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Entrepreneur’s Mindset

converting ideas or solutions
into business

Welcome to the course Understanding Incubation and Entrepreneurship. This course will help you

build an entrepreneur's mindset and take you through various stages of how to convert an idea or
a solution into a business.
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Projects and Presentations

students
Entrepreneurs

All the lectures are recorded from our live classes at IIT Hyderabad and we also have included

their project discussions and presentations to help you learn from their experience.

The main idea behind this course understanding incubation and entrepreneurship is to encourage

you to become entrepreneurs and not graduate with degrees.
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What is
covered?

12 Exciting
Modules
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Introduction to Enterpreneurship

The Entrepreneur on their journey & lessons

Team Building

Customer Discovery - Solar Oven Case Study

Bio-Med Innovation & Entrepreneurship

New Age Entrepreneurship
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Business Model Canvas

Technology Led Entrepreneurship by SINE

[ITH Entrepreneurship in Academia

Proof of Concept/Minimum Viable Product

Start-up Projects by Students - 1

Start-up Projects by Students - 2

Well, we have you covered; we have twelve exciting modules for you wherein we have brought in
pre incubators and incubators from across the country and also expert mentors and consultants for
various discussions and deliberations thereon.
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Entrepreneur

Fear of failure

All of you should know that becoming an entrepreneur is not an easy job there is always the fear

to fail, but that should not stop you from starting up.
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What Entrepreneurship Entails?
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Entrepreneurs are people who
spot opportunities where others
see confusion.

Let us quickly dwell upon what entrepreneurship entails. Entrepreneurs are people who spot

opportunities where others see confusion, they break new grounds to solve problems and bring

economic prosperity to the country.
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Entrepreneurs break new
grounds to solve problems and
bring economic prosperity to the
country.
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Entrepreneurs are leaders and
have good grasp on all aspects of
business from planning.
execution, finance and product
ideas.

They are leaders and have a good grasp on all aspects of business from planning, execution,
finance, and of course, excellent product ideas. Let me share a story with all of you of how to start

small. It is very interesting that Bhavish and Ankit are students who started Ola, started very small.
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trip.com

offered holiday packages
and weekend trips

travel with passion



They actually started with a company called Ola trip, this company actually helped tourists to you
know navigate through various tourist destinations and help them you know booking and other

resources.

It is interesting that Bhavish while traveling to one of these locations had a severe problem with
the taxi service. The driver actually left him in the middle because he was negotiating while he
was on his travel and left him in the middle and then you know went away, this one idea triggered

the whole new company which was Ola.

(Refer Slide Time: 02:40)

OI. A Startup
Sucgss Story o

How Ola Became India's
Leading Cab Aggregator

a 2 N

Oon )
2010 m
Bhavish Agarwal *
founded OLA Cabs
with Ankit Bhati. 2011

OLA Cabs raised $500k
in Angel Investment

from Kunal Bahl and
other Investors.
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Ola Cabs raised $5 mn P——
from Tiger Global

Management. 2013

Ola Cabs raised $20 mn
from Matrix Partners &
Tiger Global
Management

2015

Ola became a unicorn

after raising over $900 mn

from different investors in .

Series E & F funding and 2016 @
also acquired TaxiForSure.

Ola started their 2-wheeler
service in Bangalore &
came into controversy
because of a price surge.
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Ola acquired Foodpanda
and Raised $1.1 Bn from

Tencent Holdings and 2018

Softbank & over $300 mn
from other investors. After raising over $250
mn in series | funding,
Ola expanded its
service to Australia.

2019

Ola raised $250 mn from
Softbank for Ola Electric
and expanded its cab Ola raised $250 mn from
service to London Softbank for Ola Electric
— and expanded its cab
service to London

| e - — Learn more at
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Tencent Holdings and

Softbank & over $300 mn 2018 V

from other investors. After raising over $250
mn in series | funding,
Ola expanded its

service to Australia.

Ola raised $250 mn from
Softbank for Ola Electric
and expanded its cab Ola raised $250 mn from
service to London ol Softbank for Ola Electric
and expanded its cab
service to London

Learn more at

- “ § wwwistartuptalky.com
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Customer discovery is the
key feature one should
follow for any startup

From the Ola story, we have learned that customer discovery is the most important feature in any
startup and you saw how Bhavish could trigger the change from being an Ola trip to a taxi-hailing

service.
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We are starting our lecture today with evidence-based entrepreneurship. You all can guess how
evidence is very important for a startup because you need to know whether your idea is good or

not and this is what our Gopalakrishnan Deshpande center for innovation and entrepreneurship has
been doing over the years with phenomenal success stories.
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Introduction to GDC



Let me now introduce you to the team from the GDC who are very very passionate about

entrepreneurship and who will take us through this journey of how to find out whether our idea

will work or not.
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GDC Team
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R. Raghuttama
Rao

4 6DC
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Chief Executive Officer, GopalaKrishnan Deshpande Centre
for Innovation And Entrepreneurship (GDC)

Chief Mentor of ICRA, a credit rating and analytical firm in
South Asia and a subsidiary of Moody's.

{ 6DC

We have two members from our GDC today we have mister Raghuttama Rao who is the chief
executive officer of the Gopalakrishnan Deshpande center for innovation and entrepreneurship.
Prior to this, he was the chief mentor of ICRA, a credit rating and analytical firm in South Asia
and a subsidiary of Moody's.
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Raghu'’s last executive role was as MD & CEO of IMACS, a
management consulting business which founded as a
subsidiary of ICRA, with an operating footprint in over 20
countries.

{ GpC



Raghu's last executive role was as MD and CEO of IMACS a management consulting business

which he founded as a subsidiary of ICRA with an operating footprint in over 20 countries.
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Raghu has post graduate diploma in Management from IIM
Ahmedabad and has done his Bachelor of Technology in
Mechanical Engineering from IIT Madras.

{ GDC

Raghu has a postgraduate diploma in management from IIM Ahmedabad and a bachelor of
technology in mechanical engineering from 1IT Madras. So, it is no wonder that we have alumni
working back in the IIT Madras and we can expect a lot of interesting insights and directions for

our entrepreneurship course from Raghu.
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{ 6nC

Let me now introduce you to our second speaker mister K. V. Anand.
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Chief Learning Officer, Gopalakrishnan Deshpande Centre
for Innovation And Entrepreneurship (GDC)

Anand has deep understanding of innovation and
entrepreneurship, the startup ecosystem in India, and
training & coaching methods.

