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New Product Development

By Dan Adams, The MM Institute

Think about it 1hiy was: ¥ou have three major phases FIGURE 1—Major phages of product development. -
of producy Jevelopment: Froat-cnd, Tievelopment, and : ‘ ‘
Lounel iFigare IL When do vou resolve vour lechnical risk? When do you resolve your risk?

Probably in the Thevelopment stage, A4 the heginning of this
stagae voll do not lowow if vou will succeed, bul by the end of :
Trevalopnaent vy 8 re cortaln you either can o connol— ‘
develop w zond ceclnieal solulion. :

When do most companies resobee their commercial risk?
Typically, this happens in the Launeh phaze,

Tetbuilcal
Cartalrty

vestion: “Hey Joe, Rerurs yourr news pradencd weorking onf#” : ’
“Tlard to say vl We'll launcl it nest mwonclh and :
see I amyene buyvs iE”

What if you built « “certainty tinw nechioe™f Instead : I
of reaching commersial cerruinty in the Launch wage, you ; ,
wnld de chis in the Frone-End.

[athiz possible? Perlaps nol R consumner goods prodocts, When do you resoive your ' risk?
v wsk eonsumers what chey want in 1 he nexe video wame, ‘
snacl food, or sporta jacker, they w i probably need 1o play : | Wit 3 you bubit a
with 11, 1esbe ir, or try it un Chapefinlly in 1his order) Tl goom] o] (SR pTime Machine?
nenws L your B2E costomers are comphetely ditferent, : “Centaitty

Ceansider the chamiscz, mapuferuring eawineers, and

N ' aul J o 2. Thew havw ;
busincss plc‘rfe..‘,:s%una'l,:- alyour B2 cuslomers. Thes b : B TR e ol o }
five characteristics that set them a pare from mest ond-use : I -

COLEU TS

s Knewledge YVour B2E cusoomers have had veors of cduca-
tiom and on-the-job-rrafninge Aod ondile consuamers, they
are spending significant Hime each wock thinking abouo
wOar topic,

¢ Taterest: 1{von help your B2B custemer comlacl malke or
sove mongy, vou cowld make hingdher 8 hern acwork, Hiow
inlerested are consumers? You lus oo pay then o come
to o foeas gre.

s Obfecrivity: Your T2E customers ave ralinnal becanse
ihey niusc be, They wswnlly male prou)s decisions, are held
accommtable o these decisivms, and mmus! fotlosy commpuany
pelizies




New Product Blueprinting

= FPoresight: Tour B20 custommeys are in
business to make woney They can tell
you sl would help them sell more,
levmer Labor costs, specd up produelion,
CHPHUTYE ey savings, ete.

* Cemcentration: There are millinns
of porentia] B2C bavers, st vour B2E
markets have far fewar cuslomers,
This aeans vou can interact directly
with them o onderstand thelr necds,

Tk it can be misleading to sioply slap
a~B2B7 ar *B207 Tahel e vonrr Lo
ke, These terms are too blunt and
imnprecise. A B2E Todesr ws developed to
mcnzure o B2ET anv ma ket segiment
ia.! The answers Lo 17 guestions about the
CLSEOITET oL 0 e barped rmarkt
reweal theie lewe] of knowledge, interest,
objectivity, eoc. ¥ chon reoeive o ropeonl
dusigning an ndex between zero (very
B2 and Wk very B2EL

Contrast a B2B engincer buying s con-
veyoe bell Lo s consumer buying a dress
belr. The market for conveyor belis would
have a ek higher B28 Index chan the
marlet for dress bells (Figue 2, Yon can
conduet these free assessments an your
markota af www bIbnarkeniew.com,

knowledge, intercat, oliectivily, loro-
sight, and concentration are wonderful
B2E advantages. ol an advanbae is
e gdvantage nnless vou tale advan-
tage ol ic 5o hewe do you tap your B2B
customers’ amazing reservoi e od insizht,
a6 vou ke exaefly whar they want in
your new product? You do this using
Fain { ypas of customer interviews —
Diseorvery and Preforens,

FIGURE 2—B28 index chart.
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QUALITATIVE DISCOVERY i

