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12.4: Developing Pitches for Various Audiences and Goals

LEARNING OBJECTIVES

By the end of this section, you will be able to:

o Understand the various audiences an entrepreneur may pitch to and how the pitch goals vary for each
o Define and develop the key elements of a pitch

o Describe a pitch deck and pitfalls to avoid

o Create and create an elevator pitch

Let’s look more closely at how to develop pitches. Remember that we defined a pitch as a formal but brief presentation that is
delivered (usually) to potential investors in a startup. As such, a pitch is designed to be clear, concise, and compelling around key
areas, typically the key problem or unmet need, the market opportunity, the innovative solution, the management plan, the financial
needs, and any risks.

You will often need to craft different types of pitches for different audiences. Key audiences include potential investors, social
connectors, potential partners, key employee recruits, and the broader community, particularly if one needs to request permits or
regulatory concessions. One misconception about pitching is that it is always done to investors who are ready to fork over a few
hundred thousand dollars to the team that presents the best idea of the day. While this is, more or less, the premise of Shark Tank, it
is not how pitching works for most entrepreneurs.'” Entrepreneurs may pitch to friends and family as they develop an idea, and, at
another time, they may pitch to well-connected entrepreneurs and investors who have little interest in the market sector in question
but who can make the right introductions or helpful connections. Entrepreneurs might make pitches in what is known as a pitch
competition, hoping for a shot at funding and mentoring.

Pitches come in many forms, but underlying them is that to pitch is to ask for something. Table 12.4.1 provides an overview of
different audiences you might pitch to, outlining how the approach and presentation may vary for each.

Audience

Friends and family

Elevator pitch
competitions

Judges for pitch
competition

Table 12.4.1: Summary of Pitch Scenarios

Pitch Length

Fifteen minutes

Two to five minutes

Five to fifteen minutes
depending on
venue/rules

Pitch Approach

Usually verbal with a
simple companion one-
page handout explaining
the concept, value
proposition, and funds
needed to get the
enterprise off the ground

Usually a verbal pitch or
single slide summarizing
need, solution, market,
opportunity

Varies from basic verbal
to deck of one to eight
slides, ending with a
“call to action”; might
require capital needs

Key Content

Should cover basic
elements of the business
model and concept,
unmet need, and solution
(including if it seems
patentable), market and
sales potential, and high-
level risks

Should cover high-level
innovation, value
proposition, and a “call
to action” to close the
audience

Presentation that may
include slides and/or
video as specified in
competition rules
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Notes

This common pitch can
be emotional as founders
are appealing to people
they know well and are
counting on their
personal reputation and
credibility vs. detailed
data to sell the idea

Very common at
accelerator or incubator
events, university
entrepreneurship events,
etc. Prizes range from
free services to $1,000—
2,000

These are very common
and help the entrepreneur
refine the pitch
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Audience

Early Investors

Employees

Trade
groups/associations

Grant-making agencies
(such as NIH, NSF)

Pitch Audiences

Pitch Length

Ten to twenty minutes,
depending on
venue/rules

Ten to twenty minutes

Ten to twenty minutes

Ten to twenty minutes if
in person but usually
embedded in grant
application

Pitch Approach

Standup presentation
with slides and video or
demo of product/service

Standup presentation
with slides and video or
demo of product/service

Standup presentation
with slides and video or
demo of product/service;
may be tailored to the
specific group

Usually written but can
lead to face-to-face
meeting, depending on
agency rules

Key Content

Presentation that may
include slides and/or
video; more formal than
pitch competitions with a
specific “ask” for capital
needs and use

Major outcome is to
inform and inspire; this
can be a recurring event
and should be informal

Major outcome is to
inform and connect to
other key groups
(investors, customers,
etc.)

Outcome is to get
“scored” to gain grant
funding; if not awarded,
company can reapply in
the next grant cycle

Notes

Very common with angel
investors; often the deck
is required to be sent
before the event

Very common in startups;
usually monthly until
company is profitable

Very common at trade
conferences; some have
their own pitch
competitions

Grants are often technical
and usually awarded for
research and cannot be
used for any commercial
activities

No matter to whom you are pitching, you usually need to include references to your problem-solution statement, value proposition,
and key features, and how you prioritize that information will change for different audiences. As shown in Table 12.4.1, once those
core sections are covered, your different presentations should be tailored for different ultimate “asks.” The ask in a pitch is the
specific amount of money, type of assistance you request, or outcome you are seeking.

