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It seems like just yesterday that we were listening to music on our iPods. They were revolutionary 
- 1,000 songs in our pockets. But they quickly went the way of the dodo. Nowadays, we’re 
listening to music via our smartphones.

Many of us are no doubt getting home from the office, and saying, “Hey Google, play that song 
from the Breakfast Club”. And of course, without delay Don’t You Forget About Me from Simple 
Minds starts playing.

This is the nature of the world we live in today. The time between disruptions is getting shorter 
and shorter. As such, we are living in an increasingly uncertain time, and organizations who learn 
to navigate this volatility will have a vastly superior chance of beating the competition. 

Organizations that continue to operate on 20th Century speed, best characterized by 5-year 
plans and steering committee meetings, will find competing, let alone surviving, incredibly 
challenging.

This is where the lean startup comes in.

So many large organizations I work with have no issues sourcing ideas from their workforce, but 
when it comes to doing something with those ideas, things fall flat. Analysis paralysis sets in, or 
worse still, jumping to conclusions based on false premises - ultimately leading to costly failures.

The lean startup, despite its name, helps organizations of all sizes move quickly, and avoid both 
analysis paralysis and jumping to conclusions. It is all about applying the scientific method to our 
decision making and can be used for product development, as much as it can to make decisions 
across other aspects of the value chain.

This ebook provides you with not only an overview of the lean startup methodology, but how to 
apply it at a large organization.

In a fast-changing world, the companies that learn and adapt the fastest will win, and the lean 
startup is the perfect vehicle to help organizations do exactly that.

Steve Glaveski
CEO, Collective Campus
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Lean thinking was around for generations before the Lean Startup first came to fruition. 
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HENRY FORD PLANTED THE SEEDS

It stems back to Henry Ford's innovations in manufacturing large quantities of standardized 
products, otherwise known as mass production. 

Ford called his technique' flow production,' a process revolving around the continual movement 
of elements through production.

Instead of taking days, mass production cuts assembly time to minutes. 

A BRIEF HISTORY OF THE LEAN STARTUP

TOYOTA TAKES NOTICE

In 1950, Eiji Toyoda (nephew of founder Sakichi Toyoda) embarked upon a three-month-long 
excursion to Ford's Dearborn facility. The factory produced 8,000 cars per day compared with 
Toyota's 2500 vehicles per year.

While the Japanese market was too small and diverse for mass production, Eiji Toyoda fully 
grasped the importance of finding a market-specific system. 

Soon, Toyota partnered with Taichi Ohno, and they concluded that their system should focus on 
lower production costs, superior quality, and plentiful variety.

Together, Ohno and Toyota developed the revolutionary Toyota Production System – altering 
the manufacturing and business climate forever. 

1. JIDOKA
- Automation
- Root cause
- Stop and inspect in the event of issues

2. JUST-IN-TIME (JIT)
- Create strictly what is needed, when it’s needed, in the most efficient amount of time
- Produce high quality products while eliminating waste

These were some of the original building blocks of lean, and soon enough, other industries 
would adopt the same principles.
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Silicon Valley investor, serial entrepreneur and Stanford professor, Steve Blank, started what he 
called the ‘customer development' movement in 2004.

Then, Eric Ries, a student of Blank's, took this concept and turned it into a book called ‘The  Lean 
Startup' in 2011. 

The material delved deeper into lean thinking and took it beyond customer development. 
Ries introduced the idea of startup entrepreneurs launching with a low-fidelity minimum viable 
product (MVP), as opposed to full-blown products with all the bells and whistles.

Launch with a four-button remote control instead of a 100-button version.

Low fidelity prototypes empowered entrepreneurs to focus on customer interactions from day 
one, which earned them fast and valuable feedback and could inform product decision making. 

Short feedback loops personify the Lean Startup. At its core, it's about building, measuring, and 
learning...fast, and is not dissimilar to Napoleon Bonaparte's battle strategy.

THE LEAN BUSINESS MODEL REACHES SILICON VALLEY 
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While the term ‘startup' might conjure up mental images of two founders hacking away in a San 
Cupertino garage, the more apt definition is a lot more inclusive.

Ultimately, a startup is any temporary organization searching for product-market fit. It could be 
the two founders in a garage, but it could also be a team of corporate innovators searching for 
product-market fit for a new insurance product. 

The American Heritage Dictionary defines a startup as "a business or undertaking that has 
recently begun operation."

As such, the lean startup is not just for startups. 

The lean startup can be used by teams that are taking something fundamentally new ideas to 
the market, and find the uncertainty that underpins new things inherently challenging.
It, more likely than not, applies to you – especially in a fast-changing world where we encounter 
the need to find product-market fit for new ideas more frequently than ever before. 

NOT JUST FOR STARTUPS
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Founders think big, and take equally significant risks as a result. 

Most startup founders are taking fundamentally new products to market, steeped in uncertainty, 
and as such, they fall victim to the risk-reward law of nature.

95% of startups fail as a result of this law of nature. 

The number one reason? 

Market failure – building what nobody wants.

In these instances, the target audience either doesn't know the solution exists, doesn't want to 
buy the product, or can't justify the asking price.

Maybe the product was ahead of its time. Technology and/or people aren't always ready for a 
solution. 

Google Glass was a commercial failure, insofar as the consumer electronics market was 
concerned, but it's now making headwinds in the industrial market.

Given the increasingly blurry lines between human and machine, a second run on the consumer 
market looks plausible. 

95% OF STARTUPS FAIL
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BUSINESS MODEL MISSTEPS

Many entrepreneurs think that their trendy, ‘disruptive' innovation is enough to lure in customers 
on merit alone. Unfortunately, the Field of Dreams inspired "if you build it they will come" does 
not apply to products.

If the cost of acquiring a customer (CAC) negates the lifetime value of that customer (LTV), then 
you'll soon find yourself out of business.

And there are so many reasons not to use your product, such as:

Not only that, but we are constantly inundated with advertisements across both the physical and 
digital domain, so much so that we tune out more than 99% of ads, otherwise we'd find 
ourselves struggling to conduct ourselves in society in a meaningful way.

Earning the attention, interest, desire and ultimately, action and dollars, of your target customer 
segment, is an uphill climb. 
On that note, 29% of startup founders say that cash flow is the main reason they fail, but let's be 
real – if you had a compelling value proposition, then cashflow wouldn't be a problem. 

