
Business ModelIsrael
Griol 

Barres

igriol@ideas
.upv.es

@igriol

GENERATION

October 31th 

2023

mailto:igriol@ideas.upv.es
mailto:igriol@ideas.upv.es


About 

ME

Telecommunication engineer. 

PhD in Electronic engineering.

Former Electronic designer at 

Analog Devices.

StartUPV Ecosystem Manager 

at UPV.

Mentor of  startups at Climate 

KIC Accelerator. Trainer for 

CLP.

Father of  a miracle.



So what makes for a
successful start-up?



Start with a 
brilliant 
founder 
like...



Mike, 34 
Stanford 
Alumnus



he used to be an...



Experienced 
Exec



All his 
operating 
experience 
built up 
some...



...outstanding 
credentials!



One day Mike has...



A “killer” 
product 
idea!



A “killer” 
product idea! 
he’s really
passionate 
about it



Mike’s experienced.

He knows how to 
test his idea using...



...market 
research



The research looks 

good!

Mike moves forward, 
and writes a 
fantastic....





Great!
Based on the 
credentials, 
research, and plan, 
Mike has secured 
the final piece...



...VC Funding!



Money in hand,
Mike get’s started on



...building his
start-up.



He makes the 
headlines of 
every major...





... and he is 

invited to give...



...keynote 

talks



Mike and his 
start-up are 

on a roll!



How likely is 
this business 
to succeed?



Despite the
experience, research
and plan...



...Mike 
slipped up.
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Let’s help 
Mike with the 

things he 
didn’t know.



No business 
plan survives

the first 
customer 
contact.



Sticking to a 

planning document 

works for a known 

future, not for a 

start-up context.



EVERYTHING STARTS 

WITH…



EVERYTHING STARTS 

WITH…



What is the 

value of an 

idea?



Are you afraid 

of business 

idea thieves?



EJEMPLOS



SPRINGWISE



COOL BUSINESS IDEAS
http://www.coolbusinessideas.com/

http://www.coolbusinessideas.com/


CROWDFUNDING



CONCLUSIONS
Ideas have no value

Ideas are free

People will help you to transform 
your idea into something valuable

There are only two kinds of people:

Who give excuses.

Entrepreneurs.



A startup is not a small company.



So, what’s a 
startup?



Steve Blank



Eric Ries



Startup VS Company



A Startup looks for a 
business model

A Company executes a 
business model



What is the main goal of  a 
startup?



What is the main goal of  a 
startup?

TO STOP BEING A 
STARTUP…



What is the main goal of  a 
startup?

TO STOP BEING A 
STARTUP…

… AND TO BECOME A 

SUCCESSFUL COMPANY



Lean Startup



Lean Startup



Lean Startup



Lean Startup



Lean Startup



Alex Osterwalder

Business Model Canvas



Business Model Canvas



CUSTOMER SEGMENTS

images by JAM

which customers and users are you serving? 
which jobs do they really want to get done?



VALUE PROPOSITIONS

images by JAM

what are you offering them? what is that 
getting done for them? do they care?



CHANNELS

images by JAM

how does each customer segment want to be reached? 
through which interaction points?



CUSTOMER RELATIONSHIPS

images by JAM

what relationships are you establishing with each segment? 
personal? automated? acquisitive? retentive?



REVENUE STREAMS

images by JAM

what are customers really willing to pay for? how? 
are you generating transactional or recurring revenues?



KEY RESOURCES

images by JAM

which resources underpin your b.model? 
which assets are essential?



KEY ACTIVITIES

images by JAM

which activities do you need to perform well in 
your b.model? what is crucial?



KEY PARTNERS

images by JAM

which partners and suppliers leverage your model? 
who do you need to rely on?



COST STRUCTURE

images by JAM

what is the resulting cost structure? 
which key elements drive your costs?



Business Model: Santa Claus



Business Model: Nesspreso



Market Pull vs Technology Push
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Market Pull

Technology Push



CUSTOMER 
SEGMENTS



HOMOGENEOUS
SEGMENT

NON 
HOMOGENEOUS 

SEGMENT



QUIERO HACER UNA APP DE 
HACER Y PUBLICAR FOTOS



















1. Brainstorming



Which one is the best one to start?



Example: Ink free printer
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I WANT TO CLEAN BOATS





CREATING VALUE
How can I start?



Customer list
Everyone that ownes a ship.

More specific:

1. Boat Owners (B2C)
2. Ship rental companies

3. Nautic clubs

4. Maintenance companies



Customer list
Everyone that ownes a ship.

More specific:

1. Boat Owners (B2C)
2. Ship rental companies

3. Nautic clubs

4. Maintenance companies



What you should aim for…

T G D I Y C 
M N

Ken Morse, 2011
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What you should aim for…

Total 

Global Domination

in your 

Chosen Market Niche
Ken Morse, 2011



Where to start?

