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1. INTRODUCTION
This guide has been elaborated in the framework of the ADSA Project (Atlan-
tic Digital Startup Academy) and contains teaching material used for the de-
velopment of different capacity building programmes for professionals that 
support businesses during the implementation period of the project.

This guide is addressed to professionals who are dedicated to support the 
creation and growth of companies in general and digital startups in particular 
on a daily basis, and includes methodologies, information, examples, etc., as 
well as other information about Regional and European Strategies to support 
Digital Startups on their internationalization management and process.

This manual is available in the four languages of the countries that integra-
te the geographical area of the Interreg Atlantic Area Programme: English, 
French, Spanish and Portuguese.

2. STARTUP MENTORING PROCESS
First of all, what is a startup?

“a startup is a company that markets products and/or services 
through the use of information and communication technologies 
(ICTs), with a business model that allows for rapid and sustained 

growth over time”

Therefore, a startup is designed to constantly research a business model that 
is scalable. 

As Steve Blank rightly mentions, startups, from the very beginning, are in the 
business of validating assumptions and hypotheses and turning them into 
facts by making decisions and taking action. A startup is never finished ma-
king hypotheses and validating them, because as the market and technology 
change, it will have to keep up to date.

Source: Your Plan versus Reality by Amy Morse

THE PLAN
THE REALITY
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The first step for a startup is to have a plan, a vision, to know where it is going. 
Once it has that vision, it moves into the real world. In the real world, it is no 
longer about dreaming, it is about executing that plan. This is the tricky part, 
sometimes it goes off track or off course. But that is normal. The important 
thing is to put in place the mechanisms to get back on track, among which a 
mentor is essential:

1. External support: the startup seeks support, either from friends, family 
or coaches/mentors, to give them the necessary guidance to get back on 
track. Therefore, a mentoring programme with a clear structure and road-
map will help the startup to realise its plan.

2. Strong mentality: The startup has to keep in mind and remind itself again 
and again why it started.

3. Data: Paying attention to and capturing real market data on a regular ba-
sis is essential.

4. Calibrate: It is about making the necessary adjustments both big and 
small that will allow the startup to get back on track and keep going.

“While entrepreneurship is risk-taking, it needs a few well-trig-
gered alarms to warn you that you’re on the wrong track before 

you’re ruined”
Martin Varsavsky, successful entrepreneur 

 

Source: Endeavor Insight analysis
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Based on the data in the chart above by Endeavor Insight analysis, we see 
that the “successful” startup group includes more (x3) startups that receive 
mentoring than those that do not.

The role of a mentor encompasses the following responsibilities:

• Ensure that startups progress with the milestones of the process. 
• Solve any doubts about tools and applications of agile methodologies.
• Share experiences, learning and best practices with entrepreneurs to make 

decisions based on their experience in the market, with other clients, tech-
nologies or tools.

• Providing emotional support to entrepreneurs in their development pro-
cess.

The mentoring process includes the following:

Face-to-face meetings:

• Weekly (1h) or bi-weekly (2h).
• Face-to-face, recommended for longer meetings, or online, as a point of 

contact.
• Open or closed agenda, depending on the evolution of each startup.
• Suggested approach: SCRUM

• What did you do/validate/learn since the last meeting?
• What are you going to do/validate in the coming weeks?
• What help (tools, contacts, support) do you need for that?

• The meetings are not workshops but in-depth analysis sessions with some 
time at the end for questions

• The mentor does not do any tasks for the startup and does not assume 
any responsibility for the startup

External learning from the community:

• Workshops: training sessions for groups of 10-15 people in a specific tool or 
methodology.

• Masterminds: Group of 4-5 people to share questions and learning in an 
atmosphere of trust, based on the individual experience of each person

• Group chats: groups to share quick wins, relying on social media, such as 
WhatsApp, Slack or Telegram

• Learning sessions: Specific sessions to analyse 1-2 projects, their current 
status and next steps. 

• Validation Board: Global map to share the current status of a project list
• Motivation
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Project management tools (Trello, Asana, etc.)

Source: Innolandia’s Trello management dashboard

A mentor needs to get an answer to these 5 key questions to ensure the suc-
cess of their client’s business:

1. Is the problem that the startup seeks to solve a real problem?
2. Does the idea/solution solve the problem?
3. Have any users already paid for the solution?
4. Is the startup able to attract users to its point of sale on an ongoing ba-

sis?
5. Is the startup able to deliver its product or service with the necessary 

quality and be profitable?

The following sections will provide the tools and methodologies to successfu-
lly address these questions.

3. ENTREPRENEURSHIP METHODOLOGIES FOR  
 STARTUPS
There are many entrepreneurship methodologies for startups, although they 
all focus on very similar concepts: initial validation, testing and experimenta-
tion and subsequent pivot or launch. 

The whole process will be carried out in a streamlined manner.
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3.1. Lean Startup1

 Eric Ries started the Lean Startup method in 
2008. 

His experience as an entrepreneur with his star-
tup IMVU gave him the keys to the subsequent 
creation of the methodology and writing of the 
book The Lean Startup. In launching their star-
tup, an avatar-based social media platform, Eric 
and his team began by investing many hours 
and time in developing the software with very 
detailed functionalities, such as users being able 
to add their friends via Facebook. Later, they rea-

lised that users preferred to remain anonymous, so they had invested money 
and time in vain.