Lack of cashflow is a symptom, not a cause. 
It takes more than ground-breaking products and marketing savvy for a startup to flourish.

People’s habits of the present

”I’m used to doing it this way”

“I don’t love the problem but I’m comfortable with how I dealt with it”

Anxiety of choosing something new – “what if it’s not better?”

https://www.cbinsights.com/research/startup-failure-reasons-top/
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While a company may have gotten lucky and raised some capital, raising capital should never 
be conflated with market validation. 

While many companies pivot and adjust their business model as they go, the longer a team 
takes to get to product-market fit, or at least, to get to cashflow positive, the less their chance of 
survival. 

The startups that win cycle through their feedback loop as many times as required to get to 
product market fit, before they run out of money – that's it – that's the essence of lean startup. 

LUCK RUNS OUT

A shocking number of startups fail to put the customer first, and mostly end up operating in 
stealth mode – afraid that someone might steal their idea – and as such, they wind up engaging 
target customers as an afterthought, once it has already been developed, and are then 
flabbergasted by the fact that target customers don't care. 

Web CMS startup eCrowds says it failure to receive timely feedback from customers was a 
significant setback. Upon learning their lesson, eCrowds champions the idea of waiting no 
longer than two months to getting the product in the hands of real prospects.

NEGLECTING CUSTOMER NEEDS
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Large companies can reap the benefits of the Lean Startup model, so long as they subscribe to 
the following principles

LEAN STARTUP MODELS CAN WORK FOR LARGE COMPANIES

• Prioritizing actionable data over professional judgment alone
• Obtaining ongoing customer feedback from day one
• Speed, experimentation, and flexibility

In most large companies, big hairy audacious failures happen often. Ambitious multi-million 
dollar failures - a byproduct of a consensus-seeking culture, endless meetings, unnecessary 
product complexity, and prioritizing professional judgment over data - set companies back. 

Big failures create a culture of fear around innovation, and ultimately compromise an 
organization's chances of survival. 

The Lean Startup model marries innovation with waste-prevention—and it's what large 
companies need to innovate at the expense of big failures. 

The lean startup is essentially all about rapid experimentation, and learning lots with a small 
investment as possible.

It can empower large organizations to test fifty product ideas with the amount of resources they 
would generally plow into one, supporting an informed decision when it comes to the allocation 
of capital. 



DEFINING AND 
PRIORITIZING LEAP OF 
FAITH ASSUMPTIONS
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INTRODUCING THE MAKE-OR-BREAK ASSUMPTION (MOBA) 
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• Limit your assumptions to those that have the most significant impact. 
• Avoid paralysis by analysis. 
• Focus on the riskiest assumptions only. 
• Focus on what you don't know instead of falling into the trap of confirming what you 

already do know. 

As an example of this last point, if you were building a wearable device, don't go testing 
whether or not people will use a device to monitor heart-rate as we already have enough 
evidence to suggest that they do this through existing products such as heart-rate monitors and 
Fitbits; similarly Apple didn't need to test whether customers would listen to music on the go, as 
the first Sony Walkman proved that a quarter of a century earlier. 

Take Uber's business model. There are a number of assumptions that underpin its success. 

For example, people will use smartphones and have access to the internet, they'll be happy to 
pay through their phones, or they prefer not to use taxis and so on. However, there is one leap 
of faith assumption underpinning Uber's success above all else.

Trust. 

Trust that the person picking me up isn't a serial killer, or that the person I'm picking up isn't 
going to pull a 1960s Robert De Niro mafioso-inspired move from the back seat and suck the 
life out of me with a garotte! 

Without trust, Uber's entire business model falls down faster than Apollo Creed in Rocky IV 
(sorry Creed fans, but it's hard to look past Ivan Drago as the coolest of all the fighters in the 
Rocky saga). 

So your job, once you've completed your lean canvas, is to determine what your make-or-break 
assumptions are. It's easy to overdo it; don't. 



For example, say I'm developing a fruit box subscription service. I have two assumptions: 
people will pay for a fruit subscription service and they will refer friends to that service to drive 
growth. In this case, we can test the former today, but the latter is something we won't be able 
to test until people have had an interaction with our service. So unless the rest assumption is 
true, the second one doesn't matter. 
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PRIORITISING M0BAS 

To focus your efforts on only the riskiest and impactful assumptions, the table below offers a 
simple approach to help you prioritize them. First, divide how impactful the assumption will be 
if it turns out to be true/false by how certain you are that the assumption is true. 

Second, take this result and divide it by whether or not the assumption is something that 
matters today, and that you can test today, to determine the final number. The higher the 
number, the higher the priority. 

This forces you to not only focus on the most impactful assumptions but also on those that you 
can actually test today. 
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VALUE HYPOTHESIS 

The value hypothesis poses the following question: Does a product/service deliver value to 
customers when they use it?

So, it's essential to test the product and to keep adjusting the value hypothesis until it fits the 
research. Customers decide the value of a product, not the organization. If companies 
bullheadedly move forward with the wrong value hypothesis, innovations come with features 
users don't want or need.

GROWTH HYPOTHESIS

The growth hypothesis is about how customers find a product or service. It's only appropriate to 
establish a growth hypothesis after establishing value.

Not one single product grows the same as another. As such, growth requires research and 
testing.

It's critical for startups to figure out how and where to reach their audience in a cost-effective 
manner. The plan must be comprehensive. It's not enough to say, "we'll reach people through 
social media." 

With any given platform, paid posts, forums, groups, and videos, etc. come into play. Also, where 
and what time will the target audience most likely be active on social media? Is this even the 
audience most likely to need this product?

WHY WORD-OF-MOUTH MARKETING PROVIDES LEAN GROWTH

Word-of-mouth marketing is one of the leanest growth methods in existence.
Jan Koum, the founder of WhatsApp, leveraged the relationships at Yahoo – his former employer 
– to obtain the app's first few thousand clients. While these people spread the word, Koum also 
benefited from the newly opened iOs store discovering his product in 2009.

Soon, Koum utilized the notification feature for messaging in WhatsApp 2.0, and the number of 
users increased to 250,000.

Without spending on any traditional television or online marketing, the company achieved 
impressive growth. In today's age, online ads make this easy.



