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Ziele HOCHSCHULE

* Verstehen Sie das Vorgehensmodell bei der
Validierung eines Geschaftsmodells

* Lernen Sie erprobte Wege und Werkzeuge kennen
* Arbeiten Sie mit Metriken

e Kennen Sie die relevanten Meilensteine

— Die drei ,fits“: Problem-Solution, Product-Market und
Business-Model-Fit

— Das Investment-Readniness-Level

* Erkennen Sie, wann ein gezielter , Pivot”, d.h. ein
Kurswechsel sinnvoll ist!
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Data-Driven Entrepreneurship und  lulni

ein Fokus auf Validierung
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Steve Blank & p
o 0b.D)
Mit Prof, i Hagsdal g Daniel Bar(t)erlf

Quelle: https://www.amazon.com.br/Will-Fly-Business-Waste-Money/dp/0997082305 und 4
https://images-na.ssl-images-amazon.com/images/I/51KVCN3QTpL. SX330 B01,204,203,200 .ipg
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Il
Kernthesen aus dem Buch von Pat Flynn it

* Part One: Mission Design helps you make sure your target
idea aligns with and supports your goals.

* Part Two: Development Lab walks you through uncovering
important details about your idea that you haven’t even
thought about.

* Part Three: Flight Planning is all about assessing current
market conditions.

* Part Four: Flight Simulator focuses on the actual validating
and testing of an idea with a small segment of a target
market.

* Part Five: All Systems Go is for final analysis to help you make
sure your idea is one you are ready to move forward with

Quelle: https://www.smartpassiveincome.com/will-it-fly/ 5
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WAS IST EIN STARTUP?
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Einige Gedanken joanue

* Frage 1: welcher Anteil an Grindungen verfehlt ihr Ziel?

— Antwort: je nach Statistik:
zwischen 60% und 95%

— Nur 5% der Startups setzen ihren Business Plan um

— Aber: Nur ca. 10-20% der Startups “mussen” aufgeben!
* Question 2: Warum werden Ziele nicht erreicht?

— Zu wenig Kapital? Liquididtat?

— Ein Geschaftsmodell, welches nicht funktioniert!



Report: 75% of Venture-backed
Start-ups Fail ...

One Harvard Business School professor says that a hish number of
venture-backed start-ups kick the bucket, while the industry says
otherwise.

http://www.inc.com/john-mcdermott/report-3-

+ —_ out-of-4-venture-backed-start-ups-fail.html
g < 91SHARES

When it comes to venture capital, maybe you shouldn't believe the hype.

About 75% of U.S. venture-backed start-ups fail, according to Harvard Business School senior
lecturer Shikhar Ghosh.

The failure rate Ghosh reported to the Wall Stree Journal is far higher than industry reported
failure rates, which range from 20% to 30%. The National Venture Capital Association, for
instance, estimates that only 25% to 30% of venture-backed start-up fail completely.

Ghosh told the outlet that venture capitalists "bury their dead very quietly”

But the discrepancy may be due to different definitions of failure, he added. Ghosh's research
estimates 30% to 40% of high potential start-ups end up liquidating all assets--a failure by any
definition. But if a start-up failure is defined as not delivering the projected return on

investment, then 95% of VC companies are failures, Ghosh said.




-
O Annahmen

The Business Model Canvas

Designed for:

Designed by:
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Was sind Startups? T

e Definition: a startup is

— temporary organization
designed to search

— for a repeatable and scalable business model

e Startups Fail Because They Confuse Search with
Execute

* The Lean Startup Framework comprises a set of tools
and processes aimed at validating hypothesis about
customers early while staying agile in the process

Aus: Blank, Dorf: Startup Owners’ Manual

11
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Fazit el

e Startup scheitern selten an mangelnder Liquiditat
0.a., sondern an einer Lucke im Geschaftsmodell

 Manche der 9 Felder spielen eine grofBere Rolle, aber
jedes der Felder ist ein integraler Bestandteil eines
Geschaftsmodells

* Ein falsche Hypothese bzw. fehlende Validierung
fuhrt zur Licke im Geschaftsmodell

