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Why market analysis?



Top 20 reasons why start-ups fail

Core reasons for start-up failure: market, team, distractions and bad 
luck. Consider these as the main challenge areas for all start-ups

cbinsights

Market

Team

Distractions

Other

Lack of market need

29%Run out of money

23%Not the right team

19%Knocked out of the field

18%Pricing and cost issues

17%Bad / Unfit product

17%Lack of business model

14%Poor marketing

14%Ignored customers

13%Poor product launch timing

42%

Lost focus

13%Team / Investor tensions

10%Bad Pivot

9%Lack of passion

9%Bad location

8%Lack of financing

8%Legal issues

8%Lack of network advisers

8%Burnout

7%Failure to pivot

13%

Focus of today



Distractions

Actions of distractions make start-ups stuck

Pitching Circus Public funding
Technical 

Details

Multiple business No delegation Disruption

…

Focus
▪ Customers
▪ One Product
▪ Find your niche to grow
▪ Frigging sales, sales sales!!!!
▪ …



Multiple types of start-ups based on the main goals of their 
founders
Start-up types based on founding goals

…

Lifestyle Start-up

Small company Start-up

Scalable Start-up (Scaleup)

Sellable Start-up

Social Start-up

Corporate Start-up 

„Work for your passions“

„Work to feed your family“

„Born to be large“

„Born to be sold“

„Space to enable innovation“

„Born to do good things“

Passion Start-up repreat

Example: Surf shop Start-up, 
wandering programmer, 
freelancer, etc.

Start-up SME
Example: Barber, retailer, real 
estate broker, etc. 97% of all 

Start-ups

Start-up Corporate
Example: Google, Facebook, 
Zalando, Salesforce.com, 
Genentech, etc. 

Start-up VC Exit+
Example: WhatsApp, Tumblr, 
Kayak, Instagram, YouTube, etc.

Example: Siemens Corporate 
Ventures, Bosch Ventures, etc.

Example: Ashoka, BioLite, 
Envirofit, Milaap, TerraCycle, 
etc.

Corporate

Start-up

Start-up



Steps for market research

Market definition and 
segmentation

Study design Source selection Execution Analysis

Feedback

Definition of target markets 
and expected segments

Planning and design of 
market research

Identification and indexing 
of suitable information 

sources

Summary and synthesis of 
the findings

Market sizing and
validation of innovation 

opportunities

Core
hypotheses

Key questions

Primary Research

Secondary Research

Questionnaire Iteration
Documentation of 

results

Market Research is an interactive process

Feedback



Market definition and segmentation



A market summarises a defined set of transactions within a given 
fields (e.g. industries) and/or geographic area
Market definition

Supplier of a 
product or service

Vendor

Customers, users and 
interested parties

Customer / UserDelivery of a Product / Service

Transaction

Payment



A market summarises a defined set of transactions within a given 
fields (e.g. industries) and/or geographic area
Market definition

Supplier of a 
product or service

Vendor

Customers, users and 
interested parties

Customer / UserDelivery of a Product / Service

Transaction

Payment

Market definition: "Elite Brew," targets the specialty coffee niche within the 
broader coffee market

Elite Brew



Markets can differ greatly depending on their scope of definition 

Market definition

Coffee market
all coffee sold in 
all segments and 
niches

Not addressable 
(Captive)
e.g. consumers who 
primarily consume low-
cost or instant coffee

Unserved market
(not served by me or 
direct competitors)

e.g. Consolidated 
markets such as EEUU, 
Germany or UK

Unobtainable market
(unlikely to be reached 
by me)

e.g. consumers outside 
the company’s 
operational and 
distribution reach

Total 
Market

Addressable 
Market 
(TAM)

Served 
Market 
(SAM)

Obtainable 
Market 
(SOM)

Target market

--   Level of sophistication  → ++

(ALL) (CAN) (WANT) (GET)

Addressable
e.g. consumers 
interested in high-
quality, premium 
coffee

Served
e.g. Spanish market

Obtainable market
e.g. Consumers in the 
city of Barcelona



From a market perspective, everything is segmented

Market segmentation

Dividing an overall market relative to its market reaction through internally 
homogeneous and mutually heterogeneous subgroups (market segments)



From a market perspective, everything is segmented

Market segmentation

Dividing an overall market relative to its market reaction through internally 
homogeneous and mutually heterogeneous subgroups (market segments)



Types of segmentation

There are multiple segmentation criteria

Product and 
services

Technology Application Geography

Demography End-user Behavioural Psychographic 

…



Case study: Market definition and segmentation

Insect-based protein

▪ Insects have the potential to produce less greenhouse gas (GHG) emissions and use fewer resources as compared to conventional sources such as 
plant and animal proteins. Like animal proteins, insects are rich in proteins and essential amino acids, which are easily digestible compared to 
plant-based proteins Sources: European Food Information Council (EUFIC)

