
cost? It’s way too easy to just copy something without actually
thinking. At some point, information overload turns off our brains.
It’s not original, and it doesn’t move the ball forward–either for you
or who you want to serve. Copying someone else means you avoid
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taking a risk. Without taking a risk, you won’t make an impact. If
you don’t make an impact, you’re also less likely to make a big profit
and join the handful of companies that experience high growth
and market success (that anecdotal 7% from YCombinator from the
beginning of the book).

In a wonderful Facebook rant titled the mimicry epidemic⁵, Srini-
vas Rao notes: “We settle for the guarantee of a mediocre replica
over taking the risk of something that could blow up in our face, or
make us stand out from the crowd.” By definition, if you copy what
someone else is doing without understanding the exact context in
which it worked for them, you’re unlikely to be better than them.
It’s more likely you’ll do worse. Moreover, if your offer doesn’t
stand out, it won’t attract attention.

In order to succeed in a marketplace which is constantly vying for
consumer attention with thousands of messages per day, you need
to create a clear and compelling offer. Today, according to web user
experience (UX) experts like Jakub Nielsen, web users get annoyed
when a web page loads for longer than 8 seconds. You have 3-7
seconds to communicate your value proposition to your prospects.
You don’t really want to be “persuading” them. Ideally, you hook
into latent desires and needs they already have, yet standing out
relative to your competition.

When your prospects first hear of your product, your message will
make or break your whole business. That moment is crucial. You
will repeat it many times. You will continue repeating it as long
as you have prospects. The more successful you are at nailing
that first impression, the easier it will be to ramp up afterwards.
Exponentially easier. You will literally see it in the numbers at each
stage of the funnel, as people drop off and lose interest.

Once your prospect has a clear picture of what you are selling and
whether or not they care, then they’ll know whether they want
to continue engaging with you or not. This typically takes a few

⁵https://www.facebook.com/srinirao/posts/10152041225144605



Finding an Offer That Makes Prospects Salivate 112

seconds. If you nail this core message, and your market drools as it
hears about your product.

Everything else will be much easier:

• Prospects will clamor for your product.
• Your product launch has a much greater chance of going viral

via referrals.
• With good revenues, it’s much easier to build a solid business

that supports your early adopters.
• The cost of acquiring new customers will be proportionately

lower, if you have a good offer.
• It attracts positive attention from your ideal prospects. This

attention means sales. It’s your hidden growth engine-hidden
in plain sight.

• If you’re selling a physical product, it’s much easier to get dis-
tribution. Retailers will want to stock your product, because
it’s genuinely new.

• It’s easier to make a profit, as your customers have no viable
alternative.

• With no direct competitor, there’s much less downward
pricing pressure, since customers must buy from you if they
want exactly what you have.

• Embedding your unique offer throughout your business re-
sults in competitive advantage, even if there are seemingly
no barriers to entry for your competitors.

• It’s much cheaper to make changes at the offer stage, than
after you’ve started building your product. You are only
testing clicks on ads as opposed to testing the behavior of post-
click prospects who came to your page.

A clear, sexy, and differentiated offer that solves a real problem
affects all downstream metrics in your business. And you go from
startup to successful business owner fast. Very fast.
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The Anatomy of an Offer (and how
it’s different than just a product
idea)

Something as simple as choosing, articulating, and clarifying your
most meaningful benefit can have a very powerful effect on the rest
of your efforts when launching a new product. In short, a great
offer is the fundamental promise of your product. What exactly
are you promising your customer? If you can’t even get clear on
that, it doesn’t make a difference how much resources you have.
This is why clarifying your offer must be the first thing you need
to do, if you are launching, developing or even considering a new
product.

Rosser Reeves, the author of Reality in Advertising (an out of print
book on advertising that sells used for over $100 on amazon):

Each advertisement must make a proposition to the
consumer. Not just words, not just product puffery,
not just show-window advertising. Each advertisement
must say to each reader: “Buy this product, and you will
get this specific benefit.” The proposition must be one
that the competition either cannot or does not offer. It
must be unique– either a uniqueness of the brand or a
claim not otherwise made in that particular field.

For example, Rosser Reeves authored one of most famous cam-
paigns for Anacin: “The Pain Reliever Doctors Prescribe Most”. In
this short phrase, he captured what makes the product unique, built
up the credibility via 3rd party expert opinion, and communicated
a clear benefit to his audience. They now “know” what their doctor
will probably prescribe, so they might as well just go direct and
avoid the hassle of getting an appointment.
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While poetically concise, this offer communicates all of the key bits
of information to make a great first impression. “The Pain Reliever
Doctors Prescribe Most” is also not just “product puffery” as Reeves
calls it. It required the technical expertise to produce the product,
the capability to persuade doctors, and also the ability to survey
doctors in order to confirm that it’s true. A lot punch in a few words.
Communicated in seconds. Although that was half a century ago,
the principle holds true today.

To be clear to your target audience, an offer positions itself against
any alternative solutions. By pointing out how the offer’s different,
it’s easier to understand. It also makes your offer more attractive,
as it’s perceived as more unique. For example, when Intuit was
introducing Quicken, they realized the main benefit of their product
is that it made it easier for consumers to pay bills. Intuit had to
fight against an already existing piece of software called Managing
Your Money which had many more features. It was meant to be the
only financial software you’d ever need. It paid your bills, estimated
your taxes, managed your portfolio, helped with your life insurance
– it even had a word processor built in. Paying checks was just one
of many features Managing Your Money offered. Yet it was only
popular amongst the financial geeks who knew how roughly how
to do all of the above manually. At the time, most consumers didn’t
even consider paying bills with a computer possible. Pens and paper
checks were the most common option. So in order to go after the
larger market, Intuit needed to create an offer that was clearly
simpler than Managing Your Money, and yet streamlined and
automated using paper checks. Positioned against the alternatives,
Quicken’s offer became much clearer to their target customer.

This kind of a message instantly differentiates you. Most companies
are so focussed on hitting their sales goals, they forget that each user
steps through a buying process. Once they understand the product
and how it could address their current needs, a prospect either
buys, or they stay with what they have (they don’t buy). When
you are presenting a product, you need to remember that you are
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fighting against the prospect’s unwillingness to change (as much as
any competition). You are not only asking the prospect for money,
you are presenting them with an opportunity to improve their lot,
which implies that they have to be open to changing. A good offer
will address this potential fear somehow.

In essence, anyone buys for only two reasons according to B2B sales
expert Dov Gordon. Either they want something they don’t yet
have, or they have a problem they don’t want. If a prospect is
considering whether or not your product is right for them, ramming
down your product down your prospects’ throat if they don’t want
it is the worst thing you can possibly do. Instead, word your offer
so that your prospects are naturally engaged. So that they want to
hear more. So that they are willing to change and improve their lot.

Quantitative evidence upholds the relationship between the offer’s
quality and the ultimate profitability of a new product. In fact,
invention guru Doug Hall did rigorous market research across
his client base, where he looked at thousands of new product
launches. His results confirm the importance of the product idea.
“the quality of the idea (or the offer) is 2.2x more often the source
of product failure than the marketing plan, and 1.5x more often
the source than product [technical] performance.” Ouch. Here’s
more. Doug Hall provided some details from his intricate research
of new product introductions: “Tracking forty-eight new products
from entry into the marketplace, a study found that on average
they generated 58 percent awareness. Of those aware, 9 percent
actually purchased, and of those who purchased, some 38 percent
made a repeat purchase. If we subtract each of these results from the
theoretical 100 percent that could have been achieved, we find that
the idea is the largest source of lost customers (not marketing or
technical attributes like quality).” The quality of the idea translates
into awareness, which is a prerequisite for that first sale. That
first sale, then drives repeat sales. If the idea smells too much of
“me-too”, it becomes much harder (and more expensive) to build
a sales system around it. That’s how critical uniqueness is–when
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attempting to attract eyeballs.

For your ideal prospects, a great offer instantly answers the follow-
ing questions in a few words:

• What the product does for the prospect (What benefits can
you guarantee me?)

• What it costs (What do you want from me?)
• Why it’s believable (Why should I believe you?)
• Why it’s unique (Why must I absolutely do business with

you?)

To the right prospect at the right time, the offer will be music to
their ears. Basically, you are looking for a phrase which instantly
communicates your product’s value (benefit/cost), and makes the
prospect realize they’d be a fool not to give the product a try.

You’re looking for an instant, gut-level reaction. Because an offer
must be short, it operates on a pre-rational basis. It doesn’t require
thinking. When effective, it appeals to the oldest part of the brain,
the one responsible for pre-conscious activity: fight, flight, or like.
The communication between short and long-term memory is very
narrow, so it’s the lizard brain which ends up deciding what you
pay attention to.

I decide where your attention goes

In effect, only the offers
which the lizard brain pays
attention to and likes make
it to the rational neo-cortex.
It filters out everything else.
If you successfully appeal to
your prospect’s self-interest
at this lizard brain level, you
have already done the bulk
of the persuasion. As long as you don’t do something which



Finding an Offer That Makes Prospects Salivate 117

prevents them from buying, for example not having a buy button,
you will have clinched the sale.

While the bar is set high for you to find a great offer, you
don’t actually need a product to determine what offer will be
attractive for your target clients. You can even simulate a selling
environment online, and see if people click through and buy. You
can return their money afterwards if you don’t feel ready to deliver
product or service which delivers that benefit. You can also just test
advertising messages. See what people click through. This type of
test occurs much faster, as it only requires one step. You are meeting
your target market exactly where they are (Google, social media,
niche websites). This gives you statistical significance quickly. You
can cycle through potential offers very quickly.

How to Make a Great First
Impression with A Powerful Offer

In a hyper-competitive online market with few barriers to entry,
quick wins, hacks, and magic pills have become the tool of choice
for tech entrepreneurs. While it might not seem that way at first
glance, getting the right offer makes hacks unnecessary. While
getting results quickly is always a great idea, hacks which work
consistently are hard to find. Quite often, their effectiveness is
context dependent. For example, just because Tim Ferris could buy
Google ads to test out book titles in 2005, doesn’t mean that it’s still
a financial viable option for you today. Did you know the original
title of the Four Hour WorkWeek wasDrug Dealing from Fun and
Profit? Only when Tim Ferris confirmed that Four Hour Week had
a higher click-through rate on AdWords, did he change the title.

To craft effective offers regardless of your context, you need to
master the principles. If you do, you will find it easy to apply
them. Even if your context changes, you will be well poised to
take advantage of them. This way you aren’t a victim of Google
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slaps, short term loopholes in algorithms, or accidentally discovered
workarounds. If you are serious about building a product with
hockey-stick growth, you will need to understand principles and
know how to apply them. The business context which existed when
Mark Zuckerberg, Jerry Yang or even Bill Gates started creating
their businesses will never repeat itself exactly. If you apply their
exact tactics blindly now, you are much less likely to achieve their
success, even if you manage to execute as well as they did. To the
extent you are able to create an offer in accordance with these
principles, and prove there is latent demand for that offer, you are
much more likely to create a successful product.

There are five principles, reiterated over the centuries by scientists,
philosophers, and even advertising gurus which significantly im-
pact the success of a new product in the marketplace. To a large
extent, these fundamental principles, help your product operate
strategically. At the stage of preparing to something sell something
new, make sure your product idea complies with all of these criteria.
By doing so, you are more likely to hit upon a major winner.
Everything else is a tweak at best, and probably a time sink at worst.

1. The Contrast Principle

The Contrast Principle says that people always notice and remem-
ber what stands out. We, as humans like all mammals, are wired this
way. It comes from being on the prowl as hunters and gatherers. A
rustle in the leaves, a track left in the mud, a strange looking berry:
all of these would have been indicators drawing our attention.

Contrast is a useful tool. When one thing is different from every-
thing else in its context, it draws attention. It’s hard wired into our
brain to pick this up. In fact, evolution has favored those animals
(and later humans) that pick up on contrast.

This has implications for our product on multiple levels. Contrast
can be obtained using:
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• Sound
• Color
• Content
• Shape
• Diction

When we use any of these, then it’s easy for our target audience, in
fact everyone to notice that the product exists.

Ideally, this element of contrast works to our benefit. One common
way in which this is relevant is the unique selling proposition or
USP. If our offering sufficiently stands out against everything else
offered, that will mean any prospects in our niche will certainly
notice us. There still needs to be a strong sales message for this
to have a positive impact on our revenues, nonetheless, having that
element of uniqueness gives the sales message a shot at being heard
or noticed.

Getting attention is becoming exponentially important in the post-
Blackberry world, where managers are working 24 hours a day.
Harried. Distracted already. We are barely able to handle the
level of distraction technology has introduced over the last 10
years. Mobiles, social media, and a constant flow of email updates
short-circuit our Paleolithic brains. In fact, not much has changed
since Paleolithic times in our brain. Only now, we are starting to
understand how our brains work, thanks to the latest brain imaging
gadgets.

