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"Every business is in the
job of manufacturing
happy customers”

~Ash Maurya~



Scale

Y

Product/Market Fit 10x

Problem/Solution Fit \

N\

Hockey-stick curve



Scale

Y

Product/Market Fit 10x

Problem/Solution Fit \

N\

_Hdékey-stigfk curve

| Referral
: System
Pivoted ": -
: Nailing
e



Modeling Your
~ Business |

......................................................

Triaging
Experiments

......................................................



Modeling Your

Business

Triaging
Experiments

......................................................



Unaware
Strangers

Awareness

GOAL

Happy,
Paying
Customers

SALE
\o/\e/\e/

Revenue



Unaware Happy,
Strangers GOAL Paying

Customers

SALE

\o/\e/\¢/
Awareness Revenue
N P Ve
Acquisition Activation Retention

Systematic Customer Factory



Unaware Hap_py,
Strangers Paying
Customers

GOAL

SALE
\o/\e/\e/

| |
Awareness Revenue
N Ve :
@ (4 ’ . .
ﬂ X ﬂU - @ - RrRJ ’
Acquisition Activation Retention <
: S.
3, /! A
w P <--° ‘ Revenue

Referral Retention



Variations

SaaS Businesses

Mmool o © o2 - B> %

Awareness Acquisition  Activation Retention Revenue Rev. Ret.
Paid Apps
M P SALE SALE
..... _) xﬂ & \e/\e/\¢/ _) 4 \e/\e/\e/
Awareness Acquisition Revenue Activation Mult. Purchases

Social Products

wy - AF it =« O

Awareness Acquisition Referral Activation




Build the Production Rate

Awareness Acquisition Activation Revenue



Build the Production Rate

Awareness Acquisition Activation Revenue

5,000/mo

landing
page
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Awareness Acquisition Activation Revenue
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Lean Canvas - Your Startup Blueprint
The faster, more effective way to communicate your business model with internal and external stakeholders.
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Loan Canvas s now offcialy part f Lean Stack. More dtals 0 follow...

Lean Canvas - Your Startup Blueprint
The faster, more effective way to communicate your business model with internal and external stakeholders.

Businoss plans tako 100 long to write, aro seldom
updated, and almost never read by thers but
documenting your hypotheses s key.

Lean Canvas solves this problem using a 1-page.
business model tht takes under 20 minutes to
create.

Sign up now to create a business mode! that willbe-
read by more people, bo moro easily updated, and et
¥ou focus on building your business - astor.

‘Gapture Your Business Model
n under 20 minutes
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Lean Canvas - Your Startup Blueprint
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updated, and almost never read by thers but
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If you want to double your
revenue...

Double:
» Incoming traffic,

» Any conversion point,
» Price
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How to assign priority to
experiments & ration your
resources for efficient

Improvement.

» Opportunity & Priority
» Resource Cost
» Uncertainty
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Triaging Experiments

» Opportunity & Priority

» Resource Cost
»



Awareness

1-20 hrs

BUILD TIME

Channels &
Attention

Blog Posts,
Ads,
Infographics,
Webinars

v

Acquisition

2-40 hrs

BUILD TIME

Messaging &
Desire

Headlines,
Demo Videos,
Content,
Layouts

©

Activation

4-80 hrs

BUILD TIME

Flow & UX

Tour Guides,
Ul Elements,
Lifecycle Emails

SALE
\e/A\e/A\s/

Revenue

10-800 hrs

BUILD TIME

Features &
Access

New Features,
Pricing,
Upsells,

Lifecycle Emails
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BIG NEW FEATURE

Incr. Revenue
conversion by
6% pts

350-400 hrs

build investment

+840

new customers
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Awareness
50k/mo

BIG NEW FEATURE

Incr. Revenue
conversion by

6% pts
550-400 hrs

build investment

+840

new customers

Acquisition Activation ™%

20K 14K

CHECKOUT

OVERHAUL

Incr. Revenue

conversion by
0.75% pts

70-100 hrs

build investment

+105

new customers

" Revenue

420



SaaS Freemium

WK Sae
Awareness Acquisition Activation ™S Revenue
50k/mo 20K 14K 420

CHECKOUT LIFECYLE EMAIL
BIG NEW FEATURE OVERHAUL SYSTEM

Incr. Revenue

6% pts
550-400 hrs

+840

new customers

conversion by

build investment

Incr. Revenue

conversion by
0.75% pts

70-100 hrs

build investment

+105

new customers

Incr. Revenue

conversion by
0.25% pts

10-12 hrs

build investment

+355

new customers




Triaging Experiments

» Opportunity & Priority
» Resource Cost
» Uncertainty



Mitigate large risks with
smaller, rapid experiments

When you have a high resource
cost without EVIDENCE, use
small tests with proxies to
gather evidence.

