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Whether you are accompanying startups, or doing innovative or
transformational projects in a company, you need to put yourself in a
specific position to progress in a complex and uncertain context.

Vianeo offers best practice guide for insiders and Certified Experts in
the Vianeo method, which is based on more than 10 years of experience
in supporting innovation.

The guide describes the right posture and reflexes to have at each
step of the reflection.

With the support of this guide, we wish you a solid, structured and

benevolent coaching, which will allow the project owner to develop his
full potential to create value.

Pa VIANZ=O



L yrar «r «
o> o> o b

7))
C

GENERAL INFORMATION

The rules to be adopted at anytime of SUPPOIt ..........ooooiiiiiiii e, . P4
GO FURTHER
Best practices to be applied for each stage of the project ... \
P
@ DESIRABILITY
(®LEGITIMACY | USAGES I P20

&) viasiLiTy

s
P38 @ @ FeasiBILITY ISip
- oot
.4& L
Geor e g
Gouc: i
Agthnic,.
. pire L.
..... = Barpnet™
L arR—— e
") P17

[ECOSYSTEM

(@ ACCEPTABILITY

P.14

L —_—
© VIANEO - ENTREPRENEURIAL COACH'S BEST PRACTICE GUIDE - P3 VI‘AN=°



In this document, we refer to the «project ownenr».
If he is part of a team, they also must be involved in your support.

KEEP A DISTANCE FROM THE PROJECT

No value judgment: seek to be objective.

Do not get involved by the owner’s enthusiasm and
convictions.

Be kind and open, attentive but not complacent.

MAKE THE MAIEUTICS: HELP THE OWNER TO COME
UP WITH HIS PROJECT

Challenging, questioning, raising awareness.

Make him constantly iterate and help him in this
gymnastics: reassure him by saying that nothing is
permanent, that he can go back on everything he writes,
which is normal and positive!

Have him validate the formulations, use the terms that
suit him.

Use the Vianeo method and tool as a trusted third party
for a «mirror effect».

EXPLAIN THAT THE PROJECT WILL BE
DECONSTRUCTED IN ORDER TO BETTER REBUILD
AND CONSOLIDATE IT

The project owner tends to bring everything to his solution,
to skip steps. Always put him back in the right attitude:
explore, then propose. The coach guarantees the proper
position.

At first, this may lead to more questions than answers and
the project owner may resist or feel discouraged by the
size of the task: reassure him, it is completely normal! Step
by step, he will find the answers!
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ENCOURAGE THE PROJECT LEADER TO FACE THE
FIELD, TO LEAVE HIS OFFICE TO DEAL WITH REALITY

The thinking is only worthwhile if the assumptions are
validated by the market.

The project owner is often convinced that he already
knows everything: never take his information for granted
even if he seems to know his subject and you do not really
know the field. Question him, go into details to determine
the reliability of his hypotheses: how do you know? Who

You must help the project owner to pay REAL and
objective attentiveness to the players, not only hear what
justifies the project but also its criticism. Encourage him
to conduct interviews himself. Warn him that most of the
time people are positive because they don't want to offend,
more than out of real interest. Warn him about his own
cognitive deficits: hearing only what he wants to hear.

The project owner sometimes tends to find «false» excuses
not to confront his beliefs («my idea will be stolen», «l have
nothing to show»). This often reflects his fears. Reassure
him and explain that:

e The value of his idea is what he will do with it and
there is only value in sharing it.

e There is no obligation to disclose confidential
information at first.

e Understanding the market in which the project will
be integrated is essential to guide him as well as
possible.
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WHEN DEALING WITH A PROJECT OWNER IN A
DENIAL POSITION (WHO DOES NOT WANT TO
LISTEN OR SEE THE REALITY OF THE MARKET):

Use all means to raise his awareness: question him,
challenge his hypotheses, send him in the field, use the
results of the method/platform... Sometimes it can be
necessary to shake his certainties.

