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ENTREPRENEURIAL	  MARKETING	  



What are the most important costs inherent in our business model? 
Which Key Resources are most expensive? 
Which Key Activities are most expensive?

Through which Channels do our Customer Segments 
want to be reached? 
How are we reaching them now?
How are our Channels integrated? 
Which ones work best?
Which ones are most cost-efficient? 
How are we integrating them with customer routines?

For what value are our customers really willing to pay?
For what do they currently pay? 
How are they currently paying? 
How would they prefer to pay? 
How much does each Revenue Stream contribute to overall revenues?
 

For whom are we creating value?
Who are our most important customers?

What type of relationship does each of our Customer
Segments expect us to establish and maintain with them?
Which ones have we established? 
How are they integrated with the rest of our business model?
How costly are they?

What value do we deliver to the customer?
Which one of our customer’s problems are we helping to solve? 
What bundles of products and services are we offering to each Customer Segment?
Which customer needs are we satisfying?

What Key Activities do our Value Propositions require?
Our Distribution Channels?  
Customer Relationships?
Revenue streams?

Who are our Key Partners? 
Who are our key suppliers?
Which Key Resources are we acquiring from partners?
Which Key Activities do partners perform?

What Key Resources do our Value Propositions require?
Our Distribution Channels? Customer Relationships?
Revenue Streams?
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Suppliers Competitors 
Direct 

Indirect 
Emerging 

Decision Makers 
-- 

Purchasers 
-- 

End users 

Within	  Each	  Customer	  Segment	  

Your Startup 
RegulaGons,	  
standards,	  de	  

facto	  
regulaGons,	  and	  

de	  facto	  
standards	  

Channels of Influence 
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5	  Different	  Types	  of	  Customers	  
1.  All-‐in-‐one	  

2.  Combined	  decision	  maker	  and	  
purchaser	  

3.  Combined	  purchaser	  and	  end	  user	  

4.  Combined	  decision	  maker	  and	  end	  
user	  

5.  Separate	  decision	  maker,	  
purchaser	  and	  users	  

Decision Makers 
-- 

Purchasers 
-- 

End users 
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u	  
u	  
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The Entrepreneurial à Established 
Marketing Continuum 

Where is your business on this scale? 
Entrepreneurial	  
No	  customers/	  no	  
reason	  to	  expect	  
any!	  

Established	  
Happy	  customers/	  
repeat	  customers!	  

Proven method? 

Self-sustaining? 

Good and wide reputation? 

Tested internal processes/metrics? 

NO	  

NO	  

NO	  

NO	  

YES	  

YES	  

YES	  

YES	  
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A startup must create 
the customer creation 
machine by using 
tools that move 
potential customers 
through each stage. 

 

How does each stage 
map to “Get, Keep. 
Grow”? 

 

What are the steps 
your startup needs to 
address? 

Awareness 

Interest 

Consideration 

Decision 

Action 

Usage 

New Prospects 

Good word-of- 
mouth 

Repeat 
customers 

Satisfied users 
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How	  Silly	  Goat	  Currently	  Manages	  the	  
Buying	  Decision	  Process	  

8	  

Coupons, menus


Coupons, samples


Take orders


Fulfill order


Loyalty cards, email 
specials


Website, Facebook, 
newspaper ads, bus ads


Website, Facebook, 
signage, newspaper 

ads, bus ads 


Refer a friend 
coupons, Facebook


Ask in person, web 
surveys


©	  2015	  Laurie	  C.	  Breitner	  and	  Karen	  L.	  Utgoff.	  All	  rights	  reserved.	  



Entrepreneurial versus 
Established Sales Cycle 

Entrepreneurial	   Established	  
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FINANCIAL	  PROJECTIONS	  



Top	  Down	  (AspiraGonal)	  ProjecGons	  
•  Key	  assumpGons	  are	  for	  future	  success	  

– We	  will	  grow	  at	  X%	  per	  year	  
– Our	  net	  earnings	  will	  be	  Y%	  
– Not	  business	  model	  based	  

Top down 
projection 

T0 T1 T2 T3 T4 T5 
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What are the most important costs inherent in our business model? 
Which Key Resources are most expensive? 
Which Key Activities are most expensive?

Through which Channels do our Customer Segments 
want to be reached? 
How are we reaching them now?
How are our Channels integrated? 
Which ones work best?
Which ones are most cost-efficient? 
How are we integrating them with customer routines?

For what value are our customers really willing to pay?
For what do they currently pay? 
How are they currently paying? 
How would they prefer to pay? 
How much does each Revenue Stream contribute to overall revenues?
 

For whom are we creating value?
Who are our most important customers?

What type of relationship does each of our Customer
Segments expect us to establish and maintain with them?
Which ones have we established? 
How are they integrated with the rest of our business model?
How costly are they?

What value do we deliver to the customer?
Which one of our customer’s problems are we helping to solve? 
What bundles of products and services are we offering to each Customer Segment?
Which customer needs are we satisfying?

