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Jumping right in

e Deep Expertise and Credibility

e Tailored Solutions and Higher Value
e Competitive Advantage

e Streamlined Operations and Focus
e Stronger Customer Relationships and Insights
e Enhanced Marketing and Sales Efficiency
Better Scalability and Growth Potential
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Deep Expertise and Credibility

Why? So what?

Focusing on a specific use e [his specialization enhances credibility and trust
case allows a company to among potential clients, who are more likely to
develop deep expertise and choose a provider with a proven track record and
become a recognized leader in-depth understanding of their specific needs.

in that niche.

e For Iinstance, a company specializing In document
management and workflow optimization solutions for
financial institutions will be seen as more credible
than a generalist technology provider.
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Tailored Solutions and Higher Value

Why?

By narrowing the focus to a
particular use case, a
company can tailor its
products and services to
meet the unique
requirements and challenges
of that niche.

© 2024 TruNorth Advisors, LLC.

So what?

This leads to the creation of higher-value solutions
that are more effective and efficient.

Clients are often wiling to pay a premium for
solutions that directly address their specific pain
points, leading to higher revenue and better client
satisfaction.
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Competitive Advantage

Why? So what?

Specialization provides a e |n a crowded market, being a specialist in a particular
sighificant competitive use case can make a company stand out, attract
advantage by differentiating more targeted leads, and convert them more
the company from more effectively.

general competitors.

e This differentiation can lead to a stronger brand
identity and market position.
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Streamlined Operations and Focus

Why?

Focusing on a specific use
case allows the company to
streamline its operations,
from R&D to sales and
marketing.

So what?

e Resources can be allocated more efficiently, and
efforts can be concentrated on perfecting solutions
for the chosen niche.

e This operational focus reduces waste, Improves
productivity, and accelerates Innovation and
time-to-market for new ofterings.
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Stronger Customer Relationships and Insights

Why? So what?

Specialization enables more e A focused approach allows the company to
meaningful relationships with understand the client's business better, anticipate
clients. future needs, and provide more personalized support

and services.

e This closeness leads to higher customer satisfaction,
loyalty, and retention.

e Additionally, the insights gained from working closely
with clients In a specific use case can drive
continuous Improvement and Innovation In the
company's offerings.
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Enhanced Marketing and Sales Efficiency

Why? So what?

Marketing and sales efforts e Your company can craft compelling value
become more targeted and propositions, develop content that resonates with a
effective when focusing on a well-defined audience, and use marketing channels
specific use case. that best reach their target market.

e This focused approach reduces marketing costs and
iImproves lead generation and conversion rates.
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Better Scalability and Growth Potential

Why?

While it might seem
counterintuitive, narrowing
focus can lead to better
scalability and growth.

So what?

Once a company establishes itself as a leader in one
use case, It can replicate its success in similar niches
or expand to adjacent markets.

This step-by-step approach to growth is often more
manageable and sustainable than trying to serve a
broad market from the outset.
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Building the business case -
measurements

Customer Acquisition Cost (CAC)
Customer Lifetime Value (CLTV)
Retention Rate

Net Promoter Score (NPS)
Market Penetration Rate
Revenue Growth Rate

Profit Margins

Time to Market

Innovation Rate

IRUN BRI
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Customer Acquisition Cost (CAC)

Metric: The total cost of sales and marketing efforts required
to acquire a new customer.

Specialization Benefit: Specialization often leads to more
efficient marketing and sales processes, lowering the CAC.

Companies can target their marketing efforts more precisely,
resulting in higher conversion rates and reduced spending.

TRUNORTH

ADYISORS



Customer Lifetime Value (CLTV)

Metric: The total revenue expected from a customer over the
duration of their relationship with the company.

Specialization Benefit: Companies with a specialized focus
often build stronger relationships and provide more tailored
solutions, increasing customer satisfaction and loyalty and

boosting CLTV.
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Retention Rate

Metric: The percentage of customers who continue to use
the company's products or services over a specified period.

Specialization Benefit: Specialized providers tend to have
higher retention rates due to their in-depth understanding of
client needs and the abillity to offer more relevant and

practical solutions.
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Net Promoter Score (NPS)

Metric: A measure of customer satisfaction and loyalty,
determined by customers' likelihood of recommending the
company's products or services to others.

Specialization Benefit: Higher NPS scores are often seen in
specialized companies because they can deliver more value
and consistently meet customer expectations.
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Market Penetration Rate

Metric: The percentage of potential customers in a specific
market using the company’'s products or services.

Specialization Benefit: Specialization can lead to higher
market penetration rates within the targeted niche, as the
company becomes a leading provider in that area.
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Revenue Growth Rate

Metric: The rate at which a company’'s revenue increases over
a specific period.

Specialization Benefit: Focused companies often see faster
revenue growth within their niche due to higher demand for
specialized solutions and the ability to charge premium

prices.
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Profit Margins

Metric: The difference between the revenue generated from
sales and the costs associated with producing and delivering
the product or service.

Specialization Benefit: Companies that specialize often
achieve higher profit margins through operational efficiencies,
reduced competition, and the ability to offer premium-priced,
high-value solutions.
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Time to Market

Metric: The time it takes to develop a new product or service
and bring it to market.