Eric Ries explains his method by pointing out that many startups are unawa-
re of the process of product development and lead generation and defines 
the mantras of the methodology:

“Be more innovative”
“Stop wasting other people’s time”

“Be more successful”

The Lean Startup methodology assumes that every entrepreneur seeks to 
answer a question by creating a startup. For Eric Ries, the big question is not, 
“Can we produce this product?” But rather: “Should this product be built?” or 
“Can we build a sustainable business around this product?”
 

Source: Own elaboration based on Lean Startup, Eric Ries

1 Source: The Lean Startup, Eric Ries

LEAN STARTUP PREMISE

PREMISE

Should we produce this product?

Can we produce this product?
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The answers to the question will be the first product or prototype. 

Many startups struggle to understand the process they are following to deve-
lop their products or services and connect with their customers. As a result, 
they have difficulty measuring their efforts and progress using metrics. This 
led Eric Ries to define a method to measure a startup’s progress in this un-
certain environment.

Source: Own elaboration based on Lean Startup, Eric Ries

Lean startup thus becomes a key tool for startups. In fact, it allows them to 
navigate the market without the need for solid business experience. It aims 
to reduce the risk of hypotheses through experiments. 

The methodology works through a creative iterative process. It is about ma-
king every stage in the process of creating the startup’s product or service 
measurable. The first thing this methodology helps to do is to explore the 
market, ensuring in time that there is a need for the product under develop-
ment. It also helps to optimise resources, without wasting time and resources 
on unnecessary functionalities.

Lean Startup allows you to build an MVP and analyse metrics to make good 
decisions quickly and focus your efforts on them.

 3.1.1. Lean startup principles

1. Entrepreneurs are everywhere: you don’t need to work in a garage in Sili-
con Valley to create a startup

2. Entrepreneurship is management: a startup is not just a product, but an 
entity to be managed

For Entrepeneurs For Startups For Startups

LEAN STARTUP LEAN STARTUP LEAN STARTUP

KEY
TOOLS

ITERATIVE
CREATIVE
PROCESS

DESIGN OF
 MVPs

Reduction of the 
hypothesis’s risks 

through experiments

Exploring the market
Optimization of Resources

Reduction of the 
develpoment process

Quick decision making
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3. The build, measure, learn cycle: The fundamental activity of a startup is 
to transform ideas into products or services, measure how customers res-
pond to that product and, with that information, learn and decide whe-
ther it is necessary to change course (pivot) or move forward.

4. Accountability: the entrepreneur is responsible for measuring progress, 
setting goals and objectives, prioritising work and tasks. 

5. Validation of learning: Startups do not exist solely to create products, make 
money or serve their customers. They also exist to develop a sustainable 
business, validating the product and customer need in a scientific way.

 

 Source: Own elaboration based on Lean Startup, Eric Ries

 3.1.2. Iterative process

The lean startup process follows the steps shown in the graphic and des-
cribed below:

1. Business model design (creating value for the company/startup). More 
details on this point will be provided in section 3.3 Business Model Canvas. 
This step also details the value proposition (creating value for the consu-
mer), summarised in section 3.4 Value proposition.

2. Identification of critical hypotheses: based on these hypotheses, inter-
views are conducted in order to validate whether or not they are true.

3. Designing experiments in an agile way, conducting a test and establi-
shing metrics (experiment test sheet included in section 4. Tools).

4. Lean Startup Cycle (Build, Measure, Learn): collection of experiment me-
trics.

5. Learning: Validation and measurement of the startup’s progress. These re-
sults will show whether to pivot, repeat the experiment or continue with 
the consumer validation process.

6. Measuring progress: this is the consumer validation process (detailed in 
section 3.4 Customer Development)

ENTREPENEURS
ARE EVERYWHERE

ENTERPRENEURSHIP
IS MANAGEMENT

BUID
MEASURE

LEARN

INNOVATION
ACCOUNTING

TO VALIDATE
LEARNINGS
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Source: Own elaboration based on The Value Proposition, Alex Osterwalder

The Lean Startup process ends with a decision: pivot or persevere.

 Source: Own elaboration based on Lean Startup, Eric Ries

Eric Ries defines pivoting as a “change in strategy without changing the vi-
sion”.
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Starting the pyramid from the base, there are 3 floors:

1. Startups always have a vision. It is about answering: Where do you want to 
be? What do you want to change?

2. To realise the vision, a strategy is needed. How are you going to get the-
re? A business model and a roadmap are needed. The strategy does not 
always have to be the same, it will adapt to the market and current condi-
tions.

3. In relation to the product, its characteristics or the target market itself can 
change without a change in the vision.

 3.1.3. Growth drivers

Growth drivers are another key concept for the Lean Startup.

Source: Own elaboration based on Lean Startup, Eric Ries

Growth drivers will help the startup stay focused on the metrics that matter 
for its business. Depending on where you are and your industry, you will use 
one or the other.

• Sticky: The more the product is used, the higher its value and the more 
your customers will “stick” to it. Thus, the provider of a database will base 
its operation on repeated use of the database (e.g. Ebay, Gmail). In this 
case, once a product with a particular technology is adopted, it is difficult 
to change. This is the case for mobile phone services. Thus, the churn rate 
is taken very seriously, which is why when you threaten to switch mobile 
providers, you usually receive many offers.

• Viral: for this driver, product awareness spreads very quickly from one per-
son to another (e.g. Tupperware parties). 

Motor
Motor

Motor

LEAN STARTUP
LEAN STARTUP

LEAN STARTUP

STICKY VIRAL PAGADO

Uso repetido
Difícil cambio

Penetración en el mercado 
muy rápida
Boca a boca

Mucha competencia
Anuncios de pago
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There is a dependency on person-to-person transmission, e.g. it is neces-
sary for customers to convince their friends to use WhatsApp in order to 
use it themselves. Hotmail is another good example. When they launched 
their service, they added “PS. Get your free email at Hotmail” along with 
a link at the bottom of each email. In 6 months they got 1M users. For this 
driver to be successful, the viral coefficient must be greater than 1, which 
means that the adoption of the product will grow exponentially (each cus-
tomer will bring more than one person with them).