DEVELOPING PROTOTYPES 
TO TEST ASSUMPTIONS
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Once you've got to this point, then you want to create prototypes to start testing 
your assumptions and separating fact from fiction as quickly, cheaply and 
effectively as possible.
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1. HYPOTHETICAL PROTOTYPE 

This is an improved version of asking people whether or not they'd use your product but doing 
so in a way that is designed to observe behavior, rather than simply asking yes or no questions. 

The problem with leading questions is that it's much easier and rewarding for human beings to 
say ‘yes', because we have an innate desire to avoid conflict, to conciliate, to be liked and not to 
hurt other people's feelings. 

So how might we design this experiment? Well, if you were promoting, say, an ‘Airbnb for Gyms' 
platform that gave young professionals with a heavy travel schedule casual access to gyms 
anywhere in the world, then you might camp outside gyms in your central business district and 
intercept your target market, probably between six and seven in the morning and six and seven 
in the evening. If you can offer them an incentive of some kind (maybe a protein bar or a shaker), 
they'll be more likely to spend a couple of minutes answering your questions. 

Try to actually sell a subscription to ‘GymBnB', as if it exists. If they offer to sign up and pay, 
perhaps offer them a second protein bar or something altogether different as thanks and 
mention that the platform isn't yet up and running, but you'd be happy to take their details and 
get in touch as soon as it's live, and offer them a promotional discount. 

2. WIZARD OF OZ PROTOTYPE 

Remember Dorothy and her pals hop, skip and jumping along the yellow brick road, in search of 
courage, a brain and a heart, only to discover that the Wizard of Oz wasn't really much of a 
wizard at all, but just an old man hiding behind a curtain, pushing buttons to create the illusion of 
being a great wizard. As such, the Wizard of Oz prototype looks real from the outside, but if you 
peel back the cover you'll realize there's nothing much there. 

3. MINIMUM VIABLE PRODUCT (MVP) PROTOTYPE 

Finally, a minimum viable product has been deemed as ‘that version of a new product which 
allows a team to collect the maximum amount of validated learning about customers with the 
least effort'. It is a functional version of the product, but focuses on only the critical features 
required to solve a problem or create value for the customer—that is, the minimum amount you 
need to build to compel a customer to pay you for said product. Just be wary of having an MVP 
hangover (introduced in chapter 7). 
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ON EARLY ADOPTERS 

Remember, not everyone will be your customer from day one. You need to identify your early 
adopters, who usually make up about 15 percent of the eventual market. These are the people 
who will become your early fans, keep your ship afloat and give you the cash flow and runway 
you need to build your product out over time to reach a wider audience. If you try to be 
everything to everyone, you will ultimately wind up being nothing to everyone or, at best, 
mediocre and forgettable. Definitely not remarkable. 

For example, when the iPad v1 came along, I recall how one of the directors at a government 
agency I worked for at the time bought one the day it was launched. He'd actually lined up to 
buy one. 

Many in the office poked fun at him: ‘You're such a big kid!' and ‘It's only a big phone, except 
you can't call or text people!' You might refer to my manager friend as a tech geek who loved to 
be on the cutting edge of things. Sure enough, though, I soon had a tablet of my own, because I 
found ways I could use it that would add value to certain aspects of my life. Reading books and 
blogs, browsing the web, watching video and playing mobile games were all way more 
conducive to a tablet screen than a smartphone screen. 

This evolution from ‘tech geek' to ‘early adopter' is commonly how new innovations are 
received. Famous management thinker Geoffrey Moore even wrote a book about it called 
Crossing the Chasm. Here he shows that the technology adoption lifecycle starts with what he 
calls innovators (‘tech geeks') to early adopters, the early majority, the late majority and, finally, 
the laggards. My old manager was in the 2.5 percent of the eventual market for the tablet. I, like 
many of my colleagues, was an ‘early adopter', making up about 13.5 percent of the eventual 
market. 
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Early customer surveys at Dropbox showed that about 80 percent of people responded 
affirmatively to ‘I like to be the first to use new technology', but before too long 80 percent 
responded affirmatively to ‘I like to use new products that add genuine value'. Dropbox was 
starting to acquire more ‘early adopter' customers, representing a larger portion of the eventual 
market, as they made their way across the technology adoption lifecycle. But it all started with 
technologists whom they found on online communities such as Digg (remember Digg? What 
was hip and cool yesterday can quickly become a footnote in history). 

Identify and focus on early adopters, from the very get-go. If you can pinpoint what your early 
adopters look like, you can focus your efforts on developing the features they need to justify 
paying for the product. In short, don't worry about all the bells and whistles. Get it right for a 
core group of early adopters first, then use the funding, experience, and momentum generated 
to scale up. 
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12 TYPES OF PROTOTYPES TO TEST YOUR IDEA 
‘Fail fast and often' is an admonition we are no doubt used to hearing, and perhaps have 
become slightly sick of, like any advice that is repeated too often. Many people think a prototype 
is a proof of concept that usually takes several months to develop, costs tens of thousands of 
dollars — if not more — and is a functional product. Usually, such prototypes go far beyond what's 
required and still don't serve the purpose of an early-stage prototype, which is to validate the 
problem, solution and proposed business model. 
You can build many such prototypes in under an hour and for little or no cost.

1. ADS 

Targeted ads on Facebook, Google, LinkedIn or any similar platform can help to quickly attract 
target customers to your offer and determine, based on click rate, how compelling your offer is. 
You'll end up paying anywhere from 10 cents per click up to $10 per click, and in several hours 
or days, you can generate thousands or even tens of thousands of views. Further, Facebook 
offers the ability (thanks in part due to the kinds of practices that have got them into hot water 
lately) to target very specific groups of people based not just on demographics, but on past 
behavior, so your ads are more likely to reach the right market. 
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2. LANDING PAGES 

When someone clicks on your ad, they hit your landing page — or you can use Facebook's built-
in lead collection tool. If diverting clicks to a landing page, provide additional information on 
your offer. Your metric again is going to be clicks or sign-ups but could extend to your site’s 
bounce rate or the amount of time a user spends on the page. Platforms such as LeadPages, 
Squarespace or the super-simple Launchrock can have you up and running in minutes. 

