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Strategy without tactics is the slowest route to victory. 
Tactics without strategy is the noise before defeat.
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Vision: What changes do you see coming



Project Management:  
A rise in remote working. Face-to-
Face meetings the exception, not 
the rule. PM tools must account 
for this.  
 
A decrease in the importance of 
project deliverables, prototypes 
replacing PDFs 
 
Old codified practices (e.g. 
PRINCE2) being skipped over for 
more agile and ad-hoc 
approaches 

What’s changing in your target domain?

Music:  
No longer a concept of music 
“ownership” 
 
Average music fan listens to 
more artists now than ever  
 
Rise in indie artists, due to new 
platforms 
Far less dependency on labels, 
brands and distribution 
!

Old revenue sources are spent, 
new revenue sources being 
discovered

Marketing:  
Shift towards personal & 
personalised 
 
Closed Loop Return on 
Investment Vital 
 
Analytics & Numbers driven 
!

Advertisements become 
conversation starters 
 
Conversions override clicks in 
terms of importance. 



What technological trends should you bet on?



The phone as the primary device



Wearable devices 



The Dominance of Social Networks



How all software is now social software

Heavybit



What your 
domain looks 
like in X years

What software  
looks like in X 

years
+Your 	


Vision =

x = distance of your vision



Why do you exist, other than to make money?



Missions have nothing to do with goals or targets



They’re not about being #1 or ‘top 10’



“How will the world be any different, if you succeed?”



let app developers spend their time on their application code, not 

managing servers, deployment, ongoing operations, or scaling



to  help individuals and companies, public and 

private, to write better code, faster



to give every developer state of the art automated  
testing and continuous integration tools



We want to increase the GDP of the internet
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!

The customer rarely buys what the company thinks it sells  



Your business has many hypotheses

Are consumers currently 
doing this? 

Can I create a product 
that will improve upon it?

Can I address the market 
successfully?

T E S T E D  B Y

Evidence  
of investment

T E S T E D  B Y

Product Market Fit 
for your MVP

Analytics for  
Marketing Experiments

T E S T E D  B Y



Customers don’t buy “product categories”



Customers don’t purchase your product because of their demographics



A problem occurs in their life that causes them to need a solution



A problem occurs, and you decide to make a make a change



There is some trigger, that causes you to go looking



This isn’t about customer demographics



It’s not about checklists, categories or competitors



Don’t confuse correlation, with causation



Focus on what causes the need



To test if your product is needed,  
you study the job that it does.
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The 
Problem

Success 
Criteria+The Job = Situational 

Context +



Define the problem your users experience

Understand where the negative impact is

Keep asking “but why is that a problem”



“I don’t know what everyone is working on”

“I can’t tell who is free to take on a new project”

“I can’t plan our roadmap because of that”



“I don’t know what everyone is working on”

“I can’t tell who is free to take on a new project”

“I can’t plan our roadmap because of that”



“Jenkins has fallen over again”

“We have to spend time & energy fixing it again ”

“We’re not investing in product, we’re yak-shaving”



Test: Until you show me a check, you haven’t shown me a customer



The 
Problem

Success 
Criteria+The Job = Situational 

Context +



When does this problem occur?When does this problem occur?

What’s the event that triggers it?

What are the invariants around this event?



Refine the invariants of the situation 
 

The more precise the better



Primarily Male

Primarly 18-30

Studying the Job Studying the Customers

http://alanklement.blogspot.com/2013/09/replacing-user-story-with-job-story.html



The demographics correlate with the situation,  
but they don’t cause it. 



Barak Obama eats pizza. 



“When someone emails me a PDF  
that I need to sign”



“When I need to show progress ˝
to impress my boss in 

our next meeting”



Test: Show me the chain of events that undeniably causes the problem



The 
Problem

Success 
Criteria+The Job = Situational 

Context +



When does this problem occur?Consideration Set

Winner

Success Criteria



Fast

Cheap
High Quality

Interoperable

Easy  
To Use

Clear & 
Simple

Prints  
Well

Works On 
Mobile

Multi-lingual

Secure

Reliable

What matters to the actual users?



