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9/10 startups fail
products



66%
drastically change their 
original plans



Not a better Plan A but a path  
to a plan that works.



Running Lean is a systematic process 

for iterating from Plan A to a plan that 

works before running out of resources.



AGENDA



Business Model 
Creation

DAY 1

Business Model 
Validation

DAY 2



Whyare startups hard?
products



01 The myth of the visionary entrepreneur.



! Solution 
!

! ! !

! !

!

Awesome

We built it and we didn’t expect it to be a company,  
we were just building this because we thought it was awesome. 

!
- Mark Zuckerberg



02 Product development gets in the way.



Some learning

Very little learning

REQUIREMENTS DEVELOPMENT QA RELEASE

Most learning happens here



03 Listening to customers is key, but  
you have to know how.



If I had asked people what they wanted, 
they would have said faster horses.  
!

-Henry Ford



It is not your customer’s job to know  
what they want.  
!

-Steve Jobs



About Me



“If you can’t describe what you are doing 
as a process, you don’t know what you 
are doing.”  
!

- Edward Deming



Life’s too short to build something  
nobody wants.



Disclaimers



Practice Trumps Theory



There are no silver bullets



Running Lean does not guarantee 

success but raises the odds for building 

a successful product.



01 Document your Plan A

M
ET

A
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02 Identify the riskiest parts of your plan

03 Systematically test your plan

Roadmap



Separate principles from tactics.
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02 Identify the riskiest parts of your plan

03 Systematically test your plan



Reasonably smart people can rationalize 
anything but entrepreneurs are especially 
gifted at this.



Business Model versus Business Plan



Business Model versus Business Plan

A document investors make you 
write that they don’t read



Business Model versus Business Plan

A single diagram of your business



Problem 
!
Top 3 problems

Solution 
!
 Top 3 features

Unique Value 
Proposition 
!
Single, clear, 
compelling message 
that states why you 
are different and 
worth paying 
attention

Unfair Advantage 
!
Can’t be easily 
copied or bought

Customer 
Segments 
!
Target customers 

Key Metrics 
!
Key activities you 
measure

Channels 
!
Path to customers

Cost Structure 
!
Customer Acquisition Costs 
Distribution Costs 
Hosting 
People, etc.

Revenue Streams 
!
Revenue Model 
Life Time Value 
Revenue  
Gross Margin

Lean Canvas is adapted from The Business Model Canvas (http://www.businessmodelgeneration.com) and is licensed under the Creative Commons 
Attribution-Share Alike 3.0 Un-ported License.

PRODUCT MARKET

http://www.businessmodelgeneration.com










Problem Solution 
Unfair 
Advantage 

Key Metrics 

http://runlean.ly/why-lean-canvas

http://www.ashmaurya.com/why-lean-canvas


01 Document your Plan A
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02 Identify the riskiest parts of your plan

03 Systematically test your plan



Building a successful product is 
fundamentally about risk mitigation.



! Solution 
!

! ! !

! !

!

Awesome

We built it and we didn’t expect it to be a company,  
we were just building this because we thought it was awesome. 

!
- Mark Zuckerberg



! Solution 
!

! Unfair 
Advantage 

!

! !

Cost Structure 
!

Revenue Streams 

Awesome

:-)

Be Different



What about “first to market”?  
!

Toyota, Ford, Apple, Microsoft, Google, Facebook 
- weren’t first.  
!

They were all “fast followers”.



! Solution 
!

! Unfair 
Advantage 

!

! !

Cost Structure 
!

Revenue Streams 

Awesome

:-(
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! Solution 
!
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Cost Structure 
!

Revenue Streams 

Awesome

Runway

:-(



The answer?



! ! ! ! !

! !
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! Solution 
!
!

! Unfair 
Advantage 
!

Customer 
Segments 
!

Key Metrics 
!

!

Cost Structure 
!

Revenue Streams 

Defensibility
Market Size

Margins

Investors care about traction over everything else. 
!

- Venture Hacks

Traction



The better answer



!
!

!
!

! ! !

! !

!



!
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Problem 
!
!

Solution Unique Value 
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!
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!