3. MOBILE APP PROTOTYPES 

Famous last words: ‘We need an app!' 
How can you reduce the likelihood of your app ending up in the graveyard alongside hundreds 
of thousands of other apps that were also ‘needed’? 

Online prototyping tools such as POP, Proto.io and Invision can help you quickly build and get 
functioning apps into your customer's hands. POP makes it as easy as sketching some screens by 
hand onto paper, taking photos with your smartphone then creating hotspots/links so you can 
navigate between screens and demonstrate to target customers what you're envisaging. 
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4. CONCIERGE PROTOTYPES

Think Zappos, the online shoe company acquired by Amazon in 2017 for US$850 million. When 
they started out, they had an online store with a range of shoes in it. However, when a customer 
bought something, they literally went down to the local shoe store, bought the shoes, packaged 
them up and sent them themselves. They didn't own any inventory or have a legitimate supply 
chain. They were purely testing genuine customer appetite in one of the cheapest, best, and 
quickest ways possible. 

5. EMAIL MARKETING

If you've got an email database, you can send out emails to a select number of recipients to test 
appetite for a new offer. You could take this a step further and A/B test your offer—for example, 
include different solutions or price points in different emails — to test which offer resonates 
most.

6. EXPLAINER VIDEO

When Dropbox was getting started, they developed a smoke-and-mirrors video demonstrating 
what Dropbox would do, and posted this on popular online communities where their target 
audience was hanging out. Literally overnight Dropbox earned itself 60 000 sign-ups, and the 
rest is history. Search for ‘Dropbox explainer video' on YouTube and watch the four-minute 
video. 
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7. PAPER PROTOTYPES 

Don't know how to code? Want to speed up your build and learn cycle? Use paper to mimic the 
user interface and flow. 

8. 3D PRINTOUTS 

When it comes to physical products today, we can print out almost anything we can imagine, at 
least as far as the physical form (sans functionality) is concerned. 3D printers are getting 
significantly cheaper and faster, and are fast becoming a viable form of hardware prototyping 
for companies great and small. 

9. CARDBOARD 

Don't have a 3D printer? Do you have cardboard? An employee at mail distribution company 
NeoPost used cardboard prototypes for a proposed packaging mechanism to win senior 
executive buy-in to build the real thing. 
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10. LINKEDIN AND EMAIL OUTREACH 

Today you can use countless ‘growth hacking' tools to automate your identification of and 
outreach to target customers. You can leverage tools that automate messaging target 
executives, say on LinkedIn, to introduce them to your offer and gauge interest based on the 
number of people who accept and respond to your enquiry. 

Just don't start your message with ‘We are a web development and SEO company'. Always 
make it about them! Check out tools such as MixMax for email or LinkedHelper for LinkedIn. 

11. CROWDFUNDING 

Not just a way to raise funds, crowdfunding is also a great way to test market appetite for your 
product without having to first invest in building it. Check out platforms such as Kickstarter or 
Pozible, but bear in mind that it's not enough simply to post a campaign — success requires that 
you do your bit to actively promote and best present your offer.
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12. HACK IT TOGETHER 

I often ask workshop participants how long they think it took Google to develop its first 
prototype for Google Glass. The responses usually vary from three months to two years. The 
answer? One day. How? By using existing bits and pieces to hack together a very simple 
prototype; enough to gather valuable, informative and actionable feedback from customers, 
exactly what prototypes should do.

By identifying the key assumptions underpinning your problem, solution or business model, 
then quickly and cheaply building prototypes to effectively test whether these assumptions are 
true or false, you're far more likely to invest time and money in what satisfies market demands 
and avoid investing in what doesn't. 
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STEP 3: SHORTLIST AND PRIORITISE PROTOTYPES 

You've heard of return on investment (ROI), but what about learning on investment (LOI)? 
Based on your make or break assumptions (MOBA), which type of prototype will you help you 
learn the most to prove whether your MOBA is true or false, with the lowest investment in time 
and money? To determine your prototype's LOI, simply divide the former over the latter and 
prioritize by the highest number. 

STEP 4: CUSTOMER ACQUISITION 

Prototypes are useless unless your target audience is engaging with them and generating 
valuable data and actionable feedback for you. First, as part of your lean canvas you would have 
identified a number of customer segments. It's time to dig a bit deeper and identify the 
customer persona, in order to effectively target them and get more bang for your marketing 
buck. 

Factors you might consider include age, gender, occupation, how they make decisions, where 
they hang out online, where they hang out offline, education, income, hobbies, passion, political 
persuasion, life goals, professional goals, who they are influenced by (both online and offline), 
media they consume, what products they've purchased in the past, how they dress, social 
groups they belong to, social media platforms they use and devices they use. 
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A WORD OF WARNING ON DEMOGRAPHICS  

Who am I? I am a male. I am very wealthy. I was born in 1948. I grew up in England. I am a 
successful businessperson. I have been married twice. I have two children. 

Not sure?

I could be Prince Charles ...

... but I could also be Ozzy Osbourne. 

When using Google Analytics, you might find that the majority of your website visitors are 35- to 
45-year-old females, even though your product is for 20- to 30-year-old males. This can mean 
one of two things. Either your marketing sucks (perhaps you have done a lousy job of targeting 
20- to 30-year-olds). Or you should explore whether changing your target market, branding and 
so on to suit the 35- to 45-year-old female cohort bears fruit. 
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YOUR THREE ENGINES OF GROWTH 

1. Paid. Paid advertising, that is. Make sure you track these all- important numbers. For example, 
you can turn your website URL into unique links using tools such as Bit.ly, so you can track the 
effectiveness of each campaign by viewing how many clicks a particular campaign received. For 
example, website.com becomes  website.com/emailpromo7, and by embedding this unique link 
into any hyperlinks you'll have a clear picture of how effective ‘email promo 7' was in getting 
people to your website. 

2. Viral. People love sharing what they love, and today we all have the power to share with 
hundreds, if not thousands, of people online. Word of mouth is sometimes referred to as the 
Holy Grail of marketing. In fact, 87 per cent of people who have a good experience with a 
product or service tell someone about it. 