HTML5 Based

Real Time
Android 

focussed

Linux 
compatible

Built on Rails

Fully 
refactored

“ground up” 
rewrite

Don’t confuse it with what’s cool for developers



#4 on Dribbble

Flat Modern

iOS7 Inspired

12 Column 
Grid 

Award 
Winning

Typographically  
Stunning

Don’t confuse it with what matters to Designers

asd



Test: Can you successfully pick the winning product from a line-up?



The 
Problem

Success 
Criteria+ Situational 

Context +

Recap

T E S T E D  B Y T E S T E D  B Y T E S T E D  B Y

Evidence of paying 

customers already solving 

the problem

A specific circumstance or 

chain of events that will 

guarantee to cause the 

problem

Understanding the ‘hiring 

criteria’ for customers. Can 

you successfully predict 

their purchase?



The jobs people do rarely change 
The products change frequently



J O B S  A R E  T I M E L E S S

J O B S  T R A N S C E N D  T E C H N O L O G I E S

J O B S  B E AT  C AT E G O R I E S



J O B S  A R E  T I M E L E S S

J O B S  T R A N S C E N D  T E C H N O L O G I E S

J O B S  B E AT  C AT E G O R I E S



Same job, different everything. 





“Here’s the formula if you want to 
build a billion-dollar internet 
company: Take a human desire, 
preferably one that has been around 
for a really long time… Identify that 
desire and use modern technology 
to take out steps.”





An old job with steps improved or removed



Square Cash: old jobs, steps removed or improved



Old Job, some steps removed or improved.



J O B S  A R E  T I M E L E S S

J O B S  T R A N S C E N D  T E C H N O L O G I E S

J O B S  B E AT  C AT E G O R I E S



Your job isn’t tied to a desktop, laptop, tablet, phone, or watch 

And like Microsofts Word’s  job wasn’t tied to Windows

Just like a newspaper’s “job” wasn’t tied to ink on wood

And phone networks job wasn’t tied to SMS

And Garmin’s job wasn’t tied to a SatNav

And a University’s job isn’t to tied to a building



Think about the job first, and product second. 



J O B S  A R E  T I M E L E S S

J O B S  T R A N S C E N D  T E C H N O L O G I E S

J O B S  B E AT  C AT E G O R I E S



T
iThese guys were obsessed with being in the  
“Newspaper” Industry



T
iTheir customers just wanted something to read



Weather sites obsess about being “Weather Sites”



But customers just want to know if it’s gonna rain



An example from Intercom



We thought we had built a map



We wondered why it was so popular?



I want to impress  
people at a tradeshow

I want to impress  
people on Twitter

I want to impress  
investors



If you think it’s a “map”

Geographical accuracy

Precise filtering

Clustering of segments

Drag to zoom for regions

Accurate scales & distances

But, to look impressive…

A beautiful map

Animated with live action

Full screen version

Hide sensitive data to share

Download as a keynote slide



A worse “map”, does a better job



T E C H N O L O G Y  W I T H O U T  A  J O B  FA I L S



Segway was technology in search of a job



It found a part time job for tours & airport police



Google Glass is currently in search of a job



Google Wave Never Found a Job
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Everyone is building products to fit into “categories”



Breakthrough usually means “technology” has preceded “job”



You can recognise the pioneers by the arrows in their back
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e.g. Some jobs project managers do: 
 
1. Update the client 
2. Review Progress & Report 
3. Share new information with the team 
4. Start a new project with a new client 
5. Review an individuals contributions 
6. Estimate completion date 
…

Your product will tackle one or more jobs, likely more. 



Your product’s goal is to capture some of that behaviour



MVP 
‘that version of the product that enables a full turn 
of the Build Measure Loop with a minimum amount 

of effort, and the least amount of development time’



A ‘concierge’ MVP only tests if  there is real demand 
It doesn’t tell if you your end product will satisfy it



A product MVP will test if the smallest subset of the workflow 
can be aided/improved/replaced with software



You have to draw a line somewhere



Where does your product start, and stop

Basecamp starts when the 
project starts, usually after 
the first meeting and ignores 
sales calls,  payments, 
contracts, etc. 

Keynote starts when you’re 
done brainstorming and are 
ready for slides, and Keynote 
sticks around until your 
presentation is done. 

Skype starts when you know 
who you want to call, it does 
not help you make friends or 
build a profile such that 
people want to call you



Where to start?

Start at the first step in the workflow where you can add 
unique value, and work out how to make the transition from 
the previous step seamlessly.



