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BUILDING IDEAS
Putting ideas in order
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a.- Traditional Canvas method: your business model on one page
The Business Model Canvas (BMC) offers you the structure of a business plan but more
structured and simplified. It is based on our brain structure, because you have on the right side
the more expressive and creative parts, and in the left side the logic and analytic skills. It is the
same for our brain: the right side is the emotional or creative side and the left one, the rational.
We work with nine construction “blocks”:
1. Customer Segments: Who are the customers? What do they think? See? Feel? Do?
2. Value Propositions: What’s compelling about the proposition? Why do customers buy,
use?
3. Channels: How are these propositions promoted, sold and delivered? Why? Is it
working?
4. Customer Relationships: How do you interact with the customer through their
‘journey’?
5. Revenue Streams: How does the business earn revenue from the value propositions?
6. Key Activities: What uniquely strategic things does the business do to deliver its
proposition?
7. Key Resources: What unique strategic assets must the business have to compete?
8. Key Partnerships: What can the company not do so it can focus on its Key Activities?
9. Cost Structure: What are the business’ major cost drivers? How are they linked to
revenue?
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The Canvas model is very popular with entrepreneurs and intrapreneurs for business model
innovation. It have three main advantages:
Focus: Canvas is “the business model on one page”, so is very visual and you don’t need to read
(or reread) 40 or 50 pages of a traditional business plan.
Flexibility: if you work with post-its, for example, it allows you to make changes in your business
model and not to “make mistakes”.
Transparency: if you have a team, they will know a lot about your business because everyone
can read a page, but not 40 or 50 from a traditional business plan.

1. - Customer Segments
In this first segment or “block”, you have to be able of answer these questions:
Segment Dimensions: do you have a single or multi-sided market? For example, if you have an
App, you can have direct customers and advertisers, so you have to analyze each segment and
all its relative blocks.
Segment Composition: you need to know what the components of your segment are: people,
enterprises, public bodies, etc. Once you know this you have to define the kind of “persona”
that you will have (adults from 30 to 45 years old).
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Problems, Needs, Habits & Current Alternatives: what job are you doing for the customer? What
need are you fulfilling? You have to identify an existing problem or need and think about
alternatives.
As a result of this part, you would have defined the segments of customers, their needs, their
social-demographic profile, etc. Don’t be afraid of having a specific profile of customer because
sometimes, the market niches are more profitable than the general market.

2. - Value Propositions
You have to think in this “block” about the problems or needs that you are fulfilling. What is the
difference between us and the competitors? What is unique about your Value Propositions? For
example, if you sell coffee, you have to think on why you are different, why the customer will
buy your coffee (for example, you make coffee of very rare flavours). In this example, your value
proposition can be singularity, exclusivity or variety.

3. - Channels
In this block, you have to consider the channels through which consumers find out about your
product (television, social networks, etc.) and the channels through which your product is sold,
for example local shops, own facilities, big surfaces, etc. If you use Google AdWords, that’s a
Channel, too (to get attention).

4. - Customer Relationships
Each buying process has a cycle, so we have to decide which relationship we want to have with
our customers. Do we want to offer a complete service? Do we want to give low price and basic
services? Do we want to have loyal customers?
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So determine
o

Can the Value Proposition be delivered to the Customer this way? All the way through
from promotion, to sale, to after sales service?

o

Can you make the numbers work?

o

Is there a premium support product you need to create/test? Many companies, like
Apple, have rejected the false choice of ‘Do we provide phone support or not?’ instead
offering personal support for a reasonable charge.

At this moment, we will have these four areas completed, explaining our product or service, our
customer and how is our relationship and how the product arrives to this customer.

5.- Revenue Streams
At this point, you have to link propositions with segments to think about the revenues that you
will have. You have to think about the margin of profit on your product or service.
It is important to be honest in this part, because a good idea has to be profitable for you. Think
about how to monetize your idea.

6.- Key Activities
You have to think now about the crucial things the business needs to make all the processes that
we have created work. For example, if selling through 3rd parties is part of the model, then
activity around channel management is probably pretty important.
Learning techniques to build the product, training about technological tools, and this probably
includes maintaining superior expertise on the segment(s) and creating or acquiring products
and services that are a good fit, whatever that entails.
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7.- Key Resources
In this part, you have to include items about the product, scope and infrastructure that you will
need. Key resources are the strategic assets that you need in place and those that you need in
place to a greater or more targeted degree than your competitors.

8. - Key Partnerships
We have discussed Key activities and resources, so now we have to think about who will be the
partners that supply main resources, promote our expertise or help us to communicate our
products or services.
What Activities and Resources are important but not aligned with what’s uniquely strategy for
you? What’s outside of your business type? Could partners do some of those? Why? Which?

9.- Cost Structure
What are the main costs? Are they well aligned with the key Value Propositions? What kind of
costs are they? Now make a list of all the costs and look if your business and compare with the
revenue to see if your business is profitable.

10.- Last step
o

The most core and obvious applications of the Canvas are to ask:

o

Does it make sense?

o

Could it be better?

o

Does the rest of my team understand and agree? Any additional ideas?

11.- Look at competitiveness
Now you understand your business, but you have to study your competence, the environment
and think about if and how you have/maintain a long term competitive advantage.
Activity 1
Build a Canvas Model, think about an idea that you consider interesting or the teacher can give
you an idea. Look at the simply example and make your idea more complete. Use Post-its.
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EXAMPLE
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b.- Lean Canvas Model
It represents the same idea that Canvas Model, but with other variables. On the right part you
have the market, and on the left part, your product. So now, we are going to revise how it

1.- The Problem
Top 3 Problems
At this point you must think about your customers: what needs do they have? What are their
problems? We have a lot of different techniques to find out the main problems:
o

User Interviews

o

User Tests

o

Surveys and Questionnaires

o

Existing Alternatives

We are not alone in the market, so we have to think about competitors or different solutions
that customers have to solve these problems. How else can your customers address their
problems? What products or services already exist as alternatives to yours?
Ask your customer, use social media or publications to try to understand this phenomenon.
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2.- Your solution
Top 3 Solutions
Now, define the top features or capabilities of your product that can help the customer to solve
the problems that we have identified.