3. Sticky. Think magazine subscriptions, cosmetic boxes, Neflix and web hosting — all examples 
of products you need to keep paying for to keep receiving. To keep growing, all you need to do 
is add a small number of new customers, then what becomes of utmost importance, aside from 
retention, is your monthly revenue growth rate; a 10 percent monthly growth rate results in a 
three-fold revenue increase in less than a year. Okay, so let's dig a little deeper on these engines 
of growth into the specific marketing channels you can apply to get customers to your offer. 
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MARKETING AND CUSTOMER ACQUISITION CHANNELS 

Customer growth is everything for early-stage startups. It not only generates cash but is a key 
indicator that investors use to assess viability. In his seminal book on the topic, Traction, Gabriel 
Weinberg puts forward 18 channels. Peter Thiel proposes that if you can get just one of these 
channels to work for you, you've got a viable business. But don't fall into the trap of doing what 
most entrepreneurs do, which is focus on two or three channels and neglect the rest. 

Explore then exploit! You want to apply a process of rapid experimentation to your traction 
channels, as you do when finding product/market fit and testing your assumptions. 
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1. VIRAL MARKETING 

This consists of growing your user base by encouraging your users to refer to or share your 
offering with their network. Companies such as ThankYou Water, Twitter and Facebook have all 
grown virally through this channel. For example, ThankYou Water developed a Facebook 
campaign that ultimately went viral and called for 7-Eleven stores to stock the social enterprise's 
water. The campaign ultimately led to a meeting with the retailer and a decision to distribute 
their water nationally. 

2. SEARCH ENGINE MARKETING OR ‘SEM’
This is marketer speak for what essentially amounts to Google Adwords. Expect to pay anywhere 
between 10 cents and $30 for a click, depending on the search terms you target and how 
competitive they are. 

Someone searching for such a keyword phrase is much more likely to be interested in our 
services, and given the more specific nature of the keyword, it attracts fewer searches and means 
we pay a pittance for each click (something like $1 instead of the $20+ you'd pay for ‘business 
consultant'). 

For example, for every hundred $20 ‘business consultant' keyword clicks, we are likely to get 
maybe one genuine lead because of the generic nature of the search term. This means we've 
paid $2000 for that lead (100 × $20), which is simply not sustainable for us, mainly if only 
something like one out of every 25 leads converts ($50 000 to acquire a customer using this 
term!). 

For every hundred $1 ‘corporate startup accelerator Australia' keyword clicks, we are likely to 
get ten genuine leads, so we've paid $10 per lead. This results in a $250 customer acquisition 
cost. 

PRO TIP:
Don't target general, expensive keywords. For example, at Collective Campus we don't target 
general keywords such as ‘business consultants' because not only would the cost per click be 
prohibitive, it would put us in a general bucket of searches, most of which would not bear 
fruit, so we'd be paying top dollar for useless clicks. We prefer instead to rank for what those 
in the space call longtail keywords such as ‘corporate startup accelerator Australia'. 
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3. OFFLINE ADS 

Think traditional media such as newspaper, radio, TV, billboards, magazines and years. Use 
offline ads where online isn't viable and/or your product has broad appeal. These channels are 
usually expensive, it's hard to measure their effectiveness and they don't provide for anywhere 
near the same degree of customer segmentation and targeting that you can achieve online. 

Push for a discount. Publishers will sometimes offer distressed ad pricing, which can be as little 
as 25 percent of the normal price. They won't offer such pricing straight out of the blocks, but if 
you suggest that a rival publication has offered you an ad for half of what the publisher you're 
speaking to is offering, then you can play them against each other. Tim Ferriss suggests playing 
the ‘let me check with my manager' card in response to a price point and coming back with 
something along the lines of ‘I'm sorry, we've only got approval to spend $X, but I have 
authority to spend that right now’. 

Urgency, scarcity and fear of loss go a long way in negotiations of all kinds. 

PRO TIP:
Find out when the hard cut-off date for ad submissions is by calling media outlets or 
publications you're interested in advertising in. Call media representatives a day before this 
cut-off date and suggest you're interested in advertising in the very next issue. If they haven't 
filled their allotment yet, they will be hungry to sell and earn their commissions. 
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4. SEARCH ENGINE OPTIMISATION (SEO)

This channel is all about getting your website to show up on page one of Google. Fewer than 10 
percent of people proceed to page two of Google's search results. SEO can take time, months 
or even up to a year, to get you ranking for the right keywords, but it's worth the investment in 
time. 

You might want to use tools such as Moz or Ahrefs to help you optimize your website for SEO. If 
you're considering hiring an SEO marketing agency, be careful. Few do it well and you will need 
to work closely with them to better convey your value proposition and market. 

PRO TIP:
Most SEO agencies suck. Like app development agencies, most will ship work offshore but 
charge you developed world prices for what is often inferior work. To help offset the risk of 
engaging a lemon, ask SEO candidates (a) who they've worked for in the past, (b) what 
keywords they've got said companies to rank for, and (c) how pro table those keywords have 
been for those companies. Follow this up by speaking to their clients to see whether the 
reality is aligned with the story you've been told. I've seen prospective SEO managers of 
mine aunt keyword rankings for words that either got few clicks or were the wrong keywords 
to go after in the first place, rendering the rankings useless. Not sure how many clicks you 
should expect for a keyword? Check out Google's free Keyword Planner tool. 
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5. CONTENT MARKETING 

This essentially involves creating content and then sharing it to educate and acquire potential 
customers and generate traffic. This includes blogs, books/ebooks, white papers, infographics, 
videos, podcasts and more. I am a massive advocate of this channel, particularly if what you're 
selling is knowledge and/or you don't have lots of cash to burn on advertising or PR. The book 
you hold in your hands would not have been possible if I had not used a podcast, two self-
published books, several ebooks and hundreds of blog posts to develop what book publishing 
houses call a platform or what you might better know as a following. 

PRO TIP:
Create some compelling content, make it downloadable, embed a pop-up on your website 
offering people the free download and capture their email. Ensure you've developed a drip 
feed so downloaders will automatically begin to receive a series of emails designed to 
nurture them towards taking the next steps. You can set up automated drip-feed campaigns 
with most modern email marketing platforms such as Mailchimp, Campaign Monitor and 
MixMax. 
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6. EMAIL MARKETING 

This is one of the best ways to convert prospects while retaining and monetizing existing ones. 
Despite the advent of social media and apps such as WeChat and WhatsApp, email is still the 
number one go-to form of online communication and engagement. According to Optimonster, 
of 2.6 billion email users, 58 percent check it first thing in the morning and 91 percent check it 
daily, which trumps any and every social media platform. Email addresses are golden. 