1. User shops around multiple sites for flights	

2. User finds cheapest flight with minimal connection	

3. User shares flights with other friend on trip	

4. User books flights, enters credit card details	

5. User receives email and forwards it to friend	

6. User enters itinerary in their calendar & shares it	

7. Users adds friends to calendar	

8. ...	


Product: Organise your travel plans for you

1. User has discussion with client and agrees 
work	


2. User does first piece of work	

3. User posts message to Basecamp 	

4. User starts new spread sheet and enters 

client	

5. User enters number of hours and 

corresponding Basecamp thread. 	

6. User waits to hear from client	

7. ...

Product:  Track your time and bill accordingly



TripIt start the second you’ve booked a flight. 



Where to stop?

1. has a well defined market leader (and you don’t want to 
compete) For example: PayPal, Amazon, eBay, Tumblr, etc 

2. is completed in various different ways (e.g. transferring money, 
creating a report presentation, sending an invoice, etc) 

3. is something you can’t deliver any value.  (e.g. if the next step is 
“they phone their customer”,  do you want to build VOIP?)



Where to stop in an MVP

The first place you can, where you have solved a cohesive 
problem for the user 



Gall’s Law  
A complex system that works is invariably found to have 

evolved from a simple system that worked.  
 

A complex system designed from scratch never works and 
cannot be made to work. You have to start over, beginning 

with a working simple system



The Scopi-locks principle for MVP

Not too big (or no one can adopt it)˝
Not too small (dismissed as a feature, not a product)˝
Just right
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There are literally hundreds of “good”reasons 
to add features to your MVP.  

 
You have to say no to all of them.



But Look at the Engagement We Get



Is it the Right Type of Engagement?



But it’s a pretty small feature



But this customer is threatening to quit!



But we’ll make it optional



But we’ve nothing else to do…







Before you let a feature creep into your MVP

Does it fit your vision? 
Is it a forward step along the way? 

Does it belong in the workflow for the majority of users?  
Is it necessary to achieve product mark fit? 
Will all customers use it in the same way?
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Product Strategy 101: How many people use each feature?



Example: Project Management



This is how you should see them as your product evolves



A
This is the dream app. No one gets this. 

0
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50

75

100

Messages Uploads Chat room Calendar Docs Editor Time Tracking



0
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Messages Uploads Chat room Calendar Docs Editor Time Tracking

This is a more typical application



0
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100

Messages Uploads Chat room Calendar Docs Editor Time Tracking

This is when you’re going to be disrupted, by a leaner product



!

Is there a large group of customer who use only one or two particular 
features or workflows? 
 
For these given workflows, are the better* ways to accomplish them 
when you ignore all the rest of the application? 

*better: Cheaper, Simpler, More Convenient

When you are vulnerable to disruption



How to stay lean 

Limit your improvements to one of the following 

1. Adoption Improvements  
2. Frequency Improvements 
3. Deliberate Improvements



Either get more users doing it 
or get users doing it more



When users won’t adopt your product/feature  
Rank & Resolve barriers to usage based on customer study and data

Can’t import CSV

Can’t change footer

Need SF Integration

Doesn’t work with Exchange

0 22.5 45 67.5 90



Ask Why 5 Times to Understand the Root Cause





See features as “hypotheses”˝
Eliminate the ones you can’t grow adoption for



How To: Frequency Improvements 

“What are the smallest changes we can make that will get people using 
a feature more” 

Facebook: More activity feed items. More notifications  
Google: More options to search.  
Basecamp: Use notifications to pull people back to the product 
Google Analytics: More report options & daily mails  
Bank Website: Daily Reports & spend breakdown



Trigger Action

RewardInvestment
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Quick thoughts on pricing?



Avoid the graveyard (lower right)



Charge earlier than you think you should



Charge more than you think you should



If you can’t run a business off your lowest plan, kill it



Plan & Remember to “Refresh” your pricing



Text of the slide will go here

Slide title



Of course. Mail me des@intercom.io
Q: Can we get the slides

Our blog :)  & slides have reference material

Q: Where can I read more? 

Des Traynor  @destraynor 
Product: http://intercom.io  
Blog: http://insideintercom.io    

Q: Who are you, again? 

mailto:des@intercom.io
http://insideintercom.io