! !

! Revenue Streams 

Identity

Currency

The Promise

?



The true job of an entrepreneur



Problem 
!

Solution 
!

Unique Value 
Proposition 
!

Unfair 
Advantage 
!

Customer 
Segments 
!

Key Metrics 
!

Channels 
!

Cost Structure 
!

Revenue Streams 

Awesome

We built it and we didn’t expect it to be a company,  
we were just building this because we thought it was awesome. 

!
- Mark Zuckerberg



! Solution 
!

! ! !

! !

!

?

Your “solution” is NOT the product



Problem 
!

Solution 
!

Unique Value 
Proposition 
!

Unfair 
Advantage 
!

Customer 
Segments 
!

Key Metrics 
!

Channels 
!

Cost Structure 
!

Revenue Streams 

? ?
?

??

?

?

?

?

Your business model is the product
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Problem 
!

Solution 
!

Unique Value 
Proposition 
!

Unfair 
Advantage 
!

Customer 
Segments 
!

Key Metrics 
!

Channels 
!

Cost Structure 
!

Revenue Streams 

Systematically de-risk your vision



Through a series of conversations

advisorscustomers

investorscompetitors

entrepreneur

team



The 3 Stages of a product



3 Stages of a Product

PROBLEM/SOLUTION
FIT

PRODUCT/MARKET
FIT

SCALE

Stage 1 Stage 2 Stage 3



3 Stages of a Product

PROBLEM/SOLUTION
FIT

PRODUCT/MARKET
FIT

SCALE

Do I have a problem worth solving?



THE OFFER



Problem 
!
!

Solution Unique Value 
Proposition 
!

! Customer 
Segments 
!

! !

! Revenue Streams 

Identity

Currency

The Promise

?



UVP



UVPDEMO



UVP

PRICING

DEMO



THE OFFER THE MVP



An MVP is the smallest solution that 
delivers customer value.



An MVP is the 
delivers customer value

(BONUS: And captures customer value.)



3 Stages of a Product

PROBLEM/SOLUTION
FIT

PRODUCT/MARKET
FIT

SCALE

Have I built something people want?



You don’t need lots of users. 
Just a few good customers.



3 Stages of a Product

PROBLEM/SOLUTION
FIT

PRODUCT/MARKET
FIT

SCALE

How do I accelerate growth?



01 Document your Plan A

M
ET

A
-P

R
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02 Identify the riskiest parts of your plan

03 Systematically test your plan



IDEAS

PRODUCTDATA

MEASURE

BUILDLEARN

What is an Experiment?
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IDEAS

PRODUCTDATA

MEASURE

BUILDLEARN

Speed

Learning

Focus



LEARNING FOCUS

SPEED
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LEARNING FOCUS

SPEED
Chasing your tail

Run out of resources

Premature Optimization

The optimal learning loop
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Iterated

Time

How I Wrote My Book

RUNNING LEAN  
Illustrated
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How I Wrote My Book

Accidental MVP

Oct 
2009
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Objection: 

I can see how this can work for X. 
But it won’t work for me because I do Y.



Blog

Teaser 
Page

Iterated

Time

How I Wrote My Book

RUN LEAN WITH 
ANY PRODUCT



B2C



Objection: 

How is talking to just 10 people statistically 
significant?



B2B



Objection: 

How do I deal with long sales cycles?



LOW TECH









HARDWARE





Now it’s your turn







01 Split broad customer segments into  
smaller ones.



Case-Study: CloudFire 
(Photo and video sharing service)

Possible Customers List 
!
Really broad category: Anyone that shares lots of photos and videos. 

!
!
!
!
!
!
!
!



Case-Study: CloudFire 
(Photo and video sharing service)

Possible Customers List 
!
Really broad category: Anyone that shares lots of photos and videos. 

!
More Specific: 

1. Photographers 

2. Videographers  

3. Graphic Designers 

4. Architects 

5. Doctors 

6. Parents 

7. Consumers



02 Pick your strongest customer segment.



Case-Study: CloudFire 
(Photo and video sharing service)

Possible Customers List 
!
Really broad category: Anyone that shares lots of photos and videos. 