INTERVIEWS

Lmagine Fow want to develop u new
ingredicnl l semi-yloss paine Fivst,
w1l interview six o 1 sermi-gloss
paint procucers wsing qualitative
Triscon ety inmeryicws w understand
their desired outcomes. ¥ou starl wirh
two or three current state auestions to 4
gor them comtortalle. Fxample: “Can
vou deseribe vour company’s major
slrenglhs T or “Heow Jdo vou nnderstand
FOUT cUStOeTs' needsit

Then von szk for problans they encoun -
Tgrin thed e processes o producle—arl
what their “ideal world” would look lile.
For cuch outcome, vou ssk slrong probing
gquestions, and then ask, “What elscg”
e hear thedr mext vuteomne, It may seem
cndd, it the customer guides the inler-
view more tha we do.,

Alcr analyeing Lthair carmments, von 2.

will return w theze same companics o
corndiaet quaniilative Prefecence inter-
views. This helps ¥ou converge on The
eureomnes they ure most eager for vou to
impremee. (e fexd gecd for,)

For top quality Discovery interviews,
folbome These 10 rules:

1. U vour own employeses, not “hired
gunz" Your cechnical expert should
attend so customers know they are
ralking oo the peranm who can inno-
vate for them.

2. LUse adigital projector to display cus-
Tormers’ comments un g sereen o wall,
They il read vour notes, make torree-
tions, build off cuch other's theughts,
and be wuch more engaped,

Higher BZB Index = greater engagement potential 7,
20
18
1% Conveyor Balt
4 B2B Index » B4 a
12
10
i Dress Belt
6 B2B Index = 17
4 2.
2
0

Krowledge Inferest Chjectivity Forzsight Concentration

Trlgryiew several custonier job
funcrions simd lancously, e RAT,
tech service, marketing, maitac-
turing, cle, Thew'll discuss cach
athers ideas and share wnique
purspeetives, You will learn a great
deal Fromt their inevu e ion while
gerting o broader company view, not
a single-function perspective,

. Tnlerview multiple companies (sepa-
1

rately) ar each proinl dowen the waloe
chain. The preatest value you can
[ravide muy be for year custemers!
customiers. To avnid upaetting ooy
direet customers., interview them
frat, and rell them vou will share
the market inaights you hear from
e euslonuer base, [noall cases,
confidential data remain: zecure, as
vou "roll up” market findings (anl
larer quantily therm).

Torgel vour butimgg dues,innmgire,
oo like someone acvour front
Ao asking vou to answer Heir
ALEVEY JUesHGN ST ¥ e clstamers
feel the same. Vor ench problem or
ideal-workd oatcoeme eon hest, you
probe with questions like, “Can
you deseribe that? How ofen do
you see this¥ TTew does this impact
vou?” Then you siimply ask. v hat
ncher prollents ac you secingt ™
Binse and repeat, You mizht think
vou neced yooe Tish of questions, hut
tens of thousands of interviews

b our Lrined clicnts have prowven
otlierwise.

&, Unly seek customers desired

otcones idesited end results) by
azliing abuour their prohlems and
their desires in an ideal world,
Meer 5ol nesolve during Thacmoery
intarviews. Just zearcl.

Let your custmners lead. Afrer you
hewr, prebe, and recerd an outeonne.
just arlk, “Whac olse™ This ensures
cuslomers generate onteones they
care alwnut.

- Ton't “lesd he weinmess” Irving o

validate vour hypotheses. Customers
Wl sehse vou sre more imleresiod in
your preconceived idens chan their
ETE e

Lislen and probe profossions 1y

by recapping. malking affirming
COTIMECTIEs, appreciating silence. wnd
using thowghtlul, apen-cnded gues-
tums, “Actve listennye” technigues
are very helplul.



I, Spatk fresh thinking by displaying
a "trigper map”(Fivwe 3. A map
gl show Tl vreoads Lthal
could impact the castmer. This
helps then generate new outcomes
they would not have theught of
wthierwise,

QUANTITATIVE PREFERENCE
INTERVIEWS

Fow've finishoed your THacowery incer-
views and now have dozens of doco-
mented custormer outvemes, vach ol
which ot have thoughofully probed. Tt
it iy certainly not possible to tapet alf
these suteemes inyour product design.
TTerar weill you decide which to pursues
Which are the most sloraclive Lo cuslom-
crs amd prtentially profitahle for vou?