{ 6nC

K. V. as we fondly call him has a deep understanding of the innovation and entrepreneurship

activities as well as a very deep understanding of the startup ecosystem in the country.
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He was a Senior Business Leader in pay television, cable,
broadband and e-commerce industries.

He was a member of a founding team and has served as the
Chief Service Officer of Tata Sky Ltd.

4 GDC

In his earlier avatar, he was a senior business leader in pay television, cable broadband, and e-

commerce industries. He was a member of the founding team and has served as a chief service

officer of Tata Sky.
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He also coaches and mentors Change Makers, Social
Entrepreneurs and Fellows of Leadership Programme for
aspiring young Women Leaders.

Anand is a Cost and Management Accountant by education

(CMA), a Professional Certified Coach, Interest Inventory
professional and an NLP practitioner.

{ GpC

K. V also coaches and mentors change makers, social entrepreneurs and fellows of leadership

programs for aspiring young women leaders. K. V is a cost and management accountant by



education, a professional certified coach, interest inventory professional, and an NLP practitioner.

No wonder K. V can bring in his rich experience for startups to scale up too.
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Session 1

Introduction to and
based
Entrepreneurship

Let me now take you to our first lecture on evidence-based entrepreneurship by the GDC team.
Thank you professor Chakravathi you know you will get a flavor of what is this concept called

evidence-based entrepreneurship and I can assure you that it is going to be novel.

It is usually not as exciting to sit through a lecture as going through a boot camp because our
program is actually a boot camp for about we have a 4-week boot camp we have an 8-week boot
camp and both are highly transformational programs. And if at any time, so let me make this an

unabashed unadulterated pitch for that.
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Because now that we have done 200 startups and the evidence and outcome is simply
overwhelming. All 100 percent of them have been transformed in their own worlds. So, this

program is exciting in that sense and today we will actually share with you what this program is

about.
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Dr.
Deshpande

Mrs.
Deshpande

Mr.
Gopalakrishnan

{ GpC

So, as you say this is something called evidence-based entrepreneurship, this is not a term that you
will hear very often you know we were set up by 3 illustrious alumnus at IIT Madras Desh

Deshpande his wife Jaishree, and Kris Gopalkrishnan.
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Launched
Commenced operations on

{ GpC

And we are about 5 years old today you know as an entity, but as an organization working, we are

about 4 years old.
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cience
echnology
ngineering
athematics

{ GDC

And our mandate is actually to work with STEM colleges across India. So, the objective of
Deshpande center is to identify such ideas which basically are in the science labs, agnostic to
discipline, or domain, but they are science-based and fund them to a level where their results start
becoming obvious to people and then the market commercial funding of some kind takes it over
and lose.

They have been very successful, they started in 2000 or 2001. 10 years later the US government,
in fact, Desh was the advisor to president Obama, he was the co-advisor of innovation to the then-
president, and they wanted to step up innovation in the US.
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President
Obama honors
early career
scientists and

engineers from
National Science
Foundation
(NSF)

And along with the national science foundation Dr. Deshpande worked and came up with a
program. In fact, the national science foundation-funded that program helped started with people
from Berkeley and Stanford, which now runs as, which was running in Stanford as The Lean
LaunchPad it was an academic program in Stanford University.
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THE

LEAN LAUNCHPAD
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s
8888 NSF Innovation Corps
7 Weeks Program

So, professor Steve blank and a couple of other people they came together this started this program
called I corp or Innovation corp this happens less than 10 years back. The program took off and

the national science foundation has scaled it across the US.

It has become so successful in universities in the US that now any federal funding whether that
goes through NIH that is National institute of health or National department of energy, Department
of Defense, NSF itself, and many others they all have to do this program called I corps which is a

7-week program.
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~ Innovate for Impact
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Faculty
Scholars
Students

{ 6nC
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Lab to Market
to create
impact at scale

{ GDC

And that is how GDC was set up to see do not become another incubator, but to see how can you
improve the impact of RND by helping faculty scholars and students think like entrepreneurs,

become entrepreneurial and through take their research to market to a study.

So, how do we do it? We move research from lab to market to create impact at scale, no point
doing something which is small you know that is not what we want to do. Can you create impact
at scale? Can you create can you help solve blindness? There are more than 2 crore people who

are blind in India.

Can you help solve diabetes? Their we are fast becoming the diabetes capital of this country. Can
you help people who do not have limbs? The number of ah handicapped people physically is one
of the largest in India, you know, unfortunately. So, there are many ah many areas you know where

India can be helped and by science and it is not happening.
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is for India

To be able to solve her society’s problems by applying the full
capabilities of the scientific and technological knowledge
of Indian academic institutions through world class
innovation and entrepreneurship

{ GpC

And therefore, what ideas ah that GDC wants to really help with are those that have IP, that have

science at their base and those that can go to solve difficult problems that is what GDC does right.
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Improve the odds of success of startups emanating from
research labs.

Build entrepreneurial thinking in campuses by working
with STEM colleges and incubators across India.

{ GDC

The second line is very important startups have a very very high failure rate everyone knows that
it is a difficult game. In fact, we will talk about it in more detail, our job is to say how can we

reduce that also failure right that is what we are trying to do and we are trying to build



entrepreneurial thinking in campuses and we do this by working with STEM colleges and

incubators
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8 weeks program

{ GDC
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go ahead with their startups
people hesitate to go
ahead
stop their journey

So, we are not an incubator people who go through our incubate program right which is a which
IS not we are not an incubator, but which will go through that incubate program of 8 weeks. At the

end of it, roughly 2/3rd 60 percent people say I think we should go ahead with our startup about



35 percent to 40 percent people are not so sure, they hesitate to go ahead. And some of them
actually stop about 10 to 15 percent stop. To us all 3 are success..

This is not a motivation statement | say this, the design of our program is to help entrepreneurs
because this is what you will hear in the rest of the morning session.
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customers
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Startups fail not because of bad ideas startups fail because they fail to get customers, that is what

happens.

So, this is a busy slide | won't take you through it, but short to tell you that what it says is on the
left-hand side is the research lab where you have an idea you build a prototype, and then usually

you scale it up go to an incubator you miss everything in this red ellipse out here.