Specialization Benefit: Specialized companies can often
bring new solutions to market more quickly because they are
more focused and have a clearer understanding of their

specific market's needs.
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Innovation Rate

Metric: The frequency and impact of introduced new
products, services, or processes.

Specialization Benefit: Specialization allows companies to
concentrate their R&D efforts on specific problems, leading to
more innovative solutions that more effectively address their

customers’ needs.

TRUNORTH

ADYISORS



[AVIATION]

AMERITAN EIN

© 2024 TruNorth Advisors, LLC.

"

Case Studies

e Hubspot
e Shopify

When | searched “case
study” in Google images it
gave me this. Why not!?

~
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Case Study HUbSp%t Initially, HubSpot offered a broad range of digital

marketing tools for small and medium-sized
businesses (SMBs). However, the company

recognized the opportunity to specialize In
inbound marketing, a niche gaining traction.

Results:

HubSpot narrowed its focus to

inbound marketing solutions,
o HubSpot's revenue grew significantly after the shift. From 2014 to providing tools specifically designed

2018, their annual revenue increased from $115.9 million to $2.17 for content creation, SEO, social
media management, and Ilead

. nurturing. This  shift included
e Customer Acquisition Cost (CAC): developing 5 comprehensive

e Revenue Growth:

billion in 2023.

o HubSpot reduced its CAC by leveraging its specialized content and educational resource hub and

certification programs to establish
HubSpot as a thought leader in
inbound marketing.

iInbound marketing strategies, which attracted more organic leads.
o Customer Lifetime Value (CLTV):
o Focusing on inbound marketing and providing educational resources

improved customer loyalty and satisfaction, leading to a higher CLTV.

TRUNORTH
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Case Study () shopify

Results:

e Revenue Growth:

o Shopify's annual revenue skyrocketed from $24.3 million in 2012 to

$7.41 billion in 2023.

e Customer Retention Rate:

Shopify started as a general e-commerce
platform, offering various online business
solutions without a clear focus on any specific
market segment. The platform competed with

larger, more established companies like Amazon
and eBay.

Shopify decided to specialize in
providing an easy-to-use, fully
integrated e-commerce platform
for small to medium-sized
businesses (SMBs). They focused

o Shopify's customer retention improved due to its tailored solutions on creating tools that simplified

that addressed the specific needs of SMBs, resulting in higher

satisfaction and loyalty.

setting up and managing an
online store, including payment

processing, iInventory
management, and marketing.
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Case Study £} shopify

Results:

e Revenue Growth:

o Shopify's annual revenue skyrocketed from $24.3 million in 2012 to

$7.41 billion in 2023.

e Customer Retention Rate:

Shopify started as a general e-commerce
platform, offering various online business
solutions without a clear focus on any specific
market segment. The platform competed with

larger, more established companies like Amazon
and eBay.

Shopify decided to specialize in
providing an easy-to-use, fully
integrated e-commerce platform
for small to medium-sized
businesses (SMBs). They focused

o Shopify's customer retention improved due to its tailored solutions on creating tools that simplified

that addressed the specific needs of SMBs, resulting in higher

satisfaction and loyalty.

setting up and managing an
online store, including payment

processing, iInventory
management, and marketing.
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Joint Benefits Observed

¢ Increased Brand Authority:

o HubSpot and Shopify became thought leaders and authoritative figures in their specialized fields.
HubSpot is how a go-to resource for inbound marketing, while Shopity is a trusted name for SMB
ecommerce solutions.

e Enhanced Customer Relationships:

o Specialization allowed both companies to build deeper customer relationships by understanding
and addressing their specific needs. This personalized approach led to higher customer
satisfaction and loyalty.

e Operational Efficiency:
o By focusing on a specific market segment, both companies streamlined their operations,

improving product development, marketing, and customer support efficiency.

TRUNORTH

ADYISORS

© 2024 TruNorth Advisors, LLC.



http://www.trunorth-advisors.com

Joint Benefits Observed (cont'd)

e Revenue Growth:

o HubSpot and Shopify experienced substantial revenue growth post-specialization, with HubSpot

achieving a nearly fivefold increase over four years and Shopify experiencing exponential growth
Oover seven years.

e Market Penetration and Customer Base Expansion:

o Shopify's focus on SMBs led to a massive increase in businesses using their platform. HubSpot's

iInbound marketing focus attracted a large, dedicated customer base, enhancing its market
penetration.

e Cost Efficiency:

o Both companies saw Customer Acquisition Costs (CAC) reductions due to more targeted marketing

efforts and increased Customer Lifetime Value (CLTV) from higher customer retention and

satisfaction rates. R
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How to Get Started

Conduct Market Research

Define Your Target Audience
Analyze Competitors

Clarify Your Value Proposition
Simplify Your Messaging

Test and Refine

Ensure Consistency Across Channels
Train Your Team
Monitor and Adjust

O© O OO0 W DN R
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Ask Me Anything

“We can't solve problems by using the same kind of
thinking we used when we created them!

— Albert Einstein
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Contact

Schedule a discovery meeting:

Jeffrey Marchesiani
CEO

(518) 308-8146
jeff@trunorth-advisors.com TRUNORTH
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