
Becoming a Lean Startup

How Today’s Entrepreneurs use
Lean Innovation Thinking



Topics & Key Takeaways

• Introductions

• The Beltane Solar story

• Lean Innovation Thinking
– Lean Six Sigma

– Lean Startup

– Innovation Engineering

– Design Thinking

– Agile

• What should YOU do differently?
– Question & Answer time
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overview
Mission:

Bring out the best in organizations by 
bringing out the best in people

Goals:

• Develop high-performing organizations 
focused on people, processes, and results

• Establish a culture of trust with employees 
focused on customer value and learning
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Initial Company Timeline
2011: Founded Company
2012: Provisional Patent

Engineering Testing
2013: US Patent Filing

Engineering Testing
2014: Grow the Team



Prototype Images

PROTOTYPE AT TEST FACILITY

SUNDUO™ T16 IN 40 FOOT LENGTH (EXPANDABLE TO 120 FEET)

2012: Fully installed for $2.00 per Watt, half 
the cost of a comparable PV system and has 
the highest ROI for flat roof installations



Experienced engineering and business team

Steve
Musica

Founder &
CEO

• Past President, COO, and VP for technology manufacturing 
companies, including solar startup AxiSol Inc.
• Lean operations, supply chain, product development expertise
• BS in Mechanical Engineering, Master in Engineering Mgmt. from 

Dartmouth College’s Tuck and Thayer Schools

Laurenz
Schmidt

Founder &
CTO

• Executive Leadership positions including Chief Technology Officer
and VP of Global Operations for Fairchild Semiconductor
• Renewable energy tech and operations management expertise
• Diploma Degree Dipl.-Ing (FH) in Chemical Engineering and an MBA 

in Technology Management

Ed
Paslawski

CFO

• Founder and Chairman of environmental and energy organizations, 
including the Red Shield Environmental companies
• 35 year career in structured finance, equity & mezzanine investing 

and investment banking; Chairman of CEI Ventures for 12 years
• BS in Accounting and Finance from Drexel University
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We are going to be rich and famous!
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What issues do you see?
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Who is our customer?

What did our customer want?

Engineers with a solution
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What Did We Learn?
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Complexity has 
made the world 
vastly less 
predictable



“In an 
increasingly 
complex world, 
the key is to 

learn and 

grow faster 
than the 
competition.”
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Experimentation is the key to learning

12© 2019 Lean East

Think like a scientist
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Each experiment:

•Provides learning in 
a complex world

•Develops leaders 
and employees

•Improves outcomes 
in the organization



Jeff Bezos
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“Our success at Amazon is a 
function of how many 

experiments we do per year, 
per month, per week, per day.”
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“At any given point in 
time, there isn’t just one 

version of Facebook 
running . . . There are 

probably 10,000.”
- Mark Zuckerburg



Lean Innovation Thinking
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• Lean is not “understaffing” or “working harder”

• All organizations are composed of a series of processes 
intended to create value for customers

• The goal of Lean is to distinguish value added work from non-
value added work and eliminate what is non-value added

• Needs strong leadership from the top, but believes that front 
line workers are experts on their part of the process

NOT EASY!
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Lean Six Sigma Thinking



Involve and empower employees

Courtesy of Toyota
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Status Quo Time

Complexity
Act Plan

Do

Cycle 1 Act Plan

Do

Cycle 2
Act Plan

DoCheck

Cycle 3

Aim

Continuously improve in the pursuit of perfection

• PDCAs require multiple cycles of change to achieve 
the set specific aim

“Tests of change”

Check

Check
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Lean Innovation Thinking
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Lean Startup Principles

• Customer Discovery

• Build-Measure-Learn

• Innovation Accounting
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People

Customers
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Customer Discovery
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Basic Knowledge
• Where is the most pain?

• Market trends?

• Industry challenges?

• Who are the technology leaders?

• What are your company’s biggest challenges?

• What are your biggest challenges in managing costs?

• What are your customers highest priorities?

Deeper Knowledge
• What are you currently doing to address specific problems?

• What does it cost you today?

• What would an ideal solution look like?

• How much would you pay for it?

• Where does the budget reside and who makes final decisions?



Customer Discovery
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Clueless  One data point1

Basics   Have some clues5

Patterns  Segments emerging10

Map  Segment requirements clear25

Sharp  Priorities +2nd order issues50

Expert  Know more than Customers100

Number of Customer Visits



Customer Discovery
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How to get a Customer to Talk to You?

Don’t sell!



Customer Discovery

Janet Kraus
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Jewelry, Aspirin, or Oxygen?



Lean Startup Principles

• Customer Discovery

• Build-Measure-Learn

• Innovation Accounting

27© 2019 Lean East



The Feedback Loop

Build

MeasureLearn
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Plan
• Identify 

problems

Do
•Implement 
& operate

Check
• Monitor  

& review

Adjust
• Maintain 

& improve



Minimum Viable Product (MVP)
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Build

MeasureLearn

• Must allow for customer 
input/ feedback

• Designed for rapid 
learning

• What do customers want?

• What will they pay for?

PRODUCT

DATA

IDEAS



Minimum Viable Product (MVP)

30© 2019 Lean East

Instant Messaging (IM) client add-on

• Allows design of a custom avatar

• Works with all IM clients

• You invite your friends to use

Investor $$$ supported the strategy



The                         MVP
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Lean Startup Principles

• Customer Discovery

• Build-Measure-Learn

• Innovation Accounting
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Innovation Accounting

1. Establish the Baseline

– Build a Minimum Viable Product

– Measure how customers behave right now

2. Tune the Engine

– Experiment to see if we can improve metrics from 
baseline towards the goal

3. Pivot or Persevere

– When experiments reach diminishing returns it is 
time to pivot

– Be wary of “vanity metrics”
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Innovation Accounting
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Scenario 1 Scenario 2

A change in strategy without a change in vision

Pivot:



Lean Innovation Thinking
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Innovation Engineering

Fail fast, fail cheap
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Learn     Learn

$1,600

$900

$1,200

$700

What order should we 
schedule our MVPs?



Find the Fatal Flaw Early
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Small 
Problem

Small 
Problem

Small 
Problem

Death 
Threat

START 
HERE



Find the Fatal Flaw Early
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Lean Innovation Thinking

39© 2019 Lean East



Agile Development

User Stories: Understand the ‘story’ of the 
requirement – how the user will benefit from and 
interact with the feature

• Customer value is the focus

• Supports understanding customer problems and 
root causes
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As a <type of user>,
I want <some goal>
so that <some reason>.



Agile Development

Sprints: Focused, smaller-sized portions of work for 
‘feature’ releases
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Agile Development

Incremental delivery and testing for quick customer 
feedback (learning)
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Lean Innovation Thinking
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Design Thinking
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• Ideation: generating possible solutions

• Brainstorming

• Mind Mapping 

• Getting Unstuck
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Don’t be 
afraid to try 

and fail
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The key to learning is 
experimentation



Question and Answer Time
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