“*Biggest Risk - Building something nobody wants."*



PREDICTIVE

EXPERIMENTS
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CL> austin > allfor sale / wanted > motorcycles/scooters - by dealer

wepy fag Posted: 2 monthsago

New Genuine Buddy 125cc Scooter - $2599 (2300 S. Lamar Blvd)

New Black Genuine Buddy 125cc Scooter. 2 year wamranty, 2 year roadside assistance, and is as much fun as practical

‘We are extending our black Friday sale! Up to $200 off any new scooter in stock, or $100 off any special order scoofer i paid in ful
Please feel free to contact us at Urban Motorsports S12-535-6144, or stop by to see all of our scooters at 2300 South Lamar, Austin TX
‘Trade ins and service weicome - Honda, Yamaha, Vespa, Kymco, Aprila, Piagio, SYM, Lance, Genuine

‘We will not be undersold! We deliver to San Marcos

AUSTIN'S ORIGINAL SCOOTER SHOP, established 2006

+ Location: 2300 . Lamar Bivd
+ do NOT contact me with unsolicited srvices or offers

postid 230112309 povied: 2 mondi sgo el o find o

Avoid seams, dea locally Beware wiring (e 8 Western Usion),casbier checks, money orders,shippiog.

Smoke screen page
testing sales.

PREDICTIVE

EXPERIMENTS
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Ty

New Black Genuine Buddy 125cc Scooter. 2 year wamranty, 2 year roadside assistance, and is as much fun as practical

‘We are extending our black Friday sale! Up to $200 off any new scooter in stock, or $100 off any special order scoofer i paid in ful
Please fecl free to contact us at Urban Motorsports 512-535-6144, or stop by to see all o our scooters at 2300 South Lamar, Austin TX
‘Trade ins and service weicome - Honda, Yamaha, Vespa, Kymco, Aprila, Piagio, SYM, Lance, Genuine

‘We will not be undersold! We deliver to San Marcos

AUSTIN'S ORIGINAL SCOOTER SHOP, established 2006

+ Location: 2300 . Lamar Bivd
+ do NOT contact me with unsolicited srvices or offers

posti 4233112309 pov: 2 monthssg0 o

Avoid seams, deal locally Beware wiring (e 8. Western Usion), cashier checks, money orders, shippiog.

Smoke screen page

testing sales.

PREDICTIVE
EXPERIMENTS

Spark59%-

The Lean Stack

Define, measure, and communicate progress
with internal and external stakeholders.
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Lean Stack is our latest innovation accounting framework that extends Lean
Canvas with 2 additional boards to support experiments.

The Lean Stack posters have already been downloaded by thousands of
teams and refined through first-hand experience working with many of those
teams.

Get Early Access to Lean Stack - $29

For a limited time only, we are offering Lean Stack for just
$29 for 3 months.

After that, plans will start at $1/day and will support up to
3 products and unlimited collaborators.
In addition, you'll also receive these bonus items:
= Video tutorials
= Downloadable posters
= A copy of Ash Maurya's next book: "The Customer Factory”
{exnacted i he nublishad | 014)

Keynote template

as an MVP.
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New Black Genuine Buddy 125cc Scooter. 2 year wamranty, 2 year roadside assistance, and is as much fun as practical
‘We are extending our black Friday sale! Up to $200 off any new scooter in stock, or $100 off any special order scoofer i paid in ful
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The Lean Stack

Define, measure, and communicate progress
with internal and external stakeholders.
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Lean Stack is our latest innovation accounting framework that extends Lean
Canvas with 2 additional boards to support experiments.

The Lean Stack posters have already been downloaded by thousands of
teams and refined through first-hand experience working with many of those
teams.

Get Early Access to Lean Stack - $29

For a limited time only, we are offering Lean Stack for just
$29 for 3 months.

After that, plans wil start at $1/day and will support up to
3 products and unlimited collaborators
In addition, you'll also receive these bonus items:
= Video tutorials
+ Downloadable posters
+ Acopy of Ash Maurya's next book: "The Customer Factory”
loxnactad io e oublishad in Soring 2014)

Keynote template

as an MVP.

Video as a proxy
for proving demand.



PREDICTIVE
EXPERIMENTS

Test customer intent In
hypothetical situations with
proxies for actual product or
feature.