You do something sometimes, but you build you try to start scaling up because your idea is very
good, your prototype works, your prototype is very promising and usually, you would have raised
some money or some grant or some VC or said you’ve seen money. But we think that is the reason
why startups fail and there are many other intermediate steps which is what evidence-based

entrepreneurship forces you to look for.

It looks, it looks at what is called a phase called customer discovery we do this so, the incubate
program as you can see here and we make the team go and meet a 100 customers, go and meet a
100 customers out there. Usually, they have met nobody they have met their uncle or their friend's
father's friend or mother’s friend, and whatever it is who usually encourage them ‘beta acha hai

ye’ [it is a good design] they want to encourage you, but that is not the hard market feedback.

You need to go and meet real customers to see if they are real problems that you can solve and that
is what a hardnosed customer discovery program helps you do. Only if that tells you
unambiguously to go ahead. Do you then build your minimum viable product, do you then build
you know a pilot plant or what have whatever your domain is, do you do clinical studies if you are
a medical product, do you see regulatory approval depending on the domain that you work in or
and then do you seek to scale up with a business model a partner and so on and then, of course,

you raise more money and more ahead.

So, this whole process of evidence-based entrepreneurship is a series of ah experiments that is
what we use and I think K. V. Anand will tell you that, you do that and you then look for evidence,
and what is an evidence is what goes to the heart of you know telling informing you whether your

startup is a better place to succeed than not.

So, that is really what GDC does it is a difficult set of programs that we administer we have we do
not apologize for that. Startup is for people with a stout heart and willing to give it all and therefore,



we promise nothing less than that. But those who go through with us are transformed for the better

and usually even if their idea does not work out as | told you that is a success because they now
know how to fish right.
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Even if they did not get the fish during the program they know how to catch the fish and that is

what actually helps them for life with that right. So, our whole idea is how can STEM research be
better channeled to solve problems in real life.
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Ideas
business

deliver the product
making money.

Ideas are simple, building a business is difficult, you know that sums it up. Ideas are simple you
can sit and generate ideas you know I can solve diabetes, | can solve blindness, | can go to mars, |

can build the cheapest satellite to do this that, | can go underwater, | can do so many things, Ideas!

But when you want to make a business out of it which means that business should make money it
should deliver a product or a service and make money at the end of it, enough to keep everybody
happy, then you have success.

So, | promise to people that | will come back and ask to you I will not wait for an answer here, but
think about it when you have started yourself and you know what is successful? Is it raising money,
is it building the product, is it getting a few customers, is it getting a co-founder? All of them are
important, but it is useful to understand when you embark on building a startup becoming an
entrepreneur and devoting some part of your career and life and savings and all of that.
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You should ask this question of yourself, what is success for me? And that is not a trivial question
because that will guide you all the way this is a difficult task. At the idea, stage 99.8 or 99.9 or

even higher startups will fail that is the failure rate at that stage.

And the job of evidence-based entrepreneurship is to slowly chisel that number and bring it down
before you sink in serious time, serious money and you know other resources into it that should
have come down by very very | will never become 0 ever, but it should come down to a much

more manageable number.

So, therefore, think about as an entrepreneur what is success, because as | said and that answer
does not have to be the same for everybody you know you will know whether your startup will run
for 6 months or will it run for 6 years or will it run for 16 years.

Entrepreneurship is about bringing to the table all kinds of resources intellectual physical fiscal
financial what have you and to solve the problem and take it ahead that is really what
entrepreneurship is about or being entrepreneur is about. Let me hand it over to K. V. So, this
evidence-based entrepreneurship and then we read these two words lean startup that is really what
I am going to talk about.
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Session 2

The Story

So, let us build a startup story. So, we think about different things when you begin somebody
thinks about money, somebody thinks about solving a problem or a fulfilling a need, somebody
thinks about customers, somebody thinks about you know how do you connect with a customer.
So, you know you may start with something in mind, but all of us begin with this in mind.
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This is the dream for every startup right you want to be a unicorn how many of you do not want to
be a unicorn ok, but it's a big dream right you want to be a winner, you want to be a winner all the
way you want to be like the most successful businesses in the world you know whether it is Apple
whether it is Google or in India, whether it is a Flipkart or it is an Ola, Oyo rooms so, Byju's now.



So, there are many many examples that all of us are very familiar with who have made it really
big. | understood that all of you are in this program because you want to know about
entrepreneurship or 25 percent of you have already tried your hands with entrepreneurship you
have either built companies or you have worked with startups you have built and moved on.

So, clearly, all of us are do we do have a dream about building a unicorn or a very successful
startup that is how we start. So, with this what do we do next, what is the next thing that we think

about what we do?
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Resources
Impact
Consumers
Timing

Do you have an idea you have thought about the resources that you need to think about the impact

you can create you also think about consumers and you think about timing ok?



(Refer Slide Time: 19:30)

So, typically what does a startup do they begin with the dream and they think that they are building
an empire, will start small and we will become big, all of us have this vision of becoming a fortune

500 or even a fortune hundred company that is the big vision that we have.
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2. Disruptive Idea




And then typically what we do is this. So, you have an idea and you also believe that the idea is
disruptive, but you are not so blind that you believe that nobody in the world has ever thought

about it.

You also look around you look at the competition you look at what is really going to happen if |
bring this idea to the world. So, you tend to you think you should study you know what is already
happening and not just believe that nobody has thought about what you have thought about.
Because most tech startups at least, not just tech startups, In fact, most startups they begin with
this belief that their idea is novel is disruptive, and if it is not disruptive what are you building.

If you are not really disrupting can you think of building a unicorn or building another Byju's or
another Flipkart? Were they, not disruptive ideas. What is the most disruptive idea that comes to

your mind can you give me an example anyone?
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SPACCX

Student: I mean maybe going to space, taking customer, what Space x is doing right now.



Yes, fantastic Space X is disruptive ok. So, disruptive is not really you know that only Space x can
be disruptive if you are disrupting the ecosystem in which the business is operating that is also
disruptive.
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Ecosystem

workflow

What did Uber do did they just come up with the technology or did they do you think they did
something really disruptive? They disrupted the entire ecosystem where taxi operators have been
operating, the workflow, the ecosystem everything changed. How did you get a cab before Uber?
They disrupted the ecosystem, they brought a new workflow for the customer and you know the
taxi drivers everybody benefited from this new ecosystem and what the company did with
technology.

