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Overview of the workshop

- International entrepreneurship: Barriers

- International entrepreneurship: Building a
business together!

- Business plans / Business model canvas
- Defining a useful value proposal, case study
- Your own business idea...

SA?{ION



I
What is it that entrepreneurs are doing?

Supply side Demand side ., ——
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International business

(% INTERNATIONAL ARRIVALS




International business: Options to go abroad

Activity type Level of control | Risks Amount of resources
(++ = high) (++ =low) required (++ = low)

Direct export + - -
Indirect export +/- +/- ++
Export management company +/- +/- ++
Piggyback exporting - - ++
Contract manufacturing +/- +/- +
Management contracts +/- + +/-
Merger / Acquisition + - -
Greenfield development ++ +/- -
Product licensing +/- +/- +
Technology licensing +/- +/- +

Franchising + +/- +/-



Quote from a Dutch entrepreneur

“Very nice all these theoretical talks about going abroad, but you just
have to do it. Point.

You science guys teach the students to analyze everything so much
until their ability to just act decisively is dead. The only thing they see
IS problems. | don’t need that kind of people. Why would someone
need market research? Just drive around for a week In this country
and you exactly know what they buy, how they behave and everything
else you want to know as well”.

Guts vs. Analytics? SA}?_]ON
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International partnerships

- Basically you are building a new organization.

- Suddenly things how you know that are working
in your home country, probably do not work as

you are used to.
- There is a risk that discovered solutions are sub-
optimal.
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Kom verder. Saxion.
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How to make normal business work

Problems with starting a business:

People with different |
“language” have to CE 1—-

communicate (eg. entrepreneurs,
venture capitalists, marketeers)




How to make business work

Extra challenge for international business:

That means... different ideas and
expectations at the negotiating table

People with different ' |
language, culture and history % ._-
have to communicate.




RAINFOREST

The Secret to Buiiding the Next

Silicon Valley

B 000
“Rainforest” solution

Hwang & Horowitt use the Rainforest
metaphor (wild unordered jungle with a large
biodiversity) to explain why some regions are
successful in creating an innovative climate,
while others are not

Ideas & Inventions

Government

Trade & Industry Coaches & Mentors

Organizations '
Academia & Research

Education & Workforce

Business Support
Development L

Services
Access to Global Markets
& Supply Chains

News & Media Outlets

Real Estate &
Business Infrastructure

Culture, Societal Values,
Models, Rule of Law
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Venture Funding

Why is it often so difficult to get sufficient funding?

What does a o e

Venture o Chance of Success =
Capitalist Technology , Product , Customers , Manufacturing
see? e Works  © Buy Works

Business Model X Enough " Team Can Handle
Works Caplital This Whole Thing
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Rainforest rule

Effective funding & long term partnerships only
work if there is trust among partners that the

different partners are Seeklng fairness, not

advantage! m m

X value In stock

—
FOUNDER EMPLOYEE

—
Xvaluein S
expected contribution
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Key: Sustainable value creation for customers

Supply side Demand side ., ——
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Creating value: where is my customer?

As entrepreneur you offer your customers a value
proposal (a solution for their problem).

How do you know a value proposal is good?
Where / Who is my customer?

el i o
IMPLEMENTATION

l

“Mow that we've celebrated our diversity,
embraced a new spirit of creativity, made a fresh
eommitinent (o exoe lienee, an d given something

back to the community, does anyone here remember
what it is we're supposed o manyfaciure and sell**




Remember when developing a business:
Customers
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Creating value: where is my customer?

“Your mother is not your customer!”
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Where / Who is my customer?