Smoke Tests,

Fake Buttons,
Partial Content,
Solution Interviews

2 TYPES

THROUGHPUT

EXPERIMENTS

Produce more customers or
revenue by: bringing more
people into the funnel,
Increasing conversions, or
reducing ttc.

Landing Page Tests,
Pricing Tests,
Feature Tests,

Ad Campaigns



BIG NEW FEATURE

Incr. Revenue
conversion by
6% pts

350-400 hrs

build investment

+840

new customers




BIG NEW FEATURE

Incr. Revenue
conversion by
6% pts

350-400 hrs

build investment

+840

new customers

PREDICTIVE

EXPERIMENTS

Announce as a beta
program & that you are
looking for 100 people to
join.

Build quick version &
rollout to small group.
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LeanStack.com New Feature Case Study

oy 35% a5%
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Awareness Acquisition Activationy,

'l SALE
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Revenue

VISUAL PRICING

MODELER

Incr. Revenue
conversion by
2% pts

100-120 hrs

build investment
between design,
development, &
in-app education.




LeanStack.com New Feature Case Study

'l SALE
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Revenue

Awareness Acquisition

VISUAL PRICING | have a strong

MODELER understanding of the
problems but no evidence
Incr. Revenue of the feature value.
conversion by
2% pts
100-120 hrs

build investment
between design,
development, &
in-app education.




LeanStack.com New Feature Case Study
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Revenue

Y

Awareness "

[[ITYRGTH [ | have a strong GDOC PRICING

MODELER understanding of the MODELER
problems but no evidence ;

Incr. Revenue of the feature value. . Do people get

conversion by . value from the

2% pts . “feature”?

100-120 hrs " 8 hrs

build investment . build investment +

between design, . testing with Users

development, & L :

in-app education.
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Metrics Modeling [
File Edit
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View
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Insert Format

$ % 123~

A

Target Revenue /yr

Timeframe to Reach /mo

Monthly revenue

Operating Cost /mo

Revenue Source(s)

Stream 1
Stream 2
Stream 3

Data Tools Help Al changes saved in Drve
Verdana - 0 - B 7 —:'.-A. - N = = [
B C D
$80,000
6
$6,667
4000
Projected Customers
New
Price /mo Customers New Rev
$99 40 $3,960
$29 100 $2,900
$79 0 $0
Total 140 $6,860
+/- to target $ $193

Customer
Acquistion
Rate /mo

7

17

23
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Testing New Feature Boomerang x  Boomerang-Returned x =
“ emiliano@spark59.com via sendgrid.info 12/8/13 L Y v
- to I

Hi - Emiliano here, one of the founders of Lean Stack.
Are you up for giving some feedback & testing some new (unreleased) features?

The new stuff helps you figure out pricing across multiple revenue streams and visualize a
conversion funnel to hit your Revenue $$ Goal. Fun stuff for an entrepreneur to play with.

You'd be helping us decide if the new stuff is worth building out into the tool or should be
killed... all in a quick 15 minute skype chat.

We can also go through your product & talk about any questions with the tool/lean
methodology. Anything is fair game.

Just reply to this email with some times that work for you in the next week (with timezone).

Cheers,
Emiliano

Co-founder & Lean Practitioner
Sparkb9 | Lean Stack | USERcycle



e 30 min. video chat w/screenshare using real data from their venture.

2+ ENHANCED

Waiting for people to join this video call...
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Copy of LeanStack.com Metrics Modeler

File Edit View Insert Fommat Data Tools Help
S e~ P s % 1257 | Ara - 12 - |B|Z § A. ® - [ -B64 - %-—:—-% e T
A B C D E F
Cells with Blue Text should be edited.
Monthly Revenue Goal /mo = $20,000
Timeframe to Reach/mo =~ 6
Billed Customer
Revenue Source Price /mo | New Customers New Rev Acquistion Rate /mo
Stream1 %29 690 $20,000 115 New, paying Custor
Convert to Next
Metrics System People Step ..
Visitors 7982 409%b0 Percenage of Visitors who convert to Sign-ups.
Sign-ups 3,193 30%bo Percenage of Sign-ups that convert to activated users.
Activation s8¢ 12906 Percenage of Activated users who pay & bill
New customers 115 10%b Percentage of users who will chum
Net new customers, =~ . 1 .QQ.-N?.(..Q"S'O""?'S per month after oSing Old CUlOmMIO S o e————————
Company age 6 month 1 year 2 years 3 years 4 years
Company age in months 6 12 24 36 48
Yearlv Revenue <60.900 €226.200 <870.000 €1.931.400 €3 410.4(C






Valuable Feature.
Every person said yes to it™*

**People lie out of kindness



Valuable Feature.
Every person said yes to it™*

**People lie out of kindness

“Is it all right if | share

“How canlgeta jt with my friend?”
copy of this?”



