
 

Discovering 
and 

Developing 
Value: 

Frameworks for Entrepreneurs 
  
 

James M. Wilson III, MBA, MS, SSBB, PhD 
 
 
 
 
 

Penser Press 
2024 

 
 



 
 

ii    

 
 
Discovering and Developing Value: Frameworks for Entrepreneurs 
 by James M. Wilson III, MBA, MS, SSBB, PhD 
 
Published by Penser Press 
81 Prospect Street, Suite 47 
Northampton, Massachusetts 01060 
Penserpress.com 
 
©2024 James M. Wilson III 
 
All rights reserved. No portion of this book may be reproduced in any form 
without permission from the publisher, except as permitted by US copyright law. 
For permissions contact info@penserpress.com 
 
Cover design Greg Caulton 
 
ISBN: 978-1-7355406-3-4 
 
I want to thank OpenAI for the use of ChatGPT 3.5 and 4.0 to help me in editing, generating content, 
and organizing materials for this text.  The blur between my intent and ChatGPT’s assistance is too 
embedded to unravel at this point.  It would be like thanking Apple for the computer I use, and 
Microsoft for word processing software, and Adobe for generating this in PDF form.  I humbly 
recognize all these tools.  Note that I have cited extensively in the document based on my research 
and contributions.  
 
 
 



 
 

iii    

 

 

Dedication 
 
This work is dedicated to the inventor Charles Sperry, holder of over 100 

patents. 
 

 I am fortunate to have him as a mentor and friend. 
 

“I would trade clarity for legacy.” 
 
 







 
 

2    

Table of Contents 
 
PREFACE ............................................................................................. 8 
 
CHAPTER 1 VALUE IN OUR LIVES ........................................... 12 

Introduction .................................................................................... 12 
Concept: What is Value .................................................................. 13 
Concept: Functional Value ............................................................. 14 
Concept: Emotional Value: ............................................................. 15 
Concept: The Value Proposition .................................................... 17 
Theory: Consumer Value and Product and Service Innovation .. 18 
Technological Change and Changes in Consumer Preferences ... 20 
Theory: The Buying Hierarchy and Market Evolution ................ 22 
Summary ......................................................................................... 30 

 
CHAPTER 2 VALUE DEVELOPMENT AND MARKETS AND 
RISK .................................................................................................... 32 

Introduction .................................................................................... 32 
Facts: Capitalist markets - where startups and incumbents vie to 
create value. .................................................................................... 34 
Concepts: Surprise, disruption, creative destruction—the risk of 
value creation .................................................................................. 38 
Framework: Kinds of risk—Rumsfeld, Swans; Controllable-
Uncontrollable ................................................................................ 39 
Concept: Addressing Risk Through Research .............................. 42 
Summary ......................................................................................... 45 

 
CHAPTER 3 RESEARCH AND RISK REDUCTION .............. 48 

Introduction .................................................................................... 48 
Creating New Knowledge: Exploratory vs Confirmatory Research
 ......................................................................................................... 50 
A Philosophical Interlude - Whence New Ideas of Value? .......... 54 
Concept: System 1 and System 2: Imagination, Discovery, and 
Due Diligence ................................................................................. 55 
Theory: Exploration and Exploitation and the Ambidextrous 
Organization ................................................................................... 58 
Theory: Dominant Logic as the Firm’s Theory for Success ......... 64 
Theory: Dialectic of Single-Loop and Double-Loop Learning .... 65 
Summary ......................................................................................... 66 
Appendix:  Value Development Checklist ..................................... 68 

 



 
 

3    

 
CHAPTER 4 EXPLORING VALUE .............................................. 70 

Introduction .................................................................................... 70 
Concept: Defining the Job -to-be-Done (JTBD) ........................ 70 
Framework: The Path to the Job-to-be-Done. ............................. 74 
Concept: Empathy .......................................................................... 80 
Concept: Alertness and Opportunity Recognition ....................... 87 
Best Practice Method: Recognizing the Job-to-be-Done. ........... 91 
Summary ......................................................................................... 96 

