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Executive Summary

Experiments
Several experiments (described in chapter 3) aim to identify the best-suited
market segment for Athlete Development, validate the choice, and test

This project lives in the intersection between marketing and entrepreneurship. marketing channels to comprise the launch proposal.

The clientcompany is Athlete Development, an early -tage start-up that creates

digital strength & conditioning training plans for team sports athletes. They

sought external expertise in the field of branding and the commercialization of

their product. As a start-up using bootstrapping as their method of financing,

they face many challenges related to managing limited resources. Thus, the T
minimal means they have cannot facilitate the application of established go- h}

to-market strategies. This project aims to explore how a start-up like Athlete Just for Segments Highly
Athlete Development Ambitious

Development can design a go-to-market strategy, using principles from Fun
experimental learning while only operating with internal financial resources.

Results
The selected target segment for Athlete Development is ambitious hockey

Goals

Firstly, the project objective is to answer the research question:
players, that do not have access to a strength & conditioning coach. They

are contacted by extending Athlete Developments marketing reach and

How can bootstrapped start-ups use experimental learning methods to develop go- contacting field hockey coaches that can identify the fitting players and
to-market strategies? connect them with Athlete Development. That way, the marketeer can directly

address the small niche in which they position themselves and has a high

Secondly, this project aims to supply the start-up Athlete Development with a conversion rate.

brand identity, launch proposal, and implementation plan. .

Method .‘

This project uses experimental learning as the guiding working principle. After ‘
analyzing the frameworks of customer development (Blank, 2013), lean start- ‘

up (Ries, 2011) and simultaneous experimentation (Andries et al., 2013), the Marketeer ‘
principles of experimental learning merged into one approach.

The core concept is to avoid large investments in one direction before critical

assumptions about that concept are validated. Instead, those methods

suggest conducting quick validation experiments that aim to test the riskiest ‘. \/
assumptions, prove product-market fit, or identify business models.
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Chapter 1

Introduction

This chapter introduces the Athlete Development case and gives an overview

of the project brief and strucure. It also poses the research question and

defines the scope of results.



1.1 Case
Inihiation

@ Introduction

This first chapter introduces the case thatis the subject of this paper. It explains
the initiation of the project and why it requires the work that is outlined in this
report. Furthermore, this chapter connects the case to scientific literature to
establish a research topic and question.

& conditioning training plans in several PDF files that include each exercise’s
training content and videos. Those PDF files comprise the training structure,
noticeable particularities about the training concept and each training session
as one section. As shown in figure 01, strength & conditioning training consits
of the five elements strength, endurance, speed, mobility, and stability. Figure
01 also shows the three gradations of the minimum viable product with the
features for each. Furthermore, a video library consisting of more than 500
videos (Athlete Development, n.d.-b) is where the founder put in the most
development effort. The start-up founder developed the training plans initially

in three variations. Firstly, there is the ,Foundation plan: This plan consists

of 3-5 sessions per week and requires no equipment. It aims at athletes

Timo Kirchenberger, the sports scientist (Ketelhut et al., 2020; Kirchenberger that have no experience with strength & conditioning training. The second

et al, 2021) and founder of the early-stage start-up Athlete Development, variation is ,Advanced’: This plan takes 4-5 sessions per week and asks for

has the core expertise in strength & conditioning training. As the strength & essential training equipment. The exercises are more challenging for the

conditioning coach of the German hockey national team (Deutsche Damen athletes and therefore aim at players that already have experience with

Hockey-Nationalmannschaft | hockey.de, n.d.), the first league hockey team strength & conditioning training. The third and last variation of the plans is

Berliner Hockey Club (1. Herren, n.d.) or the German volleyball champion of the ,Professional‘ version: This requires 5-7 training sessions per week and

2022 (BR Volleys Trainer, n.d.), he has high amounts of expertise and experience a fully equipped gym to perform the exercises. Those plans are the most

in this field. Thus, the competence level in the product sector of the young challenging and on the level of professional athletes

venture is exceptionally high. However, even though Athlete Development The pricing of the plans is the same graduation as the exercises’ difficulty.

has that skill, other organizational abilities are less advanced. Therefore, to
successfully bring the high-quality strength & conditioning training plans for Sl'rengl'h & Conditioning
team sports players (Figure 02) to the market, the founder sought external

brand development and marketing expertise. This is how the case in this work

came to existence.

Athlete Development

The start-up Athlete Development is at a pre-seed stage, which Salamzadeh

and Kawamorita Kesim (2015) also describe as the bootstrapping stage. Start-

up founders aim to turn an idea into a business at this stage. The monetary

investmentis low, andthe level of uncertainty is high. The objectives are proving e G O
4-5 Sessions per week
Video tutorials

14,990 per month

Gym equipment
5-7 Sessions per week
Video tutorials

19,990 per month

No equipment
3-5 Sessions per week
Video tutorials

9,990 per morth

the unit of business to be feasible, and testing the product for recognition by
customers (Salamzadeh, Kawamorita Kesim, 2015).

Athlete Development has built a minimum viable product and therefore 1 month 1 month 1 month 1 month 1 month 1 month 1 month 1 month 1 month

cycle cycle cycle cycle cycle cycle cycle cycle cycle

proved the feasibility of the product. Figure 02 shows that the MVP is strength

Figure O1:
The concept of strength & conditioning training consists of five basic components. Athlete Development uses those in the three
variations of the product.
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Ziele: Physiologische Adaption und Hypertrophie, Technik Antritt
und linearer max. Speed; Entwicklung der aeroben Grundlage

Umfang: 4 Wochen - Woche 1
Inhalte: 1x Speed; 2x ESD; 2x Kraft

Equipment: Kurzhanteln, Kettlebells, Minibands,
Superbands, Box, Klimmzugstange

- WOCHENPLANUNG 3 '

MONTAG DIENSTAG MITTWOCH | DONNERSTAG FREITAG SAMSTAG | SONNTAG

Aktive Aktive

Kraft 1 ESD 2 R Schnelligkeit 1 Kraft 2 Regeneration /
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Mobility /frei Mobility /frei
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Hinweise zum Training

#1 Quality First

Lerne und beherrsche erst die korrekte Ausfihrung und steigere dann Quanfitat & Intensitét.

#2 Deliberate Practice

Um den maximalen Erfolg aus deinem Training zv ziehen, musst jede Ubung bewusst und mit dem richtigen Purpose
ausfithren. Sei bei jeder Bewegung prasentll Arbeite nie ein Training einfach nur herunter sondern versuche durch
jede Ubung 1% besser zu werden.

#3 Intensitdt & Progression

Bringe Intensitat in jede Wiederholung. Wenn du einen Satz beendet hast, darf nicht noch eine Wiederholung
méglich sein. Steigere im Zweifel die Wiederholungszahl oder die Geschwindigkeit in der Ausfihrung. Mit kleinen
Haltephase, oder haheren Geschwindigkeiten maximalen

#4 Rest & Recover
Halte die empfohlenen Ruhetage ein. Fir sinen langfristigen und nachhaltigen Erfolg ist es wichtig das Spiel zwischen
Training und Erholung perfekt auszuloten.

5-10"Bike/ Run/ Row
Mobility - Aktivierung (siehe Slides)

Ubung Bild Setl Set2 Set3 Set4 Set5 Tempo
| 8-15 8-15 8-15 8-15
p A Dips - supported a 3111
(1]
« 6/ Seite
Step Up + Lunge Explosiv
6-10 6-10 6-10
Hand Release
Push Ups

8 8 8 8

10/Seite  10/Seite  10/Seite  10/Seite

Giant Set

8/Seite  8/Seite
Langsamer
Wechsel

2121

langsam

Figure 02:

The minimum viable product of Athlete Development is a set of PDF documents that comprise a strength &

conditioning training regime.

The ,Foundation® plans are priced the Ilowest (9,99€ per month)
and the ,Professional’ plans have highest price (19,99€ per month).
The ,Advanced’ version is in between the other plans (14,99€ per month).
Each plan comprises three cycles with a one-month duration. Consequently,
one program lasts for three months. The specifications of the plans are not
firmly fixed and therefore open to changes based on findings in customer
research.

Tim Brown (2009) argues that there is always a balance between viability,
feasibility, and desirability in product development. This balance is distinct
to every product and characterizes the product strategy. Since the Athlete
Development product is a minimum viable version, the desirability by
consumers and viability of the business model still requires validation.
However, those are crucial aspects of building a start-up and bringing the
product to the right market since start-ups fail to have no product/market fit
(Cantamessa et al., 2018). Therefore, the proof of product-market fit is the
content of the experiments that this work outlines as well as the development
of a launch campaign as the outcome of the experiments. The target customer

or the product might need adaptation to reach product-market fit.

Challenges

The start-up Athlete Development has high expertise in the product sector,
with the experienced and knowledgeable strength & conditioning coach
Timo Kirchenberger as the founder. The main challenge is to get from the
bootstrapping stage to the last start-up stage, which Salamzadeh and
Kawamorita Kesim (2015) define as the creation stage. There, companies
have entered the market, made sales, and acquired human resources—the
primary missing skills for Athlete Development in reaching this lie in business
development and marketing. So the objectives are to:

1. identify the most fitting target group,
2. determine the marketing mix that reaches the target group best, and

15



3. designalaunch campaign that captures the value that Athlete Development

can create for the customer.

Scholars researched experimental learning methods such as ,simultaneous
experimentation® (Andries et al., 2013), ,,lean start-up® (Ries, 201), or ,,customer
development®(Blank, 2013) as valuable strategies to develop business models,
products, or ventures, in highly uncertain, entrepreneurial environments
(Andries et al., 2013; York & Danes, 2014; Ries, 2011; Bhide, 1992; Weinrauch et
al., 1991). However, this theoretical knowledge can be difficult to translate into

the daily practice of small business owners.

Background

Launching a new product requires critical resources in time, finances (Hultink
et al,, 1997), and multiple tactical launch activities (Benedetto, 1999). Small
businesses that use bootstrapping as their financing strategy do not have
the means to gather that knowledge because they launch without external

monetary resources (Winborg & Landstréom, 2001).

There are multiple approaches to designing entrepreneurial business models,
with Andries et al. (2013) discussing focused commitment versus the method
of simultaneous experimentation. They argue that for business development
in an uncertain environment, simultaneous experimentation can increase the
chance of being successful in the market in the long term. This approach
focuses on business model development, not specifically on go-to-market

strategy development.

The approach Steve Blank (2013) brings up is customer development. He
argues that it is vital to conduct high amounts of customer research in the field
to understand them better and therefore develop a product according to the
customers. He describes the critical principle of cycling through the four steps
of customer discovery, customer validation, customer creation, and customer

building. In his model, the customer discovery step is equivalent to finding
product-market fit and requires high amounts of direct customer research and

interaction.

The third experimental learning approach analyzed is the lean start-up,
introduced by Eric Ries (2011). It is about conducting small-scale experiments,
setting up minimum viable products to establish a baseline, and tuning the
product based on validated learning. This part of the lean start-up is called
innovation accounting and guides the pivots or preservations in product

development.

Nevertheless, there is little literature on experimental learning approaches
for developing go-to-market strategies specifically in non-funded small
businesses. This project aims to explore this intersection by adopting
experimental learning procedures to design a go-to-market strategy for the
bootstrapped start-up Athlete Development.
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1.2 Overview

Page 06-19

Introducing the Athlete
Development case and

outlining the background

9

Gather context
specific information

and challenges of the start-
up. Furthermore defining
the brief and research

question.

Find existing
frameworks

Find a method as
mode of working

Chapi'er 2 Page 20-33
Theoretical Foundation
A review of scientific literature explores
existing knowledge and frameworks in the
three literature streams start-ups, go-to-market
strategies and experimental learning.

Figure 03:
Chapter overview

ChCI pl'er 3 Page 34-71

Experiments

A series of experiments aiming to collect

information about the market with the

goal of identifiying the most fitting target

segment and validating it. Eventually

O

Split whole market
into manageable
segments

4

O

Select one target
segment using
criteria

v

Validating the choice
made in targeting

|

050

Testing targets
response to 4
channels

collecting insights on the target

segment by conducting four
sales channel experiments in
the target segment.

Positioning
Purpose

O

Product
Market
Timing

[ g

Roadmaps

Chapi'er 4 Page 72-97
Design Results

This chapter shows the outcomes
of the experiments in the form
of a brand identity, suitable
marketing channels and a launch
strategy that includes strategic
and tactical activities for Athlete
Development to implement

during launch.

Page 98-105

Connecting the results back
to the theoretical insights
found in literature. Besides
that discussing the work and
reflecting on it.
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1.3 Project Brief

@ Research Question

The following research question intends for future entrepreneurs and
marketeersto have guidance onimplementing experimental learning strategies
into their strategy development process, especially when they finance their
business through bootstrapping.

This project aims to answer the research question by using experimental
learning methods in the strategy design for Athlete Development. Chapter 05
assesses the extent to which the project answers the research question.

How can bootstrapped start-ups use experimental

learning methods to develop go-to-market strategies?

@ Structure

Figure 03 visualizes how the project is structured into five chapters. Chapter
one introduces the Athlete Development case and develops the research
topic and question. It provides relevant background information about the
case and its context.

The literature review in chapter two acts as a foundation that provides
knowledge about the start-up context, scientifically proven frameworks from
marketing to inform about go-to-market strategies and the mode of working
with methods from experimental learning. Based on this foundation, a
sequence of experiments in chapter three explore the insights necessary to
provide content for the design result presented in chapter four.

The experimentsin chapterthreefollowthe process of sesgmentation, targeting
and validation. Segmentation aims to divide the whole potential market into
manageable pieces, while targeting has the goal to select the most suitable
segment(s) for the business. The validation aims to prove the decision made
in targeting. The result of this process is one target segment selection. Sales
channel experiments following up the sequence aim to get insight into that
target segments’ response to different marketing channels. Besides that they
have the goal to gather deeper insights into the target segments® behaviour.
Chapter four synthesizes the insights made in the experiments from chapter
three into the launch proposal for Athlete Development. This synthesis
includes the brand DNA, which comprises positioning the brand in the mind
of the consumers and defining its purpose. Furthermore it includes the
appropriate marketing mix, including the fitting channels identified in the
experiments prior. Finally, the proposal contains the launch strategy, consisting
of product, market and timing strategy. All the design results synthesized in
chapter four are eventually compressed into an actionable implementation
plan accomodating a strategic and tactical roadmap that explain the launch
activities in chronological sequence.

To come full circle, chapter five answers the research question, referencing
back to the theory from literature. Besides that, it assesses the project results
in relation to the clients goals and reflects on the process.
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Concepting

@ Project Scope

As figure 04 exhibits, the project scope locates in the seed stage of the
start-up. This project spans from committing to the venture until creating first
traction. This includes the milestones of problem-solution fit and product-
market fit up to the launch. The literature review in chapter two explains how

the fit-framework contributes to the project.

The project results include the answer to the research question based on the
findings from the case. Also, they define a go-to-market strategy for Athlete
Development. This comprises a launch strategy (what? where? when? why?)
that is coherent with the accompanying launch activities. Strategic and tactical
roadmaps explain those activities in detail and visualize them. Furthermore,
the roadmaps incorporate the product strategy, market strategy and marketing
plan. To validate the assumptions, experiments test the solutions proposed to
the start-up to prove their feasibility, desirability, and viability throughout the
development.

MVP Problerr’r:—ifolu tion Produc:;:VIarket Launch

\ J

Project scope

Commitment Validation Traction Scaling

Figure 04:

Cateorization of the project into start-up stages

@ Expectations

Considering the clients’ needs is an essential step toward starting the
development process because the ultimate goal of a designer is to satisfy the
clients‘expectations.Inthiscase, start-upfounder TimoKirchenbergerdisclosed
his goals for the project in a brief note before kicking off.