Answer to this question is to look into the customer
needs and understand which needs customers have

" How the project yst
er unders i

Hwhpgmmer What hb ers H the bus
sultal td bd
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Customer needs

Example: Parents looking for a baby seat in car

- Technical:
[t must be helping our baby to be transported safely (the
product does the job)

- Emotional:
Buying a good baby seats makes us feel good, as loving
parents (the product makes you feel good)

- Social:
We want to show others that we have the best product
(how the product is seen by others) SAKION
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Customer needs: positioning

BERER
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ERRERNS
protective cover of back

I pledge tv

ZEHSAD
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Describing a business model

How to describe a business idea as easy and clear as possible?
dea: write it in a predefined framework of 1 A4.
Developer: Alexander Osterwalder

K The Business Model Canvas "™
ey Value Customer

Activities P?‘OpOSitiOn Relationships Key Parmers \@ Key Activities ﬁ Value Propositions i‘fl'; CusromerRelariunshin Customer Segments

G,
G

& Reven "j‘%‘f
Hogs \2
Cost Key Revenue = B B ¥
Resources Ch I
by JA




In what way copy machine producers
and energy saving companies have a
similar business model?




-
Osterwalder about his business model canvas

- Business models as tool to compete in business

- The canvas is a way to show in an easy way what
yvou do and how you work

- Because it is easy to produce, it is easy to make

several canvasses and select the best. e
SA_@ON


http://www.youtube.com/watch?v=RzkdJiax6Tw
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Building a business together

e BusinesS\Model Canvas "™ e = . Key partners:

Key Partners (T Key Activities Value Propositions [ o ) Customer Relati onshin

— Technology providers: How
can you help with creating
a good value proposal?

- Governments: What kind of
barriers can be removed /

R what subventions may
e help?

'y Resources é?}
T 4

—
I_I,{;_-l

Wy
| ;p:i

www.businessmodelgeneration.com
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After finding an idea for a business
model...

SA:%_"ION



Assessing business model

attractiveness: Gurley’s test

Key Partners Key Activities Value Propositions Relationships Customer Segments

High Switching

Costs

Sustainable Lower
Lower Partner Competitive Customer
Dependencies Key Resources Advantage Channels Concentration

Lower
Marketing
Spend

Platforms to

create Network
Effects

Cost Structure Revenue Streams

High Visibility,

High Marginal High Revenue : o }
Profitability Growth Predictability of S w O N
Revenues

High Gross

LV ETG T

www.businessmodelgeneration.com
The above Canvas is adapted from: ‘All Revenue is not created equal — The keys to the 10x Revenue Club’ by Bill Gurley
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Gurley’s test

- Most important question: “How easy is it for someone
else to provide the same product or service that you
provide?”

- More information on Gurley’s test:

- Look through the eyes of an
investor to your business



http://bmimatters.com/2012/04/04/assessing-a-business-model-attractiveness/

-
Competition

In the market you will find competitors. You have
to develop your business idea in such a way that
your business has a unique offer for your
customers.

Parable of the printing house.

S
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Keeping customers: lock-in

Superior business models use switching costs to lock
customers in their ecosystem and earn more from them

Customer Customer
relationships segment
-

ﬁ- : )
Goadt

Costs Acq I.IISItIDI'-I costs | Rev RECL-II'I'IHQ revenuas

-/ e alla o
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R
O
Z




-
Osterwalder: Lock-in possibilities
- Base Product & Consumable trap: Nespresso,
Gillette, HP, Kodak
- Data trap: Apple, Google Android, Spotify
- Learning Curve trap: Adobe
- Industry standards trap: Microsoft, Adobe
- Service trap: Rolls Royce, Hilti

- Exit trap: Mobile phone companies: subscriptions
SA?{ION



Another way of thinking about
“Customer relationships’...

SA:%_iON
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Customer journey

Customer Journey Example: Car Purchase

Found special
1 financing offer First ride in
Researching cars, the new car
found new model
Received

Call from an employee
- 1 hank You™ letter

who explained the alternatives

A Time
\/ Waiting to Signed financing

o receive contract  and purchase contract

Positive Experiences

The financing offer

Car has an is actually not what was promised
engine failure
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Customer journey

Make sure your customers will have a positive
‘journey”: They will come back to you and/or
promote you among others!