 Besonders kritisch sind dabei zwei Felder, die Value
Proposition und die Customer-Segments

12
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Customer Development is il
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how you search for the model

Company
Building
‘ Organization

Scale Operations

\__/

Steve Blank's Customer Development by Brant Cooper; custdev.com

—— S ———

Customer
Creation

Customer
Validation

Product- )
Market Fit
%‘; ‘
Business
_ Model

Sales & Marketing
Roadmap

Customer
Discovery

Problem-

Solution Fit

| —

Proposed
MVP

Scale Execution

Proposed
Funnel(s)

14
http://market-by-numbers.com/wp-content/uploads/2010/06/custdev.png
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Die ,,Deadly Sins“ von Startups Inlin

(Blank und Dorf)

DER MEDIEN
Die Annahme ,,Ich weil}, was der Kunde will!“
,lch weild, welche Funktionen ich bauen muss”
Konzentration auf den Starttermin

-l A

Betonung liegt auf der Ausfihrung anstatt auf Hypothesen,
Tests, Lernen und lteration

.

Businessplane lassen keinen Platz zum Ausprobieren oder
fur Fehler

Traditionellen Funktionsbeschreibungen
Vertrieb und Marketing klammern sich an einen Plan

Voreilige Skalierung

© 0 N O

Krisenmanagement fuhrt zu einer Todesspirale

15
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Also lassen Sie die klassische BWL bei |l

der Griundung erst mal im Regal!

DER MEDIEN

= Ein Startup ist keine kleinere Version eines etablierten
Unternehmens

® Traditionelle Produktmanagement-Modelle wirken destruktiv

= Startups beruhen meist auf Annahmen und Hypothesen, nicht
auf Fakten

= Ohne standiges Kunden Feedback ist die Entwicklung von
Produktfunktionen meist fehlerhaft und verschwenderisch

® Traditionelle Personalbeschreibungen entsprechen nicht den
Anforderungen eines Startups

= Voreilige Skalierung flhrt dazu, dass Fehler erst eingesehen
werden, wenn es zu spat ist

16



Die 3 ,Fits” auf dem Weg zum Il
Geschaftsmodell
3e
Business Model Fit % @ ”
T L

| | | Quelle:
_, ) u http://blog.strategyz
g er.com/posts/2014/
= 11/10/survival-of-
— the-fittest
1

Problem-Solution Fit

17
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PROBLEM-SOLUTION-FIT
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Problem-Solution-Fit? HOGHSCHULE

|

.

» :/\
igm

| T
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http://cdn2.hubspot.net/hub/315483/file-660582255-jpg/startup-sales-wrong-customers.jpg?t=1397157966000
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Jobs to be done and who would you il
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hire for the job: the story of the milkshake

e Clay Christensen’s Milkshake Marketing
 Publisher of the Innovators' Dilema and Solutions
* Find: http://hbswk.hbs.edu/item/6496.html



http://hbswk.hbs.edu/item/6496.html
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Validate In 2 Steps

Validate Problem & Solution separately

Step 1: Problem Step 2: Solution
Is it a real problem? Does our Solution the Problem?
Who has this problem? ‘ Does the User understand it?
Who would pay for a solution? Does he pays for the solution?
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GAIN CREATORS
A

PRODUCTS
@ SERVICES

£

PAIN RELIEVERS

& |
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http://businessmodelalchemist.com/2012/08/achieve-product-market-fit-with-our-brand-new-value-proposition-designer.html
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Kinds of Innovation HooHsCHULE

* Aspekte
— Technology
— Service
— Business Model
— Design
— Social
— Regulatory

24
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Customer Archetypes T

Find the customer begging you to
build the MVP

Understand decision-making
and buying process

(Customer Context)

Keep it simple! 1-2 archetypes
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Persona bzw. Customer Archetypes il

(meet my mother)

DER MEDIEN

e Standard: Germany has approx. 20 Million senior citizens and
we want to reach 1% of them...

* Archetype:
— Marga, 69 Jahre with her friend Klaus

— Together they own a house on Cyprus where they spent approx.
6 months a year

— They consinder themselves to be ,young” and they aeree
travelling back and forth 4-6 times a year and they stay actively
in touch with their friends and family

— They are not poor, but most of their equity is invested in their
real estate and they are real bargain hunters

 What are potential Gains and Pains for the customer group?