He formulated the goals as questions he wanted to answer through this
project. Therefore, they are presented here and assessed in chapter 6. The
questions are based on the start-up status before the project began. The
product was at an MVP at that stage, and no market segment or marketing plan
was defined. Consequently, the questions focus on the market, advertisement
and commercialization. Therefore, they constitute three themes: market,

advertising, and business model.

Market

What is the most fitting market for the product?

What is the best positioning for the product?
Advertising

What kind of advertising is most fitting for the brand?
What channels are most efficient?

What frequency and intensity of advertising are ideal?
Business model

What product is selling the best and how?

What are the best pricing and promotional strategy?

What business model is the most suited for the company?

Chapter 6 assesses if and to what extent this project could answer these

questions.

After introducing the project topic, research question and the Athlete
Development case, chapter two reviews three streams of academic literature.
The literature acts as a foundation for developing the launch strategy for
Athlete Development and determines the requirement of further research.
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Chapter 2

Theoretical Foundation

This chapter explores three streams of scientific literature. The fields start-ups,
go-to-market strategies and experimental learning merge into the knowledge
foundation for the project and set methodological frameworks.




2.1 Literature Review

The review comprises three streams of scientific literature. The literature
stream ,start-ups‘describes scientific knowledge about small businesses, their
challenges, and the bootstrapping method. Next, the literature stream on ,go-
to-market strategies‘ outlines scientific frameworks and models established
in marketing and go-to-market strategies. The last stream of ,experimental
learning® reviews three identified concepts: customer development, lean
start-up, and simultaneous experimentation.

Start-ups

The literature on market entry and product commercialization has a connection
with this project because the main objective is to develop a go-to-market
strategy. Nevertheless, the case of Athlete Development deviates from this
theoretical body of knowledge because it is a non-funded start-up in a pre-
seed stage. Thus, the company has different demands and available resources,
where they cannot necessarily apply those methods. Therefore, this literature
review recognizes the relevance of the established marketing and business

development theories but focuses on start-up-specific literature to fit the case.

Researching the nature of such a venture expands the knowledge in the
company'’s context. A literature review on start-ups identifies the particularities
that occur in such organizations.

Fit-framework

A widely adopted framework in the start-up community is the value proposition
design established by Osterwalder et al. (2015). This method aims to achieve
fit" in three stages to create value propositions for the customer that have
beneficial effects on the start-up‘s profitability and its survival in the market. As
visualized in figure 05, the first stage is the problem-solution fit, where there is

a solution that solves a customer problem that a company identified.

Problem-Solution Product-Market

Figure 05:

The second stage is the product-market fit, which, when achieved, validates the
market need for such a value proposition. The third and last stage is translating
the value proposition into a viable and scalable business, achieving business-
model fit. This paper uses this model because of its strong focus on validation,
aligning with the explorative learning methods that the section ,Experimental

learning‘ explains later.

Start-up challenges

Scientists (Salamzadeh & Kawamorita Kesim, 2015; Cantamessa et al., 2018;
Giardino et al.,, 2014) extensively explore the challenges that start-ups or
small businesses (Weinrauch et al., 1991) face. Those challenges mainly are
the management of limited financial resources, having problems achieving
product-market fit, or not having the needed human resources. Besides those,
there is also the lack of a business development process, including a business
strategy (Cantamessa et al., 2018). Academia examines another issue relevant
to the case of Athlete Development, the marketing with limited amounts
of monetary resources (Weinrauch et al., 1991). For start-ups, this results in
marketing not being one of the top priorities. As a result, they cannot design
quality advertisements and conduct no extensive marketing research to get
insights into the market (Mohan-Neill, 1995).

Business

model

fit fit fit

Fit-framework (Osterwalder et al., 2015)

Business model
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All those challenges suggest that small business owners that act in such
high-risk, low-certainty environments (Salamzadeh & Kawamorita Kesim,
2015) need to be aware of those objections or have the skills to avoid them.
Literature advocates for having external support mechanisms. Without them,
start-ups are more likely to fail (Salamzadeh & Kawamorita Kesim, 2015). This
substantiates the widely adopted opinion in academia that entrepreneurial
ventures require resources from external partners like venture capitals or
accelerators (Winborg & Landstréom, 2001).

Bootstrapping

Amar Bhide (1992) on the contrary, argues that an entrepreneurs’ nature and
the venture capitalists® requirements are challenging to match. Meaning,
that start-up founders often lack the properties that investors seek. Another
approach to deal with those limited resources is bootstrapped financing.
There, a start-up is not collecting external financial resources but is applying
different (mainly) internal resource management strategies. Those strategies
are, for example: using the owners’ money, minimizing costs, or collecting
government subsidies (Winborg & Landstrom, 2001).

The financing strategy of bootstrapping also applies to this case of the start-
up Athlete Development.

In conclusion, the fit-framework, established by Osterwalder et al. (2015),
provides a structure as milestones in start-up development. Furthermore, it
gives assurance about when to pivot and when to persevere. This is especially
important in a bootstrapped venture with limited resources (Winborg &
Landstrom, 2001).

Go-to-market strategies

This case aims to design a go-to-market strategy for the start-up, which
requires literature research to identify frameworks that guide the development
process. A major portion of academic literature on market entry or go-to-
market strategies focuses on established companies or intrapreneurial start-
ups (e.g., Dibb, 1998; Benedetto, 1999; Schuhmacher et al., 2018). For example,

Benedetto (1999) shows that factors like a multi-functional team or contracting
pieces of work out to experts positively affect the launch success. However,
a company with limited financial resources in a pre-seed stage can hardly
apply those strategies, because they often require monetary resources and
organizational structure.

Kuester et al. (2018) give strategies specifically for e-innovation start-ups
to enter the market. They use signaling theory to establish the insights that
trust by customers in the start-up can increase by sending out trustworthiness
signals. The customers‘ uncertainty about a new e-innovation can decrease by
sending out signals that convey the usability of the innovation. Furthermore,
they describe go-to-market-strategy elements as the 7P framework (Booms
& Bitner, 1981) that their results extends by certain aspects. For example,
include freemium or subscription pricing options, launching with ,small
scale advertising campaigns® instead of high-investment ad campaigns
(Kuester et al., 2018), or using alternative promotion channels like blogs and
testimonials. The go-to-market strategy, in this case, can utilize those insights
because Athlete Development’s unit of business has similarities with the
described e-innovations by Kuester et al. (2018).

The book ,Go-to-market Strategy‘ by Friedman (2012) gives a general
approach on developing go-to-market strategies. There, the author explains
the steps of designing a go-to-market strategy, not specifying any form or size
of an organization. Friedman proposes ten commandments that are essential
for going to market. These include focusing on customer research as the
primary source of information and highlighting the importance of selecting
the proper channels. This guideline on developing go-to-market strategies
explains the selection of a target market and the selection of the channels.
However, the process of segmentation and positioning a brand is left out.
Literature (Dibb, 1998; Camilleri, 2018; Dickson & Ginter, 1987; Friedman, 2012)
researched this segmentation, targeting, and positioning process.
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Figure 06:

Segmentation, targeting, and positioning

Scientific literature broadly researched the process of market segmentation,
segment targeting, and brand positioning is. For example, Dickson & Ginter
(1987) use economic theory to define the notions of market segmentation
and product differentiation in comparison to each other. They define market
segmentation as ,Heterogeneity in demand functions exists such that
market demand can be disaggregated into segments with distinct demand
functions® (Dickson & Ginter, 1987). This essentially means that there are
multiple characteristics within a market, so it is logical to split up the market
into parts with similar characteristics. Figure 06 visualizes the process of how
segmentation splits a market into small segments, companies select one
segment to target and eventually position themselves there. In practice, Sally
Dibb (1998) explains the steps before, during, and after the segmentation make
the segmentation successful. Those are to understand the success factors
of segmentation in advance, making the segments measurable, substantial,
accessible, actionable, and stable, and assessing the segments’ attractiveness
afterward. Camilleri (2018) discloses the different kinds of segmentation, being

demographic, geographic, psychographic, behavioral, and product-related.

Segmentation Targeting

0
O

Segmentation, Targeting & Positioning

He also goes into undifferentiated, differentiated, and concentrated targeting
strategies and how those work, and the step of positioning the brand in the
targeted segment (Camilleri, 2018). According to Camilleri (2018), positioning
is done to place the brand inside the target customer‘s mind. Formalizing
positioning statements and building positioning strategies can achieve this
positioning. Dibb (1991) also states that it is crucial in positioning to understand
what consumers desire and consider important in buying decisions and then
building a brand around that.

Pre-announcements

Schatzel & Calantone (2006) explore the behavior of firms that use pre-
announcements as a tool for new product launches. They conclude that
pre-announcements can positively impact market anticipation, which is the
curiosity and interest in the firm‘s environment and industry. They define pre-
announcements as a firm‘s open communication about an upcoming activity,
which is, in this case, the launch of a new product. Especially in the business-
to-business market, pre-announcements can increase new product success.
Lilly & Walters (1997) describe the benefits and downsides of early and late
pre-announcements. Early ones are suited for new and complex products that
need time to get familiar with. Late pre-announcements are suited for products
that are supposed to take revenue from existing ones on the market or when
product development is still in process. The pre-announcement suggestions
for the launch strategy of Athlete Development utilize this research and
furthermore adapt to case-specific properties of the consumers.

As shown before, start-up literature explores the relationship between
products and the market by achieving product-market fit as a goal and stage-
gate (Osterwalder et al., 2015). Achieving this fit is a prerequisite for designing
a go-to-market strategy. Furthermore, the literature shows why itis essential to
do segmentation and how to conduct the process of segmentation targeting
and positioning. However, there is little academic literature on designing a go-
to-market strategy for the particularities of bootstrapped start-ups. Therefore,

this work aims to explore this intersection.
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small investment experiments

@ Experimental learning

Methodologies that enable venture development with limited resources
explore the ,bootstrapping stage‘’ (Salamzadeh & Kawamorita, 2015), in
which Athlete Development is. Those methodologies essentially are about
learning through experiments continuously to avoid high investments before
assumptions are validated (Andries et al., 2013). Like figure 07 shows, itis about
the variety of assumptions tested in a small scope instead of heavily investing
in one direction. York & Danes (2014) describe the learning and discovery-
driven process of customer development to make decisions initiated by Blank
(2013). They mention the ,Lean Start-up® method, which first surfaced in Eric
Ries’ book ,The Lean Startup‘ (2011). This method has a similar approach to the

,Simultaneous experimentation method established by Andries et al. (2013).

Business model experiments

o

1 success

high investment commitment

\-) 0 success

Figure 07:

Experimental learning

Customer development (Blank, 2013)

The customer development method focuses on extensive out-of-the-building
work, researching the consumers, and having multiple product development
iterations to reach product-market fit and only make an investment afterward.
Especiallyinthefirst step of customer discovery, itis vitalto get close to potential
customers to have insights into their characteristics. Furthermore, before
proving product-market fit, it is crucial to avoid any significant investments into
the venture—customer development guides decision-making in the venture
development process by continuously testing hypotheses and eliminating
biases (Blank, 2013). This literature review explores this experimental learning
method because of the intense focus on direct customer research. In addition,
this approach complies with the undefined customer segment of Athlete
Development at the project kick-off that this paper needs to develop first.

Lean Start-up (Ries, 2011)

Eric Ries (2011) outlines this approach for start-up development, which is about
continuous validated learning in cycles of build-measure-learn—essentially
validating the riskiest assumptions regularly to decrease uncertainty. Ries
outlines that the characteristics occurring in a start-up require constant steering
and pivoting. First, the ,build‘ step requires building minimal products to test
in experiments. Then, the prior assumptions are measured in the experiment
results, and the learnings are implemented in an adjusted new strategy. Due
to its recognition in the scientific community (Blank, S., 2013a) and the start-up
scene, this approach is suitable for the Athlete Development case.

Simultaneous experimentation (Andries et al., 2013)

Andries et al. (2013) compare the method of simultaneous experimentation
with focused commitment. The latter meaning to decide on one business
model and then commit to that strategy. On the other hand, simultaneous
experimentation advocates for experimenting with multiple possible solutions
for business models simultaneously and on a small scale to identify the
most fitting business model for the case. This enables resource-efficient
development and mitigates risks.
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Andries et al. (2013) did a longitudinal case study where they observed and
analyzed different ventures' business models over time and see if and how
they change. Then they coded the business models to map the differences
according to the business model components listed by Morris et al. (2005).
This business model topology, introduced by Morris et al. (2005) and adapted
by Andries et al. (2013), is also classifying the changes in business models in

the different experiments chapter 3 covers.

Because this business model topology bases on the established model by
Morris et al. (2005) but adapts to fit the research structure of the cases, the
work of Andries et al. (2013) is suitable here. As they research ventures that
are at an early stage, like Athlete Development (pre-seed), their results are, to

an extent, even transferable to this case.

The following section shows the business model topology established by
Morris et al. (2005) and adapted by Andries et al. (2013):

Offering (How does the company create value?)

o product /service

« standardized / some customization / high customization

« internal manufacturing or service delivery / outsourcing / licensing /
reselling / value-added reselling

« direct distribution / indirect distribution

Market (Who does the company create value for?)

« type of customer (b2b / b2c)

« local/ regional / international

o position of customer in the value chain: upstream supplier / downstream
supplier / government/ institutional / wholesaler / retailer / service provider
/ final consumer

« broad market/niche market

« transactional / relational

Internal capabilities (What is the company*‘s source of competence?)

o production / operating systems

« selling/marketing

. information management/ mining / packaging

« technology / R&D / creative or innovative capability / intellectual
« financial transactions / arbitrage

e supply chain management

« networking/resource leveraging

Competitive strategy (How does the company competitively position
itself?)

« image of operational excellence / consistency / speed

« product or service quality / selection / features / availability

« innovation leadership

« low cost/ efficiency

« intimate customer relationship / experience

Economic factors (How does the company make money?)

e pricing and revenue sources: fixed / flexible

« operating leverage: high / medium / low

o volumes: high / medium / low

« margins: high / medium / low

Personal / investor factors (What are the company‘s ambitions?)

o subsistence model / income model / growth model / speculative model

Customer development, simultaneous experimentation, and lean start-up
guide the development of the go-to-market strategy for the case of Athlete
Development. Using those principles reduces the risks the start-up takes
with every decision because they validate all assumptions at an early
development stage. Thus it also decreases uncertainty by verifying the most
critical assumptions for the business first.
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@ Insights from literature

The subject of this explorative study is the bootstrapped start-up Athlete
Development. The objective is to develop a successful go-to-market strategy
for it. The approach is to work with the lean start-up principles, similar to
simultaneous experimentation because those best fit the properties at the
current state of the business. Figure 08 shows how experimental learning as
the method ties the streams of the rather practical field of start-ups and the
theoretical field of go-to-market strategies together. That is how those three

streams of literature can merge into one valuable foundation of knowledge.

The Athlete Development case requires further research in go-to-market
strategy development because it is in such an early stage, where the
uncertainty is high, and unvalidated assumptions entail high risk. Literature
gives frameworks and methods to guide the process, but especially the product
and target market are highly uncertain aspects. They require case-specific
knowledge that can only be gathered by researching the field. According to
Blank (2013), getting as many insights into the consumers first is crucial to
start-up development. Therefore, proving product-market fit is the stage-gate
and foundation for designing a go-to-market strategy.

The next chapter describes a series of experiments that aim to gather market
specificknowledge withthe goalto divide the marketinto segments and identify
the most suitable segment(s) for Athlete Development. Further experiments

intend to validate the target segment and collect deeper knowledge on it.

Figure 08:
Connecting literature streams
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Chapter 3

Experiments

A series of experiments, aiming to collect information about the market with
the goal to identifiy the most fitting target segment and validating it. Eventually
collecting insights on the target segment by conducting four sales channel

experiments with consumers.



3.1 Segmentation
Experiments

The process of segmentation and targeting, identified in the literature review
in chapter two, requires further information about the consumer landscape in
the context of this product. Therefore, chapter three, inter alia, describes the
customer research done to conduct the segmentation.