Investors

You have been introduced to different types of investors and will learn about them in more depth later. For now, you just need to
know the different types so you can start to think about how entrepreneurs structure their pitches to them. Individual investors want
to know about team, product, value proposition, and potential return on investment. Angel investors are individuals who use their
own money to invest in companies they’re interested in. Venture capitalists are investors who pool money from others and use that
money to invest in companies.

Pitching to many potential investors without success can be time consuming and disheartening, but in most cases, the investor’s
time is worth more than that of the people giving the pitch. If an investor offers feedback, it must be considered. You will probably
not get all of the answers you need regarding how to make your venture an immediate success after giving a few pitches to
individual investors and pitch competition judges, but if they take the time to offer a constructive critique, consider the pitch
development and performance feedback a valuable experience.

LINK TO LEARNING

David S. Rose is the author of Angel Investing. Watch David Rose’s TED Talk where he offers advice about how to pitch
venture capitalists.

Friends and Family

Imagine asking friends and family for money to keep your startup going after you have maxed out your credit cards and secured a
small business loan only to build a prototype and realize you do not have enough funds to get it to market. A common
entrepreneurial journey starts with this sort of self-funded effort. Between 50 percent and 70 percent of startup companies in United
States self-fund (savings, credit cards, or friends and family) their initial capital needs.'>'” In one sense, you may be perceived as
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being more trustworthy with so much riding on the endeavor. Still, you would frame your pitch differently when going to friends
and family than you would if preparing for an investor. You would probably make the tone less formal. You would focus on the
value proposition and the immediate outcomes of the loan. You would point out tangible deliverables or milestones that this money
would help you attain, and you would need to draw a roadmap from this contribution to likely, not just hoped for, revenues if you
were to give yourself the best shot at raising money. Asking friends and family for, say, $10,000 might be more stressful to an
individual than to ask an investor for ten times that amount. Your friends and family may want to invest in you, but they will also
want to make their decision with a tangible narrative in mind. You want to build this narrative so that they can say: “I gave my
family member X, so that they can finish building Y, to earn revenues of Z and continue forward with their innovation.”

Potential Employees

Entrepreneurs also pitch to potential employees by focusing on why they are needed to help the team create something innovative
and valuable. Once a product is under development, you must pitch to vendors. Prepare to explain the value proposition and key
features in detail and explain how the vendor shares in revenues, such as options about accepting equity in part or in lieu of cash
payments for services.

Entrepreneurs might also pitch to each other in hopes of building teams. Since most entrepreneurs are familiar with the structure of
the pitch, you might be able to streamline proposals and simply state the value proposition and the ask. You will want to mention
your team. The level of detail you share about who is working with you and what their contributions will be depends on the level of
interest of the potential collaborator or investor. Future employees will likely want to know who they will be working with. Family
and friends may not need to know the employment history of team members, but they, like other investors, will expect to know that
there is a team capable of continuing to develop the product.

Other Audiences

Other types of audiences include quasi-governmental bodies, individual investors, incubators, trade groups, and competition
judges. Understand that governments usually care most about creating jobs or retaining jobs in their communities. Advanced
competitions and larger investment firms will want to see concrete numbers demonstrating product viability, market relevance, and
previous growth. In other words, they will expect to see more details, and they will usually communicate ahead of time their
specific interests. That being said, you must network and investigate which elements of your pitch to prioritize based on individual
investor or investment firm preferences.

