
STEP 3

Build an End User Profile
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IN THIS STEP, YOU WILL:

• Use primary market research to flesh out a detailed description of the typical end user within
your market segment.

Start by beginning to define your customer with a target customer profile.
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Now that you have identified a specific beachhead market, you will need to learn about your
target customer. It is critically important that you recognize that to be successful, you must build

your business based on the customer you are serving, rather than pushing onto the market the product
or service you want to sell.

Each customer actually consists of an end user and a decision-making unit. The end user very
likely is an integral part of the decision-making unit but may or may not be the most important person
within it. More specifically:

• End User: The individual (a real person!) who will use your product. The end user is usually a
member of the household or organization that purchases your product.

• Decision-Making Unit: The individual(s) who decide whether the customer will buy your
product, consisting of:

• Champion: The person who wants the customer to purchase the product; often the end user.

• Primary Economic Buyer: The person with the authority to spend money to purchase the
product. Sometimes this is the end user.

• Influencers, Veto Power, Purchasing Department, and so on: People who have sway or
direct control over the decisions of the Primary Economic Buyer.

In this step, you will build a profile of the end user that is specific enough for calculating the
Total Addressable Market size of your beachhead market. Later, you will add much more specificity
by identifying one end user who fits the End User Profile to serve as your Persona. Your focus will
be on the end user, because if the end user does not want your product, you will be unable to reach
your customer.

You may think that after choosing a beachhead market, the End User Profile will be easy.
However, it typically requires a lot of time, thought, and further research. You will find that even in
your narrow beachhead, the end users are not all alike. You will first need to further focus by
choosing a specific demographic of end users.

WHY TARGET A SPECIFIC DEMOGRAPHIC?

Even though your beachhead market is narrow, you will find much variety among the end target
users. They may be young or old, they may work and/or live in urban, suburban, or rural settings, or
they may be worldly or may have stayed in the same town their whole lives. Most important, they may
have different goals, aspirations, or fears. As a startup, you will have to exclude many potential
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customers in order to stay focused on a key group of relatively homogenous end users, who will
provide the much-needed initial cash flow.

As I will note throughout this book, you must continually talk, observe, and interact with your
target customer to obtain this information and reconfirm it. Primary market research is fundamental
to your success. This is the only way you will collect the invaluable information that is not available
anywhere else and you will understand what is behind the information. Once you have done this
primary market research, it may well be the most valuable information you will have. Good, direct
customer research is paramount to this process; you will not be able to simply think through the
profile on your own.

Your goal is to create a description of a narrowly defined subset of end users with similar char-
acteristics and with similar needs. Look for a subset the same way you looked for a beachhead market.
Trying to sell a product to a wide variety of end users is as unfocused as trying to sell to multiple markets.
Your sales strategy may not be equally effective for both 25-year-olds and 50-year-olds; your feature sets
may differ depending on the priorities of the end user. Therefore, you will not try to describe every end
user. You do not want to spend your time and resources trying to be everything to everybody.

POTENTIAL CHARACTERISTICS TO INCLUDE IN YOUR END USER PROFILE

• What is their gender?

• What is their age range?

• What is their income range?

• What is their geographic location?

• What motivates them?

• What do they fear most?

• Who is their hero?

• Where do they go for vacation? For dinner? Before work?

• What newspapers do they read? Websites? What TV shows do they watch?

• What is the general reason they are buying this product? Savings? Image? Peer pressure?

• What makes them special and identifiable?

• What is their story?

You may not yet be able to answer many of the above questions; they also may not be relevant to
your situation—or so you might think at this point. You will revisit many of these questions and more
with greater specificity in Step 5 when you build the Persona.
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DOES YOUR FOUNDING TEAM INCLUDE SOMEONE IN THE END USER PROFILE?

It is a huge advantage if someone who fits the End User Profile is on your team from the beginning,
as this depth of understanding you will then have about your customer will be a critical factor in
your success. Because an end user is on your team, you will not have to rely on assumptions, which
are often inaccurate about who your end user is and what they want. If you don’t have someone
from the demographic already on your founding team, you should hire a target end user for your
executive team.

EXAMPLES

SensAble Technologies

In the End User Profile for SensAble in Table 3.1, we are starting to understand our target customer
in a much more specific way. Yes, there is a demographic cohort to help us build a market size in the
next step (which is important), but there is also the rich context that will be so important as we move
forward to make this real and will probably be the defining factor in your success.

Ride-Sharing Company, Russia

This student team wanted to create a new ride-sharing service for a group of customers in Moscow
who did not have such a service. They focused on younger tech-savvy drivers who they thought would
be more likely to use the service, and they were interested in using the new infrastructure of mobile
phones and social media to do this in a capital-efficient way that had not been possible before.

When they presented their End User Profile, they were not nearly specific enough in their
demographics. The company was trying to be inclusive with its profile, but the result was lost focus.

For the end user’s gender and age, they specified both male and female, with an age range of 17–
40 years old. This demographic is far too general. Do all males and females ages 17–40 have the same
goals, aspirations, and fears?

