
3.4 Market Position The Founder’s Playbook 

Version 2.3 of 14.04.18 © Graham Horton 2017-2018 1 

Topic 3.4: Market Position 
How do you want your target market to perceive your offer compared to others?  

Positioning means developing an offer that provides its users with unique benefits and convincing 
potential customers that this is the case. Ideally, a product would be positioned in such a way that it 
is the only relevant alternative for its target market and the target market also recognizes that this is 
true. In this case, the startup has effectively created a monopoly for itself and the customer’s purchas-
ing decision becomes very easy.  

The positioning of a product is an important strategic decision, because its competitiveness depends 
heavily on the clarity and strength of its market position. 

How does Positioning Work? 
A product’s market position can be described by selecting product parameters that characterize the 
various offers available in the market. The position of each alternative is then defined by the values of 
those parameters. For example, two important parameters for advertising platforms are: 

§ Penetration: Ads reach a small audience / Ads reach a large audience 

§ Precision: Ads are seen by a heterogeneous audience / Ads are seen only by the target audience 
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Television advertising has large penetration but low precision. By contrast, a stand at a trade fair has 
low penetration but high precision. 

It is important to select parameters that are relevant to the target market. There is no point in a prod-
uct being strong in an attribute that customers do not care about. 

Because their products are based on an innovation, startups are often able to introduce a previously 
unknown positioning parameter that makes their product literally unique. For example, when Sony 
introduced the transistor radio in the 1950s, radios were suddenly mobile and robust, which allowed 
their owners to use them outdoors. These two attributes had not been previously offered for radios 
because no radio based on vacuum tubes could provide them. 

The Three Functions of Positioning 
Positioning a product serves three different functions: 

1. The positioning determines the marketing messages. Every statement by the company about 
the product must transport the same messages about its uniqueness and its customer benefits.   

2. Positioning provides goals for product development. If, for example, a product is to be posi-
tioned as the fastest available solution, then it must also fulfil that promise. 
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3. Positioning creates an image in the minds of potential customers. This image determines how 
they perceive the offer and therefore also their willingness to purchase it.  

 

 

 

The Positioning Map 
The most common method for describing a product’s market position is a so-called positioning map. 
This is a graphical representation of a two-dimensional or multidimensional coordinate system in 
which the product and its competitors literally each have a position. The positioning map shows at a 
glance how the new product is different to the alternatives. 

Two-dimensional positioning maps are very often used in investor pitches in order to quickly explain 
how a startup’s offer is different.  

 

Make sure you’re creating a product that competes because it’s taking 
a fundamentally different position in the market. 

Andrew Chen 
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The Positioning Statement 
A positioning statement is a short text that describes a product’s market position in a qualitative man-
ner. Standardized templates are usually used in order to help keep the statement as compact and as 
precise as possible. Such templates are in the form of texts with gaps that are filled in by the user.  

Probably the most well-known positioning statement was made by Amazon in 2001: 

For World Wide Web users who enjoy books, Amazon is a retail bookseller that provides instant 
access to over 1.1 million books. Unlike traditional book retailers, Amazon provides a combina-
tion of extraordinary convenience, low prices and comprehensive selection. 

(At the time, Amazon sold only books.) 

This positioning statement makes very clear what is special about Amazon’s offer, for whom it was 
intended and what benefits they obtained from it. It is based on a well-known template by Geoffrey 
Moore. 

Other Alternatives 
Other templates are only slightly different to the one by Moore. For example, some require proofs – 
arguments that support the claims made by the statement. The number 1.1 million in the Amazon 
example could also be interpreted as evidence for the claim that they offer a comprehensive selection. 
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Of course, it is also possible to write a free-form positioning statement that is not based on a template. 
Nevertheless, it should still fulfil the criteria that define a good positioning statement. 

This Topic’s Key Question 
§ Why should your potential customers believe that your product is unique and the best alterna-

tive for them? 

Link 
§ Topic 3.4 at founders-playbook.de: 

founders-playbook.de/validation/market-position/  

 


