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The Value Proposition Canvas

Gain Creators
Describe how your products and services create customer gains.  
How do they create benefits your customer expects, desires or would be surprised 
by, including functional utility, social gains, positive emotions, and cost savings?

Pain Relievers

Do they…

Create savings that make your customer happy? 
(e.g. in terms of time, money and effort, …)

Produce outcomes your customer expects or that go  
beyond their expectations? 
(e.g. better quality level, more of something, less of something, …)

Copy or outperform current solutions that delight your 
customer? 
(e.g. regarding specific features, performance, quality, …)

Make your customer’s job or life easier? 
(e.g. flatter learning curve, usability, accessibility, more services, lower  
cost of ownership, …)

Create positive social consequences that your  
customer desires? 
(e.g. makes them look good, produces an increase in power, status, …)

Do something customers are looking for? 
(e.g. good design, guarantees, specific or more features, …)

Fulfill something customers are dreaming about? 
(e.g. help big achievements, produce big reliefs, …)

Produce positive outcomes matching your customers  
success and failure criteria? 
(e.g. better performance, lower cost, …)

Help make adoption easier? 
(e.g. lower cost, less investments, lower risk, better quality,  
performance, design, …)

Rank each gain your products and services create according to its relevance to your 
customer. Is it substantial or insignificant? For each gain indicate how often it occurs.

Describe how your products and services alleviate customer pains. How do they 
eliminate or reduce negative emotions, undesired costs and situations, and risks 
your customer experiences or could experience before, during, and after getting 
the job done?

Do they…

Produce savings? 
(e.g. in terms of time, money, or efforts, …)

Make your customers feel better? 
(e.g. kills frustrations, annoyances, things that give them a headache, …)

Fix underperforming solutions? 
(e.g. new features, better performance, better quality, …)

Put an end to difficulties and challenges your  
customers encounter? 
(e.g. make things easier, helping them get done, eliminate resistance, …)

Wipe out negative social consequences your  
customers encounter or fear? 
(e.g. loss of face, power, trust, or status, …)

Eliminate risks your customers fear? 
(e.g. financial, social, technical risks, or what could go awfully wrong, …)

Help your customers better sleep at night? 
(e.g. by helping with big issues, diminishing concerns, or eliminating worries, …)

Limit or eradicate common mistakes customers make? 
(e.g. usage mistakes, …)

Get rid of barriers that are keeping your customer  
from adopting solutions? 
(e.g. lower or no upfront investment costs, flatter learning curve, less  
resistance to change, …)

Rank each pain your products and services kill according to their intensity  
for your customer. Is it very intense or very light? 

For each pain indicate how often it occurs. Risks your customer experiences or 
could experience before, during, and after getting the job done?

Products & Services
List all the products and services your value proposition is built around.

Which products and services do you offer that help your customer get either a 
functional, social, or emotional job done, or help him/her satisfy basic needs?

Which ancillary products and services help your customer perform the roles of:

Buyer 
(e.g. products and services that help customers compare offers,  
decide, buy, take delivery of a product or service, …)

Co-creator 
(e.g. products and services that help customers co-design  
solutions, otherwise contribute value to the solution, …)

Transferrer 
(e.g. products and services that help customers dispose of  
a  product, transfer it to others, or resell, …)

Products and services may either by tangible (e.g. manufactured goods, face-to-
face customer service), digital/virtual (e.g. downloads, online recommendations), 
intangible (e.g. copyrights, quality assurance), or financial (e.g. investment funds, 
financing services).

Rank all products and services according to their importance to your customer.   
Are they crucial or trivial to your  customer?

Gains
Describe the benefits your customer expects, desires or would be  surprised by. 
This includes functional utility, social gains, positive  emotions, and cost savings.

Pains

Customer Job(s)

Describe negative emotions, undesired costs and situations, and risks that your 
customer experiences or could experience before, during, and after getting the 
job done.

What does your customer find too costly? 
(e.g. takes a lot of time, costs too much money, requires substantial efforts, …)

What makes your customer feel bad? 
(e.g. frustrations, annoyances, things that give them a headache, …)

How are current solutions underperforming for  
your customer? 
(e.g. lack of features, performance, malfunctioning, …)

What are the main difficulties and challenges  
your customer encounters? 
(e.g. understanding how things work, difficulties getting things done,  
resistance, …)

What negative social consequences does your  
customer encounter or fear?  
(e.g. loss of face, power, trust, or status, …)

What risks does your customer fear? 
(e.g. financial, social, technical risks, or what could go awfully wrong, …)

What’s keeping your customer awake at night? 
(e.g. big issues, concerns, worries, …)

What common mistakes does your customer make? 
(e.g. usage mistakes, …)

What barriers are keeping your customer from  
adopting solutions?  
(e.g. upfront investment costs, learning curve, resistance to change, …)

Describe what a specific customer segment is trying to get done. It could be the tasks 
they are trying to perform and complete, the problems they are trying to solve, or the 
needs they are trying to satisfy.

