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Part 1: Introduction

Part 1 describes the mandate, approach, and assumptions underlying our research.

1.1 Mandate

In order to ensure a focused and timely investigation, it is important to have discussions with
management at the outset to understand their most pressing needs for market intelligence.
This serves to establish the overall mandate for the research and analysis.

Typically, what is needed immediately is to identify revenue streams from early adopters.
1.2 Approach

Doyletech conducts market research and validation services specifically focused on
competitive intelligence. This assists entrepreneurs to refine their business and marketing
strategies. Specifically, it refines their forecasts and the overall business plan.

Our approach is organized into the following components:
1. Competitive Intelligence Research

¢ Who are the competitors in Canada and North America? What are their foci?
What can be learned from them?

¢ Are there gaps in the strategy that competitors address?

« What are the specific and immediate opportunities for Sample Company?

« What does competitive research suggest about target market identification?

2. Market Barriers / Market Penetration / Switching Costs

e What are the primary market barriers (inertia) and what to do about them?

« What do these barriers mean for target market identification (both initially and
going forward)?

¢ What do these barriers mean for market penetration rates?

¢ What are the implications for the product migration strategy?

« What are the potential challenges or opportunities for switching costs?

3. Commercialization Pathways

« What are the viable ways of commercializing the technology to generate
revenues for Sample Company Ltd.?
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1.3 Conditions and Assumptions

Our work represents customized competitive intelligence research for each client (company
or entrepreneur).

The 4 Ps of Marketing — Product, Price, Place, and Promotion — serve as a basic
framework for assessing and adjusting a firm’s marketing strategy and have long been
thought of as the core of the corporate Marketing Plan.

Product (the Product Strategy) is the first P of marketing. The product is the good or service
being marketed to the target audience. Price (the Pricing Strategy) is the cost of a product or
service. Place (the Distribution Strategy) is where you sell your product, and the distribution
channels you use to get it to your customer. Promotion (the Promotional Strategy) is how you
advertise your product or service.

As demonstrated below, the 4 Ps of Marketing serves as the framework for our market
intelligence reporting — with the intent that they be incorporated into the firm’s formal
Marketing Plan.’

' https://www.semrush.com/blog/marketing-
plan/?kw=&cmp=CA_SRCH_DSA_Blog_EN&label=dsa_pagefeed&Network=g&Device=c&utm_content=683768475069&
kwid=aud-2101153678253:dsa-
2267597097541&cmpid=18361978716&agpid=153749927742&BU=Core&extid=105177813588&adpos=&gad_source=1
&gclid=CjwKCAjwouexBhAuEiwAtW_Zx0NVpXzJ9cOVv7ybVbnTj-jP3NX320hbog11VDWDSI-
igcgnizts1BoCy5cQAvVD_BwE
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Part 2: Competitive Intelligence Research

Part 2 explains how we go about understanding the competitive landscape.

The first step is to identify key competitors, or ‘competition’. Then we develop a brief
overview of each competitor, or vendor. Subsequent steps assess and make comparisons
between them.

The market research for a new technology-intensive venture can be as difficult, costly, and
time-consuming as the scientific research and product development that must go into
creating the product itself. Most entrepreneurs would find this an overstatement, but most
seasoned venture capitalists would not. It is easy to do poor market research and get away
with it, but if the scientific research or the product development does not get done properly,
the result is very visible; the product does not materialize, or it functions improperly when it
does materialize. However, if the market does not materialize, it is always easy to blame it on
such factors as predatory pricing by competitors or poor timing. In all too many cases, the
real reason is that not enough homework was done in analyzing the market and properly
positioning the product in that market in the first place. We see this problem over and over
again with Canadian startups.

2.1 Overview of Major Competitors, Description

Typically, several Canadian firms offer competitive solutions. Initially, many entrepreneurs
take the position that there are no competitors, or that their solution is (or will be) sufficiently
unique in the marketplace. This is rarely the case; in fact, there is always ‘competition’, and
there are many lessons that can be learned from an examination of the competitive
landscape.

