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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.

| 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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Bloomberg

Mars Is Said to Acquire PrettyLitter for Under $1
Billion

https://finance.yahoo.com/news/mars-said-acquire-prettylitter-under-203631040.html




You can’t pick the winners without
testing them.



A question for all of you...



How many growth bets does it
take to get that one big success
that pays for all the others?



How many growth bets does it
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How many growth bets does it
take to get that one big success
that pays for all the others?



Out of 250 bets,
this Is what you get...

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



Out of 250 bets,
this Is what you get...

175 ~0-1x




Out of 250 bets,
this Is what you get...

175 ~0-1x 70 ~1x=3x




Out of 250 bets,
this Is what you get...

175 ~0-1x 70 ~1x=3x 5 ~10x+




J

You are not funding ideas.



J

You are not funding ideas.
You are funding assumptions.



Desirable

%
Feasible '

Can we? Should we?

© PRECO:L Adapted from IDEO and Larry Keeley, Doblin Group
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Most Teams Overfund Feasibility Too Early

Healthy Early Bet Unhealthy Early Bet

M Feasibility W Viability M Desirabilty

© PRECOZL



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.

Surface Achieve Gather Commiit,
Assumptions Alignment Evidence Correct or Cut

© PRECOZL



EMT System

Surface
Assumptions

© PRECOZL
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%
Feasible '

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



We believe...

Desirable

K

Feasible

© PRECO:L Adapted from IDEO, d.school and Larry Keeley, Doblin Group



We believe...

Desirable

X

We believe...

© PRECO:L Adapted from IDEO, d.school and Larry Keeley, Doblin Group



We believe...

Desirable

X

We believe... We believe...

© PRECO:L Adapted from IDEO, d.school and Larry Keeley, Doblin Group



Business Model Canvas

Key Partners é) Key Activities ° Value Propositions i Customer Relationships ' Customer Segments ’

Feasible Desirable

Key Resources .i Channels m
-

ue Streams é

hle

Cost Structure

<
QD o

o PRECOSL https://www.strategyzer.com/library/the-business-model-canvas
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Business Model Canvas
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Product Roadmap

Prioritize Prioritize Prioritize
Problems Problems Problems
Discover & ) ) Discover & ) )
Experiment Build & Validate Experiment Build & Validate

Problem A =t Problem B~

o PRECOZL https://melissaperri.com/blog/2014/05/19/rethinking-the-product-roadmap



Product Roadmap

Prioritize Prioritize Prioritize
Problems Problems Problems
Discover & ) ) Discover & ) )
Experiment Build & Validate Experiment Build & Validate

Problem A Problem B

o PRECOL https://melissaperri.com/blog/2014/05/19/rethinking-the-product-roadmap



Al Agents

Initiative Name: Owner:, Date: ___/___/.

TO BE COMPLETED BEFORE CONVERSATION

Agent Type: I:l Internal D External D Both

Problem

The problem the agent is trying to solve is...

Solution

The agent is designed to solve this by...

Success

We will know the agent is working when...

Consequences

If this agent fails, then...

TO BE CAPTURED DURING CONVERSATION (UNSORTED)

Assumptions

We believe that...

https://www.precoil.com/resources

© PRECO:L


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

eam Exercise ]

Extracting




EMT System

Surface Achieve
Assumptions Alignment

© PRECOZL



Assumptions Mapping

/o'sam(p)SH(a)ns 'mapiNG/

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



@ Design Sprints

Methodology Overview
Phase 1: Understand
Phase 2: Define

Phase 3: Sketch

Phase 4: Decide

Phase 5: Prototype
Phase 6: Validate

FAQs

© PRECOZL

News Case Studies  Planning Methodology Resources Community

Sprint Framework > Phase 2: Define > Assumptions Mapping ‘>_

Assumptions Mapping

[ David J. Bland
\é Helping people rapidly test business ideas

Desirable

X

Feasible

------- Do they want this?

0an we do this?--- ---Should we do this?

Google



important
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have evidence % - -$ no evidence

v
unimportant
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We believe... *

We believe...