 
CHAPTER 5 ARTICULATING THE VALUE HYPOTHESIS .. 98 

Introduction .................................................................................... 98 
Framework: Prototyping the Value Hypothesis: Ideation and 
Thinging .......................................................................................... 99 
Best Practice Methods: Translating the Job-to-be Done into a 
Value Hypothesis ............................................................................ 99 
Concept: Associational Thinking – Divergence .......................... 101 
Concept: Ideation – Convergence ................................................ 102 
Concept: Creating and Pruning Value to Develop Competitive 
Value Propositions ........................................................................ 103 
Best Practice Method: Eliminate, Reduce, Raise, and Create 
(ERRC) for Convergent Thinking .............................................. 105 
Best Practice Method: Critical to Value for Convergent Thinking
 ....................................................................................................... 110 
Best Method Practice: KANO for Convergent Thinking .......... 114 
Concept: Thinging and the Articulation of the Value Hypothesis
 ....................................................................................................... 119 
Best Practices Methods Supporting Prototyping. ...................... 123 
Additional Processes for Prototyping .......................................... 138 
Summary ....................................................................................... 146 

 
CHAPTER 6 VALIDATING THE VALUE HYPOTHESIS ...... 150 

Introduction .................................................................................. 150 
Framework: The Three Concerns in Validation ......................... 150 
Best Practice Method: The Three Gates for Value Validation ... 152 
Best Practice Method: Critical Unknowns Assessment ............. 164 
Best Practice Method: Validation Hack – System 1.5 ................ 165 
Summary ....................................................................................... 170 



 
 

4    

 
 
CHAPTER 7 FINANCING OF INVENTION AND VALUE 
CREATION ...................................................................................... 172 

Introduction .................................................................................. 172 
Risk and Investment ..................................................................... 174 
Research to Mitigate the Risk of Investment .............................. 177 
Different methods and sources of financing innovation and 
entrepreneurship ........................................................................... 178 
Stages of Financing: ..................................................................... 180 
Requirements of Venture Capitalists ........................................... 181 
Checklist for Research and Investment ....................................... 183 
Summary ....................................................................................... 185 

 
CHAPTER 8 VALUE DELIVERY ................................................ 188 

Introduction .................................................................................. 188 
Theory: Resource-Based View of the Firm. ................................ 189 
Concept: Dominant Logic of the Firm ........................................ 190 
Best Practices Method: Effectuation ........................................... 192 
Framework: Integrating the Voice of the Customer and the Voice 
of the Process. ............................................................................... 193 
Best Practice:  Value Engineering ................................................ 195 
Framework: The Business Models and Configuration ............... 196 
Best Practice Method: The Business Model Canvas and the Value 
Proposition Canvas ....................................................................... 199 
Best Practice Method: Value Chain and Configuring Resources
 ....................................................................................................... 203 
Best Practice Method: Strategy Map .......................................... 208 
Compare and contrast the strategy map, business model canvas, 
and value chain. ............................................................................ 211 
Framework: Organizational Form and Value Delivery .............. 212 
Theory: Organizational Contingency Theory ............................. 215 
Framework: Make or Buy? .......................................................... 218 
Concept: Commercialization ........................................................ 219 
Concept: Scaling a Company ....................................................... 222 
Summary ....................................................................................... 224 
Appendices .................................................................................... 226 
Framework: Porter Activity Map ................................................ 228 



 
 

5    

 
CHAPTER 9 CAPTURING VALUE ............................................. 232 

Introduction .................................................................................. 232 
Theory: Value, Economic Profit, and Perfect Markets .............. 233 
From Value Exploring to Differentiated Value Delivery ........... 235 
Concept: Kinds of Differentiation ............................................... 237 
Research Methods Helpful in Discovering Sources of 
Differentiation .............................................................................. 239 
Concepts: The Voice of the Customer and the Voice of the Process
 ....................................................................................................... 241 
Framework: Value Capture and the Sales Funnel ...................... 243 
Concept: Customer Experience ................................................... 249 
Concept: The Customer Journey ................................................ 250 
Discussion: The Customer Journey creates the Customer 
Experience .................................................................................... 252 
Concept: Buyer Experience Cycle ............................................... 254 
Concept: Customer Acquisition Costs and Customer Retention 
Costs .............................................................................................. 255 
Concept: The Flywheel ................................................................ 257 
Concept: Switching Costs ............................................................ 261 
Concept: Barriers to Entry and Capturing Value ....................... 263 
Concept: Intellectual Property Considerations in Value Capture
 ....................................................................................................... 265 
Theory: The Resource-Based View of the Firm and Capturing 
Value .............................................................................................. 267 
Concept: Appropriability ............................................................. 271 
Checklist: Strategy and Tactics for Capturing Value ................. 274 
Research Methods helpful to investigating Capturing and 
Retaining Customer Value ........................................................... 276 
Summary ....................................................................................... 278 