The start-up Athlete Development developed a minimum viable product.
This MVP is strength and conditioning training plans for team sports players
in different adaptations (Figure OT; Figure 02). Those plans are practically
applicable for any team sport and any athlete in those sports. They have the
functional benefits of increasing the performance in the sport like speed,
strength, or endurance and reducing the risk of injuries through increased
stability (Faigenbaum et al., 2009). Since ,any player that does a team sport
is a market that is too broad to target for a start-up of this size, segmentation
needs to break down the target market into manageable elements. Dibb
(1998) describes the process of segmentation as threefold. This process first
segments the whole market into smaller pieces and then targets the most
valuable segments for the business. Finally, it positions the product in the
customer’s perception by having an appropriate marketing mix.

First, the segmentation for Athlete Development requires information about
the markets and potential customers.

Customer research

In the research interviews, the main goal was to identify if and how the
interviewees do strength & conditioning training additionally to practicing
their sport. This initial examination aimed to explore if and in which cases a

problem-solution fit is achieved. Specifically, the goal was to determine if the
athletes get the additional strength & conditioning training done and if it is
satisfactory. This level of satisfaction also needs distinguishment. Furthermore,
unique insights about the athlete‘s profiles were drawn from the interviews to
identify possible characteristics for segmentation.

This research aligns with the out-of-the-building work, as Blank (2013)
stresses with customer development. To disclose the customer for Athlete
Development, research in the field guided the process. This research entails
one-to-one customer contact to collect information and develop the business
and marketing strategy. Conducting interviews with potential customers with
different characteristics was the method gathering the majority of information

necessary for the case of Athlete Development.

The interviews took place in person (n=7) and on phone calls (n=20). An
interview guide approach was used to structure the interviews but still keep
it conversational (Patton, 2002). This interview guide enables adaptation to
the different characteristics of the interviewees. The interviewer first asked
the participant to describe their athlete profile. This means asking for their
age, club, team, and the amount of training they do. Then, they described
their athletic ambitions, meaning what their individual goals and their teams'
goals are. Afterward, strength & conditioning-specific questions identified
their current training situation in this field and their satisfaction level. Finally,
they should describe if and how they do strength & conditioning training.

The extensive network that the start-up founder Timo Kirchenberger has in
the hockey community helped recruit interviewees. Furthermore, cold emails
to players and coaches recruited participants. Figure 06 shows an overview
of the interviews conducted in each sport. There were 31 interviews with
two in rowing and two in tennis, 18 in field hockey, six in football, and three
in handball. This selection of sports formed due to Timo Kirchenbergers
experience in hockey, rowing and handball. Adding football and tennis to this
selection has the reason of them being large federations in Germany.
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Consumer interviews overview

@ Segmentation through sport

According to Camilleri (2018), product related segmentation depends
on product specific variables such as reason for purchase, customers
background and context-related motivations. In this case, product-related
segmentation can refer to the type of sport, since different sports have
different athletic requirements, the product needs to differ for each sport. For
example, interviewees in hockey and handball mentioned the value of sport-
specific strength & conditioning training (HB.03; H.17) over generic resistance
training. Also, segmenting into different sports is beneficial from a marketing
perspective because players from the same sport usually gather at similar
places. That is why focusing product marketing on a segment with a high level

of accessibility is valuable (Camilleri, 2018).

The following sport-specific insights from the interviews show what different
characteristics occur in the different sports of hockey, football, tennis, and
handball.

Figure 09:

@ Segment 1: Hockey players

Market size

Hockey is a niche sport in Germany with only 84.000 people being member
in the German hockey federation (Statista, 2022a). However, the Netherlands
as a neighboring country almost have 250.000 members in their field hockey
association (Statista, 2021).

Consumer benefits

During the interviews with the different hockey players, the benefit of strength
and conditioning training became apparent for most players. Interviewee H.03
for example explained that ,we would play better if my whole team would
follow a (strength & conditioning) plan® Also interviewee H.05 described that
strength & conditioning training helps improve their hockey performance.
Clustering the interviewees into their ambitions and their use of strength &
conditioning reveals that once the ambition exceeds the just-for-fun attitude
and focuses on performance, strength & conditioning is a widely used tool.
The majority of hockey players and coaches mentioned it to have beneficial
effects on the performance on the field (e.g., H.01; H.02; H.03; H.10), and
several are aware of the benefit of reducing the risk of injuries through
strength & conditioning training (H.01; H.03; H.10).

Application in practice

In large and successful clubs with first league teams, where several interviews
happened (H.01-H.08), strength and conditioning is a standard tool from
the youth teams upwards. Nonetheless, mainly the first and second league
teams in large clubs have access to it. Which interviewee H.12 confirmed, who
explained, that the club she plays and coaches, a comparatively small club, has
no access to a strength & conditioning coach. In youth hockey, primarily the
first teams of the clubs have access to a coach like the large club in Hamburg
that was mentioned by interviewee H.11.

The smaller clubs like the one from interview H.12 or H14 do not have the
means to afford coaches and therefore cannot offer strength and conditioning
to their members. However, there are still players in those clubs that want to
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improve their athletic capabilities, like interviewee H.13. In order to improve his
performance, he wants to invest more time in strength training.

Consumer properties

The age of the athletes is also decisive for their need for strength and
conditioning training. There are adolescent players in the lower youth that
want to increase their performance to climb into the first youth or adult team
(H11). Those sometimes have the opportunity to train with the higher teams to
increase their level of training. However, the coaches mostly make this decision
based on the players previous performance, as explained by interviewee H.11,
who is a coach in a well-known club. Once the players reach a certain age
without leaping onto their dream level, ambitions go down, and the just-for-

fun aspect of the sport increases (H.14).

Segment 2: Football players

Market size

Football is the most popular sport in Germany. With more than 127,000 teams
and more than 1,8 million players (DFB-MITGLIEDERSTATISTIK 2020/2021,
n.d.), it is the largest market of any german sports and is highly competitive on
a player level (F.01).

Consumer benefits

In the conversation, interviewee F.06 mentioned the benefit as an injured
player. He needs to regain strength and endurance after an injury or is afraid
of getting injured again after an extensive injury history. Besides the ambition
to become a professional, this is a motivation of football players practising
strength & conditioning training. The benefits of strength & conditioning
training for many football players is that it increases their performance on the
field (F.O1; F.O3; F.04; F.05; F.06). They use it to improve their effectiveness
while playing football with the goal of ascending to higher teams or leagues
(F.O1; F.O04). Players even train beyond the (potentially high quality) offer the
club has to be competitive and make the jump to professionalism.

Consumer motivations

The interviews with football players, coaches, and club officials gave valuable
insights into the players‘ goals, motivations, and concerns.

In football, many adolescents have the goal of becoming professional players
(F.O1; F.O4). Players invest a lot of time and money into their football career to
improve their performance, be promoted to a higher team, switch to a better
club, or get scouted by a first league club. Interviewee F.04, for example, has
the goal of becoming a professional player. He has a personal coach only for
strength & conditioning training that designs a custom plan for him every week.
Interviewee F.01 made statements reflecting this high level of commitment.
He has seen many players in his function as ,Deputy Head of Football® in a
large club in Berlin. According to his experiences, there is a high willingness
to ,,even spend money* to leap to become a professional football player.

Consumer properties

Players in Germany can still make a living off playing on a lower level and
even earn money playing up to the seventh league (Milliardenspiel Amateur-
FuBball | Sportschau, 2022).

In the career of a young football player, there are several decisive moments
where ambition levels can either increase or tip into a steep decline
(F.O1). Interviewee F.01 explained the tensions in the adolescence of a football
player. When teenagers are around 12 years old, they switch from primary to
secondary school. There, the focus and time often shift towards their academic
career, also as a decision the parents make. Then, the ambitions in sports
either rise by investing more into it or decrease rapidly through investing more
time into school. The same happens when they are around 16 years old and
switch from B to A youth teams. They already had to play in the highest youth
league (Bundesliga) in the A-youth to jump into professional sports. Thus,
there is another tipping point in their ambition levels, which repeats when they

transition from A-youth to the adult teams.

45



@ Segment 3: Tennis players

Market size
In Germany, more than 1,4 million players are in the tennis association (Daten
& Fakten, n.d.), making it the third-largest sports association.

Consumer benefits

Interviewee T.01, a young player who wants to become a professional,
explained that he invests much time and money into that goal. He has a
high-profile strength and conditioning coach and trains multiple times daily.
Interviewee T.01 describes the archetype of high-performance tennis players.

The other end surfaced in the conversation with interviewee T.02, a coach and
coordinator that has insight into many players’ minds. In his opinion, strength
& conditioning training is beneficial for tennis, but ,the sport is mainly done as
a hobby and just for the fun of playing.* The majority of the people he knows
want to spend their time playing on the court and not training in the gym or
weight room.

Consumer properties

T.02 described that most tennis players are in the age group of 41-60 years,
followed by the 60+ age group, which confirms the seldom desire to do strength
and conditioning (Deutscher Tennis Bund, 2021). Furthermore, interviewee
T.02 points out that ,Tennis is a boomer sport,” confirming that many tennis
players are in the ,baby boomer generation born from 1946 to 1964.

Qualification as segment

In conclusion, according to the interview insights, tennis does not comprise
many players with the need or desire to do additional strength & conditioning
training in the form that Athlete Development can offer it. Either the player
plays as a leisure activity in their free time and has low ambitions, or they
are highly ambitious and invest in personal coaches. Consequently, there is
no problem-solution fit apparent in tennis and it is therefore disregarded to
qualify as a segment for Athlete Development.

@ Segment 4: Handball players

Market size

There are almost 730,000 people organized in the German handball
association (Statista, 2022), which makes it a comparably large sport in the
country. However, interviews only happened with two Handball players and
one team supervisor due to practical reasons.

Consumer benefits

Every interviewee pointed out that strength and conditioning training is
essential for handball players (HB.01; HB.02; HB.03). This is because they
need a high speed, strength, and stability to excel in their sport. However, as
the one interviewee mentioned, the clubs have to organize themselves by
consulting experienced parents or the regular handball coach (HB.2; HB.3).
This self-organization suggests that the players need and desire to get the job
of strength and conditioning training done.

Consumer properties

Out of the two athletes interviewed, one wants to try such a product and is
committed to spending money on it (HB.03). However, because the price was
too high for him as a student, interviewee HB.02 relies on his knowledge
about training. Therefore, handball can be considered as a potential segment
to target but needs further research on the customers if chosen as a target

segment.

Segmentation filter: Ambition level

The interviews conducted with the athletes from various sports showed that
one crucial factor for athletes to need the product is their level of ambition.
For example, according to interviewee H.14, a hockey player and coach, only
~players who have ambitions to play better in the future are willing to invest
more time into additional training.” Various other interviewees (H.10; H.13; F.02;
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Figure 10:

HB.01) confirmed this insight. For example, interviewee H.13, a hockey coach,
explained that the second team in his club is solely doing the sport for fun and
is not highly ambitious. Therefore, they do not want to put more time into extra
training. Those insights suggest that to need strength & conditioning training,
players have to be ambitious, meaning having goals in their sport exceeding

the ,just for fun® attitude.

Figure 09 shows the perceived spectrum of ambitions that are presentin sports
that surfaced in the athlete interviews. As shown in figure 09, the interesting
segment for Athlete Development exists on the right end of the spectrum. It is
players parallel to those with access to a strength & conditioning coach that do
not have the offer. The interviewer also subjectively perceived this ambition
level during the interviews. The way the athletes talked about the sport could
quickly determine whether they were ambitious or just doing it for fun.

Nevertheless, the player‘s general level can also be too high to need the
product. Exceeding the segment occurs when they have the offer of a strength
& conditioning coach in their team. The majority of interviewees brought up
this issue (R.01; R.02; T.01; H.01; H.02; H.03; H.04; H.05; H.06; H.07; H.O8;

H.09; H.10; HA1; HA3; HA6; F.O1; F.O3; F.04). Interviewee F.03 explained: | think
that's very good. If | didn‘t get a plan from my assistant coach, | would think
about it. If the plan does not work, | will get back to you.“ Also, the club is a
factor that contributes to this matter. Interviewee H.04 even pointed out that
he switched clubs to increase his performance because his ambitions were
high. After his switch, he had the offer of a strength & conditioning coach on
his team. Therefore, he needed such a product before his switch but not in
the more recent club. The same situation also occurred for interviewee H.O1.
Consequently, only athletes in between the ,just for fun‘ ambitions and the
professionalized setting with access to a strength & conditioning coach reach

a problem-solution fit.

After identifying the segments emerged from customer and desktop research,
determining what segment is the best to target for Athlete Development is the

next step.

Just for
Fun

Perceived scope of ambitions in sports

Segments
Athlete Development

Highly
Ambitious
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3.

2 Targeting

Experiments

After exploring different segments in the research experiments, the next
step in the process of segmentation, targeting and positioning is to select
one segment to target. This aims to have more focused communication
to the consumer and simplify the marketing activities (Camilleri, 2018). To
assess which segment is the most fitting, different criteria conforming to the

businesses goals evaluate them.

Criteria
Friedman (2012) proposes the following criteria to classify segments:

+ Market size

« Market growth rate

« Ability to exert brand leadership
o Cost of market entry

« Costtoserve

« Channel availability

o Competitive density

« Strategic fit

Ability to Cost of
Market exert brand market Cost to Channel Competitive
Business goal Market size growth rate leadership entry serve availability density Strategic fit
Brand buiding vV Y, ol N
Long-term
market resilience vv v vv vv v
Short-term JV v JV JV
market entry
Long-term . vV v Y, v vv

market expansion

Very important
criterion vv Secondary

[ core scconcery R scondory

Important
criterion v

Figure 11:

Assessment classification criteria (Friedmann, 2012)

(Secondry | core

He suggests establishing those measures to assess the market segments
based onthe business‘sindividual goals. In this case, classifying the importance
of each criterion ensures the best fit for Athlete Development’s needs.

Figure 11 shows the business goals of Athlete Development in the first column
and the different criteria in top row. The relevance for each business goal
rates each criterion. There, they can get two checkmarks as a very important
criterion, one checkmark as an important criterion and no checkmark as an
irrelevantcriterion. After evaluation,adding up the checkmarks on each criterion
generates a ranking of the importance of each. According to Friedman (2012),
it is valuable to split the criteria into ,secondary‘ and ,core’ criteria. Therefore,
being the top two criteria classifies them as core criteria. Having less than
those assigns them as secondary. To keep the amount of criteria manageable,
the two lowest ranked ones disqualify.

Business goals

The evaluation of those criteria according to the businesses goals is shown
in figure 11. The figure shows that the main goals for Athlete Development are
brand building, long-term market resilience, short-term market entry, and long-
term market expansion. Those goals comply with the founders’ expectations
and the available financial resources. For example, goals focused on top-end
growth would not be realistic with the resources available in the bootstrapped
start-up.

Evaluation

The evaluation of importance for the business, disqualifies market growth rate
and channel availability. The market growth rate is not crucial to reaching the
start-up‘s objectives because it focuses on high revenue and growth. Because
existing channels are not crucial for a solely digital product with niche target
segments, the evaluation ignores channel availability. The secondary criteria
are market size, cost of market entry, the cost to serve, and competitive density.
The most important ,core criteria‘ for the targeting are the ability to exert brand

leadership and strategic fit. Those are crucial to reaching the company‘s goals



of entering the market successfully and building a resilient brand to have long-
term market dominance.

Those criteria help assess each segment and compare it to the other segments.
While the customer research insights can answer some criteria, others are
assumptions that need further validation through experiments.

Assessment

Figure 09 shows the performance of each segment on the core and secondary
Criteria.

The market size of football in Germany alone is extensive, with more than
1.8 million players (DFB-MITGLIEDERSTATISTIK 2020/2021, n.d.). Due to
the interview insights suggesting that many young players want to become
professionals, the percentage of those 1.8 million players fitting the ambition
criteria is high. However, the criteria of ,high ambitions without the offer of a
strength & conditioning coach’ impede the ability to estimate accurate market
numbers.