The contrast principle forms a crucial part of creating attention
grabbing products. Anything you create needs to be sufficiently
different from other offerings, in a meaningful way for your
customers. Otherwise you are almost certain to be creating an also-
ran at best, a dud at worst. You risk creating a commodity. You
will be forced to lower your price. Your competitors will too. Your
customers will be happy with more choice in a segment, but they
surely would have been even happier with a completely new type of
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product which more specifically addresses their need than anything
else on the market.

Frequently this refers to:

• Unique Selling Propositions (USPs)
• How one product description compares to the average prod-

uct description in your market
• How the benefit stressed in your ad compares to that of

competitors’

Founders relying on word of mouth as a growth engine rely even
more than others on this principle. Getting prospect awareness, and
stimulating word of mouth, depends on creating positive contrasts
to alternatives your customers face. This is true regardless of
whether they are paying you in a sales-driven model, or you are
relying on dependent sources of revenue like advertising.

Seth Godin wrote a book called Purple Cow on exactly this principle.
The simple fact that something is extraordinary and unexpected
gives it the opportunity to stand out. If it’s something the press or
social media pick up, this product attribute forms the basis for a
viral idea. The thing is, though, that purple cows are rare because
there is a fear of being different. Standing out is uncomfortable. But
that’s also why it’s often so profitable–if you stand out and attract
positive attention.

2. The 80/20 Principle

In addition to the element of contrast, a smart founder takes
into account that the universe is naturally lopsided. The 80/20
Principle relates to an observation. An essential few causes are
responsible for a disproportionately large part of the effects you see
in any given situation. This lopsided distribution often arises, when
feedback loops create lopsided effects over time. These feedback
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loops naturally prefer simple improvements, strengthening their
impact. Negative feedback loops get rid of or minimize the effects
of suboptimal improvements.

What do fern cells, operating system architecture, and successful
competitive strategy have in common? They are all building on the
80/20 principle, or at least exhibiting these characteristics.

While the numbers do not always hold up exactly, that same
inequality occurs whenever feedback loops occur. Consider:

• The best product inevitably takes a disproportionately larger
part of any given segment.

• A handful of prospects will generate most of the revenue in a
particular segment.

• A few customers are responsible for the majority of a busi-
ness’ profits.

• Most of your operational costs come from a few causes, which
repeat frequently enough to have a disproportionately large
effect on your results.

The occurrence of crime in cities follows an 80/20 distribution.
The NYC police department used this principle to reallocate their
police force disproportionately where there were broken windows–
resulting in a much safer city.

In most buildings, 20% of the carpets get 80% of the wear and tear.

Think this doesn’t apply to software, the internet and program-
ming?

• The popularity of websites (most internet traffic goes to sites
with highest alexa.com rankings)

• The fact that about 80% of readers only scan the headline and
20% read the whole web page

• IBM famously discovered in the 1960s in their operating
system, that 80% of processing time occurred in 20% of the
code
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• Bugs tend to occur in clusters…if you find one, it’s likely there
are a number of bugs around it. 80% of your bugs occur in 20%
of your code

• And the list goes on and on and on…

In short, the successful mutation of an idea, an organism, or a bit
of code essentially takes over. It typically pushes out the weaker
and the less appropriate variant available. This pattern continues
repeating.

It iterates. By evolving, we expect incremental improvement, but
we strive primarily for outsized positive effects, where a number
of factors “click” together. They represent a more efficient and
effective use of resources, and they push out alternatives.

Thinking in terms of averages produces middle-of-the-road results.
From a marketing standpoint, in every niche the willingness to
spend money tends to follow an 80/20 distribution. There are
probably a handful of people willing to spend a lot of money for a
high-end customized product or service. There are a large number
of people willing to spend a few bucks. And some people will be
interested, but only in a free version.

According to Perry Marshall, the author of the 80/20 of Sales and
Marketing, this distribution occurs with surprising regularity. It
also has significant implications for what you offer and to whom
if you want to maximize your sales. Most of your competitors
aren’t thinking this way, yet you can turn it to your advantage
significantly by creating offers relevant to each spending category.

If you can’t be #1 in a category, create a new category you can be
#1 in with the 80/20 principle. Figure out what subset of a niche
would be immediately attracted to a slight variation in the product
or service. For example, a plumber can differentiate his business by
only focusing on leaky toilets which require immediate attention.
That will stand out from generic plumbers immediately.

https://m171.isrefer.com/go/8020sm/lszyrmer/
https://m171.isrefer.com/go/8020sm/lszyrmer/
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3. The Irresistible Detail Principle

Often the fastest way to make a product sellable: find a very specific
detail which resonates with your audience (which presupposes you
know exactly what they need). Particularly if they can’t find X
anywhere else, and they realize they really want X, then you have
an extremely strong offer. The detail needs to help them understand
what you are offering, of course. It represents what you’re about.
Think:

• “Your pizza in 30 minutes or it’s free.” - Domino’s Pizza
• “When it absolutely, positively needs to be there overnight” –

FedEx

Your product needs to be easy to understand for people to be
interested. If your descriptions are too abstract, or only relevant
to a small band of innovators on the bleeding edge of technology,
they certainly won’t be attractive to the majority of any market.

This detail is so important because “clarity trumps persuasion”,
according to Flint McGlaughlin’s brilliant work at Marketing Ex-
periments.⁶ By having one detail which tells the audience exactly
what they want and need, they don’t need to be persuaded. In fact,
in his quantitative breakdown of factors affecting conversion (i.e.
actual sales online), other than the user’s intrinsic motivation, the
clarity of the value proposition is the next most important factor.

“In real life, someone who speaks in ‘corporatese’ is generally
known as a ‘pompous ass’. Someone who speaks with such breath-
less hype you can see the yellow highlighter on their tongue is
generally known as a ‘used car salesman’. And someone who talks
normally but doesn’t tell you enough…is just a ‘bad salesman’!”⁷
So it’s surprising that vague messaging is acceptable in online

⁶http://www.marketingexperiments.com/whitepapers/MEx-Clarity-Trumps-
Persuasion.pdf

⁷http://blog.kissmetrics.com/clarity-in-your-copy/
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copywriting. In my opinion, it’s often used to cover up a lack of
clarity on the target audience’s pain points.

Often the challenge lies in finding the detail that serves as an easily
consumed story. While “user stories” are present in agile and scrum,
often they lack the essential elements of story: the pain, the struggle,
the challenge facing the protagonist. For example, early adopters of
technology were very happy hearing about how many MB of disk
space a PC had, or megapixels on a digital camera. As the product
becomes more mainstream, even though the technical details are
easy to compare, they don’t capture the imagination of the mass
market. What is easily consumed by one group doesn’t transfer well
to the next, much larger, group.

In technology, it’s quite common to have an “explanation problem”.
There have been a number of technologies which were created
earlier, only to be popularized once the right metaphor was used
to explain the concept to the masses. A good example of this:
Facebook’s newsfeed made the technology of RSS feeds popular,
without having to explain what RSS even is.

If you create a completely new type of technology, one which
solves problems that people aren’t aware they have, you are
facing a different scenario. A good example would be DropBox.
Before DropBox existed, everyone simply put up with the
necessity of moving files around among their PCs and gadgets.
No one considered that this could just happen automatically.
The DropBox guys created a short video and a landing page
which explained the concept. As the video took off in popular-
ity (lots of geeky jokes helped to catch the techy early adopters),
they realized that this would actually be a great product idea.

Like Dropbox, you can rapidly discover a rapid market, develop
an outstanding strategy, and deliver a financially successful new
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product using the tools which follow.

4. The Perceived Urgency Principle

People only buy products which they feel they need. The customer
needs to be aware of the problem. Selling to someone who doesn’t
think–or even know–they have a problem, is hard. It’s always good
business sense to sell things that your prospects already want.

Moreover, the need should be pronounced. As mentioned earlier,
you’re always better off focusing on a hungry crowd. If someone is
hungry, they are hungry right now for a solution to their problem.

Sales trainer and turnaround expert John Paul Mendocha advocates
the idea of finding customers with a “bleeding neck”. If someone’s
neck is bleeding, they will be disproportionately willing to take
action immediately. If they aren’t taking action immediately, it’s a
sign that they don’t think their neck is bleeding. In short, it’s much
easier to sell to someone who is already in strong need of what you
are offering, than to try to convert someone to your ideology.

From a marketing point of view, it’s much easier to find and satisfy
a niche with a lot of “bleeding necks”, than to focus on a group
of people who are reasonably content with what they have. For a
headache, selling prevention is much harder than selling aspirin.
Ideally, you don’t (ever) want to be actively convincing prospects
at any stage, especially not before you have solid cash flow. If you
help them feel they are buying from you, as opposed to being sold,
they’ll be much happier.

In the technology space, a frequently encountered exception to the
“bleeding neck” approach exists. Some products, websites, and ser-
vices are intentionally released for free, with the hope of building
up popularity. In many cases, e.g. social networks, the value of the
service depends on the number of other people already using it.

In this case, you are attempting to build the option of generating
revenue in the future once the service becomes very popular. The
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need does not have to be something which the user pays for, as long
as someone else-such as advertisers-is willing to pay for access to
the users. In this case, the users often satisfy an emotional need.

5. The Believability Principle

You always need to balance your claim about the benefits in your
offer with believability. You need enough proof, ideally in the offer
itself, that the audience

1. considers it possible.
2. they can imagine it will work for them.

A great example from the late 1990s is the following ad:

“I’LL SEND YOU A $100 BILL FOR FREE!!!! You just pay the
cost of $10.95 to have it mailed to you by overnight delivery!!
My supplies of these $100 bills are limited if I run out your
order will not be processed so act now!!!!! Act now to get $100
(U.S. Currency) by overnite delivery!!!!! WHERE ELSE CAN
YOU GET $100 FOR FREE? < Click here to order online.

Direct marketer Mike Enlow was clearly offering something attrac-
tive: pay $10.95 to get $100.00. This works out to a profit of $89.95.
Yet no one responded. Even if you are giving away free money, if
the offer doesn’t sound credible, no one will take you up on it.

Enlow comments: “[Your online prospects] Don’t Believe One
Darned Word You Say! Literally. They’re sick of being lied to.
Sick of being misled. Tired of outrageous offers, unsolicited spam,
products that don’t work as advertised, and people who hide behind
fake names and fake email addresses….You’ve got to BEND OVER
BACKWARDS to prove you and your offer are legitimate and
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believable, and it’s likely that you’re not doing even half of what
you should do to maximize your sales.”⁸

The ad lacked any elements of credibility. With credibility, con-
sumers would believe that Enlow was, in fact, offering them
free money. Any of the following could have helped: credentials,
testimonials, reasons why the offer exists, identification details like
a phone number and address. Interestingly, when he added these
elements into the copy, (and removed the unnecessary exclamation
points) the first person he contacted took him up on his offer. Using
these proof points, you are answering the objections “does it work”
and “will it work for me” before they even arise. Proof will be
even more important on the landing page; there are additional
suggestions of how to prove your claims in the following chapter.

Using CTR to validate your ideas
quantitatively

The most useful metric to determine whether you have chosen the
right offer for a particular audience is your ad’s click through rate
(CTR). For your ads to have a high CTR you need compelling ads,
that are well positioned against the other ads for the same keywords.
This presupposes that you have appropriate keywords which match
the way your ideal prospect likes to buy and search for solutions.

Once you start buying advertising via Google AdWords for exam-
ple, if you browse down to the ad level, where you have all of the
ads targeted at each particular keywords, you can view the click
through rate (CTR) for each ad:

⁸http://www.startupinternetmarketing.com/downloads/stealth.pdf
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source:Google

In this example, the CTR is the critical number which tells you
which of three benefit statements excites that audience the most.
Usually, ads with a high CTR have a clear benefit and they tickle
the prospect’s curiosity. This is perfect for behavioral verification
of whether a particular messages gets through.

There is a slight catch, though. CTR depends highly on the place-
ment of the ad, according to Wordstream. If it’s a search ad, the
average CTR for an ad in the 10th position on the first page will
generally be much lower than the CTR of an ad in the first position.
In that case, your best bet when testing for demand and/or trying
out the attractiveness of your offer, aim for getting to the bottom of

http://www.wordstream.com/download/docs/triple_click_through.pdf
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the first page of the search results. You drive this with your bidding
strategy. This way, your ads are displayed to many prospects. Very
few people browsing click through the second page. At the same
time, you are paying the least you possibly can. As long as you can
consistently get the same ad position across all keywords you’re
testing, then you’ll have more accurate data to compare your offers.

As you write your ads to benchmark offers, consider exactly how
you are positioning against other products, against people in your
ideal prospect’s life (especially problematic ones), or any other way
you can generate an emotionally charged contrast if possible.

If at all possible, get specific and think of numbers you can use to
“prove your benefit”. Numbers get attention and they sell. Be careful
with using numbers to promote discounts, particularly on products
which don’t exist yet, as it might attract bargain seekers as opposed
to early adopters.