Pitch Goals

Planning a pitch means researching region, potential investors, and current competitors working in the same or similar
marketplaces. A good pitch explains not only what makes the product or service good but what makes a market good. Research
markets in addition to the individual investors you would like to target. Angel investors are hard to find, but markets can be
thoroughly dissected. Marc Andreessen, cofounder of Andreessen Horowitz, one of the most successful Silicon Valley venture
capital firms in existence, once wrote, “In a great market—a market with lots of real potential customers—the market pulls product
out of the startup.”'® This is presented as an answer to a question Andreessen posed to himself: “What correlates the most to
success—team, product, or market?” He set up this question as a rhetorical tool to teach entrepreneurs that without a market, you
do not have a product no matter how hard you work or how genius your team is. Investors specialize: Find investors in the right
geographic location and find investors who know the market sector. Your goal should be to find mentors who can explain markets
to you in significant, accurate ways. If you find a fertile marketplace, you can practice customer development, and learn and iterate
your way to success.

Key Elements of the Pitch

A pitch is usually presented through what is called a pitch deck, alternately called a slide deck. This is a slide presentation that you
create using a program such as PowerPoint, Prezi, Keynote, or Google Slides that gives a quick overview of your product and what
you’re asking for. As such, a pitch is designed to be clear, concise, and compelling, and should include the key areas shown in
Figure 12.4.1.
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Figure 12.4.1: Key elements of pitch include identifying the need, the market opportunity, an innovative solution, how the venture
will be managed, what funding is needed, and how risks will be mitigated. (CC BY 4.0; Rice University & OpenStax)

Here are six key elements of an entrepreneurial pitch from Media Innovation and Entrepreneurship."’

o Element 1: Brand identity image and tagline. Your presentation slide deck should begin with a memorable brand image. It can
be a logo representing your product in a stylized way, or it could be a screen grab of your product wireframe (a computer
rendering if it is a product, and a schematic or flow chart if it is a software/service business model.

o Element 2: Problem-solution narrative. Some entrepreneurial ideas solve common problems. Some solve problems that users
didn’t know they had. Communicate the problem-solution narrative succinctly. Incorporate visuals and a “hook” (skit,
emotional testimonial, deep question, etc.) to connect directly with the audience. An effective technique when addressing a
generally common problem is to ask the question while raising your hand to prompt the audience: “How many of you have
experienced this issue/problem/challenge recently?”

o Element 3: Key features and your value proposition. Your pitch can introduce potential investors, collaborators, employees, and
others to your key features, your value proposition, and your user interface at the same time. Consider using a mockup of your
product or images of a prototype to show your design capabilities while at the same time pointing out key features building to a
value proposition. Or if you are a service or nonprofit venture, explain what you plan to provide to individuals or the
community.

o Element 4: Product-market fit description. Define the market niche clearly and explain how your innovation serves the market
purpose precisely. Not every problem is one people would pay to fix. Explain why there’s a market to overcome this problem,
how sizeable it is, and why your value proposition is the best.

o FElement 5: Competitive analysis. Demonstrate that your product is unique by defining its competition and illustrating how it
will stand out in the marketplace. Investors will pay close attention to any missed or omitted competitors. They will want to see
that you can establish barriers to entry, lest some immediate copycat eat up market share.

o Element 6: Financial projections. The business model canvas (BMC) can help you understand and be able to visualize how your
value proposition sits at the center of two dynamics: input and output cycles. Just know that you must pay for inputs and
overhead, and that revenues from outputs, sooner rather than later, ought to catch up to initial expenses. Show what the overall
market is worth: How big is this pie? Then, show how big your slice and your investor slice is going to be. In many cases, you
will want to end with a description of your team, demonstrating quickly why you are up to the task of growing this innovation.
As mapped out here, this could be the basic framework for your pitch deck for a short competition. Some elements can be
communicated in a single slide. Some will take more than one. Flesh out your essential pitch decks with further specifics or
with data requested by competition organizers for longer contests. It is suggested that you keep your core deck to no more than
ten slides and that you practice a two-minute version that covers all six of these concepts in case you meet an angel investor on
the street.

If you have followed this discussion, you have established a vision for your innovation and the company you want to build around
it. You have established a mission and identified a clear purpose for it. You should have a keen sense of your entrepreneurial story,
but if you cannot express these things in a way that makes other people see the value, your innovation may not survive. You don’t
build pitch decks solely for the purpose of asking for money or support. That may be the primary objective, but when you work on
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your pitch, you build the narrative case again and again for why your idea has value and why other people should buy into your
vision.

