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Idea Maturation framework

1. Problem

2. Solution

3. Market / Potential

4. Underlying magic / technology

5. Business model

6.
Hypotheses

7.
Plan and Ask 

8.
Pitch



If you want to build a truly great company you 
have got to ride a really big wave. At the end of 

the day, without that great wave, even if you are a 
great entrepreneur, you are not going to build a 

really great business.

Greg McAdoo



TAM-SAM-SOM
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TAM-SAM-SOM
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SOM
Share of Market

SAM
Serviceable (Available) Market

i.e. reachable with your 
business model

TAM
Total Available Market

• How many people / companies would want / 
need such a product or service?

• How large is the market in units / value if they all 
bought it?

• How many people / companies could buy the 
product given your business model, availability 
and pricing?

• How large is the market in units / value?

• How many customers are we going to sell to in 
year 1, 2, 3, ..., 5, ..., 10?

• In units / value?



TAM

SAM

How big is the potential market, 
both TAM and SAM?

How fast is the market (TAM and SAM) growing?
What is our expected market share as a % of the SAM?

TAM

SAM

SOM

Today

In 5 years

Skate to where the puck is going …

Skate to where 

the puck is going …



How big is the UK market for light bulbs?
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About 25 million

You could guess 5 
rooms x 5 light  

sources

Maybe once
every 2 years

Say €2

€625m

Population

Penetration

Purchase 
frequency

Price

Number of
households

Lightbulbs
per household

Frequency with which light bulbs 
are changed

Average price of
light bulbs



How big is the US market for PET food?
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How do I find out?

If you’re lucky:

• Find an industry or market study that fits your business model

• But watch out for market research that is not granular enough

• And don’t take market research predictions at face value

If you’re not:

• Develop your 4P estimate

• Be clear about what are facts, assumptions and extrapolations

• Run multiple scenarios

• Run top down and bottom up

• Run two time frames (now and in 5 years)

• Think tactically in terms of how you define you TAM, SAM and SOM



Instructions

Discuss in the group:

• How would you define your TAM and SAM?

• What makes your TAM and SAM interesting?

• How can you get data on your TAM and SAM?

• What should your SOM be?



Positioning



Definition
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Positioning is “the place a product or 
service occupies in customers’ minds 

relative to competing products”



Example
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Sustainable

Customer 
service



Example - Packaging

Outline your competition and 
main selling points

• Who are your main 
competitors?

• What are your selling 
points, compared to 
competitors?

On the Go!

Price for yoghurt



The competition?
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Similar products and
business models

Similar products,
different business 

models

Substitute products,
same customer 

time/money

What’s coming? Status quo

Direct Indirect Substitutes
Potential
entrants

Non-
consumption



The competition?
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Similar products and
business models

Similar products,
different business 

models

Substitute products,
same customer 

time/money

What’s coming? Status quo

Direct Indirect Substitutes
Potential
entrants

Non-
consumption



San Francisco – Los Angeles

6 hours



San Francisco – Los Angeles

90 minutes



San Francisco – Los Angeles

30 minutes



The positioning canvas
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Source: Blue Ocean Strategy (Chan Kim and Mauborgne, 2005)



The positioning canvas
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Low

High

Factors of competition

Price per serving

Price hardware

Bar pressure

Mobility

Ceremonial



The positioning canvas

Provides a simple way of visualizing:

• How competing solutions contend for customers

• How your customers choose the solution

Allows you to:

• Differentiate yourself by choosing a different combination of 
factors

• Focus your effort on the combination of factors that you believe 
matter most



Instructions

Discuss in the group:

• Who are the competitors in your “solution space”? What are their 
key competition factors?

• What are possible substitutes and entrants? What are their key 
competition factors?

• What could be the key reasons for non-consumption?

Map your position using the positioning canvas:

• List 2-4 competing solutions

• Name 3-5 key competition factors

• Map your own and competing solutions based on factors

• Determine your competitive position/key differentiating factors