For the end user’s occupation, they listed students, young professionals, migrants to Moscow from
rural areas of Russia, and middle management. Likely, the beachhead market was not segmented
enough. They should have tried using the question, “Why would the end user want to use my
product?” to further segment their beachhead.

They also listed a vague category called “social level” and said their end users were “medium or
high” within that category. What does “social level” mean, and how can you be more specific in
describing the social level of your end users?
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Table 3.1 SensAble End User Profile

Industrial Designer in Toy and Footwear Companies

Gender Male (90%), Female (10%)

Age 24–35, estimating that the average is close to 31

Level at Company Individual contributor and not a manager

Income $50K–$60K per year, depending on the region

Education Rhode Island School of Design, Pasadena School of the Arts, or other high-end
arts school

History This is not their first job in the industry so they have some experience. However, this is
not their end job either. This is something they will do as long as it is interesting and
fulfilling. The industry is tough and they realize they can be laid off if things don’t go
well. This also leads to a lack of strong attachment to their job, so if another job
comes up, they will move on without reservation.

Context The designers see themselves as artists, not businesspeople. While they might want to
be doing great art outside of the commercial world, they have realized that they need
a paycheck to survive and have made that compromise. They may do some art on the
side but they also are serious about wanting to create products that show off their
artistic skills, and they are frustrated with products that don’t properly convey their
very specific design intent. Hence they have not given up using clay studios, which
convey design intent much better than the new digital tools that are being forced on
them. The new tools are engineering tools that have been modified for designers but
make it very difficult to convey design intent. While the designers are tech-competent
and even savvy when it comes to creative tools, that is not at their core. It is a means
to an end. They might have an Apple computer at home and one in their department,
but at the office, they are primarily working on their Windows-based PC.

Personality The designers like to socialize but would never be confused with fraternity boys. They do
not have much money and are careful to not waste it. They drink carefully and/or do light
recreational drugs when they go out. They like to sit around and listen to technopop
music (like Thomas Dolby) and talk about the arts. They generally wear all black and a
good number of them have body piercings and maybe even artfully done tattoos. While
they do like to socialize, they can also be quiet and introverted much of the time.
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There were some specific factors, such as the end users had smartphones, though they did not
specify the type of smartphone, which can be important as there may be significant differences
between groups that use different brands of smartphones or providers of service. They also said
their users are technologically advanced, early adopters of new tech products, and active users of
social networks. All of these can be further specified (which social networks?) as well.

This team really needed to go back and do more primary market research and be much more
specific about their End User Profile. Narrowing categories like gender, age, and occupation will give
them clarity regarding the specific priorities of that demographic, how they position the product, what
features to develop, what their messaging should look like, and how to accelerate word of mouth.

Baseball Buffet

This team was looking to make a one-stop site for sports fans (starting with baseball fans) where they
could get information about their favorite team and interact with other like-minded fans. It would be
a case of an uncensored ESPN meets Sports Talk Radio, but much more interactive and multi-
dimensional than either. The site could also integrate the then-exploding interest of participating in
fantasy sports leagues.

The team decided to focus its product on one very specific part of the sports fan base—young
online males between the ages of 18 and 34. This segment was a very attractive group to capture,
because liquor, automotive, and electronics companies were anxious to advertise to this demographic
as they started to earn significant incomes and form buying habits that might last a lifetime. The team
did its primary market research and found there was receptivity. They also used some secondary
research to learn more about their demographic.

Figure 3.1 shows a key component of their End User Profile.
The charts presented in the figure indicate that they were able to use certain metrics to narrow

their focus to 25-to-34-year-old males making over $75K per year. Implicit in this choice is the team
will be deselecting the other demographics and pursuing only one demographic to start. The criteria
of “target audience interests” is a good example of needing to confront the brutally honest facts about
your demographic, rather than looking at the end user through rose-colored glasses. From the sec-
ondary research presented here, the two top website choices for the broader 18–34 age demographic
are sites to look at girls (we hope nice sites—but we will have to find out the reality to truly
understand the end user) and sports sites.
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SUMMARY

Your analysis of your target customer is nowhere near complete, but the End User Profile points you
in the right direction for future steps. The journey is only beginning, but you are starting off with the
right focus—a well-defined target customer. This is a critical step in your search for specificity and
starting to make your customer concrete and very real. It is also a critical part of the process to help
ingrain the mentality that you should build the company around the customer’s needs, not based on
your interests and capabilities. The latter does matter, but it is secondary to how you should think
about your business.

Internet Usage Level by Age and Income

Target audience:

> Males
> 24–35 years old
> Online
> Income +$75K

Target audience

interests:

> Females (70%)
> Sports (50%)
(Source: ComScore Media Metrix)

Gender of Internet Users Aged 25–34 with

Income +$75K

(Source: JupiterResearch,  “Young Affluents Online”)
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Figure 3.1 Baseball buffet end user profile.
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