They call themselves a technology company, but what they did was truly beneficial for so, many
people. So, they had they have created impact, they have made it useful for customers, they have
thought about customers they have disrupted, they have done everything.
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So, all of us at least a typical story starts like this, the founder has a dream, the founder then thinks
that | need to start small, but 1 am going to go big one day | am going to you know be that unicorn

and then they believe that the idea that they have is disruptive.

They have conviction and there is nothing wrong. Only if you have conviction about what you are
building you will be able to build it successfully. So, this passion, this conviction that I am doing
something that nobody has thought about and | am disruptive is good. So, that is how a typical

startup starts.

(Refer Slide Time: 22:51)



(Refer Slide Time: 22:56)

Marketing

Sales

Finance
Management
Raising Funds
Human Resources
Technology

And then what do we do and most of us then think about ok | have an idea it is disruptive, I need
a team. | know how to code, I know | need somebody who can market it, | need somebody who
can sell it, I need somebody who can manage the money raise money and manage the money, |
need somebody to you know have relationships with the external world, | need somebody to head
technology.



So, you need a solid founding team, you may give yourselves all these titles, but you need equal

amount of passion and commitment from all the co-founders isn’t it. So, we think about that.
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Partnership

Do you also think about employing people at this stage for collaboration/ partnerships? | do not
have to do everything myself | can collaborate with somebody else. | do not have all the money to
hire 20 people so, let me do what | can do best and collaborate the people who have those skills
other skills that 1 do not have that is how we think about it right we think about building an

organization.
Do we think about it now or not building an organization?

Student: In my experience, once the founding team has a core plan ready | think then they will

think of expanding it, once a certain sampling or pilot run is done.
Right.
Student: And then expansion, yeah.

Sure. So, that is what we do we think about we have an idea sorry, we have a dream, we have an
idea, we think about the impact, we think about money, we think about resources, we are convinced

that we have a disruptive idea and then we look at division of labor or getting the right skills to



actually build it. So, you would have already started developing, but now it actually can happen

full speed, you can go full speed and you can develop the product because you have the core team.

Student: It is the MVP is what we kind of make and then we try to see whether people are interested

in it.

So, you are either developing the prototype or you are developing the MVP or you are developing

the product or you are thinking about launching the product that is what you do next, correct?
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Student: We also at this stage, from my experience, we were also working at pitching the idea to

get more funding.

So, that is where I am right now would you go and launch your product without a plan? How will
you pitch, how will you get money and what do people ask you if you ask them for money? So,
there is a business plan, what would be the next thing that we would do logically?
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of | Investor
business plan | Validation

Customer
Validation

Student: I think the business plan should get validated, should have good validation.
How do you validate a business plan?

Student: You have to run it ah through investors, you have to get their opinions and according to

that you keep refining your business plan.

So, the investor's opinion will validate the business plan? You are testing the waters at this stage

you know you do not have to necessarily validate your plan with the investors.
Student: Right.

You can also test the waters with the customer's right.

Student: Right.

After, all this where do we spend most of our time the founders and where would the founders like

to spend most of their time if they are building something disruptive?
Student: I think the balance sheet [laughter].

Balance sheet Oh my god!



Student: Yeah
No no, they will spend all the time on their product.

[laughter]
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Where do

spend
most of their
time?

Getting new ideas about their
product. Making it more
complex, world class and full
of features.

This is what they do, you cannot sleep, you get new ideas about your product you, want to make
your product the best it is disruptive how can it be simple? It has to be complex, it has to be world-

class, it has to have all the features. | need to pack my product with all the features.

And every day | get new ideas about adding a new feature to my product. This is what we love
doing this is our comfort zone. Customers are not our comfort zone, market is not our comfort
zone, our comfort zone is this and all the co-founders sit and dream about that product that nobody

has even imagined.
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And then we launch, the founder says great | have got a plan I have got a product that nobody has
built I have got packed | have got it packed with all the features and I have this commitment and

passion, the co-founding team is equally committed and let me launch.
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>90% of

start-ups

get run over
by

So, we launch, and then what happens is this. More than 90 percent of the startups the number can
vary from 90 percent to 97 percent or 98 percent most startups face this when they go to the market,

they get run over by the market. And this is the fate of over 90 percent startups. It is not a small



number the startup success rate is less than 10 percent. Globally we are not talking about only

India globally, even now after so many years, the success rate is less than 10 percent why.
Student: Customers.

Customers will not accept the change sometimes customers are so, strongly on their own foot that

they do not want the change you know.
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Change.

Market

Nobody wants to change absolutely we think we are winning, but the market always wins. All of
us are aware that it is unpredictable and we can never predict the market, but what also you know

we need to think about is the market always wins right.
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So, this is the fate of most startups and now let us look at the statistics. This is the survey which
was done by four thousand tech startups technology-based startups. You are making something

that nobody wants or very few people want.

This is the number one reason this data is not different between countries this was done in the US,
but this data is very similar in the country as well. So, just about 2 years 3 years ago they did a

survey of 1000 startups which started up in India.
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And 50 percent of them did not survive beyond 6 months and 90 percent of them did not survive
even a year. These are people who burned all their resources, they spent time developing a product

they took it to the market and, then the market told them sorry we do not need it.

Whether they built sports cars or they built you know something that is common or they made salt
that is how you know you look at this data.
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Why Startups Fail?

No Market Need
Ran out of cash
Not the right team
Got outcompeted

So, the number one reason is this and you look at number two reason and number three reason and

even number four reason they are all connected to the number one reason.

If you have hired people and if you have spent a lot of money and you have completely focused
on your product, but not focused on what customers need and then you try to take it to the market
you see fail to execute sales and marketing, it is not the salesman's fault the fault is in number one

the reason number one.

And in India, the data is not very different. If you look at all the efforts that the government and
the corporates and everybody is trying to put in to make startups successful, you can understand
why it is such a big deal for everybody to spending so, much time and efforts and money to make
startups successful and support them. There are grants available there are seat funds available there
are angels available everybody is there, but they know that if they invest in 10 startups it is not like
all 10 will take off.
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So, that is how the startup world is. This is the truth most people especially the technology startups,
the founders stem startups, the founders are in love with what they are creating and they wear

blinkers and they don’t really even look beyond their noses and they get disappointed.
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the number of
potential

So, having said this context let us look at what are the some, what are some common mistakes that
startups make. The first thing is we think that a lot of people have the problem one nobody thinks
small, even if it is sports cars we do not think 5 sports cars, we think at least 5000 sports cars in

year 1 and 50000 sports cars in year 3.

