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Get the most from your time with us!
SEND US YOUR QUESTIONS DURING THE WEBINAR
Question control is in the lower left corner
• There is a Q&A at the end
• We may also answer some during the presentation
Webinar video replay will be uploaded later today.

#inkjetexplainers

Upcoming webinars:

Understanding Priming & Coating for Inkjet
Tuesday April 26 at 1 pm

Mary Schilling & Elizabeth Gooding
Register

https://us02web.zoom.us/webinar/register/WN_5XRccQgdTe6sZc0NWFkN2A
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1977

DuPont invented Kevlar® fiber

DuPont pursued bulletproof vests    
(The right market)

DuPont pursued tire cord market
(The wrong market)

Find the right market(s) rapidly & efficiently
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How to Commercialize Technology
in 6 Foolproof Steps

1. Separate your jungle animals & farm animals

2. Select your first target market segment

3. Investigate all assumptions that “must be true.”

4. Explore assumptions about customer needs first

5. Try to kill your project quickly

6. Test the next market segment (maybe)

Technology
Development Product

Development
You don’t fully understand 

them… and aren’t sure what 
they’ll do or where they’ll go. 

You know what they’re 
supposed to do… and who 
they’re supposed to do it for. 

Would you keep jungle animals and farm animals in the same pen?



Science-Facing Market-Facing

Unmet
Market
Needs

Product
Development

Technology
Development

Global
Pool of
Science

InterviewsBrainstormingOpen Innovation
© The AIM Institute



Technology
Development

Product
Development

Confusion & Inefficiency

Gantt Chart 
Milestones

Scheduling 
Breakthroughs?

© The AIM Institute



Product
Development

Technology
Development
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Inkjet Insight

Technology Examples

• Continuous Inkjet
• Drop On Demand

• Thermal Inkjet
• Piezo Inkjet

• UV
• Solvent
• Waterbased
• Others

Inkjet leverages multiple technologies and products. 
Products must work together in a system and deliver on unmet needs in a given application

Product Examples
• Printhead
• Printer
• Media
• Primer
• Topcoat
• Overprint Varnish

Unmet
Market
Needs
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How to Commercialize Technology
in 6 Foolproof Steps

1. Separate your jungle animals & farm animals

2. Select your first target market segment

3. Investigate all assumptions that “must be true.”

4. Explore assumptions about customer needs first

5. Try to kill your project quickly

6. Test the next market segment (maybe)



How do you segment customers?

Geography
Size
Purchases
Buying behavior
Needs

Why

Sales territories

Service levels

Innovation

Cluster of customers with similar needs

Market segment:

© The AIM Institute 



One size
fits all

1 Product for
ALL

Customers

Custom
shop 

1 Product for
EACH

Customer

Market
focused 

1 Product for
Each

Segment

Efficiency EffectivenessSimilar
Needs

Highest
Possible

No
Sacrifice

© The AIM Institute 
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A A B A

B B A C

C A B A

A B B C

C C B B

B C A C

A A B B

Market Segment



Inkjet Insight
Potential Markets

• Roll-to-roll textile
• Direct-to-garment
• Film-to-fabric
• Narrow web label
• Corrugated

Inkjet suppliers must select a market to test.

• Folding carton
• Flexible packaging
• Flooring
• Metal
• Others
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How to Commercialize Technology
in 6 Foolproof Steps

1. Separate your jungle animals & farm animals

2. Select your first target market segment

3. Investigate all assumptions that “must be true.”

4. Explore assumptions about customer needs first

5. Try to kill your project quickly

6. Test the next market segment (maybe)



Welcome to Acme Composites…

Recycled Plastic
+

Wood Fibers

Packaging

Water Resistance
Stacking Strength
Abrasion Resistance

© The AIM Institute



© The AIM Institute

Complete for all 6 areas
Market Dynamics
Required Outcomes
Desired Outcomes

Internal Capabilities
Required Solutions
Desired Solutions

© The AIM Institute
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The team builds a CheckPoint Plan 
to systematically drive to certainty.

Number of Assumptions

Jan       Feb       Mar      Apr       May      Jun        Jul        Aug       Sep       Oct       Nov       Dec 

Number of Assumptions by Month



1. Generate 
assumptions

2. Rate 
assumptions

3. Investigate 
assumptions

4. Report to 
management

4 De-risking steps

First the team generates all the assumptions that “must be true” 
for project success… in three “buckets” © The AIM Institute



IMPACTCERTAINTY

1. Generate 
assumptions

2. Rate 
assumptions

3. Investigate 
assumptions

4. Report to 
management

Avoid “group think”

Then each assumption is rated for Impact and Certainty. This is 
done first by each individual… and then together as a team.