The company offers insect-based 
protein as an alternative to animal 

and plant-based proteins



Case study: Market definition and segmentation

Insect-based protein

▪ Insects have the potential to produce less greenhouse gas (GHG) emissions and use fewer resources as compared to conventional sources such as 
plant and animal proteins. Like animal proteins, insects are rich in proteins and essential amino acids, which are easily digestible compared to 
plant-based proteins Sources: European Food Information Council (EUFIC)

Pet Food

Animal Feed

Food & Beverages

The company offers insect-based 
protein as an alternative to animal 

and plant-based proteins



An overview facilitates organising different products in groups, to 
avoid incomplete segmentation or double-counting

Sources: Annual Reports, SEC Filings, Investor Presentations, Press Releases, Secondary Research, Statista, Expert 
Interviews and Atrineo Research 

Alternative 
proteins

Pet Food

Industry GroupBusiness Division

Market segmentation – Insect proteins

Animal Feed

Food & 
Beverages



An overview facilitates organising different products in groups, to 
avoid incomplete segmentation or double-counting

Sources: Annual Reports, SEC Filings, Investor Presentations, Press Releases, Secondary Research, Statista, Expert 
Interviews and Atrineo Research 

Alternative 
proteins

Pet Food Cat Food

Dog Food

Fish food

Industry Group ApplicationBusiness Division

Market segmentation – Insect proteins

Animal Feed Swine

Poultry

Aquaculture

Food & 
Beverages

Dairy Alternatives

Meat Alternatives

Protein 
supplements



An overview facilitates organising different products in groups, to 
avoid incomplete segmentation or double-counting

Sources: Annual Reports, SEC Filings, Investor Presentations, Press Releases, Secondary Research, Statista, Expert 
Interviews and Atrineo Research 

Alternative 
proteins

Pet Food

Product - Level

Cat Food

Dog Food

Fish food

Complete Feed

Premix Specialty feeds

Concentrates

Dry dog food

Dog treats

Wet dog food

Meatball & nuggets

Burgers

Sausages

Bacon

Industry Group Application

Supplements

Business Division

Market segmentation – Insect proteins

Animal Feed Swine

Poultry

Aquaculture

Food & 
Beverages

Dairy Alternatives

Meat Alternatives

Protein 
supplements



Market Sizing and 
validation



A market summarises a defined set of transactions within 
a given fields (e.g. industries) and/or geographic area

Market definition

Supplier of a 
product or service

Vendor

Customers, users and 
interested parties

Customer / UserDelivery of a Product / Service

Transaction

Payment

Market Volume (e.g. per year, in EUR) = Value of existing transactions REALISTIC

Market Potential (e.g. per year, in EUR) = #customers * price THEORETICAL

Market growth: e.g. CAGR (Compound Annual Growth Rate) or year-on-year

Note: Market size can be linked to business plan



Getting the order of magnitude right is a decisive factor for your own 
market research
Order of magnitude and market size

<105 106 107 108 109 1010 1011 1012 1013 1014 1015

Million Billion Trillion Quadrillion

„Peanuts“ Niche Sweetspot Sector Industry World market ?

„Sausage stand“

Ø Turnover 
Aldi Market

SWT DE

Smart thermostat DE

Quantum Comp. 2022

Turnover Aldi

Shadow economy DE

Media and Entertainment

Pharma

BIP DE

Automotive

BIP USA

Construction Industry

Millennials

BIP World

# Synapses in 
the brain



Market sizing is an exercise in collecting the right data, and 
figuring out how to estimate hard to measure variables
The key elements of market sizing

AssumptionsData and Counting

?
1

2
3

…



Market sizing

Market Reports and 
Estimates

Top Down Sum of competitors Bottom Up

Value Chain 
(Forward and Back)

GDP Correlation
Adjacent Market 

Method
Social Media 

Analysis

…

Many methods to estimate market sizes. Focus on the first two, but 
combining many of them yields the best results



An overview facilitates organising different products in groups, to 
avoid incomplete segmentation or double-counting

Sources: Annual Reports, SEC Filings, Investor Presentations, Press Releases, Secondary Research, Statista, Expert 
Interviews and Atrineo Research 

Alternative 
proteins

Pet Food

Product - Level

Cat Food

Dog Food

Fish food

Complete Feed

Premix Specialty feeds

Concentrates

Dry dog food

Dog treats

Wet dog food

Meatball & nuggets

Burgers

Sausages

Bacon

Industry Group Application

Supplements

Business Division

Market segmentation – Insect proteins

Animal Feed Swine

Poultry

Aquaculture

Food & 
Beverages

Dairy Alternatives

Meat Alternatives

Protein 
supplements



The market report method yields good fast results, when a 
trustworthy industry report is available

Example Method 1: Market reports and participant estimates

How large is the dog food market for novel ingredients in Europe?

