A NINE-PART INSTRUCTOR’S MODULE ON

Hungry Start-up Strategy: Creating New Ventures with Limited Resources and Unlimited Vision
Entrepreneurs are driven by a hunger to create a working world in which they want to live—something they often have to do without money or staff. But those trying to create upstart ventures (or just imitate their nimbleness) face a significant obstacle: strategy theory is not designed to help them. The work of standard-setting strategist Michael E. Porter focuses on the key strategy questions that big organizations face; however, start-ups must grapple with a broader set of strategic questions and need different answers.

Hungry Start-up Strategy focuses on six key start-up choices—setting goals, picking markets, raising capital, building the team, gaining share, and adapting to change—explaining how and why start-ups must make very different strategic choices than established companies. For each area, the book provides a decision-making approach and lively case studies of what actual entrepreneurs have done to cook up a thriving business from scratch. 

Based on interviews with CEOs of over 150 start-ups and dozens of experts in entrepreneurship, Hungry Start-up Strategy redefines entrepreneurial strategy. This instructor’s module provides frameworks and cases to help students think about the choices that can determine the fate of any start-up.

MODULE OBJECTIVES
The objectives of the module are
· To help students understand the key choices they must make to start and run a new venture successfully
· To provide students with the skills necessary to experience and apply hungry start-up strategy principles in their work—whether for a start-up or a large enterprise
· To give students a perspective on how venture capitalists view start-up investments
· To highlight ways to bring “start-upness” into the large enterprise 
LESSON ONE: HUNGRY START-UP STRATEGY
Purpose: To introduce students to the core concepts of Hungry Start-up Strategy and to explore how an entrepreneur’s hunger drives his or her strategic choices.

Student Reading: Chapter 1 of Hungry Start-up Strategy 
James Watt (BrewDog) interview, Introduction of Hungry Start-up Strategy
Peter Cohan, “Head in the Cloud,” Hemispheres, November 1, 2011, http://www.hemispheresmagazine.com/2011/11/01/head-in-the-cloud/.
Discussion Questions: 
· Why do entrepreneurs start companies?
· What are the six key strategic choices that entrepreneurs must make to turn their vision into a thriving business?
· What were BrewDog’s six strategic choices? 
· How will those choices help it to compete? How will they hurt BrewDog?
· Why did Jeff Hammerbacher leave Facebook? Why did he start Cloudera?
LESSON TWO: SETTING GOALS
Purpose: To introduce students to why it is important to set three kinds of start-up goals: a mission, long-term goals, and short-term real options.

Student Reading: Chapter 2 of Hungry Start-up Strategy 
Peter Cohan, “SoFi's Mike Cagney Wants to Fix Student Loans,” Forbes, May 15, 2012, http://www.forbes.com/sites/petercohan/2012/05/15/sofis-mike-cagney-wants-to-fix-student-loans/.
Peter Cohan, “Stanford MBA's Virtual Square for Student Q&A,” Forbes, January 20, 2012, http://www.forbes.com/sites/petercohan/2012/01/20/stanford-mbas-virtual-square-for-student-qa/.
Peter Cohan, “Embrace Warms Up Premature Babies at the Bottom of the Pyramid,” Forbes, June 16, 2011, http://www.forbes.com/sites/petercohan/2011/06/16/embrace-warms-up-premature-babies-at-the-bottom-of-the-pyramid/.
Discussion Questions: 
· What is the difference between a mission and a long-term goal?
· Why are hungry start-up goals important, and to whom do they matter most?
· What does it mean to set short-term goals as real options?
· What is the benefit of this approach to short-term goals?
· What are the missions of SoFi, Piazza, and Embrace? 
· Which of the three missions do you find most compelling and why?
· What are these companies’ long-term goals, and do you think they are achievable?
· What are their short-term goals, and are they truly set as real options?
· How do you think SoFi, Piazza, and Embrace could improve their short-term goals?
LESSON THREE: PICKING MARKETS
Purpose: To introduce students to why it is important to pick markets and different approaches to estimating start-up market opportunity.