We believe...

have evidence 4 - no evidence

v

unimportant
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We believe...

We believe...

have evidence 4 - no evidence
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TOPO|OGY

Glasses that look
good on you, not just on
the shelf.

http://www.topologyeyewear.com




We believe we can
scale the creation

of custom fitted eye
glasses

We believe
insurance

companies will
partner with us

important
4 We believe

eyeglass wearers

feel discomfort in

We believe
consumers will pay
daily use

$545 for custom eye
glasses

We believe retailers
will pay $250/month
for our digital
platform

We believe

eyeglass wearers
will trust a virtual
fitting

have evidence <

© PRECOZL

% no evidence

We believe can keep

costs low by 3D
printing eye glasses

v
unimportant



EMT System

Surface Achieve Gather
Assumptions Alignment Evidence

© PRECOZL



44 business tests

You're holding a field guide for rapid experimentation.
Use the 44 experiments inside to find your path to scale.
Systematically win bgwth small bets by...

: t Testing
. Business




Ask these three questions

1. What type of hypothesis are you testing?

Discovery

Rules of thumb

1. Go cheap and fast early on in your journey. 3. Always pick the experiment that produces the

OcosT @

- 2. How much evidence do you already have 2. the of given your 3
Expe rI m e nts (for a specific hypothesis)? with multiple experiments for the same 4. Reduce uncertainty as much as you can before
3. How much time do you have until the next major hypothesis. you build anything.
decision point or until you run out of money?
®© ::{}AVG. TIME 15 2 25 3 35 4
)
&
&
0 \?@ Y
* S
& o
&
LS
Q
<
0
<«
At
b &
o & o
&P
Q
®
i &
o &
o
R
Q
~
I
=3 %
2 &
i} o
x N
@ &
3] O
g &
2
>
[}
0
5]

© PRECOZL




Validation
Experiments

Ask these three questions
1. What type of hypothesis are you testing?

2. How much evidence do you already have
(for a specific hypothesis)?

3. How much time do you have until the next major

Rules of thumb

1. Go cheap and fast early on in your journey.

2. Increase the strength of evidence
with multiple experiments for the same
hypothesis.

3. Always pick the experiment that produces the
given your .
4. Reduce uncertainty as much as you can before
you build anything.

Ocost @

decision point or until you run out of money?
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Paper Prototype

Sketched interface on paper, manipulated by another person
to represent the software's reactions to the customer interaction.

=X 1

@00

COST EVIDENCE STRENGTH
O e® @
SETUP TIME RUN TIME

|

P23 A

CAPABILITIES Design / Rese

%
o

[oX\

arch

DESIRABILITY - FEASIBILITY - VIABILITY

Paper prototypes are ideal for rapidly testing the concept
of your product quickly with customers.

Paper prototypes are not ideal as a replacement for proper
usability with customers.

© PRECOZL

Prepare

[ Define the goals of your
paper prototype experiment

O Determine the target audi-
ence to test with, prefera-
bly a group that isn't cold
and has context for your
offering.

Write your script.

o

O Create your paper
prototype sketches.

0O Test it internally to make
sure the flow works.

O Schedule your Paper
Prototype experiments
with target customers.

Execute

O Explain to the customers
that this is an exercise to
get their feedback on what
you are planning to deliver.
Make sure they understand
that you value their input.

) Have one person conduct
the interviews and interact
with the customer.

O Have another person write
notes and act as a scribe.

[ Wrap up and thank the
participants.

Analyze

O Place the paper prototypes
on the wall and place your
notes, observations, and
quotes around them.

O Where did they get stuck
or confused?

O What did they get excited
about?

O Use this feedback to
inform your next higher
fidelity experiment of the
experience.






Prepare

O Design the smallest version
of your feature that solves
for a high impact customer
job.

Single Feature MVP

A functioning minimum viable product with the single feature
needed to test your assumption.

O Test it out internally first to
make sure it works.

O Acquire customers for your
Single Feature MVP.
Execute

O Conduct the Single Feature
MVP experiment with
customers.