INTERNAL FOUND ONLINE FORM SEQUENCE SAMPLES
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Practicing with Osterwalder

Case study, about energy saving in Saxion university of
Applied Sciences.

. Designedfor. Designed by ou: *
The Business Model Canvas L
—
Key Partners (T Key Activities Value Propositions Customer Refanonsh:pQ Customer Segments
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Testing the business model

Steve Blank:

1. Get out of the building! There are no facts to be
found in school or in the company itself >
interview prospective customers to test your ideas

2. Make the process iterative. Adopt your product
according to the ideas of your future customers.
Don’t go for a waterfall development... step by step

iImprovements. SA—_?{ION
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Testing the business model

3. Failure is part of the search! Try to experiment

with different things and when experiments fail,
try something else.

4. Make iterations and pivots (turnarounds). A

pivot is a major change in one of the boxes of
the business model canvas.

5. No business plan survives the first contact with

customers. SA?{ION
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When to pivot?

Staff tumover < —  Market changes

WHEN TO PIVOT

Lethargy - YOUR BUSINESS — Investorturmover
MODEL?

Internal factors
$10308} [euJa)x3

Lack of performance <« —»  Customer needs

Types of pivots

* Customer need pivot: same customer segment, different
need/problem

* Customer segment pivot: same problem, different segment

» Business architecture pivot: ie from enterprise to consumer

* Zoom-in feature pivot: remove features to focus on just one
key feature

* Zoom-out feature pivot: add features to become more of a
holistic solution

* Technology pivot: solve same problem but with different
technology stack

* Channel pivot: same problem, same solution, different path
to customers

» Platform pivot: open up an application to third-parties to
become a platform (or vice-versa)
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Meet Frank
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Pivoting the business

Folds up to a sizeof
145" x85" x 147

C=F




B
Pivoting the business

—
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Testing the business model

6. Design experiments to test your assumptions
(hypotheses, guesses) about customer needs and
behaviour. Experiments could include test websites or
models of a product.

/. Think about market positioning. New market, new
product? New product, existing market? Niche market
entrance? These are important for sales channel
selection.

8. It's all about passion SAEJION



00
What next: Minimum Viable Product

Since a starting business is in the process of
learning, it is important not to invest too much
effort in the beginning stages in the design of the

product. i+ Vil

My

© ‘

D M m & Minimum Viable

il = - / \

Like th |s' N )

Products e e
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Minimum viable product

(minimum viable product) (product)

Minimum Viable Product is not the same as Minimal Effort

SASTION



Testing the business model

. Think about measuring progress... Take
variables like cash-burn rate, months until
break even

Product launch

Technology transfer \ Success as a new product

Research/\Development

; =
Corr;mercializati n

Cumulative profit/loss

I Time

Success as a business

] "
v | Valley of death
1




.
Venture Funding

Why is it often so difficult to get sufficient
funding?

% Chance of Success =
What does a
Technology X Product X Customers X Manufacturing
Venture Works Works Buy Works
Cap|ta||5t ¥ Business Model X Enough X Team Can Handle
2, Works Capltal This Whole Thing
See:

SAZION



Venture funding

If it is so hard and so many risks with start-ups...

why do venture capitalists invest in the first place?

Breakdown of the Risk Premium in
the Continuum of Capital

Answer:
They simply don’t
invest in the early
stages.

Risk-Adjusted Capitalina
Diversified Portfolio

Theoretically Efficient Markets

Reality in the Rainforest

Stage of Innovation

---------
Concept

Stage of Innovation



Venture Funding

If a venture capitalist or business angel invests in a
company, they are going to want something in
return = Usually shares (part of the ownership of

the company).
The Mind of a VC

Prophecy Sciences uses a neuroscience-based assessment to measure the cognitive factors that predict performance. Results are
achieved through a combination of cognitive games, biometric signals, and machine learning algorithms. The data used in this
graphic come from a sampling of VCs in Silicon Valley and San Francisco, Comparisons are made versus the rest of the data set,
which is composed of elite performers at top tech companies, start-ups, media outlets, universities, athletic organizations, and
more. To read about how these results can work for you, visit blog.ProphecySciences.com

more likely
on big wins,

Jess fikely to
degree

more money demanded in a
negoti

=

more likely te
i a negotiati
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Negative aspects of venture funding

That means, the investor becomes just co-owner...