In hockey, the total market size in Germany is smaller than in football because
there are fewer players overall that play hockey in Germany. Although with
only 84.000 players, the German market is small (Statista, 2022a), the number
of hockey players in neighboring countries like the Netherlands, with almost a
quarter-million players (Statista, 2021), is high. Therefore the Netherlands can
be a market extension as soon as the German market is saturated.

In football, the ability to exert brand leadership is relatively low because
multiple competitors have an equally established position in the market.
Several interviewees (F.01; F.02) mentioned football-specific training apps
like Kroos Academy (tonikroos-academy.com, 2021) or physical providers
like Schnelligkeitszentrum (schnelligkeitszentrum.de, 2005). Those companies
have high expertise and could decelerate the brand leadership.

Segments Hockey

The ability to exert brand leadership in hockey is evaluated very high
due to the exceptional expertise the Athlete Development founder has in
that segment. Specifically with Timo Kirchenberger being knowledgeable
and experienced in hockey‘s strength & conditioning space as described in
chapter 1. There is no other player in this market that has more expertise. This
deep knowledge about hockey-specific strength & conditioning training is a
unique capability that others cannot replicate.

The cost of market entry for hockey and football is high. There is no
existing market for strength & conditioning training that is hockey specific
because there are no equivalent products. The target segment only uses
product alternatives like Freeletics, Youtube, or personal trainers, which

Highly ambitious players that
don’t have the offer of a strength
& conditioning coach yet

Football Tennis
players players

Problem-Solution Fit v v X ?
Market size ﬁﬁ,ggg ]':| 0";!:"
Ability to exert brand
leadership
Cost of market entry
Cost to serve ? ?

Competitive density

Strategic fit

Handball
players players

Figure 12:

Assessment of market segments according to criteria (Friedmann, 2012)
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are therefore the competitors. Thus, a market has to develop and establish
first. This development includes costs to create awareness of the product’s
existence in the hockey community. For example, marketing activities have to
reach the target group. In football, a crowded market with established brands
exists. Therefore, the firm needs resources to install and stand out from the
competition.

The costs to serve the customers are hard to estimate at this early stage of
the start-up, considering there are no numbers to compare the cost to serve
from past experiences. Therefore, experiments need to examine this criterion
after launching the product.

The competitive density in hockey is remarkably low. As a result, no
companies offer hockey-specific strength & conditioning training online. Seven
interviewees (R.01; R.02; H.02; H.04; H.03; H.08; HB.03) described Youtube
exercise videos as an alternative source of information, and two (H.02; H.04)
mentioned generic online services such as Freeletics.

In football, the competitive density is high. Various training apps offer
training plans and videos (source in appendix), and multiple locally-oriented
companies in different areas all over Germany offer strength & conditioning
training for prices lower than personal trainers (source in appendix).

There is a strategic fit in hockey because of the credibility that start-up
founder Timo Kirchenberger establishes in his experience. Furthermore, he
has high-profile credentials coaching the women‘s national team and a first
league team. This foundation can leverage markets in neighboring countries.
Ultimately, the founder also has the specialized knowledge to a greater extent
in hockey and therefore slightly prefers that market.

Infootball, the strategic fitis decent due to the overall large marketin Germany
and Europe overall. Moreover, there are vast opportunities to expand in other
geographical directions. Nevertheless, the product-related competence is
comparatively low, set side-by-side with hockey. Thus, the strategic fit of the
company with the market of football is lower than in hockey.

@ Targeting decision

Altogether, considering the core criteria that conform to the business goals
of Athlete Development, which are ,Ability to exert brand leadership® and
,Strategic fit, hockey players potentially are the most fitting target market
segment. Also, the results of the secondary criteria suggest that hockey is
better suited as the target than football. Furthermore, the segmentation filter
of ambition level applied to the sport defines the target consumer profile.
However, experiments need to validate this targeting strategy.

Since detecting the target segment for Athlete Development, the next step
is to validate that decision and collect supplementary information about
the consumers in the segment. Besides that, discovering the most suitable
marketing channels and testing them with consumers follows the targeting.
Section 3.3 shows how a social media advertisement aims to validate the
target segment before section 3.4 explains the different sales channel

experiments.
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3.3 Validation Channel
Experiment

Verpasse
Iein Spiel ¢
mehr wegen
einer |1

'Verletzung!
W odndl A

ST E EvenT

Figure 13:

The decision to target hockey players in section 3.2 needs supporting
evidence. According to the experimental learning approach guiding this

project’s process, every assumption needs proof through validation.

Social media advertisement

A social media campaign aims to confirm the targeting by comparing the
performance of ads in hockey in comparison to football. Due to the ability
to test similar business models against each other quickly, social media
advertising fits this purpose.

The hypothesis for the experiment is that hockey players respond to the
offer the ads present more than football players. Therefore, the hypothesis
is confirmed when the results of the campaign clearly show higher link clicks

and conversion numbers in hockey.
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The advertisements target people with age 18-24 that are interested in hockey
or football. Two advertisements that only differ in their focus on sport compared
the advertising performance of hockey with football. Figure 13 displays those
advertisements.

The advertisements address two different archetypes of athletes identified in
the customer research. Figure 13 shows that the first archetype is injury-prone
players that were injured in the past or want to prevent injuries in the future.
This archetype addresses the target audience with the claim: ,Never miss a
game because of an injury!®

The other archetype is the player who wants to increase their performance to
get into a higher team, league, or club. There, the claim: ,Make the jump into
the higher team!* addresses the target audience. The ads used those two
archetypes for both hockey and football. Instagram displayed the commercials
for two days each in German cities with a high density of football and hockey
clubs (Berlin, Hamburg, and Cologne).

The interviewees fit the archetype of performance increasement more
frequent than the injury prevention archetype. However, several interviewees
mentioned their use of strength & conditioning as an injury prevention tool.
Therefore the experiments include this archetype of consumer. Consequently,
a sub-hypothesis is that one archetype of athlete responds more to the
advertisement than the other.

57



Link clicks | 3-second play l§j Cost / Result

Results

The campaign results (figure 14) show that the overall performance of the
advertisements was low. Even though it reached more than 21.000 people
in two days, only 15 people clicked on the link to the company website.
When comparing the two sports, hockey performed slightly better regarding
the 3-second video play (Hockey: 1.052 people; Football: 615 people). In
conclusion, the initial social media advertisements do not show a tendency of
which sport is suited better. The ads performed poorly overall and therefore
cannot confirm the hypothesis of the experiment.

The results, displayed in figure 14, furthermore do not clearly confirm the sub-
hypothesis that one archetype responds better to the advertisements that
the other. In football, the injury prevention archetype generated six link clicks
versus one link click on the performance increasement one. However, the link
clicks are on such a low level overall, that no generalizability can be concluded
from the results.

In hockey, injury prevention generated three clicks and performance
increasement generated five. Those results are not indicating the superior
performance of one archetype either.

Injury 7.998 9.441 6 297 0,05¢

Performance 6.102 6.803 318 0,03¢

Injury 7.740 9.367 565 0,03¢

Performance 5.356 5.948 487 0,04¢
Figure 14:

Results of social media advertisements

@ Decision

The results of the social media advertisements do not confirm the experiment
hypotheses. After a consultation with the client, Timo Kirchenberger, his
personal preference for hockey in comparison to football became apparent,
even though the uncertainty in this assumption is high. He reasoned a better
fitin hockey due to his coaching experience and connection to the community.

The ongoing sales channel experiments that section 3.4 outlines target
segment of hockey players. They aim to explore the target groups‘ response
on four different marketing channels and furthermore confirm the assumption
that hockey is the most fitting target.

59



3.4 Sales Channel

Experiments

According to the simultaneous experimentation approach proposed by Andries
et al. (2013), four experiments aim to explore the target groups response
and collect deeper insights into their mental models. Those experiments
are small-scale and cost-effective to test different solutions simultaneously.
Testing similar business models at the same time, discovers particularities
of the situation before investing more resources into one direction (Andries
et al., 2013). Experiments classify as different business models as long as
one element in the business model topology (See: ,Chapter two’; Section
,Experimental learning‘) differs from each other (Andries et al., 2013). The
section below defines the business model characteristics.

The experiment aims to confirm the target segments‘ desire to spend money
on the product. Therefore, experiments market the product as if it had been
launched. The secondary goal of the experiments is to test different marketing

strategies to identify the most appropriate marketing mix for the business.

Experiment Structure

The business model topology that Andries et al. (2013) adapted from the initial
one created by Morris et al. (2005) classifies the business model tested in
the experiments. In between the experiments, only the market component
differs. The components: offering, internal capabilities, competitive strategy,
economic, personal, and investor factors stay consistent throughout the

experiments.

The following section defines each of the component for the sales channel

experiments in section 3.4:

Offering (How does the company create value?)

e product

e sOome customization
« internal manufacturing or service delivery
« direct distribution

Internal capabilities (What is the company*s source of competence?)
« creative or innovative capability/intellectual

« networking

Competitive strategy (How does the company competitively position
itself?)

o product quality/availability

« low cost

« intimate customer relationship

Economic factors (How does the company make money?)
« pricing and revenue sources: fixed

« operating leverage: high

« volumes: high

« margins: medium

Personal / investor factors (What are the company‘s ambitions?)
« income model

In every following channel experiment, the passage: Business model,
defines the market component accoding to the business model framework
(Andries et al., 2013).
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Figure 14:

Channel 1: Social media advertising

Business model

According to the business model topology (Andries et al., 2013), figure 11
shows that the categorization of this experiment in the business to consumer
market on a regional level and targeting the final consumer in the value chain.
Due to the nature of social media marketing, it targets a broad market and is
therefore somewhat more transactional than relational.

Channel benefit

Social media advertising is suited well to test a scalable marketing channel
that reaches a high number of potential customers cost-effectively. In addition,
social media marketing can also build brand-consumer relationships, creates
awareness forthe brand, and is helpful in marketing research (Tuten & Solomon,
2018). Especially since the customer segments of Athlete Development are
specific consumer niches, social media marketing enables focused advertising
on platforms like Instagram, Facebook, or TikTok.

broad market

final consumer

Market categorization - Social media advertising (Andries et al., 2013)
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Social media advertisements 2.0

Experiment

As shown in figure 15, a social media campaign implemented the learnings
from the first commercials. After obtaining experience in social media
advertising in section 3.3 (Validation Channel Experiments), several elements
of the advertisement are varied in the second campaign. One perceived point
of improvement from the initial campaign is that the advertisements can be of
higher quality regarding video and editing. The quality in the first campaign is
not reflecting the quality of the product Athlete Development endorses with
the training plans. Moreover, the actual product exhibits its actual context
of use so the consumer can better visualize the solution to their problem.
Furthermore, a clear call-to-action must activate the consumers in the second

campaign.

The storyling in the advertisement (Figure 15) is: ,No matter whats your
background, everyone can push their limits! The hockey national team trusts
my expertise, and now it's your turn: Jump on to the next level! With the training
plans by Athlete Development.”

The campaign targeted people living in Germany between the ages 18-24
years old. It aired for 48 hours on Instagram stories and reels with a 20€
daily budget. The interests hockey, olympic sports and hockey sports defined
the target group.
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Figure 16:

Results

The results of the second social media advertisement show an increased
performance in terms of link clicks on people reached compared to the initial
social media campaign described in section 3.3. As the funnel in figure 16
displays, the overall campaign impressions were 5.084 with 4.252 individual
people reached in 48 hours. Out of those people, 87 people clicked on the
link. The Athlete Development website analytics reveal that out of the 87
website visits, one person signed up to purchase the product.

In conclusion, the results of the campaign do not confirm social media as a
strong channel to convert consumers into customers. However, the overall
reach and website visits suggest the usage of social media marketing with
the goal of raising awareness for the brand and product withinin the hockey

community.

Results of social media advertisements 2.0 in marketing funnel
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@ Channel 2: Cold calling

Business model

Figure 17 outlines the experiment’s characteristics on the business model
topology (Andries et al., 2013). The experiment has a business-to-customer
type, the scale is local because of the contact through a field hockey coach,
and targets at the final consumer in the value chain. The contact with the
hockey coach makes it local and relational rather than transactional because
it builds a connection with the consumer.

Channel benefit

Having one-on-one conversations with players can establish a personal and
intimate connection compared to social media advertising. Reactions and
questions are unrestricted in direct communication, and hearing a voice
builds a deep connection with the brand. Besides that, it is possible to directly
communicate the value proposition to conform to the players® problems. The
disadvantage of cold-calling consumers is that it requires high amounts of
time to discover whom to call and how to get their contact details. Also, the

call itself requires time.
Experiment
Figure 18 visualizes the communication between the marketeer representing

the brand, the field hockey coach, and the players, who are the final consumer.
To be resource-efficient, the consumer acquisition strategy for this experiment

consumer

Local

Customer in

Value-chain

B2C niche market

final consumer

Market - 8

relational

Figure 17:

Market categorization - Cold calling (Andries et al., 1013)

Marketeer

Figure 18:

used hockey coaches as the medium. The coaches’ contacts are accessible
on the internet, and it is therefore easy to reach out. After presenting the
product to the hockey coaches, a call-to-action asked for players that fit
the segment. The players scheduled a phone call after receiving an initial
message explaining the product roughly. Every conversation was question-
based and structured, starting with questions about the current situation, the
past, and lastly, about their future goals and expectations. After understanding
the product’s value proposition, they could decide to purchase it.

During the contact acquisition procedure, an essential insight was that the
coaches are an exceptional, effective medium to identify players that fit the
target segment. They know which player has high ambitions and wants to
improve. They also know which player is injury prone and could use the
product. Furthermore, the coach identification process determines if a club
already has strength & conditioning coaches.

SN

Cold calling scheme
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Results

Figure 20 shows that eight out of eleven contacted players scheduled a
conversation. Furthermore, out of those eight players, three converted to
purchasing the product’s subscription, confirming the effectiveness of personal
conversations with the players. Figure 20 visualizes the marketing funnel in Player contacts
this channel. This funnel describes the number of consumers who drop out

going through the steps from brand awareness until purchase. Figure 19 gives

an overview of the hockey players that scheduled an interview in the second

step of the funnel (figure 18).

Furthermore, figure 19 shows their current strength & conditioning training

and where they see room for improvement to reach the goals they set for

themselves. The figure also shows the reasoning if they did not purchase

the product. This reason was solely the lack of time. In chapter five, the

section Launch proposal explains what this reasoning implies for the product.

Calls scheduled

In conclusion, cold calling is an effective channel to reach the target group.
This is especially valuable because of the segmentation filter of ambition

level, that creates a non-tangible niche segment.

I3 I3 I3 N I 3 I

Current
Training

Room for Endurance Become more Endurance Endurance Strength Endurance Speed Strength
. Strength athletic Strength Staying fit Strength Stability
Improvement QSIS Speed
scooping Catching up
with
teammates Purchases 03 players
Goals
Purchase
Reason iven Not enough Not enough Not enough Not enough
g time time time time
Figure 19: Figure 20:

Cold calls overview Marketing funnel of cold calling



Type of Customer in Market ) .

B2C niche market relational

Figure 21:

Channel 3: Live product showcase

Business model

Figure 21 presents the categorization of this experiment in the business
model topology. The live product showcase is a business-to-consumer type.
Furthermore, it targets people locally, specifically the final consumer in the
value chain because it directly speaks to them in their context. Therefore
the target is a niche market and rather relational than transactional. This
relation comes due to the strong connection that developed through direct

conversations.

Channel benefit

Besides the experiment of calling players, another personal experiment was
to physically showcase the product by attending training sessions of hockey
teams and presenting the product before or after the session. Contacting the
coaches like cold calling initiated this contact. The goal of this experiment was
to collect email addresses that can be converted into subscriptions afterward.
That is why the call-to-action at the end of the conversation was to ask players

for their email addresses if they were interested in using the product.
Results
Interestingly, the dynamic of speaking to the whole team at once evokes the

team to act as one entity. For example, when asked what they think about
the past strength & conditioning training, the team mostly agreed with the

Local

final consumer

Market categorization - Live showcase (Andries et al., 1013)

first person answering. Thus, there was no differentiated discussion, and one
opinion on the topics dominated. Additionally, being on the training field sets
a high threshold for the players to commit on the spot to buy a product.

