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1. Background



What is SEEDS Assessment?

® The SEEDS Assessment stands for the Social-Emotional, Evidence-based
Developmental Strengths Assessment conducted by the UCLA Clinical
Psychology research team and PracticeWise (a Child & Adolescent Mental Health
Company).

® A 62-item self-report questionnaire designed to measure the social-emotional
competency areas in children and adolescents that matter most.

®  Provide feedback to parents regarding their children’s social-emotional strength

behaviors as well as recommended steps for how to strengthen those areas in order to

) SEEDS

ASSESSMENT

reduce social and mental health problems.

e  Website: http://www.seedsassessment.com/



http://www.seedsassessment.com/

“Measuring the areas of your mental bealth that matter most;
providing steps for strengthening and maintaining your bealth and happiness.”

SEEDS Mission Statement



The SEEDS Areas

The following areas represent the ‘evidence-based’ target areas of social-emotional

development, measured together for the first time by the SEEDS Assessment:

Relaxation Skills
Talent Building

Knowing About Emotions
Problem Solving

Cognitive: Changing My Thinking
Self-Rewards/ Self-Praise

Goal Setting

Stimulus/Cue Management
Facing Your Fear
Social Skills

Communication Skills

Pleasant Activity Scheduling

Assertiveness Skills
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SEEDS Results

e Specific Recommendations.

o On page 2 of the report, we also provide specific
actions that can be taken to strengthen each
Social-Emotional Strength area. Each of the 13
areas are also categorized into one of the three
major areas of Cognitive Skills, Behavioral Skills,
and Interpersonal Skills.

o  Learning about how to support your child in
building his/her strengths in these areas will help
her create a more productive, successful and

happy life.
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2. Current Problems



Current Stages

® The SEEDS Assessment has been validated and testes on 1003
Korean childrens.

® The research team is planning to expand this project to a
FOR-PROTFIT enterprise.

0 The team is applying for a grant from Duksung Woman’s University to help
expand this project to a for-profit company. The grant is $60,000/year, and
will be given for two years. Responsibilities for the grant includes: publish
scientific papers and build a sustainable product/service to improve mental
health problems in Korea.

o However, the team is facing multiple problems when expanding from a

scientific research to a real business product




Current Problems

1. Customers

2. Business Model and Marketing strategies:
a. Products
b.  Prices
c. Place
d.

Promotion




Current Problems

1. Customers:

e  Who are the most potential
customers of SEEDS?
e How to manage and maintain

the relationship with customers?

The team is considering three types of
customers:

o (1) Parents

o (2)Schools

o0 (3) Therapists
Each type of customers will have potentialities
as well as challenges to approach. However, with
limited resources, the team may have to choose
only one type of customers to focus on.
The team wants to know which one they should
choose, how they should segment the market,
and how they can develop a business model
and customer relationship plans to keep the

customers.




Current Problems

2. Business Models and Marketing
Strategies

® Products

e  SEEDS has two main categories of products:
o Core products: Assessment + Results
o Follow-up services: (1) Parent-children
workshop, (2) Counselor training, (3)
Individual counseling , (4) Mental
health app: to track and improves 13
areas for students, (5) Information hub
for mental services.
®  The team wants to know how to differentiate
its core products and what type of follow-up
services/products that the team should provide

for the potential customers.




Current Problems

2. Business Models and Marketing ®  The current price for the assessment is $5/child
Strategies (test). The individual report (score +
recommendation), plus classroom reports if
e Price requested, will be provided in the package.

®  The team wants to know whether the price and
the current pricing model (charging based on
the test) is reasonable for the type of customers

that they plan to approach.




Current Problems

2. Business Models and Marketing e  The current distribution channel right now is

Strategies through direct sales: the team approach one

elementary school and convince the principal

e Place (Distribution Channel) to conduct the assessments for all students.

®  The team wants to know which distribution
channel is the most effective to approach its

customers.




Current Problems

2. Business Models and Marketing ®  The team only have the website to inform

Strategies customers about its products.

®  The team wants to know how to promote their

e Promotion products/services (through which channel) to

more customers.