Student Reading: Chapter 3 of Hungry Start-up Strategy 
Tristan Harris (Apture) on market estimates, Hungry Start-up Strategy, pp. 51–52.
Peter Cohan, “MIT Spinoff, T2 Biosystems, Hopes to Slash Deadly Hospital Infection Deaths,” Forbes, May 17, 2011, http://www.forbes.com/sites/petercohan/2011/05/17/mit-spinoff-t2-biosystems-hopes-to-slash-deadly-hospital-infection-deaths/.
Discussion Questions: 
· Why should entrepreneurs pick markets at which to aim their start-ups?
· Which markets did T2 Biosystems and Apture target and why?
· Why did T2 Biosystems and Apture estimate the sizes of their markets, and to whom were those estimates useful?
· How did T2 Biosystems and Apture estimate the sizes of their markets?
· Were their approaches good enough?
· If not, how could they be better?
LESSON FOUR: RAISING CAPITAL
Purpose: To introduce students to why start-ups must align capital raising with the achievement of key goals (depending on the company’s stage of development) and to highlight the critical importance of carefully picking the specific board members who will represent the investors.

Student Reading: Chapter 4 of Hungry Start-up Strategy 
Peter Cohan, “Critical Software Shows Portugal Can Grow,” Forbes, June 3, 2011, http://www.forbes.com/sites/petercohan/2011/06/03/critical-software-shows-portugal-can-grow/.
Peter Cohan, “Dynamics Wants to Turn Your Card Rewards into Cash,” Forbes, May 16, 2011, http://www.forbes.com/sites/petercohan/2011/05/16/dynamics-wants-to-turn-your-card-rewards-into-cash/.
Peter Cohan, “Evernote Raises $70 Million, Buys Penultimate as IPO Looms,” Forbes, May 7, 2012, http://www.forbes.com/sites/petercohan/2012/05/07/evernote-raises-70-million-buys-penultimate-as-ipo-looms/. 

Discussion Questions: 
· When is it appropriate for a start-up to bootstrap its operations? Why?
· When is the best stage in a start-up’s development to raise capital from friends, family, and angels? Why?
· At what stage should a start-up raise capital from venture capital firms?
· What are the key dangers of raising venture capital, and how can entrepreneurs protect their start-ups from them?
· How did Critical Software, Dynamics, and Evernote raise capital?
· Were their approaches good enough?
· What is your assessment of the strengths and weaknesses of each approach?
LESSON FIVE: BUILDING THE TEAM
Purpose: To introduce students to the importance of having complementary skills in a founding team and creating a strong culture with clearly articulated values.

Student Reading: Chapter 5 of Hungry Start-up Strategy 
Peter Cohan, “Sonatype’s Open Source Boost to Software Productivity,” Forbes, April 23, 2012, http://www.forbes.com/sites/petercohan/2012/04/23/sonatypes-open-source-boost-to-software-productivity/.
Peter Cohan, “Silicon Valley’s Culture Doctor,” Forbes, November 4, 2011, http://www.forbes.com/sites/petercohan/2011/11/04/silicon-valleys-culture-doctor/.
Peter Cohan, “A Cautionary Tale: Friendship, Business Ethics, and Bad Breakups (Acts I and II,” Forbes, August 9, 2011, http://www.forbes.com/sites/petercohan/2011/08/09/a-cautionary-tale-friendship-business-ethics-and-bad-breakups-acts-i-and-ii/.
Discussion Questions: 
· Why is it important for founders to avoid hiring friends for their start-ups?
· How should a start-up identify the key skills needed in its founding team?
· What is culture and how can a start-up create a powerful one that helps the start-up attract talent and achieve its goals?
· Why did Sonatype’s founder hire a CEO? Did the new CEO help the company? Why?
· Does Axcient’s Justin Moore have the right ideas about culture? Why or why not?
· Where did the Levo League go wrong, and what should it have done differently?
LESSON SIX: GAINING SHARE
Purpose: To introduce students to the unique challenges of getting customers to try a start-up’s product and why it takes a quantum value leap to overcome that resistance.

Student Reading: Chapter 6 of Hungry Start-up Strategy 

Peter Cohan, “ASSIA Creates Billions in Value for DSL Providers,” Forbes, November 7, 2011, http://www.forbes.com/sites/petercohan/2011/11/07/assia-creates-billions-in-value-for-dsl-providers/.
Peter Cohan, “Bionee Offers Moms Skin Care and Financial Control,” Forbes, August 2, 2011, http://www.forbes.com/sites/petercohan/2011/08/02/bionee-offers-moms-skin-care-and-financial-control/.
Peter Cohan, “Coverity Gets Code Right 25% Faster,” Forbes, December 14, 2011, http://www.forbes.com/sites/petercohan/2011/12/14/coverity-gets-code-right-25-faster/.
Discussion Questions: 
· Why are customers reluctant to try a start-up’s products?
· How can entrepreneurs select customers to overcome that reluctance?
· What is a quantum value leap, and how can a freemium pricing strategy implement that concept?
· How has ASSIA been able to dominate its market?
· Who are Bionée’s different customers and suppliers, and how does the company create value for them?
· Who are Coverity’s customers, and how does the company create competitively superior value for them?
LESSON SEVEN: ADAPTING TO CHANGE
Purpose: To demonstrate the importance of adapting to change and the most effective ways that start-ups separate the signal from noise in the evolving competitive environment.

