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Nom du projet :
fo % PROBLEMES @ SOLUTIONS ﬁ PROPOSITION DEVALEUR AVANTAGE CONCURRENTIEL

Oy Liistez les 3 principaux problemes a résoudra Quelles sont les 3 principales solutions pour Quels sont les bénéfices que vos clients

Quels sont vos avantages concurrentiels ?
résoudre vos problemes ? peuvent attendre de votre produit/service ?

.

> Quels sont vos Indicateurs clés de
performance pour mesurer vos actions 7

% Quels sont vos canaux de communication

et de distribution ? Quels sont les canaux
pour recolter les feedbacks de vos
utilisateurs ?

N

/o) SOLUTIONS ALTERNATIVES

Quelles sont les solutions alternatives qui
répondent aux problémes & ce jour ?

STRUCTURE DE COUTS

Quels sont vos coits fixes et variables pour lancer votre activité
?

~  SOURCES DE REVENUS

~ . Quelles sont les entrées d'argent générées par l'activité 7
IComment et quand vont payer vos clients ? Quel est le prix
pratigué selon vos différents segments de clientéle ?
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Quels sont vos avantages concurrentiels ?

n PROPOSITION DE VALEUR

Quels sont les bénéfices que vos clients
peuvent attendre de votre produit/service ?

SEGMENTS CLIENTS
Qui sont vos principaux segments de
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L'application est ergonomique, épurée | | ©n s'amusant (smartphone, ordinateur).
et pratique dans son utilisation.

Une application différente de ce qu’on
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formats de discussion (vidéos, jeux,
chat) et d'animation (filtres, gifs, etc.).

Rester en contact avec des personnes
a n'importe quel moment de la
journée.

L'application doit étre simple et

intuitive aprés installation.

Avoir le choix dans le format de la
conversation (vidéo, chat, jeux, etc.)
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Quels sont vos couts fixes et variables pour lancer votre activite
5
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Market sizing : scope
Les différentes tailles de marchés :
périmetre, référentiels, portée,




TAM SAM SOM @

Total Addressable Market

Serviceable Available Market

Serviceable Obtainable Market




TAM S5AM 50M @

TAM = Your Total Available or
Addressable Market is the total
market demand for a product or
service

TAM = (Total of potential customers)
X (AAR average annual revenue per
customer or Average Revenue Per
User ARPU)

total market with a need or a
problem you could fix

Serviceable Available
Market

SAM = Serviceable Available Market
is the segment of the TAM targeted
by your products and services
which is within your geographical or
other reach.

SAM = (Total of potential customers)
X (% that can be realistically served)
X (AAR average annual revenue per
customer)

Part of canreach

Serviceable Obtainable

Market

SOM = Your Share of the Market
(the subset of your SAM that you
will realistically reach —particularly in
the first few years of your business)
t is the portion of SAM that you can
capture v. the competition or
alternatives

SOM = (Total of potential
customers) x (% that can be
realistically served) x (% you can
capture) x (AAR average annual
revenue per customer)

Part
reall

M you
o reach



TAM SAM SOM @

llotralfAcldressable Market

Seiceable Available Market

SeERiceable Obtainable Market

TAM = Total Number of Potential Customers x Average Revenue Per User (ARPU)

The top-down approach focuses on market size and potential, while
the bottom-up approach starts with an existing customer base and
projects future growth
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1/ Combien de personne ont le méme probleme que mon persona ?

2/ Combien de personne peuvent acceder ma solution en termes de
localisation, finance, technologie, culture... ?

3/ Combien de personne suis-je capable de toucher :
cout des médias

cout de la distribution
capacité de production
logistique

accessibilité
disponibilité
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know-your-customers-

to Be Done” jobs-to-be-done

Is innovation inherently a hit-or-miss endeavor? Not if you understand
why customers make the choices they do. by Clayton M. Christensen,
Taddy Hall, Karen Dillon and David S. Duncan
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https://hbr.org/2016/09/know-your-customers-jobs-to-be-done
https://hbr.org/2016/09/

La théorie Jobs To Be Done (JTBD), développée par Clayton Christensen, est un cadre conceptuel qui permet de
comprendre pourquoi les clients achéetent des produits ou services. Contrairement aux approches marketing traditionnelles
qui se concentrent sur les caractéristiques démographiques ou les comportements des consommateurs, la théorie JTBD se
focalise sur les «taches" (jobs) que les clients cherchent a accomplir.

Les principes clés de la théorie JTBD :
Les clients "embauchent" des produits pour accomplir des taches (jobs) :
Les clients n'achetent pas un produit pour le produit lui-méme,
mais pour résoudre un probleme ou accomplir une tache spécifique.

Par exemple, une personne n'achete pas une perceuse pour posséder une perceuse, mais pour faire un trou dans un mur.
Les taches sont stables, pas les solutions :

Les besoins fondamentaux des clients (les taches) changent peu dans le temps, mais les solutions pour y répondre évoluent
constamment.

Par exemple, le besoin de se déplacer rapidement existe depuis longtemps, mais les solutions ont évolué des chevaux aux
voitures, puis aux véhicules électriques ou autonomes.

Comprendre le contexte et les motivations :

Pour identifier les JTBD, il faut comprendre le contexte dans lequel le client se trouve et les motivations qui le poussent a
aqgir.

Par exemple, une personne peut acheter un fast-food non pas parce qu'elle aime la nourriture, mais parce qu'elle manque
de temps et a besoin d'une solution rapide.

Les dimensions fonctionnelles, émotionnelles et sociales :

Les taches a accomplir peuvent étre de nature fonctionnelle (résoudre un probleme pratique), émotionnelle (se sentir bien)
ou sociale (étre percu d'une certaine maniere par les autres).

Par exemple, acheter une voiture de luxe peut répondre a un besoin fonctionnel (se déplacer), mais aussi a un besoin
émotionnel (se sentir important) ou social (montrer son statut).



Comment appliquer la théorie JTBD ?

|dentifier les taches :

Observez et interrogez les clients pour comprendre les problemes qu'ils cherchent a résoudre ou les objectifs qu'ils veulent
atteindre.

Posez des questions comme : "Pourquoi avez-vous acheté ce produit ?" ou "Quel probleme essayiez-vous de résoudre ?"
Segmenter par taches, pas par clients :

Au lieu de segmenter le marché par age, genre ou revenu, segmentez-le en fonction des taches que les clients veulent accomp
Par exemple, un méme produit peut étre utilisé par des personnes tres différentes pour accomplir la méme tache.

Concevoir des solutions adaptées :

Une fois les taches identifiées, concevez des produits ou services qui répondent précisément a ces besoins.

Par exemple, si une tache courante est "gagner du temps le matin", une solution pourrait étre un petit-déjeuner prét a
consommer.

Evaluer la concurrence :

Analysez comment les concurrents répondent (ou ne répondent pas) a ces taches, et identifiez les opportunités pour offrir une
meilleure solution.

Pourquoi cette théorie est-elle puissante ?

Centrée sur le client : Elle permet de se concentrer sur les besoins réels des clients plutét que sur des hypotheses marketing.
Innovation : En comprenant les taches, les entreprises peuvent innover en créant des solutions qui répondent mieux aux besoir
des clients.

Durabilité : Les taches étant stables, les solutions qui y répondent efficacement ont une pertinence a long terme.

En résumé, la théorie JTBD offre une nouvelle perspective pour comprendre les motivations d'achat des clients et concevoir de
produits ou services qui répondent veritablement a leurs besoins.



Definition

Jobs to Be Done is a lens that reveals the circumstances—or forces—that drive
people and organizations toward and away from decisions.