 
CHAPTER 10 CONTROLLING VALUE .................................... 280 

Introduction .................................................................................. 280 
Framework: The Dominant Logic and Control .......................... 281 
Best Practices Method: Using KPIs to Deliver and Control Value
 ....................................................................................................... 283 
Concept: The Voice of the Process .............................................. 285 
Best Practice Methods: Management Tools for Value Control .. 288 
Best Practice Method: Six Sigma ................................................ 290 
Best Practice Method: Deming-Shewhart Method .................... 292 
Best Practice Method: Lean ......................................................... 294 
Best Practice Method: Kaizen ..................................................... 297 
Best Practice Method: Value Stream Mapping .......................... 298 



 
 

6    

Best Practice Method: TQM ....................................................... 300 
Best Practice Method: The Baldridge Excellence Framework .. 302 
Best Practice Method: Balanced Scorecard ................................ 303 
Examples of Using These Best Practice Methods ...................... 306 
Concept: Voice of the Process and the Potential for Automation
 ....................................................................................................... 311 
Best Practice Methods and Associated Research Methods for 
Value Control ................................................................................ 312 
Summary ....................................................................................... 313 

 
CHAPTER 11 EVOLUTION OF VALUE ................................... 318 

Introduction .................................................................................. 318 
Theory: Creative Destruction ...................................................... 319 
Theory: Market Dynamics and Market Entry ............................ 321 
Porter’s Five Forces Model and Market Evaluation .................. 328 
Teece’s Model of Market Entry ................................................... 331 
Checklist:  What to consider before entering a market .............. 334 
Theory: The Product Life Cycle .................................................. 336 
Summary ....................................................................................... 357 

 
CHAPTER 12 VALUE RENEWAL ............................................... 360 

Introduction .................................................................................. 360 
Concept: Failing to Engage in Organizational Renewal ............ 361 
The Pivot and Organizational Renewal ...................................... 363 
Theory: Ambidextrous Organization- Managing Exploiting and 
Exploring ...................................................................................... 365 
Concepts: Organizational Intelligence and Absorptive Capacity
 ....................................................................................................... 368 
Framework: Leonard’s The Wellsprings of Knowledge ............. 373 
Best Practice Method: Six Pathways Method for Renewal ....... 377 
The BOS Three Tiers of Marketing as a Source of Innovation . 379 
Best Practice Methods: Other Sources of Organizational 
Renewal. ........................................................................................ 381 
Summary ....................................................................................... 383 

 
CHAPTER 13 OVERVIEW OF RESEARCH METHODS ....... 384 

Introduction .................................................................................. 384 
Kind of Research Methods: Qualitative Analysis and Exploratory 
Research ........................................................................................ 386 
Research Method: Observation ................................................... 388 
Research Method: Interviews ...................................................... 389 
Research Method: Focus Groups ................................................ 390 
Research Method: Archival Research ......................................... 390 



 
 

7    

Research Method: Content Analysis ........................................... 391 
Research Method: Ethnography ................................................. 391 
Research Method: Case Study ..................................................... 392 
Research Method: Action Research ............................................ 393 
Quantitative Methods and Confirmatory Research ................... 393 
Research Method: Survey ............................................................ 394 
Research Method: Experiment .................................................... 395 
Research Method: Quasi-Experiment ......................................... 395 
Research Method: Data Mining and Big Data ........................... 396 
Differences between Qualitative & Quantitative Research ....... 398 
Mixing Methods: Perspectivism & Methodological Pluralism. . 400 
Best Practice Method: Planning the Research Process .............. 402 
Leonard’s Model of Renewal and Formal Research Methods ... 404 
Classical Research Methods & Best Management Methods ...... 405 
Summary ....................................................................................... 408 