Lot of people have the problem or need and in reality you find that they do not and that is what
happens when you lose focus of what you are building. I mean you are only focused on what you

are building and without understanding what customers need.
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in ascertaining
the of need.

The second most common problem is we think that it is urgent. It is a must. These 5000 people
cannot live without my sports car for at least even one more day. They are just waiting for me to
launch and they are going to grab it and it is a must have for these people, but we find that they do
not care. Customers do not care about your product, they care about the solution for their problem.

If you can solve it, good.

And we usually talk to people you would have spoken to friends, you would have spoken to your
professors, you would have spoken to your parents, relatives would have spoken to a lot of people

that you are comfortable talking to.



(Refer Slide Time: 31:50)

Building a without
talking to the

Talking to the wrong people.

But you do not talk to the right people who are those right people potential customers you do not
talk to them and instead you talk to the wrong people and just go and build a solution. This is a
typical startup. If some of you have done it differently, congratulations, you have done something
right, but this is what happens to more than 90 percent of the startups they just go and build a

solution.

And this is invariably true for every founder, who is building a product that is disruptive or not
even disruptive, but building a product making it work is the toughest part, if 1 do not have a
product then I have nothing to sell and what we usually you know forget and we do not talk about
the other 99.

So, there are so many other things that one needs to think about and we do not. So, that is really

how startups fail. So, these are the most common mistakes that startups make.
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Role of

Now, the question is if this has been happening for so many years then why is it not being solved
why are we allowing startups to fail at this rate why cannot we just reduce this failure rate at least

and that is exactly why lean startup came about. This is evidence based entrepreneurship.
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So, lean startup there is a book called Lean Startup written by Eric Ries and that is about agile
engineering, MVP development. So, those who are already familiar with MVP will definitely
know about Eric Ries because he is the one who developed this you know concept of low fidelity
MVP, high fidelity MVP, testing the MVP, iterative process of development, agile engineering.
So, that is how it started, but now lean startup does not mean as a methodology just not it is not

just dial engineering it is a combination of the three things that you see on screen.



Osterwalder, Alexander Osterwalder is somebody who was doing his PhD and his PhD was about
business models and when he was doing that he you know he actually started his own company
sorry he went to Steve blank and they joined together. Steve blank was already teaching

entrepreneurship at Stanford.

And he had come up with a methodology called customer development they join hands the
business model canvas is developed by Osterwalder and then Eric Ries you know he wanted to he
wanted to Steve blank to invest in his company he went to him and. So, Steve Blank said | will
invest in your company, but with one condition you commence it through your through my
customer development and lean Launch Pad or whatever the classes and then you know you tell

me whether you still want me to invest.

So, this is how these 3 people came together and they have created something called Lean startup
this is a huge moment. I mean movement now and the lean startup methodology is what we refer

to as evidence-based entrepreneurship because.
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In this methodology every decision you make should be based on evidence and not based on your

assumptions or others opinions. Usually we will start up with our assumptions and others opinions



and this completely removes any ambiguity and it says you build your business only based on

evidence. Osterwalder developed this business model canvas.

(Refer Slide Time: 35:07)

Alexander Osterwalder

& | revacones | voepropostons 88 | customerRebtiorsnos @ | Customersegmens 98
ud L]
¢ [
(Refer Slide Time: 35:30)

Steve Blank

Search Execute
Customer Customer Customer Company
Discovery Validation Creation Building

Pivot

So, this is a canvas which has 9 boxes, it is a very popular tool. In one page you can see all the 9
things that that are critical for your business and it forces you to think about that. You do not just

think about money. So, this tool actually forces startups to think about things that they usually do



not think about. The first rectangle has 2 circles customer discovery and validation and the right

you see 2 circles customer creation and company building.

A startup usually spends more time here or startups who spends enough time here on the left hand
side has a higher probability of success because they have made assumptions about what customers
need and why they need it. They have followed the process of customer discovery and gone and
validated them without simply creating the product and trying to sell to customers. Most startups

do not spend time on the left side rectangle at all.

They think that they have by building a product that in their minds what customers need and then
they go and start selling. This is a huge missing piece in the world of startups and that is really

why startups fail.

And then once you have validated all your assumptions about the customers about their needs why
they need your product right they will stop buying what they are buying and switch buying switch
to buying your product all those answers are here in the left hand side and then you go and start

selling at scale and you scale up your company.

If you do that without doing any work on the left hand side you burn all your resources, startups

have limited resources.
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So, this agile engineering is or its the iterative development of product you know gone are those
days where you did waterfall engineering because waterfall engineering would take years every
cycle would take years, but with agile engineering you do sprints and each print is a, is done by a
team. So, these are all very small teams they do not build large teams.
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This is the framework which we just spoke about. So, right from the idea stage to the time you
start making lots of money. So, this phase the first rectangle or the first two circles on the left side
is called the search phase. So, we will explain what is different between a startup and a company
or a large company not just a business, but startup and an existing in a corporate.
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The essence of lean startup therefore, is this: Technology is not the reason for startups failing in
most cases, it is because they built something the market does not need. People think that a startup

is a smaller version of a large company and they end up doing what a large company does.



(Refer Slide Time: 37:52)

Functional
organisation in
a

A large company hires people and they get a functional team in place the organization structure
will be like you have a CEOQ, you have a COO, you have a CFO, you have a CTO, you have all the
CS and then you have VPS and then you have large teams that is how a corporate or a large
company functions, but startups think that they should follow the same structure and they end up
putting a functional organization structure too early, when they still do not even know what they
are building and when they are going to launch, but a functional organization structure is not the
useful structure for a startup; startup even does not have those many people, right. And customers
are not interested in your technology or product; they want you to satisfy their needs or they want
you to solve their problem.
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And a startup works very differently. We will see why it is a temporary organization and evidence
is not in your office or amongst your friends and family. Evidence is out there and you need to go
and seek that evidence. And after all this we do not claim that if you do this, your startup will be

successful because a lean startup does not guarantee success, but it reduces the odds of failure.

So, it's de-risking you from building something, spending 2 years or 3 years burning all your
money and resources and building something, take something to the market and get disappointed.