While conventional marketing focuses on market demographics or product
attributes, Jobs to Be Done Theory (JTBD or Jobs Theory) goes beyond superficial
categories to expose the functional, social, and emotional dimensions that explain
why people make the choices they do.

Everyone has Jobs to Be Done in their lives—the progress they’re trying to make
as they strive toward a goal or aspiration within particular circumstances.

We call these Jobs because just as people hire contractors to help them build

houses or lawyers to build a case, people “hire” products or services when “jobs”
arise in their lives.

The Forces of Progress

Unique Insight

People don't simply buy or pick products or services; they pull them into [‘ (

their lives to make progress. I HABITS ANXIETY
< /) of the present of new solution

EXISTING
BEHAVIOR

FORCES OPPOSING CHANGE





https://www.youtube.com/watch?v=k01edeNOC_U

For as long as we can remember, innovation has been a top priority—and a top frustration—for leaders. In a recent McKinsey poll, 84% of global executives reported that innovation was extremely important to their growth
strategies, but a staggering 94% were dissatisfied with their organizations’ innovation performance. Most people would agree that the vast majority of innovations fall far short of ambitions.

On paper, this makes no sense. Never have businesses known more about their customers. Thanks to the big data revolution, companies now can collect an enormous variety and volume of customer information, at
unprecedented speed and perform sophisticated analyses of it. Many firms have established structured, disciplined innovation processes and brought in highly skilled talent to run them. Most firms carefully calculate and
mitigate innovations’ risks. From the outside, it looks as if companies have mastered a precise, scientific process. But for most of them, innovation is still painfully hit-or-miss.

What has gone so wrong?

The fundamental problem is, most of the masses of customer data companies create is structured to show correlations: This customer looks like that one, or 68% of customers say they prefer version A to version B. While
t’s exciting to find patterns in the numbers, they don’t mean that one thing actually caused another. And though it's no surprise that correlation isn’t causality, we suspect that most managers have grown comfortable basing
decisions on correlations.

Why is this misguided? Consider the case of one of this article’s coauthors, Clayton Christensen. He’s 64 years old. He's six feet eight inches tall. His shoe size is 16. He and his wife have sent all their children off to college.
He drives a Honda minivan to work. He has a lot of characteristics, but none of them has caused him to go out and buy the New York Times. His reasons for buying the paper are much more specific. He might buy it
because he needs something to read on a plane or because he’s a basketball fan and it's March Madness time. Marketers who collect demographic or psychographic information about him—and look for correlations with
other buyer segments—are not going to capture those reasons.

After decades of watching great companies fail, we’ve come to the conclusion that the focus on correlation—and on knowing more and more about customers —is taking firms in the wrong direction. What they really need to
home in on is the progress that the customer is trying to make in a given circumstance—what the customer hopes to accomplish. This is what we’ve come to call the job to be done.

We all have many jobs to be done in our lives. Some are little (pass the time while waiting in line); some are big (find a more fulfilling career). Some surface unpredictably (dress for an out-of-town business meetmg after the
airline lost my suitcase); some regularly (pack a healthful lunch for my daughter to take to school). When we buy a product, we essentially “hire” it to help us do a job. If it does the job well, the next time we’re confronted with
the same job, we tend to hire that product again. And if it does a crummy job, we “fire” it and look for an alternative. (We're using the word “product” here as shorthand for any solution that companies can sell; of course, the
full set of “candidates” we consider hiring can often go well beyond just offerings from companies.)

This insight emerged over the past two decades in a course taught by Clay at Harvard Business School. (See “Marketing Malpractice: the Cause and the Cure,” HBR, December 2005.) The theory of jobs to be done was
developed in part as a complement to the theory of disruptive innovation—which at its core is about competitive responses to innovation: It explains and predicts the behavior of companies in danger of being disrupted and
helps them understand which new entrants pose the greatest threats.

But disruption theory doesn’t tell you how to create products and services that customers want to buy. Jobs-to-be-done theory does. It transforms our understanding of customer choice in a way that no amount of data ever
could, because it gets at the causal driver behind a purchase.

The Business of Moving Lives

A decade ago, Bob Moesta, an innovation consultant and a friend of ours, was charged with helping bolster sales of new condominiums for a Detroit-area building company. The company had targeted downsizers —retirees
looking to move out of the famlly home and divorced single parents. Its units were priced to appeal to that segment— $120,000 to $200,000—with high-end touches to give a sense of luxury. “Squeakless” floors. Triple-
waterproof basements. Granite counters and stainless steel appliances. A well-staffed sales team was available six days a week for any prospective buyer who walked in the door. A generous marketing campaign splashed
ads across the relevant Sunday real estate sections.

The units got lots of traffic, but few visits ended up converting to sales. Maybe bay windows would be better? Focus group participants thought that sounded good. So the architect scrambled to add bay windows (and any
other details that the focus group suggested) to a few showcase units. Still sales did not improve.

Although the company had done a cost-benefit analysis of all the details in each unit, it actually had very little idea what made the difference between a tire kicker and a serious buyer. It was easy to speculate about reasons
for poor sales: bad weather, underperforming salespeople, the looming recession, holiday slowdowns, the condos’ location. But instead of examlnlng those factors, Moesta took an unusual approach: He set out to learn from
the people who had bought units what job they were hiring the condominiums to do. “I asked people to draw a timeline of how they got here,” he recalls. The first thing he learned, piecing together patterns in scores of
interviews, was what did not explain who was most likely to buy. There wasn’t a clear demographic or psychographic profile of the new-home buyers, even though all were downsizers. Nor was there a definitive set of
features that buyers valued so much that it tipped their decisions.

The focus on knowing more about customers has taken firms in the wrong direction.

But the conversations revealed an unusual clue: the dining room table. Prospective customers repeatedly told the company they wanted a big living room, a large second bedroom for visitors, and a breakfast bar to make
entertaining easy and casual; on the other hand, they didn’t need a formal dlning room. And yet, in Moesta’s conversations with actual buyers, the dining room table came up repeatedly. “People kept saying, ‘As soon as |
figured out what to do with my dining room table, then | was free to move,”” reports Moesta. He and his colleagues couldn’t understand why the dining room table was such a big deal. In most cases people were referring to
well-used, out-of-date furniture that might best be given to charity—or relegated to the local dump.

But as Moesta sat at his own dining room table with his family over Christmas, he suddenly understood. Every birthday was spent around that table. Every holiday. Homework was spread out on it. The table represented
family.

What was stopping buyers from making the decision to move, he hypothesized, was not a feature that the construction company had failed to offer but rather the anxiety that came with giving up something that had
profound meaning. The decision to buy a six-figure condo, it turned out, often hinged on a family member’s willingness to take custody of a clunky piece of used furniture.

That realization helped Moesta and his team begin to grasp the struggle potential home buyers faced. “l went in thinking we were in the business of new-home construction,” he recalls. “But | realized we were in the business
of moving lives.”

dentifying Jobs to Be Done
Jobs analysis doesn’t require you to throw out the data and research you've already gathered. Personas, ethnographic research, focus groups, customer panels, competitive analysis, and so on can all be perfectly valid
starting points for surfacing important insights. Here are five questions for uncovering jobs your customers need help with.

Do you have a job that needs to be done?

In a data-obsessed world, it might be a surprise that some of the greatest innovators have succeeded with little more than intuition to guide their efforts. Pleasant Rowland saw the opportunity for American Girl dolls when
searching for gifts that would help her connect with her nieces. Sheila Marcelo started Care.com, the online “matchmaking” service for child care, senior care, and pet care, after struggling with her family’s own care needs.
Now, less than 10 years later, it boasts more than 19 million members across 16 countries and revenues approaching $140 million.

