SkYy Business

Wihal o S%o\rm!ﬂp&r should lkhnow to
survive A an umaar&a\m&j world

By Massimiliano Salerno



Who am 17

An en&repreheur

A manager

+ Cluster Manager of the Tuscany
Life Sciences Cluster

+ Manager of the Horizon 2020 Unit
of Tuscany Region

A cownsulkank

A teacher



How b skarks
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Buk.... Waik a second!

Whal does ik
trigger your
desire b6 create
a SEO\T’&MP?

What does ik
drive your
S%ar%up?



Your Vision drive your S&ar%up




§ forces drive your Vision

‘P‘rodu.c& - jou,
o have a singular
prodw:& vision,

~)

Problem — uou want ko Te_chuotogv — you
solve a Par&mui&r Lssue or have an thvenktion you
address a specific passion. wish to productize,

Sales Channel — you

are great abt selling or
are commitbted ko e-
commerce.

Segment — you want to
bring any kird of product
for a specific group (or
groups) of people.



From Vision to Startup (1)

Highly detailed
Llan Yor the next
3/5 years of
your S?:m"?:u,p
activities

2 ko & months of
thinking and writing
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From Vision to Startup (1)
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From Vision to Startup (1)

A SEm‘EuP s not a
smaller version of
a large aompanvf




From Vision to SE&Y’EMP (2)

7 NIKE

L

Just do ib!




From Vision to SE&Y’EMF’ (2)

I promise.. It
be a good JuY- .
buk F»Lease..n

1 I dont see k... RIP
it doesnt exist!




From Vision to SE&?EMF’ (2)
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“Just do k!
doesnt worlke
because there is
NG pianhﬁng and
no riske
manhagement!



s a Vision?




What a Visiown is

A Vision is a set of
assumpbions which havent been
Ercve to be true (and often
hey demonstrate to be
erroneous).



What is a ‘S%Qrﬁup?

"A Startup is a temporary organization
i search of a scalable, ra}mahbie.,
profitable business model.

“A Skartup is a human
institution designed to
creake a new product or
service under condikions
of extreme uncertainky!”

Skeve Blanke

Eriec Ries



What a SEMMP LS

"A Startup is a temporary organization,
operating under conditions of extreme
uncertainky, in search of a scalable,

‘0 repeatable,” profitable business model!
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What a S&ar&up does

1tk tesks the Learzs
of faith as quickly
as Possibi.e.
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% value kv Pokhe.si.s

% The growth hypothesis
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From Vision to SE&rEuF’ (3)




From Vision to SEarEuF’ (3)

(7

Leari how to build a
sustainable business

This learning can be
validated scientifically by
running frequent
axparimem&s hat allow
?ou. (Ehe eh&repreheur) ko
est each element of your
visLOW,



From Vision to SE&rEuF’ (3)

The 1° ingredient: a method

BUILD
BML
LEARN  MEASURE

N S

Data



From Vision to SEarEuF’ (3)

The 2° ingredient: a Minimum Viable Product (MVP)
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e
One way Two ways /
One person Few [oeepia Two ways, man

Llanes
% Many peo Le,
% cars omd o&ker



From Vision to SEm*Eu.p (3)

The 3° ingredient: a metric

to find your way to the right
product and market before the
money runs out

Comparad:i.ve

Onderstandable

A ratio or a rate
Ratios are easter to act on
Rakios are Ev\ke.re.uttv compamhi.ve
Ratios are qood for
comparing factors that are
somehow oPKosed, or for which
there’s an inherent tension

Changes the way you behave



From Vision to SEarEuF’ (3)

The re.a':i,pe
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1. Establish the Baseline o <X
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2. Tuning the Engine M‘Eﬁ (.L‘S-C
rd

3. Pivolk or Persevere

fi’.epeo& until the S&arfzu,p iLs readj



From Vision to SEarEuF’ (3)
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From Vision to ‘SE&rEu,p (3)

Customer discovery first captures
the founders’ vision and turis it into a
series of business model hypotheses, Then
ik deve.i.ops a plan to test customer
reactions to those hypotheses and turn
them into facts

Customer validabion tests whether
the resulting business model is repeatable
and scalable. If not, you return to

/ customer discovery

Customer creation is the start of

execubtion, It builds end-user demand and

drives ik inko the sales channel to scale

the business \

Company-building transitions the
organizatidn from a s artup to a company
focused on executing a validated model



& OAL

\
Customer validation confirms that customers will accept the minimum

viable product, proves that the customers exist, fiqures out how to reach
them predictably, and crafts a scalable plan to engage and sell many more.
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Entrepreneur: Learning Entrepreneur: Growth

Investor: Growth Investor Growth




From Vision to Startup (3)

Geoﬁrej Moore



From Vision to Startup (3)

as
udge
f)

Assembled a
soi.u,h,otr\ oukl

ﬁQ" of Par&s

bﬁ Beewn o«:&webj
looking for a
sotu.?mn
Is aware of having a
{‘, pro blem
/ Has a Frobtem \




From Vision to Startup (3)

When Feopt& need to get a job done,
they hire a Frod.ucl: or service to do it
for them. The marketer’s task is ko
understand what jobs periodically arise
in customers’ Lives for which they
might hire products the company could
malee,

Ctaj&ou M. Chrinstensen



Managing risks

Alexander QOsterwalder



Managing risk
- Business Model Canvas (an exampi.e.) -
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Managing risks
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Managing risks