!
More Specific: 

1. Photographers 

2. Videographers  

3. Graphic Designers 

4. Architects 

5. Doctors 

6. Parents 

7. Consumers



03 Label your actors.
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Who is the 
customer?

How will you  
qualify/identify 
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What are their 
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Who is the 
customer?

How will you  
qualify/identify 
early adopters?

How do they 
solve the problem 

today?

What are their 
top 3 problems?



Customer-centric Approach 
Already have inkling of C-P-S



1



1

2



1

2

3



1

2

3

4



Big Problem Approach 
Impact Driven



Find a cure for cancer



Increase child mortality rates in 
subsaharan Africa



1



21



2

3

1



2

3

1

4



Jobs-to-be-done Framework 
What is your customer hiring your product to do?





How do you communicate a 
disruptive product?



If I had asked people what they wanted, 
they would have said faster horses.  
!

-Henry Ford





“It’s so much intimate than a laptop and 
so much more capable than a 
smartphone.” 
!

- Steve Jobs



Jobs are timeless



Jobs transcend categories















1
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1
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Apply Different Frameworks 
Tell a compelling story



1

2

3

4
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3
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4



2
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5-Whys Framework 
Root cause analysis



1. Why



1. Why

2. Why



1. Why

2. Why

3. Why



1. Why

2. Why

3. Why

4. Why



1. Why

2. Why

3. Why

4. Why

5. Why



1. Why



1. Why 2. Why



1. Why 2. Why 3. Why



1. Why 2. Why 3. Why 4. Why



1. Why 2. Why 3. Why 4. Why 5. Why



1. WHY is this a problem 

It’s time-consuming. 
!
2. WHY is this a problem 

There are lots of baby pictures. 
!
3. WHY is this a problem 

Organizing and uploading takes time. 
!
4. WHY is this a problem 

Parents have no free time. 
!
5. WHY is this a problem 

There is lots of external demand from family.

Sharing photos and videos is hard











Minimum Viable Product



What is an MVP?



…the fastest way to get through the 
Build/Measure/Learn loop with the 
least amount of effort.



IDEAS

PRODUCTDATA

MEASURE

BUILDLEARN

Customer Interviews 
Demos 
Teaser Pages 
Smoke Tests 
Release 1.0 
Concierge MVP 
Wizard of Oz MVP 



An MVP is the smallest solution that 
delivers customer value.



IDEAS

PRODUCTDATA

MEASURE

BUILDLEARN

Customer Interviews 
Demos 
Teaser Pages 
Smoke Tests 
Release 1.0 
Concierge MVP 
Wizard of Oz MVP 



An MVP is the 
delivers customer value

(BONUS: And captures customer value.)



How fast is fast?



How about 2 weeks!





Built a
nd tested  

in a weekend





Built a
nd tested  

in 3 days





Built i
n 

12 weeks



Types of MVP



Release 1.0 MVP 
Minimum feature set that delivers value.











Release 1.0 Release 2.0 Release 3.0 Release 4.0 Release 5.0

MVP MVF / MVR

Customer 
Pull

MVF / MVR

Customer 
Pull



Go big on vision but small on solution 
(product roadmap).



Concierge MVP 
High-touch model for maximizing learning while 

delivering value.



Deliver value through consulting by 
becoming the first user of your solution.



                                 

   

   

   

   

   

   

   

   

   

   

   

TIME

N
U

M
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F 
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O

M
ER

S

MVP

HIGH-TOUCH PREMIUM

SELF-SERVE SCALE



01 Charge a premium.



02 Charge your scalable optimum price.







Wizard of Oz MVP 
Deliver value by faking it until you’re  

ready to make it.



Step 3 Customer ValueStep 1 Step 2

Value Stream

Customer 
Problem

Don’t pay attention to the man 
behind the curtain.









Byproduct MVP 
Deliver value incidentally or accidentally as 

a side-effect of doing something else.









Running Lean 
second edition 
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“Don’t build a better [x],  
build a better [user of x].” 
!