These principles are described here in a business-to-consumer context, but jobs are just as important in B2B settings. For an example, see the sidebar “Doing Jobs for B2B Customers.”

Designing Offerings Around Jobs
A deep understanding of a job allows you to innovate without guessing what trade-offs your customers are willing to make. It’s a kind of job spec.

Of the more than 20,000 new products evaluated in Nielsen’s 2012-2016 Breakthrough Innovation report, only 92 had sales of more than $50 million in year one and sustained sales in year two, excluding close-in line
extensions. (Coauthor Taddy Hall is the lead author of Nielsen’s report.) On the surface the list of hits might seem random—International Delight Iced Coffee, Hershey’s Reese’s Minis, and Tidy Cats LightWeight, to name just
a few—but they have one thing in common. According to Nielsen, every one of them nailed a poorly performed and very specific job to be done. International Delight Iced Coffee let people enjoy in their homes the taste of
coffeehouse iced drinks they’d come to love. And thanks to Tidy Cats LightWeight litter, millions of cat owners no longer had to struggle with getting heavy, bulky boxes off store shelves, into car trunks, and up the stairs into
their homes.

How did Hersheys achieve a breakout success with what might seem to be just another version of the decades-old peanut butter cup? Its researchers began by exploring the circumstances in which Reese’s enthusiasts
were “firing” the current product formats. They discovered an array of situations—driving the car, standing in a crowded subway, playing a video game—in which the original large format was too big and messy, while the
smaller, individually wrapped cups were a hassle (opening them required two hands). In addition, the accumulation of the cups’ foil wrappers created a guilt-inducing tally of consumption: | had that many? When the
company focused on the job that smaller versions of Reese’s were being hired to do, it created Reese’s Minis. They have no foil wrapping to leave a telltale trail, and they come in a resealable flat-bottom bag that a consumer
can easily dip a single hand into. The results were astounding: $235 miliion in the first two years’ sales and the birth of a breakthrough category extension.

Creating customer experiences. |dentifying and understanding the job to be done are only the first steps in creating products that customers want—especially ones they will pay premium prices for. It’s also essential to create
the right set of experiences for the purchase and use of the product and then integrate those experiences into a company’s processes.

When a company does that, it’s hard for competitors to catch up. Take American Girl dolls. If you don’t have a preteen gitl in your life, you may not understand how anyone could pay more than a hundred dollars for a doll
and shell out hundreds more for clothing, books, and accessories. Yet to date the business has sold 29 million dolls, and it racks up more than $500 million in sales annually.

What's so special about American Girls? Well, it’s not the dolls themselves. They come in a variety of styles and ethnicities and are lovely, sturdy dolls. They’re nice, but they aren’t amazing. Yet for nearly 30 years they have
dominated their market. When you see a product or service that no one has successfully copied, the product itself is rarely the source of the long-term competitive advantage.

Jobs aren’t just about function—they have powerful social and emotional dimensions.

American Girl has prevailed for so long because it's not really selling dolls: It’s selling an experience. Individual dolls represent different times and places in U.S. history and come with books that relate each doll’s backstory.
For girls, the dolls provide a rich opportunity to engage their imaginations, connect with friends who also own the dolls, and create unforgettable memories with their mothers and grandmothers. For parents—the buyers—the
dolls help engage their daughters in a conversation about the generations of women that came before them—about their struggles, their strength, their values and traditions.

American Girl founder Pleasant Rowland came up with the idea when shopping for Christmas presents for her nieces. She didn’t want to give them hypersexualized Barbies or goofy Cabbage Patch Kids aimed at younger
children. The dolls—and their worlds —reflect Rowland’s nuanced understanding of the job preteen girls hire the dolls to do: help articulate their feelings and validate who they are—their identity, their sense of self, and their
cultural and racial background—and make them feel they can surmount the challenges in their lives.

There are dozens of American Girl dolls representing a broad cross section of profiles. Kaya, for example, is a young girl from a Northwest Native American tribe in the late 18th century. Her backstory tells of her leadership,
compassion, courage, and loyalty. There’s Kirsten Larson, a Swedish immigrant who settles in the Minnesota territory and faces hardships and challenges but triumphs in the end. And so on. A significant part of the allure is
the well-written, historically accurate books about each character’s life.

Rowland and her team thought through every aspect of the experience required to perform the job. The dolls were never sold in traditional toy stores. They were available only through mail order or at American Girl stores,
which were initially located in just a few major metropolitan areas. The stores have doll hospitals that can repair tangled hair or fix broken parts. Some have restaurants in which parents, children, and their dolls can enjoy a
kid-friendly menu—or where parents can host birthday parties. A trip to the American Girl store has become a special day out, making the dolls a catalyst for family experiences that will be remembered forever.

No detail was too small to consider. Take the sturdy red-and-pink boxes the dolls come in. Rowland remembers the debate over whether to wrap them with narrow cardboard strips, known as “belly bands.” Because the
bands each added 2 cents and 27 seconds to the packaging process, the designers suggested skipping them. Rowland says she rejected the idea out of hand: “| said, ‘You're not getting it. What has to happen to make this
special to the child? | don’t want her to see some shrink-wrapped thing coming out of the box. The fact that she has to wait just a split second to get the band off and open the tissue under the lid makes it exciting to open
the box. It’s not the same as walking down the aisle in the toy store and picking a Barbie off the shelf.”

In recent years Toys “R” Us, Walmart, and even Disney have all tried to challenge American Girl’s success with similar dolls—at a small fraction of the price. Though American Girl, which was acquired by Mattel, has
experienced some sales declines in the past two years, to date no competitor has managed to make a dent in its market dominance. Why? Rowland thinks that competitors saw themselves in the “doll business,” whereas
she never lost sight of why the dolls were cherished: the experiences and stories and connections that they enable.

Aligning processes. The final piece of the puzzle is processes—how the company integrates across functions to support the job to be done. Processes are often hard to see, but they matter profoundly. As MIT’s Edgar
Schein has discussed, processes are a critical part of an organization’s unspoken culture. They tell people inside the company, “This is what matters most to us.” Focusing processes on the job to be done provides clear
guidance to everyone on the team. It’s a simple but powerful way of making sure a company doesn’t unintentionally abandon the insights that brought it success in the first place.

A good case in point is Southern New Hampshire University, which has been lauded by U.S. News & World Report (and other publications) as one of the most innovative colleges in America. After enjoying a 34%
compounded annual growth rate for six years, SNHU was closing in on $535 million in"annual revenues at the end of fiscal 2016.

Like many similar academic institutions, SNHU once struggled to find a way to distinguish itself and survive. The university’s longtime bread-and-butter strategy had relied on appealing to a traditional student body: 18-year-
olds, fresh out of high school, cont\nulng their education. Marketing and outreach were generic, targeting everyone, and so were the policies and delivery models that served the school.
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SNHU had an online “distance learning” academic program that was “a sleepy operation on a nondescript corner of the main campus,” as president Paul LeBlanc describes it. Yet it had attracted a steady stream of students
who wanted to resume an aborted run at a college education. Though the online program was a decade old, it was treated as a side project, and the university put almost no resources into it.

On paper, both traditional and online students might look similar. A 35-year-old and an 18-year- old working toward an accounting degree need the same courses, right? But LeBlanc and his team saw that the job the online
students were hiring SNHU to do had almost nothing in common with the job that “coming of age” undergraduates hired the school to do. On average, online students are 30 years old, juggling work and family, and trying to
squeeze in an education. Often they still carry debt from an earlier college experience. They’re not looking for social activities or a campus scene. They need higher education to provide just four things: convenience,
customer service, credentials, and speedy completion times. That, the team realized, presented an enormous opportunity.