It de-risks you from that.
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So, this is the essence of lean startup or evidence based startup, these are the fundamental
differences between startups and large companies. So, a startup is, startup does not know who its

customers are whereas, a large company knows who they are already selling to, but a startup does

not know who could be their customers.

So, your customers are unknown in a startup. Therefore, if you do not know the people you also
do not know the needs of those people and you are working with guesses, with a lot of assumptions

and you are trying to find your way around this is why we call this the search phase.
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Business model
Business plan

Whereas large companies are executing their business plans a business plan is not useful for a
startup a business model is useful for a startup. So, if you write a hundred page business plan
thinking that your investors will be impressed, again you can you could get disappointed because

they do not look at business plan.

They look at how much you know about the customer’s needs and how well have you researched
the customers problems and built a solution to solve their problem and then they look at the team
that is actually solving the problem, the credibility of the team, the credibility of the customer
discovery findings this is what makes an investor invest in you not just because you have a 60000
page business plan ok

So, business plan is not useful business model is what we are searching for we are searching for
the right business model.
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Therefore we call this a temporary organization searching for a scalable and repeatable business

model. The three fundamental question for any startup or anything that you are thinking
innovation.
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The first question that needs to be answered is who needs it and why. If we do not get an answer
to this question and if you go ahead and start building something you could be in one of those 90

percent of the startups that have not been able to make it. Absolute clarity is required when you



get the answer to this question which is supported by evidence. It is not a it is not a test where you
say you know who needs it and why and your co founder answers it ok all parents needed because
of this.

That is not what it means here, what it really means here is can you go and talk to hundreds of
potential customers without actually discussing your solution without telling them that you have a
solution or a product in mind and listen and only listen about their problems and then come back
and do that whatever solution that they are looking for and develop it your chances of success will
be higher.

The second question is can you deliver that value it is not about challenging you it is about can
you build an organization can you build with the limited resources will you be able to deliver that
value we are not asking question can you deliver that product. So, that is what startups again make
a mistake they think that they are being asked the question can you deliver that product.

If I replace the question with can you deliver that product your answer will be different and when
| say can you deliver that value the answer is different. What is the difference between the product

and the value? Is it solving the problem is it fulfilling the need that is valid.
Yeah.

Value not your product. So, here value is not from your point of view it is from the customers
point of view. And finally, the last question is can you make enough money? | think one of you
spoke about viability yes you need to think about viability early enough because costing a product
is not just adding the bill of materials cost there are. So, many other costs that happen and then
your business should still be viable unit economics should work that is what we mean here can

you make enough money.

These are the three fundamental questions for any startup in this order do not try to answer the
third question without answering the first two questions or do not try to order the you know answer

the second question without answering the first question.
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And finally, there is a lot of debate that goes on about design thinking and lean startup. Lot of
people think that they are opposing a lot of people think that if you do design thinking that is better
than doing lean startup because design thinking is really god everything else is slave. But there is
no dichotomy there is no you know opposing views between design thinking and lean startup.
Gartner has created this they have explained how you begin with design thinking.

Because design thinking requires you to empathize define and ideate right.
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But what we do at GDC is that even at that stage of customer problem definition where you are
empathizing defining and ideating. We are applying one more layer of validating the problem and
then you go to lean startup where you do the do your MVP first cut MVVP second MVP, you can
have any number of MVPS because it is an iterative process you test it with you know few
customers and make sure that the value that they are expecting is getting delivered and you keep

iterating.
Yes.

And then we use the agile development to do iterative development. So, this is how you know
design thinking and lean startup go hand in hand they work together. So, that is really what
evidence based entrepreneurship is all about, it does not work with your opinions or your
assumptions and others opinions everything is supported by evidence, what is evidence? When
you attend the program you will get much more clarity, but it saves you from building something

that nobody wants thank you.
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| am extremely glad to introduce my most favorite student Dinoj Joseph who actually underwent
the GDC program and is going to show you the methodology he followed and of course, what he
learned in the GDC program and how it transformed his entrepreneurship journey. So, welcome
Dinoj let me just quickly introduce you to Dinoj. Dinoj was our 2018 pass out master of design

student from the industrial design school here at IT Bombay.

He then after his you know like graduation one of his projects which he worked on like he wanted
to continue that project as an entrepreneurship. He went on and joined the Betik center at IIT
Bombay we are going to have the lecture from Betic center in a couple of weeks. And then you
know there was no looking back for Dinoj and | do not want to spill the beans here Dinoj you are

welcome thank you so much for agreeing to talk to us you know let us hear your story.

So, thank you very much Chaku sir and it was always pleasure being a student of yours and we
have actually learned you know the idea of product development and entrepreneurship everything
from IDC IIT Bombay. So, here | want to explain you about how my life transformed | would say
life here because it is not just entrepreneurship journeys about the transformation what happens

from a student to an entrepreneur.
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So, this is what | want to explain through this program and how GDC | incubate program helped
a crucial role in transforming. So, as you all know like GDC | incubate is a program which is really

focused on entrepreneurship, especially in the part the need identification.
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So, need identification is one of the key element in a in the journey of entrepreneurship, because
in IDC we have worked we have learned product development and we have worked on a lot of

projects.
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So, the project known as project known as a portable operation room for conducting surgeries in
remote and low resource settings was my master’s project and | had a design in my mind and |
have made it during my course. But | was not sure like who is going to be the real customer or the
customer identification part was not perfectly done.

But | remember Dinoj you traveled all the way and you did very good user survey for sure you

know when you designed your product.
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The project was more driven by the authors idea rather
than discovering customers.

Yeah, so even if | had conducted a lot of travels and met a lot of people, but they were not in a
structured way. So, | was getting a lot of information, but | was not really getting an insight like
how | should rearrange to assimilate that and how | should take decision points to refine my
product. | was mostly concerned with my idea and there was like more me in that rather than you

or you here | mean the user.
Yeah.