• Paid advertising: this driver is the best known and is the case for compa-
nies in highly saturated markets (e.g. fashion brands). Here, the difference 
in LTV (lifetime value of a customer) between companies, depending on 
the industry, has to be taken into account. If the CPA (cost per acquisition) 
is lower than the LTV, the LTV can be reinvested in advertising.

The first step in the application of Lean Startup is the design of the busi-
ness model of the idea, applying two tools: the value proposition canvas 
and the business model canvas.

3.2. Value Proposition2

The Value Proposition was a concept developed by Alex Osterwalder with the 
aim of creating products and services that are desirable to consumers.

This tool is composed of two parts, which are in turn sections of the Business 
Model Canvas (developed in section 3.3 Business Model): 

Source: The Value Proposition, Alex Osterwalder

On the one hand, the consumer profile, where a better knowledge of the 
consumer is developed. 
On the other hand, there is the value map indicating the creation of value for 
the consumer. Then it is a matter of finding the “fit” between the two sides.

2 The Value Proposition template can be found in section 4. Tools. This section is ba-
sed on the book The Value Proposition by Alex Osterwalder.
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Source: Own elaboration based on The Value Proposition, Alex Osterwalder

The value proposition is precisely the value that the Customer perceives from 
the solution, it is what distinguishes a startup in the market, what differentia-
tes it from the competition and why Customers will choose it.

It is interesting to carry out a consumer archetype or an empathy map (detai-
led in section 4. Tools) to understand in detail what the consumer’s gains and 
pains will be based on the problem that is defined.

 3.2.1. Customer profile
 
The customer profile describes a specific customer segment that will be ad-
dressed in the business model in a more structured and detailed way.

With a focus on the problem the client seeks to solve, we review the following 
sections:

Consumer jobs: describes what the client is trying to do at work or in their life 
to solve the problem:

• Functional jobs: completing a specific task or solving a problem (e.g. ea-
ting healthy, writing a report or advising clients).

• Social jobs: done to make oneself look good or gain status (e.g. to be fas-
hionable, professional, etc.)

• Emotional jobs: these occur when the consumer is seeking a certain emo-
tional state (e.g. seeking greater peace of mind with an investment, a fee-
ling of job security, etc.)

Pain relievers

Products and
services

Gain creators Gains

Pains

Customer
jobs

Value proposition

What? Why?

Customer segment

Design Observe
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• Supporting jobs: these occur when making a purchase (e.g. comparing 
prices, queuing, deciding), collaborating with your company or service (e.g. 
writing a review or co-designing a product) or transferring value back (e.g. 
returns, terminating a subscription, reselling or gifting the product, etc.)

When interviewing a consumer, it is interesting not just to focus on the su-
perficial Jobs to complete, but to investigate further by asking why each job 
is being done. 

For example:

Job to be done: “Learning English”

 o Why? “To improve my CV”
 o Why? “To get a better job”
 o Why? “Because I want a pay rise”

Source of the example: The Value Proposition, Alex Osterwalder

Gains: describes the results that the client wants to achieve or the specific 
benefits they are looking for:

• Required gains: necessary for the product to work (e.g. if we buy a mobile 
phone we have to be able to make calls with it)

• Expected gains: extra functionalities that the solution is expected to have 
(e.g. having GPS on a Smartphone)

• Desired gains: go beyond what is expected of the product but we would 
love to have them (e.g. Smartphone integration with our computer)

• Windfall gains: something the consumer never thought about before (e.g. 
launch of the first touch screens)

Pains: describes the poor results, risks or barriers that the client encounters 
when doing a job:

• Undesired results: can be functional (e.g. the solution does not work as 
intended, side effects, etc.), social (e.g. “I make a fool of myself with this 
product”), emotional (e.g. “I feel bad”, etc.) or complaints (e.g. laziness to 
move, boredom, etc.)

• Barriers: obstacles that prevent the consumer from doing their job (e.g. 
lack of time, tight budget, etc.)

• Risks: something that could go wrong and have negative consequences 
(e.g. security problems, loss of credibility, etc.)

 3.2.2. Value proposition

The Value Map describes the characteristics of a specific value proposition in 
the business model in a more structured and detailed way.
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Gain creators: this is about describing how the product or service brings be-
nefits to the consumer. It is not necessary to give the consumer every single 
gain they want, but to focus on those gains that are most relevant to them 
and with which the startup’s product or service can stand out (e.g. achieving 
customer aspirations, having a sophisticated design, etc.).

Products and services: this is a list of all the products and services around 
which the value proposition is built. We find physical, digital, intangible (e.g. 
after-sales service) or financial products (e.g. funds, insurance).

Pain relievers: how products and services alleviate customer pain. It is about 
detecting how to alleviate or reduce the frustration of the startup’s consu-
mer before, during and after doing their jobs. Again, it is not about alleviating 
every single pain mentioned in the previous point, but about choosing a few 
of them and alleviating them in an exceptional way (e.g. reducing frustra-
tions, saving time and money, etc.).

Customer fit will be achieved when the value map fits the customer profile, 
i.e. when products and services produce pain relievers and gain creators that 
match one or more of the jobs, pains and gains that are important to the cus-
tomer.