O Gather satisfaction feed-
back from the customers.

Analyze
000000 S‘A 00000 EE BH® O Review your customer
cost EVIDENCE STRENGTH DESIRABILITY - FEASIBILITY - VIABILITY satisfaction feedback.

O How many customers
converted?

O What did it cost you to
operate this solution?

Single Feature MVP is ideal for learning if the core promise
of your solution resonates with customers.

©X 1 1 Jole)

SETUP TIME RUN TIME

RBHERXEILKNAG

CAPABILITIES Design / Product / Tech / Legal / Marketing / Finance

© PRECOZL



amazon dash

BUTTON




Pat Copeland | How We
Tested the Amazon Dash
Button

Written By David Bland

Have a Listen

) HOW I TESTED THAT - EPISODE 27
“\, Pat Copeland | How We Tested the Amazon Dash Button

Howl
Tested That
‘;' wITH DAVID 5 BLAND @ @ @ ) 00:00 | 45:53

SUBSCRIBE SHARE MORE INFO

Pat Copeland - Leader of loved products &

teams

Pat Copeland shares his first hand account of
how the Dash Button idea was originally tested

at Amazon.

© PRECOSL https://www.precoil.com/how-i-tested-that/episodes/pat-copeland
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B2B Hardware

Customer @

Interview
p. 106

Paper Prototype
p. 182

3D Print

p. 176

Data Sheet
p. 190

Letter of Intent %

p. 29

Crowdfunding
p. 266
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B2B Software

Customer @

Interview
p. 106

Discussion

. Forums
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Boomerang
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B2C Services
Customer
Interview

p. 106 @
Search Trend

Analysis

p. 126

Online Ad
p. 146

Simple Landing
Page

p. 260

Email Campaign
p. 162

Presale
p. 274
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Concierge
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Test Sequences

B2B Services
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Interviews
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Customer Support
Analysis
p. 142

Brochure
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Search Trend
Analysis
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Paper
Prototype
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3D Print
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Pop-Up Store
p. 300
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B2B2C

(3

Customer
Interview p. 106
Simple Landing
Page p. 260
Explainer

Video p. 200

Presale U

p. 274 @

Conclerge
p. 248

Buy a Feature
p. 226

Data Sheet
p. 190

Partner & Supplier
Interview p. 174

Letter of Intent
p. 294

Pop-Up Store
p. 300

Highly Regulated
validation o )
Survey p. 278 °,

Sales Force

Feedback p. 138
Storyboard @

p. 186

© ADay in the Life
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Customer
Support Analysis
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Explainer Video
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EMT System

Surface Achieve Gather Commit,
Assumptions Alignment Evidence Correct or Cut

© PRECOZL



Over time, this approach compounds

Building our New Growth Competency

Project Outcomes & Business Impact?

i

(]

B S 6

E ‘T Structured
Cohorts

twN

238

o N 300+

o trained

practitioners’

50+

coaches
certified

Coach-Led
2024 & beyond

Community of
Practice
upskilling & best
practice sharing

«DUPONT>

© PRECOZL

35+

growth projects
impacted

40+

senior leaders
trained

100%

Learning Plans for
growth projects

Customized
Training
1-1 application for
projects / teams

100%

coverage for LOBs
& Growth Platforms

Built a
Foundational
Competency

Dedicated
Coaching

Resources
Top 10 Programs

LEAN INNOVATION

+ $24MM
New Growth

Revenue generated from
Lean Innovation Projects

+ $12MM

Bottom Line

FTE re-deployed to higher growth opportunities

(2) Through 6 structured cohort programs, 35 projects

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



INNOV/ & )RS

B
o
N

Outstanding Innovative Culture Award Recipient 2026




Assumptions exist in all of your
brilliant ideas.



And they can be Extracted



And they can be Extracted
And they can be Mapped



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



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

In a repeatable manner.



You can’t pick the winners without
testing them.



© PRECO:L




(R S VE

Apply for a
Growth
Strategy Call

PRECOSL _ ' L \www.precoil.com



