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Everyone Sees Life Differently
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How to be
less wrong?







UNCERTAINTY



Only a mind

free of preconceptions
IS a mind free to learn!




Think

to use one's mind actively to form connected ideas

Belleve

to accept that (something) is true, especially without proof

Know

to understand from experience, attainment, or observation



BEAUTY OF NOT KNOWING
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“Believing removes the willingness to know
by giving you a false sense of knowing!”



Be honest with
yourself!

Do you KNOW something,
or do you BELIEVE something?




,If you don't know ’ |

what you are doing...






















FAIL CHEAP!

Put a process/methodology around it.



VALIDATED
LEARNING

..the LEAN unit of progress
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PROGRESS IN _ VALIDATED

STARTUPS ™ LEARNING
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The master has failed

& cuotefancy




IDEAS ARE CHEAP!

EXECUTION IS KING!



Design an EXPERIMENT that

attempts to answer the question!

Create series of FAST and CHEAP
micro-experiments that lead you to
VALIDATED LEARING!



Tradltlon.al 1 R / .
Sequential .
Approach CaE Fitcwts e st
Lean Startup @ — . é
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VIVP

Minimum Viable Product

“The cheapest, fastest experiment you can
conduct to test (validate) your assumptions.



Create series of FAST and CHEAP
experiments that lead you to
VALIDATED LEARING!

...and ‘de-risk-ify’ your idea.






WHAT DO [ VALIDATE?

1. If the problem exists
2. Target audience (who has the problem)
3. Product concepts - do they solve the problem
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The only true wisdom
IS In knowing you
know nothing.

_Socrates



[ have a great idea.

Where should I start?

Lean Canvas

Hypotheses tree

Multiple LEAN experiments
PIvot or persevere

W=



AN_CANVAS

actionable and entrepreneur-
focused lean business plan




Problem (1) Solution (4) Unique Value Proposition (3) | Unfair Advantage (5) | Customer Segment (2)

Can’t be easily copied

Top 3 features or bought

Single, clear, compelling
message that states why you

Top 1-3 problems (pain Target customers,

points) you see as an dife q h customer segments,
opportunity Key Metrics (8) are ai eLent. and wort Channels (9) early adopters
uying

Key activities you
measure

Path to customers

Cost Structure (7) Revenue (6)
Customer Acquisition Costs Revenue Model
Distributing Costs Lifetime Value
Hosting Revenue

People, etc. Gross Margin




Problem (1)

Solution (4)

Customers are unaware
of the key benefits of
premium lenses

explaining them

Tablet + videos

Key Metrics (8)
Opticians do a poor job

Capture rate
Revenue per customer
Share of ECP sales

Cost Structure (7)

Unique Value Proposition (3)

Learn all you need to know
about your eyes and the
lenses you need. Make the
right choice. Take care of your
eyes’ health.

Unfair Advantage (5) | Customer Segment (2)

We sell the most
premium lenses on
the market

Eyeglass wearers
Channels (9)

the waiting room

Revenue (6)

Tablets, videos, software, distribution

Increased sales of premium lenses




HYPOTHESES
TREE

How to structure good hypotheses to test

your ideas.



EXAMPLE

20% more U.S. based investors will read the

Montreal newspaper online because they have a
growing interest in the Montreal startup
ecosystem.

[target market] will [do this action / use this
solution] for [this reason][measured how]



DEPENDENCIES

20% more US-based investors will read the Montreal
newspaper online because they have a growing
iInterest in the Montreal startup ecosystem.

» US-based investors have a growing interest in the
Montreal startup ecosystem.

» US-based investors read the Montreal newspaper
o Most of them read it online



DECOMPOSITION

20% more [U.S.-based investors] will read the

[Montreal newspaper] [online] because they

have a [growing interest] in the [Montreal
startup ecosystem].



A GOOD HYPOTHESIS

1. Who?

2. Will do what?

3. Why?

4. Measured how? (expected number)






EXAIVIPLE

Mobile queuing system for hospitals
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TARGET AUDIENCE



| seecoSkelch® = 9:41 AM

& 2% W
e 2

9:41 AM g

Branch & ATM
1145 State Road 434 WLongwood..

0000 Skotch ¥
VA

€ |1 Q Search

>

%.*d

How was your attention

Customar experience today?

