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Startup Zone Onboarding Strategy 
● Entry Criteria – You feel a sense of urgency and have demonstrated a passionate 

commitment in your pursuit of a business opportunity that serves an identified customer 
need, and has global potential. 

● Objective – Explore and test the business potential of the idea, quickly and 
inexpensively.  Get to a “Go / No Go” point quickly and with solid evidence. 

● Expectation – We’ll support you as you push and pivot, but we will not support you if 
you are not intensely focused on quantifying customer need, are ignoring evidence, or 
not being diligent in how you move through a series of important strategic questions. 

 

Phase One – Quantifying Customer Need 
 

1. North Star  
o Have you mapped the overlap between your passion, values, capabilities, and the 

associated business opportunities?  
o What is it about this project that inspired and drives you? 
o What motivates you to put in the extra hours and keep pushing forward, even in the 

face of disappointment or failure?   
Exit requirement: Write it down, revisit it, and revise it as needed. 

 

2. Customer/Partner Calls  
o Have you identified the different parties involved in and around the value chain that lies 

between your project and the likely end-users?  
o Do you deeply understand what your possible users, customers, and channel partners 

need and value the most?  Do you know the problems that keep them up at night?   
o Once you have explored and quantified each of their needs and priorities, have you 

carefully examined each of the possible benefits you might deliver, and have you found 
independent evidence that supports and informs that value?   

o Have you done the same for possible channel partners?   
Exit requirement: Customer Relationship Management (CRM) system with detailed customer 
and channel partner data. 
 

3. Initial Pricing Research 
o Have you identified the different ways that you could deliver value to your customers, 

along with the cost of customer acquisition and Cost of Goods Sold (COGS) for each?   
o What are the relative benefits of each?   
o What competition exists and what are their relative pricing and benefits?   

Exit requirement: Initial costing and pricing projections. 
 

Decision Point – It is expected that, after three months or less, most of these questions will be 
answered.  You will now be able to make a decision to either continue to pursue this project 
and create business, or not.  Most importantly, you can make this informed decision based on 
the quantified value you expect to deliver to specific customers. 
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Phase Two – Building a Business Opportunity 
 

4. Map the Ecosystem 
o Building from your initial work (#2 above), have you identified the ecosystem in which 

your business operates (all of the key categories and organizations)?   
o Have you interviewed key individuals at organizations in the ecosystem to identify their 

business models, pain points, priorities, and quantified needs?   
o Have you identified ways in which their vested interests might be harnessed in some 

helpful manner in future?  Have you tested these ideas on them and/or others?   
Exit requirement: A series of market-based hypotheses that you can test as you develop your 
Go-To-Market strategy. 
 

5. Identify Key Strategic Priorities 
o What key competencies are required to deliver the expected customer value?   
o Have you created a product development roadmap right through to a successful sale, 

and the delivery of the value expected and required by your customers? 
o Have you identified strategic milestones for product research and design, prototype 

evaluation, intellectual property protection, human resource requirements, and any 
other significant elements (in terms of planning, time and other costs)?  Have you 
sequenced them in an efficient order?   

Exit requirement: An evidence-based, sequenced list of strategic priorities and milestones. 
 

6. Financial Implications and Projections 
o Have you developed your initial evidence-based costing and pricing assumptions 

(including all other related startup costs like legal, branding, digital, HR, travel, etc.)? 
o Have you quantified your sales volume projections based on activities you can control 

(versus estimating a percentage market share)? 
o Have you pulled these assumptions together into financial projections that show 

promise when critiqued by an informed, dispassionate third party?  
Exit requirement: An opinion from Island Capital Partners (or equivalent) assessing the strength 
of your projections. 
 

7. Investment and/or Customer Pitch  
o Investment: Have you identified the types of funding sources that might be suitable 

targets and can you quickly explain how your opportunity aligns with their investment 
objectives and risk appetites?   

o Investment: Do you have the evidence and plan needed to put forward a compelling 
investment pitch and proposal that aligns with the needs and priorities of the identified 
private and government sources?   

o Customer: Have you developed a prototype, elevator pitch and marketing collateral for 
customers, and do they generate quantifiable interest?   

Exit requirement:  The pitch(es) delighted the SUZ Bureau Panel members.  
 
Decision Point: It is expected that, following six months or less, that you will have answered 
these questions and be in a position to present a three-minute pitch that attracts informed 
investors or customers to your compelling opportunity. 
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