VentureLabs MVT – Key Assignment and Checklist Tool

EXAMPLE: HELPLING - multi-sided marketplace that connects cleaners with households (gig economy)

1) Problem hypotheses

List 2-4 statements that describe the key most painful issues that your initial target market is experiencing, that are painful enough for them to want to do something about it/pay you to solve it. This is based on your current estimation (post MVT content)

· Households/families with kids, both adults work: have busy lives, don’t want to spend time on cleaning as much
· Households: have no reliable way to find a good quality cleaner that has been vetted yet is affordable
· Cleaners: have trouble finding enough customers to make a living
· Cleaners: lack management tools to figure out billing, insurance, scheduling, etc. 

2) Solution hypotheses
List 2-4 statements that correspond to above, indicating how you create that solution and stipulating it solves the problem sufficiently for someone to pay for the solution. This is based on your current estimation (post MVT content)

· Helpling platform put all supply and demand in one place so a cleaner can always find a job and fill their calendar, and a household has plenty of options to find the cleaner that best matches their needs
· Helpling vets cleaners before letting them on the platform, and the review system helps separate good ones from not-as-good ones
· Helpling provides cleaners with all the tools they need to manage, bill, organize and schedule their work

3) Initial target segment hypotheses. What is your sweet spot, the very first group of people/companies you will sell to and will further validate ‘product market fit’.

· Households: Family, 2 kids, both parents work and have decent income, busy lives and free time ideally isn’t spent on cleaning but family activity, city based
· Cleaners: parttime ‘work-on-the-side’, ages 35-55, medium to low education level, some experience with cleaning, city based

Write down up to 5 key identifiers that set your hypothetical sweet spot/lowest hanging fruit segment apart from the general population. What are the key factors to identify them by? Drill down to the core! This is based on your current estimation (post MVT content)

· Households: income > 100k, family of 3-4, both parents work fulltime, education college level, live in urban area, not a huge love for cleaning
· Cleaners: employment status (parttime elsewhere), age 35-55, mostly female (cause that’s the world we still live in sadly), highschool or less, live in urban area but lower-income neighborhoods, have experience with cleaning in professional setting or long time at home with own family. Service/result oriented, take the work seriously. 



MORE FIXED WITH MATURITY - buyer persona, segments

4) Market Validation process progress:

	Number of Interviews done
	21

	Number of Surveys done
	150



Write down key 3-5 learnings you had in this process so far (1 sentence each)

· Initially we thought cleaners who want to do fulltime is better - but their requirements are too onerous for a scheduling platform: if Helpling cannot facilitate 40 hours a week, then they will leave and find a different job. Scheduling platform can be variable, so we are better off going for parttimers. 
· Initially we thought maybe the student houses/dorms and such would be great household customers as they make a mess of things, but they are unlikely to book recurring bookings (key for our model), and cleaners get a raw raw deal and will leave
· Even more than we thought - security and reliability are key factors for households to make a decision to let someone in to their home, and we’ll need to brainstorm more on how to allay that fear with a multi-prong approach. 
· We assumed that households would understand that they hire the cleaner and therefore they need to discuss with that cleaner what they want - however, the first impression is often that Helpling is a cleaning company that sends cleaners employed by Helpling to the house to clean - we’ll have to take extra effort in communication and education to change that perception. 
· As expected, cleaners find the high quantity of bookings and ease of filling up their schedule as key to using the platform, so we’ll need to focus heavily on successful match rate and utilization rate of these cleaners, so we have close to none that barely get any work. 

ONGOING

Write down the key hypothetical (up to 5) features that define your MVP, based on what you've learned so far. Add key benefits in a separate column, relate them to the key problems you want to solve in a 3rd column. This is a template for further validation - next steps. 

	MVP Features
	Key Benefits
	Problems they Solve

	Booking system for households, pick time and place and requirements
	Really fast and easy to find & book a cleaner
	Difficult to find and book a cleaner in the general market

	Vet and screen cleaners before letting them on platform
	Security, reliability
	Concern of households they don’t want to let just anyone in their house

	Scheduling and management software for cleaners including profile
	Really easy to organize work and schedule
	Trouble managing their work (cleaners)

	Text system to quickly notify cleaner of booking opportunity, making sure significant volume goes to each
	Really easy to get new clients
	Trouble finding new clients to make a living and remain busy (cleaners)

	Automatic billing via escrow upon successful completion of job 
	Really easy to sort out money transfers
	Households: annoying need for cash in traditional industry/keep forgetting Cleaner: difficulty sometimes to get paid/not always reliable



PRODUCT ROADMAP INSTEAD

5) Market Validation Future Plan

Write down key assump`tions you're not 100% sure about yet, but that have a huge impact on which way you are going. 3-5 is recommended. 

· Cleaners of my chosen demographic are OK with some variance in workload week to week, even by as much as 50%
· Cleaners are ok with standardized pricing 
· Households mostly want the same type of cleaning and have similar expectations
· Households will stick on the platform with their cleaner even after the first booking because it’s easy, convenient, and insured. 
· Police clearance request and a knowledge-exam are enough to convince households Helpling is a safe service and can link them with good cleaners worth a try. 

Write down 6 – 9 month action plan:
- What key things will you validate next?  
- How many more interviews will you do by when?
- How many more surveys will you do by when? 
- How will you get these interviews/survey targets to respond to you? 
- Are you targeting hypothetical ideal first customer segment only for this effort, or also outside that group?
- Are there any key experts/influencers in the market you're targeting for discovery and validation?

In the next 6 months:
I will do another 10 interviews with key influencers - bloggers in the cleaning space + homecare agencies - no incentive but confident I can get the answers I need with direct reach out
I will do another 50 survey responses with current customers - 10 dollar discount incentive
From these I find my next market segment of households to go into and how to market to them. From that I will also validate my product roadmap of features + decide which features to build next. Current prioritized order: dynamic pricing, improved matching algorithm, cleaner profile building with public reviews, automated onboarding with intelligent tips for new cleaners

(you can describe this in more detail, or not, depending on need - discuss with your EIR)

THERE IS ALWAYS SOMETHING TO FIGURE OUT NEXT

When do you expect/forecast to get to your first MVP testing moment/pilot moment/first revenue moment? 

Q1 2022 (in case of pivot or just figuring out the pillars of your existing business: pick a relevant milestone and hook up a date to that. E.g. ‘Q4 2022 I will start marketing to the new customer segment and get 100 of them a month later’

Whats your next milestone/focus?

If it makes sense - draw a quick roadmap or timeline of milestones you aim to hit by when, e.g.l 'release of product’ to ‘you can sell to not-direct-connections at a sustainable price'.

Useful for bigger projects/releases! And there’s ALWAYS next milestones/goals to hit you want to focus on

Focus on milestones that are crucial - e.g. 'finish MVP, ready for initial testing', or 'Figure out regulatory requirements before moving on', especially if the latter could be a dealbreaker. 

Write it down or use a diagram flow chart. Example of simple written down:
Q4 2021: Open up test platform for review and QA - 
Q1 2022 Launch Beta to initial target segment, gather feedback -  
Q2 2022 feedback rounds on platform, tweak product accordingly for next iteration -  
Q3 2022 Hard launch full product + launch marketing to both customers and cleaners




Scaling session 4
· This remains much the same - I usually only add key questions to ask to tackle ongoing uncertainties.
· After a while your problem and solution hypotheses do not change as much, but there’s always the next step to validate: product roadmap, marketing messaging, which segment to go for next, new product launch, how much people are willing to pay, how people view you vs competition, relatively importance of USPs for mkt focus…
· 

