
“Entrepreneurs fail not because they can’t build products, identify markets, market their 
products, or price their products properly, but because they conduct these activities in the 

wrong order and run out of money before they get traction.”

“Building a startup is like climbing a mountain covered in fog. Take your time to work out 
which mountain looks worth climbing first.”

Pick a person and a 
promise/outcome. Write 

it down

Early-stage B2B process: Picking a market, 
delivering an outcome

Criteria: Someone 
with money that we 

have access to

Do we have 
evidence that it’s a top 

need? Are their challenges with 
achieving it? Do they 

have money?

Conduct experiments or 
discovery interviews to 

validate

NO

YES

Ideate (e.g. design 
sprint), and create a 

mockup that 
demonstrates the 

outcome

Generate meetings using 
mock-up and message 

Conversation rate > 5%
NO

Conduct sales calls and 
get commitment 

Conversation rate > 
10%

NO

YES

Create manual process / 
Wizard of Oz prototype 
that delivers outcome

YES

Results achieved for 
customer?

Results 
duplicated in 3+ 

independent 
environments?

Develop product to 
increase efficiency of 

manual process

Results achieved for 
customer?

Results 
duplicated in 3+ 

independent 
environments?

Customers 
provide testimonials 

and pay in full?

Bingo bango. Let’s begin 
to scale and get initial 

traction

NO

NO

NO

NO

NO

Fill out a Value 
Proposition

Do all critical 
assumptions have 

data to support 
them?

Conduct experiments to 
validate

NO

YES

YES

YES

YES

YES

Step 1 
Finding a problem 
worth solving

Move on when… 

We’ve found 5+ people - who 
represent a satisfactory TAM - who: 

• Have a top need, with problems, 
and money to spend 

• And are looking for a solution 
now 

 
And when all business-critical 
assumptions have been tested.

Step 2 
Find a solution that 
people are willing to 
pay for

Move on when… 

We’ve found 3+ people who have 
given satisfactory pre-sale signals. 
Signals can include: 

• Further time commitment (e.g. 
time to give feedback on 
wireframes) 

• Reputation risk commitments 
(e.g. intros to peers) 

• Financial commitment (e.g. 
Letter of intent or pre-order) 

 
At this stage, we’re most happy with 
financial commitments… 

…but we will - at a stretch - take 
significant time & reputation risk 
commitments plus overwhelming 
feedback and enthusiasm if the first 
solution is quick to build (time and/
or cost).

Step 3 
Delivering an 
outcome

Move on when… 

Our scrappy MVP has delivered the 
desired results for the customer in 
3+ independent environments

Step 4 
Delivering an 
outcome

Move on when… 

Our leveraged MVP - i.e. one that is 
somewhat ready to scale - has 
delivered the desired results for the 
customer in 3+ independent 
environments, customers have paid 
and have provided testimonials

Draft Lean Canvas 
and review for 
unreasonable 
assumptions

Draft Lean Canvas 
and review for 
unreasonable 
assumptions

“In my experience some of the most fatal and expensive mistakes founders make is trying to 
skip steps.”