ADAPT THE SUPPORT TO THE OWNER'S
FUNCTIONING

Manage/play with the project owner’s energy via
iterations.

Adapt the duration and pace of the sessions according
to his availability and «acceptability»: after working 2 or 3
hours there are chances he is drained!

Your coaching must not be too long at the risk of
demoralizing the project owner: 2 or 3 months maximum
with appointments every 2 weeks.

Give homework between 2 sessions: interviews, finish or
review the work done in the session.

ENCOURAGE THE PROJECT OWNER TO WORK IN A
TEAM, NEVER ALONE

If it's already the case, he should share a vision and co-
construct the strategy, which is very useful to involve the
team and partners.

In any case, do not leave him alone: the coach is to guide
him in his reflection.
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(® LEGITIMACY 7

The project and team solidity and
credibility at the starting point.

(MOVE BACK TO THE PROBLEM TO BE SOLVED THAT
JUSTIFIES THE PROJECT AND HELPS THE PROJECT
OWNER TO PROPERLY FORMULATE IT

Forget the solution and focus on the problem, a difficult
exercise for the project owner: put him in the right
position. 9 times out of 10 he will first describe a solution
rather than a problem.

Ask about the genesis of the project: how did the idea
come to you? In what context? This usually enables to
identify the problem, which the owner has often faced
himself.

The problem to be solved is necessarily a usage problem.
It does not contain the solution. It is not a list of needs (see
desirability) but a meta-need that sums up all the needs.

If the owner blocks or doubts, continue to progress in the
Vianeo method and come back to it later to reformulate it
well.

HELP THE PROJECT OWNER TO BECOME AWARE
OF ALL HIS MEANS: EVERYTHING HE HAS IN HIS
«FRIDGE»

Insist on identifying means he has not identified at first
(network, etc.).

Highlight the coherence or lack of coherence between
the means and the project.

Insist on the means that allow the project owner to be bold

enough to launch the project, give him self-confidence
and tell him he is «unique».
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nDEFINE 1 OR MORE PERIMETERS («PONDS>),
DEPENDING ON THE MATURITY OF THE PROJECT
AND THE VISION AND MEANS OF THE PROJECT
OWNER

If the projectis at an early stage, and/or the project owner
hasn’t really identified or chosen a field of application:
Build an exploratory scenario by definingalarge perimeter
(in this case, you can sometimes limit yourself to the study
of legitimacy and desirability). This makes it possible to
identify the different sub-perimeters over which it will
be necessary to carry out an in-depth scenario on the 5
proofs.

If the owner has already identified one or more
application perimeters, he has 2 choices:

¢ Simultaneously construct as many scenarios as
perimeters and compare the results: likely, not all
markets will be achievable or will require the same
effort or investment.

e Focus first on the project owner favorite perimeter,
generally an area in which he knows well and he is
legitimate.
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{® DESIRABILITY

Level of market expectation
for new solutions.

GUARANTEE THE PROJECT OWNER'S GOOD ATTI-
TUDE: HE MUST FORGET HIS SOLUTION!

Naturally, the project owner tends to see the needs of the
market through the lens of his solution! Always bring him
back to the right position: explore a world without his
solution.

Say « this person needs + an action verb... » and not « the
solution meets the need for... ».

(ENCOURAGE THE PROJECT OWNER TO PUT HIMSELF
IN THE SHOES OF THE REQUESTERS

Use projective tools that encourage to change perspective:
personas, current usage scenario without his solution,
empathy card...

Formulate needs as expressed by the requesters, with
their own words, starting with a verb in the infinitive.

ﬁACE THE MARKET AGAIN AND AGAIN: SEND THE
PROJECT OWNER IN THE FIELD!

Define/review his field study plan with him (list of people
to interview, interview questionnaire,..), even guiding and
programing intermediate points to validate the progress.

Help him access easy to reach networks, including yours.