Student Reading: Chapter 7 of Hungry Start-up Strategy 
Peter Cohan, “Harvard's Lion of Entrepreneurship Packs Up His Office,” Forbes, June 15, 2011, http://www.forbes.com/sites/petercohan/2011/06/15/harvards-lion-of-entrepreneurship-packs-up-his-office/.
Peter Cohan, “AlgoSec Accelerates Enterprise Security,” Forbes, November 7, 2011, http://www.forbes.com/sites/petercohan/2011/11/07/algosec-accelerates-enterprise-security/.
Peter Cohan, “Yesware Boosts Sales Productivity, Financial Forecasts,” Forbes, November 9, 2011, http://www.forbes.com/sites/petercohan/2011/11/09/yesware-boosts-sales-productivity-financial-forecasts/.
Discussion Questions: 
· Why must start-ups adapt to change?
· What are the key sources of change in a start-up’s competitive environment?
· What are the most common ways that start-ups decide which changes to react to and which to ignore?
· How did Landmark Communications adapt to the threat of Internet classifieds?
· How does AlgoSec stay ahead of its customers’ changing needs?
· What capabilities does Yesware need to achieve its long-term goals?
LESSON EIGHT: CAPITAL PROVIDER PERSPECTIVE
Purpose: To present students the perspective of leading venture capitalists on whether to invest in a start-up—focusing on process and selection criteria.
Student Reading: Chapter 8 of Hungry Start-up Strategy 

Peter Cohan, “Angel Investor Proves Doing Good and Profit Co-exist Nicely,” Forbes, December 19, 2011, http://www.forbes.com/sites/petercohan/2011/12/19/angel-investor-proves-doing-good-and-profit-co-exist-nicely/.
Peter Cohan, “5 Tests a VC Uses to Turn You Down in 3 Minutes,” Forbes, February 9, 2012, http://www.forbes.com/sites/petercohan/2012/02/09/5-tests-a-vc-uses-to-turn-you-down-in-3-minutes/.
Peter Cohan, “PayPal Co-founder's Four Hot Trends for 2017,” Forbes, January 31, 2012, http://www.forbes.com/sites/petercohan/2012/01/31/paypal-co-founders-four-hot-trends-for-2017/.
Discussion Questions: 
· How many start-ups do VCs (venture capitalists) meet with in a year? How many do they invest in?
· How do VCs narrow down the list that they will consider?
· What criteria do VCs use to pick the start-ups in which they invest?
· What kind of due diligence do VCs conduct before investing?
· What are the most unique aspects of how Elad Gil, Peter Bell, and Max Levchin evaluate new opportunities and work with start-ups?
· Which of them would you most like to work with your start-up? Why?
LESSON NINE: BIG COMPANY PERSPECTIVE
Purpose: To introduce students to the characteristics of big companies that could be good training grounds for a future leap into entrepreneurship.

Student Reading: Chapter 9 of Hungry Start-up Strategy 
Peter Cohan, “Can Scott Cook Revive Corporate America?” Forbes, February 29, 2012, http://www.forbes.com/sites/petercohan/2012/02/29/can-scott-cook-revive-corporate-america/.
Peter Cohan, “How Procter & Gamble Designs Change,” Forbes, March 12, 2012, http://www.forbes.com/sites/petercohan/2012/03/12/how-procter-gamble-designs-change/.
Peter Cohan, “How Big Companies Can Exploit and Explore,” Forbes, February 27, 2012, http://www.forbes.com/sites/petercohan/2012/02/27/how-big-companies-can-exploit-and-explore/.
Discussion Questions: 
· What are the biggest competitive advantages of big companies when it comes to innovation?
· What are the biggest impediments to innovation in big companies?
· What are three approaches to infusing start-upness into big companies?
· What are the philosophy and the practice that Intuit uses to encourage innovation?
· How does Procter & Gamble manage innovation?
· How did USA Today manage its ambidextrous organization?