FIGURE 3~—Trends Irigger map.
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This is where guantitative Prefurcnce
interviews help. T one of the outcomes
is “muximize paint serub rosistunes,”
you ask tan simple questions:

L. Omascale ol | 10, how important is
it o muximize serub resistance® (This
is the “IRIP" ruring)

2, Onascale of L oo 10, how satistied are
vl today witl vour ahilivy (0 mus-
imnize serub resistance? (This is che
“2AT" rating.)

You peed o Fanchor” these numarieal
ralings for the customer, Om the sotistae-
tion seale, lor instance, 2 “107 s lolally
satishied, and a “5" is harely necepeahle.
Alcer you cupture these ralings, you cal-
culate Market Salisfaction Gaps (MEG)
for eueh vurcorme (for the entire market),
wzing the furmulu shows in Flgare 4.

Hundreds of new produet teams have
done these interviess in evory imagin-
able BZE indusi ry on six continencs, and
here iy what has heen found: T Lhe BS3G
igareund 20% o more, the market is
CHPCT T See vou inaprove Lhis onteome.
The higherihe MSG, the mare eager The
market is. We froquently find severely
underserved markets: Our resssrch
shows nearly hall ol yll mmarkets have at
leas) o onteome with an MEG over S

These bwo inlerviews sinsh comme-
cial risk because they wedresy the tao
st corm mon types of ertors: creoes of
omision and erroes ol commissian. An
ertor of nmission is failing ro uncover
unarticulated market needs. Ko team
in cover Tandted for this, hecanse no one
notices the omission—ar least noc until a
commpel itor launches a hlockbuaster.,

An error ol cornmission {5 chonsing
Elre wrong outeomeds) (o pursue, Thiy
happens all the Lime, ‘Lhe primary cauae

be confinmution bigs, the tendency (o sk
and incerprer inlurmation In a manner
that supports our pre-c=isting beliefs,
This is <o powertul that our brains ge «
little shot of “fecl-poon]” dopamine when
wi: hear confirming infarmation.

[Tnless you can control vour brain
chemistry, it is critical ro gel wnbiased,
unfiltered inlurmation on custamer
needy directly from custeamers, I vou
e lowking for the single most imprri-
ant way tn oost inanvalion and reduce
syuandered KD inyour company, here
ic is: Ton't hegin any significant produet
developnient lab worlk withog unfil-
tered], quantitative data e this.

HOVy WELL DOES THIS WORK?

Consideralde rescarch has been con-
ducted to see how these inleryicws
prerform, W surveved interviewers (hui
conducted orer LAD Thseover v inter
wiews amd found:

= 0% waid they pained a deepir ynder-
standing of cuslomer needs.

= 88 sail dhey learned more veluekle:
informarion than normal,

« 56% said they lea mned prexpected
informarion.

W also interviewed 30 teans Lhat
had conduered hoath Discovery and
Ureference interviews. Nalurally, these
teams had some product design arge =
prioT to thelr interviews. Qur yuestion
was, “How moch have these [ntery iows
Imtpacted the design ol vinar new offer
InE WL were surprised to sec 867 —
five of zix teains  said these mterviews
hael u et or “significanc” impael on
their product designs.?

It's privbably oot a big leap, then, 1o
sy nrost new praduc eums lnels a gond
unduerstuned ing of marlet needs today if

ther are rat doing sueh inlervicws, The
remedy is simple: 3Move your resourecs
*up and ent” Tyke some people now
dedicuied to “the snlucinn™ | ypically
~L0 af project spending), and move
Them "up” tothe Negn-crd of inne-
varion. Amd instead of tallding among
yourselves aboul cuslumer needs, it is
crucisl Lo ger “our™ and ralk fo e pou
are innewating for—your eustomenrs.

Wi'll elose with an cxample Trom e
coatings industryw Cur ellent, an ingredi-
cot supplier, eondugied these interviews
wirh Their customers (eoatings produc-
era) ard customers’ custenwrs [Original
Fquipment Manufacrsrees (ORMsY], The
maredient supplier then showed one of
the eoatings producers quantivalive dat
proving he coatings maker had zerinus
misconceptions about what the CEMs
really wanted, The result? The coalings
producer is now learning these inter-
wivw mmethods.

There will 5tiil e plenty of challenges
it your lab, and the snswors probu-
kly won'l come easy. Bur if advanced
mechods oo underslamd BIE custemer
needs wre learned and applied, you can
be condident hal you are working on
ANEweTs To QUestions pour clslomers
care ahout. > 5
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