Resources are limited

You need to pick 1 segment 

to conquer first

Establish credibility

Then conquer the other 

segments
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Beachhead Market

Your first entry into the market

Small enough to become a significant player

Big enough to generate some cash
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Selection Criteria

Buyer? Early adopter?

Well-funded?

Buying reason?

Accessible?

COCA?

LTV?

Whole product?

Competition?

Next segment?

Founder’s Dream?

Like the customer?
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Selection Criteria

Decision Making process? 

Well-funded?

Big problem?

Few competitors?

Next segment?

Do you like these people?
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Blade

Manufacturers

5

3

3

2

2

3

1

2

2

5

5

33

3

3

2

4

4

4

3

3

4

3

3

36

2

1

4

5

2

4

2

4

2

2

1

29

3

5

2

2

1

2

1

1

3

3

2
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Marine Railway Automotive

Example

2. Choose the beach head market



Value Proposition Example: inTouch

technology is proven

Data Collection

Heart-rate

Movement

Intellectual Property

Algorithm that correlates data 
to positive response

inTouch

At the moment, Michelle can use…

Photos:      gadgetrivia.com
mothering.com
sheknows.com

parents.com
allvoices.com

Heart-rate monitors Intuition Professional 
Ultrasound

Consult “Dr. Google”

With                 , Michelle may…

read to her baby, then receive feedback.

inTouch
inTouch

Connecting mommies with their babies

inTouch
Facilitating intimacy and providing reassurance.



Women in the US

157 M

Pregnant 
Annually

6 M

First Time 
Moms

2 M
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MARKET SEGMENTATION

Sponge Fiber

Sponge Composite

Sponge Powder

Sponge Products

3. Define market strategy



SOLATOM



SOLATOM



SOLATOM



BUSINESS MODEL CANVAS – Alexander Osterwalder



BUSINESS MODEL CANVAS – Alexander Osterwalder

Medium 

companies in 

meat sector.

B.H. market:

Top 30 in the

south of

Spain.



VALUE 
PROPOSITION











Why would 
anyone buy our 

product?



B2C or B2B?

Start-up Business

$

Start-up Consumer

$



Why buy your product?

Addresses a need, solves a pain or 

problem?

In B2C reasons can be both economical 

and emotional

In B2B it is always about economic benefit.

How can you help your customer to make 

more money?
120



1) CHEAPER

2) BETTER:

1) NEWNESS, TECHNOLOGY

2) CUSTOMIZATION

3) DESIGN, PERFORMANCE, USER EXPERIENCE

4) BRAND

5) COST REDUCTION

6) “GETTING THE JOB DONE”

7) OTHER VALUES: ECO, CLEAN…

VALUE PROPOSITION if B2C



1. Lower costs

2. Better quality

3. Reduced capital investments

4. Other ways: i.e. improved 

competitive position

VALUE PROPOSITION if B2B



1. SIX times longer duration

2. FIVE times higher effectiveness 

3. At least THREE times lower quantity applied.

Quant. Value Prop. 

SMART SKIN CARE  Long-lasting protection for your skin
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Quant. Value Prop. 
Assume Typical Herd Size of 1,000

Current process

Process w/ Meater

200 cattle develop 
BRD

50 deaths
Lost revenue 
($997/head)

150 illnesses

Treatment cost

($16/head)

Reduced feed 
efficiency 

($15/head)

Lower quality  
grade ($58/head)

150 cattle 
develop BRD

25 deaths
Lost revenue 
($997/head)

125 illnesses

Treatment cost

($16/head)

Reduced feed 
efficiency 

($15/head)

Lower quality  
grade 

($58/head)

Loss to disease:
$63K

Loss to disease:
$36K

$27 per 

calf

Loss to disease:
$63K



Example: Snocom

Snocom Airports

Snow Removal 

Machines 

(“Snowcubers”)

€200K / 

Machine

$





Airport wants to operate 

more profitably

0 500 1.000 1.500

Tractor + Snow Plough

Snocuber

Profit
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1

3

0



1

3

1



Upcycle coffins



SOLATOM



SOLATOM



Solatom



BUSINESS MODEL CANVAS – Alexander Osterwalder

Saving 2000

liters of gasoil 

→ x euros

, and 5t CO2

per module 

Medium 

companies in 

meat sector.

B.H. market:

Top 30 in the

south of

Spain.



CUSTOMER 
RELATIONSHIPS & 
CHANNELS



1) HOW DO WE INFORM OUR CUSTOMERS?

2) HOW DO THEY SEARCH US?

3) HOW CAN THEY PURCHASE OUR PRODUCTS?

