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� Positioning:  What Is It?
� Positioning Process
� Element 1: Vision vs. Trends
� Element 2: Core Competencies
� Element 3: Target Markets
� Element 4: Differentiating Attributes
� Tying It All Together
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Introduction

� Who’s in the room?

� Who is New Business Strategies?
– Future strategy consulting firm specializing in 

enterprise software markets
– Focus on synthesizing vision and competencies 

with emerging market opportunities 
– Clients include Clarify/Nortel, Taviz, Rapt, 

CustomerCast, Maconomy ….
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Seminar Objectives

� Build a positioning statement 
� Share experiences 
� Have fun
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Positioning: What Is It?
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Positioning:  What Is It?

� Positioning is an attempt to distinguish 
yourself from your competitors along real 
dimensions in order to be the preferred 
supplier for certain market segments.

� Positioning is the act of designing your 
company’s offer and image so that it occupies 
a distinct valued place in the target 
customer’s mind.
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Positioning:  What Is It?

� It is a focused strategy centered on:
– A set of meaningful differences to distinguish the 

Company’s offer from competitors’.
– Understanding of how target markets define value 

and make choices among vendors.
– Company’s market leadership strategy.
– An iterative process that Marketing manages. 
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Positioning:  What Is It?

� Two things:
– A discussion document that explains and 

supports with real evidence the positioning 
strategy.

– 1-2 sentences that become the central 
tenet in PR boilerplate, elevator pitch, 
context for tagline, etc.
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Positioning: Why Does It Matter?

� Controls how the market perceives YOU
– And that means…

� Investors
� Employees
� Customers and prospects 
� Business partners
� Press and analysts
� And competitors

� Helps make your products easier to buy.
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Positioning: Current Trends

� Reversion to fundamentals
� Demonstrable reality and ‘truths’
� Innovation in communication
� Within context of the ‘bigger picture’
� Focused on employees, customers and 

partners
� Process based 



11© 2000 NBS Consulting Group, Inc          August-00 Tel: 408.378.2022       Version 2.0

Positioning: Current Trends

� Short lived positioning 
steeped in du jour 
buzzwords

� Technology geek speak 
� Copycatting and 

mimicking
� “Shoot from the hip”

hype

� Innovative positioning 
that communicates a  
customer centric 
leadership model

� Differentiate based on 
REAL benefits

� More on how solution 
fits into new ecosystem

“On the Way Out” “Coming In Vogue”
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Positioning Process
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Positioning and Strategy

TheBusiness
Objective

TheBusiness
Strategy

Positioning
Strategy

The Market
Strategy
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The Process
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The Process
� How Long Does It Take?

– From ground zero – 2-3 months
– Going forward – about 2 weeks/quarter

� Who Should Do It?
– Marketing Team

� Team lead - Someone who is responsible for 
competitive and market intelligence and also 
customer/market research

� VP Marketing is the owner

– Should we outsource this?
� Research – yes
� Positioning evolution – NO!
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Primary Vs. Secondary Research
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Research

� Secondary:
– Analyst subscriptions
– Analyst time for 

validation and 
clarification

– Financial analyst 
reports

– Target industry 
research

� Primary:
– Lost/win accounts
– Couple with scripted 

outbound 
telemarketing

– Web based surveys
� Couple with 

customer satisfaction

– Primary interviews 
into target markets
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The Positioning Tree
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Element 1: Vision Vs. Emerging 
Trends
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Vision

� Vision statement describes how you plan to 
change the world:
– Reflects an understanding of emerging trends.
– Articulates trend(s) the company is going to 

exploit.
– Includes how the company will exploit the trends 

and what the new benefits will be.
– Focuses on why the end customer will care about 

the benefit.
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Trends
� Three views:

– Forward in time (2 year horizon)
– Outward to include tangential markets
– In-depth in targeted buying markets

� Identify top 4 which directly impact your 
market and your Company:
– What are the pros/cons of each? 
– What opportunities does each present?



22© 2000 NBS Consulting Group, Inc          August-00 Tel: 408.378.2022       Version 2.0

What are Tangential Markets?
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Vision Vs. Trends

� Does your vision statement reflect key 
emerging trends?

� Is it compelling and focused on today’s 
and tomorrow’s hottest issues?

� Do you know what trends, and their 
timeframes, will affect you?
– Assess possible courses of action
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Element 2: Core Competencies
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Core Competencies

� Core competencies are the range of 
technological and other competencies that 
the company has mastered and leveraged.

� Determines whether the company can 
leverage a market opportunity better than the 
competition.

� Understanding your competencies leads to 
capabilities based competition.



26© 2000 NBS Consulting Group, Inc          August-00 Tel: 408.378.2022       Version 2.0

Core Competencies

� Best way to determine core 
competencies is to conduct a SWOT 
session
– Strengths and weaknesses (internal)

– Opportunities and threats (external)

� Competencies are changeable but not 
overnight.
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Sample Core Competencies

Customer 
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RelationshipMarketingManagementFinanceProductionInnovation
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Exercise 1

� Discuss your market’s emerging trends 
occurring between now and 2002.
– List your top 4 trends that will impact you 

and/or your market.

� Does your vision statement change?
� List your core competencies.
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Exercise 1 - Trends

1.

2.

3.

4.
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Exercise 1: Competencies

� Strengths:
–
–
–
–
–
–
–
–

� Weaknesses:
–
–
–
–
–
–
–
–
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Exercise 1: Core Competencies

� List your stronger competencies relative 
to your top competition:
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Element 3: Target Markets
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Target Markets
� What is their problem and how severe is 

the pain?
� Are these the best target markets for you?
� What are their characteristics?