After sending a follow-up email, onle one player decided to subscribe to the
product, substantiating this point.

A striking insight from the physical experiment was that various coaches
were interested in having such a product. A coach wanted to integrate it into
his training because most hockey coaches are ,just former hockey players
without special education in strength & conditioning training® (H.18). The
coaches are aware of the importance and benefits of the training but often
lack the knowledge to execute it with their team. Therefore, the following
channel experiment presents a business-to-business proposal directed at

hockey clubs.
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@ Channel 4: Business-to-business proposal

Business model

The last experiment categorizes as a business-to-business transaction,
as figure 21 displays the business model topology (Andries et al., 2013).
Besides that, it is local, and the customer is a service provider in the value
chain because it is the hockey club that provides the product as a service to
its coaches. The market is small and therefore categorizes as a niche market.
Due to the direct contact with the hockey club, it is not a transactional but a
relational connection.

Experiment

Figure 22 shows the novel proposal that reacted to the coaches‘ needs
identified during the live product showcase. The business model targets the
club and implicates a new value proposition tailored to the coaches’ needs.
Additionally to the supplied training plans, the product includes the exercise
library, from which the coaches can draw. Finally, it includes coaching tips for
the trainers that supplement the training plans and explain the exercises to
make the training maximally efficient. This proposal has a price point of 300
- 400€ per month for the clubs. This price developed out of the experience

The reactions to the proposal differed between the clubs. Every club contacted
mentioned the desire to have such a product. Figure 23 illustrates the spectrum
of budgets in hockey clubs with several example clubs on it. The limiting factor
for many hockey clubs is their budget because a broad spectrum of financial
situations is prevalent in hockey clubs. On the lower end, some clubs can
barely keep themselves alive and do not have the means (300-400€ per
month) to afford such a product. On the other end are clubs with high budgets
and teams playing in high leagues. The segment that is interesting for Athlete
Development lies in between those poles. Clubs with a decent budget but do
not play in the top leagues like the one from H.18.

Training Plans Coaching Tips

Excercise Library +

Strength > 500 Videos What to note for t exercises?
the start-up founder Timo Kirchenberger has and through the lower number of Endurance Detailed instructions Which mistakes often occur?
o . . Speed Whats the goal & effect of the
customers in this business model compared to the business-to-consumer one. Mobility exercises?
Due to that, the price needs to increase compared to individual purchases to WGT-:{P '}Puﬁnes
crivarion

form a viable business.
Type of Scope
consumer

B2B Local

Customer in

Valuve-chain

Market . )

niche market relational

300 - 400 per mon th for

service provider unlimited use within the entire club

Figure 22:
Market categorization - Alternative business model (Andries et al., 1013)

Figure 23:
Product proposal to hockey clubs
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Results

When writing this paper, no club showed interest in participating in research
or negotiating a unit of business for a coaching product. Consequently, no
results validate the strategy of an alternative business model, and therefore,
it does not qualify for the go-to-market strategy for Athlete Development.
Furthermore, it shows no interest in supporting the coaches in their strength

& conditioning education.

Able to afford strength &
conditioning coaches

l ' High budget
d

Target Segment Athlete
Development

budget spectrum in hockey clubs

To conclude chapter three, the results of the sales channel experiments
show that cold calling is the most efficient one to reach the target segment.
This is because it utilizes the hockey coaches as a marketing extension to
narrow down the number of consumers who reached the niche with the most
need for the product. With three out of eleven consumers converting to being
customers with cold calling, the numbers support this assumption.

Chapter four uses those experiment insights to design the go-to-market
strategy for Athlete Development. Along with knowledge from literature
and consumer research, the experiment results comprise the content of the

Strategy.
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Chapter 4

Design Results

This chapter shows the outcomes of the experiments in the form of a brand
identity, suitable marketing channels and a launch strategy that includes

strategic and tactical activities for Athlete Development to implement during
launch.




4.1 Brand DNA

Synthesizing the observations in chapters two and three, from reviewing
the literature to researching the consumers and testing marketing channels,
chapter four outlines the design of the go-to-market strategy for Athlete
Development. This includes the brand identity, the launch strategy, tactics,
and an implementation plan for the start-up to use as a guideline to implement

the design in practice.

Positioning

After segmentation and targeting, the product’s positioning in the head of the
target consumers is the next step. Again, the goal of positioning is to build a
foundation for the content of the identified marketing activities. Furthermore,
Beverland (2018) emphasizes the importance of internal brand building. This
means, the brands values in the positioning statement need internal support
to have a beneficial effect on the strength of the brand message.

Camilleri (2018) proposes a positioning framework that consists of four

characteristics that have to consider when writing positioning strategies:

1 The strategies need to be centered around the product‘s value for the
customer.

2. The product must be differentiated from its competition.

3. The company needs to acquire the relevant skills and knowledge to
fulfill the claim they make to the customers with their product.

4.  The position has to be so stable that a competitor cannot easily take
over that position or neutralize the company‘s position by taking on

another one.

Product value
As the consumer interviews in chapter three describe, each interviewee found
a positive value in the effects strength & conditioning training has. The two

Figure 24:
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archetypes of benefit they explained are (1) improving the performance on
the hockey field and (2) reducing the risk of injuries. Consequently, the

products value for the customer clearly lies in those two benefits.

Differentiate from competition
A company‘s goal of positioning itself in a market is to be the choice of
customers in that market. Standing out from the competition is the core

capability to become the ,customers‘ choice successfully. Figure 24 explains
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where the Athlete Development competitors are in terms of their products
concerning the Athlete Development one.

In the case of Athlete Development, there is little direct competition. The
competition in the market of ambitious hockey players that need to improve
their athletic performances is indirect competitors that act in broader markets.
The goal of hockey players is to get fitter and stronger and perform better on
the field. Besides the performance aspect, a superficial benefit of strength &
conditioning training, which is ,looking fitter, was mentioned by interviewees
as a reason to do the training.

The alternative Freeletics also fulfills this job-to-be-done. It is a bodyweight
training app that gives daily high-intensity workouts and costs from 80€ a
year to 32€ for three months.

The second alternative mentioned multiple times by interviewees is Youtube
videos. Youtube is a platform that hosts videos about any topic and niche
imaginable. There are virtually thousands of videos for any part of strength
& conditioning training. The athlete‘s effort to complete in advance of the
training is to research which videos work best for them. Besides being spoiled
for choice, they also have to structure their training themselves daily.

The last competitors that get the job done are strength & conditioning coaches.
While having the highest value for the customers' training, they also have the
highest value in price. Quality strength & conditioning coaches cost from 70€

Ad

up to more than 150€ per hour.

FREE® Specific

LETICS
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Figure 25:

Contrarian positioning

Convienience

Low price

Athlete Development has to stand out from those competitors to be the
customers’ choice. A strategy to stand out from the competition is the approach
of contrarian branding (Vorst, 2017). In contrarian branding, a brand unites
opposites of the competitors* disadvantages and therefore gets favored by the
customers. Tripolarity means combining at least three seemingly contradictory
qualities in one brand.

Athlete Development can apply this tripolarity strategy by combining the
absolute contradictions of the three competitor fields, as figure 25 exhibits.

Athlete Development sets itself apart from the competition because itis hockey
specific instead of offering generic training. Furthermore, it is conveniently
packaged in a monthly plan instead of chaotic content loads and is offered at

an affordable price instead of being a high investment.

Those benefits create a positive value for the target group and, therefore, also
fit the first characteristic Camilleri (2018) proposed.

Fulfilling the claim

Athlete Development’s core promise to its customers is that they offer the
highest possible quality of strength & conditioning training. To fulfill this promise,
the level of expertise on the product side has to be exceptional. The founder
can confirm that claim by being one of the most relevant figures in hockey-
specific strength & conditioning training. In addition, having the credentials of
coaching the women’s national team and a successful first league men’s team

substantiates this promise and builds trust in the product.

Stable position

Because of the lack of direct competition in this particular niche, there are only
less appropriate alternatives to this product. Consequently, those alternatives
miss specific characteristics to be able to compete with Athlete Development.
The hockey market in Germany is small, and once an established player is
active, that creates a barrier for any other brand. Being the first on the market
is a crucial aspect of a resilient positioning. Besides that, others had to make

high investments. For example, Freeletics had to acquire field hockey-specific
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knowledge and pivot their value proposition. Personal coaches had to offer
their services for a bargain which would take away the foundation of their
business model. Youtube content creators had to additionally offer structure

to their output to match the convenience aspect.

Purpose

As described earlier, Beverland (2018) stresses the positive effect of
internalizing the brand identity in the organization. According to him, this is
the first step of brand building. Consequently, besides the brand positioning,
the purpose a start-up founder has with the brand also has an effect of the
internal brand image. Thus it is logical to define what the purpose is, so the

other elements in the brand DNA can align with it.

Accordingto the start-up founder, Timo Kirchenberger, his purpose for creating
the Athlete Development product is to ,,enable everyone, no matter
where they live or how much money they have, to have access
to the highest quality training plan. So they can unlock their
maximum potential and do the sport they do long-term*.

Positioning statement

A positioning statement summarises the insights taken from the contributing

elements positioning and purpose:

For highly ambitious field hockey players without a strength &
conditioning coach, Athlete Development is a hockey-specific
online coaching service that supplies players with affordable,
high-quality strength & conditioning training plans to perform
better on the field and stay healthy.

Figure 25:

Identity

Positioning and purpose mainly characterize the brands identity. As figure
25 shows, the brand positioning, which consists of the four step framework
by Camilleri (2018) and the brand purpose defined by start-up founder Timo
Kirchenberger merges into the brand identity. It is supposed to be internali-
zed inside the organization, so every signal sent to the outside is coherent.
Furthermore, it can directly guide the content of the marketing signals that
the launch campaign comprises.

The launch strategy needs to reflect this positioning statement. Therefore,
chapter 4.2 and 4.3 outline a launch strategy proposal and a detailed tactical
planthat covers the launch activities grounded on the evidence from validation

experiments described earlier.

Brand DNA

Brand positioning and purpose merge into the brand DNA
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4.2 Launch Proposal

@ Strategic Launch

Hultink et al. (1997) explain that strategic launch decisions comprise the
questions of what, where, when, and why to launch. Although they researched
an industrial product development, this launch strategy adapts its structure.
According to them, defining the strategic aspects early on can increase the
launch’s success. It is vital because tactical launch decisions align with it
after defining the strategy, which is advantageous according to the research.
Thus, this section describes both strategic and tactical launch decisions to be
coherent. This section answers the w-questions in product, market and timing
strategy.

The following concept guides the launch strategy for Athlete Development.
The process of the sales channel experiment ,cold calling‘ is the marketing
channel that mainly characterizes the launch. Contacts with hockey coaches
extend the reach of Athlete Development and focus the marketing on players

in the target segment.

Decreasing the distance to the target segment through hockey
coaches

Product strategy

A product strategy is a crucial part of the launch strategy. It includes
the innovativeness, the product's technology, and the time it takes to
be developed and brought to the market (Hultink et al., 1997).

Since Hultink et al. (1997) refer to new product development in industrial

settings, the product strategy in the case of a start-up differs in terms of
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Figure 26:

,product newness’ because pre-launch, there is no product on the market.
Therefore, the newness is inevitably an entirely new development. However,
in this case, the product strategy refers to developing the final product for
the launch with the experiences gained from developing the minimum viable
product prior.

The suggested product are the training plans for individuals in the
gradations ,Foundation‘ and ,Advanced" in the form of a web app.

The Foundation plan requires no equipment and the least training sessions
per week (three sessions). The Advanced plan requires essential training
tools that the athlete can easily store at the home and at least four sessions
per week. In conversations with the consumers that fit the identified segment
during the ,cold calling® experiment (see chapter 3, Strategy 2: Cold calling),
they revealed that even 3-5 training sessions might be too much for some
players. Figure 26 visualizes the balance between the players’ ambitions
and the time they want to invest in their training. As depicted, as soon as the

Professional

Just for fun

Athletic ambition

Perceived time available in relation to priorities
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ambition decreases, the time they are willing to spend decreases. Therefore,
the products should be adaptable in the number of training sessions per week,
so players can individually choose how much time they want to prioritize for
the additional strength & conditioning training.

Another option is that the general training volume in the plans is lowered to 1-4
sessions and the element that differentiates ,Foundation® and ,Advanced’ is

only the amount of equipment.

Furthermore, its recommended to ignore the level of ,Professional‘ for the
launch because it requires a gym membership for the athletes. It also demands
the investment of five additional training sessions per week. The ambition
level found during the segmentation that is crucial to achieving problem-
solution fit says to be highly ambitious but not having the offer of a strength
& conditioning coach yet. There was no intersection between this range of
ambitions and players doing more than three additional training sessions per
week in the research. Consequently, the ambition to require a minimum of five
training sessions per week exceeds the range of ambitions identified in the
segmentation. It also exceeds the amount of time the players from the cold
calling experiment want to prioritize for this matter. Many of them do not ,have
the time to do four extra training sessions per week because of school“ (see
Chapter 3: Channel 2: Cold calling). Not enough time being the reason for
them not to purchase the product suggests that they have other activities that
they prioritize higher than the strength & conditioning training and therefore
do not want to purchase the product (Figure 26).

To keep product development efforts low, itis beneficial notto investresources
in developing the ,Professional‘ training plans since the target segment did not
show the need for them. Rather focus the resource deployment on developing
timewise adaptable ,Foundation‘ & ,Advanced’ plans.

The time to market the product is not a decisive aspect since it is a solely digital
product and therefore has a short time of product development compared to
the amount of time an industrial product needs, up to >3 years (Hultink et al.,
1997). The tactical roadmap outlines the details of product development.

@ Market strategy

The substantial choice of the beachhead market is based on the segmentation,
targeting, and positioning explained prior. The beachhead market is the
segment of highly ambitious hockey players that do not have the offer of
strength & conditioning coaching yet. As the section ,Segmentation‘ outlined,
those players have the goals of increasing their performance to play better on
the field, get into a higher team, equalize with their teammates or stay injury-
free. Hockey players value the benefit of having a sports-specific plan tailored
to their needs and particularities (see Chapter 2; Strategy 2: Cold calling).
Furthermore, the core expertise of the company‘s founder lies in strength &
conditioning training for hockey players. A vast network exists and high-profile
credentials that can act as a marketing tool.

Besides the benefits in this customer segment, there a deserted competitive
landscape in hockey. The only competitors that can act as alternatives for the
players are non-hockey-specific training services like Freeletics or high-priced
personal coaches (see 4.1; Positioning).

Another essential aspect of the market strategy is the inclusion of hockey
coaches in the marketing plan. The insights gained in the marketing
experiments show the value the hockey coaches have as an extension of the
reach Athlete Development has to the players. Therefore, the market strategy
includes marketing directly to the players and their coaches in the first place
to identify who requires additional training. Furthermore, it creates a sense of
ownership of the additional training for the coach and gives them an indication
of individual players‘ improvements.
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@ Timing strategy

Figure 25 displays how the seasons comprise in fieldhockey and indoor Janvary

hockey. According to this structure, the ideal time to launch the brand Athlete

Development with the proposed product is at the end of the field hockey December Febuary

season. This point is the time right when a season is over and before the
next season begins. In field hockey, the outdoor season occurs in spring \“door N
until late autumn with a break from July until September. The indoor season
takes place in winter. In the off-season phase, hockey players focus less on

training with the hockey stick and more on strength & conditioning training. November March

The customer research identified that for most teams without a strength &
conditioning coach, the hockey coach does strength & conditioning training,
consisting of running and endurance exercises (see Chapter 3; Strategy 2:
Cold calling). Therefore, when Athlete Development launches right when the

season ends, the players have less hockey training and more time and energy Octob ,
ctober Apri
to focus on their athletic development to start the next season with improved pr

3
o
(7]
@
e
wn
o
3

capabilities. This assumption derives from interviews only and was not tested
in experiments yet. The actual launch will show if and how practice validates
the assumption.