SNHU's online program was in competition not with local colleges but with other national online programs, including those offered by both traditional colleges and for-profit schools like the University of Phoenix and ITT
Technical Institute. Even more significantly, SNHU was competing with nothing. Nonconsumption. Suddenly, the market that had seemed finite and hardly worth fighting for became one with massive untapped potential.

But very few of SNHU'’s existing policies, structures, and processes were set up to support the actual job that online students needed done. What had to change? “Pretty much everything,” LeBlanc recalls. Instead of treating
online learning as a second-class citizen, he and his team made it their focus. During a session with about 20 faculty members and administrators, they charted the entire admissions process on a whiteboard. “It looked like
a schematic from a nuclear submarine!” he says. The team members circled all the hurdles that SNHU was throwing up—or not helping people overcome—in that process. And then, one by one, they eliminated those
hurdles and replaced them with experiences that would satisfy the job that online students needed to get done. Dozens of decisions came out of this new focus.

Here are some key questions the team worked through as it redesigned SNHU'’s processes:

What experiences will help customers make the progress they’re seeking in a given circumstance? For older students, information about financial aid is critical; they need to find out if continuing their education is even
possible, and time is of the essence. Often they’re researching options late at night, after a long day, when the kids have finally gone to sleep. So responding to a prospective student’s inquiry with a generic email 24 hours
later would often miss the window of opportunity. Understanding the context, SNHU set an internal goal of a follow-up phone call within eight and a half minutes. The swift personal response makes prospective students
much more likely to choose SNHU.

What obstacles must be removed? Decisions about a prospect’s financial aid package and how much previous college courses would count toward an SNHU degree were resolved within days instead of weeks or months.
What are the social, emotional, and functional dimensions of the job? Ads for the online program were completely reoriented toward later-life learners. They attempted to resonate not just with the functional dimensions of
the job, such as getting the training needed to advance in a career, but also with the emotional and social ones, such as the pride people feel in earning their degrees. One ad featured an SNHU bus roaming the country
handing out large framed diplomas to online students who couldn’t be on  campus for graduation. “Who did you get this degree for?” the voice-over asks, as the commercial captures glowmg graduates in their homes. “I got
it for me,” one woman says, hugging her diploma. “I did this for my mom,” beams a 30-something man. “I did it for you, bud,” one father says, holding back tears as his young son chirps, “Congratulations, Daddy!”

But perhaps most important, SNHU realized that enrolling prospects in their first class was only the beginning of doing the job. The school sets up each new online student with a personal adviser, who stays in constant
contact—and notices red flags even before the students might. This support is far more critical to continuing education students than traditional ones, because so many obstacles in their everyday lives conspire against
them. Haven'’t checked out this week’s assignment by Wednesday or Thursday? Your adviser will touch base with you. The unit test went badly? You can count on a call from your adviser to see not only what’s going on with
the class but what’s going on in your life. Your laptop is causing you problems? An adviser might just send you a new one. This unusual level of assistance is a key reason that SNHU's online programs have extremely high
Net Promoter Scores (9.6 out of 10) and a graduation rate—about 50% —topping that of virtually every community college (and far above that of costlier, for-profit rivals, which have come under fire for low graduation rates).

SNHU has been open with would-be competitors, offering tours and visits to executives from other educational institutions. But the experiences and processes the university has created for online students would be difficult
to copy. SNHU did not invent all its tactics. But what it has done, with laser focus, is ensure that its hundreds and hundreds of processes are tailored to the job students are hiring the school for.

Mény organizations have unwittingly designed innovation processes that produce inconsistent and disappointing outcomes. They spend time and money compiling data-rich models that make them masters of description
but failures at prediction. But firms don’t have to continue down that path. Innovation can be far more predictable—and far more profitable—if you start by identifying jobs that customers are struggling to get done. Without
that lens, you’re doomed to hit-or-miss innovation. With it, you can leave relying on luck to your competitors.

Where do you see nonconsumption?
YYou can learn as much from people who aren’t hiring any product as from those who are. Nonconsumption is often where the most fertile opportunities lie, as SNHU found when it reached out to older learners.
What work-arounds have people invented?

If you see consumers struggling to get something done by cobbling together work-arounds, pay attention. They’re probably deeply unhappy with the available solutions—and a promising base of new business. When Intuit
noticed that small-business owners were using Quicken—designed for individuals—to do accounnng for their firms, it realized small firms represented a major new market.

What tasks do people want to avoid?

There are plenty of jobs in daily life that we’d just as soon get out of. We call these “negative jobs.” Harvard Business School alum Rick Krieger and some partners decided to start QuickMedx, the forerunner of CVS
MinuteClinics, after Krieger spent a frustrating few hours waiting in an emergency room for his son to get a strep-throat test. MinuteClinics can see walk-in patients instantly, and their nurse practitioners can prescribe
medicines for routine ailments, such as conjunctivitis, ear infections, and strep throat.

What surprising uses have customers invented for existing products?

Recently, some of the biggest successes in consumer packaged goods have resulted from a job identified through unusual uses of established products. For example, NyQuil had been sold for decades as a cold remedy,
but it turned out that some consumers were knocking back a couple of spoonfuls to help them sleep, even when they weren’t sick. Hence, ZzzQuil was born, offering consumers the good night’s rest they wanted without the
other active ingredients they didn’t need.

With this understanding of the job to be done, dozens of small but important changes were made to the offering. For example, the architect managed to create space in the units for a dining room table by reducing the size
of the second bedroom. The company also focused on easing the anxiety of the move itself: It provided moving services, two years’ worth of storage, and a sorting room within the condo development where new owners
could take their time making decisions about what to discard.

The insight into the job the customers needed done allowed the company to differentiate its offering in ways competitors weren't likely to copy—or even comprehend. The new perspective changed everything. The company
actually raised prices by $3,500, which included (profitably) covering the cost of moving and storage. By 2007, when industry sales were off by 49% and the market was plummeting, the developers had actually grown
business by 25%.

Getting a Handle on the Job to Be Done
Successful innovations help consumers to solve problems—to make the progress they need to, while addressing any anxieties or inertia that might be holding them back. But we need to be clear: “Job to be done” is not an
all-purpose catchphrase. Jobs are complex and multifaceted; they require precise definition. Here are some principles to keep in mind:

“Job” is shorthand for what an individual really seeks to accomplish in a given circumstance. But this goal usually involves more than just a straightforward task; consider the experience a person is trying to create. What the
condo buyers sought was to transition into a new life, in the specific circumstance of downsizing—which is completely different from the circumstance of buylng a first home.The circumstances are more important than
customer characteristics, product attributes, new technologles or trends. Before they understood the underlying job, the developers focused on trying to make the condo units ideal. But when they saw innovation through
the lens of the customers’ circumstances, the competitive playing field looked totally different. For example, the new condos were competing not against other new condos but against the idea of no move at all.Good
innovations solve problems that formerly had only inadequate solutions—or no solution. Prospective condo buyers were looking for simpler lives without the hassles of home ownership. But to get that, they thought, they
had to endure the stress of selling their current homes, wading through exhausting choices about what to keep. Or they could stay where they were, even though that solution would become increasingly imperfect as they
aged. It was only when given a third option that addressed all the relevant criteria that shoppers became buyers.Jobs are never simply about function—they have powerful social and emotlonal dimensions. Creating space in
the condo for a dining room table reduced a very real anxiety that prospective buyers had. They could take the table with them if they couldn’t find a home for it. And having two years’ worth of storage and a sorting room on
the premises gave condo buyers permission to work slowly through the emotions involved in deciding what to keep and what to discard. Reducing their stress made a catalytic difference.
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Jobs-to-be-Done is best defined as a perspective—a lens through which you can
observe markets, customers, needs, competitors, and customer segments
differently, and by doing so, make innovation far more predictable and
profitable.