 3.2.3. Example: Uber’s value proposition

Starting with the problem, it is a matter of asking the following questions:

• What are the jobs the client needs to get done?
• What benefits is the customer looking for?
• What pains is the client suffering when doing these jobs?
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Source: Own elaboration based on The Value Proposition, Alex Osterwalder with an example 

from Railsware Product Academy

3.3. Business Model Canvas3

Source: Own elaboration based on Business Model Generation, Alex Osterwalder

3 The Business Canvas template can be found in section 4. Tools
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Alexander Osterwalder’s definition of Business Model Canvas is “the rationa-
le by which an organisation creates, communicates, delivers and captures 
value”. This methodology makes it possible to carry out the startup’s value 
proposition for its customers, establishing relationships and through various 
channels such as the Internet, offline shops, businesses, etc. It helps identify 
where the market gaps are (e.g. ignored market segments).

It is basically a one-page “snapshot” of the startup’s business or idea, divided 
into blocks. On the right side of the canvas, the more emotional part keeps 
the focus on value generation, while on the left side is the more logical part, 
focused on business efficiency.

 3.3.1. Business Model Canvas Blocks

The 9 main modules are as follows:

1. Customer segments: The first step to define when you have a business 
idea is who to target. This involves describing each of the company’s tar-
get segments. It makes sense to consider a segment as long as it justi-
fies the creation of a specific offer (segmented market). For example, Uber 
considers different segments depending on customers’ budgets. In this 
way, it offers them tailor-made services such as Uber X (standard service), 
Uber pool (low cost service) or Uber Black (premium service). Furthermo-
re, Uber’s customers are structured in a multifaceted market by conside-
ring interdependent segments, in this case drivers and users. We can also 
differentiate between niche markets, those with a very specific customer, 
or mass markets, in which we do not differentiate segments. This block is 
critical, as customers will be at the heart of the startup’s strategy. Having in 
depth knowledge of them is therefore essential. The company’s value pro-
position will not matter and will be of no use if it does not meet the needs 
of a customer segment.

2. Value propositions: these can be one or more value propositions depen-
ding on the segments addressed. As mentioned in the previous section, 
the value proposition seeks to solve customers’ problems and satisfy their 
needs. Together with the customer segment, it forms the basis of any bu-
siness model. 

3. Channels: the way in which this value proposition is delivered to the custo-
mer, through distribution communication and sales channels, taking into 
account the stage the startup is at in the sales funnel (described in section 
3.4 Customer Development). The role of the channel may be to generate 
awareness of the company or product, to enable customers to consider or 
purchase the offer, to deliver the product and to have an after-sales servi-
ce (e.g. a channel would be a sales website or a retail outlet).
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4. Customer relations: maintaining relationships with both new and esta-
blished customers is essential. The function here will be customer acqui-
sition, customer retention or upselling to increase sales. It is done through 
personal assistance, self-service, customer communities or co-creation.

5. Revenues and profits: selection of revenue sources, pricing (considering 
how much customers currently pay for similar solutions) and payment 
methods. The model may involve a sale of assets, sale for service use, subs-
cription, renting or leasing, brokerage fees, advertising, licensing fees, etc.

6. Key resources: these are the assets needed to deliver all of the above and 
can be internal, leased or acquired by partners. The startup will have hu-
man, financial, physical and intellectual resources.

7. Key activities: these include production (design, manufacturing and de-
velopment of products and/or services), problem solving (consultancy or 
training activities), sales (communication and promotion of the value pro-
position) and support (recruitment of staff, management of platforms or 
administrative tasks). All these activities will enable the value proposition 
to be delivered to the customer through a series of channels and a type of 
relationship.

8. Key partnerships and alliances: mainly partners and suppliers that help 
the startup achieve economies of scale and reduce risk and give it access 
to key resources or activities. There are 4 types of partnerships: strategic 
partnerships with non-competitors, co-operations with competitors, joint 
ventures and agreements with suppliers.

9. Costs: costs of activities performed and resources acquired for the opera-
tion of the business. Both fixed costs (e.g. salaries, rents, production ma-
chinery, etc.) and variable costs (e.g. marketing, one-off events, etc.) must 
be taken into account

 3.3.2. Example: Uber’s business model

It is interesting to note that in the case of Uber, there are two very distinct 
customer segments: drivers (in light blue on the canvas) and passengers (in 
yellow). Each of the segments has a different value proposition: for drivers, 
Uber provides them with the option to use their car to earn extra money, whi-
le for passengers, it provides reliable, tailored and on-demand transportation.
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Source: Own elaboration based on Business Models Inc

3.4. Customer Development

Customer development was created by Steve Blank, in his book 
“The 4 steps to epiphany”, in 2008.

It has been shown that customer development methods become more diffi-
cult to implement once the business is established. The further the business 
has advanced, the more difficult it will be to question and test fundamental 
business assumptions on which the organisation is based. Thus, a company 
that has to justify its revenues to investors on a quarterly basis will find it di-
fficult to stop its activity to question its fundamental business assumptions, 
even if it is probably the best solution to cope with slower than expected 
growth. 

This method is best suited for startups that are willing and ready to question 
their most entrenched business assumptions.

This model revolutionises the traditional service and product development 
process:

• Customers is at the centre and we not only analyse their behaviour but 
also observe it (in line with Design Thinking tools).

• The phases are defined by the level of understanding regarding the client 
at any given time.
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• The shift from one phase to the other occurs once certain customer as-
sumptions are validated in the real market.

If we go back to the graph on the Lean Startup methodology in section 3.1.2, 
the customer development phase is at point 6. “Measure progress.” This pha-
se is carried out in 4 stages: customer discovery, customer validation, custo-
mer creation and company creation.