– How do they buy?
– Where are they in their buy cycle?
– How do they relate to suppliers?
– Where are they on technology adoption?
– Are you having ongoing conversations?
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Incentive Value Chains
� Successful positioning requires a link 

between identified value activities and 
company solutions.

� Involves “backward thinking” by looking for 
patterns and chains between seemingly 
unconnected facts and conditions and 
developing a forward link.

� The challenge is to trade off between 
pursuing a particular market, pain point and 
differentiating benefit.
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Incentive Value Chains

� High� Can 
impact top 
and bottom 
line
� Bolster 
image as 
progressive
� Support 
customer 
centricity

� Real 
time 
customer/ 
product 
analysis 
and 
recommen
dations

� Product 
and 
customer 
profitability 
analysis
� Churn

� New 
revenue 
areas
� Innovatio
n
� Speed
� Margins
� Reduce 
cyclically

� M&A to 
expand 
growth 
� Stream 
line 
processes
� eCare 
� eProduct 
for revenue 
expansion

Medium +Financial 
Services

Degree 
of Value

Solution 
Impact

Benefit 
Sought

Domain 
Pain 
Point

Critical 
Success 
Factors

Business 
Drivers

Degree 
of 

Change

Target 
Market

High impact value chains translate into customer 
situations where there is an incentive to buy.



36© 2000 NBS Consulting Group, Inc          August-00 Tel: 408.378.2022       Version 2.0

Element 4: Differentiating 
Attributes
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Differentiating Attributes

� Basis for defining a strong competitive 
position.

� Determines the place the company occupies 
in a particular market.

� Found by measuring buyers’ perceptions and 
preferences for a company (product) in 
relation to its competitors.

� Focused on the specific attributes that 
assume a central role in buying decisions.
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Differentiating Attributes

Attribute 
Strength = 
Less

Attribute 
Strength = 
Equal

Attribute 
Strength = 
Greater

Not Important

Important

Differentia
ting but 

not 
important

Neither 
important nor 
differentiating

Important but 
not 

Differentiating

Important and 
Determinant
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Differentiating Attributes
� Pay particular attention to defining those attributes 

that are determinant – which are both important and 
differentiating.

� Starting point attributes:
– Company: R&D investment, references, vision, 

implementation services, support, financial viability, pricing 
model, target market expertise

– Product: quality/reliability, UI, roadmap, requirements 
coverage, reporting, global, flexibility and extensibility, key 
functionality groupings

– Technology: internet based, standards compliant, enabling, 
APIs, business rules/logic, workflow, patent, roadmap, 
internet appliance support
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Exercise 2
� Discuss your target markets

– What is the commonality in the pain points?
– Where are their drivers and benefits in common 

and where do they diverge?

� Build an incentive value chain for two target 
markets.

� List your master set of differentiating 
attributes.

� Measure 10 differentiating attributes.
– Explain the determinate ones
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Exercise 2: Target Markets

� Commonality:
–
–
–
–
–
–
–
–

� Unique differences:
–
–
–
–
–
–
–
–
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Exercise 2: Differentiating 
Attributes

� List your master set of differentiating attributes:
–
–
–
–
–
–
–
–
–

� Now measure 10 to determine the determinants. 
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Tying It All Together
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The ABCs

� Audience 

� Benefit 

� Compelling reason why

� Undisciplined marketing managers try to hedge their bets by 
writing the positioning statement as broadly as possible. They 
hate to make choices - the road not taken haunts them, so they 
position their product squarely at the fork! 

� Resist this trap. If you product stands for everything, it stands for 
nothing.
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Why Is This So Hard?

� Hard to step ‘outside’ and write about 
yourself, objectively.

� Most difficult part is identifying the key 
reasons for differentiation from 
competitors.
– Use differentiating attributes.
– Ask yourself, why can your company 

promise these benefits better than the 
competition?
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Writing the Position
� 1st sentence focuses on who/what your 

company is.
– COMPANY is a CATEGORY that / who helps 

PRIMARY AUDIENCES reach PRIMARY 
BENEFITS.

� 2nd sentence focuses on what benefits which 
customers will get.
– Unlike other CATEGORY, COMPANY (or 

PRODUCT) PRIMARY DIFFERENCE

� Then work the wording so that it sounds 
natural
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Writing the Position

“For ______(customer segment)__________________, 

Your (product/service) is _________________________

__(2 or 3 most important benefits, reasons to buy) ______,

Because compared to ____(primary competition/alternative)_,

________(Key reasons for differentiation)_______________.

Target Markets

Differentiating
Attributes

Incentive Value
Chain &

Core 
Competencies

Vision & 
Offering
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Now, You Try ..
“For _________________________________________________, 

__________________________ Is _________________________ 
(1st benefit) ____________________________________________,

(2nd benefit) ____________________________________________,

(3rd reason to buy) _______________________________________,

Because compared to ____________________________________,

(1st determinant) ________________________________________,
(2nd determinant) ________________________________________,

(3rd determinant) ________________________________________,

______________________________________________.
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How Do You Know It’s Right?

� Answers:
– What is our business?

– Who is the customer?
– What is the value to the customer?

– What will our business be?
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How Do You Know It’s Right?
� Focused on the right customer conversation
� It resonates with target customers – based 

on primary research
� Embodies the vision – reads in between the 

lines
� Differentiation points are considered 

compelling – by prospects
� Focused on benefits the company or product 

delivers – really, really
� Clearly separates you from the competition
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Positioning Tree

Core Positioning Statement

Employees

Investors

Partners

Suppliers

Analysts
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Homework

� Refine your Positioning Sentences by 
Sept 5, 200
– Send to Christine Comaford 

� cc@artemisventures.com

– Send to Christine Crandell
� crandell@newbizs.com
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Thank You For Your Time!


