
Value Proposition Design
Prototype value propositions for different customer segments and  
then test them with customers and other stakeholders.
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Who is a typical customer in this customer segment?
→ What is their business/personal demographic profile?
→ Are they the buyer, if not, what is their role?
→ What do/don’t they care about?
→ What worries them?
→ What are their frustrations?
→ What are their goals?

What is attractive about this customer segment?
→ What trends (e.g. social, economic, technological, legal) are driving 
the segment?
→ Who are the main competitors and how does pricing shape the segment?
→ How big is the segment in terms of revenue/customers?
→ What proportion of revenue/customers would you expect?

TIP: if you are a B2C business then create a profile for a typical target customer in the 
segment (i.e. create an archetypal persona). If you are a B2B business then profile a real 
or archetypal business and repeat the canvas for the individuals involved in the buying 
decision within that business (e.g. budget holder, user, influencer).

TIP: focus on macro information. Reference and quantify everything possible, 
and identify assumptions that need checking.
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What are your 
customer’s tasks?
→ What tasks must your 
customers undertake to achieve 
their goals?

Is there a fit between the problem
and the solution?
→ Rank all areas where there is a fit between what could be done 
better for customers and the benefits that your solution provides.
→ Rank higher areas with fewer direct competitors.

What is your promise?
→ Where there is a strong fit, 
does a promise emerge of the 
value you could provide?

What is your 
differentiator?
→ Where there is a strong fit, 
do differentiatorse merge that 
are unique and difficult to copy, 
which create belief in your 
promise?

Is this value 
proposition worth testing?

 Does it solve the customer’s most 
important problems?

 Does it address a large number of  
customers for a small fee or a small number of 
customers for a large fee?

 Does it take advantage of your core 
competencies and/or market position and fit 
with your strategy?

 Is it unique in the market and difficult to 
copy?

TIP: if your answer to the first question is not sure, then 
you need to talk to your customers and find out their 
problems. If you get a no to one of questions, consider 
what you would need to change to get a yes, then 
repeat the canvas.

What is your offer?
→ List your (existing or planned) 
products and services for this 
customer segment.

What could
be done better?
→ How could the tasks be done 
better?
→ What problems, obstacles, 
annoyances or risks are there?
→ Are there other ways to achieve 
the same goals?

What are the benefits?
→ What are the benefits of your 
offer to the customer? 
→ How does your offer help 
customers achieve their goals or 
eliminate problems, obstacles, 
annoyances or risks?TIP: brainstorm using sticky notes, 

then group & rank your results.
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TIP: for each item, consider why there is a fit. List each fit, then rank each 
according to its strength also considering the strength of competition.

TIP: combine the key features and 
benefits of your offer that emerge 
where there is a fit.

TIP: combine aspects such as a 
technological invention or unique 
capability or approach that emerge 
where there is a fit.

Define your Value
Proposition Statement 
We help [customer segment], 
who want to [goal(s)]. We do this by 
providing them with [promise(s)], 
which [differentiator(s)].

TIP: the statement should be concise and 
relevant to a range of stakeholders.
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