 How bis is this customer group and what services could you
offer.

26



Customer Archetype

HOCHSCHULE
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Customer Segment: Professional-class consumers shopping frequently online

E Pat the Professional

Uipmarrrelly mnahily prafeirfonal (o Grod Studéaly)
Sallary: 540,000 - 150,000/vear

Finance, Consuliing, PR, Maorkeling

Falkows TagkignMechnalagy trends

Lpends 51-15K o discretionany items anline
Purchased online in last 30 days

Demagraghics

*  Maleffemale, aped 18-315

v Minimum backelars Trom expensive school
Traits:

*  |deas from blogs & shopping websites

v Walued celebeity trends & friends” opinians
+ Wants high Ticket gems ot lowedt price

+  Ewwnit-driven shopper—new release or sale

Mativation

v Craves new products

= Habes tedious work

v |dentifies as infuencer among friends

¢ Faprd Being cheated online

Bt oo

«  Spends 5 hour+ monthly hearing about products

* Shares arlbee and in person about produdts he
livansd.

Rusglgit

v G2 10K+vear in decrebionary online purchases

“The XXX & saesome, | really want one. | know |
just Boght 1R YYY, but it's prababy time to
upgrade”

~5.9M “Pat the Professionals” in US

Drawn from top 1/3 of 17.8M frequent online shoppers

17 88 based on 40_2M Professionals (2008 Census) ® 0762 US Infernet
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Fazit Problem-Solution-Fit HockschuL

* Sie haben eine Idee!

* Ist es ein Pain oder Gain?

* Wer hat dieses Problem?

e Definieren Sie Persona und vergessen Sie Sinus...
* Finden Sie mehr Uber die Persona raus!

* Finden Sie raus wie grof8 und wie wichtig das
Problem ist!

28
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PRODUCT-MARKET-FIT
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From ldea to Product

Different ways to collect feedback

,Jjust an Idea”

Desk Research, Interviews with Experts
Problem/Solution Interviews
Low-Fidelity Prototype (Paper, PPT)
Minimum Viable Product (MVP)

High Fidelity Prototype




M
Product/Market Fit oo

T [ei | A | . e

Product/Market
Fit




M
BIG IDEA: Product + Customer Prioritizatioftis

—PR- Tight product/market fit is key O

aeneric

Expected

What actually addresses Niche Need >>
the critical need? Broad “Nice to Haves”

Distill both sides to the most fundamental value
proposition and customer segment
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Crossing the Chasm joanue

* Marketing book by Geoffrey A. Moore

e Recognizes five main segments in thetechnology
adoption lifecycle:innovators, early adopters, early
majority, late majority and laggards

THE CHASM

T S
Source:
http://test.appsterhq.com/wp-
content/uploads/2014/07/cross
ing-the-chasm-early-
adoptersl.png

People Who Want Newest Things People Who Want Complete Solutions and Convenience 3 3
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C t t L d HOCHSCHULE
ompetitive Lanadscape DER MEDIEN
&
PN
> ~ é’@
. . . S %,
* Beispiel: & .
d Q"b% McDonalds 3247 Mio. € SL(L(;I;?]?)“S f:4 M il(())..el Xt
gesundes Burger King 933 Mio. € e
Nordsee 291 Mio. €
i KFC/Pizza Hut 233 Mio. € R .
Fastfood nach | suww™ " &sice . S &) 349 Mio. €
. \> 4,9 Mrd. € N
dem Training S RS
Aral Bistro 175,8 Mio. €\ ‘,
Edeka 15 M ieferheld 200 Mio. "
Lieferservice 200 Mio. €]
c> \ Joey's Pizzaservice 120 Mio. €/
t%d \ 340 Mio. € Lleferando 20 Mio. €/ 2,
Y. ::> 590 Mio. € #
b
%6&- i e b g;Z:
Nettoumsitze ' \3’
34