 Source: Steve Blank, Customer Development by Brant Cooper

 3.4.1. Steve Blank’s Customer Development Manifesto

The basis of the Customer Development framework is summarised in a 
14-point manifesto:

1. There are no data inside the office, go outside
2. Combine customer development with agile development
3. Failure is part of the search for the business model
4. If you’re afraid to fail, you’re bound to fail
5. Iterations and pivots are driven by insights
6. Validate your hypotheses with experiments
7. Success starts with buy-in from investors and co-founders
8. No business plan survives the first contact with customers
9. Not all startups are the same
10. Metrics for startups are different from the existing ones for companies
11. The type of market you target can change your whole strategy
12. Make decisions quickly and without fear

Product-Market Fit

Business Model

Sales & Marketing
Roadmap

CUSTOMER VALIDATION

Problem-Solution Fit

Proposed MVP

Propossed Funnel(s)

CUSTOMER DISCOVERY

Scale Organization

Scale Operations

COMPANY BUILDING

Scale Execution

CUSTOMER CREATION

Pivot
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13. If it’s not your passion, you’ll be dead the day you take the plunge
14. The initial titles and positions of a startup are very different from those of 

a company
15. Hold on to your cash while you search. After you find it, spend
16. Communicate and share learning
17. Startups demand adaptation when facing chaos and uncertainty

Source: The Startup Owner Manual, Steve Blank

 3.4.2. Customer discovery

Here the startup is not selling, but building its product and concept. Use MVPs 
(minimum viable products) and validate the problem-solution fit. Assuming 
that a product solves a problem for a specific group of users, the first thing to 
validate is the existence of customers.

Is the problem or need identified real?
Is the solution attractive enough?

1. Problem-solution fit: The value proposition canvas will be used in addition 
to customer knowledge tools such as interviews, persona or archetypes 
and empathy maps (mentioned in detail in section 4. Tools). In doing so, 
the startup generates and tests hypotheses that will allow it to prove that 
the problem is real and that its solution solves it.

2. The startup will develop an MVP to show to the customer: instead of sto-
pping at a secondary research, it will move to direct observation. A basic 
prototype, according to Steve Blank, can be developed for less than €100 
and in 1 day. If in 90 days the startup has not achieved validation, the re-
commendation is to scrap the idea. It is about learning as much as possi-
ble, at the lowest possible cost.

3. Development of a broad knowledge of the client, fostering the relations-
hip with the client. 

 3.4.3. Customer validation

At this stage, the market is large enough, the product is saleable and a via-
ble business can be built, so it is a matter of starting to sell. Once the pro-
duct-market fit is validated, the business model is validated, demonstrating 
the startup’s ability to generate recurring sales. Here, the hypothesis is as fo-
llows:

 
Are people willing to pay for our product or service? 
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The real potential of an innovation is measured by the first sales and the speed 
at which these sales occur. In this validation phase, investment levels are high. 
It is time to prepare to sell, to create a sales plan with clear objectives and to 
have a salesperson among the staff members. It is very important that the 
innovation or design team does not disengage and remains in contact with 
the sales people.

There are two alternatives in the validation phase:
• There is no validation: the choice will be to pivot (e.g. change prices, chan-

nels or even the value proposition) or abandon the project.
• There is validation: investment and commitment to the innovation pro-

ject will be increased and there will be a first market launch.

At this point, the startup may even consider selling its idea. Finally, it will deve-
lop the positioning of the company to make it scalable, generate growth and 
invest in marketing.

Source: Own elaboration of the sales funnel based on The Startup Owners Manual, Steve 
Blank

Metrics to be taken into account in customer validation:

• Customer conversion rate (%): number of conversions divided by the total 
number of visitors to the shop or website. For example, if an e-commerce 
website receives 200 visitors in a month and has sales of 50, the conversion 
rate would be 50 divided by 200, or 25%.

• Client Acquisition Cost (“CAC”) 
• Loyal customers (%): repeat customers and repeat buyers
• Lifetime Value (LTV) of the client: the net benefit that the startup derives 

from a customer over its life cycle. This value has to be higher than the ac-
quisition cost (LTV > CAC)

Earned and
paid media

Blogs, RRSS,
e-mails

Events, 
contests

Viral loop

Viral loop

Outreach
programs

Product
updates

Loyalty
programs

ACQUIRE ACTIVATE

NEXT-SELL

REFERALS

CROSS-SELL

UP-SELL

keep customers

Get customers Grow customers
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 3.4.4. Customer creation

At this stage, the startup already knows the price of the product that works, 
its most valuable and demanded features, its cost and which channels to use. 
The hypothesis of this phase is:

Can we develop sufficient demand in the niche market in a sustai-
nable way?

 How big is the market?

According to Steve Blank, a business is scalable and sustainable when its sa-
les are repeatable. Here, the startup will have to invest heavily in marketing 
to achieve these sales, focusing on one of the growth drivers mentioned in 
section 3.1.3 Growth drivers.

It is essential to continue to listen to the customer and optimise/improve the 
product to increase sales.

 
The startup has already attrac-
ted 2.5% of innovators and ear-
ly adopters (13.5%) by validating 
the problem using lean startup 
tools. 
 The objective now is to overco-
me the risk of premature esca-
lation leading to failure. This ha-
ppens when the startup is not 
able to leap from an early adop-
ter market, corresponding to 
16% of consumers, to the mass 
market, which represents 34% of 
the market share.