— September

Summarizing the launch strategy consisting of product, market and timing,
it is vital for Athlete Development to limit product development efforts to the
essentials demanded by consumers, which are adaptable ,Foundation‘ and

August
J/Advanced’ plans. Furthermore, creating a coach network to ideally reach the

niche market simplifies the marketing process and reduces the expenditures. July
Finally, launching the brand at the right time, when the hockey season ends

and players focus their training more on their athletic capability improvement,

can be valuable for both the company and the customers.

Figure 27:
Hockey season milestones including launch timing suggestions



4.3 Implementation Plan

@ Company capabilities

Athlete Development is in a stage where only the company founder Timo
Kirchenberger is a permanent workforce. Therefore, examining the company'‘s
current and missing capabilities to perform the launch as planned benefits the
implementation.

At the moment, the core capability present in the business is product expertise.
Meaning the training plans‘ content is on an exceptionally high level.

Besides that, essential activities in operations and marketing like website
building, marketing content creation, and bookkeeping are within the current
capacity. Anything that exceeds those tasks demands too many resources in
time and knowledge.

Further capabilities are needed to execute the product launch as outlined in
the tactical roadmap below.

Capabilities needed

Product development

Additional product design and development expertise supports developing
the web app that functions as the product with which the customers connect
with the brand. This expertise can be an external freelancer, an internal
employee, or a co-founder. The first planning horizon that finishes shortly after
the product launch demands most of this expertise.

Marketing & Sales

For the creation of marketing materials and also to execute the marketing and

sales process in the first and second horizon of the planning, additional human
resources contribute to the launch quality. Marketing and sales employees
or a co-founder can bring this expertise. However, since those tasks involve
managing a high amount of internal information, the external workforce is less
suited but needs a lower effort in terms of administration.

Conditions for successful implementation

Athlete Development must set certain conditions to implement the proposed
launch strategy successfully.

Ongoing customer research

Although customer experiments validate the launch strategy and tactics,
this validation has its limitations too. For example, the experiment could
not generalize for the whole market segment. Therefore, it is essential to
continuously keep testing the assumptions made in the launch plan and
questioning their validity. Besides that, continuously collecting new consumer
insights holds value for product and operational improvements.

Continuity

The following strategy aims at long-term goals besides the objective of
launching successfully. The expectations should focus on continuous and
steady growth to build a stable business with available resources. That is why
it is an essential skill to acquire the endurance and patience to reach long-term
goals and stay sustainable as a business. This continuity should be cultivated
as a general principle of working.
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Horizon 1 Horizon 2 Horizon 3

A D Arrange Perform Improve
1 —
Strategic
Roadmap r
Athlete D ‘
Future
Vision

Development
Product iteration

Product Development of Foundation
& Advanced Plans

Y-

Human resource acquisition or outsourcing to externals Dominance in niche

Organization
of hockey

Expansion to NL

Focus on marketing

Beachhead market:
Highly ambitious hockey players in GER

Marketing Develop club network
Focus on product Focus on Business
development High marketing efforts in development
different channels

Figure 28:
Strategic roadmap
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@ Strategic Roadmap

The strategic roadmap featured in figure 28 shows the three horizons and
future vision according to the launch strategy. The time horizons are displayed

vertically, and the horizontal axis contains the different activity categories.

Future Vision

The company strategy aims to work towards reaching the objective formulated
in the future vision. The goal is to be the leading player in European, especially
in Germany and Netherlands, in field hockey strength & conditioning training.
Complying with the name of Athlete Development, the goal is to develop the
athletics of a wide array of young hockey players in Europe. The strategy is to

stay in the niche of hockey but expand across country borders.

H1: Arrange

The first horizon focuses on preparing the product and the organization for
the upcoming launch. It is supposed to set the strategic foundation so the
operations during the initial product launch work as frictionless as possible.
This horizon involves the development of the Athlete Development product
and the construction of a strategic network within the hockey clubs to utilize
that later.

H2: Perform

The second horizon concentrates on marketing. Time-wise, it is right after the
product launch. Therefore, the company strategically reduces its activities in
this stage to only marketing and sales. This reduction has the reason to save
resources and maximize sales efforts. Therefore, most marketing and sales
activities happen in this stage, and additional sales forces might have to be

acquired.

H3: Improve

The last step toward reaching the future vision is to establish a position in the
niche of hockey. At the end of that stage, the compact segment of hockey
in Germany should be satisfied. The focus on this horizon lies in business
development, meaning the further development of the product and the
acquisition of human resources to develop reliable operations and internal
business structures.

95



Ad

Tactical Roadmap
Athlete Development

Product

Promotion

Customer

Organization

Figure 29:
Tactical roadmap

Horizon 1 May - Horizon 2
Arrange Perform

March April

June - Horizon 3
Improve

( Product development ) ( Product rollout ) (

Product iterations

)

Development: * Individual Foundation & Advanced
* Product design * Adaptable in terms of invested time

* Development of functional web-app
* Regular pricing (9,99€ - 14,99 / month)
* + 2 or 4 weeks free trial to lower threshold

* Regular pricing (9,99¢€ - 14,99 / month)
* + 2 weeks free trial

Implementing customer feedback into product

* testing money back guarantee in exchange for free trial

( Development of promotional content ) ( Conveying brand message to target ) ( Maintaining marketing network )

Adpvertising the functional benefits to the coaches

Contract brand ambassadors Direct advertisement to players identified by coaches:Contacting players via telephone & email

Distribution of information material & referral Identification of players
codes to hockey coaches that fit target group

Testing of referral incentive for

players to increase word-of-mouth

C Collection of contacts ) ( Customer aqcuisition ) (

Customer retention

)

Field hockey regular season Field hockey off-season
Customer service
Ensuring customer satisfaction

C Resources focus on product development ) C Focus on sales ) C

Internal structuring

)

Development of network with hockey clubs:

Offer basic strength & conditioning knowledge to coaches
(exercise library...)

Product development costs Marketing costs
Activation of own network in hockey Sales employee costs

Sales force

Operations
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@ Tactical Roadmap

The tactical roadmap in figure 27 structures similarly to the strategic roadmap.
The time horizons are vertically, and the activity groups are horizontal. A
headline in a blue frame summarises each category of activity. The blue
elements below those headlines describe the activities. The cyan color
highlights the product launch, and the red color highlights the field hockey
season.

Horizon 1: Arrange

Time-wise, this horizon is pre-launch. Therefore it happens in the latter half
of the regular field hockey season or the latter half of the indoor season.
Here, Athlete Development should focus efforts on designing and developing
the web app. Furthermore, crucial networks with coaches need form by
creating content and distributing it to hockey coaches to make them aware
of the problem, potential, and brand. Those coaches have to coach ambitious
youth teams but do not have a strength & conditioning coach. Besides that,
they have to be aware of the importance of strength & conditioning training.
They get information about the product and what the target group exactly is.
The call-to-action for the coaches is that they should identify players in their
team that need additional training in parts of strength & conditioning or highly
ambitious players that have the goals to improve to get into a higher team or
national squad. If they identify those players, they ideally can forward their
contact to Athlete Development or recommend the product to the players by
giving out discount codes. Directly following this, the first players identified
by the coaches are addressed directly via email or, preferably, telephone.
An informational email can establish the initial contact with the players.
Afterward, phone calls and follow-up messages intensify the relationship
and aim to convert the players into pre-orders. Collecting those pre-orders
as a a pre-announcement of the product before the actual launch. It is made
approximately two months in advance, which is early and therefore fits the
literature suggestion for a new product that needs time to get familiar with
(Lilly & Walters, 1997). Besides the players, emails sent to the coaches create
awareness of the product.

Horizon 2: Perform

The second stage of the roadmap takes place right at the end of the season.
Players transition into the off-season, a phase where training focuses less on
hockey and more on strength & conditioning in general. That is when Athlete
Development launches the product. A base of customers should have already
pre-ordered the product, and further sales effort in emailing and calling
players is converting more players into customers. Email advertising to the
coaches still takes place, intending to identify more players in the segment.
The ,Foundation‘ and ,Advanced® plans are rolled out to the customers via
the web app. A two-week free trial lowers the customers® threshold to buy
the product. Furthermore, the coaches get referral codes to recommend the
product to players in their teams. Those referral codes substitute the free trial
in those cases and give a discount (the discount details needs exploration in

experiments).

Horizon 3: Improve

The third horizon begins after the regular season has started. The focus here
is to maintain the customers by asking for feedback and implementing that in
further product iterations. For example, a money-back guarantee potentially
substitutes the 2-week free trial because that can have higher revenue. Less
effort than in the second stage can go into marketing and sales to coaches
and players, but marketing still needs to activate the coach network to convert
further players into customers. Furthermore, it is crucial to research the word-
of-mouth effect and how to multiply that since the hockey community is a tight
network. For example, referrals as incentives for players could enhance that
effect (Bowles et al., 1982). Conducting post-launch experiments with a player-
to-player referral model can test this. Additionally, acquiring human resources
in administration can improve the business‘'s operations. This acquisition

strives to enhance internal structures to work more efficiently long-term.
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@ Financial forecasting

To ensure the implementation conforms with the start-up‘s financial situation,
a grim forecast of product development and launch costs hints at the minimum

investment.

« Web-App development: 900€ - 5.000€ (Fiverr - Freelance Services
Marketplace for Businesses, n.d.)
« Freelance Marketing & Salesforce (20h per week): > 960€ / month

Assuming the cost of product development is as low as possible (for a limited
function web-app), and there is one additional freelance sales and marketing
employee, the cost for the launch (terminated for approximately three months)
is 3780€. Hence 105 people purchasing the average product (12€) have to
subscribe to the product for three months. Alternatively, 27 people purchasing
it for a year also covers the costs, assuming the product needs no adjustments
after launching. Similarly, assuming the marketing efforts after the initial launch

do not require external workforce.

First steps

The ten first steps that company founder Timo Kirchenberger needs to take
are:
1. Prepare a product development brief based on pilot customer
feedback
2. Source product development expertise
3. Commission web-app development
4. Create a product proposal/product benefit outline for coaches
5. Identify suitable hockey clubs & their coaches‘ contact data
6. Distribute information materials to coaches, including call-to-
action (which players fit?)
7. Create a contact list of identified players
8. Contact players, including call-to-action (pre-order)
9. Collect pre-orders
10. Product rollout once product development is finished and tested

Concluding chapter four, the start-up Athlete Development is advised to
utilize the information presented here to launch their product on the market.
The chapter synthesized the insights made before developing a foundation
of evidence for the go-to-market strategy. This strategy acts as a guideline
for launching the Athlete Development product in practice.

Chapter five answers the research question and assesses if the clients’
goals were met with the go-to-market strategy presented in chapter five to
go full circle back to the theory.
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Chapter 5

Closing the Loop

This chapter connects the results back to the theoretical insights found in
literature. Besides that it concludes on the work and reflecting on it. Finally, it
assesses if the clients expectations are met.




5.1 Conclusion

After describing the content of the launch strategy and campaign, connecting
the findings back to the research question concludes this work.

How can small businesses like Athlete Development use
experimental learning methods to develop go-to-market
strategies?

The results suggest that small businesses can benefit from combining different
experimental learning approaches like simultaneous experimentation, lean
start-up, or customer development. Furthermore, being resource-efficient in
a bootstrapped business is essential, not spending resources on strategies
that do not work. Finally, adopting the abovementioned approaches reduces
the uncertainty about assumptions made during segmentation, targeting,
positioning, product strategy, or marketing strategies.

Start-ups can use those experimental learning methods to test the different
elements of a go-to-market strategy. For example, segmentation, targeting,
and positioning can be resource-efficient by having customer research
centered around out-of-the-building work (York & Danes, 2014). This work
can identify the accomplishment of problem-solution and product-market
fit. Gathering those insights without extensive financial means is fruitful for
avoiding many start-up failure factors, such as the lack of product-market fit,
the wrong positioning, or the wrong customer development (Cantamessa,
2018). For example, in the case of Athlete Development, extensive customer
development helped during segmentation. It identified that the exact niche
segment that is most suitable for the specific business is a combination of the

level of ambition and the type of sport.

Also, the design of a product strategy can be made more efficient by
adopting customer development principles. The out-of-the-building work
helped to identify that there is no need for the Athlete Development plans in

the ,Professional‘ Version but for an adapted version of the ,Foundation® and
,/Advanced’ plans. This insight reduces the investment needed for product
development.

Predominantly marketing strategies work well in small-scale experiments on
customers identified with the customer development approach. Because
a reason for start-ups to fail relates to bad marketing (Cantamessa, 2018),
adopting the simultaneous experimentation method proposed by Andries et
al. (2013) can avoid this error. Correspondingly, simultaneously conducting
multiple experiments, in the case of Athlete Development, helped to identify
that, for example, social media marketing is not ideal but a combination of
other marketing methods like cold calling with insights retrieved from live

showcasing.

Ultimately, small business owners planning to launch their product on the
market can adopt the principles of experimental learning to explore the
opportunities they have before committing to one strategy. This enables go-
to-market strategy development without external funding.
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@ Clients expectations

Figure 30 displays the founders’ goals and expectations for the project, as
shown at the end of chapter one. This paragraph assesses if and to what
extent the results of the project answer those questions.

Concluding on the Athlete Development case, the paper answered the
founders‘ goals of having insights into the market by conducting the research
outlined in chapter three. The small-scale experiments chapter four detailed,
showed advertising strategies to fit the business. Those were valuable for
identifying the proper positioning and advertising channels without exceeding
the limited budget a small business such as Athlete Development has. The go-
to-market strategy also gives answers to the questions regarding the business
model, with the product suggestion and the business model that includes
financial forecasting to enable implementation in practice. The project's
spectrum included all relevant aspects to satisfy the clients® expectations,
scoping from minimum viable product to product launch. Only the pricing of
the product is an assumption because testing different pricing options with

consumers was not possible.

Market

Advertising

Business model

What is the most
fitting market for the
product?

What is the best
positioning for the
product?

What kind of adverti-
sing is most fitting for

the brand?

What channels are
most efficient?

What frequency and
intensity of adverti-
sing are ideal?

What product is selling

the best and how?

What are the best

pricing and promotio-
nal strategy?

What business model is

the most suited for the
company?

5.2 Limitations

Increasing the sample size in the initial customer research outlined in chapter
three and in the validation experiments in chapter four can improve this study.
An increased sample size leads to higher generalizability from the participants
to the entire segment.

Furthermore, including athletes from more types of sports like basketball,
volleyball, ice hockey, lacrosse or rugby can improve the customer research
in chapter three. This can lead to a wider range of insights and open up the

potential target segment to more sports, which can increase the validity.

Besides that, the results are very case specific to the Athlete Development
brand and product. Therefore, the insights drawn in the customer research
and marketing experiments hardly transfer to other start-ups, even though the
method of reaching the insights, being customer development, is transferable.

Another point for improvement is experimenting with different pricing
options for the product. Those experiments can test how consumers react
to different subscription prices and other options like one-time purchases or
freemium options. Those experiments can improve the study by validating
a pricing strategy and therefore defining the business model to achieve a
higher grade of viability.

Finally, launching the brand according to the launch proposal in a small scale
experiment in advance of the actual launch can increase the validity of the
design results. This potentially has the consequence that issues in the strategy
and tactics surface and facilitates another iteration loop.

Figure 30:
Clients expectations
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5.3 Reflection

In todays age of online marketing, social media advertising can quickly be
the go-to channel for any digital product or service. However, for this brand,
| learned that social media marketing is not a well suited channel, because
of the size of the niche and the specifics of the target group. As a channel,
social media is not relational enough to build a connection that consumers
in the target segment can trust. It can be a potential channel once the brand
established on the German market and expands to larger sized markets like
the Netherlands. But in conclusion, when designing a marketing strategy,
social media advertising is not the holy grail.