The key is to understand the major differentiators of the entrepreneur’s new approach, but
also to understand the key differentiators of competitors. Only by assessing both can
statements be made about appropriate product/service/platform positioning for the new
venture.

We begin by developing a brief overview of each competitor and identify their differentiators.

For example, we may state that Competitor 1 (https://www.competitor1.com/product) is (for
example) based in Thornhill, Ontario and offers a cloud-based management tool for
maintaining corporate minute books. Their Product Differentiator is that it is “a Canadian
start-up developer of virtual (cloud-based) corporate minute books focused on do-it-yourself
entrepreneurs and small corporate legal professionals”.

Likewise, for Competitor 2 (https://competitor2.com) it is based in Vancouver, British
Columbia and has developed a virtual corporate minute book offering employing an Al-based
platform covering multiple industry verticals. Their Product Differentiator is that it is, say, “a
Canadian start-up developer of an all-in-one Al platform for North American professional
service firms which includes corporate, real estate, and estate planning components. It is the
price leader in the market”.

The same approach is taken for each major competitor identified.
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2.2 Overview of Major Competitors, Comparisons

After identifying key competitors, the next step is to develop comparisons thereof. Various
types of data and insights are collected. The output of this exercise will allow Doyletech to
make statements about product positioning, as well as recommendations for the 4 Ps of
Marketing — Product, Price, Place, and Promotion.

The first step is to develop a Firms Insights Table on the major competitors. This can be
thought of as a table with competitors as rows and various company insights as columns.
Such insights collected on each firm typically include: year founded; number of employees;
estimated revenues; locations in Canada; funding received (total, and by type); distribution
channels used; key geographic markets; estimated market share; among others.

The second step is to develop a Product Insights Table on the major competitors. For each
competitive product, the following insights must be developed: major geographic markets
served; typical users within organizations; major components of the product/service/platform
offering; features of the product/service/platform (the Pros); features of the
product/service/platform (the Cons); gaps in each offering; among others.

The third step is to develop the Product Positioning Table, based on product features. This
is an in-depth examination of which product in the competitive landscape offers which
feature. It thus identifies the relative feature sets for all.

This can be thought of as a table with specific product features as rows and competitive
products as columns. Clearly, such a table will competitively position each product in the
marketplace.

In the case of a software or cloud services product, the following are examples of product
features: document automation; workflow automation; records management; compliance
tracking; integration with DocuSign and/or AdobeSign; secure storage of sensitive data;
secure electronic signature function; integration with Microsoft Tools (Word, Excel, and
Outlook); Al-powered analytics; collaboration tools; time tracking; mobile application; multi-
language support; integration with LinkedIn; etc.

The fourth step is to develop the Product Positioning Table, based on product attributes.

Product attributes are considered the overall benefits provided to the user of the product or
service or platform. You have to understand the product features in order to derive the
product attributes. Hence, this follows from the previous step.

It can be thought of as a table with specific attributes as rows and competitive products as
columns. Thus, it provides an in-depth examination of which product in the competitive
landscape offers which attribute, thus identifying the market gaps.

In the case of a software or cloud services product, the following are examples of product
attributes: ease of use; customer support; ease of integration with organization, and its
existing systems and protocols; compliancy and regulatory assessment; integration with
third-party applications/systems; etc.

The fifth step is to develop the Pricing Insights Table which identifies the pricing strategy
(i.e., pricing model) for each competitor along with actual prices.
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In the case of a software or cloud services product, one competitor may employ three pricing
tiers, based on the size of the entity (for example, Solo Tier, Medium Tier, Enterprise Tier)
whereas another competitor may offer three pricing tiers based on feature set (for example,
Basic, Professional, Expert). It is also important to understand what is included in the price
and what is not. For example, new competitors may offer free onboarding services in order to
gain market penetration, whereas an established vendor may charge extra for this service.