Encourage him to use networks as a natural and daily
reflex.
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ﬂs LONG AS THE PROJECT OWNER HAS NOT
IDENTIFIED «OPPORTUNITY>» NEEDS WITHIN HIS
PERIMETER, IT IS USELESS TO GO ANY FURTHER!

If the field study confirms the analysis, it will be necessary
to identify another perimeter to explore.

EXAMINE THE SOLUTIONS USED BY REQUESTERS IN
THEIR DAILY LIVES

The project owner is often convinced that he has no
competitors because no one offers exactly the same
product!

Do some research on the Internet with a few keywords:
the project owner will often discover solutions that are
very close to his!

Deepen the analysis and ask the project owner to test the
existing alternative solutions.

MAJOR CONSUMER TRENDS AND GLOBAL MARKET
DATA ARE NOT SUFFICIENT TO JUSTIFY AND BUILD
A BUSINESS

This information acts as weak signal that can inspire an
intuition or guide a project, but it is often too prospective.

To access the market, you must base your offer on the

reality of needs coming from the field and from the reality
at the given moment.
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Understanding of how the market
currently works and the power
relations between stakeholders.

(ENSURE THAT THE FIELD VALIDATES THE VALUE
NETWORK AND ACCEPTABILITY

It is important to interview market players or even
influencers, in order to understand their positioning and
maybe submit them the project owner’s value network
vision.

GEW REQUESTERS AND NEEDS MAY ARISE

In this situation, return to the desirability step to add and
qualify them.

PROMOTE A CONTINUOUS STRATEGIC INTELLI-
GENCE POSTURE

Identify the strategic movements of players: new
entrants, strategic alliances, acquisitions.

Help the project owner to leave a customer/supplieronly
vision in order to be able to explore new types of
partnerships with market players.

The ecosystem influencers needs to be spotted if it's a
prescriber or detractors.
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ﬁo NOT POSITION THE CLIENTS AT THIS STAGE

The objective is to picture the ecosystem of the project as
it is today, without the new offer.

If the project owner’s company is not present on the market
yet, do not position it.

This perceptual map will be used to determine the couple
products/market during the Viability phase.
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Ability to build an innovative offer
that better meets market needs.

MAKE A ROUND TRIP BETWEEN NEEDS AND
FUNCTIONALITIES

Challenge functionalities’ relevance planned by the
project owner to meet the needs. Eliminate secondary or
negligible needs.

Brainstorm on new features to meet needs.

At this stage, new needs, that the project owner had not

identified, may also emerge: go back into desirability to
include them.

CANCHOR DIFFERENTIATION IN MARKET NEEDS

It is useless to suggest different functionalities from the
competition if they do not meet market needs.

GET THE PROJECT OWNER TO WORK ON THE USAGE
SCENARIO FOR HIS SOLUTION

This allows to take into account everything the solution
needs to be usable.

Identify all the essential functionalities, even those not
integrated in his solution.
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ENCOURAGE THE PROJECT OWNER TO BETA-TEST
HIS SOLUTION WITH REQUESTERS

It is in his interest to submit his MVP (Minimum Viable
Product) as soon as possible, in order to gather opinions
and measure the interest and suitability, and then adjust
it.

However, he doesn’t need to wait for a prototype. He
can start with a presentation of his solution or even screen
mock up, drawings... Nevertheless, it must be concrete to
project the product in usage easily.

Be careful, when interviewing new beta-testers, always
start with an exploratory phase to fully understand their
current use, their needs, without using the solution.

It is in the interest of the project owner to build a small
community of beta-testers that he can contact during
the project’s life. They will be his strategic partners in the
startup phase.

THINK ABOUT PARTNERS WHO CAN BUILD ON HIS
OFFER

Rather than making a huge effort to develop features that
the owner can’t afford, encourage him to find partners
who can help.

The project owner is usually well aware of his interest in
creating a partnership but often forgets to think about the
partner’s interest to join the dance! He must put himself
in their shoes to identify their benefits.