 
CHAPTER 14 CONCLUSION ...................................................... 410 
 
GLOSSARY ...................................................................................... 412 
BIBLIOGRAPHY ............................................................................ 419 
INDEX .............................................................................................. 433 
 
AUTHOR PROFILE ....................................................................... 438 
 



 
 

8    

Preface 
In an ever-evolving world where value creation is pivotal to both 
survival and success, this book aims to illuminate the intricate dynamics 
of value in various contexts, from personal significance to its broader 
impact in the business realm. The concept of value is multifaceted, 
encompassing functional, emotional, and theoretical aspects, each of 
which plays a crucial role in shaping consumer behavior and influencing 
market evolution. 
 
"Discovering and Developing Value" seeks to unravel these complex 
layers by presenting a detailed exploration of how value is developed, 
delivered, and sustained in the competitive markets of today’s capitalist 
society. Each chapter systematically builds upon the last, crafting a 
comprehensive framework that not only academic scholars but also 
business practitioners can find invaluable. 
 
" Discovering and Developing Value " synthesizes a wide array of 
concepts, theories, and methodologies related to the creation, 
development, delivery, and management of value in a modern capitalist 
context. This book has traversed the theoretical foundations, practical 
applications, and strategic implementations of value in various business 
scenarios, providing readers with a robust framework for understanding 
and leveraging value in their professional endeavors. 
 
Chapter Summaries: 
 

• Chapter 1 introduces the multifaceted nature of value and sets 
the theoretical groundwork for understanding its impact on 
consumer behavior and market dynamics. It outlines various 
concepts of value—functional, emotional, and the overall 
value proposition—and discusses how these drive product 
and service innovation. 

• Chapter 2 and Chapter 3 delve into the dynamics of value 
creation in the face of market risks, highlighting the 
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importance of research in mitigating these risks and reducing 
uncertainties in value development processes. 

• Chapter 4 through Chapter 6 explore the practical aspects of 
articulating and validating value hypotheses, discussing 
methods like prototyping, customer empathy, and risk 
assessment to refine and affirm business strategies. 

• Chapters 7 and Chapter 8 focus on financing and delivering 
value, emphasizing how different financing stages and strategic 
business models influence the effective delivery of value to the 
market. 

• Chapter 9 addresses the crucial aspect of capturing value, 
exploring differentiation, customer experience, and other 
elements that help firms maintain and enhance their market 
share. 

• Chapter 10 and Chapter 11 discuss controlling and evolving 
value through management best practices and organizational 
renewal strategies, stressing the importance of adaptability and 
continuous improvement in sustaining long-term success. 

• Chapter 12 provides a deep dive into the processes of 
organizational renewal and the need for companies to remain 
flexible and responsive to changes in market conditions and 
technological advancements. 

• Chapter 13 offers an overview of research methods that 
support the various stages of value creation and renewal, 
presenting a blend of qualitative and quantitative approaches 
to enrich the understanding and application of value theories. 

 
The final chapter, Conclusion, encapsulates the essence of the book, 
reiterating the importance of viewing value creation as a dynamic and 
continuous process that requires persistent innovation, strategic 
foresight, and rigorous research. It calls on readers—whether they are 
students, academics, or practitioners—to apply these insights with a 
critical and innovative mindset, aiming not just to adapt to market 
changes but to actively shape the future of their industries. 
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Through this comprehensive exploration, the book equips readers with 
the knowledge and tools necessary to navigate and excel in the complex, 
ever-changing landscape of global markets. It encourages a proactive 
approach to value creation, advocating for strategies that are not only 
responsive but also anticipatory of future trends and challenges. This 
guide serves as a critical resource for anyone committed to the pursuit 
of excellence in the realm of business and economics. 
 
This book is not just an academic treatise but a practical guide that 
stitches together various theories and methodologies into a coherent 
strategy for understanding and navigating the complex landscapes of 
modern markets. Whether you are a student of business, an academic 
researcher, or a practicing manager, this book offers insights that are 
critical to mastering the art of value creation, delivery, and sustainability 
in today’s dynamic economic environment. 
 