Think carefully about the verbs you use in the ads. They feel the
most emotionally charged and motivating to your prospects. If you
try to pull with limp verbs, you’ll be losing a lot of prospects. As
you want your prospects to do something, when they see your ad.
At the same time, avoid jargon and unclear language of any kind–
especially if your target prospect wouldn’t get it immediately.

source:Wordstream

source:Wordstream

In the example above, the ad
with the verb “Watch” beat
out the ad with the gerund
(verb turned into a noun)
“Tracking” by an 80% higher
CTR.
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Pull out your original list of 75 offers from the one day launch
sequence in Chapter 2.

1. Brainstorm at least 75 more of the potential problems your
audience has

2. For each one, assign a value of 1-10, with 10 being the highest
of the emotional power of that problem

3. Sort all of your problem ideas to identify the top 3 most
emotional problems to solve

4. Identify relevant keywords which searchers might use for
those problems

5. Write 2-5 ads per problem, depending on your budget
6. Start running ads to each group and collect data
7. Based on the highest clickthrough rate, choose your best

performing offer

Examples of Powerful Offers in the
Technology Industry

In this section, we’ll go through some of the more memorable offers
in tech industry history, which helped “launch a thousand ships”.
These offers helped new products become the standard bearing
products in a particular niche industry within technology.
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1,000 Songs in your Pocket

Nowa-
days it doesn’t sound that revolutionary. Yet at the time, the
iPod was a breakthrough for the average consumer. The most
comparable item was the Sony Walkman, which in and of itself
was quite a shocking offer. There were a number of mp3 players
already on a highly fragmented market, where many competitors
each held a fraction of market share. In their marketing, they
all competed against one another based on details which early
adopters understood and cared about: RAM and sound quality.

In contrast, Apple had been following tech trends for years. They
had prototyped an MP3 player earlier, but realized that the compo-
nents required for manufacturing it at scale were still too expensive.
The final end user price would have to be higher than typical
consumers would expect to pay, as a result it would price itself out
of the market.

In the early 2000s, the shifting sands all aligned. Demand for MP3
players rose rapidly. Steve Jobs and his team realized that now is
the time to enter. The average consumer had possibly heard of mp3
players, but considered them too technical to even consider buying
one. Apple launched the product with the offer of what all that
RAM actually meant to the average consumer: 1,000 songs in your
pocket. The iPod was tiny, yet it held enough data to keep you
entertained for days as you commute. It was a classic offer that
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you can’t refuse.

In addition to being an offer, it was a high-level technical design
spec. This was the key benefit which consumers wanted, even
though they weren’t aware that it was technically possible. Given
that they knew what consumers would be willing to pay, Apple
could organize or outsource manufacturing to make the whole
enterprise profitable.

Steve Chazin, an Apple marketing executive at the time, comments:
“Marketing isn’t what you do to reach your first customers, it’s
what you do to help your first customers reach the rest. Tight
messages are required.” You get marketing lift, when it becomes
easy enough for Jane Consumer to tell her friends about how
delighted she is about your product. The offer was very catchy. A
great offer naturally spreads, because customers naturally wanted
to share their unique experience. “Focus on what people do with
your product, not what your product does”, Chazin quips in his
ebook Marketing Apple.

Other key characteristics of this offer included:

• It was easy to understand for non-techies, the large mass
market.

• In the mouth of a good friend, it was highly believable.
• It was naturally unique and contrasting with existing options

for consumers.
• It hit a price point low enough that Apple could bet that their

volume would be large enough to make the product profitable
(in terms of the 80/20 nature of demand and pricing)

All in all, it was a fantastic offer that made waves in the entire
industry. Even though Apple was far from the first player in the
mp3 market, they had created an offer which swallowed their
competitors. The strength of their marketing message helped them
do it.
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One million titles, consistently low prices

Amazon in 1995

According to Amazon’s press release on October 4 1995: “The
Seattle-based company currently offers more than one million
different titles, 40 times more than typical mall bookstores, and
more than 5 times as many as the country’s largest book super-
stores…A physical bookstore as big as Amazon.com is economically
impossible because no single metropolitan area is large enough
to support such a mammoth store. Were Amazon.com to print a
catalog of all of its titles, it would be the size of 7 New York City
phone books.”
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From the very beginning their aim was to be perceived as the
world’s largest bookstore, offering more titles in one place than
anywhere else on the planet. Bezos claimed, “if it’s in print, it’s in
stock”. As a result, Amazon became the go-to place for consumers
who were browsing slightly less popular books in the “long tail”,
knowing that there would be a much greater chance that the book
would be available.

In fact, their offer was so good, Barnes & Noble, Amazon’s largest
“brick & mortar” competitor, sued them for claiming to be the
world’s largest bookstore. After an out of court settlement, Amazon
continued to use this tagline until they had diversified into so many
other product categories that it wasn’t relevant any more. The claim
embedded in this offer was so powerful that Amazon had to fight
legally to be allowed to continue using it.

Other features of this offer:

• The offer was credible because it used specific numbers for
factual proof to imply the benefit.

• It was a strong enough offer to attract non-technical book-
worms to their site, if not directly, then with the help of techie
friend

• It was naturally something customers wanted to share with
their friends in book clubs or associations, building in the
viral attractiveness of the offer

• Bezos also entered the market when the web was growing
2400% on a monthly basis, so he entered the market during a
high upswing in potential demand
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Take Action Now

Metrics To Monitor

The most useful metric to determine whether you
have chosen the right offer for a particular audience
is your ad’s click through rate.

Key Takeaways

• The idea is the largest source of lost customers,
not marketing or technical attributes like qual-
ity.

• You can make a great first impression by lever-
aging the following:

1. Clear contrast from other offers already
in your market

2. Solves 100% the problem for 80% of your
target market with 20% of your effort

3. Uses an irresistible (and of course true)
detail to pique curiosity

4. Strikes the prospect as useful

5. Comes across as believable based on 3rd
party or personally verifiable metrics

• The click-through rate (CTR) on your advertis-
ing gives you a benchmark which allows you
to compare the attractiveness of multiple offers
to a specific audience



Prove Unmet Demand
Exists

Automated streams of qualified prospects exist.

You reach into a magic pouch. Out come a few slips of paper with
contact details. The first one has the name-Jane. A phone number.
An email.

You give Jane a call. It turns out that Jane is interested in the product
you’re thinking of selling, a course with a mobile phone app. You
want to help stay at home yummy mummies feel less overwhelmed.
Jane often feels overwhelmed, when taking care of the kids.

You go into a detailed discussion about her struggles. She really
cracks open. She appreciates your help. You grok her pain. You offer
her some advice, based on your research. You’re grateful for her
time. Before you get off the phone, she wires over the funds to buy
your product on her laptop. Done deal.

Do you believe in magic pouches which deliver you ideal prospects?
What about flying unicorns? Well, you don’t need to.

That’s what landing pages are for.



Prove Unmet Demand Exists 137

Business owners often think that just setting up a website is enough
to drum up some business. With a brochure website about you and
a few hundred business cards, they’re ready to go.

A brochure website is not enough. It gives generic information
about you to anyone in the world.

In contrast, a dedicated landing page is what a prospect from
a specific traffic source sees when they click on an ad. Such a
landing page serves as the engine of your business. It addresses
prospects exactly where they are. Humming away. Spewing out
ideal, qualified, interested prospects. In a stream.

To be absolutely clear, a landing page needs to be tied to a specific
traffic source, ideally one with a lot of leads with a similar set
of needs. Going back to the Launch Tomorrow triangle, you need
to balance out a source of traffic, an offer, and finally, a targeted
landing page.

When you buy a stream of incoming prospects that are correctly
niched down, the prospects will have a few unmet needs. These
needs repeat with high frequency. While each customer is different,
in each market there are certain (sociological) patterns. For exam-
ple, a high percentage of people who are willing to spend money on
weight loss are preparing for an event, like a wedding. If you know
this, you don’t want to be sending people to a generic homepage
about weight loss, especially if you are buying advertising. It’s
better to have a page specifically about preparing for an upcoming
wedding. When such a prospect sees the landing page dedicated
to addressing that specific need, they’re much more likely to take
action. Convert. They will sign up, leave an email, or even buy
directly from you then and there.

If you have such a consistent inflow of prospects, most of your other
problems are solved. You will be making sales soon enough. As long
as you know enough about your market to convert some of them,
you’ll be making sales.

In short, standard landing pages are where the action happens in
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online businesses. If you get your prospects to actually convert, it
means you have more opportunities to build an audience of rabid
fans waiting to hear from you. It means you have more cash in your
bank account, because of the sales you’ve made. Based on this cash,
you can finance the rest of your business growth.

The reason for this is simple. If you can profitably acquire cus-
tomers, you control everything. You don’t need to care about
Google SEO algorithms, all the hoops you need to jump through
for free Facebook “viral” traffic, or what your customer had for
breakfast. At that point, you can test ads and landing pages that
are proven to work on other sources of traffic. You can easily scale
up into something bigger.

For example, the table below illustrates the impact that Landing
Pages can have on your Customer Acquisition Cost (CAC). On a
campaign budget of $10,000 having an optimized landing page can
make significant dent in your cost of acquiring a customer.

CampaignLanding
Page
Costs

Ad
Spend

Traffic Conv.
Rate

New
Cus-
tomers

CAC

Direct
to
Home-
page

- $1,000 1000 2% 200 $50

Dedicated
LP

$200 $800 800 3% 240 $40

Assuming you spend $200 getting up a landing page, you can still
get better performance with a landing page than without. You pay
less per customer acquired. Also you get more customers, even
from a smaller stream of traffic. As a reminder, this CAC is then
compared to the Expected LTV of a customer. If total revenue
generated from a customer exceeds the cost of acquiring that
customer, you’ve made a profit.

So make haste, make sales.
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1. Find message-medium-market match for
the right value proposition

Before you get the point of having a well-tuned lead generation
machine, you can start at a more fundamental level. You can create
tests to figure out where there is unmet demand. When you are
testing your offers in your ads, the landing pages should mirror
that value proposition in the ad. Landing pages can be used to
confirm that your value proposition fits your niche’s needs. Whip
up a landing page. Buy traffic. Tweak it until conversion.

Ketchup, chips, and chlorine. Take any one of them away, and it
wouldn’t be the same experience.

That was the smell of the local Drexelbrook pool when I was
growing up.

Do you remember the kids game Marco-Polo? Usually played in
a pool, one kid shuts their eyes and yells “Marco”. The rest of the
cub-pack yell “Polo”.

“Marco”
“Polo”“Polo”“Polo”“Polo”
“Marco”
“Polo”“Polo”“Polo”“Polo”
“Marco”
“Polo”“Polo”“Polo”“Pol-ah you got me”

Based on sound and touch, “Marco” chases a “Polo”. Once touched,
that “Polo” becomes a “Marco”.

Touching anyone who isn’t playing doesn’t do anything, though.

Named after a 13th century explorer, who bumbled his way in the
dark from Europe to China (the center of all civilization at the
time), the children’s game hooks into something primal. It keeps
kids engaged for hours at a time.

Marketer and designer Nathan Barry has previously pointed out
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that this game also serves as an analogy for a call-response mecha-
nism similar to what happens in marketing.

Direct response, even. You only want to be chasing after the Polos,
and nobody else. They aren’t even playing.

This analogy translates well for entering a new market. You know
there are people interested. You want to catch the keen ones, yet
avoid everyone else. You just need to figure out how to reach the
“Polos.” Speak to them. Hook into what interests them.

There are two more twists, though, in that case.

1. You can use any medium you want to reach them, not just
yelling loudly: advertising, free content, phone calls, events,
or anything else.

2. You can also optimize what you say, not just monotonously
repeating “Marco,” to catch more “Polos.”

Choosing media is an interesting game. Essentially, you’re tapping
into existing audiences. You put a message in front of them. Depend-
ing on how relevant that message is for that particular audience,
more people will “convert.” Pol-ah, you got me.

It all comes down to medium-market-message match. And the
landing page confirms that you have identified a Polo.

2. Set up inexpensive tests with ease

Landing pages make it very easy, cheap, and fast to construct
behavioral tests. While the tests happen to be online, they can often
be extrapolated elsewhere. For a startup founder, that’s gold dust.

Imagine running tests in an offline business like a pizza joint in
New Jersey. You can go by gut feel only. “Yeah, Jimmy, there was
lotsa’ people today, after youz ran that ad.”
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Hypothesis testing’s just not how Tony Soprano does business, if
ya know what I mean.

It’s possible to gather statistics and numbers offline. It requires
systems, dedication and attention to detail….also known as bureau-
cracy.

Work.

On the web, the situation is totally opposite. Structured informa-
tion is everywhere. You don’t need much effort to gather market
intelligence.

Steve Blank, the father of customer development, concurs: “when
startups’ products and channels are bits, they can gather and act on
information 100 times faster than companies delivering physical
goods via physical sales channels (10 times the number of iterative
learning cycles, each using only 10 percent of the cash.)….The closer
a company gets to a web/mobile channel and a web/mobile product,
the faster it can change, test and optimize both product and offer.