What Key Activities do our Value Propositions require?
Our Distribution Channels?  
Customer Relationships?
Revenue streams?

Who are our Key Partners? 
Who are our key suppliers?
Which Key Resources are we acquiring from partners?
Which Key Activities do partners perform?

What Key Resources do our Value Propositions require?
Our Distribution Channels? Customer Relationships?
Revenue Streams?

Day Month Year

No.

This work is licensed under the Creative Commons Attribution-Share Alike 3.0 Unported License. 
To view a copy of this license, visit http://creativecommons.org/licenses/by-sa/3.0/ 

or send a letter to Creative Commons, 171 Second Street, Suite 300, San Francisco, California, 94105, USA.



Bodom	  Up	  ProjecGons	  

•  AssumpGons	  based	  on	  a	  proposed	  business	  
model	  
– Enhance	  assumpGons	  with	  detail	  

•  Pricing	  based	  on	  revenue	  streams	  
•  EsGmated	  costs	  based	  on	  cost	  structure,	  key	  assets,	  
channels,	  etc	  

•  Implement	  a	  dynamic	  spreadsheet	  to	  support	  
sensiGvity	  analysis	  (‘what	  if’	  quesGons)	  
– Answer	  the	  finance	  quesGon	  “Can	  we	  build	  
value?”	  
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Possible	  Bodom	  Up	  AssumpGons	  
•  How	  much	  cash	  do	  you	  need	  to	  fund	  efforts	  
before	  you	  can	  sell	  anything?	  (MVP)	  

•  Once	  sales	  begin:	  
– What	  is	  the	  cost	  of	  goods	  sold	  (COGS)?	  

•  SupporGng	  assumpGons	  about	  COGS	  components	  
– What	  other	  expenses	  will	  you	  have?	  
– How	  many	  new	  customers	  will	  you	  have?	  
– How	  much	  will	  they	  buy?	  
– What	  is	  the	  pricing	  for	  each	  revenue	  stream?	  
– How	  many	  repeat	  customers	  will	  you	  have?	  

Different	  assump5ons	  produce	  different	  projec5ons/es5mates	  
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Bodom	  Up	  ProjecGons	  
•  Key	  assumpGons	  are	  based	  on	  the	  business	  
model	  and	  related	  scenarios	  
– For	  example:	  

T0 T1 T2 T3 T4 T5 

Bottom up likely 

Bottom up worst 

Bottom up best 
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Bodom	  Up	  Forecast	  Summary	  

FY1	   FY2	   FY3	   FY4	   FY5	  

List	  assumpGons	  (A)	  

Revenue	  

Cost	  of	  goods	  sold	  

Other	  expenses	  

Net	  earnings	  

Working	  capital	  investment	  

Cash	  generated	  (required)	  

Equity	  funding	  

CumulaGve	  cash	  posiGon	  

Notes	  

(A)	  Note	  1	  

Time	  horizon	  

One	  row	  per	  
assumpGon	  

One	  row	  for	  each	  
revenue	  stream	  

Consider	  labor	  and	  
non-‐labor	  costs	  

Approximates	  
CA-‐CL	  

External	  
Investment	  

Cash	  is	  
king!	  
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•  Use different assumptions and methods to sanity test. 
•  Differences between top down and bottom up 

projections reveal issues. 

Top down 

Bottom up likely 

Bottom up worst 

Bottom up best 

T0 T1 T2 T3 T4 T5 

Significant	  and	  worrisome	  
gap	  between	  top	  down	  and	  
bodom	  up	  best	  projecGons	  
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•  Use different assumptions and methods to sanity test. 
•  Differences between top down and bottom up 

projections reveal issues. 

Top down 

Bottom up likely 

Bottom up worst 

Bottom up best 

T0 T1 T2 T3 T4 T5 

Top	  down	  and	  bodom	  up	  
best	  projecGons	  are	  in	  
approximate	  agreement	  
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SOURCES	  OF	  FUNDING	  



Sources	  of	  funding	   Pre-‐	  
Startup	  

Startup/	  
Pre-‐sales	  

Early	  
growth	  

High	  
growth	  

Other	  

Campus-‐based	  awards/grants	   yes	   perhaps	  

NSF	  I-‐Corps	  ™	   yes	   perhaps	  

SBIR,	  foundaGons,	  etc	   yes	   yes	  

Self-‐funded	  (bootstrap)	   yes	   yes	   yes	   perhaps	   yes	  

Family	  and	  friends	   perhaps	   yes	   perhaps	   perhaps	   perhaps	  

The	  crowd	   yes	  

Angel	  investors	   perhaps	   yes	   perhaps	   perhaps	  

Venture	  capitalist	   rarely	   perhaps	   yes	   yes	  

Bank	   perhaps	   yes	   yes	  

Economic	  development	   perhaps	   perhaps	   perhaps	  

Customers	   perhaps	   YES!	   YES!	   YES!	  