JOBS TO BE DONE: Theory to Practice takes the theory and the ODI (Outcome-
Driven Innovation) process to the next level. This jobs-to-be-done book reveals:

Why companies fail at innovation and how to avoid the two most critical
mistakes that companies make.How to employ the Jobs-to-be-Done Theory
Needs Framework to categorize, define, capture, organize and prioritize
customer needs.

The Jobs-to-be-Done Growth Strategy Matrix—a tool that fills in the holes in
disruptive innovation theory, and other innovation theories, by examining
them through a Jobs lens. It defines and reveals which of the 5 growth strategies
to pursue in a given situation.Improvements to the Outcome-Driven
Innovation process—and how the process ties customer-defined metrics to the
customer’s Job-to-be-Done, transforming every aspect of opportunity discovery,
marketing and innovation.Outcome-Based Segmentation: what is it and how it
uncovers hidden opportunities for growth.The 84 steps associated with the ODI
process, revealing in detail what it takes to turn Jobs Theory into practice.A
three-phased approach that a company can use to build a competency in
innovation.

The book also includes six detailed case studies of companies that applied the
Outcome-Driven Innovation process and achieved impressive results including:
Microsoft, Kroll, Ontrack, Arm & Hammer, Bosch, Abbott Medical Optics, and
Hussmann.
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YC cheatsheet
Y Combinator advice

Paul Graham
make stg

Steve Blanck
get out

move fast

PMF

The Pocket Guide of Essential YC Advice

Launch now

Build something people want

Do things that don't scale

Find the 90 / 10 solution

Find 10-100 customers who love your product

All startups are badly broken at some point

Write code - talk to users

'It’s not your money*

Growth is the result of a great product not the precursor

Don't scale your team/product until you have built something people want
Valuation is not equal to success or even probability of success

Avoid long negotiated deals with big customers if you can

Aveid big company corporate development queries - they will only waste time
Avoid conferences unless they are the best way to get customers
Pre-product market fit - do things that don't scale: remain small/nimble
Startups can only solve one problem well at any given time

Founder relationships matter mare than you think

Sometimes you nead to fire your customers (they might be killing you)
Ignore your competitors, you will more likely die of suicide than murder
Most companies don’t die because they run out of money

Be nice! Or at least don't be a jerk

Get sleep and exercise - take care of yourself
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Launch now

Build something people want

Do things that don't scale

Find the 90 / 10 solution

Find 10-100 customers who love your product
All startups are badly broken at some point
Write code - talk to users O BT
“It's not your money’ :
Growth is the result of a great product not the precursor

Don't scale your team/product until you have built something people want
Valuation is not equal to success or even probability of success

Avoid long negotiated deals with big customers if you can

Avoid big company corporate development aueries - they will only waste time
C 3 pany C Yy Y

Avoid conferences unless they are the best way 10 get customers

Get out of
the building

Pre-product market fit - do things that don't scale: remain small/nimble
Startups can only solve one problem well at any given time

Founder relationships matter more than you think

Sometimes you need to fire your customers (they might be killing you)
Ignore your competitors, you will more likely die of suicide than murder
Most companies don't die because they run out of money

Be nice! Or at least don't be a jerk

Get sleep and exercise - take care of yourself
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Build something people Want
Find the 90/10 solution

Find 10 customers who
love your product

Write code - talk to users

Startups can only solve one
problem well at any given time

Avoid long negotiated deals
with big customers + Avoid
big company development

https///www.ycombinator.com/libral
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Ordre / Définition / Schema :

1 Prototype (wireframing)

2 MVP (Mini viable produc

3 PMF (product market fit)

4 Pivot (Changement de strategie)
5 Scale (passage a lechelle)

6 POC (proof of concept)

/7 GTM (Go to Market)

8 Deéemonstrateur

9 Pilot

10 Use case (Business case, cas d'usage)
11 Value Proposition

12 CustomerJourne(\{ (C))

13 User Story et EPIC (CS)
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HOW DD WE MONITOR
PERFORMANCE?

Optimising through

554, KPl's and web analytics

User experience review
Conversion rale optimization
Frequency of repecting

Frocess of reporting and
actions

THE DETAILS O
TACTICS
Who does what and when!

Respoasibilities and
structures

Processes and systems
Internal resources and skills
External agencies

WHERE ARE WE NOW?
Marketplace SWOT:

5 §'s performance and other
KP1's (& trend)

Castomer insight [who, whry,
how?}

Market Trends
Competitor analysis
internal capabilities and
resources

sSituatiop
analysis

HOW EXACTLY DO WE
GET THERE?Y

Marketing mix:

80%

Inel Cammunicatices Mix
Content Plan

Contact Plan

WHERE D0 WE WANT
TO BE?

5 5's objectives:

Sell - castomer acquisition
and retention targels

Serve - customer
satisfaction targets
Siazle- wow factor (added
value)

Speak - engaging

customers

Save - guantified efficiency
gain:

HOW DO WE GET
THERE?

STOP & SIT
Sepments

Target iarkets
Objectives
Positioning [OVP}
&

Sequence (Teust, Ty, Buy..)
Integration (CRM & D/Base)
Targeting 2nd segmentation
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“Nobody really khows
what strategy 1s.”

The Economist




Building a better
working world
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Bain's 5 Beliefs on Strategy
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L'ART
D'ATTEINDRE
UN OBJECTIF



Plan prévoyant
I'ensemble des moyens
pour atteindre un
objectif



Stratégie

Plan prévoyant I'ensemble des moyens pour
atteindre les objectifs

Chaque etape, chaque phase, chaque moyen,
chaque action se rapportent a un des objectifs du
systeme

Deux expressions de la stratégie :
littéraire (un 8§ par phase);
chronologique (Gantt).



PLAN
3 phases




Planning

Chemin critique (durée)

Planning linéaire

toutes les étapes sont critiques
Planning imbriqué

certaines phases et étapes sont critiques

Planning



Preparation
Conquete
Consolidation
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Confessions of
an Advertising Man
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A QUELQU'UN ??

hubMtiroff




Business
Developer

Growth



Marchés / Clients

existants

nouveaux

existants nouveaux
Produits / Services / Offres




vant toute stratégie; 'analyse est la



Avant le digital on mesurait des intentions,
des déclarations, des voeux ...
avec la digitalisation on

mesure des actes réels,
des décisions prises,
des clics, des engagements.



Galilei, Drucker. ..

Mesurer la performance
du parcours client

...les KPl du CX



NPS
Net Promoter Score




How satisfied were you with your experience today?

/\‘ B W 2 W
wart (1) (2) () (0 (&) (O () res
How satisfied are you with our services?
e o e o o o e o * o
Very Unéatisfied Unsatisfied Neutral Satisfied Very Satisfied

CSAT CUSTOMER SATISFACTION SCORE



CES : Plaisir / Effort

Remplace Qualité / Prix




Overall, how easy was it to solve your problem

with {your business} today?

Very Very
Difficult Easy

NI J . J _ J S W I J

Difficult Neither Easy

CES (CUSTOMER EFFORT SCORE)



More Undesirable

Characteristics
Found

Customer Satisfaction

More Desirable
Characteristics
Found

Customer Unhappy

- Indifference
- Delighters
«==Dissatisfiers
== Expectations
- REVErse

KANO SATISFACTION MODEL
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Business Intelligence Customer Experience




Gap analysis showing actual B2B always-on activities used

A

Newsletter




THE SMART INSIGHTS RACE PLANNING FRAMEWORK

Your webede, Nog, communly’
and etaractve mdj.