Quelle: Thayalan Putra, Oliver Schneider, Samuel Sailer, Johannes Maier im Sommersemester 2014
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Market Size T

business model

: based on
practical limits
of your
business model

Source: faberNovet

https://www.thebusinessplanshop.com/blog/
en/entry/tam sam som



https://www.thebusinessplanshop.com/blog/en/entry/tam_sam_som

e
Beispiel fur Treiber im Markt Il

Sustaining vs. Disruptive Innovation

DER MEDIEN

Re-Segmented Re-Segmented Rippling
Low Cost Niche Innovation

Disruptive Innovation

Sustaining Innovation

Problem is well understood Problem not well understood
Existing Market New Market
Innovation improves performance, lower cost, Innovation is dramatic and game changing

incremental changes

Customer is believable Customer doesn't know
Market is predictable Market is unpredictable
Traditional business methods are sufficient Traditional business methods fail

Quelle: https://hcldr.wordpress.com/2017/01/10/disruptive-innovation-in-healthcare/ 36



Die vier Markttypen

Customers Existing Existing New/New usage New
Customer Performance | 1.Cost Simplicity & New idea already
Needs 2. Perceived need/ Convenience proved overseas
problem
Product Better/Faster | 1.Good enough at Low in "traditional Good enough for
Performance the low end attributes,”" improved | local market
2. Good enough for by new customer
new niche metrics
Competition | Existing Existing Non-consumption/ None, foreign
Incumbents Incumbents Other startups originators
Risks Existing 1. Existing Market adoption Cultural adoption
Incumbents Incumbents
2. Niche strategy fails

HOCHSCHULE
DER MEDIEN

37
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Test Solutions with MVPs HockschuL

Minimum + Viable:

MVP = Minimum Viable Product Goodprodycts for
startups to build

Minimum Viable
Crappy Products Products built by
nobody wants to companies better-

use financed than you



What a MVP really is... s

Emotional Emotional

design I design

Reliable Reliable

Functional Functional



mim
ldeen HOCHSCHULE

e Zeichnungen und einfache Prototypen (z.B. die
Speisekarte)

* Fiktive Benutzerhandbtcher

* Landing-Pages (z.B. MyProtein)

* Video-MVP (z.B. Dropbox)

* Concierge-MVP (z.B. Zappos und Tirendo)

40
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ldeen zu Prototyping von Tom Barret 5

Comic
CHOOSING A Which type of prototype
Photo sequence X 2 :
PROTOTYPING is most feasible in the
METHOD e Storyboard time you have?
Service Life scale mockup
Functional o Why is your choice
appropriate for the
Proiuet skitches solution you are exploring?
Visual Advert (billboard)
Physical product — What resources and
Eurationél support will you need to
Paper model build your prototype?
What type of solution _— Sketches 3D print
have you focused on? e Visual mockup of pages Who are you testing
?
Functional Wireframe (digital) YOUF: prototype ont

. Digital mockup using PPT

What specific aspects
Paper sketches of your idea do you
want feedback on?

Visual

Mobile App App store placement

Digital wireframe

Functional How will you record

App mockup digital PPT feedback and ideas?

Quelle: https://medium.com/@tombarrett/prototyping-the-quickest-way-to-learn-how-bad-your-ideas-really-are-c09bf9c88947
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Aber: Sie mussen nicht alles validieren! s

1985 2015

42

Quelle: http://brainknowsbetter.com/news/2013/3/4/music-is-a-social-mood-altering-time-machine
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Fazit Product-Market-Fit R

e Sie mussen einen Kunden finden, der bereit ist zu
zahlen und diesen verstehen!