3.- Key Metrics
Key Activities to Measure
Which statistics indicate how well your company is doing? What are the numbers that we are
going to follow to know if our business works to not?
Key Metrics allow us to evaluate if our business is successful in determinate process or results.
You can think about visitors, buyers, comments in social networks, etc.
Every sector of a business has specific metrics that should be monitored. Think about which
metrics can help you to understand the functioning of your business.

4.- Customer Segments
Target Customers
What kind of customer do you think that will benefit your product or service? Is it a group? A
niche? Is it the final consumer? You have to make you questions about WHO is going to sell and
to use your product or service.
The first segment in importance are the early adopters, the first kind of customers that will use
your product or service.

5.- Unfair Advantage
Can’t be easily copied or bought
What is your competitive difference? What makes you special and unique? Here you have some
examples:
o

Inside Information: if only you have information or training to understand a question,
you have an advantage in this sense.

o

Personal Authority: If you’re a scholar in a specific field, an award-winning builder of a
certain product, or expert on given services, you hold sway over competitors.

o

Community: If you can establish a community of customers, loyal customers, you have
a very difficult advantage to achieve.
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o

Internal Team. who are the people that are working with you? Think about it.

o

Reputation. your image, are you well positioned?

It is important to determine how we will be safe from copy or imitation.

6.- Channels
Try to understand the path of Customers. For example, how will consumers come in contact
with your brand? Which is the first impression? Through social media? And at local level?
Through advertising?
Identifying consumer journeys is crucial to ensure that customer will arrive to our product or
service. You have to analyze three different moments:
Before Purchase:
o

Social media platforms

o

Advertising

o

Word of mouth

During Purchase:
o

Main website

o

Conversations with sales or other team members

o

Catalogs

o

Process of personal attention

After Purchase:
o

Follow-up “Thank you” notes

o

Email updates on new products or features

o

Customer feedback surveys

7.- Unique Value Proposition
You have to offer a Single Clear Compelling Message
The customer has to understand which value are you proposing, what are you improving, how
they are going to solve their problem, etc.
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Some tips:
1. Easy to understand in a few seconds.
2. You should communicate the benefit a customer receives from using your products and/or
services.
3. Explain why the customer has to buy your product or service and not competitors ones.

8.- Cost Structure
As in the traditional Canvas, try to find out what are your costs, and make sure your customer
lifetime value exceeds your acquisition cost.
It is one of the most important parts.

9.- Revenue streams
How do we get money back into the business? Which is the economic model of our business?
Here you have some examples.
1. Asset Sales: Consumers pay to purchase ownership of your product (book, clock, etc.)
2. Usage Fees: Consumers pay for the number of uses of your product (to see a film in AppStore,
etc.)
3. Subscription Fees: for example, a Netflix or Spotify subscription.
4. Delivery or Installation Fees: Consumers pay for the installation and/or delivery of your
product or service.
5. Advertising: Companies pay you to advertise their product or service on your site.
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Look at the example of a social network about design:

Activity 2
Build a Lean Canvas Model, think about an idea that you consider interesting or teacher will give
you an idea. Use Post-its.
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c.- Social Canvas
These days in Europe, Social enterprises are becoming more and more relevant. This is the
idea of shared value, improving elements of our society through business ventures. That’s the
reason why this tool, the Social Canvas, is becoming more relevant.

Elements of the Social Canvas


Key resources: the same idea than as the traditional Canvas, think about what you
would need to start your business, what resources.



Partners + key stakeholders: similar to key partners in traditional canvas, but here we
include the element of stakeholders (groups interested in our social business).



Key activities: it’s not only about our machines and physical elements. In this section
we consider the activities we will need to develop our business: design, empathy, etc.



Type of intervention: consider if you are establishing a service or selling a product.



Channels: think about how would you reach your customers.



Segments



o

Beneficiary: think about who would be the beneficiary of your intervention:
disabled people, people in risk of exclusion, etc.

o

Customer: who would buy your product or use your service? Are they different
from who the beneficiaries are?

Value proposition
o

User: think about how the beneficiary would perceive that your initiative is
interesting for them.

o

Impact measures: think about how would you communicate that you are
creating a social impact

o

Customer: think about why the customer will choose your product or service
instead of another in the market.



Cost: same as the traditional Canvas



Surplus: this section is about how you are going to reinvest your profits



Revenue: same as the traditional Canvas
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Look at the example:

Activity 3
Build a Social Canvas Model, think about an idea that you consider interesting or the teacher will
give you an idea. Develop it in groups and think about the social part of this method. Use Post-its.

Discussion 1
Which model do you think is better? The traditional Canvas, the Lean Canvas or the Social
Canvas?
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 SELF-ASSESSMENT
1. Canvas method is a technique to…
a. Build ideas
b. Develop ideas
c. Generate ideas
2. The main difference between the Canvas and the Lean Canvas is…
a. That Lean does not have cost structure
b. That Lean does not have a customer’s section
c. Lean introduces the problem and the solution

3. Lean Canvas introduces the…
a. Key revenues
b. Key metrics
c. Key activities

4. Social Canvas can help you to develop…
a. Traditional business
b. Social Business
c. Innovative business

5. Social Canvas is inspired in…
a. Offer-demand theory
b. Stakeholders theory
c. Shared value theory

1-a; 2-c; 3-b; 4-b; 5-c
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