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Rethinking How 
B2B Companies 
De-Risk New Growth



Hello,
I’m the founder of Precoil and co-author of 
Testing Business Ideas (100k+ copies sold in 
20+ languages).

I’m a strategist who was pulled from the world of 
startups into corporations with my advising work.

I specialize in helping leaders make Commit, 
Correct, or Cut decisions that accelerate growth 
while avoiding costly dead ends.

- David J Bland
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Cat litter that monitors your cat’s 

health and delivered monthly with less 

mess and odor.
- Carly
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© https://finance.yahoo.com/news/mars-said-acquire-prettylitter-under-203631040.html



You can’t pick the winners without 
testing them.
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A question for all of you…
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How many growth bets does it 
take to get that one big success 
that pays for all the others?
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Out of 250 bets, 
this is what you get…

© Source: Based on VC return distributions (Correlation Ventures, Cambridge Associates, AngelList)
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Out of 250 bets, 
this is what you get…
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175 ~0–1x 70 ~1x–3x 5 ~10x+

Source: Based on VC return distributions (Correlation Ventures, Cambridge Associates, AngelList)



You are not funding ideas.
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You are not funding ideas.
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You are funding assumptions.



Feasible

Desirable

Viable

Adapted from IDEO and Larry Keeley, Doblin Group©

Do they?

Should we?Can we?



Source: Alexa Dembek - CSTO - DuPont
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80%

Healthy Early Bet

Feasibility Viability Desirabilty

80%

15%
5%

Unhealthy Early Bet

Most Teams Overfund Feasibility Too Early
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The EMT System (Extract-Map-Test) is the decision-
readiness gold standard that makes risk visible early, so 
teams can move faster, align around what matters, and act 
with confidence.
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EMT System
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We believe…
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We believe…

We believe…We believe…

Adapted from IDEO, d.school and Larry Keeley, Doblin Group



Business Model Canvas

©
https://www.strategyzer.com/library/the-business-model-canvas
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Product Roadmap

https://melissaperri.com/blog/2014/05/19/rethinking-the-product-roadmap
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AI Agents

https://www.precoil.com/resources
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EMT System



Assumptions Mapping
/əˈsəm(p)SH(ə)ns ˈmapiNG/

an exercise where desirability, viability and 
feasibility assumptions are explicitly written 
down and then decided upon.
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We believe…

We believe…

We believe…



Glasses that look 
good on you, not just on 
the shelf.
http://www.topologyeyewear.com
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important

unimportant

have evidence no evidence

We believe 
eyeglass wearers 
will trust a virtual 

fitting

We believe 
eyeglass wearers 
feel discomfort in 

daily use
We believe we can 
scale the creation 

of custom fitted eye 
glasses

We believe can keep 
costs low by 3D 

printing eye glasses

We believe 
consumers will pay 
$545 for custom eye 

glasses

We believe 
insurance 

companies will 
partner with us
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We believe retailers 
will pay $250/month 

for our digital 
platform
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EMT System



@davidjbland

Test
44 business tests
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@davidjbland Toyota Motor Corporation
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https://www.precoil.com/how-i-tested-that/episodes/pat-copeland©



Test Sequences
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EMT System



Over time, this approach compounds

Commit

Correct

Cut

https://www.precoil.com/articles/case-study-dupont
©



https://www.precoil.com/articles/case-study-dupont
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Outstanding Innovative Culture Award Recipient 2026 



Assumptions exist in all of your 
brilliant ideas.
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And they can be Extracted
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And they can be Mapped
And they can be Tested



And they can be Extracted
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And they can be Mapped
And they can be Tested

In a repeatable manner.



You can’t pick the winners without 
testing them.
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QUESTIONS
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Apply for a 
Growth 
Strategy Call

www.precoil.com