In this phase of customer creation we detect 3 types of market:

• Existing markets: here the entry barriers are high and there is a high risk 
of unfamiliarity with a new brand, its sales and distribution. In this market 
there are many competitors, the customer is looking for high performance 
(e.g. Google). 

• Clone market: select a complex business model and adapt it to local con-
ditions. The startup will have to be careful about language, culture, import 
restrictions, local control and ownership. Here there are no competitors 
and the customer is looking for a local version (e.g. Baidu). 

Early
mayority

Early
adopters

Innovators Late
mayority

Laggards

THE 
CHASM

2,5% 13,5% 34% 34% 16%
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• New markets: there are no competitors, customers are unknown and seek 
transformational improvement. It is important to think about how to tar-
get customers and how to make them aware of their need while valida-
ting that the market is large enough (e.g. Groupon). 

• Resegmented market: there are competitors, the customer is looking 
for a better product or service that suits their needs. The startup will risk 
re-defining the market and the product (e.g. Southwest Airlines).

 3.4.5. Creation of the business

In the startup phase, the product is already generating recurring sales and 
the startup represents a consolidated business, either within the company’s 
portfolio or as a spin-off. The company’s departments and operational pro-
cesses will begin to be developed to enable scaling up. Some startups will 
find that their innovations can be useful to a group, but the group will not be 
large enough to make the business profitable.

It is about moving from consultancy to management. A CEO is necessary, 
sometimes the COO takes the lead. The startup can also consider including 
partners. Discovery skills are no longer necessary, execution is more impor-
tant. The aim is to expand the market, both geographically and in terms of 
customer segments. This requires building the necessary structure to su-
pport the business: mass production capacity and support departments. The 
hypothesis will be:

How are we going to monetise our value proposition to make it 
profitable?

Thus, the startup will review the current price, always trying to ensure that it is 
based on value, or the perception of value of its customers, but never on cost. 
In some cases, different price ranges will be used for different customer seg-
ments (e.g. Uber black vs. Uber X or Uber pool). This price can be fixed, provi-
ding a mark-up on cost (e.g. the price of a coat), or it can be dynamic, based 
on negotiations, real-time demand or auctions (e.g. the price of an Uber ride 
varies according to demand).

4. TOOLS
The methodological frameworks described use a series of specific tools to 
help entrepreneurs in their business model validation process. They should 
be seen as a toolbox rather than a step-by-step recipe to follow. The following 
table defines the most important tools and when to apply them. The corres-
ponding templates can be found in the Annex. 

24



FASE HERRAMIENTA OBJETIVO
Business model design Value proposition canvas Define customer 

assumptions and value 
proposition

Business model canvas Define the hypotheses of 
the business model of the 
idea

Customer Discovery Person Define customer and/or 
user archetype/profile

Empathy map Gathering lessons learned 
from problem interviews

MVP (Minimum Viable 
Product)

Develop a first version of 
the product to be shown to 
customers

Lean Startup Cycle Experiment sheet Design the experiment to 
be carried out to validate a 
hypothesis

Learning sheet Gathering lessons from an 
experiment and following 
decisions

Customer Validation/
Financing

Pitch with partners Make a structured presenta-
tion of the project

Business funnel metrics Obtain real-time data on the 
performance of the business 
process 

4.1. Entrepreneur’s Logbook

The speed at which a digital startup develops can create a sense of confusion 
among the team and hesitation in decision-making. A good practice is to 
have an entrepreneur’s logbook, in which a summary of progress and deci-
sions taken can be recorded. 
This specific tool can also be very useful in the framework of the startup su-
pport programme, as it serves as a reference point for the mentor and the 
mentor’s manager on the progress of the project. 

25



The logbook consists of three parts:

a) Project description
In this sheet, the team describes its initial project, as a foundation for develo-
pment. 

Name of the Project

Responsable of the Project

Description of the idea

Impact: Customer’s poten-
tial and problem to solve

Contribution to the business 
(why is it worth analizing it?)

Technology needed, grade 
of maturity (TRL)

Profiles needed for the 
Project (Persons)

Size of the opportunity 
(potential for income and 

savings).

Estimated budget

Source: Yellow Lean Box, Innoland

b) Project progress in milestones
In this sheet, the startup team will record the progress made based on the 
experiments carried out. The data from the validated experiments and the 
learning or conclusion are noted.
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IDENTIFY RISKS
Have you defined the 

hypothesis?
How many hypothesis have 

you defined?
Which is the most risky 

hipothesis?

TEST – CUSTOMER DISCOVERY
MILESTONES ACHIEVED WHAT REAL DATA DO YOU 

HAVE?
WHAT HAVE YOU LEARNT?

The problem is real

Our proposal solves the 
problem

Our customers are prepared 
to pay for the solution

 

ACCELERATE – CUSTOMER VALIDATION
MILESTONES ACHIEVED WHAT REAL DATA DO YOU 

HAVE?
WHAT HAVE YOU LEARNT?

We are able to manufacture 
/ produce the product – ser-
vice on routenly way

We are capable of reaching 
customers recurrently

We earn money for each 
unit that we sell (operative 
margin).

Source: Yellow Lean Box, Innoland
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c) Key project decisions
In this last sheet, key decisions to iterate or pivot that the team makes will be 
recorded. This will provide them with a traceability of the project’s history. 