Online, it’s easier to set up tests. Tests help you learn. Ultimately,
these tests lead to higher conversion rates. User tracking, metrics
and heatmaps are a piece of cake.

Your primary bottleneck is figuring out what to test, so that you
learn something. A bit of analysis and thought.

That’s why landing pages are so useful as minimum viable products.
You can use any technology you want to learn about user behavior,
when you tickle their nose with an attractive offer.

It doesn’t take long to set up a test completely from scratch, as
there is no legacy code holding you back. You just do it. Heck, you
can even hack one together without being a developer…or (gulp) a
designer. This isn’t high tech stuff.

3. Force yourself to be clear and precise

Banging your head against a wall?
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Bang.

Bang.

Bang.

How does that feel?

Just keep calm, and bang your head against the wall.

Getting a migraine yet?

Bang.

Bang.

Bang.

Well, that’s your prospects’ experience, when they hop onto a
landing page that doesn’t direct their next step.

Don’t make them think.

It really needs to be obvious, even from 10 feet away.

Answer the questions they have, even before they know they need
ask them.

• What button do I press?
• What am I buying exactly?
• Why is this a good idea for me right now?
• Is it clear what I need to do next?

Relief.

Relax, it’s easy.

See, friction doesn’t occur on the landing page. It occurs in the mind
of the prospect.

Ultimately, it comes down to…how easy is it to buy from you? Not
in your opinion. In your prospects’.
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Friction usually comes from clutter. Clutter is just a physical
manifestation of not having clear priorities.

What does clutter have to do with landing pages? More than meets
the eye.

WhichTestWon.com ran a test with a cluttered and uncluttered blog
sidebar, with the uncluttered one outperforming by 26%. If you have
clutter on your landing page, you’re leaving money on the table.

Clutter on a landing page means you have unclear priorities. If you
don’t know what you want, how will your prospects? Clutter kills
sales. You lose the prospect’s attention, before they’ve had a chance
to react to your page. Even if you are just testing out an idea, if you
have a cluttered landing page or unclear messaging, you’ll be killing
your chances of clinching a conversion.

What that means:

• If you don’t actually pitch a product (whether it exists or not),
you have 100% friction on your landing page. You may have
a good reason for it, but be aware that’s the case.

• If looks like hard work, usually you aren’t doing your prospects
any favors. If it’s unclear what they have to do–same deal.

• The user will have an eye path, when they land on your page.
You better hope it’s the one you want him or her to have.

The point here is to make it as easy as possible to establish a
relationship with you. If you don’t do that, then you are leaving
money on the table.

4. Use Landing Pages as Minimum Viable
Products (MVPs)

Landing page MVPs have an additional function: prove your so-
lution. Your solution idea is a hypothesis. Confirm your prospects
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believe it will work for them. Even though you and a few friends
think something is a good idea, it’s often worth confirming this
hypothesis, particularly if you are creating something quite new.

Once you know you have a good stream of prospects, you can
present them with alternatives in terms of product types, before
you even build anything. Test what solution your prospect believes
will solve their problem. Test out business ideas, and see what they
like.

As you don’t have a product yet, the savviest approach to take
is to present a number of different solutions (in an unbiased lab
environment on the web), and determine which one your prospects
like the most.

If you have a good understanding of the problem, you will realize
the solution you choose to solve that problem is largely arbitrary.
A solution is just a delivery mechanism for benefits.

What solution most sensibly solves the problem you’ve identified?
This is highly dependent on how your customer defines the prob-
lem, not what you want to deliver. Glance at the following list of
potential solutions to a problem:

• Service (Dentistry)
• Physical product (LoJack)
• Widget (Temp monitor)
• Software (Office)
• Phone app (Evernote)
• Infrastructure (Amazon EC2)
• Contract (Financial lease)
• Platform (Apple App store/iTunes)
• Media (The Sun)
• Office or Event Space (Google Campus)
• Commodity (Coffee)
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As you can see, if you work back from the solution, each of them
addresses a specific problem which a specific group of people have.
Another form of solution wouldn’t work quite as well. They’re
ideally placed to solve the problem. For example, trying to host an
event in a phone app obviously is nonsense.

If you really understand the user’s problem, then you’ll have a
hunch what type of solution will be best. Try to avoid getting
hung up on a specific type of solution which you’d like to create.
Smartphone apps are the current vogue. The current flavor of the
month might not be the one your ideal prospects will want to buy.
Use a landing page to confirm the type of solution your prospects
already believe is the best way to solve their problem.

Key components of landing pages

We make decisions based on emotions, and then rationalize them
with logic. Neuroscientist Antonio Damasio⁹ studied people who
had damage in the part of the brain responsible for emotions. In
his view, they were pretty much normal, except for one peculiar
commonality: they couldn’t make decisions. They ended up getting
lost in minute details, weighing pros and cons for every simple
decision like whether they should eat chicken or turkey. Even
though they may cause issues based on mental shortcuts that aren’t
always optimal, emotions drive all decision making. Gotta love ‘em.

In a business context, direct response legend Robert Collier has this
take on it: “When you come down to it, isn’t the prime requisite
arousing the feeling in your reader that he must have the thing you
are offering, or that he can not rest until he has done the thing
you are urging him to? … It may have everything else, but if it
lacks that faculty of arousing the right feeling, you might as well
throw it away. It will never make you money.” The emotions your

⁹http://metablog.borntothink.com/wp-content/uploads/2011/07/1994-Damasio-Descartes-
Error.pdf
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landing page copy generates in your reader will make or break the
experiment you’re running.

At the heart of landing pages there are a handful of persuasive
elements, which are critical for the landing page to convert. In
fact, if you get these elements right, you will already be well
on your way to converting many prospects. Once you get these
five elements right, then it makes sense to test visual and user
experience improvements later because they’re less important.

While I know there are lots of checklists available for free online
(heck, I’ve even included a few in this chapter and a bigger one
in your bonuses), nailing these 5 factors will make a landing page
convert:

1. Bullets
2. Headline
3. Story
4. Proof
5. Price

In order to strike the right balance in your landing page, you need
to think through how these elements interact:
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The landing page balancing act

You balance off any big claims of benefits with sufficient proof.
At an initial stage, when you are first testing out your market,
your best bullet becomes your headline. On the other side, you
can increase the price to the extent that you make a strong enough
argument for value in the reader’s eyes, according to their criteria
and what’s important for them. Finally, stories hold it all together,
so that it flows naturally and so that you can communicate a
potentially complicated message in a way that all of your prospects
find intuitive.

Let’s go into these one by one.

1. Bullets That Don’t Sound Like Overblown
Hype

Bullets form the foundation of any persuasive message you put out
there. They’re specific points which you expect will persuade the
reader or listener. Most importantly, they need to relevant to the
problem your prospect has.
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Truth is, though, that your reader comes across thousands of
marketing messages per day. Most of them just buzz off. They’re for
products he’s not even considering to buy. You need to have a way
of persuading them, without invoking a knee jerk “yeah, right” type
of response. If you do it the right way, you can talk about getting
rich quick, body part enlargement, or any other product idea–and
still be convincing.

First and foremost, be relevant to the customer. Create a landing
page that addresses their major pain point. If you are buying
advertising, make sure the landing page ties into what the original
ad hinted. Follow the same trail, so that you don’t introduce
unnecessary dissonance.

On the page itself, be clear on the benefits you’re providing. Ted
Levitt of Harvard noted that “people buying a 1/4 inch drill bit don’t
want a 1/4 inch drill bit, they want a 1/4 inch hole.” Focus as much
as you can on the benefits of your solution, not on the features.
Nobody cares about the drill or how it works. They are willing to
pay for the result. You will always be most persuasive by looking
through the customer’s eyes.

It’s a common mistake made by marketers to display a list of
features next to a product, written from the product’s perspective.
Not seeing your product in terms of the benefits it provides is a
common problem, even for established businesses. You will always
be safe in the world of your customer’s (or prospect’s) worldview.
If you don’t frame benefits from the customer’s point of view, or
you forget to include them, you rapidly become perceived as a pest.
Find out what benefits are important to your customer. Conduct
customer interviews. Test with advertising.

The real challenge nowadays, though, lies in pitching your prod-
uct’s benefits without sounding full of hype.

Ah.

Well, there’s always a balance between hype and proof. You can’t
have too much of one or the other. Too much hype, and you’re
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not credible. Too much proof, and you’ll have the charisma of a
spreadsheet.

There’s two decent techniques you can use to counterbalance
sounding too hypey.

Lead with the emotional benefits your prospect wants. Then use
proof (or at least a feature) to back up why your product offers that
benefit. Done well, this shows your empathy and insight about the
need you’re addressing. You can use any type of proof you want,
whether it’s an independent fact, a story, or any of the other forms
of proof described later in this chapter. This combination of benefit
and key feature makes you a lot more convincing, according to
market researcher Glenn Livingston.

For example, compare the following two ads written by Glenn
Livingston:

Freedom Hiking Boots
The Ultimate Hiking Freedom!
True Soar Freedom Boots
TrueSoarHikingBoots.com

versus

High Rise Hiking Boots
Transcend Safely My Friend
w/ Guaranteed No-Twist Boots
NoTwistHikingBoots.com

The second ad talks about a specific feature which balances out
the benefit a hiker wants. While it’s not as powerful as proof, the
feature is a clear reason why. It also strengthens the power of the
benefit. Without it, it sounds like complete hype. If you can mention
a specific proof point directly in the ad, that makes it even more
powerful. More on that later.
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There is a simple reason why this benefit + key explanatory feature
technique works. As I mentioned before, customers buy based on
emotion, but then justify their actions with logic. By using the same
pattern in your bullets, you take advantage of how your prospect
makes decisions. Provide your argument in a digestible format. For
example “Did you know that amongst medical professions, vets
have the highest rate of suicide, the highest rate of depression, and
the highest rate of alcoholism? It’s true. A study done by the Vet
Board in the U.S. found that.”

A simple way to drill down into the emotional benefits of each
feature is to ask yourself, “what’s the benefit of that?”. Ask a
prospect: “why is that important for you?”. Then ask it again. And
again, until you reach the core emotion the prospect desires.

Another good technique to balance out hype is to use an if-then
sentence construction in your bullet. This one comes from Gary
Bencivenga. As I mentioned earlier, the instinctive reaction to
advertising that you want to prevent is the “yeah, right” response.
The easiest way to bypass an emotional lizard brain reaction is
to turn on a simple if-then logical mechanism which contains the
emotional payload.

Imagine your prospect sitting on a couch, crunching away on chips,
brainlessly watching TV. He sees a constant stream of advertising.
Depending on what you sell, this probably isn’t that far from the
truth.

For example, take a look at these two ads:

HEADLINE A: (next to photo of financial guru Charles
J. Givens):
If you’ve got 20 minutes a month,
I guarantee to work a financial miracle
in your life.
(caption under photo) Charles J. Givens, the self-made
$200-millionaire, entrepreneur and best-selling finan-
cial author of all time.
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HEADLINE B: (same photo and caption):
The Millionaire Maker
(subhead) Can he make YOU rich, too?

The first ad beat the second significantly and most other ads for
many years, simply because of the powerful psychology at work
here. The if-then mechanism is subtle in terms of how it affects the
perception of your product. The people for whom the “if” is true are
much more likely to believe the “then” clause. For everyone else, it
wouldn’t make much of a difference anyway.

Don’t get caught up by the fact that it’s an ad, or where it ran
exactly. We’re talking about human behavior, as evidenced by
statistical patterns. Hook into these triggers and use them to your
advantage when putting together a persuasive message. It doesn’t
make a difference if it’s AdWords or a postal mail magazine, you
will go far by thinking about what’s actually motivating your
prospects.

If you use these two approaches for a landing page MVP, you’ll be
a long way to de-hyping your landing page so that it seems more
credible, even if you don’t have a product.

Bullets Checklist:

• What’s in it for the prospect?
• Does it inspire curiosity?
• Is it a “hole” or a “drill”?
• Does it keep your ideal prospect up at night?
• Is it convincingly presented as a no-brainer?
• Does this bullet reinforce the ONE main benefit (in both

headline and ad)?
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2. A Headline That Turns Heads

One of the TV shows I’ve been catching up on lately is Newsroom.
It’s a deep drive into modern media capitalism, with a lovable
grump for a news anchor named Will McAvoy. It’s also a fasci-
nating watch for anyone who has or wants to have an audience.
There’s lots of issues raised which are poignant far outside the
newsroom.

For example:

“Intern.”
“Yes?”
“Come on over. This is the overnight book. The night crew puts
together every story and every press release from everywhere.
Go through this and separate it into four piles– knew that,
didn’t know that, don’t care, and Shakira. But that one’s just
for me, all right?”

In this conversation snippet,
one of the staff, Neal Sam-
pat, explains a key news-
room process to an intern.
The staff filters incoming
breaking news notifications.
They’re old school. They use
printouts of the newswire.
Given that the intern’s handed a stack of paper about a foot high,
all she’s likely to read is the headlines. The four piles sort out news
stories which are genuinely new and important. Everything else is
de-prioritized.