Build an agile, strategic approach to digital marketing

Competition is ierce online. To win you need to Plan, Manage and Optimize
digital channels against defined targets. SMART KPls and a focused
investment in content marketing, digital media and experiences. We believe
an integrated digital strategy is essential to define new Segmentation,
Targeting and Positioning for your onling value propositions.

Exploration

® Ungue vistars

Pubtish and promote your contant. alow sharing (o
alher autposts, networks and infuencers. Draw peopls 0§ Vals per vise

10 your contént b

Decision making

® FansFolowees

@ leadslend corversion rae

Be worth finding vie Cosr cusiomer purmeys and a
cantant hub thit is reflovant, nspirational, useful ard @ Time ansite

crodies ‘eads

Purchase

Capitalise on marketing rivestmant using CRO,

markesing automahon and ramarkating to ensure
Cantaxia reRvance drives conversan

Advocacy

Thrillad customers are key 10 ol media
maskedng, s04e proofl, repeat sales and refared. Sian
yoiur markelg nere!

@ SnharesCommentnias

© Shles (an and alline-infuercs)
§ Fevenus'Prole

0 Average order value

Ropeat purchase (Léstime value)
Satisfacoon and Loyaity

Advocacy









VUCA

du plus facile
au plus dur

Volatilité

Bonne vision, bonne connaissance
Gestion du temps de transition et des plannings

Incertitude

Pas vision des conséquences

mais bonne connaissance de la situation
Mise en place de test

ou utilisation de modéle prédictif

Complexite

Bonne vision des conséquences,

manque de connaissance de la situation actuelle
Vision claire du futur

Pas assez de données sur le marché, la concurrence...

Ambiguité

Peu de vision & peu de connaissance
On ne sait pas pas ce qu'on ne connait pas
Urgent de développer la Bl et la veille technologique



VUCA

HBR
2014

https://hbr.org/2014/01/what-vuca-really-means-for-you

Nathan Bennett et G. James Lemoine
« What VUCA Really Means for You. »
Harvard Business Review, 01/ 2014.

+ complexity

HOW WELL CAN YOU PREDICT THE RESULTS OF YOUR ACTIONS?

Characteristics: The situation has many
interconnected parts and variables.
Some information is available or can be
predicted, but the volume or nature of it
can be overwhelming to process.

Example: You are doing business in many
countries, all with unique regulatory
environments, tariffs, and cultural values.

Approach: Restructure, bring on or
develop specialists, and build up
resources adequate to address the
complexity.

ambiguity

Characteristics: Causal relationships are
completely unclear. No precedents exist;
you face “unknown unknowns.”

Example: You decide to move into
immature or emerging markets or to
launch products outside your core
competencies.

Approach: Experiment. Understanding
cause and effect requires generating
hypotheses and testing them. Design your
experiments so that lessons learned can
be broadly applied.

HOW MUCHDO YOU KNOW ABOUT THE SITUATION?

volatility

Characteristics: The challenge is
unexpected or unstable and may be of
unknown duration, but it’s not necessarily
hard to understand; knowledge about it
is often available.

Example: Prices fluctuate after a natural
disaster takes a supplier off-line.

Approach: Build in slack and devote
resources to preparedness—for instance,
stockpile inventory or overbuy talent.
These steps are typically expensive; your
investment should match the risk.

uncertainty

Characteristics: Despite a lack of other
information, the event’s basic cause and
effect are known. Change is possible but
not a given.

Example: A competitor’s pending product
launch muddies the future of the business
and the market.

Approach: Invest in information—collect,
interpret, and share it. This works best in

conjunction with structural changes, such
as adding information analysis networks,

that can reduce ongoing uncertainty.
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https://hbr.org/2014/01/what-vuca-really-means-for-you

HOW WELL CAN YOU PREDICT THI

ambiguity

Characteristics: Causal relationships are
completely unclear. No precedents exist;
you face “unknown unknowns.”

Example: You decide to move into
immature or emerging markets or to
launch products outside your core
competencies.

Approach: Experiment. Understanding
cause and effect requires generating
hypotheses and testing them. Design your
experiments so that lessons learned can
be broadly applied.

uncertainty

Characteristics: Despite a lack of other
information, the event’s basic cause and
effect are known. Change is possible but
not a given.

Example: A competitor’s pending product
launch muddies the future of the business
and the market.

Approach: Invest in information—collect,
interpret, and share it. This works best in
conjunction with structural changes, such
as adding information analysis networks,

that can reduce ongoing uncertainty.

HOW MUCHDO YOU KNOW ABOUT THE SITUATION? -



+ complexity

'HE RESULTS OF YOUR ACTIONS?

Characteristics: The situation has many
interconnected parts and variables.
Some information is available or can be
predicted, but the volume or nature of it
can be overwhelming to process.

Example: You are doing business in many
countries, all with unique regulatory

environments, tariffs, and cultural values.

Approach: Restructure, bring on or
develop specialists, and build up
resources adequate to address the
complexity.

volatility

Characteristics: The challenge is
unexpected or unstable and may be of
unknown duration, but it’s not necessarily
hard to understand; knowledge about it
is often available.

Example: Prices fluctuate after a natural
disaster takes a supplier off-line.

Approach: Build in slack and devote
resources to preparedness—for instance,
stockpile inventory or overbuy talent.
These steps are typically expensive; your
investment should match the risk.



VUCA

simplifie

Deux axes :

1/ Niveau de connaissance sur l'écosysteme,
'lenvironnement, la situation actuelle, le passé, les
causes des événements

La masse d'informations est suffisante pour connaitre
environnement ?

L'information est disponible ?
Nous disposons de temps pour chercher l'information

2/ Capacité a prédire les conséquences des
décisions Qualité des prédictions des effets/
conséquences des actions Connaissance du futur

Le marcheé est-il apprivoisé ?
Dispose-t-on de modéles de réussite ou déchec ?

Quelle est notre expérience sur les réactions du marché ?

- Connaissance futur / conséquences +

Peu de
connaissance de
I'ecosysteme actuel

Bon degré de
prévision,
bonne vision du
futur

Peu de
connaissance de
I'ecosysteme

Aucune vision du
futur

Bonnes
connaissances
des marcheés,
concurrence...

Bonne vision du
futur et des
evolutions

Bonnes
connaissances du
present

Pas de vision du
futur

0—10

Connaissance du passeé / présent / cause



VUCA

Exemple

Gestion des
innovations et du
digital




VUCA

outil militaire
adaptation
aux
conditions
DOSt guerre
froide

HBR 2014

complete
bien le
SWOT

Volatilité Incertitude
Complexitée Ambiguite

4 types de situations qui demandent 4 types de réponses (avec un autre
VUCA : Vision, Understanding, Clarity, Agility)

Généralement non cumulable ou plutdt avec une dominante
Planification agile et adaptative en environnement incertain
Utile pour décider dans un marché marqué par I'une des dominantes

La planification a trois ans dans un environnement VUCA est impossible tant le
nombre d'inconnu est grand : comment « savoir ce gu'il faut faire, guand personne
ne sait ce qu'il faut faire »

'ladaptation et la capacité a apprendre vite sont cruciaux :
«Every day I'm learning something new” Sir Richard Branson - Virgin Group

«La confiance de loiseau ne vient pas de la solidité de la branche ... mais de sa
capacité a voler»



VI JCA DeuXx axes

1/ Niveau de connaissance sur I'écosysteme, 'environnement,
la situation actuelle, le passé, les causes des événements

2 adXES La masse d'informations est suffisante pour connaitre l'environnement ?
Linformation est disponible ?
+ _ Nous disposons de temps pour chercher linformation
000

2/ Capacité a prédire les conséquences des décisions
Qualité des prédictions des effets des actions

Connaissance des conséquences et du futur
Le marché est-il apprivoisé ?