* Sie missen ein Produkt/eine Value-Proposition
finden und diese als Minimum Viable-Product
validieren

 Denken Sie in Form von Experimenten mit
Uberschaubarem Einsatz

e Wenn die Product-Market erzielt haben, dann
validieren Sie die GrofSe des (relevanten) Marktes

43
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Wo stehen wir? HooHsCHULE

. Validate Metrics That Matter

. Validate Left Side of Canvas
Prototype High Fidelity MVP

. Validate Right Side of Canvas
. Validate Product/Market Fit
Prototype Low Fidelity MVP
Problem/Solution Validation
Mkt Size/Competitive Analysis
Complete First-Pass Canvas

SN N®O

http://steveblank.files.wordpress.com/2013/11/irl.jpg



Customer Development is il

HOCHSCHULE
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how you search for the model

Customer Customer °

Discovery Validation
Problem- o Product- -
Solution Fit Market Fit

PR

Customer Company
Creation Building
Scale

—— e
Proposed Business Scale Execution
MVP Model
_ . e s Scale Operations
j Proposed \ Sales & Marketing
, Funnel(s) Roadmap u

pivot

Steve Blank's Customer Development by Brant Cooper; cugdev.com

http://market-by-numbers.com/wp-content/uploads/2010/06/custdev.Pwg
46
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Checkliste: Kunden, Kundenbeziehungen il
und Vertriebswege

DER MEDIEN

 (Canyou draw a customer archetype for each of your key customer
segments?

* Does it clearly point you to places where you can find them?

 Canyoudraw a day in the life of a customer so you know how to pitch the
product to him?

* Did some segments respond better, faster, or with larger orders than
others?

* Did any new segments emerge, or should any be eliminated?
* Do customers recognize big improvements in a “day in the life” of users?

Do you know what your customers read, trade shows they attend, gurus
they follow, and where they turn for new product information?

e (Can you draw your channel map, showing how the product moves
from your startup to its end user, along with the costs and marketing/sales
roles of each step in the sales channel?

Verify: Customers
and How to
Reach Them
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Key Metrics and concepts T

* Aspects of Customer Relationships
— Customer acquisition costs
— Prospect conversion rates
— Customer lifetime value
— Customer switching costs

* Engine of growth
— Viral = viral co-efficient

— Sticky = Customer acquisition cost and CLV and consider
the Customer switching costs

— Paid = dito, check on prospect conversion rates and focus
on Customer lifetime value

48
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Kernfragen zur linken Seite der Canvas

 Was benotige ich?
* Wasist zu tun?

* Was benotige ich von anderen bzw. wo bekomme ich
es her?

49
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KEY RESOURCES

which resources underpin your business model? which
assets are essential?



HOCHSCHULE

KEY ACTIVITIES

which activities do you need to perform well in your
business model? what is crucial?

51



KEY PARTNERS

which partners and suppliers leverage your model?
who do you need to rely on?
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Case study: GymFridge T




e
If you are not there or Il
if the answers are no: Pivot!

DER MEDIEN

 Zoome-in pivot: a feature may become the actual product

e Zoom-out pivot: the current product is only a feature of a more
comprehensive solution

* Customer segment pivot (e.g. research institutes instead of insurance
companies)

* Customer need pivot: the pain is not big enough or there is no budget (e.g.
ease of services vs. compliance)

e Platform pivot: The product becomes a plattform and vice versa
* Business architecture pivot: Premium vs. volume

* Revenue Model Pivot: License vs. individual sales vs. freemium vs.
reimbursement etc.

* Engine of growth pivot: viral, sticky, and paid growth models
* Channel pivot: Find a new sales channel

* Technology pivot, z.B. open source or move from hardware to software
and vice versa

54
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Fazit Business-Model-Fit HooHsCHULE

* Verstehen und definieren Sie, wie in lhrem Fall die
Produkte zum Kunden kommen und wie Sie Kunden
gewinnen, binden und skalieren!

* Die Traction-Konzepte helfen hier und es geht
weiterhin um ,Validiertes Lernen”

 Wenn Sie bereit sind zu skalieren, dann validieren Sie
die linke Seite der Canvas.

 Wachstums sind normalerweise Luxus-Probleme,
d.h. machen Sie nicht den Fehler zu friih eine teure
Infrastruktur aufzubauen!