Service

WELLINGTON
PLACE

% Customer Service ||

C-0001

m“‘s‘w,

Z0— \ Add your comment
Y’ox\“'“k 8‘.‘6 : ‘ 1 @
LoySt =
e 63 '”.b_?m;a,g'wyﬁ* T
2 : Position Time estimated
I
o wiet | 20 20

[

* COMPETITIVE ADVANTAGE

i




What are the top 3
key hypotheses?



What should be
my first MVP?



WEAK HYPOTHESES

1. Ima an Hy>xaa obwecteoTo oT Que Management npeg kabmHeTa Ha
NNYHUA nekap?

2. Onawkunte Nnpobaem nn ca n 3a caMuTe ekapun, OCBEH 3a
nauneHTuTe?

3. CKNOHHWM M Ca nekapuTte ga NNaTAT 3@ HalWua MPOAYKT?

4. KakBa e LeHaTta, KOATO Ca CKJIOHHW Aa NAaTtAT AekapuTte, v T4
pesieBaHTHa Jin e 3a Hac?

5. Banngauwmsa 3a 3te nakeTta n ma am Hy>xxaa mn ot 3te.



STRONG RHYPOTHESES

1.

OnawkuTe ca npobaem 3a Hag 80% oT nekapwure.

1.1 - 75% ot nekapwure we nckat ga nonssat Que Management .

1.2 - 75% ot nekapwrte ca cbriacHu aa nnawart 3a Que Management .

1.3 - JlekapwuTe ca cbrnacHu ga naatar onpejesieHata OT Hac LeHa Ha NMpoAykKTa.

Onawkunte ca npobaem 3a 90% OT naumeHTUTe Tbi KaTo (a) rybaT MHOro BpeMe B YaKaHe;
(6) Hanara nm ce ga ce aebHaTt NOCTOAHHO, KOW Caej KOW € 1 TOBa ' U3HepBS.

2.1 —90% oT naumeHTnTe Le ce cbobpassaBaT C TakaBa CMCTEMA 3a OpraHM3npaHe Ha peja.
2.2 —3a 90% oT naymeHTUTE He € Npobaem feKkapAaT ga onpeaens peja Ha BAN3aHe
He3aBNCUMO Janun e No peja Ha UABAHE UK NO NMpeLeHKa Ha caMua aekap.

NHdopmauymaTa Ha buneta e pasbumpaema ot 90% oOT naumeHTUTe.



AVERAGE HYPOTHESES

1. JlekapwuTe umaT 3aTpygHEHMS C YNPaBAEHNETO Ha rpadumka.

2. 3a nekaps e npobsem, ye Ma NaymeHTn, KOUTO C1 3anncBaT Yac U He
naBar.

3. JlekapuTte uckart ga mart nocToaHeH AO0CTbN A0 rpaduka Cw.

4. JlekapwuTe npeanoymTat NaumeHTmMTe cCaMm ga Cm Cb3gasat rpaduka.



VALIDATION

TOOLS




TOOLS TO HELP YOU

4}
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Research

Surveys

Customer interviews

Focus groups

Test market

[Genchi Genbutsu] — “go and see for yourselt”
EXPERIMENT



RESEARCH

e Is 1t done In other counties?

e Other industries?

* What is the current solution/status?

* How many people have this problem?
* efcC.



SURVEYS

surveymonkey.com
fluidsurveys.com
formstack.com

Pop-up survey on your website




CUSTOMER INTERVIEWS

Always ask for commitment!

TIME - meetings, trials, etc.

REPUTATION - intro, testimonial, case study, etc.

CASH






TEST MARKET

» Manufacture 50 units and try to sell them

e Sell 50 units and measure behaviour



"go and see for yourself”

IR IR [Genchi Genbutsu]

“the real place”

“the crime scene” 12 (Gemba

A key principle of the Toyota Production System



"Design an EXPERIMENT that

I
!

attempts to answer the question

Eric Ries

Create series of FAST and CHEAP
micro-experiments that lead you to
VALIDATED LEARING!



Popular MVP
approaches



#1 Static Landing Page

Auto Insurance 1.800-123.4567

Cheap Auto Insurance
is justaclick away!