3. Analysis
and Suggested Solutions



To solve these problems mentioned above, I will start
with the analysis of:

(1)  Core Product Value Proposition (#whyExist):
What does SEEDS provide to customers and
how does SEEDS differentiate itself from
other similar products

(2)  Customers Profile (#customercentricity):

Who should be the most potential customers
for SEEDS

The relationship between #whyExist and
#customercentricity: How does these values fit
with customers’ need and jobs-to-be-done?
Other products: How other products can
support the relationship above and vice versa?
Price (#abovetherevenueline): How does the
Pk pricing model support the relationship above
and vice versa?

Place: How does distribution channels
support the relationship above and vice versa?
Promotion: How does promotion plans
support the relationship above and vice versa?

i Core Product !
: Customer :

Valu-e. Profile
Proposition

Follow-up
Service

Figure 1: The solution framework.




3.1 Core Product Value Proposition

e  Five Forces Analysis
® The elements of values pyramid

®  Others strengths




Porter’s Five Forces Analysis
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Porter's Five Forces Analysis

1. Threat of New Entrants (Moderate to
Low)

2. Bargaining Power of Buyers (High)

3. Bargaining Power of Suppliers (Low)

4. Threat of Substitutes (High)

5. Industry Rivalry (Moderate to Low)

oo od
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High time and cost to entry (need a lot of commitment to develop an assessment)
Need a lot of specialist knowledge

Low economy of scales

Moderate cost advantages

Low technology protection

Low barrier to entry

Moderate number of customers (either schools, therapists, or parents)
Moderate size of each order

Low differences between competitors

Customers are highly price sensitive

Easy to change to substitute (i.e mental courses, other activities)

Low cost of changing

Low number of suppliers and size of suppliers (i.c web designers)
Low uniqueness of services
Low cost of changing

A lot of other substitutes (i.e. other methods for CBT, mental health services, cost)
Low cost of change (customers change to these substitutes with low costs)

Moderate number of competitors
Moderate to high differences in qualities
Low switching cost

Low customer loyalty



Porter’s Five Forces Analysis

Some strategies to differentiate SEEDS products from other products in the same industry:

Priorities:
* To counter customer power. expand SEEDS service so it’s harder for customers to leave you for a rival.

* To limit the threat of substitutes, offer better value through wider product accessibility.

Others

* To neutralize supplier power: standardize specifications for parts so SEEDS can switch more easily among
vendors.

* To temper price wars initiated by established rivals: invest more heavily in products that differ significantly
from competitors’ offerings.

* To scare off new entrants, elevate the fixed costs of competing; for instance, by escalating your R&D
expenditures.



The elements of values pyramid
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Figure 2: The elements of SEEDS’ values (Almquist, Senior, & Bloch, 2016).



Other value propositions

1. Strength-oriented
o SEEDS focuses on the positive strength behaviors of people, rather than on their negative symptoms. The

SEEDS Assessment thus provides individuals with the solutions to their struggles, rather than focusing
on their problems.
2.  Strength areas that matter the most
o Among the countless number of possible strength behaviors to assess, the SEEDS Assessment measures
the strength areas that matter most. These areas were identified based on the field’s largest review of
scientific research studies looking at what works in child and adolescent mental health.
3. Solution-oriented
o Based on each individual’s answers, the SEEDS Assessment Report provides specific recommendations

for how to strengthen each area based on steps that have been shown to effectively strengthen these areas

and skill



Summary

How SEEDS can differentiate itself in the industry of assessments/test?

1.

Using Five Forces to understand the industry and prioritize on high—risk forces

(Bargaining power of buyers and Threat of substitutes)

Understanding SEEDS unique selling point (or values that it can provide to

customers), including:

a.
b.

C.

Functional values: Save Times, Quality, Reduce Costs

Emotional values: Reduce Anxiety, Wellness

Life changing: Provide Hope, Self-Actualization, Motivation
Social Impact: Self-transcendence

Others: Strength-oriented, Strength areas that matter the most, and

Solution-oriented




3.2 Customer Analysis

Among three types of customers that SEEDS is considering (parents, schools, and

therapist) -> Focus on therapists, because:

1.  SEEDS team will have more insights into this group -> easy to approach
2. Marketsize is large

3. Customer lifetime value is higher than other groups (parents and schools)




Why therapists?