As a designer coming from a background with a Bachelor of Arts, working
scientifically can be a challenge. In this project, | consulted and reviewed
scientific literature when the design process already started and not
simultaneously with the other streams of research. In hindsight, reviewing
the scientific literature earlier on would have shown proven frameworks and
processes to implement in the method created for the project. The learning
from this is that even though scientific literature is theoretical, there are a
large amounts of practically validated studies that are beneficial for such a
practical project from the start.

While working on the project, scheduling feedback meetings with the
supervising team was sometimes coming short. In retrospective, having more
frequent feedback loops with the supervisors would have streamlined the
process and avoided or mitigated the effects of learning plateaus. Learnings
from the midterm milestone improved this point and showed the beneficial
effect of bi-weekly feedback meetings with both supervisors in the second
half of the project.

Finally, a learning from conducting qualitative research in the field is that
personal conversations always bring deeperinsights than online ortelephone

interviews. Even though they require more time and energy, interviewees

bring up valuable insights that can also go beyond the interview guide and
therefore introduce unknown topics. Because researching qualitatively is
about gathering deep information about personal experiences of participants,
a researcher cannot always know every topic with relevance. Therefore,
themes that are discovered while researching are crucial to understanding
the interviewees mental models and motivations.
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Appendix A: Research

Interviews
@ Rowing

R.01 | Rower
« Athlete profile
« 16 years old
« Rowing for 2,5 years
« Strength & Conditioning from the start (of doing it ambitious)
« Highly ambitious: Goal (short term) is to qualify for the world cham-
pionships (U18)
« Training
« Trains according to plans
e 1-on-1coaching once a week
« When new exercises » personal coaching
« Strength & conditioning crucial for the sport
o Alternative:
+ Youtube videos

R.02 | Rower
« Athlete profile:
« Rowing for 4 years - never without strength & conditioning
« Highly ambitious: Goal (short term) is to compete at the world
championships (U19)

Strength & Conditioning twice a week
« Always follows the plans
« 1on1coaching once a week = “not possible without the personal
coaching because of difficult technique”
« Plans on his phone during workout
« Sometimes watches videos
« Alternatives:
« When on holiday or not in the gym = Youtube Videos (from various

channels)

« For the plans without 1-on-1 coaching = detailed exercise descripti-
ons included + their benefit

@ Tennis

T.01 | Tennis player
o Athlete profile
« Plays tennis since early childhood
« Strength & conditioning for 1 year
« Has a personal coach 3-4x a week (1,5h per training)
« Strength, mobility, speed
« Complex training structure
« Tennis specific training / exercises
« Does video calls with his coach when physical is not possible
« Benefitis clear!
« Before having a coach
o Less structured
« No real plan just occasionally training
« Thereis a basic offering of a coach that you could make use of
once a week in the club
« Tennis clubs in general (Berlin)
« “There is potential” for improvement
« Group training “reminds me of school sports”
« Not many people use the offer thats present in the clubs
« = The awareness of the benefits is not there

« = High costs for personal coaching

T.02 | Tennis Coach & Coordinator
« Who are you? What do you do?
« Coach/ coordinator city tennis
« What are the athletic ambitions of the players?
« Strength & conditioning training general (for the majority)
« Are they doing it? Why? With which goals? Perform better? Avoid
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injuries? What are they doing? What are they investing time wise /
money wise? Do they want to do more? Do they follow a plan?
Strength and conditioning awareness is widely not there

Club has to offer it or players have to be very performance orien-
ted

Parents decide if their kids do it

Need is not really there

Training is focused on the sport Tennis

It has more attention in Team sports

Sport is free time hobby and doesn’t has to be optimised everyw-
here

In the width its a free time activity

There are a lot of older players

What alternatives do they use? Any website, app, medium, program?

What job does the alternative need to do? How would an ideal training

situation/design look like?

Youtube

Train like the professionals

Technique training is widely used

Associations also offer low quality education on this

@ Hockey

H.01 | Hockey player

Who are you? What do you do?

18 years old, BHC

Still in youth team

before SCC » BHC focus on performance
Sports school

Also in course for Germany squad

Athletic ambitions and goals

Ambitious

Strength & conditioning training general

« Goal: Increase performance

o 2x/ week strength + upper body

« At SCC he did more speed and endurance training

« athletics training in school

« With the mens team =» also sports specific strength training
« With Timo: Also injury prevention

« Gets a training plan

« Also does self-sufficient training

H.02 | Hockey player

Who are you? What do you do?
« 25yearsold
« Always played at BHC
« Played in Spain for 1year
« Played in England or 1 year
o U16 - U21 national team
Athletic ambitions
« Inthe past: Goal to play Bundesliga (1st league)
« National team is the goal now
o Does sport every day
« Social aspect is important too
« Beingfit
« Focus on performance
Strength & conditioning training general
« Since he was 13 years old
« Played Tennis twice a week
« U18 at Hockey

« Always had a good offer of the foundations of athletics training

« Since then - intensity increased
« Always newest training methods
« Science based

« Crossfit additionally

Goal of strength and conditioning: periodisation, middle term perfor-

mance gains, personal interest
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Plan: Hockey strict plan (Team), Crossfit gets adapted to that

Priority is always Hockey

Alternatives to a coach

Freeletics as holiday alternative
Youtube videos
Rombot (focus on mobility)

H.03 | Hockey player

Athlete profile:

21years old
Hockey since 5 years old

Athletic Ambition

Highly ambitious
1st league
Focus on performance

Strength & conditioning

Strength & conditioning since older youth teams

But not much and not highly functional (or scientific)

Does strength individually (for herself)

Goal: mainly to improve hockey performance, and a little bit to
prevent injuries

Sometimes looks at videos

4x/week strength with own plan (from own knowledge)

Wants to reach her maximum potential (not yet reached)
Awareness for S&C in the whole team or league is not there
“My team would play a lot better if everyone would follow a S&C
plan”

Unlock hidden potential!

H.04 | Hockey player

Who are you? What do you do?

26 years old
BHC since 2015
before SCC

« Hockey since 9 years old

« Germany championship in youth

« Switch to BHC to increase performance

« Tennis on the side (Rot-WeiB)
Athletic ambitions

« Focus on performance

« Improve

« Sports every day
Strength & conditioning training general
Are you doing it? Why? With which goals? Perform better? Avoid injuries?
What are you doing? What are you investing time wise / money wise? Do
you want to do more? Do you follow a plan?

« Plan every day

« On the side: crossfit, strength, tennis

« Individual sports do more strength and conditioning because they

have to invest more to play better

« Ambitious sport (tennis):

o Athletics comes in later

« When it doesn’t work anymore no extra training anymore

« 16 years could be a critical point

o Puberty plays a role

« In football they don’t do strength and conditioning, even in the

Berlin Liga where they earn a little money

Alternatives to a coach

« Youtube videos (home workout)

« Crossfit workout

o Freeletics

H.05 | Hockey player

Who are you? What do you do?

« 17 years old

« Hockey for 9 years

« BHC MJB (first youth league) championship U16
Athletic ambitions
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Doing sports
Mostly for fun
Goals: be as good as possible

« Strength and conditioning training in general

Strength and conditioning: twice a week one on one training in the
BHC (endurance, coordination, speed, stability)
Once a week online: zoom with coach

Before in in other clubs: extra training once a week
Strength additionally at home with self-made plan
More for himself

Since corona

Also helps with hockey

Homegym

Online training sometimes including plan holidays
Sonja: strength and conditioning coach

« What alternatives do you use? Any website, app, medium, program? What

job does the alternative need to do? How would an ideal training situa-

tion/design look like?

no alternatives for him

H.06 | Hockey player
o Athlete profile:

16 years old
Plays hockey for 12 years

« Ambitions

Ambitious

Wants to play in the first league
Strength & conditioning

Uses clubs offer

Does individual training additionally
to gain performance

like a lot of people do

H.07 | Hockey player
« Athlete profile:

Youth (16 & 17 years old)

« Ambitions

Highly ambitious
Play in youth A right now but = soon will already play at the mens
team

Have special coaching

Strength & conditioning

Special S&C coaching with Timo once a week

4 times a week additionally to training

Possibilities in the club are not great

Only a small strength room

Only s&c training on the pitch = no or few equipment

Coaches switch often » no continuous plan which can lead to non
structured training

No basic structure of the plan because of that

They pay money for their gym membership to do their training (ot-
hers in their club don’t have to pay for this gym)

There is a certain offer in the team = combination with the external
plan would be difficult

B2B so you sell it to the coach or club???

H.08 | Hockey player
« Who are you? What do you do?

16 years old
BHC MJB
Hockey for 9 years

« Athletic ambitions

Focus on performance

« Strength & conditioning training general

2 times a week one on one coaching
Once a week online

2x individual strength with own plan
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« Coaches have the plan

o Goal: get better at hockey

« Has a homegym
Alternatives to a coach

« Videos: youtube

« Youtube: Sascha huber

H.09 | Hockey Coach

Strength and conditioning coach in the club
“Has a surprisingly high effect”
« 2 xaweek from U12 before the training a short session
+ Once a week a coaching for everyone
« Offer is there for everyone in the club
o Liz from Brasil is the coach in the club
« Players are satisfied with the offer and don’t do additional stuff
« Surpassed smaller clubs through that

H.0 | Hockey Athletic Director

Cooperation with Motion Matters for the adult teams
Strength and conditioning in youth
« Motion Matters created a concept for youth coaches to implement
« Age groups <7 y1115-17 : more Hockey oriented
« from U14 1x / week s & ¢ with additional payment of the parents
(Parents have high willingness because of health aspects)
« Sometimes kids don’t have high motivation
Hockey has a complex load in legs and back
High coordination
Their club has strength and conditioning as a unique selling point
Should advertise that more to potential members
« Health as an offer to the parents

H.1 | Hockey Athletic Director

From u18 they can already train with the women teams 3 times a week
Coaches decide who can train with the higher team

« Be next program

« WJA is a bit fragmented because of the players that train in the higher
teams

« WJB is a more closed team

« Who wants to train more in the U14 can train with the second U16

« If they want they can train more and better

« Should also have a day break and not train or play seven days a week

« U114, U16 once a week have selection training with the Hamburg squad

« People who don’t make the jump up to the higher teams don’t have the
offer

HA2 | Hockey Player and Coach

« no strength & conditioning coach

« Coaches do the training themselves

« Squad players do strength and conditioning in their squad training
« She could give me player contacts

HA3 | Hockey Coach

« They have a strength & conditioning coach (co-coach)
« Do twice a week training in off-season

« During regular season they do it before the training

« Don’t have more time to do something

« Second women’s team just doesn‘t want to do more training

HA4 | Hockey Player and Coach
e 2.mensis a “fun team”
« mainly older players that do the sport just for fun
« some younger players from the second train with the first mens
team (30-45min before training)
« in season preparation mainly strength and conditioning
« Younger teams:
« depends on coach
« some coaches do a lot of strength and conditioning (30-45mins)
« Do a lot of stability
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« From easter: strength and conditioning coach for all youth teams
from 12 years old
« Younger mens players would like to do more

« Also ambitions to play in the first league

HA5 | Hockey player
« Athlete profile
o 2lyearsold
« plays in second league
« Strength and conditining
« Season prep: 6 x / week
« Every day is different
« Endurance, mobility and strength
« Plans workouts directly before session
« Has arough plan for the week
« Would you like to perform better?
« Goals: be strong and stable, be fit, build muscles
« Are you afraid of getting injured?
« Not much
« Rather off the field in other activities
« Does along warmup
« Have you been injured before?
« Torn ligament once
« Would you like to do more training?

« More strength training

H.6 | Hockey strength and conditioning coach

« Strength and condition at first and second women team

« Inthe third and fourth women team there is less focus on performance

« The ones who perform accordingly or the ones that want to can train with
the higher team

« For example the third team can do additional training with the second

« It serves as a youth support system

« He offers strength and conditioning twice a week

« But there are also players that want to do even more
« 20% of the players do extra training individually
« Like yoga

« He mainly does very hockey specific coaching

« A basic endurance is prerequisite

« Focus: sprints

« Speed strength

« Core training

« Frequent injuries in hockey are:
« Ankle issues (from stopping or getting hit by the ball)
« Back pain through the posture
« Kneeissues

HA7 | Hockey Coach

« Heisinterested in such a product

« His players are comparatively young (U12)

« Can it also work for such young players?

« It would be interesting for him as a coach to have the plans

« ltisintriguing because there is no hockey specific strength & conditioning
training

« As a coach he also wants to have a say in what training the players do

and wants to check how they perform

HA8 | Hockey Coach

« Heis highly motivated because he sees the importance of strength &
conditioning training

« Wants the plans as a guideline for his own training

« Would also pay more ("The club has money now”) to improve the training
=+ less money than a coach costs

« Some individual players could use the plans (according to the coach)
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@ Footbadll

F.01 | Football Deputy Head of Football

Where and how is strength and conditioning training happening in your
club?
« Strength and conditioning coaches in 1. Mens, A-Youth, 1. D-Youth
and 1. C-Youth
« Inthe higher leagues
« 3x aweek A-youth
« Mens 1x/Woche
« In season preparation more often than in regular season
« They employ a strength and conditioning coach for 20 hours in
their club
« Below the mentioned teams only by the football coach themselves
« They do movement coaching
« Speed, coordination, movement patterns
« Strength only with rehab
« Stability training for injury prevention
« Weight training only individually
Schnelligkeitszentrum (competitor) is used by some people
In the ambitious youth there is the need
« Tipping-point of ambitions when they change schools in the C-
youth
« Parents decide mostly
« Transition B to A youth
« older B-youth players had to play 1st league to have possibility
« Transition A to mens
« A-youth is critical area because they still have ambitions but less
hope
« Even other countries like Czech Republic are used as entry to pro-
fessional sports
It is extremely hard but many have the wish
« A lot of people make use of personal trainers
« Needis there

« Also willing to send money
« Still few people can afford it

F.02 | Football Coach

In the Berlin Liga its unrealistic to think they would to strength and condi-
tioning

“They don’t want to”

Rather the younger players are motivated

Could be a comeback tool after injuries = quickly build strength enduran-
ce again

Has to be easily integrated in daily life

But how do the players measure their progress?

How can you individualise the program = everyone has different weak-
nesses

What do you do when you have small injuries

In US college sport they do a lot of strength and conditioning = that could
be an interesting parallel

Teams or clubs don’t spend money on such a product = they rather have
a coach as ‘trophy’ for their best team

How could you adapt the product to the development of youth players »
you have early and late bloomers

The players don’t want to do workouts at home = Where would the trai-
ning take place?

Go-to-market strategy = offer it to one or two teams and then have word-

of-mouth to spread inside the leagues

F.03 | Football Player

Reaction to the offer:

« ,lthink that's very good [] If | didn‘t get a plan from my assistant
coach | would think about it. If the plan doesn‘t work then | would
come back to you.”

Athlete profile
« 20 yearsold
« Does more strength and conditioning in the beginning of the sea-
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son

« Inregular season 3-4 times athletics before training
« Also trains with weights

« Without plan

« To be more stable in duels

« Speed

« Sometimes also does endurance or mobility
Are you afraid of injuries?

