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Agenda
• Review homework examples
• Customer/Stakeholder Roles
• Ecosystem/Stakeholder Maps
• Customer Segments
• Archetypes/Personas
• Breakout: Identifying Stakeholders



Another pitch example

• https://www.youtube.com/watch?v=JXF7FqEEtwU&t=602s
• Start at 24:13

https://www.youtube.com/watch?v=JXF7FqEEtwU&t=602s


Homework examples







Customers and Stakeholders
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Stakeholders Roles
End User

The person who will actually use the product or service. 

Decision Maker
The person with the clout to decide which solution gets adopted

Payer 
The person who has the budget for the solution

Influencer (external)
The person who ‘weighs in’ on the solution selection, adoption, and/or purchase

Recommender (internal)
A person tasked with making solution recommendations

Saboteur
A person who loses out if the solution is adopted
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Multiple Customer Segments
• Each has its own Value Proposition(s)
• Each has its own Revenue Stream
• One segment cannot exist without the other
•Which one do you start with?



Customer Roles - Team 17 MLProfiler

Constructive 
Feedback

?



Customer Roles - Team 13 C3 De-escalation

Kudos &

Constructive 
Feedback

Currently looking at education as the next market

End User:
Elementary, Middle School & High School Teachers, esp Special Ed Teachers
Decision Maker: Director of Secondary Education
Payer: Accounts within school district. In Iowa, accounts within
regional mental health districts.
Influencer: State Reps, State Senators, Staff at Education for Equity, parents,
and others who pressure schools
Recommender: Primarily teachers & parents, but may include principal or
superintendent.
Saboteur: Oddly, a middle-to-high manager at a regional mental health district.
Also a well-established local psychologist.



Working Groups

10 minutes Stakeholders
By Title & Organization





Mapping the 
stakeholders/customer roles
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This is the first ecosystem map most of us saw

https://garsidej.wordpress.com/gcse-aqa-new/the-living-world/ecosystems/



Ecosystem – Our working definition

How your product interacts with the world once 
it is in the hands of the customer.



So how do we build one?
• Start with a list of anyone who you think might play a role in your 

ecosystem (your stakeholders)
• Customers
• Suppliers
• Distributors
• Servicers
• Infrastructure/platform providers
• …

• Learn how they interact



An example from the agricultural equipment industry.
Equipment sellers like to show harvest running like this:



Grain Harvest Logistics Ecosystem – who should 
we consider?
• Farmers
• Combine Operators
• Grain Cart Operators
• Grain Truck Drivers
• Public Grain Elevators
• Farmer Owned Grain Storage
• Grain Originators (learn the vernacular!)
• …



However… there are logistical, equipment and 
traffic challenges…

Or?



A simple map for the farmer during harvest
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What goes where?
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What goes where?
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Dotlens – Add-on smartphone microscope lens

• Decision maker
• Teachers

• Economic payer
• Dept Head, Principal, School Board, Grant Funder

• Saboteurs 
• Microscope sellers

• Influencers
• Existing science kit suppliers

• End users
• Science students in middle and high school
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https://venturewell.org/wp-content/uploads/554_Dotlens_12032015.pdf
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https://venturewell.org/wp-content/uploads/554_Dotlens_12032015.pdf

Dotlens – Add-on smartphone microscope lens



Build the Healthcare - Home Healthcare Ecosystem

Funders 

Insurance 
Companies

Influencers 
Hospitals

Clinicians
Patient 

Caregivers

Funders 
CMS/Gov

Types of

Clini
re/situations
cal Healthcare

Providing 
Healthcare in the 

Home

Money

Information

Products/Services

End User 
patient

Purchasing 
Agents

Clinicians

Caregivers

ca Non-skilled
care

Consumables

Diagnostics

Healthcare 

Bags

Infection 
Control

Billing

EHR

Telehealth

Products/Services

Products/Services

oducts/Service s

Products/Services

Patient caregivers
decision 
maker

economic 
payerproduct

recover, 
comfort

Patient 
(out of 
pocket)

quality of care, 
cost quality of care 

cost

quality of care 
cost

Clinician

Family

Information

Information

Products/Services

Products/Services

Products/Services

ProdPurcotds/uScetrsv/iSceersvices

Information

PrIondfourcmtsa/tSieornvices
Information

Products/Services

Information

Money

Money

Money

Money

Products/Services

Information

Products/Services

Products/Services
Pr

Products/Services

Products/Services



Insights and takeaways
• The map is a tool to help you achieve an 

understanding of your ecosystem by making it visible.
•Use it to help figure out
•Who the players are
•Who you need to interview 
•What to ask them about

• The map will change as you learn more



Working Groups

10 minutes Ecosystem/Stakeholder Map





Customer Segments



Definition: 
Customer 
Segments

• A well-defined group of people 
that share the same 
need/job/problem and can be 
served by the same business 
model.



What 
Makes a 
Good 
Customer 
Segment?

• They are PEOPLE (not companies, departments, …)

• They immediately grasp the value and “own” the metric

• Obvious who they are
• You could go to LinkedIn and/or co. directory and 

search for them

• There are very few people that fit the description that 
won’t buy your product
• Laser focused on a well-defined group that ALL share 

the strong and direct value proposition

• Share the same business process and “why” for buying

• List ALL the key stakeholders



Customer Segmentation 

Common Mistakes

• Too broad and vague

• Confused with industry segments

• Not traced through the value chain

• At organizational or department level

• Customer doesn’t “own” the metric or value



Archetypes and Personas



What is it?

… fact based visual representation of a set of users that helps visualize, 
understand and build relevant connects with the target users…

…depiction of your ideal customer based on actual data from market 
research, competitor analysis, and existing customer profiles…

https://userguiding.com/blog/user-persona-examples/

https://www.semrush.com/blog/buyer-persona-examples-beyond-basics/



Archetypes –Who Am I?

• Jobs to be done
• What do I worry about
• How do I want people to feel about me
• What are my demographics (age, disposable income, where do I live, etc.)
• What are my psychographics (values, beliefs, contributions, volunteer, etc..)

Soccer Mom?

Surfer Dude?

GM Engineer?

Volunteers? Where is your ideal place to live?



https://userguiding.com/blog/user-persona-examples/



https://userguiding.com/blog/user-persona-examples/



https://userguiding.com/blog/user-persona-examples/



B2C 
Customer 
Persona

https://www.semrush.com/blog/
buyer-persona-examples-beyond-
basics/



B2B 
Customer 
Persona

https://www.semrush.com/blog/
buyer-persona-examples-beyond-
basics/
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Wrapping up
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Week 5 Wrap Up

• No individual homework
• Team homework – 
• Build a stakeholder ecosystem map using the identified stakeholders

• Watch videos and read books
• Books???????
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Breakout: Use the template provided 
to brainstorm the stakeholder for 
your team problem.
NOTE: IT IS DOUBLE SIDED


