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Agenda

• Introduction & Overview
• Business Model Canvas – Right Side (Customers)
• Break (about 10:40)
• Customer Discovery
• Business Model Canvas – Left Side (Business)
• Q&A



About CTC

• Wisconsin state-funded 
organization

• Assistance to early-stage 
emerging technology 
businesses

• Have supported clients in 
acquiring hundreds of 
millions of dollars in federal 
and additional funding.



Our Team



About me

• Relevant Career Info:

• Former business owner – Biotech equip

• Tech Transfer office with UW campuses

• Technology Commercialization

• Peace Corps-Mexico

• Center for Technology 
Commercialization

• Lean Startup/BMC Experience:

• Business mentor on I-Corps team

• CTC programs – Ideadvance and SBIR 
Advance 



Focus

Big companies with lots of 
resources can afford to work hard 
to gain incremental market 
share, but entrepreneurs don’t 
have the luxury of 
resources…Take your resources 
and apply them to a narrow, 
carefully defined new market
that you can dominate. 

Bill Aulet, 
Entrepreneurship Professor and Guru



Pioneers in 
this Field

• Steve Blank: customer 
discovery method

• Alexander 
Osterwalder: Business 
Model Canvas

• Eric Ries: Lean Startup



What is a 
Business 
Model?

Describes the rationale of how an 
organization creates, delivers, and 
captures value

• Important for new and established 
businesses

• Can give you a competitive advantage

• Helps plan for growth

• Provides financial sustainability

• Lenders and investors interest



What is Lean 
Startup?

A methodology for developing 
businesses and products that aims 
to shorten product development 
cycles and rapidly discover if a 
proposed business model is viable. 

• Hypothesis (assumption)-driven 
experimentation

• Iterative product releases

• Validated learning



What is 
Customer 

Discovery?

A systemized approach to guide 
entrepreneurs in their search for 
repeatable and scalable business 
models.

• There are no facts inside your building.

• Test customer reactions to assumptions 
(hypotheses) about you have about your 
business.

• Turn assumptions into facts. 



What is the Business Model Canvas? 

• Strategic management tool 

• Define and communicate a 
business idea/concept

• Versatile – startups, 
established businesses, new 
products, new markets, non-
profits…

• Concise – 9 fundamental 
elements 

• Dynamic/iterative
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Business Model Canvas -
Right Side

• Start on this side

• Customer facing 
elements:

1. Customer 
Segments

2. Value Proposition

3. Customer 
Relationships

4. Channels

5. Revenue Streams 



Business 
Model Canvas



What 
Customers 
Should You 
Identify Now? 
Who wants to buy or use 
your product on day 
one? 

Steve Blank’s Earlyvangelist Definition



Archetypes: 
Who Should You Know?



Example
Guess the Company 

Customer Segments
• Price-conscious 

travelers 

• Hosts (people who 
want to rent out their 
place)

• Travelers looking for a 
local experience



Example
Guess the Company 

Customer Segments
• Car enthusiasts who 

would otherwise buy a 
Porsche

• Early adopters of new 
and better 
technologies



Example
Crystal Cakes – local bakery

Customer Segments
Neighbors and their friends:
• 50% View Park Residents who 

come back

• 30% One-time visitors

• 20% Catering and parties

Customer Profiles:
• Foodie millennials 

• Busy professionals 



Business 
Model Canvas



What is the 
Value 

Proposition?

Not Features Like These

• Dashboard with analytics

• Weighs 50% less than conventional products

• Easy interface across all web-enabled devices

• Results in less than 30 minutes





What is the High 
Priority Unmet Need?

• Spotify brings the right 
music for every mood and  
moment

• Lockheed Martin helps its 
customers keep people safe

• With Lean LaunchPad
(developed by Steve Blank), 
your students will do, rather 
than plan to do



Jobs-to-be-Done

• Define your markets 
around the job-to-be-
done

• Help customer get the 
entire job done.

• Target those who will 
pay the most to get the 
job done best.



Example – Airbnb 
Value Proposition
• Travelers can book a 

homestay (instead of a 
hotel) for low prices

• Hosts can earn money 
by renting their 
flat/house effortlessly 

• Travelers live in a local 
environment away 
from mass tourism



Example – Tesla 
Value Proposition
• Electric cars that have 

great performance are 
a status symbol

• State-of-the-art 
technology 

• High-quality electric 
powertrain



Example – Crystal Cakes 

Value Proposition
• We make healthy and 

beautiful cakes at 
affordable prices. 