- The current team of SEEDS include 4 researchers: Dr.Chad and three other
graduate students in psychology major.

- They have experiences with scientific researches and counselling. Dr.Chad is a
therapist himself in both America and Korea.

- The original purpose of SEEDS is to help therapists identify which areas in cognitive

processing therapy (CPT) are the most important ones when consulting to patients.

=> At the beginning of the project, it would be better for the team to focus on the type of

customers that they have the most insights.




Why therapists?

Market size is large and increasing throughout years:

- 1967 mental health facilities across Korea (year 2013)
- 7933 mental professionals across Korea (psychiatrists, psychiatric residents, and
mental health professionals) (year 2013)

-> There is so much potential in these market. Even if SEEDS can only gain 10% of this
market size, the market share is still large enough to generate profit.




( Ministry of Health and Welfare )

Central Mental health
Review Committee

National Psychistric Medical hnstitution
(Trestment, Technical Support)

]

Central Mental heslth
Supporting Commission

( Metropolitan City - Province )

Regionsl Mental hedth
Review Committee

Private Psychishric Medical hstitution
(Trestment Technology Support)

| Regionsl Mental Heslth Center '———

( City - County - District )

Supporting Commi ssicn

|1

Regional Meatal health |

Socid Rehshilitation
Facilities
(Rehabilitation, Housing)

Psychistric Medical Center
(Trestment Rehebilitation)

Mental Health Care

Community Addiction

M t Center Facility
(Prevention, Counsslling (Care Protection,
Rehahilitation) Rehahilitation)

Community Mentsl
Health Center
(Prevention, Counselling
Reh abilitation)

A

(Peopb with mental illness, Family, Local resident)

Figure 3: Mental Health Delivery System in Korea (Roh et al., 2016)




Classification

2001 (A) ‘ 2005 ‘ 2010 ’ 2013 (B) | B/A

Psychiatric Medical Center

Mental hospital
National/public 17 18 18 19 1.11
Private 57 63 127 168 2.94

Mental Health Unit in Hospital

General Hospital 154 168 165 181 1.17
Hospital 53 81 136 133 2.50
Psychiatric clinic 541 718 827 853 1.57
Sub-total 822 1048 | 1273 1354 1.65

Community Rehabilitation Center

Social Rehabilitation Facility ’ 66 ‘ 138 | 230 ’ 304 ] 4.60
Mental Health Center

Regional® . - - 11 N/A

Local 46 62 157 189 4.10
Community Addiction Management Center 9 20 41 50 5.55
Sub-total 121 220 428 554 4.57
Psychiatric Nursing Home 55 56 59 59 1.07
Total 998 1324 | 1760 | 1967 1.97

dData on regional mental health centers was collected as of the end of 2013 only

Table 1: The number of mental facilities across Korea (Roh et al., 2016)




Classification Psychiatrist | Psychiatric | Mental Non Total
resident health professional
professional | and others

Psychiatric Medical Center

Mental hospitals 840 146 1287 4427 6700
(General) hospital 994 536 1016 3465 6011
Mental health unit

Psychiatric clinic 1080 33 197 2154 3464
Sub-total 2914 715 2500 10,046 16,175
Mental Health Care 49 - 69 975 1093
Facilities

Community Rehabilitation Center

Regional Mental Health 1 - 163 20 184
Center

Local Mental Health 12 - 930 532 1474
Center

Social Rehabilitation 1 - 526 509 1036
Facility

Community Addiction 1 - 121 91 213
Management Center

Sub-total 15 - 1740 1152 2907
Total 2978 715 4240 12,173 20,175

Unit: person

Table 2: Human resources in Nationwide Psychiatric Health Facilities (2013) (Roh et al., 2016)




Why therapists?

In marketing, customer lifetime value (CLV or often CLT'V) is a prediction of the net

profit attributed to the entire future relationship with a customer.

Customer Lifetime Value = Lifetime value x Profit Margin




Why Therapists?

With therapists: Assuming that SEEDS sell this assessment for therapists. Each therapists will have on average 50 patients
(children only). With the price $5/assessment, SEEDS will have about $4 in profit (after all expense such as human
resources costs, marketing...). I estimate that a therapist will use SEEDS on average for two years (after two years, they
may change to other substitutes/products...)