Member of EU pet 
association

Expert in animal nutrition

Around 30% of 
European 

households 
own at least 

one dog

20% of dog 
population 
suffer from 

some dietary 
intolerances 
and allergies

2024

1.155

2.287

2025

1.276

2.522

2026

1.419

2.800

2027

1.549

3.069

2028

1.679

3.332

2029

3.138
3.442

3.798
4.219

4.618
5.010

2.084

1.054

+10%

Europe

RdW

9,8%
9,9%

CAGR 24 - 29



With the right boundary condition, the Top-down method allows a 
very fast estimation of potential

Example Method 2: Top-down

Potential for a novel protein dog food

Method is useful for a multitude of markets and applications, e.g. :

Hardware / SoftwareAerospaceAutomotivePharmaLighting Furniture / Home Telecom

X

Dog Population 9,3

Prevalence rate 20%

Rate of diagnosis 10%

Purchase rate 25%

Expenditure / dog 500€

23,25

Today

11,411,9

Large breed (~49%)

Small breed (~51%)

In m€
In m€



Market sizing

2024 2025 2026 2027 2028 2029

5,9
6,4

7,1

7,9

8,6

9,3

+10%

1,5

1,2

2025

4,0

1,8

1,3

4,4

2,1

2026 2027

4,8

3,5

2,3

1,4 1,5

2028

5,1

1,3

2,5

1,1

2024 2029

3,7

5,9

1,7

7,1

7,9

8,6

9,3

6,4

+10%

Food & Beverages Animal Feed Pet Food

European alternative protein market European alternative protein market, by application

In €Bio In €Bio

Consolidate into a final result



The core elements of a market study are insights regarding trends, 
customers, competitors and a market model
Composition of a fully fledged market study

C
u

st
o

m
e

rs

Market Model 
(volume, growth, etc.)

Drivers, Barriers

Trends

C
o

m
p

et
it

o
rs

Supplier of a 
product or service

Vendor

Customers, users and 
interested parties

CustomerDelivery of a Product / Service

Transaction

Payment

Why this?

Why now?

Why you?



Guiding questions support e.g. the validation of innovation opportunities

What to derive from a market analysis?

1 What is the market volume (potential) and growth (add and verify numbers)?

2

3

What are market trends and technological trends with regards to your solution

4

What are future challenges with high pressure to be solved (technological, social, political)? 

5

Is the problem a real challenge (pain point) of the target group (or within the field)?

6

What is the additional value for my target group vs. existing solutions?

7

What are alternative solutions? Who are my competitors?

What are risks and barriers to enter the market (e.g. regulations)? 

Why you?

Why now?

Why this?

8 What are “innovation drivers” of the target group (when do they buy or invest)?
Why now?



Primary Data vs. Secondary Data

Market Research Data
Fact and figures collected and analysed and combined with assumptions

Secondary Data
Public / existing information 

collected by others

Government statistics

Industry associations

Trade publications

Company websites

Market research reports

Primary Data 

New information collected directly

Two main types of data for market research. Both become more 
powerful in combination as they reinforce each other



Secondary research

Top3 Results

Now what???

1. Google properly (e.g. Google synthax)
2. Intelligent googling (combination of key

words and at least read the Top10)

Secondary research is strongly dominated by search engines such as 
Google, but needs to go much further

GPT-4

OpenAI

Llama 3

Meta

Gemini

Google

Claude 3

Anthropic

Minstral 8x22B

Minstral

Fuyu-Heavy

ADEPT

BLOOM

HuggingFace

Grok-1.5

x.AI

General Large Language Models



AI Tools Overview

There is a selection of specific tools which can have clear regular use cases for 
market research. This is a sample of the best-in-class ones

Apollo.io

Prospect outreach 
and engagement

Browse AI

Data extraction /
scraping

Heuristi.ca

Conceptualisation 
and mindmaps

Crunchbase

Market analysis

Statista

Market analysis
Perplexity

Knowledge 
discovery

Hunter

Prospect outreach 
and engagement

Elicit

Research questions



Practice



Practice

Supplier of a 
product or service

Me

Constituted by customers and 
interested parties

Target group
Delivery of a Product / Service

Transaction

Payment

Define your transaction

Calculate market volume / market potential (2 methods)2

Top-down 

Reports
Company presentations
Statistics 
Graphs

Start with “[my solution] market (statista)”

Market Reports and Estimates

1

Secondary research collects the initial market information; keep it 
simple for success! Calculate your market size



Product Name: ___

Product explanation:
▪ …

Market definition and segmentation:

Total market

Total addressable 
market

Possible market 
segments

Selected market 
segment

Market estimation 
▪ Sources found/used
▪ Assumptions made
▪ …
▪ Result: xy € per year

1

2

3

4



Atrineo AG 36

Excercise
Team work



Conclusions



Many years of experience show…

Six things to remember when estimating markets...

Lesson 1: Lesson 2: Lesson 3:

Lesson 4: Lesson 5: Lesson 6:

∞

1 + 2 + ..



Vikesh Chugani
Innovation Manager
Atrineo AG
Barcelona

vc@atrineo.com

mailto:nr@atrineo.com
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