Dispose-t-on de modeles de réussite ou dechec ?
Quelle est notre expérience sur les reactions du marché ?

matﬂ ce ZXZ Bonne connaissance et bonne anticipation Volatilité
4 cases Bonne connaissance MAIS pas d'anticipation Incertitude (Uncertainty)
Mangue d'info MAIS bonne anticipation Complexité

Manque d'info ET aucune anticipation Ambiguité



VVIJCA 1/ CONNAISSANCES

Niveau de connaissance sur
ecosysteme, l'environnement, les
De ||X concurrents, les regles et la situation

dX€S 2/ PREDICTIONS

Capacite a predire les conséguences des
decisions

Qualité des prédictions des effets des
actions



Volatilité (vitesse)

Situation non stable, qui change et évolue rapidement. la vitesse des changements augmente avec des
fluctuations sans tendance claire

instabilité pour un durée inconnue

facile a comprendre, bien documenté , habituel

Des 4 situations c'est la plus facile a appréhender, la difficulté vient de la vitesse, de la rapidité et des délais
de réaction (difficulté 2/5)

PAR EXEMPLE : la fluctuation des cours du pétrole :les prix dapprovisionnements sont impossibles a
reguler

les décisions doivent étre claires et partagées par tous rapidement (exemple : un objectif général de
conserver une rentabilité de x % ).

Le décideur doit aussi étre a I'ecoute des mouvements du marché et avoir prévu des moyens d'amortir les
fluctuations pour limiter leur impact, en phase avec la rentabilité recherchee (exemple : établir des stocks
suffisants mais limités car ils engendrent des coUts éleves)

Bonne connaissance de la situation Bonne prévisibilité des actions Les informations sont disponibles, elles
sont simples ; les effets des actions sont prévisibles. Mais la question est le temps : quelle est la duree de
cette situation.

Cest volatile. Il faut agir vite, étre prét a pivoter et rester agile !



Incertitude Uncertainty

La situation n'est prévisible, ni certaine. Le présent n'est pas clair et le futur encore moins,
impossible de planifier sans compréhension du présent
les effets sont connus, documentés, mais leur arrivée est incertaine

Difficulté moyenne (difficulté 3/5)

PAR EXEMPLE : si un concurrent lance un nouveau produit (ce qui n'est pas certain) ALORS il se
passera une guerre des prix

les decisions prises dans ce cas nécessitent de s'assoir sur une bonne connaissance des
donnees économiques. Le recueil et le traitement de données permettent de limiter
'incertitude et doptimiser les chances de succes. La prise de deécisions se fait aussi en faisant
appel a des experts capables d'apporter des solutions innovantes issues de l'analyse des
donneées

Bonne connaissance de la situation Pas de prévisibilité des actions
Beaucoup d'information disponible mais pas de modele ou d'antécédent.

Cest incertain. Il faut se lancer pour avoir la premiere expérience qui sera un atout
concurrentiel.



Complexite

La situation n'est pas simple, ni linéaire et il N'y a pas d'analyse, dexplication ou de solution simples,
arbre de décision complexe, facteur de décision multiple (PESTEL)

Les données sont multiples et complexes

I est possible de prédire et réfléchir a chacune des occurrences, mais leur multiplicité rend le
raisonnement difficile

Difficulté moyenne (difficulté 3/5)

PAR EXEMPLE : les groupes de consommateurs réagissent difféeremment aux FakeNews

décisions doivent étre collaboratives car les facteurs a analyser sont multiples. 'appel a de nombreux
experts est indispensable pour maitriser tous les parametres en jeu. Exemple de choix a faire :
prendre de decisions liées a des marchés hétérogenes ou chacun possede ses propres regles et
coutumes

Faible connaissance de la situation Bonne prévisibilité des actions

Beaucoup de variables interconnectées.

Pris individuellement, les effets sont simples et connus. Mais le nombre et |la diversité font la difficulté.
Cest complexe. Il faut diviser en petite entité et s'adresser a des spécialistes puis refaire la synthese



Ambiguiteé

Situation tres floue. Pas de rapport évident entre cause et effet/conségquence mangue de clarté
sur la signification d'un événement difficile de predire limpact des initiatives

ON ne connait pas cet inconnu avec une situation sans précédant

aucune connaissance, aucune documentation, aucun antécédent

il faut faire des hypotheses

C'est la plus difficile des 4 situations (difficulté 5/5)

PAR EXEMPLE : si un Etat interdit la circulation des camions

les décisions a prendre dans cet environnement sont difficiles car les forces en présence ne sont
pas identifiées, l'entreprise doit faire des choix « pour la premiere fois », sans faire appel a son
expérience. Exemple de situation : décider de lancer des produits en dehors de son cceur de
meétier ou se développer sur des marchés emergents

Faible connaissance de la situation Pas de prévisibilité des actions La situation est inconnue, les
développements et évolutions sont impossibles a prévoir. Les éventuelles actions auront des
effets imprévisibles. Il n'y a rien de comparable. Cest ambigu.

Test and learn par petite touche en limitant les risques.



Notre concurrence est composée a la fois de
multinationalos, de PME de TPE et d'auto-
entrepreneurs

Nous souhaitons vendre nos produits dans un
marche sur lequel nous navons aucune
expérience et information disponible

Nous avons besoin de talents déposant deja
de leur réseau d'expertise

Nous maintenons un portlolo de technologies
gui demandent des équipements et des
logiciels de niche

Nous avons de nombreux fournisseurs dont
les retards de livaisons pouvont avoir des
conséquences durables sur la production

Nous vendions dans 10 pays disposant
chacun de leur propre spécificités et de leurs
lois

Nous répondons a un appel doffre en
collaboration avec un concurrent pour apporter
une reponse globale.

Nous ciblons plusiours segments clients dont
les attentes sont contradictoires

Nous avons besoin de personnes capables de
développer des competences qui n’existent pas
encore

Notre offre soit en méme temps obsoléte et
avant-garde selon le pays et les segment de
marche

Nous souhaitons trouver des fourisseurs plus
efficaces dans pays ou il est difficile de trouver
des informations.

Nous vendons sur un marche ayant a la fois
une clientéle mature et une clientéle qu’il faut
former

Dans notre industrie. certains concurrents
font des réductions importantes qui

De plus en plus de nos clients prennent en
compte les notations en ligne, ce qui a un
effet exponentiel sur nos ventes.

La rapidité des changements d'attento des
candidats affecte notre attractivite.

Il'y a des améliorations technologiques qui
remettent on cause notre business model

Nos fournisseurs sont susceptibles d’'étre
affecté par un confinement ou la météo

Nos exports sont sujets a d'imprévisibles
changements de frais de change et de tarifs

Le lancerrent d'un produit concurrent prévue a
une date qui nous est inconnue rend | avenir
imprevisible

Un de nos segments clients est en train de
changer mais nous n'en comprenons pas
encore la raison.

Nous recrutons des seniors et des miliennials
mais ignorons sils vont rester.

Une nouvelle technologie ours de
dévoloppement pourrait rendre nos produits
obsoldtes du jour au londomain

Des fournisseurs vont fusionner, ce qui va
augmenter nos pris et affecter notre
approvisionnoment.

Un composant de notre procédé de production
risque de devenir interdit mais nous ignorons
quand



VUCA

Simplifié

Contrairement a
SWOT ou PESTEL
toutes les cases ne
sont pas remplies
alinstant T.