Value Proposition 
Template



Product-
Market Fit

Being in a good market 
with a product that can 

satisfy the market 



Business 
Model Canvas



Airbnb 
Customer 
Relationships
• Acquisition: 

– Professional 
presentation of 
accommodation

– Home insurance to 
increase the 
willingness of 
hosts to 
participate

• Retention:
– Support team
– Customer service



Tesla
Customer 
Relationships:
• Acquisition:

– Test drive

– Customer events

– Direct contact with 
product specialist

• Retention:

– Maintenance 
service



Crystal Cakes
Customer 
Relationships:
• Our prestige and press 

coverage attracts 
visitors and passers-by 
from all over the 
world.

• Our primary focus is to 
serve and nurture our 
own neighborhood 
first. 



Business 
Model Canvas



Airbnb

Channels:
• Mobile App

• Website



Tesla

Channels:
• Showroom/product 

specialists

• Online marketing 

• Print marketing

• Online distribution



Crystal Cakes

Channels:
• Word of mouth

• Social media



Business 
Model Canvas



Airbnb

Revenue Streams:
• Commission: owners –

3% of booked place

• Commission: renters –
6-12% of booking fee



Tesla
Revenue Streams:
• Licensing agreements 

with Toyota and 
Mercedes for electric 
power train designs

• Direct sales – vehicles

• Direct sales –
Powerwall solar 
chargeable batteries



Crystal Cakes
Revenue Streams:
• Walk-in sales, 80% of 

revenue

• Catering, 20% of 
revenue

• 15% profitability

• 4-7% growth since 
2014



Airbnb –
Right Side



Tesla –
Right Side
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What Am I 
Listening For?

Customer Discovery 
Interviews



Ground Rules for 
Interviewing (Strategyzer)



The Customer 
Profile



Trigger Questions: Customer 
Gains

• What savings in terms of time, money and effort 
would they value? 

• What would make their lives easier?

• What quality levels to they expect, and what do 
they wish for more or less of? 

• What positive social consequences do they desire?

• What do they dream about (in the context of the 
problem you are addressing)?

• How do they measure success and failure?



Trigger Questions: Customer 
Pains

• How do they define too costly (time, money, effort? 

• What are their frustrations? 

• What features/benefits are current solutions missing?

• What are their concerns and worries? 

• What barriers are keeping them from adopting a 
solution – up front costs, learning curve, etc.? 



What Job Does 
Your Product Do? 

• Customers hire a product to do a job

• Functional dimension

• Emotional dimension

• Social dimension

Image source: ura-aft.org



Trigger Questions: Customer 
Jobs

• What functional problems are they trying to 
solve?

• What jobs give them a sense of satisfaction 
when completed? 

• How do their activities and goals change based 
on different contexts? 

• What do they need to accomplish that involves 
interaction from others? 

• Questions to track their interaction with a 
product throughout its lifetime.  



Value Proposition 
Map



Trigger Questions: Gain 
Creators

Ask Yourself: Could my products and 
services…

• Produce outcomes that exceed their 
expectations?

• Create savings in time, money and effort that 
will please your customer?

• Make them look good? 
• Make their lives easier?
• Fulfill a dream? 
• Provide a positive social consequence?
• Make it easier to adopt? 



Trigger Questions: Pain 
Relievers

Ask Yourself: Could my products and services…

• Kill frustrations and annoyances?

• Fix under-performing solutions?

• Eliminate obstacles for the customer?

• Help your customer sleep better at night? 



Product-Market Fit



What Am I 
Observing? 
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Business Model Canvas –
Left Side

Things you need to 
do to serve the right 
side:

• Key Partners

• Key Activities

• Key Resources

• Cost Structure



Business 
Model Canvas



Key 
Partners -
Examples



Business 
Model Canvas



Key 
Activities-
Examples  



Business 
Model Canvas



Key 
Resources-
Examples



Business 
Model Canvas



Cost Structure-Examples







Is This A 
Business 
That Makes 
Money? 



Questions? 

Brian Walsh
Commercialization Consultant
Brian.walsh@business.Wisconsin.edu

https://wisconsinctc.org/
mailto:Brian.walsh@business.Wisconsin.edu