PROSLEM SOLUTION UNIQUE VALVE UNFAIR ADVANTAGE CUSTOMER
PROPOSITION SEGMENTS
KEY METRICS CHANNEL

COSTS STRUCTURE REVENUE STREAMS

b

Ash Maurja




Managing risk
- Leann Canvas -

PROBLEM SOLUTION
Top 3 problems| Top 3 features

KEY METRICS
Kej activities

Existing
tjou, measure

alkernatives

UNIQUE VALUE

PROPOSITION
Single, clear,
compelling
messaqge that
states whj you
are different
and worth
bu,ji.hg

High-level
concep&

UNFAIR ADVANTAGE
Cant be

easily copied
or bouqgsht

CHANNELS

Path to
customers

CUSTOMER
SEGMENTS

Target
customers

Eartj cxdop&er

COSTS STRUCTURE
Customer
Acquisition Costs
Distributing Costs
Hosting

People, ete,

REVENUE STREAMS

Revenue Model
Lifetime Value
Revenue

Gross Margin




Managing risk
- Leann Canvas -

PROBLEM

SOLUTION

KEY METRICS

UNIQUE VALUE
PROPOSITION

UNFAIR ADVANTA

GE CUSTOMER
SEGMENTS

CHANNELS

COSTS STRUCTURE

REVENUE STREAMS




Managing risks

Product risk (P)
Gretting the produc& right

Customer risk (C)
Building a path to customers

Markeet riske (M)
Buitdms a viable business



Managing risk
- Lean Canvas -

PROBLEM

(7

Exiskin
alkernatives

(M)

SOLUTION

(P

KEY METRICS

(7

UNIQUE VALUE
PROPOSITION

(P

High-level
cohcep&

(P

UNFAIR ADVANTAGE

(<)

CHANNELS

(<)

CUSTOMER
SEGMENTS

(<)

Eo\rtj o\c{opker

(<)

COSTS STRUCTURE

(M)

REVENUE STREAMS

(M)




Managing risks

1. Customer pain level (Problem)
Prioritize customer segments that you
believe will need your product the
most. The goal is Eo have one or more
of your top three problems as must-
haves for them.

2. Ease of reach (Channels)

1f you have awn easier path to one segment of
customers over others, talkee that nto
consideration. It will get you out of the
building faster and speed up your learning.



Managing risks

3. Price/gross margin (Revenue Streams/Cost Skructure)
Plck a customer segment that allows you to maximize
ol your margins, The more money you get to keep, the
fewer customers you heed to reach’to breals even,

4. Market size (Customer Segmemnts)
Pick a customer segment that
represents a big enough for your
business.

5. Technical feasibility (Solution)
Ensure that your planied solution not
omtj Ls feasi?zte., but also represents the
mininmum feature set to put’ in front of
customers,



Managing risks

Stage 1: Understand the problem
Conduct formal customer
interviews or observe customers

to undersktand whebher vou have a

roblem worth solving. Who has
Ehe Probtem, what is the top
roblem, and how is ik solved
odaj;?

Stage 3: Validate qualitativel
Build your MVP and then soft-
Launch it to your earl adop&ars.
Do they realize the unique value

roposition (UVP)? How will you
fiwi enough early adopters to
sufvporf: learning? Are you getting
pmd?

Stage 2: Define the solution
Define the solution, build a
demo Ethak hetps the
customer visualize the
solution, and then testk it
with customers, Will the
solution work? Who is the
early adopter? Does the
pricing model work?

Stage 4: Verify gquantitativel
Launch your refined Frodue%
to a larger audience. Have

ou butlk something peo le
wank? How will you reac
customers at scale? Do you
have a viable business?



Product risk (7): Gretling the

Managing

risks

Customer risk (C): Building a path to

cuskomers

product right

1. First make sure you have a 1.
roblem worth solving. 2.

2. Then define the smallest possébt&

3.

solution (MVP).

Build and validate your MVP at 3,
small scale (demonstrate UVP).

Then verify it at large scale. 4.

First identify who has the pain.
Then narrow this down ko eartv
adopters who re.aLLj wank your
pro uck now.

Its OK bto skart with outbound
channels,

But gradually build/develo
scalable inbound channels—the
earlier the better,

Marleet riske (M): Building a viable business

11

Identif competition through existing

alternatives and pick a price for your

solukbion, (2> e
Test pricing first by measuring what

customers say (verBal commitments). (1) (3) _ (1)
Then test pricing bj what customers e Eor (33 Sty g
co. ) [(4)| |4

OPELmLze your cost structure to malee

the business model worlk.

(4) (3) (2)




Managing risk
- Lean Canvas -

PROBLEM

(1)

Exiskin
alkernatives

(1)

SOLUTION

(2)

KEY METRICS

(4)

UNIQUE VALUE
PROPOSITION

(3

High-level
cohcey&

UNFAIR ADVANTAGE

CHANNELS

(3)
(4)

CUSTOMER
SEGMENTS

(1)

Eo\rtj ac&op&er

(2)

COSTS STRUCTURE

(4)

REVENUE STREAMS

(3) ()




. .
Managing risks
Document  Identify riskiest | ’
your plan  parts o? your plan

__ﬁ

— UNDERSTAND DEFINE VALIDATE VALIDATE
PROBLEM SOLUTION QUALITATIVELY QUANTITATIVELY

{H HE MR

T HE B B

SvskemaEicaLLj test your Pi.om

Brainstorm customers  Prioritize risks Find Prospects Build Demo Build Dashboard Constrain features
Create Lean Canvases Business Model Problem Ihterviews Solubion Inkerviews MVP Interviews Measure progress
Interview Build MV? Realize UV?P Achieve early braction
Validate full Identify engine of growth

Lifecycle Scale Interviews



Two useful Links

http://strategycanvas.org/

http:// bmfiddle.com/



The Cast

Skteve Blawnk Renee Mauborgne

Ash Maurja

Alexander Osterwalder Eric Ries

. Ch C
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