For a newsroom, this is critical. Their audience depends on them to
share the most relevant news which have an impact on their lives.
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After this first cut, the staff meet to plan the order in which the
news will air that night.

Your headline needs to have the same effect on a new reader. Would
it make it into the “didn’t know that” pile? You know, the pile which
also doesn’t include the “don’t care” pile.

Why is specifically the headline so important? According to Copy-
blogger, 8 out of 10 people will read the headline, but only 2 out
of 10 will continue reading. That means your headline is the single
most important part of your copy. It requires the most effort to get
right, say about 80% of your time…especially in persuasive content.
Do you see why interviewing your customers and knowing what
they want is so critical?

This has always been the case. Direct marketing legend John
Caples analyzed high-performing headlines in his classic Scientific
Advertising. He found four critical elements to headlines that pull
sales:

1. Self-interest
2. News
3. Curiosity
4. Quick easy way

Self-interest is pretty much a pre-requisite in every case (it’s why
features aren’t enough). Without a hint of self-interest, you’ll lose
your reader’s attention almost immediately. Beyond that, some
combination of the other three will help interest the reader enough
to read the next sentence.

And hook in your reader you must.

That’s the sole purpose of your headline. To turn the browser into
a reader. Poof.

In all cases, the headline telescopes exactly what the remaining text
is about. If you can match the text’s goal with your reader’s goal,
you’ll have a much better chance of conversion.
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That’s why testing, even at the level of ad CTR, you’ll discover
the users’ main pain points. Once you learn what these are, the
headlines at the top of your sales page should roughly match the
ad text. If the reader feels jarred with a different message or look
and feel when they get to your landing page, you’re likely to lose
him. So be consistent.

Know exactly what to say, with the four key elements of headlines
above. Hook in your reader. Tickle their curiosity with details.

Prospects will also self-select, based on the emotional tone of your
headline (and the rest of your copy to some extent).

Most importantly, that emotion needs to be strong. If you want to
convey emotional energy to help convince someone to…gasp…abandon
their status quo, then you need a strong emotion to fuel the change.
Remember that emotion is how your reader makes decisions–that’s
why emotion is important.

According to copywriter Richard Boureston, there’s four emotions
which drive most purchase decisions. As a result, they help craft
headlines and openers that work:

1. Fear and worry: think home insurance and the fear of losing
your home

2. Vanity: “They laughed when I sat down at the piano. But then
I started to play”

3. Curiosity: “Discover the fortune that lies hidden in your
salary”

4. Insecurity: “Do you make these mistakes in English?”

In most markets, these emotions mirror the internal conversation
of most prospects. For better or worse, most people’s internal self-
talk tends to be negative. That’s where you need to start. Then lead
them to where they want to be in your copy.

If you start the conversation exactly where the prospect is, you’ll
resonate emotionally. You’re more likely to pull them successfully
in the direction you feel is best for them.



Prove Unmet Demand Exists 155

Combine these four elements of powerful headlines with those four
emotions. You’ll get at least 16 different ideas worth testing out at
some point. They’re certainly a decent starting point, as headline
ideas for a persuasive landing page.

Get brainstorming!

3. Stories That Sell

While clearly story hasn’t been invented or discovered by mar-
keters, it has become a popular topic in business circles lately. The
reason is simple. Story ties highly with stickiness. It’s very strongly
tied with how long you keep your audience’s attention, once you
acquire it. Here’s a simple split test the guys ran over at Buffer:

For one of the blog posts on our Journey to $100K blog
— about the steps we took to get more subscribers — we
ran a basic A/B test. Some of our visitors were sent to a
version of the post that started with a simple story that
led into the “meat” of the content, while others found
a post with a no-nonsense intro that jumped right to
the point. The result? The post with the narrative intro
had nearly 300% more people scroll all the way to the
bottom, and average time on pagewasmore than five
times higher! ¹⁰

Whether you are trying to grab attention, or keep it for longer,
stories get you there. Even though using “a narrative” doesn’t
control for many factors, as the story could have been of any
quality, this rough cut clearly implies stories work.

You experience the same thing in person. Whether you’re talking
over beers or giving a presentation, telling a story well will keep
people’s attention engaged for a longer period of time. This is

¹⁰http://blog.bufferapp.com/power-of-story
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because your audience will relate with you. You aren’t a provider
of dry information any more.

Stories also significantly drive the perceived value of merchandise
being flogged. For example, the Significant Objects project¹¹ was
an anthropological experiment which “tested” this as a fun project.
Specifically, they bought small objects at yard or boot sales, gave
them to writers as raw material for a short story, and then used
those stories to resell the objects on eBay. The results were stag-
gering. Originally buying around 200 objects for $1.25 apiece, the
total revenue upon reselling them was about $8,000. This would
mean that adding narrative increased the aggregate value by 50x,
or 5000%.

The point here is to just put a number on the importance of story
when selling.

Stories help to organize a complex message, so that it’s meaningful.
As a result, they drive action. The type of action that both you and
your customer want. At the super-early stages, in fact, the main
action that we’re looking for is the prospect’s intention to buy.

The story communicates what you’re trying to do for your target
audience. A good story gives you the same effect of visualizing or
simulating the struggle and how the product solves the problem. In
a research study by Verdelle Clark of Wayne State University, this
effect of simulating the event, by visualizing it gives you two-thirds
of the benefit of doing something e.g., shooting a basketball.

Clark studied 2 groups of high school basketball players
over a 2-week period: those who practiced by shooting
free-throws each morning, and those who engaged
in “mental practice,” visualizing making shots but not
actually doing real practice. Both groups improved their
free-throw shooting. There have been a few other stud-
ies of the effects of “mental practice” on basketball play-

¹¹http://www.significantobjects.com
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ers. While obtaining rigorously tested results is difficult
(the laboratory is different than the basketball court,
you can’t actually tell if the subjects are engaging in
visualization, etc.) the experts seem generally optimistic.
¹²

Stories essentially help the audience visualize the experience. As
the listener imagines the story playing out, it becomes real in their
heads. The story itself transfers the experience of having done
something without actually doing it. You can hook into powerful
emotions, when you use stories about people close to the prospect.
Advertising legend Eugene Schwartz says, for example, “a man
will not visualize future disasters occurring to himself, but he is
perfectly capable of visualizing and buying preventatives from, the
image of such future problems affecting others around him.”

A story also shares the skills needed to overcome a problem. The
story details the protagonist’s struggle and then describes how that
problem or conflict was resolved. Your prospect is naturally drawn
to learning about that struggle, in the hopes of finding out about a
potential solution to that problem. As a result, stories can be used
as a way to plant the belief that this problem can be solved. More
importantly, your product will solve their problem. “A belief,” Elly
Roselle observes, “is not an idea held by the mind. Rather it is an
idea that holds the mind.” You want your prospect to believe that
your product will help them.

Essentially, persuasive stories are ones that the prospect wants to
hear. They draw the prospect in, make them want to find out more,
and eventually convince them to buy. The prospect wants to be
certain that you understand their story of struggle. Only then will
they consider how your product fits into their own story and can
end their struggle. The great thing about stories is that they allow

¹²http://lib.typepad.com/suggest/2010/07/judd-blaslotto-basketball-and-the-university-of-
chicago.html
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everyone to avoid the trap of just following mindless problem-
solving recipes, because they’re much more subtle.

Story Checklist

• Does the story empathize with the prospect?
• Can the choice of images be improved?
• Are you reflecting back the language customers use

for communicating the problem, especially quotes from
customer development interviews?

• Is it clear how the solution addresses the problem?
• This can be done concisely: see popular stories on one-

sentence.org

4. Proof Which Removes Any Doubt

The persuasive power of your argument relies on how well you
prove your point. While ideally you have some sort of proof directly
in your headline and ad, it’s ultimately about belief and feeling.

As Gary Bencivenga says:

Almost everyone in the world, in every field of human
endeavor, is desperately searching for someone to be-
lieve in. Be that person and you can write your own
ticket. Belief is today’s most overlooked yet most
powerful key to boosting response to any ad, in any
medium. Harness it and you unleash the core atomic
power for exploding response.

Most prospects want to believe the claims you make in a landing
page, yet the claims challenge their world-view and the status quo.
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You need proof, ideally proof that resonates emotionally, in order
to get them to take action.

A landing page, or a salesletter, is like a one-to-one conversation
between you and the prospect. You put various things on the
landing page, designed to instill a particular reaction in the reader’s
mind. A good landing page is written in a conversational tone. Short
words, short sentences, short paragraphs. In fact, you can read it out
loud to ensure that the text “flows” well.

Imagine it as a phone conversation with a friend. They call you.
They bring up a problem they’re struggling with. You say some-
thing surprising. You empathize with their pain. You talk about an
approach you’ve used in the past or a product you can recommend
to address it, as you know it will help them out. At the end, you
help them buy the product or implement a solution in their lives.
Empathize with your reader in the same way you’d empathize with
that friend on the other end of the line.

Eugene Schwartz puts it well:

It is the facts that the prospect believes in and accepts,
and the way that he passes that acceptance along from
one fact to another, that determines the ad’s develop-
ment, the arrangement of your claims and your im-
ages and your proofs, so that there is a step-by-step
strengthening, not only of your prospect’s desire but of
his conviction that the satisfaction of that desire will
come true through your product.

You are building up the emotional weight of your argument as
much as you can. You want the solution to become increasingly
real in the prospect’s mind.

When you are making claims about the benefits your product has,
your prospect is likely not to believe a claim that you make. It’s that
“yeah, right” knee-jerk response. On the phone, you might be able
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to tell based on voice tone. Some prospects might tell you outright
that they don’t believe you.

Proof counters that pushback. It’s your job to provide strong
counter-arguments to this type of objection. In other words, your
copy explicitly addresses the prospect’s objections about how your
solution can solve his problem. Or hers.

The best type of proof is a poignant detail that knocks out a line of
questioning or thinking. You can address objections with relevant
details before the objections arise. Direct response copy that sells is
very clear.

The proof you provide can relate to the product. It can also be
relevant to include proof for the type of solution/product you’re
offering. If no one knows who you are, it’s a good idea to include
some proof of how you are relevant as a person or a company to
the product and the problem.

Proof of Idea

You can use any of the following techniques when you are starting
out directly on your landing page, to build up the credibility of what
you’re saying, before you have glowing reviews and testimonials
from happy customers.

1. A spirit of candor and integrity
2. Solve a small problem: deliver results in advance on a subset

of the problem
3. Relevant formal qualifications: an M.D. selling biotech
4. Mention you’ve done big things or associated with big brands

to gain their credibility: “When I was working at Goldman
Sachs, I ran [a relevant] department…”

5. Hand out free samples: free tasters in a supermarket entice
prospects to buy a product

6. Formulate a falsifiable hypothesis, so the customer can prove
it for themselves: “Where’s the beef?”
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7. Use concrete details that counter the prospect’s expected
objection to a claim

8. Include specific, relevant, and local details (if possible) that
help the prospect visualize the solution

9. If you use stats in a salesletter (which is generally not a good
idea), make them human-scaled: compare numbers to what
the average prospect knows, in order to describe quantitative
relationships

10. A damaging admission makes your copy more believable
11. Tell a personal story to show you’re real, relatable, and that

you understand the prospect’s problem
12. Personal photos: rough-around-the-edges photography can

work, and is sometimes more believable, as prospects don’t
feel like they’re being sold to

13. Specific facts/figures which are independently verifiable
14. Trust logos (Norton Secured, VeriSign, BBB Accredited Busi-

ness)
15. Detailed comparisons with alternatives
16. Admitting flaws (drives away inappropriate prospects, more

convincing for ideal prospects)
17. Relevant research results
18. Demos in action: videos, screenshots, story in text
19. Clear and simple logical explanation
20. Detailed contact information
21. Site looks well designed based on user’s criteria (not a profes-

sional designer’s)

When you are creating a landing page MVP to test your value
hypothesis, you should ideally limit yourself to these or similar
factors. When you are testing at first, you are trying to establish
the latent demand for the idea itself. Don’t try to sell hard. You just
want to gauge if there is any interest, so that you can be reasonably
sure there will be demand for your product once it’s ready.
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If you try to optimize your landing page, you risk getting a false
positive result. A false positive is a test result that is incorrect
because the test indicated a finding that does not exist. In medicine,
it’s when you get tested for a disease, and the test says that you
have it, even though in reality you don’t. In the case of landing page
MVPs, you may obtain a high conversion rate on a landing page,
but in fact it’s still not a good idea–for an unrelated reason. When
constructing your test, be careful and conscious about exactly how
much you “sell,” if you are only testing demand.

Contextual Proof

Once you are ready to start optimizing your conversion rate, you
can use contextual proof to bolster your results. If you have the time
and money, the following techniques should bolster your credibility
once you have proven your product idea.