What functional jobs are you helping your customer get done?
(e.g. perform or complete a specific task, solve a specific problem, …)

What social jobs are you helping your customer get done? 
(e.g. trying to look good, gain power or status, …)

What emotional jobs are you helping your customer get done? 
(e.g. esthetics, feel good, security, …)

What basic needs are you helping your customer satisfy? 
(e.g. communication, sex, …)

Besides trying to get a core job done, your customer performs ancillary jobs in differ-
ent roles. Describe the jobs your customer is trying to get done as:
 
Buyer (e.g. trying to look good, gain power or status, …)

Co-creator (e.g. esthetics, feel good, security, …)

Transferrer (e.g. products and services that help customers dispose  
of a product, transfer it to others, or resell, …) 

Rank each job according to its significance to your customer. Is it  
crucial or is it trivial? For each job indicate how often it occurs.

Outline in which specific context a job 
is done, because that may impose 

constraints or limitations. 
(e.g. while driving, outside, …)

Which savings would make your customer happy?
(e.g. in terms of time, money and effort, …)

What outcomes does your customer expect and what 
would go beyond his/her expectations? 
(e.g. quality level, more of something, less of something, …)

How do current solutions delight your customer? 
(e.g. specific features, performance, quality, …)

What would make your customer’s job or life easier? 
(e.g. flatter learning curve, more services, lower cost of ownership, …)

What positive social consequences does your  
customer desire? 
(e.g. makes them look good, increase in power, status, …)

What are customers looking for? 
(e.g. good design, guarantees, specific or more features, …)

What do customers dream about? 
(e.g. big achievements, big reliefs, …)

How does your customer measure success and failure? 
(e.g. performance, cost, …)

What would increase the likelihood of adopting a solution? 
(e.g. lower cost, less investments, lower risk, better quality, performance,  
design, …)

Rank each gain according to its relevance to 
your customer.  
Is it substantial or is it insignificant?  
For each gain indicate how often it occurs.

Rank each pain according to the intensity it 
represents for your customer.
Is it very intense or is it very light.? 
For each pain indicate how often it occurs.
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Value Proposition
Create one for each Customer Segment in your Business Model
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Revenue	Streams

How	do	you	Make	Money?



©	2012	Steve	Blank



The	Two	Key	Ques?ons
• What’s	my	revenue	Streams?	
• Within	the	revenue	streams–	how	do	I	
price	the	product?



Revenue	Stream	=	

the	strategy	the	company	uses	to	
generate	cash	from	each	customer	

segment



Pricing	Model	=	

the	tac?cs	you	use	to	set	the	price	in	
each	customer	segment



Revenue	Stream	

The	strategy



Common	categories		
of	revenue	models



“Direct”	revenue	models

• Sales:	Product,	app,	or	service	sales	
• Subscrip.ons:	SAAS,	games,	monthly	subscrip?on	
• Freemium:		use	the	product	for	free:	upsell/conversion	
• Pay-per-use:	revenue	on	a	“per	use”	basis	
• Virtual	goods:	selling	virtual	goods	
• Adver.sing	sales:	unique	and/or	large	audience



“Ancillary”	revenue	models

• Referral	revenue:	pay	for	referring	traffic/customers	to	other	
web	or	mobile	sites	or	products.			

• Affiliate	revenue:	finder’s	fees/commissions	from	other	sites	
for	direc?ng	customers	to	make	purchases	at	the	affiliated	site	

• E-mail	list	rentals:	rent	your	customer	email	lists	to	adver?ser	
partners	

• Back-end	offers:	add-on	sales	items	from	other	companies	as	
part	of	their	registra?on	or	purchase	confirma?on	processes,	or	
“sell”	their	exis?ng	traffic	to	a	company	that	strives	to	mone?ze	it	
and	share	the	resul?ng	revenue



Pricing	Model		

the	tac?cs



Two	Types	of	Pricing

 Cost	+	markup	
 Value	priced	(by	customer	segment	
or	features)	

 Volume	priced

Fixed		
Pricing

Dynamic	
Pricing

 Nego?a?on	
 Yield	Management	
 Real-?me	market	
 Auc?ons



Common	Startup	Mistake

 Cost	+	markup	
 Typically	not	a	strategic	way	to	price	
 Driven	by	internal	economics	and	not	
customer	insight

Lets	Price	on	Cost



Common	Startup	Mistake

 Cost	+	markup	
 Typically	not	a	strategic	way	to	price	
 Driven	by	internal	economics	and	not	
customer	insight

 Based	on	buyer’s	percep?on	of	
value	(e.g.	?me	saved,	new	
efficiency	created,	etc.)	

 Customers	don’t	necessarily	feel	
that	they	want	to	pay	this	way

Lets	Price	on	Cost

Price	on	Value



Market-Type	Affects	Pricing

• Pure	compe??on	
• Oligopoly	
• Monopoly

Nature	of	
Exis2ng	Market

How	they	will	
react?

What	is	their	product?	
What	are	their	costs	and	prices?	
 “What	pricing	will	make	them	feel	
the	worst?”





Key	Partners
Who are your Partners and Suppliers?





Key Activities

What’s Most Important for the Business?





Key Resources

What’s Are Your Most Important Assets?





Cost Structure

What are the Costs and Expenses
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