4) HOW ARE WE DELIVERING THE PRODUCT?

5) DO WE PROVIDE  AFTER SALE SUPPORT?

CHANNELS



Ventaja Competitiva



1) PERSONAL ASSISTANCE

2) DEDICATED PERSONAL ASSISTANCE

3) SELF-SERVICE

4) AUTOMATED SERVICES

5) COMMUNITIES

6) CO-CREATION: Customer is involved in the

creation of the product.

CUSTOMER RELATIONSHIPS



Mon Orxata



BUSINESS MODEL CANVAS – Alexander Osterwalder

Saving 2000

liters of gasoil 

→ x euros

, and 5t CO2

per module 

Platform to measure

energy and carbon

emissions

Salesman: phone

Platform

Salesperson

Transport company

Medium 

companies in 

meat sector.

B.H. market:

Top 30 in the

south of

Spain.



KEY RESOURCES



1) PHYSICAL: Manufacturing facilities, 

buildings,vehicles, machines, systems, 

point-of-sales systems, distribution

networks…

2) INTELLECTUAL: Brands, IP, partnerships, 

customer databases…

3) HUMAN

4) FINANCIAL

KEY RESOURCES



Ventaja Competitiva



Competitive Advantage

Customer lock-in

Long-term agreements

Suppliers, customers, distributors

Regulation

Branding

Intellectual property

Patents, trademarks, copyrights, 

trade secrets



YOU ARE THE PERFECT TEAM…

… BUT IF YOU DON’T DESCRIBE 

IT PROPERLY …



… YOU’RE GOING TO SEEM X TIMES THE 

SAME PERSON.



Three profiles for a Dream Team:

“To run an efficient team, you only need three 

people: a Hipster, a Hacker, and a Hustler.”



Three profiles for a Dream Team:

When the Hipster brings the creative design 

and cool factor, the Hacker brings their utility 

belt of  technology solutions, and the Hustler

finds the right way to package it all up and 

take it to the masses in the form of  sales and 

partnerships, it is a combination that is tough 

to beat.

The only question is, does your team have all 

three?



BUSINESS MODEL CANVAS – Alexander Osterwalder

Saving 2000

liters of gasoil 

→ x euros

, and 5t CO2

per module 

Platform to measure

energy and carbon

emissions

Salesman: phone

Platform

Salesperson

Transport company

Patent

Team

Grants and

investment

Medium 

companies in 

meat sector.

B.H. market:

Top 30 in the

south of

Spain.



KEY ACTIVITIES
& PARTNERS



1) PRODUCTION/FABRICATION

2) PROBLEM SOLVING

3) PLATFORM/NETWORK

4) DISTRIBUTION/LOGISTICS

5) R&D

KEY ACTIVITIES

KEY PARTNERS

PROVIDERS, DISTRIBUTORS…



BUSINESS MODEL CANVAS – Alexander Osterwalder

Saving 2000

liters of gasoil 

→ x euros

, and 5t CO2

per module 

Platform to measure

energy and carbon

emissions

Salesman: phone

Platform

Salesperson

Transport company

Patent

Team

Grants and

investment

Marketing

Production

Platform mgm

R&D

Transport company

Aluminium provider
Medium 

companies in 

meat sector.

B.H. market:

Top 30 in the

south of

Spain.



REVENUE AND 
COST STREAMS



1) ASSET SALE

2) USAGE FEE

3) SUBSCRIPTION FEE

4) LENDING/RENTING/LEASING

5) LICENSING

6) INTERMEDIATION

7) ADVERTISING

REVENUE STREAMS



X-Selling

Sell products from partners.

Up-Selling

1 month free if you subscribe for a year.



1) Fixed and Variable costs

-Fixed if they are the same despite

the volumen of goods or

services provided.

- Production, Sales and 

Financial.

- Economies of Scale and 

Scope.

2) Define main cost

It is usually OPEX, especially

salaries.

COST STREAM



BUSINESS MODEL CANVAS – Alexander Osterwalder

Saving 2000

liters of gasoil 

→ x euros

, and 5t CO2

per module 

Platform to measure

energy and carbon

emissions

Salesman: phone

Platform

Salesperson

Transport company

Patent

Team

Grants and

investment

Marketing

Production

Platform mgm

R&D

Transport company

Aluminium provider

~10k€ per module + maintenance fee

Medium 

companies in 

meat sector.

B.H. market:

Top 30 in the

south of

Spain.

Material and Production costs

IP Staff



Life Time Value
Products/Customer/year x Life Customer

Products/Deal x Life Customer x Life 

Product

It should be more than 3 x COCA



Cost of  Customer Acquisition
Sales guy salary / new customers

Marketing expenses / new customers



Cost of  Customer Acquisition



Product

You sell ownership of  something

Margin/Product, Products/Year



Margin/Year Product

.