 

REVIEW DECISION (ITERATE / PIVOT / CANCEL) REASON DATE

Day 1

Day 90

Day 180

Source: Yellow Lean Box, Innoland

5. POLICIES AND STRATEGIES TO SUPPORT DI-
GITAL STARTUPS AND INTERNATIONALISATION

Startup support policies and strategies are the set of programmes 
and actions designed and developed by a public or private organi-
sation with the aim of promoting and consolidating entrepreneu-

rial projects

These programmes usually include a series of support services for startups, so 
that they can move from a conceptual idea stage to a stage of market conso-
lidation and growth, the so-called scale-ups. 

For the correct design and implementation of a programme to support di-
gital startups, it is advisable to take into account different factors, which are 
detailed below.

5.1. Maturity level of the target startups and entrepreneu-
rial team 

One of the keys to successful programmes is to adopt a customer-centric 
approach, which enables tailoring programme services to the specific cha-
racteristics of potential beneficiaries.
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We can define the following levels, depending on the profile and level of the 
venture:

a) Self-employment:

Self-employment is a form of work that consists of generating income in-
dependently4. This includes, for example, sole proprietors and independent 
professionals offering their services.

Although many entrepreneurial projects start with a single founder, this type 
of profile should not be included as a target for digital startup support pro-
grammes, due to their difficulty to scale and grow. 

b)  Startup: 

According to the entrepreneurship manual5 of the School of Industrial Orga-
nisation of the Spanish Ministry of Industry, up to 3 levels of maturity of the 
digital startup can be identified:

• Level 1: Entrepreneurs with their idea in the very early stages, barely in 
conceptual mode and without any kind of prototype. In this case, support 
programmes should focus on the initial training of the project team and 
the activities of designing the business model, identifying hypotheses and 
validating the most critical ones, such as the problem and the solution.

• Level 2: Entrepreneurs who have been working on their business idea for 
some time and who also have some experience in the methodologies of 
the process. In this case, programmes should aim to help the team accele-
rate the validation process, the construction of their first minimum viable 
products and their first sales tests in the market.

• Level 3: Entrepreneurs who already have an established business and 
some clients who have provided initial income. In the latter case, program-
mes should focus on the customer validation phase, helping the promoter 
team to increase the customer base by validating the channel, pricing and 
relationship hypotheses. At the same time, they apply agile product de-
velopment methodologies to launch more complete versions, depending 
on the feedback they get from customers. 

4 Source: https://economipedia.com/definiciones/autoempleo.html
5 Entrepreneurship Methodology Report. Escuela de Organización Industrial - EOI 
(School of Industrial Organisation).
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c) Scale-Ups
According to the OECD and the UK Scale-Up Institute, 

Scale-ups on organisations must have grown over the previous 
three financial years at an annual rate of over 20% in number of 

employees or turnover 

Most startup support programmes usually last between 4 and 6 months and 
are oriented towards profile b) (startups), with most of them reaching the 
customer discovery phase. 

Although there are opportunities to design specific support programmes de-
pending on the level of maturity we have seen, combining different types of 
services.  

5.2. Programme design and services to be included

The fast development speed of digital startups, together with the level of ma-
turity of the project and the experience of the team, need to be taken into ac-
count when designing the different services to be included in the program-
me. The following is a set of options that can be chosen on a case-by-case 
basis. 

• Mentoring 
Already explained in detail in point 2, it is perhaps the most valuable service in 
a support programme for digital startups.
There can be 2 types of mentors: generalists (knowledgeable about the Lean 
startup process and the digital sector) and specialists (experts in a specific 
topic, e.g. e-commerce). 

• Training
It consists of the teaching of theoretical and practical contents to the partici-
pants in the programme. The curriculum can be very broad, from the metho-
dology itself, specific tools, attitudes of the entrepreneurial team, etc.
They are very important for profiles with little experience and projects in the 
early stages.  These are usually group activities attended by programme par-
ticipants. They are normally synchronous activities, lasting between 1 and 4 
hours per session. 

• Project management & Milestones
To ensure the progress of entrepreneurial projects, a good practice is to iden-
tify milestones to be achieved during the process, beyond the traditional fo-
cus on technology development (TRLs). 
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Each programme should identify the final and partial milestones to be achie-
ved by the participants, it is recommended base them on the milestones out-
lined in Steve Blank’s Entrepreneur’s Handbook (see section 3.4).
A good practice is that the overall programme manager should conduct re-
gular interviews with participants to ensure progress on milestones. 

• Market access. Business challenges and corporate venturing
It consists of establishing the opportunity for participants to contact potential 
customers (B2B environment) or channels (B2C environment) and is a clearly 
differential service in a startup support programme.
The programme’s managing body acts as an intermediary, identifying com-
panies or organisations that can take advantage of the startups’ products or 
services and designing activities to present the solutions. 

This service can be designed in two ways:

o Business challenges
The call is made to startups to solve a specific challenge of one or several 
companies.
At the end of the programme, the sponsoring company will select the most 
interesting solutions. 

o Presentation to companies
The projects participating in the programme will present the developed 
solutions to a group of companies or clients in order to carry out pilot pro-
jects with them. 
The support programme manager is responsible for identifying the most 
suitable companies for the participating startups. 
An example of this service is the SME Instrument Business Day, where star-
tups supported by the programme were presented to large European cor-
porations. 

• Access to finance and investment.
It consists of activities that enable digital startups to get in touch with po-
tential investors. The most common activity in this service is the organisation 
of an “Investor day” or “Demo day”, in which entrepreneurs make a short 
presentation of their projects to a jury or group of investors, who evaluate the 
project and establish contacts for possible agreements. 

This type of activity is particularly interesting in projects that require high in-
vestment for product development and in the seed or pre-seed capital phase. 
One should note that private investors are currently not financing projects 
that have not proven to have some initial customers. 
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• Access to internationalisation
It consists of facilitating the necessary services that favour the internationali-
sation of the programme’s startups. 
This service is aimed at startups with a high degree of maturity (level 3), as in-
ternationalisation requires the business model to have been validated in the 
local market. 