4 De-risking steps

© The AIM Institute



1. Generate 
assumptions

2. Rate 
assumptions

3. Investigate 
assumptions

4. Report to 
management

After individual ratings, the project team discusses and agrees 
on Impact and Certainty ratings each assumption.

4 De-risking steps

© The AIM Institute



1. Generate 
assumptions

2. Rate 
assumptions

3. Investigate 
assumptions

4. Report to 
management

Uncertainty Certainty

4 De-risking steps

The team then creates a “CheckPoint” action plan to investigate 
the red (danger) & yellow (caution) assumptions. © The AIM Institute



4 De-risking steps

1. Generate 
assumptions

2. Rate 
assumptions

3. Investigate 
assumptions

4. Report to 
management

The team reviews its de-risking progress… and provides regular 
updates to management.



Inkjet suppliers must validate assumptions for each selected market.

Inkjet Insight

• The consumables meet regulatory requirements.
• The printed item meets regulatory requirements.
• Economics are acceptable. 
• The market has unmet needs that inkjet can solve better than the next best 

alternative.
• Up time is acceptable.
• Print speed is as fast as flexo.
• The right media is available.
• Others

For inkjet to win, it must be true that…
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How to Commercialize Technology
in 6 Foolproof Steps

1. Separate your jungle animals & farm animals

2. Select your first target market segment

3. Investigate all assumptions that “must be true.”

4. Explore assumptions about customer needs first

5. Try to kill your project quickly

6. Test the next market segment (maybe)



Customer Outcomes

Increased abrasion resistance

Faster operating speed
Reduced maintenance costs

Quicker change-over timeImproved grease resistance

Greater weight capacity

Higher fill levels
Reduced roller wear

Less slippage with wet ore

… desired customer end-results

1. Customer value is only created when an important, unmet outcome is improved.

2. Suppliers’ only path to profitable, sustainable growth is customer value creation.
© The AIM Institute



The Science of B2B Customer Insight (New Product Blueprinting)

1 Uncover all outcomes

2 Understand relevance

3 Define & set direction

4 Prioritize outcomes

5 Learn how to measure

6 Identify satisfaction points

7 Measure next best alternative

8 Quantity value created

9 Quantify value captured

Discovery

Preference

Later Steps

© The AIM Institute



5 parts of Discovery Interviews (with Blueprinter® 5.0 Software)

1. Current State 2. Problems 3. Ideal State 4. Triggered Ideas 5. Top Picks

© The AIM Institute
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Market Satisfaction Gap

Scrub Resistance

Crayon Removal

Hiding Power

24-Hr Window Stick

Brushmark Leveling

Fading Resistance

Sprayability

Stain Resistance

Brushability

Factory Mix Time

0%                10%              20%             30%             40%

21%

25%

12%

16%

13%

11%

8%

High
Market

Eagerness

32%

35%

36%

MSG = IMP x (10 – SAT)
Ex: Avg. IMP=9;  SAT=6
MSG = 9 x (10-6) = 36%

© The AIM Institute



to all potential customer outcomes

Diverge

to important, unsatisfied outcomes

Converge

Qualitative Discovery Interviews Quantitative Preference Interviews

Market 
Satisfaction 
Gaps

Stop errors of commission

Eliminating innovation errors…

© The AIM Institute

Stop errors of omission



You become certain 
of your solution here.

Front-End Development Launch
© The AIM Institute

Q: When do you resolve your technical risk?

Technical
Certainty



Front-End Development Launch

Commercial
Certainty

Q1: When do you resolve your commercial risk?
Q2: What if you built a Certainty Time Machine?

This machine is fueled by… 
Customer Outcomes

Diverge Converge

In most B2B, it’s 
knowable before
development.

© The AIM Institute



51%

33%

14%
2%

Great Impact
Significant Impact
Moderate Impact
Slight Impact
No Impact

How much have 
interviews impacted 
the design of your 
new offering?

Impact of interviews on product design
5 of 6 teams don’t
understand needs

1 Yes, 5 No’s

© The AIM Institute



Inkjet Insight

Investigate 
Unmet 
Needs

Faster ink 
dry time

Improved 
ROI

Wider print 
width

Higher 
resolution

Work on 
more 

substrates

OTHERS
What are 

they?

Reduce 
Carbon 

Emissions

Lower 
operating 

costs

Faster line 
speeds

1. Customer value is only
created when an important, 
unmet outcome is improved.

2. Inkjet suppliers’ only path to 
profitable, sustainable growth is 
customer value creation.
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How to Commercialize Technology
in 6 Foolproof Steps

1. Separate your jungle animals & farm animals

2. Select your first target market segment

3. Investigate all assumptions that “must be true.”

4. Explore assumptions about customer needs first

5. Try to kill your project quickly

6. Test the next market segment (maybe)



“The unexpected benefit of celebrating failure”  Astro Teller (Head of Google X)
TED talk (May 2016): https://www.youtube.com/watch?v=2t13Rq4oc7A

“We spend most of our time 
trying to prove we’re wrong.”