7. TARGETING BLOGS AND COMMUNITIES 

As discussed, this worked for companies such as 
Dropbox and Buffer. The key here is the 
relevance of the product to the community. 

For example, when I released my second self-
published book, The Innovation Manager's 
Handbook Volume 2, I leveraged an online 
LinkedIn community group called Innovation 
Management Group. I had previously hosted 
the group's curator Paul Williams on my 
podcast, which served to develop a relationship. 
I asked him whether he'd be so kind as to send a 
direct message to his group's 40 000+ members 
to advise that my book had been released and 
was currently available via an introductory 
special offer on Amazon. He did so immediately. 
The next day more than 1000 copies of my book 
had been downloaded, a large number by 
members of Paul's group. This is the power of 
targeting existing communities. 
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8. SALES 

The primary focuses here are on prospecting, setting up meetings, building relationships, 
learning what your prospect's pain points and desires are, and delivering solutions at a price 
they are willing to pay, at a margin that helps you achieve your goals. Customer relationship 
management (CRM) tools such as Copper or Hubspot Sales Hub can make your job easier, as 
can prospecting tools such as one of my personal favorites, LinkedHelper. 

I've deliberately not included a significant amount on sales in this book, as the book focuses on 
your transition from employee to entrepreneur and developing the mindset required to get to a 
product worth selling. There are endless resources on the market on sales, negotiation skills and 
influencing people. I've included my favorites in my online list of books and podcasts referenced 
in chapter 2. 

However, it would be remiss of me not to include some sales strategies that I have found 
effective not only for my own business, but also for the many entrepreneurs and startups I've 
worked with, to help you hit the ground running when you're ready. 

PRO TIP:
Combining the power of LinkedIn's Sales Navigator and the third-party tool LinkedHelper, 
you can target members of LinkedIn Groups with direct, personalized messages. For 
example, if you're selling HR software, there are groups on LinkedIn for HR executives that 
are tens of thousands of users deep you can target. 
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9. TRADE SHOWS

Trade shows provide companies in specific industries with a platform to physically show off their 
latest products, meet potential customers, learn more about the respective industry, and get 
feedback for an idea or product. From my experience, exhibiting at trade shows is a massive hit-
or-miss proposition (more miss than hit, actually). 

Preparing for and successfully participating in a tradeshow requires days of effort and will 
probably set you back thousands of dollars, especially if there's travel involved. Your expenses 
will include space rental, transport and accommodation, booth displays, marketing collateral, 
prizes, branded materials, wifi dongles and most costly of all, employee time before (planning), 
during (delivering) and after the event (following up). Long hours staffing a booth at a trade 
show is hell on employees and can leave them so burnt out that they need a day or two to get 
back into the swing of things afterwards, costing you even more time. 

More often than not, conferences are seeded with employees of organizations who are merely 
looking to earn some CPE (continuous professional education) points so they can tick that box as 
part of their next performance review when jostling for promotion. 
This is not to say that all conferences are a waste of time because they're not, but hocking your 
wares on a crowded convention centre door with hundreds of other startups vying for attention 
is far from graceful, to say the least. 

It's also easy to confuse movement or being busy with effectiveness, often to the detriment of 
your goals. If you're going to go down this road, you need to have a solid targeting, acquisition 
and conversion strategy. You need to ensure that decision makers of your target customer 
segment organizations will be present. 

Explore the possibility of running dedicated workshops or giving a keynote talk, which would 
give you an opportunity to put yourself forward as a thought leader and have customers come to 
you. And always, always have some kind of offer or lead magnet to help you collect emails, 
whether it's a valuable prize or a free trial of your product. 
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PRO TIP:
Next time you're deliberating over whether or not to invest the time and money in a 
conference, perhaps email the conference organizer and ask for a list of attendees. Have your 
virtual assistant put together a list with the LinkedIn pro le URL of each attendee, then import 
these URLs into LinkedHelper, which will send targeted, personalized messages to all 
relevant attendees via LinkedIn. This will save you heaps of time and money and help you 
better qualify prospects and pursue the ones more likely to convert. On conference days, get 
your VA to jump on Twitter and put a list together of who's tweeting. Do they t your target 
customer segment? If so, repeat the steps above. The subject line? ‘Sorry I missed you at 
conference X.' 

10. SPONSORING OR RUNNING EVENTS 

This can be an awesome way to get traction, because you're putting yourself forward as an 
authority in the space. For example, education boot camp General Assembly has scaled globally 
by partnering and sponsoring events hosted by local marketing agencies and the like on topics 
that align with GA's courses and workshops. The agencies tend to bring hundreds of people to 
these events through the strength of their brand name and existing email databases, while 
General Assembly gains access to all of the event registrations (including those near priceless 
emails) and can therefore begin to nurture these leads through their very deliberate marketing 
and sales funnel. 



METRICS AND TESTING
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Below is a rundown of some relevant metrics for the Lean Startup.
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PER-CUSTOMER TESTING

Consider looking at the number of page views per new/returning customer instead of monthly 
page views.

Monthly pageviews are abstract and more of a vanity metric. Whereas, new/returning customers 
showing different behaviors might suggest a new kind of customer.

SPLIT TESTS

Split-tests, or A/B experiments, explicitly disprove or confirm a given hypothesis.

This kind of testing helps innovators act on almost every single facet of their product or service. 
Whether 
it's an entire design overhaul, or a need to change the language in copy, a split-test brings issues 
to light.

These A/B experiments play a pivotal part in the decision loop. Tests providing the most insights 
deserve the most attention. 

The results of these tests must impact what founders assumed about their customers – whether 
the assumptions were right or wrong. If the test doesn't affect a business's perception of 
customers, it lacks any real value.

COHORT/FUNNEL METRICS

Cohort/funnel metrics separate customers into various groups over time.

For instance, an eCommerce product has a few critical customer lifecycle events (e.g., 
registration, sign-up for the free trial, using the product, paying for the product).

With a regular report – be it weekly or monthly – it's wise to assess the number of registered 
customers moving onto the other lifecycle actions. If the numbers remain steady all around, then 
nothing changed. 

However, if one cohort shifts up or down, the situation calls for an investigation.