A chaque étape, le
décideur se trouve
dans une case qui
néecessite une
certaine attitude
Outil militaire post
guerre froide

Deécision
multifactorielle

Il faut mieux
analyser et
clarifier la
situation

La solution est
iInconnue dans
un
environnement
instable

2/ Capacité a prédire les conséguences des décisions /

Qualité des prédictions des effets des actions

il faut de I'agilité
pour imaginer le
futur

Seule la vitesse
des changements
augmente

il faut suivre la
vision de la
stratégie et
'adapter

La stabilite
actuelle n‘aide pas
I'adaptation au
futur

il faut mieux
comprendre les
réactions face a
nos actions

1/ Niveau de connaissance sur l'ecosysteme, l'environnement et la situation



UCA

Exemple
Politique

Attendre 'inattendu

(VOIr aussi le brexit ou
'élection de Trump ou
encore le printemps
arabe)

2020 élection mairie
de Paris, les
consequences des
programmes et
alliances sont
connues mais l'etat
de la situation n'est
pas clair

2017 Macron devient
président

La situation n’est pas
claire et les
consequences des
actions non plus

2019 réforme des
retraites, la situation
et les projections
sont claires. Les
forces en presence
défendent un point
de vue clair.
Comment cela va-t-il
tourner ?

2018 les gilets
IEREnERIESE)
La situation est claire
NEIRRES
conseqguences
restent inconnues




VUCA

Exemple
Ferrero

Huile de palme
Prix bas
Ségolene Royale

&




UC

Exemple
SAFRAN

Le fly shame
(flygskame) lancé par
GGreta Thumber
Suite du /37/MA

Quel sera le prochain
mode de transport
ostracisé ? (camion,
voiture, diesel,
electrique, avion...)

Doit on faire des
recherches sur un
moteur qui
consomme Mmoins ou
électrique ?

L'aérien est-il trop
consommateur
d’‘énergie fossile, trop
producteur de CO2 ou
trop bruyant ?

Le nombre de
passagers et le fret
vont ils baisser pour
des raisons
ecologiques




UCA

Exemple
RENAULT

La voiture electrique
'emprisonnement de
Carlos Ghosn

\ - /
RENAULT




UCA

Exem
FCOL SUP

Les diplomes
Les MOOC
Les formations pro

Faut il lancer toutes
les formations en
MOOC a distance et
gratuite quitte a vider
I"école ?

Les recruteurs
seront-ils toujours
aussi attachés aux
dipldbmes ?

| 'effet des classements
et accréditations dans
le nombre de candidat

Quid des nouveaux
classements qui
pourraient apparaitre
?




VUCA

Simplifié

Contrairement a
SWOT ou PESTEL
toutes les cases ne
sont pas remplies
alinstant T.

A chaque étape, le
décideur se trouve
dans une case qui
néecessite une
certaine attitude
Outil militaire post
guerre froide

Deécision
multifactorielle

Il faut mieux
analyser et
clarifier la
situation

La solution est
iInconnue dans
un
environnement
instable

2/ Capacité a prédire les conséguences des décisions /

Qualité des prédictions des effets des actions

il faut de I'agilité
pour imaginer le
futur

Seule la vitesse
des changements
augmente

il faut suivre la
vision de la
stratégie et
'adapter

La stabilite
actuelle n‘aide pas
I'adaptation au
futur

il faut mieux
comprendre les
réactions face a
nos actions

1/ Niveau de connaissance sur l'ecosysteme, l'environnement et la situation
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hubertkratiroff

06 80 43 29 05

hubert@kratiroff.com
linkedin.com/in/kratiroff
@kratiroff
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Craft

Lasting impact

First-party data

Creative consistency
Emotional B2B

Content for brand building
Comments written by people
Thoughtful beats

As Soon As Possible
Morning journal
Handwritten notes

Al that folds laundry
Actual thought leadership
Data storytelling

Building relationships
Newsletters

Personal agency
Boundaries

Touch grass

Oxford comma

X X X X X X X X X X X X X X X X X X %X X

OUT

Al slop

Fleeting attention
Third-party tracking
Creative chaos

Rational B2B

Content for MQLs

Al-slop comments

Hot takes

As Slow As Needed
Morning doomscroll
Templated messages

Al that composes symphonies
Barfed-up copycat content
Vibes & hunches

Building audiences

Social algorithm

Dark patterns

Always-on

Extremely online

No Oxford

Source : Ann-Handley
PDF : 2025-ann-handley.pdf



Stratégies Digitales
1/ énumeration
2/ ChOiX(une par groupe)
3/ quatre slides

inition principes intérét mise en place moyens
llustrations exemples storytelling smémoire

4/ présentation



Ordre / Définition / Schema :

1 Prototype (wireframing)

2 MVP (Mini viable produc

3 PMF (product market fit)

4 Pivot (Changement de strategie)
5 Scale (passage a lechelle)

6 POC (proof of concept)

/7 GTM (Go to Market)

8 Deéemonstrateur

9 Pilot

10 Use case (Business case, cas d'usage)
11 Value Proposition

12 CustomerJourne(\{ (C))

13 User Story et EPIC (CS)



Démonsirateur

Use case

GT™

Scale




VUCA d'un secteur :

Choix d'un secteur / marché / entreprise
Remplir la matrice VUCA

Présenter votre matrice VUCA et comparer la aux autres matrices
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JOBS TO
BE DONE

TONY ULWICK




JOBS
TO BE
DONE

THEORY 70 PRACTICE

ANTHONY W. ULWICK

FOREWORD BY ALEX OSTERWALDER

Innovation bawuse, more than anyone

“I call him the Deming > ion, into o science.” PHILIP KOTLER

else, Tony hos turned innovol

|

Jobs-to-be-Done is best defined as a perspective—a lens through which you can
observe markets, customers, needs, competitors, and customer segments
differently, and by doing so, make innovation far more predictable and
profitable.

JOBS TO BE DONE: Theory to Practice takes the theory and the ODI (Outcome-
Driven Innovation) process to the next level. This jobs-to-be-done book reveals:

Why companies fail at innovation and how to avoid the two most critical
mistakes that companies make.How to employ the Jobs-to-be-Done Theory
Needs Framework to categorize, define, capture, organize and prioritize
customer needs.

The Jobs-to-be-Done Growth Strategy Matrix—a tool that fills in the holes in
disruptive innovation theory, and other innovation theories, by examining
them through a Jobs lens. It defines and reveals which of the 5 growth strategies
to pursue in a given situation.Improvements to the Outcome-Driven
Innovation process—and how the process ties customer-defined metrics to the
customer’s Job-to-be-Done, transforming every aspect of opportunity discovery,
marketing and innovation.Outcome-Based Segmentation: what is it and how it
uncovers hidden opportunities for growth.The 84 steps associated with the ODI
process, revealing in detail what it takes to turn Jobs Theory into practice.A
three-phased approach that a company can use to build a competency in
innovation.

The book also includes six detailed case studies of companies that applied the
Outcome-Driven Innovation process and achieved impressive results including:
Microsoft, Kroll, Ontrack, Arm & Hammer, Bosch, Abbott Medical Optics, and
Hussmann.



ZERO TO ONE

VERY MOMENT IN BUSINESS happens only once. The
E next Bill Gates will not build an aperating system. The
next Larry Page or Sergev Brin won't make a search engine.
And the next Mark Zuckerberg won't create a social net-
work. If you are copying these guys, you aren't learning from
them,

Of course, it's easier to copy a model than to make some-
thing new. Doing what we already know how to do takes the &=
world from 1 to #, adding more of something famihar. But
svery time we ¢reate something new, we go from 0 to 1. The &
it of creation is singular, as is the moment of creation, and =8
he result is something fresh and strange. :
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