The Pitch Deck

As you can see, the primary means entrepreneurs have of sharing their vision is the pitch deck. Usually, ten to twenty slides can
explain your company, its goals, and key information to persuade an audience to take action (usually investors to consider investing
in the enterprise). Pitch presentations should be visual and engaging. They should be easy to edit and rearrange, and should engage
viewers with art, panache, and reasonable appeals. In general, they communicate the inspiration behind the innovation, its future
capabilities, and the strengths of the team. Incorporate as many visuals as you need and make sure the visuals match the script.

As an entrepreneur, you will be judged on your ability to develop and deliver a pitch. It can be taken as shorthand for your ability to
research a marketplace, guide a team, and manage a product. Sharing your vision using slideshow software is not easy. Viewers are
not impressed by status quo pitch presentations, but critical audiences will also quickly notice when a pitch is all flash and lacks a
good value proposition. A strong pitch, content-wise, can be noticed, even if the slide design is less than stellar. In other words,
developing a great-looking pitch deck is important, but there has to be substantial content.

LINK TO LEARNING

Explore a variety of foundational pitch decks and learn what worked and didn’t with each.

Let’s use the slide deck from Airbnb as an example. It was presented after the company grew from its initial seed funding stage into
a viable operation with high hopes for future revenue growth. That is, they were already established and making money when this
deck was in use. It was presented after the initial investment stage, when the company had done a good deal of customer
development.

The track record is always in question when small firms go asking for big money, so note how Airbnb describes its previous
success and potential for future growth. When funded, AirBed&Breakfast would change its name and grow it into a global brand.
This relatively straightforward deck from 2008-2009 is a popular example because of its simplicity and its powerful value
proposition, although some experts note that the design could be better.” Nevertheless, this was a successful pitch deck.

Visit https://press.rebus.community/media-...itching-ideas/ to see a SlideShare page containing the following ten slides and two
more add-ons from SlideShare. The description of this pitch deck comes from Media Innovation and Entrepreneurship.”!

o Slide 1: Airbnb started out as “AirBed&Breakfast.” Brand identity is established with a sans-serif typeface, use of color, and a
clear tagline: “Book rooms with locals, rather than hotels.”

o Slide 2: The problem statement is straightforward: Travelers need an affordable alternative to hotels.

o Slide 3: The solution statement focuses on the nature of the product, that is, that it’s a web platform, and on key features and
how they create value, both financial and cultural capital. Note that key features and the value proposition are already addressed
through three simple slides.

o Slide 4: To establish product-market fit, you first have to have a market. The Airbnb pitch deck notes that at the time there were
630,000 users on couchsurfing.com and that there were 17,000 temporary housing listings on Craigslist in San Francisco and
New York combined in one week. Thus, there existed a large potential traveler pool and a large pool of people with rooms for
lease, but these groups were in need of a unified platform.

o Slide 5: The fifth slide details the size of the market and Airbnb’s share, showing potential for growth.

o Slide 6: Completing the case for product-market fit, this slide shows the attractive user interface and provides a mini-narrative
for how the product works.

¢ Slide 7: This slide shows four years’ of revenue totals as simple math: 10 million + trips x $20 average fee = about $200 million
in revenue. This is evidence of product-market fit and whets the investor’s appetite for potential future earnings.

o Slide 8: This slide shows how Airbnb has already beaten its competition to own the market for certain events and create
partnerships.

o Slide 9: Here, investors get the full picture of the competition.

o Slide 10: The financial expectations are pretty well established by this point and were explained verbally. What this shows are
the barriers to competition expected to help preserve Airbnb’s position, future earnings, and growth expectations.

Consider what was involved in creating this Airbnb slide deck. The deck is not particularly complicated. AirBed&Breakfast, as it
was called at the time, was a market leader in a niche that other companies had previously tried to exploit. The company’s rapid
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growth was not a guarantee, but this offer was too good for investors to pass up, although at the seed funding stage, some investors
did not see the potential in a service that helps people sleep in others’ private residences.’” By the point this deck was in use, the
company had gotten past initial concerns about safety and viability, and was ready to grow quite quickly. A 2018 check shows
Airbnb has secured funding through six rounds from a variety of major investors.”