1. “Borrow” credibility from larger brands that’ve been involved
with similar product/service type(s), especially if you’re cre-
ating a very new type of product

2. Joint ventures. When someone else promotes you, it gives you
immediate credibility and proof

3. Sell in a place that your prospective customers trust, e.g.
Amazon, the Apple App Store

4. Existing audience social proof (followers, fans, subscribers) if
high

5. For some weird reason the world confers instant credibility
on the person who organizes or speaks at events (which I’ve
admittedly capitalized on a lot)

6. Trade information you have which is valuable (discussions
with others in the industry)

7. Create high quality content to pre-sell your landing page
8. Get press (and include logos of coverage on landing page): As

seen on TV…

Proof of success
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Ultimately use these types of proof as soon as you can, i.e. as
soon as you have customers who will back up your claims. They
are significant marketing assets which will differentiate you in a
new niche. They also beef up your claims if you compete in an
established niche.

1. Strongest case histories or extreme cases, as long as you are
allowed to use them

2. Endorsements from high profile customers
3. Testimonials: mention benefit or ideally the perfect result/out-

come, substantiate the claim, compare you positively to com-
petitive offerings

4. “Reasons why” they offer better results and solutions
5. Success stories
6. Proven outcomes
7. Your expert status
8. Areas of specialization
9. Proof of reputation

5. A Price That’s Just Right

Once you balance benefits with sufficiently persuasive proof, you’ve
built up the perceived value of the product in the prospect’s eyes.
At that point, the key variable to keep in mind with a landing page
MVP is the relationship between value and price.

If you have “hype” well balanced with proof, your product will have
a lot of value in that prospect’s eyes. So now you need to figure out
what to charge for it.

How? Test.

Value depends fully on the prospect. It’s subjective. For example,
some people will consider paying $99 for a 16 page newsletter to
be outrageously overpriced, others will be happy to if they are
convinced it will help them make a lot more money than $99. In
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the software world, it’s the same. Some pieces of software will sell
for $19. Some will sell for $190,000. It’s up to you to determine what
price is acceptable for the product type and value you’re offering.
Then substantiate your price with proof of clear benefits. How well
you understand the prospect’s needs, and choose benefits which
address those needs, will also determine the outcome you achieve.

The price you can charge will depend on how carefully you chose
your early adopters. If you have an audience that can pay a higher
price and you’ve convinced them of the value of the product, they
will buy it from you. If you’ve not been selective enough, there
will be a lot of people who come to your landing page and browse
away. Either they won’t see enough value or they simply can’t
afford the product. If you are buying an audience’s attention with
advertising, it’s much better to focus only on the number of people
who are likely to convert/buy. Having 100,000 Shakira fans come to
an enterprise software company’s landing page is unlikely to make
any sales, despite high traffic.

When choosing a price it’s quite important to be aware of what
your prospects already expect for free. One of the downsides of the
Internet for founders is that many companies already give away
lots of freebies (particularly information) in order to attract in new
prospects. Some companies give away free information and ebooks,
particularly in B2B, in the hope of generating a viral sharing loop
and also to showcase their authority to a new prospect. If you aren’t
doing this, by the way, you may be at a disadvantage.

As a side effect, though, giving products away for free has a dark
side. It is price dumping. If one company gives away a full product
for free, it’s difficult for others to build a business in that product
category. The same can be said of open source/free software. If it’s
free and it solves the user’s problem, it dissuades competition.

In addition, as I mentioned earlier, the Internet’s copy-paste culture
exists. Consumers copy and paste content for their own use and
sometimes to share with others even if they don’t have the legal
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right to do so. As a result, there is constant downward pressure on
many different product types.

This will mean that you need to stay abreast of what your average
prospect will expect for free when they come to your website. This
is colloquially called the free line in Internet marketing circles.
“Moving the free line” is a tactic which Igor Kheifets noted a few
years ago, where giving away a higher quality of content and
information than prospects expect serves to attract attention. Un-
fortunately, doing so costs more and more money, so it’s potentially
unsustainable. Over the long term, it can be expected to erode
profits.

It’s worth pointing out that different price levels imply very differ-
ent buying processes. At each price point, different strategies are
important to make them work for you as an entrepreneur. The book
Roadmap to Revenue by Kristin Zhivago describes the strategies for
each price level in significant detail, as per the table below:

Price Buyer Scrutiny Time it takes What to do
Free Impulse Seconds Persuade prospect

to take an action
(refer, buy a
different product)

$0.99-9 Light Seconds 1- click buying,
critical
characteristic
highly prominent

$10-999 Medium Days Overcome 5-20
main objections,
make it easy for
prospect to test

$1000-99999 Heavy Weeks Understand
multiple people
involved in
decision, customize
education
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Price Buyer Scrutiny Time it takes What to do
heavily, overcome
25-50 main
objections,
differentiation and
budget critical

$100000+ Intense Months-
Years

Like heavy but also
“getting married,”
often tied to major
long term risks
(house, career
implications for
buyer)

source: Kristin Zhivago, Igor Kheifets

In the context of setting up a landing page where you are only
pretending to sell a product at a certain price, it’s quite useful to
keep these in mind when choosing a price point for your product
idea. If you want to get “currency”, i.e. an exchange of money to
prove that someone is willing to pay for a product, choose a price
level that is reasonable for the product type. At the same time,
construct a buying process which is analogous to the price level you
choose. Initially, you can just test for buying intent by gathering
emails and not charging at all. In this case, you assume that only
people who leave their email with you may buy from you in the
future. Then test at what you think is a reasonable price level for
that type of product, taking into account the user’s buying process
as above.

If you get pushback on price from your prospects, here are a number
of “objection overcomers” you can work into the copy:

1. You get what you pay for: if the job is botched, you’ll have
to pay to have it done again. Not only that, it’s usually
somewhat more expensive.

2. We’re not for everybody: this works well for people keen on
exclusivity and the implied high social status, particularly at
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higher price points.
3. You can afford it, and you deserve the very best: this plays

on people who want to indulge themselves, who want to be
certain they’re getting the best possible option.

4. This isn’t an expense, it’s an investment: if it’s true, it’s a good
argument for business buyers. Requires you to calculate out
exactly what that client’s expected return on investment will
be.

5. It only costs pennies a day: if you are going to spend money,
it’s seems like it’s not very much. Good for frequently re-
purchased or habit forming products.

6. You’re paying for service, a customized experience, or insider
information as well: if you can blur the line between product,
service, and software, such as with a SaaS product for exam-
ple, you may be able to make a strong argument for this.

Source: Gary Goodman

By using these “objection overcomers,” you’ll need to weave in
relevant details which would apply to your particular product and
customer type, so that it’s not a generic statement but is specific
to your product. You want to bolster the perceived value of your
offering, as you overcome any price objections.

As for where you include price, you should include it on any
landing page where you’re testing whether there is demand for
purchase. Putting price directly into an ad is bad positioning for
most products. If you are attracting with price, that implies the
price is low and product is a commodity. If you can’t get click-
throughs (with or without a price), it generally means that demand
is highly satisfied. So you’re better off not trying to attract prospects
with a low price or a discount anyway. Depending on the results of
your other tests, there is likely to be no point in building a product
around that problem or message.

Ultimately, though what matters is profit. The price that you want
to use is the price that maximizes total profit for that product. Often

https://hbr.org/2009/11/so-you-think-you-know-how-to-g
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a change in price will influence the number of units sold, as well as
the production and fulfillment unit costs.

The standard tool in economics and marketing to figure out which
price maximizes profits is called the “price elasticity of demand.”
This number describes how the number of units is sold based on
a change in price. So in order to look at the revenue impact of
a change in price, you can use specific numbers in the following
formula to establish how a change in price impacts the number of
sales:

Predicted (Unit Sales) = Baseline Sales * (Input Price /
Baseline Price) ^ Elasticity

The formula above is meant to illustrate the typical relationship
you’ll see in the market. The main use of price elasticity is to
minimize the number of tests you need to run in order to establish
the profit-maximizing price. If prices rise by 1%, then unit sales
change by elasticity * 1%, and revenues change by (1+elasticity) *
1%.

Different ranges of values for price elasticity indicate different
types of reaction to price changes:

Elasticity Range Meaning Relevant for
Elasticity > 0 price goes up, unit sales

go up
occurs for some luxury
goods with status
appeal

Elasticity = 0 changing price will not
affect unit sales,
revenue changes
directly with price

price inelastic goods

-1 < Elasticity < 0 price goes up, unit sales
go down

most common scenario

Elasticity < -1 price goes up, unit sales
go down, revenue goes
down

overpriced products
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Source: modelsheetsoft.com

From the point of early stage product testing with a landing page,
you can test how different prices affect units sold. You can figure
out which of the scenarios above is relevant for your product idea.
By using a few price points, you can establish a ballpark price close
to the profit maximizing one, so that you aren’t leaving money on
the table.

In order to do this type of testing thoroughly you’ll need a good
spreadsheet model in Excel, of the price elasticity of demand. There
are a number available for sale. You can buy one at modelsheet-
soft.com.

How long should a landing page be?

In the TV series Mad Men, the story of mass market advertising
itself gets put on the limelight. Despite being the epicenter of
trendsetting, the fictional advertising agency Sterling Cooper gets
sideswiped by social changes, like the Civil Rights Movement,
feminism, and the hippies. For any serious student of marketing
and Madison Avenue, it’s a great watch.

“You want to be taken seriously? Stop dressing like a
little girl.” –Joan to Peggy, from the early 1950s Mad
Men

The Mad-Men-styled answer to the question of how long a landing
page needs to be is the following:

A sales letter should be like a miniskirt…long enough
to cover the essentials, but short enough to remain
interesting.

http://templates.modelsheetsoft.com/modelsheettemplates/product-price-elasticity-templates.aspx?s=priceelasticity01.xls
http://templates.modelsheetsoft.com/modelsheettemplates/product-price-elasticity-templates.aspx?s=priceelasticity01.xls
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The sales letter’s (or landing
page’s) goal is to convince
your reader of the attractive-
ness of your offer. So that
they buy the product. Once
they’re driven by the ad to
the landing page, each sen-
tence needs to reel in the
reader:

• Inform them about the
benefits they will re-
ceive, and tie them
back to product fea-
tures.

• Make the reader in-
creasingly excited about
your solution or prod-
uct, as they read each
sentence.

• Anything which knocks
them off that path (words,
pictures, or graphics) must
be sliced off immediately.

• Guarantee and provide
certainty that your prod-
uct will deliver.

• Explain exactly how to
buy the product you’re
selling, to minimize any
friction in the sale.

At the same time, there is conflicting tension. The shorter the sales
letter is, the more likely it is the reader will finish reading it. Get
the same message across in fewer words.
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Mark Twain once quipped, “I didn’t have time to write a short letter,
so I wrote a long one instead.” Particularly when you’re trying to
persuade someone, tight writing is essential. Everyone is busy.

In the context of a landing page, it’s almost that simple–yet not
quite. Length is in the eye of the reader.

If your salesletter directly targets that reader’s need, they’re much
more likely to want to continue reading it. Until the end.

If someone complains that a letter is too long, it’s a strong sign
that you’re off mark. Quite possibly, they aren’t the ideal recipient
and your audience strategy is wrong. Alternatively, the landing
page isn’t focused enough on their actual needs. So you might not
understand what that person (or niche) needs.
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Take Action Now

1. Add analytics to your landing page in order to
monitor time on site. Google Analytics is fine
if you want to keep costs low.

2. Test the hypothesis that most of your visitors
do not bounce from your landing page.

3. If a small number of visitors convert, run tests
to increase time on site (i.e. make sure you have
their attention before expecting more).

4. Test the stories that you use in your copy, in
order to engage and persuade your prospects
including: the product’s origin story, any story
describing the prospect’s main pain, or success
stories with your product. If you continue to
get negative results, move on to a different idea.
There is no point building out a product that
you’ve just proven no-one wants. If you get
positive feedback, it’s time to start creating the
product.

Standard landing page checklists:

• http://unbounce.com/landing-pages/checklist/
• https://medium.com/@realscottmcleod/how-to-setup-a-

landing-page-for-validating-a-business-or-product-idea-
d72c35fc012c
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Metrics To Monitor

Once you get them on your page, the time they spend
on your site is the quantitative metric to optimize.
If they stay on your site, they’re increasingly likely
to convert. Even if they aren’t converting, make sure
you have them engaged based on this metric first. In
order to increase it, add or improve your stories. If you
need to, go out and do more customer interviews. Use
customer language and stories in order to make your
page more engaging for your prospects, and time on
site to split test your way to increasing it.
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Key Takeaways

Landing pages help you to:

1. Find message-medium-market match
2. Set up tests quickly to gain insight into user

behavior and actual demand
3. Force yourself to be clear and precise
4. Prove demand for your solution with a landing

page MVP

These are the five most critical parts of your landing
page:

• Benefits in the form of bullets communicate
what the prospect will get if they buy your
product or solution.

• Your headline must attract attention, ideally by
being new or at least piquing curiosity, along
with communicating a clear benefit.

• Stories help you sell and communicate a com-
plicated emotional message to your prospect.
Confer the emotion they need to act.

