
1.VALUE PROPOSITION
Why should someone do business with YOU.
This is your basic ‘Need & Demand’ summary. What is it that you’re building 
and why does it bring value to your customers and clients? You can think 
of this as a problem you are solving and why the solution you have come up 
with is special and uniquely desirable. Think about the benefits of customers 
coming to you as opposed to your competitors.

It’s important that your value proposition puts your customers at the focus – 
it’s about what they will value in your product or service. 

Uber’s value proposition is offering a convenient and safe alternative to 
traditional taxi rides. They have highlighted everything that we don’t like about 
getting a taxi (trying to explain where we’re going, safety, having enough cash, 
waiting for a car to be available etc.) and have offered a solution. “One tap and 
a car comes directly to you. Your driver knows exactly where to go. Payment is 
completely cashless”.

This can be a tricky one to pin down initially as you may be offering several 
services, however there are values that will underlie everything that you do 
and can offer. It’s worth taking some time to solidify your value proposition as 
this will become the backbone of your business and eventually, will become 
the reason behind brand loyalty to you over your competitors. 

2. CUSTOMER SEGMENTS
Who are you bringing value to? Who are ‘your people’?
Think carefully about your customers and clients. Being able to define who 
it is that your product/service appeals to most, will enable you to market to 
them effectively. Working out who these people are, their demographic, their 
income, where they like to hang out, their beliefs and style can all assist your 
marketing strategy to ensure these people know about you and what your 
business can offer to them.

You may find there is more than one customer segment, relating to your 
service or product. Depending on your industry, it can be useful to reevaluate 
your customer segment before a new release to ensure that you know how 
best to reach the individuals who will benefit most from what you’re providing.

The reason it’s called a Customer Segment is because you’re going through 
a process of dividing potential/existing customers up into groups. Each group 
or segment can then be targeted appropriately with specific and effective 
marketing strategies.
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3. DISTRIBUTION CHANNELS
So, with your value proposition and your customer segments working hand in hand, how do you 
deliver the value you’re offering to the customer? I like to split this into two sections in the modern 
world: Digital Distribution Channels & Physical Distibution Channels. How does your customer get 
to do business with you?

Digital: Your online presence.
Social Media – where customers can see what you’re about and the work that 
you do. (Your values should be oozing out of your social media channels!) 
Social media channels should be engaging and approachable – whether you’re 
a serious business, a fun organisation or anything in between, this is social 
and shouldn’t be a replica of your website. This is where you get to show your 
behind the scenes, work in progress, previews and talk to your customers and 
get them involved in backing you over your competitors.

Website/Webshop - A digital place where you can distribute the value to the 
customer. A webshop can be the place that delivers your product or service to 
your customer whilst a website can also distribute valuable information about 
you, your service, your products and your values.

Online documentation – Vague, I know – but it’s so important to exist in the 
digital world to become a successful business. People need to know about you, 
your values and how to find you. Whether you’re trying to make thousands of 
pounds or connect thousands of people to create a community, people need 
to know how to find you. Find people who are working with similar customer 
segments or who have similar values and use their platforms to engage their 
existing customers – from interviews, articles, blogs, videos. Take up space in 
the digital world to ensure your distributing your business through as many 
channels and to as many of ‘your people’ as you can. 

Physical: In Real Life!
And... we’re back in the real world. What do you need to do and where do you 
physically need to be to attract and retain your customers?

Take some time to carefully consider what the right physical distribution 
channels are for you. This could be which stores you want your products or 
designs to be in, what label you want to be signed to etc. But it does go further 
than this. Think about where you want to be seen – who are your competitors 
and how do you compete? Do your research, which events do you need to be at 
or be selling at? Is part of your distribution networking and informing? How do 
your customer segments find out about you in the physical world? – It’s worth 
thinking about where they are and how do you get to them in the real world - 
do you need to be on posters citywide? Do you need to show-up as a speaker at 
a conference? Perhaps you want to get some artwork in a local café because 
you know from your research that ‘your people’ hang out there... 

In a world that is increasingly digital, it’s important not to forget about what 
happens on the ground. A real-life encounter with you/your product/ your 
service will leave a much longer-lasting impression than one online, so make 
it count! 
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4.CUSTOMER RELATIONS
Once we’ve worked out who your customers are and how we’ve distributing value to them, it’s time 
to consider what type of relationships we’re going to establish with them. This is about how you 
acquire or find customers (“Customer Acquisition”), how you keep your existing customers coming 
back to you (Customer Retention) and how you add more new customers into the mix whilst doing 
so – growing your customers and boosting sales. There’s sadly, no potion or equation that makes 
a quick fix answer to these but considering what forms these relationships will help! Again, your 
customer relationships can be digital and in the physical world – so this can be a good place to 
start.