There are many different models; for example, some vendors may have a standard monthly
or yearly subscription, whereas others may do the same but if usage goes beyond a certain
level, additional fees are charged.

The competitive intelligence research carried out herein Part Il is used to make informed
market decisions, as detailed next in Part lll.
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Part 3: Market Assessment Including Barriers /
Market Penetration / Switching Costs

3.1 Market Barriers

Market barriers to technology commercialization can vary depending on the industry,
technology, and market conditions. It is important to identify barriers to market entry as part
of gathering market intelligence. For example, commercializing new technology often
requires significant upfront investment in research, development, and production
infrastructure. High initial costs can deter potential investors or companies from pursuing
commercialization. Even if a technology shows promise, securing funding for
commercialization can be challenging, especially for startups or small businesses. Investors
may be hesitant to invest in unproven technologies or may require significant evidence of
market demand before committing capital. There may also be stringent regulations that
govern the development, testing, and sale of new technologies. Navigating these regulatory
requirements can be time-consuming and expensive, particularly if the technology is
disruptive or novel.

Even if a technology is technically feasible, there is no guarantee that there will be sufficient
demand in the market. Convincing consumers or businesses to adopt a new technology can
be challenging, especially if it requires changes to existing processes or behaviors.
Furthermore, competing companies may perceive new technologies as a threat to their
existing market share and may actively work to stifle their commercialization. This could
involve legal challenges, lobbying efforts, or the development of competing technologies.

Protecting intellectual property rights is crucial for technology commercialization, but it can
also be complex and expensive. Patent disputes, infringement claims, or the inability to
secure strong IP protection can hinder commercialization effort. As well, some technologies
may require significant changes to existing infrastructure or supply chains in order to be
successfully commercialized. Infrastructure limitations, such as the lack of necessary
manufacturing facilities or distribution networks, can pose significant barriers.

Market research will identify which of these barriers might derail commercialization efforts;
and ways to overcome them.

3.2 Market Penetration

Market penetration strategies for new technologies involve a series of tactics aimed at
capturing market share and increasing adoption of the technology among consumers or
businesses. It is therefore important to conduct thorough market research to identify the most
promising market segments for the technology. It is also crucial to determine an appropriate
pricing strategy based on market demand, competitor pricing, and the value proposition of
the technology. At times, it may be necessary to collaborate with complementary businesses
or industry partners to leverage their existing customer base, suppliers, or distribution
channels. Partnerships can help increase market reach and credibility.

Resources may need to be allocated to marketing efforts that effectively communicate the
value proposition of the technology to the target audience. It is essential to educate potential
customers about the benefits and applications of the technology through various channels
such as content marketing, webinars, or workshops. It is also important to ensure that
customers receive timely and effective support throughout their experience with the
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technology. Positive customer experiences can lead to word-of-mouth referrals and repeat
business. Offering incentives to early adopters may encourage them to embrace the
technology. Their positive experiences and testimonials can help drive further adoption.
Finally, implementing robust analytics to track key performance indicators (KPIs) such as
customer acquisition cost, conversion rates, and customer lifetime value allows refinement of
the penetration strategy over time.

3.3 Switching Costs

Switching costs refer to the expenses, effort, or inconveniences associated with changing
from one product, service, or supplier to another. These costs can be both tangible and
intangible and may include financial expenses, time investment, retraining, data migration,
and psychological factors. Switching costs are a significant consideration for consumers and
businesses when evaluating alternative options or considering switching to a competitor.
High switching costs can create barriers to entry for new competitors, strengthen customer
loyalty, and increase customer lifetime value for existing providers. Conversely, lowering
switching costs can stimulate competition, encourage innovation, and lead to better
outcomes for consumers through improved products, services, and pricing. Understanding
and managing switching costs is thus essential for businesses aiming to attract and retain
customers in competitive markets.