-> CLV =2 x50 x $4 = $400 -> In general, a therapist will pay about $400 during the entire future relationship with
SEEDS.

With parents: CLV = 1x 1 x $4 = $4 (parents in Korean usually only have one child and take the assessment for their
child only once in the lifetime.

With school: CLV =2 x 250 x $4 = $2000 (a public school use to have 250 students).

However, the cost to gain one customer (school) may be higher than $2000, because to enter public schools, you have to
build networks outside and inside schools. Also, when a public school pay for something over $1000, it has to report to
the Minister of Education.

=> Focusing on therapists will bring the highest CLV for SEEDS Assessment.




Summary

Why therapists?

®  The team has more insights to this type of customers
®  Market size is large enough to enter.
e  CLYV of therapists is higher than that of parents and schools

Focus on therapists in three levels of analysis:

e Individual level: therapists in private medical center
e  Organization level: mental health center, digital mental health care private company

(i.e mhealth, ehealth)

®  Social level: Korean Psychological Association




3.3 Values and Customers

With three levels of customers - (1) Individual level (independent or private therapist), (2)
Organization level (mental health centers), and (3) Social level (government, association), I

use the framework of value proposition canvas to match SEEDS’s value proposition with

what customers needs

Gain Creators
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Products
& Services —>

[ e

Pain Relievers




VALUE PROPOSITION DESIGN EXPLANATION

Customer: Individual level (independent
Product therapists) and Organizational level (i.e
mental health centers)

Gain Creators

Product/

Service
Jobs-to-be-

done

PENIEES

wwwcreately.com « Online Diagramming



VALUE PROPOSITION DESIGN EXPLANATION

Customer: Social level (Korean

Product Psychology Association, Government...)

Gain Creators

Product/
Service Jobs-to-be-
done

PENIEES




3.4 Products

e  Problems
o SEEDS is considering to provide some follow-up services:
m (1) Parent-children workshop
m  (2) Counselor training
m  (3)Individual counseling
m  (4) Mental health app: to track and improves 13 areas for students,
m  (5)Information hub for mental services (ranking systems)

0 The team wants to know how to differentiate its core products and what type of follow-up

services/products that the team should provide for the potential customers.
e  Solutions:

o Asmentioned above, because the main customers that SEEDS should focus in the
beginning of the expansion are therapists, and also with limited funding, I suggest that the
team should focus on:

m  Counselor training
m  Information hub for mental services (ranking systems)




Product improvement
o Expand the SEEDS Assessment to other ages (i.e university students, adults,
seniors)
m  Asmentioned in the Five Force Analysis, to counter customer power:
expand SEEDS service so it’s harder for customers to leave you
for a rival.




3.5 Price

e The current price: $5/test/person.

e However, there is not the optimal price because SEEDS is lacking of:
o  Pricing objectives
o  Pricing strategies




Ericing objectives

Before any pricing decisions are made, SEEDS must establish

what it means to achieve through pricing.
To do that, SEEDS needs to identify:

® (1) Fixed cost - expenses that remain the same regardless
of production output (e.g website fee, employees salaries)

®  (2) Variable cost - dependent on production output.
However, in this case, I think SEEDS has no variable costs
because the assessment has been validated.

® (3) SEEDS objectives in the beginning stage: revenue
maximization (to increase market share and lower costs in
the long term), or maximize quantity (sell a specific
number of items to decrease long term costs or use for

analyzing trends)...

Profit
Maximization

Maximize
Profit Margin

Partial Cost
Recovery

Revenue
Maximization

\, .
\, /
N >

Survival

Maximize
Quantity

Quality
Leader

Status Quo




Pricing strategies

The pricing strategies will depend on SEEDS

pricing objective.

For instance, if SEEDS pricing objective is
maximize quantity to have the large data and gain
the market share, the company can use the
penetration pricing strategy in which a low price
is set by the company to build up sales and market
share. This may be done to establish position in a
market with preexisting similar products on offer.

Once a position is created, the prices may be raised.