And that is what the transformation happened to me and | feel like this should happen to each one

of us who is into entrepreneurship or into product development.
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So, we had a beautiful team from comprising of mentors from various expertise and as | mentioned
earlier 1 was working with Petik at that time and Petik has really helped me to understand the
clinical immersion part and we had a 4 member team and we joined | incubate program with this

idea what | discussed before.
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So, the basic idea or the concept was a sterile enclosure for conducting surgical procedure and
there were certain assumptions what we had while entering into the program. | thought here |

would say | because that is what you know as a designer we generally think.
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So, here | thought the rural surgeons are going to love our product are going to use our products.
Then again | thought like the surgical infections are majorly causing and this is happening this is
leading to a lot of issues. Then for this what | felt is like the solution is going to be only what |
have discussed and you know there should be some quickly deployable solution which should
cater to all these problems these are the assumptions from which we started.

But the GDC team insisted us to validate each of these hypotheses.
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And that is not just by Google research it was by going and meeting persons in face to face asking
them questions having a [FL] with them spending enough amount of time understanding their
feelings understanding their you know their personas and really deep diving into their life and to

understand what are their concerns that was something very important.

So, we have traveled all across the country and met more than 100 customers and we visited more
than ten states we met people like the patients from the poorest of the poorest places in the country
to the richest of the richest places in the country. We met ministry level people we met government
officials we met college professors we met the hospital cleaning stuff we met the doctors we met

the nurses and a lot more.

And what we found is like even as in something specific initially our hypothesis for the rural
surgeons are going to love our product and that was true they love the product, but the issues like
there are other set of issues like financial there are other stakeholders like decision makers. So, we

were not at all approaching those people or we are not focusing on those people.

So, it is not just was one customer for a product what we have it is all bunch of stakeholders like

decision maker, the one who is going to invest on the product, the one who is going to get benefit



out of the product, one who is going to use the product. And again there is someone who will be

always looking to stop our business it can come in all forms.

So, we should be aware about all the you know things what we will found in the ground reality
and we should have plan and strategies build up accordingly. So, this was one of the key learning’s
we got from the methodology what we followed which was mentioned which was taught in the

GDC I incubate program.

So, as | told from this solution how we transform this like we got there was an eye opening

interview which | will be explaining later.
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That we got an understanding like it is not just for surgeries what we really need, but there is
another huge segment known as burns why because generally for the surgery it is just a half an
hour or one hour thing what we are looking at and the cost come for the product compared to the
benefit they get and there is a huge difference.
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And generally in lower source setting they are already short of financial things and they are not
really you know capable of affording it in a developing country like India. But if you see the burns
market actually it is not a one hour thing it is more than you know 40 days treatment what the
patients need. So, if a patient can afford a 5000 rupee enclosure they can use it constantly for the
coming 40 days which will be more adding more value to their life.

And if you see the current market size there are more than 7 Lakh people who need the treatment
and currently thousand four hundred facilities are available. So, that is a kind of market or the scale

of market what we really have in front of us.
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So, being told this I just want to show you the in depth process or you know what we followed.
So, whatever interviews we conducted we have to the mandates are forcing us to you know type
everything down, record the videos, record the audio it was very difficult for us in the short span

of time.
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But somehow we managed to do that and the results were amazing. So, you can see how much
amount of information actually we got among this whatever I have highlighted are like the very

good insights which led to the pivoting of the idea itself.
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So, you can see earlier we had told like the surgeons are going to love the product they love the
product they identify the need everything is true, but there is a huge part of finance what should
go into it right. Then from this we actually got an idea like there are other markets and what we
should what we can cater then here | have highlighted something related to the defense.
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So, during the course of our work we met the 69 Para regiment in Agra and we spoke to them.
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The Findings

Indian defence lacks the OTs | Low volume requirement.
to conduct surgeries in a safe | Not viable for a startup
and sterile way.

4 6GDC

So, we understood like still they are using the Second World War windage OTs for conducting
surgeries and it was like a very sad thing like you know. The Indian defense still not really having
enough products for conducting this kind of you know surgeries in a very safe and sterile way.



So, we told them like we have such a solution and will if this going to be any sort of help for you.
Then they agreed like this sounds promising and currently we are having discussions and we are
going to parallelly develop a product for them, but again there is an issue is that the kind of product
volumes what they need is low. So, as a startup you cannot sustain like even if you have got a

dream project.
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dream project back
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revenue.

But sometimes you have to focus on other projects what will generate revenue for your startup
then you can focus on the dream project or you know the project what you really need. So, right
now you can assume like we have shelved the operation room project and we are focusing more
on burns because both of them has got equal need and the patient is a patient you cannot say like
you know only the customer segment is large then only we should treat them it is never like that.

But as a startup there is a different strategy, what | feel like we should do it right now.
In fact.
So.

Dinoj its so nice its music to my ears when | hear all these aspects of business coming in because

that is the core right entrepreneurs have to make money and they have.
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To actually you know sell a large number of products to make both ends meet and you know and
make the company you know like successful and prosperous that is really really excellent you
know how you know you could you know like the change from you know.

In fact, you also rightly said that you are not going to shelf it you may just once you have your
main product you may have this as a secondary product that is also enough fabulous way of putting
things together very good.

Yeah.

Now, let us see your how you progress from here on to build up your you know like the next

product.

Yeah. So, here before going to that | will tell you something like this product the portable operation
room | was so, confident like this product is awesome even we had a patent no one in the world
has ever done that and. So, | was like so, | was so, over confident like I am going to get the funding
for it and | applied for a BIG program and | was not able to get any funding for it because they

need identification who is the customer who is who you are going to target that is not clear.
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The
Version

Affordable isolation room for
burns treatment

{ 6DC

With just a technology with just a beautiful design it is impossible to get into the market that is a
great revelation what | really got. So, with this thing in mind understanding my own failures, even
if I believe | failed in a reputed way, but still | failed a failure is a failure we have to accept that.
And from this we got our second version of the product which essentially we promoted back in

the GDC | incubate program and that was an affordable isolation room for burns treatment.
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In burns treatment currently if you see the expenses are so high. If you see the daily room rent that
is coming more than 7000 rupees per day which you can imagine like who really can afford that
much. And 90 percentage of burns are happening in very low resource settings or 70 percentage

of the burns are again happening to women and children.

So, it is more like a socio economic thing rather than just a accident or an injury. And if you want
to understand the real number of burnt patient in every hour 16 people are dying due to burn injury.

So, that is the kind of statistics we have.
Yeah.

(Refer Slide Time: 56:17)

treatment

{ 6nC



(Refer Slide Time: 56:29)

treatment is to treat patients
in isolation rooms.