Funnel metrics filter large amounts of information into a streamlined set of numbers.
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SEM (SEARCH ENGINE MARKETING) AND SEO (SEARCH ENGINE OPTIMIZATION)

Other than their stature as online marketing tools, SEO and SEM can reveal valuable insights 
about customers. In this case, it's essential to track the metrics of customers acquired with 
keywords and treat them as segments/cohorts.

Here are a couple of other factors to keep in mind when measuring the viability of an innovative 
product:

MEASURE WITH MEANING

The Lean Startup Model weens down metrics to the barest essentials. Detailed reports only offer 
value after the diagnosis of a specific problem. Then, there's a need to find out what's wrong.

But there's no finding the problem in the first place without actionable metrics. They help 
businesses point out discrepancies and aim leaders in the right direction to overcome the issues. 

MATTERS OF MACRO 

A vanity metric like the click-through-rate on a button doesn't matter in the Lean Startup Model. 
Even when companies perform split tests for a minor change on that new button, the lean 
method focuses on valuable customer behaviors such as purchasing or retention for advertising 
CPM. 



VALIDATION BOARD
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Lean Startup Machine originated the Validation Board, a crafty one-page 
tool that helps test early-stage ideas.

The idea was to prevent innovators from building products doomed from 
the onset.

Below, we'll examine some components of the validation board:

https://www.leanstartupmachine.com/validationboard/


41 COLLECTIVE CAMPUS | INNOVATE OR DIE

Lean startups pinpoint the lowest response needed to validate an assumption.
Maybe the assumption needs 25% of people to leave their homes to watch a live sporting event 
to be validated. 

After the validation of an assumption, it's time to move onto the next. However, if the results 
don't reach the minimum requirements, it's time to move onto a new problem hypothesis. 

START WITH PROBLEMS AND CUSTOMERS

Many businesses place their ‘revolutionary' solution in front of a problem that doesn't yet exist. 
First and foremost, innovators must validate any problems before creating solutions.

In this part of the process, the Lean Startup Model places customers into segments as opposed 
to demographics. They remove age from the equation (e.g., instead of sports enthusiasts aged 
18-30, it's a group of people who thrive on competition).

This way, startups can create a unique solution to a more specific group. Alternatively, 
demographics are too diverse and far-ranging.

CORE ASSUMPTIONS

What makes these problems exist?

Continuing with our example above, can sports fans not get tickets to their favorite games 
because wholesalers keep beating them to the punch? Alternatively, are they disinterested in 
the live game experience?

ESTABLISH A MINIMUM SUCCESS STANDARD



CASE STUDIES
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Here are a couple of successful instances of corporations implementing 
the lean startup.
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GENERAL ELECTRIC

When Eric Reis met with GE bigwigs to discuss how they could apply his Lean Startup Model, he 
was met with some scepticism.

Reis was speaking to men who spent their entire careers around mass production—and large 
profits. Changing their minds would undoubtedly prove quite tricky.

He was hired to find out why it was taking five years to deliver the Series X Engine.

Many of the issues stemmed from the specifications — the product needed to meet the 
inclinations of several markets spread across a diverse array of terrains. GE based product uses 
on assumptions about competitors, market size, and mass appeal.

GE employed all the traditional research methods, such as focus groups and surveys. 
Unfortunately, people don't always fully grasp what they want, rendering these methods archaic.

They focused so much on how to build the product for a multitude of markets and never asked if 
they should even make it in the first place. Thus, the Series X Team couldn't avoid the budgeting 
and political constraints that come when a project serves too many masters.

Focusing on one use-case was at the crux of Reis's plan, then to keep building from there. With 
consumers trying the products as they're developing, GE would have firsthand knowledge of 
user insights in real-time.

When Reis instilled these values unto the team, they weren't afraid to make mistakes and take 
risks. The user feedback engaged the group further into the process so that they could make 
intuitive changes. 

Eventually, the Series X team became one of many pilot projects for the – now prolific – GE 
program known as FastWorks. Most importantly, the team got the test engine to market far 
sooner than expected and immediately received an order for five engines. 
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INTUIT

Intuit is a tax-and-accounting-software-maker well-known for its lean methods.
The corporation used something called ‘horizon thinking' to align the Lean Startup Model with 
corporate values.
Below, is a brief breakdown of horizon thinking:
• Sees a company's products as existing along a time horizon
• Therefore, it's necessary to plan for obsolescence and resulting adjustments throughout the 

current time horizon 
• Helps innovators build products in-line with a timeframe that allow for the company to remain 

healthy over time
• The first phase, where companies work with what they have, is horizon one
• Horizon two focuses on the businesses with traction
• Horizon three is more focused on wild-eyed ideas and taking risks
• In applying these horizons, Intuit encourages innovation without putting their core business at 

risk. 



HOW TO OVERCOME 
CHALLENGES 
CORPORATIONS FACE 
WITH LEAN STARTUP 
MODELS
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We already established why and how the Lean Startup Model can help large 
corporations. However, there are clashes between corporations and lean startups 
that might act as a deterrent to such a combination.
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CORPORATIONS FEAR THE MVP 

INNOVATORS’ ‘MESSY’ APPROACH

THE PROBLEM:
MVPs. Executives aren't comfortable with MVPs because they misunderstand what they 
represent—viewing MVPs as a flawed or unpolished product, as opposed to a tool to help you 
learn fast. 

THE SOLUTION:
Despite their no-frills nature, MVPs need a quality design, distinct branding, lightweight 
features, and full functionality.

THE PROBLEM:
Corporations don't necessarily embrace the value of getting creative and messy. Innovators 
need that ‘messy' space to flex their creative brains.

THE SOLUTION:
Many corporations develop new brands for testing purposes. This way, their name isn't 
associated with any snafus, while innovators get the space they need to create.
For example, Cox Automotive allowed Mike Burgiss to build a new external brand when he 
developed an online negotiating platform called Make My Deal. 
That healthy distance between the parent company and innovation department kept Burgiss's
team away from the stern watch of strict corporate executives. Thus, he was able to validate, 
test, and iterate with swiftness until he found product/market fit.

https://m.makemydeal.com/search/
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INNOCATORS DON’T INTERACT WITH CLIENTS

THE PROBLEM:
Objectives, KPIs, and goals vary depending on the business unit. 