= Fast Easy Approval
= No Obligation - 100% FREE
» Nationwide Lender Network

ENTER YOUR 2IP CODE

Who are we? What we do? Our services

\'4--
|~ IR

Sed t perspicians undo oMms 5te nasy Sod 1L POrspiciEns undd omems 1550 natu S04 1t POrSDICIANS UNde OMINKS 1536 Nty
Orror Sit volupttem sccusantum dolore Orror Sit voluptstem accusantum dolore #rror Sit voluptatem sccusantum dolore
mque laudantium, totam maue lsudantium, tolam mQue laudantium, Jotam

You could save $1000 onyour Auto Insurance

NOQUe POITO QUISQUAM 051 Qu dolorem IpSUM Quie dolor 42 8met. Consoectet

m M (| ochiieci vekt sed cik i unmcomn s ol Nmpora IncioWE ik babiore o€



#2 Explainer Video




#3 Wizard of Oz MVP

Day Retum 3
Policy ]

Zappos?

POWIREOOySERVICHS In cther words, 3 full year! |
SEARCH BY: Size, Narrow Shoes, Wide Shoes, Popedar Searches

SHOES CLOTHING BAGS & HANDBACS  HOUSEWARES BEAUTY WHAT' S NEW? BRANDS WOMEN'S MEN'S

ALPHABETICAL BRAND INDEX [ ALy WA RN  CCiee -0 B - LRy SR SRR MLASY | SR B LRt I by U SRS | RUUS | BUREL - SLER: SCES -~ RCUN . 8O

SHOES: Now conveniently sold in pairs.

WOMEN'S SHOES
Sandals

Heals

2oots

Snoskears & Athlat Shoes
Flats

Clogs & Mules
Loafers

Shippers

Oxfords

Boat Shoes

Insoles & Accassories
Chmbing

view all.., @—) -

MEN'S SHOES




#4 Concierge MVP

e Y
foodonthetable ﬁ

The Better Way To Plan
Meals And Save Money

OO0

fast recipes  savings atyour  organized stress-free
medphn kids will love  grocery store  grocery list mom

“easy weekly recipe and grocery lists based on sales at your store”



#5 Crowdfunding MVP

KICKSTARTER Discover start O search projects signup Legin

MM1 Modular 3D Printer - Customize Your Printing

Experience
by MakerMex
Home Updates ﬂ Backers m Comments m 9@ Chesapeake, VA 4 3D Printing
The MM1 Modular 3D Printer 83

Backers

$54,110

pledged of $50,000 geoal

5

days to go

This project will be funded on Sat. Mov 1
2014 6:00 AM CST.

One printer. So many materials.

Project by
MakerMex
K1 share W Tweet <» Embed * Remind me B )

The MM1 adapts as quickly as the technology that surrounds it. K First created - 3 backed

Capable of printing single, dual, paste extrusions, and more... Bl 3am weameny 405 fiends
@ MakerMex.com




#6 Single Feature MVP

Google

Goage Search oo Feebng Luchy



PIVOT

Change in the strategy without
changing the vision



PIVOT

... Is a structured course correction!

The direction of your PIVOT
depends on your vision!



GROUPON Bt Al

Confirm your city:
[ New York City | 3]

continue >
SET—

Sign In | Privacy Statement

WAS: “The Point” began as a platform for mobilizing
groups of people towards action for various causes

PIVOTED TO: only one group action - group buying
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Meet Instagram.

It's a fast, beautiful and fun way to share your life
with friends through a series of pictures.

Snap a photo with your iPhone, choose a filter to
transform the look and feel, send to Facebook, Twitter
or Flickr — it’s all as easy as pie. It's photo sharing,
reinvented.

Oh yeah, did we mention it’s free?

Available on the
I D App Store

WAS: blended elements of Foursquare and Mafia Wars in
a mobile app

PIVOTED TO: remove everything except the photo-
sharing feature, thus renamed to “Instagram”
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PayPal Engish -

Home Personal Business Developers

Get to Know PayPal PayOnline SendMoney GetPaid Products & Services

Email address

WELCOME TO PayPal

The world's most loved way to pay and get paid. Learn More

WAS: “application that will allow individuals to "beam" sums of
money between handheld devices such as mobile phones, Palm
Pilots, and pagers” 07.27.99

PIVOTED TO: online payments



THE WORST ENEMIES
OF LEAN

"HIPPO  ZEBRA




Highest Paid Person Opinion




Zero Evidence But veRy Arrogant




YOUR BIGGEST FEAR?

*NO money?
*No time?

*No good ideas?
*No motivation?
*No co-founder?



CREATING
THE 1
WRONG
THING]




CLOSING WORDS

* Move as fast as possible
 Learn as much as possible
* Don't be afraid to PIVOT

* Don't be afraid to FAIL

* VALIDATE everything




" - - ‘
\T—IAEPY VALIDATION!
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