Valuable Feature.
Every person said yes to it™*

**People lie out of kindness

“Is it all right if | share

“How can | get a
copy of this?”

Better understanding
of requirements

it with my friend?”

Copy of LeanStack.com Metrics Modeler
File Edit View Inset Format Data Tools Help

&~ P § %123 Ada

A

- . B-BE- E-+-S BEY Z-

tipthefuture@gmail com ~

Comments

‘Cclls with Blue Text should be edited.

Goal /mo

Timeframe to Reach /mo

Billed Customer

Revenue Source Price /mo | New Customers New Rev Acquistion Rate /mo
Stream 1 $29 690 $20,000
Convert to Next
Metrics System People . Step |
Visitors 7,982 40%  Percenage of Visitors who convert to Sign-ups.
Sign-ups 3,193 Percenage of Sign-ups that convert to activated users.
Activation 958 . 12%  Percenage of Activated users who pay & bill
New customers 115 10%o | Percentage of users who will chum

Net new customers

Company age
Company age in months
Yearly Revenue

115 New, paying Customers needed per month to hit your Re:

6 month 1 year 2 years 3 years 4 years
6 12 24 36 48
$60,900 $226,200 $870,000 $1,931,400 $3,410,400

5 years
60
$5,307,000 |
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USERcycle.com New Landing Page

60%

O I =

Activation Revenue
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1 INncrease

VARIANT

CONTROL

Not More Numbers,
But Actionable Metrics

When you first launch a product, lots of things can and do go wrong. The common tendency is to
want to collect as much data as possible. But in today’s world, where we can measure almost
anything, we often end up g in a sea of

We all want to be this guy, Iron Man, with his kickass dashboards and tools.
But the second picture, is in fact, what our reality really looks like...

what you warnted The reality

Metrics were supposed to be the answer, but they only tell you what’s going wrong
~ not why or how to fix it.

As a result, you keep cranking out more features in search of that mythical killer feature. You know,
the one that's supposed to make your product take off? Pretty quickly, your minimum viable product
is turning into a bloated monster and you are no closer to that hockey-stick curve.

Here's the thing...

You don't need more but

If you've been following Lean Startup for a while, you've no doubt heard of cohorts, split testing, and
maybe even lifecycle messaging.

Each is effective by itself, but put together it's actionable learning on steroids.
This combination is something we call the "Innovation Accounting Trinity."

Meet USERcycle
When we were designing USERcycle, we had 3 goals in mind:

. the true of your product.
+ Identify the single constraint or key metric to improve.




I've used Draft sporadically, but still keeping up via the newsletters
and posts. Maybe once my startup makes it "big" | can devote more time
to my ninja movie series - Hunter of the Sun.

Kudos with all your work on Draft... from the design to the marketing
it stands out with 2 personalily. 've golscrcenshols Tom #in my
creative libraiy.

Have you seen usercycle.com?

It's an event tracking tool that helps SaaS products activate, retain,

& monetize more sign-ups to paying customers (through cohorts, funnel
tracking, and lifecycle messaging).

Would you be up for jumping on a 10 min skype call to share some feedback?

I'm not looking to sell anything, but rather looking for honest
faedback on our feature set as Draft fits the early adopter profile.

A fresh sei ¢l cyes & outside perspective is areatly anprecialed.

If so, share some times that work for you this in the next few days or
schedule something directly on my calendar -

http://my.vcita.com/49a81cdS/scheduler

p.s. I'm happy to share feedback as well and offer ideas for any challenges.

Cheers,
Emiliano



Main Feedback:
Promising but for the price | need
it to do X feature & Y feature...
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REVENUE DASHBOARD

Revenue is the goal for every company.

If you follow David Skok, you know there are a few key metrics
that you must focus on to build a healthy SaaS Product - Monthly
Recurring Revenue, Churn, & Net Change in MRR.

Monthly Recurring Revenue (MRR)
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With USERcycle, you don't have to spend hours collecting the
data & crunching the numbers. The revenue dashboard is built-
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We didn’t hit the goal but we
learned faster & more efficiently
that there was a different root

cause...
We saved 50+ Started running
hours of work the next iteration

of experiments.



“Not launching -> painful,
but not learning is fatal”

~Drew Houston~
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