One manager may invest in a disruptive revenue stream for their business unit. If another 
team sees the need to pivot in a way that ends up helping the company, the original team still 
collects the revenue.

Unfortunately, many managers won't provide the information that allows for pivoting when it 
only benefits another unit.

THE SOLUTION:
A cross-departmental-fund (e.g. sponsored by the CEO’s office) can finance uncertain 
projects and maximize pivot possibilities. 

CONFLICTING BUSINESS UNITS

THE PROBLEM:
Product developers and engineers need customer service and sales departments to provide 
client insights to design more relevant products and services.

Unfortunately, sales and service departments struggle at solving client problems with 
experimental solutions that don't guarantee success. Generally, these frontline employees 
need tried-and-tested products and services to do their best work. 

THE SOLUTION:
Pairing startup project managers with sales reps into teams is common practice for 
corporations incorporating the Lean Startup Model. This way, the two departments share 
objectives and aim for similar goals.

Many savvy lean founders will DIY their sales during the beginning stages of research, 
negating the costs of outsourcing during uncertain times.
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SUNK COSTS

THE PROBLEM:
Compared to other projects, truly disruptive innovations require much more time to generate 
a return, if at all, compared to incrementally improving existing business units or models. 
Therefore, many corporate innovations don't have time to break even because higher-ups 
lose their patience.

THE SOLUTION:
Innovation accounting offers more suitable metrics for uncertain projects. With this method, 
innovation-based projects receive the time they need to generate a sizeable return. 

NOT ENOUGH TIME FOR RETURN GENERATION

THE PROBLEM:
Corporations sometimes have a hard time swallowing the impact of sunk costs. Instead of 
seeing the situation as ‘nothing ventured, nothing gained,' they view it as an abject failure.
Failure is a bitter pill to swallow, and it's hard to know whether everything was done to help 
the project succeed.

THE SOLUTION:
It's easier to kill a project with the evidence-based methods of the Lean Startup. This way, 
teams have quantifiable proof of doing everything possible to make the project succeed. 
Also, a $1,000 failure is a much less bitter pill than a $100,000 failure.

https://www.collectivecampus.io/blog/how-to-value-investments-in-corporate-innovation-a-calculator
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CONCLUSION
The Lean Startup method promotes efficiency, accuracy, and simplicity that 
remove obstacles that stand in the way of innovation. 

Corporations need innovation to survive, and it's an accepted fact that startups 
vastly out-perform big companies at inventing and developing bold, new 
solutions.

Corporations must find a way to blend this entrepreneurial mentality with their 
operations and procedures. Either through the creation of an external brand or 
creating a custom model that employs Lean Startup principles.
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https://siliconvalley.center/blog/why-startups-are-better-innovators-than-big-companies/


ADDITIONAL RESOURCES
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CASE STUDY

WATER CORPORATION

Perth's Water Corporation sought to develop its product and innovation team with the 
capability to apply lean startup in a regulated, public body.

Collective Campus designed and delivered a two day workshop which included:
- How to run lean startup at large, regulated organizations
- Case studies from the public sector
- Corporate innovation fundamentals
- How to increase speed, in order to support the application of lean startup

The team emerged from the two days, inspired and motivated to take actionable next 
steps on existing projects, as they could now clearly see how to implement lean startup
within their organisation, despite its typical public body encumbrances.

Read more of Collective Campus’ case studies here.
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https://www.collectivecampus.com.au/work
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CASE STUDY

AGL

AGL wanted to upskill employees from across its retail team in the art of rapid 
experimentation and lean startup.

Collective Campus delivered a full day lean startup training session, customised for 
AGL, that covered:
- Origins of lean startup
- Why it matters
- The lean canvas
- Identifying and prioritising key assumptions
- Identifying and prioritising prototypes
- Customer acquisition strategies
- Validation boards
- Actionable and funnel metrics
- How lean startup applies in a corporate context
- How to get buy-in from executives to apply lean startup

Participants gained a working understanding of how to apply lean startup at AGL, as 
well as some techniques for overcoming roadblocks internally.
Participant feedback for the session was exceedingly positive.

Read more of Collective Campus’ case studies here.
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https://www.collectivecampus.com.au/work
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CASE STUDY

STANDARD CHARTERED

Standard Chartered wanted to upskill select members of its Hong Kong team in the 
lean startup methodology, so that they could then champion the methodology going 
forward.

Collective Campus delivered a half-day lean startup crash course to bring participants 
up to speed on the absolute 'need to knows' when it comes to lean startup, and 
applying it in a large regulated financial services organisation.

The half-day workshop was well received by all participants and stymied appetite for 
more training.

Read more of Collective Campus’ case studies here.
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https://www.collectivecampus.com.au/work
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CASE STUDY

SPORTSBET

Sportsbet wanted members from across its organisation who had no prior startup
experience, but were coming together as part of an innovation project, to understand 
the lean startup methodology.

We took a team of cross-functional Sportsbet employees through a one day lean 
startup workshop, designed to take them through the end to end process of 
identifying problems and solutions, business modelling, identifying key assumptions 
and experiments, building prototypes, testing assumptions with customers, defining 
and evaluating key metrics, pitching their ideas and making pivot or proceed 
decisions.

By the end of the workshop, Sportsbet employees had:
1. An appreciation for the lean startup methodology and how to build fast, measure 

fast and learn fast
2. Learned the value of moving quickly and how to prototype in a day
3. Understood that ego must be put to the side when innovating as our initial 

assumptions are often flawed

Read more of Collective Campus’ case studies here.
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https://www.collectivecampus.com.au/work


GET IN TOUCH
We help large organisations to discover, not just deliver, to explore, not just 
execute, and we’ve worked with the likes of Clifford Chance, BNP Paribas, 
Microsoft, Village Digital, Asahi, MetLife, Telstra, King & Wood Mallesons, 
National Australia Bank, Singapore Pools, Ascendas Singbridge and numerous 
others across Melbourne, Sydney, Singapore, Auckland, Hong Kong, London, 
New York, Frankfurt and Amsterdam.

If your organisation needs help coming up with ideas, experimenting and 
turning ideas into reality, driving culture change or partnering with startups, 
we’d love to hear from you.
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COLLECTIVE CAMPUS
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WWW.COLLECTIVECAMPUS.IO

INFO@COLLECTIVECAMP.US

1800 577 346
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