Penetration Skimming Competition Product
Pricing Pricing Pricing Line Pricing
\ /
. /
o Types of Pricing Psychological
undle i ricing
Pricing Strategies
g ! b
/ \
Premium Optional Cost Based Cost Plus
Pricing Pricing Pricing Pricing




3.6 Place (Distribution Channel)

®  Because the main customers of SEEDS will be therapists (who is very rigorous and
quality-seeking), the best distribution channel for SEEDS would be direct
distribution (no intermediaries) in order to completely control over the quality of

the product. Direct

Producer > Consumer

Ssatatus

®  Because therapists do not have much time, online channel would be the best to
approach them. SEEDS can utilize its website: each therapist can create an account
on SEEDS. Their patients can do the assessment online with the code provided. And
therapists/ organizations can pay via online payment.

e Direct and online channels can also reduce fixed cost at the beginning.




3.7 Promotions

®  Because SEEDS is in the beginning of the lifecycle, it may need to be more aggressive
and informational advertising to help customer aware of the products.

®  Promotion Mix: Direct Marketing and Personal Selling will be the most effective
ways here because the research team of SEEDS can approach other therapists in their
networks (through seminars, events, collaborations) and convince them to try the
assessment. Some sale promotions or product trial could be used for therapists to see

the effectiveness of the product before any long-term contract.

Advertising
Sales Promotions < PR & Sponsorship

Direct P Selling




4. Summary and Further
Research



Summary

e  SEEDS has a very strong product. However, to change from a scientific research to a
for-profit enterprise, the company has to shift the mindset from product-centricity
to customer-centricity: develop business models and marketing strategies to meet
customers’ needs.

®  Before developing any business models, the company should understand the
competitiveness of the industry/business field of scientific assessments/mental
services. By using Porter’s Five Forces Analysis, the team can develop and prioritize
strategies to differentiate SEEDS from other competitors.

e  Understanding the values proposition and strengths of SEEDS by using the
elements of values pyramid and other approaches: what is a unique selling point of

SEEDS.




Summary

® At the first stage of the company, focus on only one type of customers: therapists
(in three levels - individual, organizational, and social levels). The reasons for
choosing therapists are: (1) the team has insights in this group, (2) market size is
large, and (3) customer lifetime value is high.

e  Using the value proposition canvas: (1) understand customers (what are their
jobs-to-be-done, pains, and gains); (2) understand the products/services: what we
can offer that could be gain-creators or pain-killers; (3) match gain-creators with
customers’ gains and pain-killers with customers’ pains -> these matchings are the
most important selling points which SEEDS could convince customers to buy its

product.




Summary

Narrow down the number of products to utilize our limited resources at the
beginning of the company. Focus on the products that are matched with our
customer’s needs (therapists) and could complement on the core product: the
SEEDS Assessment. Moreover, invest in R&D to expand the assessment to other
ages (i.e university students) will reduce the customer power: expand SEEDS
service so it’s harder for customers to leave you for a rival.

Before finalizing the price, identify your pricing objectives and pricing strategies.
These objectives and strategies have to be consistent and realistic with the business
development strategies, financial performance and resources.

Choose the direct and online distribution channels because these channels
works best with therapists.

Be more aggressive and informational advertising to help customer aware of the
products. Use direct marketing, personal selling, and sale promotion to

approach customers.




Further research

All the recommendations above were built based on my subjective understanding about
Korean therapists, SEEDS assessment, and secondary data of Korean market (i.e data about
the number of therapists in Korea). However, we still need more market researches before

officially launch any products. Belows are some suggestions for market researches:

e  Conduct more researches (both primary and secondary) to understand the industry
of scientific assessments in Korea, because most of my analysis about five forces
industry are more likely to be true in America.

e  Conduct empathy interviews to have more insights about therapists: their
jobs-to-be-done, any difficulties that they are facing everyday, and their expectations

for a new product.




Further Research

® Research and expand the SEEDS Assessment to other ages (i.e university students)

® Re-evaluate the pricing objectives and pricing strategies (maybe conduct a survey to
customers to see whether the price is reasonable). Charging money on test per
person may not be the optimal pricing strategies.

o Forinstance, if the team wants to work with the government or the Korean
Psychology Association, the team can conduct the assessment to as many
schools and children as possible. Then the team conduct data analysis and
predict trends in social emotions. That data analysis provides many insights,
and the government (i.c Minister of Education or Health) may be interested

and willing to buy.
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