“Not really, because | was never injured”

F.04 | Football Player

Athlete profile
« 20 yearsold
How do you do strength and conditioning?
« 1x/week one-on-one with Kagan Yildirim (Runbase)
« Kagan makes an extensive plan for whole week
« Matches and training are integrated in the training load
« Sometimes also football specific
+ Sometimes at the Runbase
« He doesn’t pay because he has a special relation to the coach but
normally you have to pay for him
« Strength, stability, endurance / speed, mobility
What’s the goal of the training?
« Increase performance
« Train to become professional
« Injury prevention is integrated either way by doing a warmup
Are you afraid of getting injured?
« Not really because not much history with injuries
« Were you injured before?
« 1time with rehab

F.05 | Football Player

Reaction to the offer:
« “l'like it, | would definitely try it. | especially like the videos and tu-
torials that are included, especially if you do it alone”
Athlete profile
« young player with a lot of injuries
o 23 yearsold
How does he do strength and conditioning?
« Currently injured
o 1-2 times running per week
« -2 times in personal training gym
« Strength and stability
« Started with the training because of injury prevention
« Increased performance in fitness
Are you afraid of getting injured?
e Yyes
Would you like to do more additional training?
« IflI had the time
« Some rather younger players do more individually
« The ones that study or are all-in on football

F.06 | Football Player

Reaction to the offer:

« “Basically, | find the whole thing interesting, but at the moment
| would rather do individual training for myself instead of paying
money for it.”

o Because the level that he plays on is not so high that he wants to
spend money

« And through his past rehab he has a certain knowledge

« Performance is not his to priority but more having fun doing the
sport

Athlete profile:
o 20 years old
« Strength and conditioning
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Individual strength and stability two to three times a week
but not really training

Would you like to perform better?

yes = main focus of the training

Are you afraid of getting injured?

Yes, because he was injured before a couple of times

Cruciate ligament, meniscus, outer ligament

Handball

HB.01 | Handball coordinator
Strength and conditioning is very important

Every coach does it different

In the lower teams its less

From C-youth its important

They don’t have a designated strength and conditioning coach

The handball coach is supposed to implement that

Depends on the coach

They have less coaches because of the pandemic
A-youth

Speed, coordination, endurance

Athletics integrated in training

Running for endurance

Also performance focus in hobby (except 1st mens)
Not the means of qualification in the coaching team
Low ambitions

Other clubs that could be interesting:

SG Narva
Pfeffersport
Lichterfelde
Flchse

HB.02 | Handball Player

Ambitions and goals
« 18 years old
« Avyouth (Oberliga)
« Also plays in Verbandsliga mens
« Finishes school at the moment
Strength and conditioning
« For a while a dad from one of the teammates did strength, mobility
and stability
« No possibility to work with machines
« Right now: strength, strength endurance, circuit training
« Additionally: gym
« Strength and conditioning is essential in handball
Has not looked at alternatives yet
Main goal is to improve performance
Reaction to offer:
« The product is very interesting
« Price is too high for him as a student
« He has a foundation of knowledge in the field

HB.03 | Handball Player

Athlete profile
« 17 years old
« Plays in the second highest league for youth
Strength and conditioning
« 3times aweek
« 2 years ago they had a coach including strength
« Right now its less
« More playing
« From a certain age you are old enough to do strength on your own
« Has a gym membership
Goal: increase performance = be stronger, be more stable
Other sources: videos, previous experience
Produkt feedback:
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interesting because its sports specific

Good to have videos

Price is alright for him

“l could imagine spending the money for a while”
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Graduation Project. This document can also include the involvement of an external organisation, however, it does not cover any
legal employment relationship that the student and the client (might) agree upon. Next to that, this document facilitates the
required procedural checks. In this document:

The student defines the team, what he/she is going to do/deliver and how that will come about.
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Brand & Strategy Development of a digital athletics startup project title

Please state the title of your graduation project (above) and the start date and end date (below). Keep the title compact and simple.
Do not use abbreviations. The remainder of this document allows you to define and clarify your graduation project.

start date 07 -02 - 2022 01 - 07 - 2022 end date

INTRODUCTION **
Please describe, the context of your project, and address the main stakeholders (interests) within this context in a concise yet

complete manner. Who are involved, what do they value and how do they currently operate within the given context? What are the
main opportunities and limitations you are currently aware of (cultural- and social norms, resources (time, money....), technology, ...).

space available for images / figures on next page

The project is about developing a new and at the same time adapting the existing brand proposition of the startup
'Athlete Development'. Additionally, the launch campaign of the product will be planned and tested for market fit.

A young startup is acting in a highly complex environment. While validating the product or service there are multiple
stakeholders with entirely different interests that want to be fulfilled. On the one hand, there is the potential customer,
who is intended to have a certain need for the product. This stakeholder is the most crucial one for the success of the
product.

The competitor companies are a group of stakeholders that needs to be observed and analyzed because they are the
ones that the product will be compared with. As a startup, the competition often has more resources and experience.
Nonetheless, the startup has a unique selling point (USP) that differentiates them from the competition. This USP
needs to be highlighted and refined in oder to stand out. This USP is the wide knowledge of Timo Kirchenberger and
his reputation in certain field sports. Also the programs are science based due to his studies and phd in sports.

The stakeholders on the other side is the startup itself including the people working on it. They have the objective to
ideally gain competitive advantage over the other companies acting in their market. The organization wants as much
customer growth as they can support with their resources while keeping their costs as low as possible.

The company 'Athlete Development', represented by the founder Timo Kirchenberger, is in a early startup stage and
has a fully developed product. The product is digital strength and conditioning training plans, that are tailored for
team sports athletes and that can be bought in three gradations that are: Foundations, Intermediate and Professional.
The product has been tested with multiple athletes and the launch is planned for mid 2022.

The main interest of the company as a stakeholder in the project is to have a coherent and holistic representation of
their values in a brand and a launch campaign that addresses the right target customers through the most fitting
marketing channels. Since it is a non-funded startup, the financial budget of the project implementation is an
important consideration.

Timo Kirchenberger is a sports scientist and PHD candidate that is the strength and conditioning coach of the German
hockey womans national team, the BR Volleys (1st German volleyball league), the Berlin rowing Olympics squad and
several other high-level individual athletes in different field sports. With this reputation and expertise, he is the perfect t

The main objective of the company is to have a strong brand in a relatively new niche in the market of athletics
programs, since the current market is mainly targeted at the objections of weight loss and physical appearance.
Especially in amateur sports, strength and conditioning is an essential part of the individual development. Nonetheless,
a high number of ambitious amateur athletes has no direct access to strength and conditioning coaching. This gap
can be filled by utilizing the deep body of knowledge in this area that Timo Kirchenberger has and putting it into
training programs.
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PROBLEM DEFINITION **

Limit and define the scope and solution space of your project to one that is manageable within one Master Graduation Project of 30
EC (= 20 full time weeks or 100 working days) and clearly indicate what issue(s) should be addressed in this project.

ASSIGNMENT **
State in 2 or 3 sentences what you are going to research, design, create and / or generate, that will solve (part of) the issue(s) pointed

The challenge of the project is to analyze the potential markets and then identify the most fitting beachhead market
segment. This high-risk assumption and will be validated further in the process. Parallel to that, existing strategies of
comparable startups in the athletics market are analyzed by studying the scholarly literature and conducting
interviews if necessary. Those insights are assessed in terms of applicability and then considered in the following steps
of the design phase.

Then, that information will be synthesized into a coherent brand identity, that embodies the companies values and
beliefs and ideally tailors to the target group while standing out of the competition. To validate the design choices,
experiments with the target group will be made throughout the process of the development. This ensures a lean and
agile workflow without wasting valuable resources before validation is achieved.

After the brand identity and strategy is created, a launch campaign will be constructed, that involves channels where
the target group can be reached ideally, while staying within budget. This campaign needs to be multi-staged and
includes all touch points the customer has with the brand. This process will also be validated parallel to the
development by conducting quick experiments.

Since this project is on a startup that has the aim to launch its product in 2022, all the work done is executed with the
implementation in mind. This means, all the information analyzed and presented can be ideally utilized and
implemented in a streamlined process, while and after the project is happening.

out in “problem definition”. Then illustrate this assignment by indicating what kind of solution you expect and / or aim to deliver, for
instance: a product, a product-service combination, a strategy illustrated through product or product-service combination ideas, ... . In
case of a Specialisation and/or Annotation, make sure the assignment reflects this/these.

My design goal is to create a brand identity, go-to-market- eqy and launch campaign tha i he needs and

expectations the client company has for it and is validated in terms of feasibility, viability and desirability.

The brand identity will be outlined by making a brand booklet, that includes every part of the brand and the
definitions of the brand DNA, split up into personality, purpose and positioning.

The brand strategy will be presented through a strategic and tactical roadmap, that show the strategy split up into
detailed parts over time working towards a future vision.

The launch campaign will also be illustrated through a roadmap that shows the information, goal and target group at
every specific stage of the campaign. Additionally, the campaign material will be created, so a rapid implementation
by the company is possible.
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PLANNING AND APPROACH **
Include a Gantt Chart (replace the example below - more examples can be found in Manual 2) that shows the different phases of your
project, deliverables you have in mind, meetings, and how you plan to spend your time. Please note that all activities should fit within

the given net time of 30 EC = 20 full time weeks or 100 working days, and your planning should include a kick-off meeting, mid-term
meeting, green light meeting and graduation ceremony. lllustrate your Gantt Chart by, for instance, explaining your approach, and
please indicate periods of part-time activities and/or periods of not spending time on your graduation project, if any, for instance
because of holidays or parallel activities.

startdate 7 -2 - 2022 1. - 7 - 2022 end date

Full time during semester 4 ":;k Full time during semester 4

|Feh’mary\
lalzlslelslalzlal : 14 15 16 17 18 19 20

Kick Graduation
ceremony

1 Milestones
Progress meeting with chair

Feedback meeting with mentor

Update & feedback meeting with 1t
Phase Activities

4C analysis

Conduct interviews

Research existing strategies through literature
/ desktop research / interviews

Brand identity ideation

Brand identity formulation (personality,
Brand design & purpose, positioning)

validation Validation through experiments

Brand strategy design including strategic &
tactical roadmapping
Research on the target group and positioning

Launch campaign to identify channels

RS DL Extensive campaign ideation on multiple

channels & strategies

Creation of the launch campaign materials

Launch campaign .
Validation throug ments
design & validation | =eate g Erpenas

Adaptation of launch campaign materials &
design of a campaign roadmap
Document writing

Formalizing, writing

A Preparation of final presentation
& presentation

Presenting project process & results

The project is planned with a duration of exactly 100 working days. There is one week off included to ensure physical
and mental well-being as suggested by former SPD graduates.

The milestone meetings are planned on the following days:
- Kick off: February 7th

- Mid-term: April 4th

- Green-light: May 23rd

- Graduation ceremony: July 1st

The project is divided into five key phases that resemble the design process:

Research & analysis: The initial information about the organization and the objectives is gathered and assessed in order
to have a solid basis for the strategic planning

Brand design & validation: Different brand propositions are made, tested and reiterated in order to design a coherent
and valid DNA and strategy for the brand

Launch campaign research & ideation: Specific further research on the target groups channels, values and objectives is
conducted to identify marketing opportunities.

Launch campaign design & validation: Ideation on multiple campaign strategies with follow-up experiments to design
fitting campaign materials. Those are also validated in quick tests to figure out the right language, aesthetics and
angles on the target group.

Formalizing, writing & presentation: The final report is made and the graduation presentation is prepared.
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MOTIVATION AND PERSONAL AMBITIONS
Explain why you set up this project, what competences you want to prove and learn. For example: acquired competences from your
MSc programme, the elective semester, extra-curricular activities (etc.) and point out the competences you have yet developed.

Optionally, describe which personal learning ambitions you explicitly want to address in this project, on top of the learning objectives
of the Graduation Project, such as: in depth knowledge a on specific subject, broadening your competences or experimenting with a
specific tool and/or methodology, ... . Stick to no more than five ambitions.

Why did | set up this project?

The project lives in the intersection of brand strategy and athletics. This brings together my professional and personal
interests perfectly. Additionally, | have a big interest in entrepreneurship and emerging companies. This aspect is
brought into this project by having a startup as a client company, that is at a very early stage. With this aspect in mind,
the impact of my work will be crucial for the brand and also the responsibility will be high. Two things that make this
project much more appealing and also increase the motivation and ambition to have the best possible results.

What competences do | want to prove and learn?

The masters course Brand & Product Commercialization was the course in the regular study program that | personally
liked the most thematically. | learned how important a brand is for a company and also for the customer and not only
shiny logo designs. In this course, the project of my group even was chosen by the client company, which proved my
groups strength in this topic. The other course that | enjoyed a lot is the Build Your Startup elective, where l am
developing every aspect around a product idea together with my co-founders. This taught me the methods of quick
and agile experimentation and also a lot of substantive things about organizations.

| want to prove my knowledge and especially skills in those two fields by executing this thesis project on my own.
Furthermore, | want to learn how to implement a project like this best within the company so it can seamlessly work.

FINAL COMMENTS

In case your project brief needs final comments, please add any information you think is relevant.
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Timo Kirchenberger is a sports scientist and PHD candidate that is the strength and conditioning coach of the German hockey womans national team, the BR Volleys (1st German volleyball league), the Berlin rowing Olympics squad and several other high-level individual athletes in different field sports. With this reputation and expertise, he is the perfect t

The main objective of the company is to have a strong brand in a relatively new niche in the market of athletics programs, since the current market is mainly targeted at the objections of weight loss and physical appearance. Especially in amateur sports, strength and conditioning is an essential part of the individual development. Nonetheless, a high number of ambitious amateur athletes has no direct access to strength and conditioning coaching. This gap can be filled by utilizing the deep body of knowledge in this area that Timo Kirchenberger has and putting it into training programs. 
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After the brand identity and strategy is created, a launch campaign will be constructed, that involves channels where the target group can be reached ideally, while staying within budget. This campaign needs to be multi-staged and includes all touch points the customer has with the brand. This process will also be validated parallel to the development by conducting quick experiments. 

Since this project is on a startup that has the aim to launch its product in 2022, all the work done is executed with the implementation in mind. This means, all the information analyzed and presented can be ideally utilized and implemented in a streamlined process, while and after the project is happening. 
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	Project Assignment Elaboration: The brand identity will be outlined by making a brand booklet, that includes every part of the brand and the definitions of the brand DNA, split up into personality, purpose and positioning. 
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	Planning Elaboration: The project is planned with a duration of exactly 100 working days. There is one week off included to ensure physical and mental well-being as suggested by former SPD graduates. 

The milestone meetings are planned on the following days:
- Kick off: February 7th
- Mid-term: April 4th
- Green-light: May 23rd
- Graduation ceremony: July 1st

The project is divided into five key phases that resemble the design process:

Research & analysis: The initial information about the organization and the objectives is gathered and assessed in order to have a solid basis for the strategic planning
Brand design & validation: Different brand propositions are made, tested and reiterated in order to design a coherent and valid DNA and strategy for the brand
Launch campaign research & ideation: Specific further research on the target groups channels, values and objectives is conducted to identify marketing opportunities.
Launch campaign design & validation: Ideation on multiple campaign strategies with follow-up experiments to design fitting campaign materials. Those are also validated in quick tests to figure out the right language, aesthetics and angles on the target group. 
Formalizing, writing & presentation: The final report is made and the graduation presentation is prepared. 
	Project Motivation: Why did I set up this project?

The project lives in the intersection of brand strategy and athletics. This brings together my professional and personal interests perfectly. Additionally, I have a big interest in entrepreneurship and emerging companies. This aspect is brought into this project by having a startup as a client company, that is at a very early stage. With this aspect in mind, the impact of my work will be crucial for the brand and also the responsibility will be high. Two things that make this project much more appealing and also increase the motivation and ambition to have the best possible results. 
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The masters course Brand & Product Commercialization was the course in the regular study program that I personally liked the most thematically. I learned how important a brand is for a company and also for the customer and not only shiny logo designs. In this course, the project of my group even was chosen by the client company, which proved my groups strength in this topic. The other course that I enjoyed a lot is the Build Your Startup elective, where I am developing every aspect around a product idea together with my co-founders. This taught me the methods of quick and agile experimentation and also a lot of substantive things about organizations. 
I want to prove my knowledge and especially skills in those two fields by executing this thesis project on my own. Furthermore, I want to learn how to implement a project like this best within the company so it can seamlessly work. 



	Project Final Comments: 