How much is ideal? If investor owns over 50%, is
the entrepreneur still entrepreneur? Or employee?

~

=

HEIL

Example company
“Bioburn”




I thought you said "Venture" capital.

0=

C) Just Jobs.comr
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Testing the business model

10. Fast decision making: changes are Stress Reduction Kit
necessary. Many startups face
problems: psychological it is hard to
get away from an idea that was Bang
developed by months. But Head

sometimes it is necessary.

Here

Directions:

1. Place kit on FIRM surface.

2. Follow directions in circle of kit.

3. Repeat step 2 as necessary, or until unconscious.
4. If unconscious, cease stress reduction activity.

TROUBLE ETER "*';""""'""*""""* HEADACHES

COMCENTRATING —L
AHXIETY

MUSCLE / ANGE‘R
TENSIDN = l
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Testing the business model

11. Job functions in a startup are very different
than in ordinary companies. Startups require

people who are comfortable with situations

of uncertainty, chaos and change...

Market turmoil is the best
possible news for us. The
more chaos and
uncertainty in the
marketplace, the better.

" Allgreat changes are
| preceded by chaos.
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Testing the business model

12. Preserve cash until needed: Then spend. In other
words, don’t waste your money until you found a really
promising idea.

13. Communicate and share learning. Make sure

everyone on the team knows as much as possible: It
will help finding new solutions.




Testing the business model

14. Customer development needs a “buy-in”. Every
member of the team must be involved and feel
responsible. The process is fluid and fast
changing: “we can’t change the features since
development is underway”is a no-no.
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Measure your business...

AARRR = Acquisition, Activation, Retention, Revenue, Referral

Acquisition: describes the moment when an unconscious visitor is
interested in your product/service.

Activation: when the customers who are interested in the product
are having their first (positive) user experience

Retention: measuring the reuse and the involvement in the
oroduct / service

Revenue: measuring the product / service what you get paid
Referral: the number of customers who are coming back

SA?{ION




-
Talk to your customers

- Find a group of potentially interested people in your
product / service (minimum 50) and ask them about
your business idea.

- This is not a sales pitch!

- Listen if your customers feel they have problems and
how they deal with it.

- In the end, ask them whether the idea you are
thinking about might help them. SA—_?{ION



Who will be vour first customers?

Number of users

Eardy Adopters Eardy Majority Late Majority “Laggards"
Late Minorty

Attitude Enthusiastic Usar Skeptical User Scared User Dizparaging User
Motwation to | It's new and Get something Afraid to be left | Forced to uze it
usze Intemet innowvatve aut of it behind }
Meeds 2 Technolagy Value IUser Experience | Reassurance Q—ION
expectations | Features I zability FReassurance Zhange Enablernent

Ceszign
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Early adopters

adopters-saved-the-company.html



http://www.inc.com/joe-gebbia/how-airbnbs-early-adopters-saved-the-company.html

-
Talk to your customers

Don’t ask them “would you like to have candy” type of
questions... Everyone would like to have candy, so don’t
ask questions that nobody will say no to.

For example: Do you also often feel thirsty while
shopping in the city in the summer? Would you be
interested in a good non-expensive offer of healthy
fresh drinks while shopping...? | would like to start a
watermelon store, do you like watermelon?

SA?{ION



Talk to your customers
Tips:
- Remember that people often respond politely. You need to
make people feel safe and ensure it’s safe to help you. Try to

explain that you’re looking for honest answers to create a
product/service that is actually wanted.

~

Cavenain ENGILISH  Howtobe Polite e\

"Do you want the correct answer or the
politically correct answer?”