Digital: Your online connections:
Think about the experience you’re creating for your customers through your 
content. Customers buy into a lifestyle that fits in with their own or more 
often, their aspirations or ambitions so your content should fit into to that 
to be appealing to them. It’s important to work out how to gain traction with 
your social media posts and stories, ideally your content should be ‘likeable’ 
and ‘shareable’ so your existing customers can help expand your customer 
base themselves. Have a coherent aesthetic so your posts, content (as well 
as your products/service) and brand are recognisably you – this will create 
brand loyalty and help return custom by people remembering you over your 
competitors.

Physical: Your connections in ‘real-life’:
How do you get, retain and grow your customer relationships on the ground? 

This is about where you, your products/service is seen in the physical world 
– it’s all about relevance. Think about the locations of your customers and 
your potential customer segments and where you need to be to maintain 
and nurture these relationships. This could be making a presence at talks 
regularly, festivals, in certain stores or galleries so that people know they can 
rely on you/your products/service being available to them if they go to those 
spots – this familiarity can help boost loyalty and recommendations which 
leads to gaining customers whilst retaining existing customers, solidifying 
your relationships. 
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5. REVENUE STREAMS
 The end goal of this part is “How do I make that Money!” - Whether your 
business is finance or passion driven, we all need to pay our rent and bills 
and have some left-over cash to indulge in that big ol’ thing called life.
In human terms, the title for this section is “Where Is My Business Getting 
Money From?”. There are many different ways of making money through a 
business and yes, you can pick more than one. If you sell a product this is 
known as an ‘asset sale’ - someone wants to have an asset or product from 
you, so they pay you money for it and they then own the product or asset. 
Lending/leasing/renting is where someone pays money to access your 
product/service/asset, but the main difference is that it still belongs to you. If 
someone pays a subscription fee to access the product or service this means 
the customer is generally staggering their purchase of it.

You can make money by licensing your designs/creations/services for others 
to use – make sure it’s beneficial to you as well as the parties who want your 
brilliant ideas! Advertising is great way to make money, you’ve got to put 
money into this first – this could be a wide scale internet promotion, it could 
be massive, city-wide billboards (if that’s right for you!) or it could be giving 
away merch to influencers whose own customers/audience are your desired 
customer segment too. This could be giving a performer/talker/activist a 
t-shirt to wear to expose* you and your business to a wider audience. 

It’s worth having a search around to see what options you have with regards to 
pots of money available already. There are plenty of funding bodies out there 
that are looking for businesses like yours to show up or set up a crowdfunded 
project – there are so many people out there that want to see you win!

Passive income – try to find ways of making money whilst you sleep. This could 
be in the form of an online store (Etsy/Bigcartel etc.) or subscription fees or 
downloadable assets/resources.  

*Exposure: I could write a whole section on this: Exposure. 
YOU and only you, decides whether you are going to get ‘good exposure  for 
your workservices/product and NO ONE should offer it to you. There are very 
few people who work for free and are happy doing so. If a business/client 
offers you ‘no budget but great exposure’ chances are they’re trying their 
luck to see who is inexperienced enough to take advantage of. In exceptional 
circumstances where there genuinely is no money available, there are assets/
services/experiences/opportunities available in exchange for goods – do a 
business swap.5



6.KEY RESOURCES
What do you need to make this work?
You’re probably starting to see that I love to split these things up into bitesize 
chunks... I like to think of key resources in both physical and abstract. Physical 
resources are tangible things that you need to source and obtain to make your 
business work – this could equipment, materials, funding/revenue, transport, 
accommodation or premises and people (in the form of your team to your 
customers and everything in between – documenters, funders, organisers, 
property owners, councils, stockists etc.). Your key people are going to end up 
being your Key Partnerships, we’ll talk about this in the next section!

Your abstract resources are slightly harder to grasp- but you’ll know you 
need them! These resources could be information or inspiration that you 
need in order to be able to create or provide. You might need support – figure 
out what this means, often this can be broken down into physical resources 
once deciphered. For example, you may need permission, you might need 
opportunities or more free time and you might need support to do what you 
want to do. What do you need to do in order to gain opportunities to allow you 
to justify freeing up your time? It could be in the form of making connections 
and reaching out to people via email or phone call to tell them what you want 
to do. 