As we have seen, pitch decks and pitches are developed and delivered for various reasons, to various audiences, with varying
content. For example, you may prepare pitches to pursue different long-term visions for your product. Or, if you do not secure seed
funding, you might scale back your idea, adjust your vision, and rework your pitch. What remains the same is the need to convey
how you will bring value to users or customers, and demonstrate the core pitch elements, adjusted for each altered outlook.

Elevator Pitches

After looking at an exemplary pitch deck adapted by a niche market leader between seed funding and the venture capital quest, it
may seem difficult to inspire investors via a one- or two-minute elevator speech for a project under development, but preparing for
this type of pitch is essential. An elevator pitch is an abbreviated pitch, a memorized talk that can get you in the door to put your
full pitch deck on display. The elevator pitch should touch on the key elements of problem-solution, value proposition, product-
market fit, and team, and not much else.

Giving an elevator pitch is an art. The elevator pitch can be memorized and should be. It might be delivered informally at
networking events or at dinner parties or other social engagements. You never know when you might need to give an elevator
speech. You might find yourself talking to someone who’d be interested in your venture, and it might be at a golf outing, on the ski
slopes, on the street, in a store, or, yes, in a giant investment firm’s lobby as a courtesy, as in The Big Short. And of course, in
elevators. That’s why it should be memorized and up to date.

The classic example of a good elevator pitch is the one job candidates give that lands them an entry-level job in a company for they
have always dreamed of working. Adapted from an article in Forbes,”" there are six elements of a good job-seeking elevator pitch.
First, the pitch must be targeted. It cannot sound as though just any job will do. You need to pitch yourself for the specific role the
employer is trying to fill. It helps, second, to write your pitch down in order to edit it and perfect it. Third, it should be correctly
formatted and, fourth, focused on the company where you hope to work rather than on yourself. Explain how you understand what
they are hiring for and let that be the setup to a story that ends with you being the best person to fit their needs. Fifth, clear away the
buzzwords and corporate-speak, and, finally, practice performing your pitch aloud. Elevator speeches, after all, are given in person.

LINK TO LEARNING

NPR’s podcast How I Built This is a compelling collection of first-person accounts by entrepreneurs on all kinds of issues
relating to their startups. This episode of “How I Built This” is about Sara Blakely and her elevator pitch for Spanx that turned
into a bathroom pitch, and how she seized the moment for success.

However, a personal pitch is a relatively simple and straightforward task. If you’re asked to write an elevator pitch for your
proposed venture, start with about three sentences, or a 280-character Tweet. Write it first as a set of talking points so that you don’t
get hung up on trying to present the exact words in the exact order. Make your elevator speech broad enough that any member of
your team could deliver it and any potential investor could comprehend it in passing. Delivering an elevator speech is a linear
process, meaning a person can’t be expected to read back or probe for more information the way they might with a written
presentation or in a formal pitch presentation with time for follow-up questions. Be sure to bring business cards and keep your
smartphone charged and ready for the exchange of contact information, a sign that you have succeeded in this first step.

WORK IT OUT

Developing and Practicing an Elevator Pitch

Part of the idea of an elevator pitch is that you never know when opportunity will strike: when might you have thirty seconds
on an elevator with someone interested in supporting your business idea? That’s why thinking through the pitch—including
practicing it and getting feedback—can be so valuable.

o Gather a group of 2-3 classmates or entrepreneurially minded friends.
e Have each person spend a few minutes planning a 30-second elevator pitch.
o Take turns pitching your ideas. Take notes on others’ presentations.
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o Take turns providing feedback on the pitches. Feedback should focus less on the business idea and more on the presentation
of the idea.

12.4: Developing Pitches for Various Audiences and Goals is shared under a not declared license and was authored, remixed, and/or curated by
LibreTexts.

e 7.3: Developing Pitches for Various Audiences and Goals by Michael Laverty and Chris Littel et al. is licensed CC BY 4.0. Original
source: https://openstax.org/details/books/entrepreneurship.
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