-
Talk to your customers

- Start out with behaviour, not with feedback: start with
questions about the behaviour of the person in front of you, in
relation to the ‘problem or opportunity’. As soon as that’s
clear for you, you can ask for feedback.

- Ask open questions: no yes/no questions, just W-questions
(Why, Where, What, how?)

- Listen, don’t talk: Try to talk as little as possible and try to ask
your questions as short and neutral (so don’t enclose your
wanted answer intro the question) as possible.

SA?{ION



Remember when developing a business:
Customers
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When to launch the full product?

. After testing the MVP and learning from
experiments, it is time to launch the full product,
not just anymore for early adopters.

- When is that time?

Attitude Enthusiastic User Skeptical Usar Scared User
ofivation to | It's new and Get sormething Afraid to be left | Forced to use it
tam innovat out of it behind
d chnol I s o

ue eassuran
expectations | Feaburas Uzability Reassurance Change Enablarment
Creszign
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“Sean Ellis” test

How would you feel if you could no longer use [product]?
1. Very disappointed

2. Somewhat disappointed

3. Not disappointed (it isn’t really that useful)

4. N/A - | no longer use [product]

If you find that over 40% of your users are saying that they would
be “very disappointed’ without your product, there is a great
chance you can build sustainable, scalable customer acquisition

growth on this “must have” product. SA}?_EON



Cumulative profit/loss

B
Growing the business

Product launch

Technology transfer \ Success as a new product
Research Development\ \ .
\ ; Time

ion

Success as a business

Valley of death

I
1
1

v
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Growing the business

- Growth strategies:
New customers vs. Existing customers,
New products vs. Existing products?

- Staff growth:


http://www.youtube.com/watch?v=sGNDARIu11A
http://www.youtube.com/watch?v=j4oVe9YSfps

B 00000
Your own business model...

Practicing with Osterwalder Business Model Canvas
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Blue ocean/Red ocean

Blue Ocean : Uncontested
market space ’ B ——

Red Ocean : Full of
competitors

OCEAN
STRATEGY

How to Create
Uncontested Market Space
and Make the Competition Irrelevant

Avoid Red Oceans... develop |
the blue ones!

W. Chan Kim - Renée Mauborgne
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Innovative culture: Blue ocean/Red ocean
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The bicycle market as an ocean

= X ol

Bicycle industry
competes for

a share of the /&8
20% cyclists 2
(red, with blood) '
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Innovative culture: Blue ocean/Red ocean

Compete in existing market space Create uncontested market space
Beat the competition Make the competition irrelevant

Exploit existing demand Create and capture new demand

Break the value-cost trade-off

Make the value-cost trade-off

e

Align the whole system of a firm’s activities with it's Align the whole system of a firm’s activities in —}
strategic choice of differentation gr low cost pursuit of differentiation gnd low cost _{_
“Defend Current Position” “Innovate & Pursue New Opportunities”

Perspective Perspective
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Blue Ocean / Red Ocean example

Read the text about Glasses Direct.co.uk

Describe for all the “Blue Ocean” criteria mentioned
before in how far they managed to create a blue
ocean!

SA:%_iON
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The process of innovation

Golden rules of successful innovation:
(According to Microsoft)

1.1t is something new.
2.1 want to have it!
3.Why didn’t | think about it?




Resources / Further reading

- Saxion Startup Handbook (2014), Berrie Coelman
(downloadable at:
http.://www.startupwerkboek.nl/index.php/124)

- Entrepreneurship (2014), David Rae
- The Startup owners manual (2012), Steve Blank & Bob Dorf

- Business Model Generation (2010), Alexander Osterwalder &
Yves Peigneur

- The Lean Startup (2011), Eric Ries
. Start with Why (2011), Simon Sinek
- Blue Ocean Strategy (2005/2015), Kim & Mauborgne




I
This presentation

You can download this presentation from:

www.slideshare.net/jacquesbazen