• Proof increases the feeling of certainty in your
prospect’s mind. Balance out the hype in bene-
fits with specific proof in order to make them
more believable. Use it liberally to increase
response.

• Once you get conversions, which proves your
letter communicates the value of your prod-
uct clearly, test your product at various price
points.

A landing page needs to be long enough to get all
of the key points across, but short enough to remain
attractive for your persona.



Lean Landing Page Case
Studies
Here are a number of Lean Startup validation case studies. Much
of this was happening as The Lean Startup was being pieced
together by Eric Reis. These are retrospective reconstructions of
what happened using landing pages as vehicles for minimum viable
products.

While you may have heard of the case studies before, there is a lot
of nuance in exactly what each test actually tested. They are not
“traditional” A/B split tests, where they were testing whether a new
variation of an ad or landing page beat the old one. In order to help
make it more explicit, I’ve tried formatting the experiments to be
lightweight. I’ve attempted to make it clear to founders exactly how
the experiment worked.

Buffer

Buffer is a social media sharing tool, allowing you to publish tweets
or social media posts on a pre-defined schedule.

Hypothesis: The target audience wants this
product

Test Type:Value hypothesis, confirm the problem exists and people
want a “hands off” way to tweet

Success Criteria: Emails gathered > 0

Traffic Source: Social media, word of mouth
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Result: Pass. A few people used it to give founder Joel Gascoigne
their email. He used these to get some useful feedback and initiate
a conversation with prospects.

Step back: Potential users had left their email address at a random
web page promising them help with this particular problem. This
meant the idea itself was valuable, and there was potentially unmet
demand for this particular idea. I would be careful to use only # of
emails gathered as the primary metric in all cases. For a consumer
facing product, this is probably good enough, assuming you have
enough traffic. It would be better to also include some kind of
a target number of sessions, to make sure that you have enough



Lean Landing Page Case Studies 177

“attempts to convert” to make your metric meaningful.

Hypothesis: The target audience is willing
to pay for the product

Test Type: Value hypothesis, confirm declared willingness to pay
for “a way to automate their tweeting”

Success Criteria: People would click-through the additional pric-
ing page, and still leave their email.

Traffic Source: Social media, word of mouth



Lean Landing Page Case Studies 178

Result: Pass. People were still clicking through this additional step.
Joel was able to gather useful information about the suggested
pricing plans, in order to figure out pricing.

Step back: Potential users weren’t put off by the blatant pitch, and
still kept leaving an email address at the far end. What Joel hadn’t
tested was whether people would actually buy; however, he was
able to complete a functional prototype within seven weeks, and
tested this hypothesis with a functional system. He actually got
his first paying customer 4 days after the “rough-around-the-edges”
product launch.

Dropbox

Dropbox does file-sharing in the cloud, giving users access to the
same files on all devices, regardless of where they are used.

Hypothesis: Paid search can be a profitable
engine of growth for Dropbox

Test Type: Growth hypothesis

Success Criteria: Customer Value > Customer Acquisition Cost

Traffic Source: Paid search engine marketing

Dropbox experimented with using paid acquisition on a landing
page. This is not an early-stage landing page MVP test. It’s an
attempt to figure out what will grow the company, not whether the
product idea is attractive. They hired an experienced search engine
marketer, who went out and made landing pages. On those pages,
they hid the free option, replacing it with a free time-limited trial.
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Total ad spend: approximately $3,000 in the image above

In their words, here were the problems they faced:

• The most obvious keywords were expensive.
• Long-tail had low volume.
• Hiding the free option was shady, confusing and buggy.
• The conversion numbers on Google’s dashboard were inaccu-

rate.

Result: Fail. As their cost of acquisition at the time was at least
$233 for a $99 product, the experiment to test paid acquisition as
a profitable traffic source failed. Based on the economics of paid
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search, pay-per-click didn’t look like a viable growth strategy for
Dropbox.

Step back: Even though PPC as a source of traffic didn’t work
for them, it solidified their confidence in their ability to retain
customers. If people bought, their subscription retention rate was
over 75%. In short, they had a great product their community loved,
and they had product market fit. In Drew Houston, the CEO’s
words, this meant that “product-market fit cures the many sins
of management.” After this idea failed, Dropbox created a famous
explainer video which went viral, thus proving that a viral engine
of growth was better for them.

Hypothesis: The value proposition
resonates with the target audience

Test Type: Value hypothesis

Success Criteria: Conversion rate > initial conversion rate

Traffic Source: Paid search engine marketing

Result: Pass. Simple and concise converts better, as does having a
clear call-to-action for the next step.
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Step back: This test type is taken out of the traditional toolbox
of conversion rate optimization (CRO). The idea is clear to the
founders. They want to communicate it as concisely and effectively
as possible to their target audience. Even if they move to a different
traffic source later (as Dropbox did), a clear and powerful value
proposition ensures a high conversion rate for all further marketing
efforts, including free traffic sources. Moving too early into this
kind of testing can be a type of premature optimization.

Foursquare

Foursquare is a local search and discovery service mobile app.
Taking into account the places a user goes, the things they have
said that they like, and the other users whose advice they trust,
Foursquare provides recommendations of the places to go around
a user’s current location.

Hypothesis: Enough latent demand exists at
location X to make growth possible

Test Type: Growth hypothesis, where to expand next?

Success Criteria: City requests > cutoff

Traffic Source: existing/retained users
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Example Result: Pass. The following cities were a shortlist gener-
ated using this approach.

Baltimore, MD Cleveland, OH Indianapolis, IN Kansas
City, MO Milwaukee, WI New Orleans, LA Omaha, NE
Pittsburgh, PA Raleigh-Durham, NC Richmond, VA Salt
Lake City San Antonio, TX St. Louis, MO Montreal,
Canada Toronto, Canada
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Source

Step back: This is a good example of using online surveys to gather
actionable data. The big strength of surveys? They help gather
structured data. The weakness of surveys? They don’t allow you to
explore a problem space like customer development, presupposing
that the product is already validated. In the case of Foursquare, this
had an additional implication. Network effects drive social media.
They needed enough demand among early adopters to exist in a
particular area to create critical mass. This ensured that the product
would be valuable to later joiners in that area.

Grockit

Grockit is an online social learning game company. Grockit pre-
pares students for the SAT, ACT, GMAT, LSAT and GRE standard-
ized exams. Students can take practice tests while collaborating
online with other users.

http://mashable.com/2009/10/15/foursquare-new-cities/
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Hypothesis: Customers are interested in
the product for a different reason than the
most obvious one

[Source:VentureHacks.com]

Test Type: Value hypothesis, exploratory

Success Criteria: Over x% give an alternative explanation

Traffic Source: Unknown

Result: Unknown in this particular case.
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Step back: This test has three parts. First of all, it identifies the exact
people interested in what’s promised. Second of all, it helps give a
quantitative metric to prove/disprove the validity of a particular
assumption. Third of all, it collects exploratory qualitative data
using an open-ended question.

AirBnB

As mentioned earlier, Airbnb is a website for people to list, find,
and rent lodging. When initially starting out, the founders were
scrambling for cash and came up with the idea to offer temporary
lodging for fellow design conference attendees at a competitive
rate. In addition to a better price, the customers would have
the experience of living with locals who were also going to the
conference.

While they didn’t have beds, they did have 3 inflatable air mat-
tresses. The rest, as they say, is history source. It’s also where the
“air” in AirBnB comes from.

Hypothesis: Complete strangers are happy
to pay for accomodation in a private home
(non-standard behavior) and forego a hotel
(standard option)

Test Type: Value hypothesis

Success Criteria: 3 sales

Traffic Source: Design conference attendees

Result: Pass.

Step back: Co-Founder Brian Chesky comments “One thing I
learned is, big ideas sound stupid in the beginning. I’ve always
heard that if your idea is any good there is no problem with

https://medium.com/cs183c-blitzscaling-class-collection/scaling-airbnb-with-brian-chesky-class-18-notes-of-stanford-university-s-cs183c-3fcf75778358#.q132x66wr
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sharing it because people will dismiss it.” By testing for behaviors,
particularly for buying behaviors, the AirBnB guys learned that
there could be the nugget of a business idea. Initially they thought,
it would just be something they could do until they find their big
idea. Ultimately, it turned out that was their big idea.

Groupon

Groupon bulk buys attractive offers from businesses looking to
advertise, and then turns around provides these same products and
services at discounted rate to consumers. The initially started out
as a blog called thepoint.com. Andrew Mason’s original idea was to
create a tipping-point-based collective action website, primarily for
social and political causes. He dedicated his team to getting people
together to accomplish a goal. Over time, the founders realised that
they could try the same idea in an economic context–group buying.

image:archive.org

“The actual coupon generation that we were doing was all File-
Maker. We would run a script that would email the coupon PDF
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to people. It got to the point where we’d sell 500 sushi coupons in
a day and we’d send 500 PDFs to people with Apple Mail at the
same time. Really the first, until July of the first year was just a
scrambling to grab the tiger by the tail. It was trying to catch up
and reasonable piece together a product.” source

Hypothesis: An unproven business model is
attractive and understandable to
consumers

Test Type: Value hypothesis

Success Criteria: consumers pre-buy a pre-arranged product which
was bought at wholesale discount rates

Traffic Source: emailing a PDF via Apple mail

http://www.nextbigwhat.com/groupon-story-297/


Lean Landing Page Case Studies 188

image:archive.org

Result: Pass. Consumers loved the idea and reacted rabidly to the
offers being put in front of them.

Step back: This case study is dicussed in depth in the Lean Startup.
While it may be tempting to focus on how unprofessional the design
and experience was for new customers, in fact the team used this
to prove rabid demand exists for this kind of bulk-pre-buy service.
The technical and design details were essentially irrelevant at this
stage and would remain so, if demand had not existed.

Hypothesis: Buying behavior over email
carries over to cold traffic attracted from
the web

Test Type: Growth hypothesis
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Success Criteria: New customers buy into the scheme from the
blog (presumably SEO/free traffic sources)

Traffic Source: added to thepoint.com as a “category”–blog

Result: Pass.

Step back:Groupon scaled this out initially from a sub-domain into
its own website and scaled the business from nothing to 10,000
employees and going public over the space of 2-3 years. Using
standard user experience patters like categories and metrics to track
user behavior, the founders confirmed that the buying behavior
they saw on a small scale carried over to much bigger potential
sources of traffic.

Zappos

In 1998, UK born film-school grad Nick Swinmurn was scouring
the Bay Area for a pair of Airwalks, but couldn’t seem to find
the right size and style. Yet he knew most consumers didn’t buy
much of anything online. Especially shoes, which are very personal.
The assumption that consumers would actually buy shoes online
needed to be tested.

Swinmurn began by putting up photos of shoes from local shoe
stores on a website to gauge demand. When someone ordered a
pair online, he bounced back to his local shoe store, bought it, and
shipped it out at a slight loss.
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Hypothesis: Consumers willing to buy
(specific product type) online

Test Type: Value hypothesis

Success Criteria: Sales

Traffic Source: SEO (guess)

Result: Pass. Even though he lost a bit of cash up front, Zappos won
out in the long run.

Step back: Instead of investing in technology and inventory, Zap-
pos answered the single most important question: will consumers
accept the online distribution channel for shoes? And they did. To
the tune of 1.9 bln USD, when Amazon acquired Zappos ten years
after it was founded.

Aardvark

The guys behind Aardvark took a number of atypical moves. Aard-
vark itself was meant to be a social search engine…think Google +
LinkedIn + Quora. You would find answers to questions by asking
friends of friends. Users submitted questions via the Aardvark
website, email or instant messenger and Aardvark identified and
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facilitated a live chat or email conversation with one or more
topic experts in the asker’s extended social network.This meant
any question which a computer couldn’t answer could finally be
answered.

In practice, though, the site consistent of limited functionality
web pages, and a glorified chat box…manned by the founders
with computer science backgrounds. For nine months, the team
was learning what people actually wanted and needed. Practically
speaking, it was instant messaging make to look like a search
engine.

Hypothesis: People find answers to
questions a computer program couldn’t
answer valuable

Test Type: Value hypothesis

Success Criteria: A certain number of visitors return to do more
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searches (guess) – to prove the concept beyond a pure gag value

Traffic Source: Initially new users had to be invited by existing
users.

Result: Pass.

Step back: As a result of 9 months of Wizard of Oz testing, the
founders raised financing. They knew exactly what to automate.
The idea had been de-risked. Max Ventilla, a co-founder, quipped
“I’m probably going to fail, so how can I increase my chances of
success but — more importantly — use that failure and make it less
painful and minimize the risk of the catastrophic fail, when you’ve
run out of money and you actually have to change jobs”.

The Role of Traditional Conversion
Rate Optimization

Hypothesis: Users flow through onboarding
as expected

For more CRO-style testing ideas, there are lists of tips and things
to test available online, such as: https://blog.kissmetrics.com/100-
conversion-optimization-case-studies/ or https://www.marketizator.com/blog/10-
conversion-rate-optimization-tips-for-a-killer-checkout.html. The rest
of the onboarding process testing, such as the following test below
which produced a 26% uplift is part of value hypothesis testing:
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This can be done either as part of streamlining the user experience,
or as part of speeding up a paid engine of growth.