{ 6DC

And the pictures you see these images we actually the situations in the current hospitals are
somewhat similar. And then we went and did the user search to understand what is the real gold
standard for treating in burns and we came to know like it is all about treating them in a perfect
isolation room with following proper protocol, but most of the times we are unable to do it because
of the shear expense. Then we again did a one more GDC program personally because | really

learned what they taught me.

And this is not a onetime link that is what | want to say each time you are going to launch a project
each time you are going to think about a product before sketching the product you should do the

need identification part that is very important.
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No

Always ask the customer,

“Are you willing to buy the product?”
And if yes,

“For how much?”

And need identification is not just the secondary research it is the raw data what you should get
from right from the mouth of the customer that is very important. Do not assume we should not

assume the assumptions are just assumptions it will lead you nowhere.

You should have solid concrete evidence and always you should ask the customer like are you
willing to buy the product. Do not ask them like does the product look good, you should always

ask are you willing to buy the product and if for how much. That is some very important questions



you should answer because once you have a startup once you have your own funding then you

have to feed your own bills right. Now, in that case these questions become very important.
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Who are the

Doctor
Hospital
Patients

And it is very important to understand who are the stakeholders in the customer for example, for
my product doctor is going to use the product majorly they are going to be the decision maker
whether this product is a go or no go. But the hospital is going to be the buyer or they are going to

invest on the product. Then for hospitals they will be looking for something like a compact unit.

So, that they can accommodate more number of patients where they can generate more revenue
for the patients it is all about faster recovery with less financial burden its always less financial
burden than recovery | would say yeah. So, we have to cater to all these stakeholders or else our

product is going to fade.
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A quickly deployable unit which can convert any hospital
bed to an isolation room.

(Refer Slide Time: 58:26)

A quickly deployable unit
which can convert any
hospital bed to an isolation
room.

Then what we are planning to make is something which can convert just a hospital bed onto an
isolation group. So, what you see in the image is a computer generated image which shows the
concept what we are looking at. And we again have the ip protection and everything.

So, for each customer stakeholder each stakeholder who we have addressed we should have a
unique value proposition for them that is very important, it has to be really unique it should never
be generic and it has to be quantified.
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Doctor Hospital Patients
+Improved doctor management - Reduced mortality
reputation « Twice number of  and morbidity
+ Treat higher patientscanbe  .5-10 days less
percentage burns  treated in the same hospital stay
(>30%) SRgee + Gets treatment

That is equally important we cannot say like it is going to improve if it is going to improve them
at what percentage, if they can treat more number of patient then how many number of patients
they can treat in a day compared to the existing system. Such quantification is again very important

again we conducted earlier we conducted 101 interview now we conducted more than 140

interviews.

(Refer Slide Time: 59:01)

« 80% reduction in .
h near to their home
operation cost

. Treatment can be * ENsures patient
made available at  Privacy
secondary centres

Interviewed more than

90 Doctors
18 Patients
9 organisations
and others

in



So, that is a kind of hard work and effort we should put in to make our design a reality or to make
our products you know hit the market and its equally important to have the positive feedbacks as
well as the negative feedbacks, because often the negative feedbacks will really help us to refine

the product and to develop into something better.
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Then we should always look for the competitive products, what are the things which are good in
the competitive product and what are the drawbacks in the competitive product. No product in the

world can be perfect, even the product what we are designing, but we should find a market gap
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such that the pursuit benefits are better or more than the risks of what is associated with the product
or the difficulties of what is associated with the product and its very important accordingly you

have to position the product and it is something very critical as a startup.

(Refer Slide Time: 60:03)

Model

| \

Govt. burn
MedGyor Pyt | Dsubution chamnes Hosotal CETIEES ) Revenue and
Ltd. margin) Feedback
P B2B -
Private Purchasing poweer of user 115 lakh
. If product priced at 1.3 Lakh it can generate a net
Hospitals income of 180-200 Cr with investment of 60 Cr

through product sales alone

You should have a robust business model and even if it is partially clear you should start building
the business model you should start identifying the customers at a very early stage. And always



what are your potential, what are your capabilities, what are your weaknesses this is very

important.
(Refer Slide Time: 60:18)
Model o

INR 1,30,000 (Cost 30,000)
« Product sales & upscaling

«Consumable sales ** year-100 units

« Subscription model 2" year -1,000 units
+Sales of spare parts 3 year - 4,000 units
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And most importantly how much is the minimum number of units you have to sell just for you to
sustain, if you cannot meet that number then you are dead the company is no more. It is impossible.
And never push everything all the products to some NGOS or to some government sectors because
generally the government selling to the government or government comes secondary more

important you should initially focus on the areas where there is money for us to sustain.

So, this is some of my personal observations or my personal learning’s from the interviews you

see may | be applicable for everyone or it may not be applicable for everyone.
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Then it is important to have a long term vision because if you are doing a product development
right now in 2001 you may be selling the doing the clinical trials in 2023 or in 24 and 25 you will
be selling the products. So, our products need to be futuristic you need to understand what all
materials, what all manufacturing process which our kind of expertise in the domain are going to

be there at that time and what is the potential market changes and all those.

(Refer Slide Time: 61:21)

The

A

A

Dr. Rose Sweety Dinoj Joseph Hariom Saini

B.Tech, MTech (IIT B
(»gci?:l;r?;e}:) a.'TECh' M De's ("LB) Elece'::riéal enegcinﬁerini;
(2+ Years) Director (Co-founder) (4+Years, USA & India)

(S+years, UAE & India)

a0 arh

Arnold Gee Varghese
BTech B-Tech, M-Tech, MBA
Product Engineering Business development



And again the team can change, but the passion remains the same. So, that is what | want to explain
from my experience and | hope this will be helpful. Thank you. So, that is perfect Dinoj | think
you know you really summed it up very nicely all the advantages of evidence based
entrepreneurship and what is very heartening to learn from you is also the iterative process on your
own when you went back with I think the GDC program it was so well you know ingrained in your

mind that you know used it again extensively and you know came up with this success story.

We wish you really really all the best and any support from all of us we are all there and you know
wish you all the best and you know like I am sure you would your product will really really do
well with this type of evidence thank you so much Dinoj and we look forward to be in touch with

you.

Yeah, thank you sir, thank you very much and thank you GDC team for, you know, giving me

such an experience and transforming me from a student to an entrepreneur. Thank you very much.

Yeah.