55
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FAZIT

56



, , , il
Ein Blick auf die Innotools HOGHSCHULE

* https://www.inno-tools.com

 Sammlung von Werkzeugen und Methoden fir
Innovationsprozesse mit Templates, Anleitungen und

Quellen
EXPLORE EVALVATE
TO o L s IIJE*.-ATE VALI:)A‘I'E
lsd:atlon Vaii :n't':on
Interview
EXPLORE EVALUATE
+ + D::m':ng MarktFit

IDEATE VALIDATE

Spaghetti
Challenge

Methode Via

telling



https://www.inno-tools.com/

e
Weitere Ressourcen wie Checklisten etc. il

zum Download

DER MEDIEN

DAS HANDBUCH FUR STARTUPS

KAUFEN NHALT AU

DAS Standardwerk fur Grunder!

2 Das HanthCh f Das Handbuch fir STARTUPS ist ein Must-Read fir alle Griinder und Lean

E Uf Startup-Enthusiasten. Dieses umfangreiche Nachschlagewerk hilft beim

5 schrittweisen Aufbau eines Startups nach dem "Lean Startup"-Ansatz und

A Customer Development.

2

5 Neben einem neuen Vorwort erwartet die Leser, Innovatoren und angehenden htt p .//WWW. Sta rt u p'
= mmwmmmmm Grinder sieben exklusive deutsche Case-Studies, unter anderem mit der

% Simpleshow und Corporate Startups wie Autoscout24 und CAR2GO. h an d b u Ch . d e/
I

]

= Prof. Dr. Nils Hogsdal (Professor flr Entrepreneurship) und Daniel Bartel

g 40 Checklisten (Design Thinker & Entrepreneur) haben den Bestseller an US-Hochschulen "The

<] Rt e

Startup Owner's Manual" von Steve Blank und Bob Dorf endlich nach
Deutschland gebracht!

. Jetzt im Buchhandel!
St 460 Seiten - ISBN 9783955618124

e-Book-Variante auf O'REILLY.de

; 460 Seiten
.nur 39,90 €

Gratis Leseprobe

m "... das beste Buch zum Thema Startup-Griundung was ich je gelesen habe, was
besonders an dem hohen Bezug zur Praxis liegt."

- My Business Blog

58
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Ritterschlag in der
Harvard Business Review (May 2013)

Harvard =
Business

Listen to Customers

During customer development, a start-up searches for a busi-
ness model that works. If customer feedback reveals that its
business hypotheses are wrong, it either revises them or “piv-
ots” 1o new hypotheses. Once a model is proven, the start-up
starts executing, building a formal organization. Each stage of
customer development is iterative: A start-up will probably fail
several times before finding the right approach.

Review

SPOTLIGHT ON ENTREPRENEURSHIP

Why the Lean

Start-Up Changes

Everything

by Steve Blank

Foundars transiata
company ideas
into business
modal hypothoses,
test assumptions
about customers”
neads, and then
create a “minimum
wiabla product™

1o try out their
proposed solution

on customers.

Start-up continuas
to test all other
hypothesas and
trias to validata
customers” inter-
est through early
orders or product
usage. If thera’s no
interast, tha start-
up can “pivot™ by
changing one or
more hypothases.

3
CUSTOMER
CREATIOMN

2

Tha product is
refined anough
to sall. Using
ks prowan
hypothesas, tha
start-up builds
demand by rap-
idly ramping up
marksting and
zales spanding,
and scales up
the business.

4
COMPANY
BUILDING

4]

Business transi-
tions from start-
up mode, with

a customer do-

velopment team
searching for
answars, to func-
tional depart-
ments axacuting
s model.

Source: https://archive.harvardbusiness.org/cla/web/pl/product.seam?c=25903&i=25905&cs=f85785d3580feb87e2bce1535af10c2f
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Get out of the Building! s

“There are no facts inside” Steve Blank

607
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Kontakt und weitere Hinweise HOGHSCHULE

* Kontaktdaten
Hochschule der Medien Stuttgart
Nobelstr. 10, 70569 Stuttgart
https://www.hdm-stuttgart.de/home/hoegsdal
E-Mail: hoegsdal@hdm-stuttgart.de
Telefon 0711-8923-2725

* Aus optischen Grunden nicht auf der Folie genannte Bildquellen:
— http://m.likesuccess.com/quotes/14/659346.png

— http://www.cyrielkortleven.com/wp-content/uploads/2014/02/69-
Amazing-Creativity-Quotes.pdf

— http://eur-
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