Back To You

If you have any case studies you’d like to share or include for the
benefit of other founders, email me at luke@launchtomorrow.com.



Early Days of the Tech
Giants
Here are a few homepages of today’s tech giants from their early
days. The homepages serve as a poignant reminder of the fact that
it’s better to launch as quickly as possible when you are in a good
market, rather than honing the perfect look and design. If you cut
across the technology industry, the whole idea of a “minimum
loveable product” just doesn’t hold up to the backstories of the
major players in the sector. Every major company I can think of had
quite humble beginnings, where they focused on learning, iterating,
and building a viable business around a product idea. Once they
knew they were viable, they went back and optimized product
design.

These homepages serve as a good reminder of what Field Marshall
Helmuth Graf von Moltke said, “No campaign plan survives first
contact with the enemy”. You could easily argue that that the real
test of a business is whether it survives its first major pivot. Yet in
order to pivot using a Lean Startup approach, you gather data to
confirm your intuitions.

Also, if the founders had not explicitly formulated an experiment
around their landing page, the below are not really landing page
MVPs. They’re just homepages.

Google

Before Alphabet there was Google, and before Google there was…Backrub.
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This was a prototype of the search service that took over the online
world.
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In the early days of Google, the designers would occasionally get
an email from a strange fan containing just one number. That was
it. Every few months or so, they got another one of these emails and
they were confused why this oddball was emailing them numbers.

Eventually, they realized that the email always came the day after
the changed their main homepage design. The number referred to
the number of characters visible on the main screen. Their email
stalker was helping them stay true to their minimalist style.

[image: spaceincome.com, Mark Chen]
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Twitter

This picture is from Jack Dorsey’s notebook, before the twitter
guys actually put up their first version of their homepage. Paper
prototypes are good sources of discussion, and they are useful for
communicating the value proposition–which in Twitr’s case at the
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time was their biggest challenge. After all, who would even want
to write 140 character long blog posts?

[image:medium.com]

This early homepage stresses twitter’s function of serving as a way
to keep tabs on friends. The value proposition was that you will
know what others are doing.

[image:onemonthrails.com]
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Amazon

Founder Jeff Bezos claimed, “if it’s in print, it’s in stock”. As a result,
Amazon became the go-to place for consumers who were browsing
slightly less popular books in the “long tail”, knowing that there
would be a much greater chance that the book would be available.

[image: Mark Chen]
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Facebook

This is how Facebook looked, when Mark Zuckerburg decided to
create an electronic form of the Freshman Facebook, arguably as a
way to gain notoriety on campus at the time. Seems quite far from
the billion dollar advertising juggernaut it is today.

[image:waybackmachine.org]
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Here’s how the user profile looked after login.

[image:onemonthrails.com]
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Apple

While clearly not a landing page, as the Internet didn’t exist at the
time, Steve Jobs and Woz arranged to sell 50 assembled computers
to the Byte Shop (a computer store in Mountain View, California)
at $500 each, despite not having the parts. To fulfill the $25,000
order, they obtained $20,000 in parts at 30 days net and delivered
the finished product in 10 days. This was in a day when home
computers were assembled from scratch by wide-eyed hobbyists.
A classic pre-sell MVP lies at the beginning of the Apple empire.

[image:Wikipedia.org]
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YouTube

Youtube had its roots as a dating site before focusing specifically
on video. YouTube fizzled in an early version, namely a dating site
called “Tune In Hook Up”. The founders later developed the current
site, now broadcasting 100 million short videos daily on myriad
subjects.

[image:waybackmachine.org]
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PayPal

Before Peter Thiel became “The Peter Thiel”, he ran around doing
customer development trying to convince people to beam money
between PalmPilots. Over infrared. It was only when they realized
that people really latched on to the idea that sending money to
someone using their email address, did they have a value propo-
sition that actually worked.

[image:waybackmachine.org]
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Yahoo

Yahoo was originally the first directory of links of the world wide
web, before search engines even existed. They manually curated
links and organized them into a tree structure to make them easy
to find and use.

[image:onemonthrails.com]
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AirBnB

The idea for AirBnb came from the founders’ need to get cash for
their other startup ideas. They offered to rent out an air mattress
to ISDA conference (a design conference) attendees. When they
found that surprisingly easy, they continued to do so, only to realize
later…that this was their big idea.

[image: YC/Jessica Livingston]

And the takeaway is…

Design remains quite important, particularly for consumer tech-
nology companies. But over-designing a product before proving
demand exists is just an elaborate form of waste. Premature op-
timization, even. A minimum loveable product is a great idea. As a
principle, I myself find it quite alluring to only show your absolute
best to the world. From a business point of view in the tech sector,
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though, it may be a trap.

So go figure out what you need to prove and write your first
experiment!



Now It’s Your Turn To
Launch
By reading this book, you now have everything you need to test
out your idea and launch your business.

If you follow what I have laid out in this book exactly, you will be
the owner of a successful business. I guarantee it! You effectively
have zero percent chance of your business being a flop, if you
launch every day. Until you hit a hungry for your product idea.

I wrote this book because I wanted to help you shortcut finding
problem-solution fit. It is a great feeling to know that there is
a hungry market at the end of your product’s rainbow. You can
shortcut the whole process, and commit to an idea that will really
work. Don’t make the mistakes that I made early on.

The next step is up to you.

The key is to take action; take the first step and begin your launch
process. Make the commitment to yourself. Decide today that you
will launch tomorrow. Time is running out….

Grab your free bonuses

In order to help you hit the ground running, I’ve prepared a
few bonuses for you. They are available in the launch tomorrow
members area on my site. These include:

• A detailed checklist for your landing pages, which one early
reader of Launch Tomorrow called “absolute gold”–which
you won’t find anywhere else on the internet
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• A tracking spreadsheet to keep track of your early stage tests
when entering a totally new market

• A template for formulating effective Lean Startup tests–
formulating effective hypotheses is the most overlooked as-
pect of Lean Startup)

• A cheat sheet of what to ask prospects when interviewing
them to figure out what to put on your landing page

• 14 tools to verify your business idea (a report I co-authored
with a TechStars Managing Director)

These bonsues aim to help you bridge the implementation gap. Hit
the ground running. Follow the lean startup process with these
up-to-date resources. Hundreds of entrepreneurs have used them
effectively.

To get these bonuses, forward me the receipt for your payment
at luke@launchtomorrow.com, and I’ll hook you up.

If you want to keep up with the latest news, developments, and con-
tent, the best place to do that is on http://www.launchtomorrow.com.

Learn quickly about your market, validate your product idea, and
get rrrrrrrrrrready to scale!



Glossary
ad spend- the amount of money actually spent on an advertising
campaign
assumption- a statement of opinion about the occurrence of an
event or state which is outside of the control of the founders
banner ad- a type of online advertisement, a click-able image ad
which then sends the user to a specific URL, such as a landing page
brand marketing- a type of marketing based upon repeated expo-
sure of prospects to specific marketing message, in the hopes that
it will influence buying decisions over the longer term and build
goodwill
burn rate- how much you burn per day and the implied number of
days you can afford to keep trying out new business ideas
clickthrough rate (also click-through rate, CTR)- the percent of
people who see an ad and click it. For example, if an ad is displayed
100 times and 1 person clicks it, the CTR is 1%
clickthrough- a click on an advertisement. useful to analyze be-
cause it’s behavioral, and also a precondition for a sale in paid
customer acquisition
cold traffic- traffic to a website that is completely unfamiliar with
it. a good source of baseline testing data to analyze demand, which
isn’t skewed like warm traffic
conversion rate- the percent of prospects who take a desired action
after arriving at a landing page. This usually refers to the prospect’s
buying the product or leaving an email address for further followup
customer acquisition cost (CAC)- the amount you actually pay to
acquire a customer. While there will be an average CAC, in practice
CAC varies widely on the marketing medium used, tactics, and
relevance for that particular audience
customer development- qualitative customer or prospect inter-
views, in order to explore their problems and understand what type



Glossary 212

of solution could potentially work for them
cycle time- the elapsed time between a customer request and
when they get that request fulfilled. In the context of lean startup,
this request will include a fully formulated experiment with a
hypothesis test, so it includes MTV
direct marketing (direct response)- a type of marketing that
focusses only on the behavioral response of prospects in aggregate,
i.e. maximizing percent of prospects who respond to a specific
advertisment. A different approach than brand marketing.
Expected Lifetime Value (E(LTV))- the total revenue (or profit for
more mature businesses) you expect to make from one customer.
This is an educated guess until you have actual sales data after a
product is launched
fragmented market- A type of market with many small competi-
tors and no clear market leaders. Each competitor will own a small
fraction of the market, i.e. much below 20%
funnel (also: sales funnel)- An analytical technique used to orga-
nize sales efforts as a flow of potential prospects, who become leads,
and ultimately become customers. Similar to how liquid flow down
a kitchen funnel, many prospects drop off before they actually
buy, resulting in a funnel-like structure. The technique attempts
to minimize the % of drop-off at each stage
Google trends- A free tool provided by Google with search data
for each keyword over time. Provide graphs of how the popularity
of particular keywords changes. Helpful in identifying trends in
demand
gumball machine number (GMN)- how much you’d ideally be
willing to spend, i.e. no more than X, in order to acquire a customer.
It is equal to the expected customer acquisition cost
impression- For an an online advertisement, when one prospect
views a specific advertisment one time. Used as the denominator
for CTR
inflation- In economics, inflation is a sustained increase in the
general price level of goods and services in an economy over a
period of time
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landing page- in online marketing, a one dedicated webpage to
welcome traffic and persuade it to take an action, e.g. sign up, leave
an email address, buy a product
lead generation- In marketing, lead generation is the generation of
consumer interest or inquiry into products or services of a business
lead- a prospect that has the interest, authority and budget (i.e.
money) to purchase a product or service
latent demand- your customers want, expect, or would prefer
to buy your product but they can’t because acceptable goods or
services aren’t available or are completely out of the budget
Lifetime Value (LTV)- the actual or realized total profit or revenue
generated from one customer. LTV measures of the total amount of
value you generate with your products or services per customer
market testing velocity (MTV)- the elapsed time between defining
a test and completing it by interpreting the results. The lower the
MTV, the faster you learn about your market
minimum viable product (MVP)- an experimental form of prod-
uct, in order to test a specific hypothesis and/or to generate quali-
tative learning around the customer or the business
moneybox- analagous to a timebox. Allocates a specific, typically
small yet realistic, amount of money to achieving a goal. Allows
you to step back and re-evaluate progess and learning once using
up the moneybox, thus generating the option of allocating another
moneybox or doing something else
offer- the fundamental promise of your product or service
paid (customer) acquisition, also paid acquisition model or paid
engine of growth- a strategy to acquire customers via buying
advertising or otherwise paying for them, and treating this as a
cost of doing business, while still managing to generate a profit by
earning more revenue than it costs to acquire a customer
pay per click (PPC)- a form of online advertising, where the
advertiser pays only for actual clicks generated, not “impressions”
pivot- In lean startup, a change of strategy while still pursuing the
overall product vision. A pivot is not a failure, as it’s data driven.
Failing to pivot if the data suggests it’s necessary is a failure
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price elasticity (of demand)- in economics, a measure of how the
number of units sold changes when a product’s price is changed
problem-solution fit- In lean startup, a stage of startup growth
where the founders have confirmed a problem exists, it’s large
enough to be worth solving, and that the founders are capable of
delivering a solution to it. You know you have problem-solution fit
when people want to buy a product that does not exist yet quality
score- In Google AdWords and Bing PPC, a software-generated
estimate of the relevance of a particular landing page to the ad
(and keyword in search PPC). Quality score is used to establish the
placement of an ad or the cost per click
search engine optimization (SEO)- a number of techniques web-
masters use in order to influence rankings in an (unpaid) unpaid
search
signpost value also cutoff value- the predetermined threshold at
the start of an experiment, to evaluate the results obtained later as
to whether the hypothesis can be accepted or rejected
statistical certainty- a highly probable outcome based on standard
statistical techniques
SWOT- stands for Strengths, Weaknesses, Opportunities, and Threats.
Standard tool to help analyze business strategy
URL- stands for Uniform Resource Locator. A good example would
be a web address like http://www.awebsite.com/awebpage.html
user experience (UX)- the overall experience a person has when
using a product, service, or website based on how pleasant and easy
it is to use in order to achieve their goals
value proposition (also: value prop)- the reason why a customer
buys from you, depends on many factors including vision, product,
offer
venture capital (VC)- a type of equity financing available to
high-growth startups, provided by professional investors who take
private equity stakes in return for funds
warm traffic- unlike cold traffic, any kind of traffic which has been
positively predisposed to buy based on how it arrives at a website,
e.g. joint ventures, previous customers. For the purposes of testing a
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value proposition or a landing page MVP, it’s better not to use warm
traffic as the traffic source, as it may skew your results upwards
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