If the support you need is financial, then you might need to set time aside 
to research and write a funding application. If you need permission to do 
something, who do you need it from and how do you gain it? With regards 
to opportunities, try to find resources and partnerships that will act as 
catalysts to more work – this could be using documenters (photographers/ 
videographers/ press/ bloggers/ influencers etc.) that will market and promote 
your business, providing more sales opportunities. It could also be building a 
team of well-connected experts to streamline your route to success by being in 
the right places with the right faces!
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Just to make it clear, some versions of the Business Model Canvas will 
explain Key Activities before Key Partnerships and/or Key Resources. It 
makes no difference because the three inform one another simultaneously.
Your Key Activities is your plan to deliver your Value Proposition and make 
your business a reality. There are the practical aspects of making products, 
delivering services and creating work but it’s important to ingrain your value 
proposition into everything you do. The way that you ‘do business’ should be a 
massive part of what makes you special.

You Key Activities are most likely to be pairing your Key Partnerships and your 
Key Resources. Most activities for starting successful and solid business can 
be broken down into operations, marketing, production, problem-solving and 
admin. A personal note I would have is to remember to keep it special, that 
burning flame that sparked your idea to do this NEEDS to stay ignited – it won’t 
always be easy, but it will be worth it. Keep working on your outreach, your 
connections, starting conversations, making people think, creativity, working 
on and enhancing skills, feeding your ambition and inspiration, education and 
informing your practice.

7. KEY PARTNERSHIPS
As we touched on in the previous section – your Key Partnerships are the 
important people/ bodies/ organisations around you that are going to be 
crucial in making this dream a reality. Looking through my notes on this 
section, it seems I once titled this “How can you share your workload?” and 
that’s essentially what your Key Partners will do. We can’t do everything 
ourselves and it’s important that we recognise that getting other people to do 
what they are good at is beneficial to all of us. 

As mentioned above – this can be an ongoing list of people you need to make 
this happen. From your funders, councils, community, property owners, site 
managers, galleries, festival organisers, caterers, logo designers, producers, 
educational bodies, accountants, documenters, reviewers, influencers, 
models, printers, couriers Etc.

8.KEY ACTIVITIES
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9. COST STRUCTURE
This is the scary bit! I’m just kidding, this is the exciting bit where we work 
out what we need to spend to invest in our ambitions. 
What is this going to cost you?
Break down all the costs that will be incurred to make this happen. If numbers 
aren’t your thing, I know this can be daunting but it’s really important that 
you have a realistic prediction of what setting up, running and expanding your 
business will cost you. The more transparent your costs are, the easier it will 
be for you/your business to decide whether to proceed or pivot.

Work out what are your fixed costs and your variable costs. Fixed costs 
will remain the same regardless of the volume (I.e. rent/ equipment/ other 
people’s wages). Variable costs change depending on the demand or volume 
required (I.e. materials dependent on commission/project size). Think about 
economies of scale – where cost per unit falls as output rises, so this is often 
the case for production like print costs and product manufacturing. Bear in 
mind, increasing scales can bring up issues such as a decrease in quality or 
longer lead times etc.

You’ll probably come to realise your business is either Cost-Driven or Value-
Driven. Cost-Driven operations have a focus on keeping costs low from the 
outset which often offers low prices to the customer and opportunity for high 
profit margins. Value-Driven business has a desire to offer value for money, 
which usually means the costs are higher, the prices to the customer are 
higher but the attention to detail or personalised service is recognisable and 
usually incites brand loyalty and return custom.

Remember to work out the costs of your time, this is whenever you’re doing 
work-related activities that mean your time is occupied and you’re unavailable 
to work on something else (this includes when you’re doing admin or 
travelling)! 

Other costs that are easily forgotten about include any insurance you might 
need in order to work e.g. Public Liability Insurance, Indemnity Insurance, 
Travel Insurance etc. a percentage of your phone bills or internet costs, studio 
rental, DBS checks if you want to work with young or vulnerable communities, 
qualifications, memberships to relevant bodies. These will end up as your 
business expenses which you can offset against your turnover to reduce your 
tax bill. If you can accurately estimate your yearly turnover it’s always worth 
working out how much your tax bill or any national insurance contributions 
will cost you too. 

Trust me, once you’ve worked out your costs you won’t feel bad about saying 
no to working for “exposure”!
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