1

Products/Deal

Deals/Customer

Life Customer

Life Product (Years)

Margin/Year

Margin/Product

Price/Product

Cost/Product

Customers

15.000.000

Cost Sell/Customer

Products/Customer

Products/Year

Products/Customer/

1

2

2

300

Cost Sell/Product

Cost Make/Product

Market

Market Share

Products/Deal

50.000

1

1,0

2

Year

200

100

200

100.000

50%

50.000

300

600

(Years)

1

Life Product (Years)



Key Value Drivers

.

Price/Product Cost	Sell/Customer

600 200

Margin/Product Cost	Sell/Product Products/Deal

300 100 1

Cost/Product Products/Customer

Margin/Year Market

Life	Customer

300 2 (Years)

Cost	Make/Product Deals/Customer 2

50%

200 2

Life	Product	(Years)

1

15.000.000 100.000

Customers

50.000

Market	Share

1,0 Life	Product	(Years)

1

Products/Year

50.000

Products/Deal

1

Products/Customer/

Year



Facts/Assumptions

.

1,0 Life	Product	(Years)

1

Products/Year

50.000

Products/Deal

1

Products/Customer/

Year

15.000.000 100.000

Customers

50.000

Market	Share

50%

200 2

Life	Product	(Years)

1

Margin/Year Market

Life	Customer

300 2 (Years)

Cost	Make/Product Deals/Customer 2

Products/Deal

300 100 1

Cost/Product Products/Customer

Price/Product Cost	Sell/Customer

600 200

Margin/Product Cost	Sell/Product



Service

You sell use of  something or someone for a certain period: hour, day, 

month, year, etc.

Margin/Customer/Year, # Customers



Margin/Year Service

.

2.600

4

4

125

Cost Deliver/

Customer

500

Net Price/Year

900

Life Customer

(Years)

Cost Sell/Customer

Market Share

50%

Revenue/Customer

3.600

Cost/Customer

3.100

Margin/Customer

500

Life Customer

(Years)

Market

400.000

200.000

Margin/Year

25.000.000

Margin/Customer/

Year

Customers
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5

Insert between page 46-

47



In the base case by 2021, Company X envisages revenues of 

around 10.5 million Euro plus an EBITDA of around 1.8 million 

Euro […provide action title and fill-in your startup’s financials 

from financial model here]

1

7

6

* EBITDA = Earnings Before Interest, Taxes, Depreciation and Amortization

Source: Company X; Climate-KIC; Start-U-up

5.400.00
0

6.450.00
0

7.500.00
0

8.550.00
0

9.600.00
0

10.650.0
00

2016 2017 2018 2019 2020 2021

3.800.00
0

4.545.00
0

5.290.00
0

6.035.00
0

6.780.00
0

7.525.00
0

2016 2017 2018 2019 2020 2021

8.700.00
0

10.200.0
00

11.400.0
00

12.900.0
00

14.400.0
00

15.900.0
00

2016 2017 2018 2019 2020 2021

1.519.00
0

1.589.50
0

1.601.00
0

1.691.50
0

1.743.00
0

1.755.50
0

2016 2017 2018 2019 2020 2021

799.000 805.000 775.500 848.500 906.000948.000

2016 2017 2018 2019 2020 2021

3.604.00
0

3.851.00
0

3.894.00
0

4.109.50
0

4.255.00
0

4.330.50
0

2016 2017 2018 2019 2020 2021

Base case 

(€, excl. VAT)

Pessimistic case 

(€, excl. VAT)

Optimistic case 

(€, excl. VAT)

Revenues 

(excl. VAT)

Profit before tax

(EBITDA)*

Start year of financial planning period is first year of sales of your 

startup: adjust years of financial planning period accordingly here



Focus on your Early adopter

Has a problem

Is aware of  having a problem

Has been actively looking for a solution

Has put together a solution out of  piece 

parts

Has or can acquire a budget





Alexander Osterwalder /  Yves Pigneur “Business Model Generation: A Handbook for Visionaries, 
Game Changers, and Challengers (Generación de modelos de negocio)”

Eric Ries “The Lean Startup: How Today's Entrepreneurs Use Continuous Innovation to Create Radically 
Successful Businesses (El método Lean Startup: Cómo crear empresas de éxito utilizando la innovación 
continua)”

Ash Maurya “Running Lean: Iterate from Plan A to a Plan That Works”

Steven G. Blank / Bob Dorf “The Startup Owner's Manual: The Step-by-Step Guide for Building a 
Great Company (El manual del emprendedor: La guía paso a paso para crear una gran empresa)”

Bill Aulet “Disciplined Entrepreneurship: 24 Steps to a Successful Startup”
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