Different	  funding	  sources	  are	  right	  at	  different	  5mes	  
and	  for	  different	  purposes:	  	  

Depending	  on	  the	  business,	  there	  may	  be	  other	  sources	  of	  funding	  as	  well	  
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FROM	  BUSINESS	  MODEL	  TO	  
BUSINESS	  PLAN	  



What are the most important costs inherent in our business model? 
Which Key Resources are most expensive? 
Which Key Activities are most expensive?

Through which Channels do our Customer Segments 
want to be reached? 
How are we reaching them now?
How are our Channels integrated? 
Which ones work best?
Which ones are most cost-efficient? 
How are we integrating them with customer routines?

For what value are our customers really willing to pay?
For what do they currently pay? 
How are they currently paying? 
How would they prefer to pay? 
How much does each Revenue Stream contribute to overall revenues?
 

For whom are we creating value?
Who are our most important customers?

What type of relationship does each of our Customer
Segments expect us to establish and maintain with them?
Which ones have we established? 
How are they integrated with the rest of our business model?
How costly are they?

What value do we deliver to the customer?
Which one of our customer’s problems are we helping to solve? 
What bundles of products and services are we offering to each Customer Segment?
Which customer needs are we satisfying?

What Key Activities do our Value Propositions require?
Our Distribution Channels?  
Customer Relationships?
Revenue streams?

Who are our Key Partners? 
Who are our key suppliers?
Which Key Resources are we acquiring from partners?
Which Key Activities do partners perform?

What Key Resources do our Value Propositions require?
Our Distribution Channels? Customer Relationships?
Revenue Streams?
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NewCo	  
	  

ExecuGve	  
Summary	  &	  
Business	  
Plan	  

The	  Logic	  of	  the	  NewCo	  
• 	  Value	  ProposiGon	  
• 	  Customer	  Segments	  
• 	  Customer	  RelaGonships	  
• 	  Channels	  
• 	  Revenue	  streams	  
• 	  Cost	  structure	  
• 	  Key	  assets	  
• 	  Key	  partners	  
• 	  Key	  resources	  

“…a	  business	  plan	  must	  be	  a	  call	  to	  acGon,	  
one	  that	  recognizes	  management’s	  
responsibility	  to	  fix	  what	  is	  broken	  
proacGvely	  and	  in	  real-‐Gme.”	  
	  
“A	  plan	  must	  demonstrate	  mastery	  of	  the	  
enGre	  entrepreneurial	  process,	  from	  
idenGficaGon	  of	  opportunity	  to	  harvest.”	  

	  
“How	  to	  Write	  a	  Great	  Business	  Plan”	  

W.	  A.	  Sahlman	  
Harvard	  Business	  Review,	  July-‐Aug	  1997	  



Why	  Create	  a	  Business	  Plan?	  
•  Internal	  

–  Build	  a	  shared	  vision	  
– Adract	  team	  members	  
–  Provide	  a	  foundaGon	  for	  management	  to	  implement	  
and	  run	  the	  business	  

•  Focus	  for	  decisions	  and	  hypothesis	  tesGng	  (experiment,	  
evaluate,	  improve)	  

•  External	  
– Adract	  advisors	  and	  mentors	  
–  Secure	  investment	  from	  one	  or	  more	  sources	  

23	  



Key	  New	  Venture	  Business	  Plan	  
QuesGons	  

The team 
works 
iteratively 
to align 
these 

Team? 
Resources? 

Business Model? 

Product - what is 
our product 

concept? 

Market/
customer - who 

needs and/or 
wants it? 

Finance – can 
we build value? 
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The	  Lean	  Launchpad	  approach	  provides	  a	  founda5on	  for	  these	  



Two	  Points	  to	  Remember	  

•  Don’t	  worry	  about	  being	  right	  (it	  never	  
happens),	  however.	  .	  .	  

•  A	  good	  business	  plan	  prepares	  management	  to	  
cope	  with	  the	  unexpected	  
– Test	  assumpGons	  and	  hypotheses	  
– Maintain	  focus	  and	  maneuverability	  
– Paves	  the	  way	  for	  “Plan	  B”	  
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Elements	  of	  a	  Business	  Plan	  

Osterwalder	  
•  Team	  
•  Business	  model	  
•  Financial	  analysis	  
•  External	  environment	  
•  ImplementaGon	  Road	  Map	  
•  Risk	  Analysis	  

•  Appendices	  

Sahlman	  
•  The	  people	  
•  The	  opportunity	  
•  The	  context	  
•  Risk	  and	  reward	  
	  
•  Appendices	  



Typical	  Topics	  in	  the	  Plan	  
•  ExecuGve	  summary	  
•  Opportunity	  (unmet	  needs	  and	  market	  potenGal)	  
•  Products,	  services,	  operaGons	  
•  CompeGGon	  
•  MarkeGng	  and	  sales	  
•  Management	  team	  
•  Intellectual	  property	  
•  Governance	  
•  Risk	  factors	  
•  Financial	  projecGons	  and	  resources	  needed	  
•  Exit	  opGons	  
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