Beyond classic internationalisation strategies such as trade missions or parti-
cipation in trade fairs, an interesting opportunity is their participation in Eu-
ropean innovation programmes, such as the EC Accelerator6 and the startup 
programmes in the different industry verticals of the European Institute of 
Technology7 (especially the EIT Digital vertical). Other programmes such as 
Erasmus+8 allow promoters to stay in other countries as part of their appren-
ticeship. 

In addition, the programme manager can take advantage of their own ne-
twork of international contacts to facilitate the design and implementation of 
exchange activities and contacts among participants. The case of the Enter-
prise European Network9 is a great opportunity. 

• Physical space
It consists of the provision of physical spaces in which programme partici-
pants can settle. This was one of the first services offered in this type of pro-
gramme, although it is becoming less and less interesting, due to the increa-
se in public and private co-working spaces and the trend towards remote 
work, especially applicable to digital startups.

In case of offering physical space services, they should include a clearly di-
fferentiated value proposition, such as use of high-value facilities and equip-
ment (3D printers, simulation spaces, etc.) or direct access to customers (e.g. 
Google Campus).

Each startup support programme needs to identify which services are most 
suitable for its target group and then tailor them accordingly. The following 
table summarises the different services and the priority to be included de-
pending on the profile of the projects. 

 

6 https://eic.ec.europa.eu/eic-funding-opportunities/eic-accelerator_en
7 https://www.eitdigital.eu/
8 https://ec.europa.eu/growth/smes/supporting-entrepreneurship/eras-
mus-young-entrepreneurs_en
9 https://een.ec.europa.eu/
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Source: Own elaboration

5.3. Programme implementation

The implementation of a digital startup support programme can be divided 
into 2 main phases.

 5.3.1. Recruitment of participants

Once the programme has been designed, a communication campaign needs 
to be carried out to promote it and receive applications from startups. In the 
campaign, the selection criteria are established based on the previous design. 
 
Recruitment can be done in two ways: either specific calls, with a deadline 
for enrolment, or in an “evergreen” format, where enrolment is always open, 
depending on places and available capacity.

Once the application forms have been received, the programme leader needs 
to conduct an interview with the candidates in order to evaluate them:

• Project maturity level
• Level of knowledge and experience of the entrepreneurial team
• Commitment of the team to the programme (e.g. time spent on the pro-

gramme, interests and motivations, etc.).

After the evaluation, the startups will be informed of the result, both those 
selected because they meet the defined criteria and those that do not. It is 
good practice not to relax access criteria, even if there are still vacancies, as 
this will allow for better use and results of the programme. 
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 5.3.2. Programme implementation

A large part of the success or failure of such programmes is due to the correct 
coordination of their implementation, according to the design. In this case, it 
is good practice for each programme to have a project manager or project 
leader, who is responsible for ensuring the smooth running of the activities.  

The duties of this role are:
• Conduct regular coordination meetings with the mentoring team to mo-

nitor the implementation of the programme and the progress of the star-
tups.

• Conduct regular meetings with participating startups to check their pro-
gress and level of satisfaction with the service. 

• Identify improvements or changes during the implementation of the pro-
gramme, based on the specific needs of the participants. 

• Oversee the proper implementation of the programme as a whole. 

5.4. Monitoring indicators

One of the common criticisms of startup support programmes is the lack of 
accountability for their impact. To overcome this situation, a good practice is 
to define metrics to measure the outcome and impact of the investment. 

The European Institute of Technology (EIT)10 defines a series of cross-cutting 
indicators to measure the impact of the programmes carried out by each of 
its clusters, known as KICs. 

These impact indicators can be used as benchmarks to measure the impact 
of programmes and policies to support digital startups, as they can be com-
pared among different organisations.

Short term (6 - 12 months)
• Number of startups participating in the programme
• number of people participating in the programme
• Number of products or services launched on the market during the pro-

gramme
• Number of startups legally incorporated as a result of the programme

Medium term (12 - 36 months)
• Number of direct (non-founding) jobs created
• Number of invested/funded startups in the programme
• Investment received by participating startups

10 https://eit.europa.eu/who-we-are/eit-glance/mission
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Long term (+ 36 months)
• Mortality of startups: Number of startups closed vs. number of participa-

ting startups
• Number of scale-ups (20% growth in turnover over 3 years)
• Exits: number of capital outflows by investors. (including IPOs).

These proposed indicators are programme output indicators. In order to have 
a complete picture, it is advisable to include input and process indicators such 
as the following:

Input
• Attractiveness of the programme: Number of applications/Places availa-

ble x 100. A ratio higher than 100 means that the demand is higher than 
the supply of places and therefore, the selection process will be of higher 
quality.

• Investment per startup: Total cost of the programme/Participating star-
tups

• Investors/External companies involved.

Process
• Programme completion % . Number of participants completing/number 

of participants starting.
• % milestones completed by participants. This indicator is essential to va-

lidate the correct design of the programme and to iterate based on the 
results.

• Number of external agreements at the end of the programme (customers 
or investors) 

One of the most complex aspects to measure is the cost-effectiveness of a 
startup support programme, especially those funded by public money. A re-
commendable approach is the methodology developed by the University of 
Deusto called ROI entrepreneurship, which analyses public expenditure, pu-
blic income and the value generated through an online tool available free of 
charge at www.roiemprendedores.com (only available in Spanish). 
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