Be careful with the partner whose existence of the offer
will be too dependent.
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The project’s ability to produce a
viable and sustainable activity/
business.

CHOOSE CLIENTS WHO COMBINE THE 3 PREVIOUS
PROOFS OF VALUES

Clients must be those for whom the value proposition will
be most obvious with the most differentiating and
quickly available offer.

ﬁOCUS ON THE VALUE PROPOSITION

Be able to formulate the value provided by the product/
service to the customer, compared to the competition,
with 1 powerful sentence (30 words): this requires both
a synthesis and formulation work for which the project
owner needs your support and your critical opinion!

Refer to the needs analysis: if it better meets the needs
than the competition, the solution will be purchased.

(EXPLICITLY DESCRIBE THE PRODUCT/SERVICE

The project owner can sometimes be a bit unclear about
his product/service, however, it is crucial that the customer
clearly understands what he is buying: what is on the
invoice!

The description of the products/services must be based

on the logic of the requesters and needs, not necessarily
that of the company’s internal organization!
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The project owner often wants to sell everything to
everyone at the same time whereas he rarely has the
means to (salesforce...): to help him prioritize, script his
access to the market, in the short, medium and long
term.

For this, make him think about the purchasing process
(duration, interlocutors  involved, decision-making
process), the budget, the resources needed to prospect,
the size of the target etc. So many criteria that will help
him to choose the clients to prioritize.

The size of the target is not always a priority criteria:
sometimes it is better to be very effective in a niche market
than average in a mass market! Especially since the niche
will allow to validate his assumptions without risk.

Once again, encourage the project owner to face the
field in order to confirm his value proposition and revenue
model.

He can test several options and find to which prospects
react best!
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Thanks to the Vianeo method, you can help the
project owner to design a market strategy focused
on satisfying needs with what is technologically
possible given his means. You can also define a
viable positioning for his offer, acceptable by the
ecosystem.

Through this coherent and structured
method, his projectcanbenefitfromthe
full value of the market opportunity viBETY

. FEASIBILITY
at a given moment.

. ACCEPTABILITY
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DESIRABILITY
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VIANEO EXPERT
CERTIFICATION

VlA

EXPERT

CERTIFIED

Professionalise your way of managing and coaching
innovation. Get familiar with VIANEO METHOD, a
Business Design methodology and digital platform
for designing the strategy of any project, even in
the most complex and uncertain environments. The
training, either face-to-face or remotely, combines
theory, practical workshops on real projects,
mentoring between learners, coaching by experts
and sharing of digital resources.

Get trained and join the
Vianeo Certified Expert Club !
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TESTIMONIALS

Vianeo Business Design method is a strategic marketing
tool to develop key competences in the context of innovation

TECHNIP among employees, with a majority of engineers.

ENERGIES It links many innovation methods and is supported by a
digital platform. It allows knowledge sharing on projects and
definition of key differentiating elements, thus facilitating the
progress and success of innovation projects.

Virginie Lehning
Marketing & Technologies Senior Coordinator.

The certification training and the Vianeo method have

@ Géosciences pour une Terre durable provided me with a complete methodological base for
rgm supporting innovation in collaborative mode. Although |
am still a novice, | already use the knowledge acquired

during the training in my activities. Moreover, the platform
is ideal for telecommuting in this period of confinement,

it works very well!

| highly recommend this training.

Madjid Bouzit
Innovation Economist

A real plus for me!
E E o The method is very easy to understand. It provides a red
thread to guide people and good practices to complete
my appetence to propose a quality accompaniment to my
clients. A big thank you to the trainer who was able to
offer us a qualitative and playful support throughout the
training.

DIGITAL BUSINESS CONSULTING

Elodie Eugenia-Charlotte
Digital transformation consultant.
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630 route des Dolines,
06560 Valbonne/Sophia Antipolis

www.vianeo.com
contact@vianeo.com / +33 (0)4.92.95.45.06