“We run at all the hardest parts   
of the problem first.”

We cheer… “Hey… how are we 
going to kill our project today?!”

https://www.youtube.com/watch?v=2t13Rq4oc7A


When you look back at failed projects…

n Can you identify any “Landmines”?
n … that blew up budgets, schedules or reputations

n Were they detectable before they blew up?
n What would have happened if spotted earlier?

© The AIM Institute



Landmine Principles
n Landmines offer 3 choices… Step on, Stop, Sidestep.
n No one steps on a landmine they can see.
n Landmines are a greater danger in unfamiliar terrain.
n We avoid unhappy thoughts. Landmines are not happy.
n The sooner we spot a landmine, the greater our options.

© The AIM Institute

Risky Projects Late Projects



2-Page De-risking Report 

Consider providing updates to 
management on a set schedule.

© The AIM Institute
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Number of INTERNAL Uncertainties

Learning
Phase

Investment
Phase

Make it clear what you expect in your reviews…

© The AIM Institute



Change the dynamics of your project reviews…

n Don’t confuse all but the CTO by slide #3
n Separate your success from the project’s

n This project may not deserve to continue
n But we’ll tell you as soon as possible

n Differentiate “updates” from “decisions”
n Show you’re following an intelligent plan

n This is like a “Gantt Chart for Risk”
n Let them join your team… not judge it
n Result: Less micro-managing & second-

guessing. More management patience.

© The AIM Institute



Inkjet Insight
How can we kill our project today?

Kill dead-end projects quickly

Is there a 
landmine?

Continue

Can you 
adjust & 

overcome the 
landmine?

Stop project.
Divert resources 

to a more 
profitable 

problem to solve

YES NO

NO
YES
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Unmet
Market
Needs

Product
Development

Technology
Development

Global
Pool of
Science

© The AIM Institute

1. You succeed with 1st market 
segment & then target a 2nd

2. You fail with the 1st market 
segment & then target a 2nd

3. You fail with the 1st market 
segment and stop.

WHY did 
you fail?

Three possible scenarios
Customer
Outcomes

Market
Dynamics

Internal
Capabilities



Inkjet Insight
Potential Markets

• Roll-to-roll textile
• Direct-to-garment
• Film-to-fabric
• Narrow web label
• Corrugated

Identify the next market to test & grow inkjet.

• Folding carton
• Flexible packaging
• Flooring
• Metal
• Others



© The AIM Institute

These steps don’t guarantee successful 
technology commercialization. But you will…

• Find the best market(s) for 
your new technology as 
quickly as possible.

• Develop a product based 
on known—not guessed—
customer needs.

• Stop work on dead-end 
projects as rapidly and 
cost-effectively as possible.



Before we take QUESTIONS...

© The AIM Institute

Top Recommendation

Find more Free tools to 
drive your growth: 
www.AimInstitute.com

Follow the AIM Institute 
Growth & Innovation Series 

on Inkjet Insight
New videos each week

http://www.aiminstitute.com/
https://inkjetinsight.com/knowledge-base/introducing-the-b2b-growth-innovation-series/


Upcoming webinars:
Understanding Priming & 
Coating for Inkjet
Tuesday April 26 at 1 pm

Register

With severe challenges in sourcing substrates to print on, it's never been more important to 
understand how priming and coatings for inkjet contribute to substrate compatibility, color 
vitality, print quality, durability, flexibility and cost efficiency. Sponsored by Michelman.

https://us02web.zoom.us/webinar/register/WN_5XRccQgdTe6sZc0NWFkN2A


Our Message to Printers, OEMs and the Industry at Large
Evaluate. Optimize. Grow.

Repeat

Questions?

For information on speaking, sponsorship or membership please contact:
Elizabeth Gooding elizabeth@inkjetinsight.com

mailto:elizabeth@inkjetinsight.com


Evaluate. Optimize. Grow.

Contact Us

Dan Adams
President

The AIM Institute

Kelly Lawrence
President

Lawrence Innovation
dan.adams@theaiminstitute.com

www.deriskprojects.com
Kelly@LawrenceInnovation.com
www.LawrenceInnovation.com

mailto:dan.adams@theaiminstitute.com
http://www.deriskprojects.com/
mailto:Kelly@LawrenceInnovation.com
http://www.lawrenceinnovation.com/