- Kathy Sierra



RELEASE 1.0 MVP CONCIERGE MVP WIZARD OF OZ MVP BYPRODUCT MVP



The MVP directive:  

Race to deliver customer value.



How will you 
deliver value?





How will you get  
the customer’s  

attention?

How will you 
deliver value?



For new products, the initial battle is 
getting noticed at all.



01 Craft your UVP around your #1 problem and 
finished story benefit.



02 Avoid empty marketing promises.



03 Be specific.



Instant Clarity Headline  

End Result Customer Wants + Specific Period of Time + 
Address the Objections. 

!
Examples: 

1. Hot fresh pizza delivered to your door in 30 minutes or it’s free. 

2. Get your dream job in 30 days. 

3. Not more numbers, but actionable metrics.



04 Create a high-concept pitch.







Words matter



Words matter

Images matter



How will you “price”  
your offer?

How will you 
deliver value?

How will you get  
the customer’s  

attention?



Pricing is part of your product.



Pricing determines your customers.



01 Price relative to existing alternatives.



02 Keep it simple.



03 Place a value on derivative currencies like 
attention if you aren’t directly charging.





Ash Maurya | ashmaurya.com | spark59.com |@ashmaurya

Life’s too short to build something nobody wants. 

Get the workshop kit here: 
!
URL: http://PracticeTrumpsTheory.com/workshop-access 
Password: RL-2013

http://practicetrumpstheory.com/workshop-access




How will you 
build a path 

to customers?



01 Okay to start with outbound channels to 
jumpstart learning.



Finding initial prospects (outbound)

1. Make a list of 1 degree contacts 

2. Ask for introductions 

3. Email list from teaser page 

4. Blog readers 

5. Facebook, LinkedIn, twitter 

6. Adwords, Facebook Ads 

7. Cold Call/Email 

8. Sponsor groups/events 

9. Other



02 Identify a few scalable channels you might 
employ.



Building scalable channels (inbound)

1. Content Marketing 

2. Advertising 

3. Sales force 

4. Referrals







How will you  
measure success?



The key numbers that tell you how your 
business is doing.



01 List the customer action that drives value.



02 How will you define success?







How will you afford  
your creative  

addiction?



01 Outline your fixed and variable costs.



02 Calculate your break-even point.



03 Evaluate against your metric for success.







How will you 
defend against 
competition?



What about “first to market”?  
!

Toyota, Ford, Apple, Microsoft, Google, Facebook 
- weren’t first.  
!

They were all “fast followers”.



What about ... 
!

1. More features? 
2. Less features? 
3. Design? 
4. Passion? 
5. Determination?



What is a real unfair advantage?



A real unfair advantage is 
something that cannot be easily 
copied or bought.  
!

-Jason Cohen, Founder WPEngine



Real unfair advantages: 
!

1. Insider information 
2. Personal authority 
3. A dream team 
4. Existing customers 
5. The “right” celebrity endorsements 
6. Large network effects 
7. Community 
8. Organic search (SEO) ranking 
9. Patents (maybe) 
10. Core values



The bad news.



The good news.



01 What is your unfair advantage story?



02 If you don’t have one yet, leave it blank for 
now.





Through a series of conversations

advisorscustomers

investorscompetitors

entrepreneur

team



Problem 
!

Solution 
!

Unique Value 
Proposition 
!

Unfair 
Advantage 
!

Customer 
Segments 
!

Key Metrics 
!

Channels 
!

Cost Structure 
!

Revenue Streams 

Help me help you. 
!

- Jerry Maguire



Advisor Paradox: Hire advisors for advice  
but don’t follow it, apply it. 
!

-Venture Hacks



Ash Maurya | ashmaurya.com | spark59.com |@ashmaurya

Life’s too short to build something nobody wants. 

Get the workshop kit here: 
!
URL: http://PracticeTrumpsTheory.com/workshop-access 
Password: RL-2013

http://practicetrumpstheory.com/workshop-access


Ash Maurya | ashmaurya.com | spark59.com |@ashmaurya

THANKS!

Life’s too short to build something nobody wants. 

Get more content like this  
delivered to your inbox: 

http://runlean.ly/mastery

http://spark59.com/lean-stack