One of the most important switching costs are financial considerations. These include any
monetary expenses associated with switching, such as termination fees, contract penalties,
or the cost of purchasing new equipment or software. Also, switching products or services
often requires time and effort to research alternatives, compare features, negotiate contracts,
set up new systems, and train employees. Switching to a new product or service may also
require users to learn new interfaces, workflows, or processes, which can lead to productivity
losses during the transition period.

Transferring data from one system to another can be complex and time-consuming,
especially for businesses with large datasets or customized configurations. If a product or
service is integrated with other systems or processes, switching may require adjustments to
ensure compatibility and continuity of operations.

Users may also be reluctant to switch due to fear of the unknown, company size, perceived
risks, or inertia, even if alternatives offer potentially better value or features. Established
relationships with current providers, as well as trust built over time, can act as barriers to
switching, particularly in business-to-business relationships where personal relationships
play a significant role.

3.4 Potential Regulatory Challenges / Opportunities

Regulatory challenges can significantly impact the successful commercialization of any
technology. These challenges arise due to the need for compliance with laws, regulations,
standards, and certification requirements imposed by governments and regulatory bodies.
Regulatory hurdles can affect different stages of the commercialization process, from
research and development to market entry and ongoing operations.

Technologies often need to meet specific regulatory standards and requirements to ensure
safety, efficacy, quality, and environmental sustainability. Navigating these requirements can
be complex and time-consuming, especially for highly regulated industries such as
healthcare, pharmaceuticals, and biotechnology. Technologies that pose potential risks to
users or the environment may be subject to product safety regulations and liability laws.
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Ensuring compliance with these regulations and mitigating associated risks is essential for
achieving commercialization.

Technologies with environmental implications, such as renewable energy solutions or
chemical processes, must comply with environmental regulations aimed at protecting natural
resources, reducing pollution, and minimizing ecological impact. Likewise, technologies in
the healthcare industry, including medical devices, pharmaceuticals, and digital health
solutions, are subject to rigorous regulations governing clinical trials, product approval,
marketing, and post-market surveillance. Technologies related to telecommunications,
including wireless communication systems, satellite technologies, and internet services, are
subject to regulations concerning spectrum allocation, network neutrality, privacy, and
competition.

Addressing regulatory challenges requires proactive engagement with regulatory authorities,
compliance expertise, strategic planning, and sufficient resources to navigate legal and
regulatory complexities. Collaboration with industry associations, legal advisors, regulatory
consultants, and government stakeholders can help mitigate regulatory risks and facilitate
successful technology commercialization.

Market intelligence can identify potential regulatory challenges early on in the
commercializing process so that they can be efficiently and effectively addressed.
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Part 4. Commercialization Pathways

Part 4 identifies viable commercialization pathways to bring a technology to market and
generate revenues. These pathways can vary depending on the nature of the
technology, market conditions, regulatory environment, and available resources. Market
intelligence can provide insights into the most viable options to commercialize a technology.

If the technology leads to products with a relatively straightforward value proposition and
target market, direct sales to end users and businesses may be the preferred
commercializations pathway. For more complex technologies, developers can license their
intellectual property (IP) to third-party companies that have the resources and expertise to
commercialize the technology. Licensing agreements typically involve royalties or upfront
payments in exchange for the rights to use the technology.

Technology developers may also opt to create spin-off companies or startups to
commercialize their innovations. This approach allows for greater control over the
commercialization process but requires significant entrepreneurial skills and resources.
Joining incubator or accelerator programs can provide technology startups with mentorship,
funding, and access to networks and resources necessary for commercialization. These
programs often offer support in business development, market validation, and fundraising.

Collaborating with established companies through partnerships or joint ventures can provide
access to resources, distribution channels, and market expertise. These partnerships can
help accelerate the commercialization process and mitigate risks. Likewise, forming strategic
alliances with other companies in related industries can facilitate technology
commercialization by leveraging complementary assets, capabilities, and market reach.
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