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PRODUCT STRATEGY IN A START-UP



Des Traynor (@destraynor)
Co-tfounder of Intercom (@intercom)



Strategy without tactics is the slowest route to victory.
Tactics without strategy is the noise betore defeat.
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What road do | take?

Well where are you going?
| don't know

Then it doesn't matter. If you
don't know where you are going,
any road will get you there.
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Vision: What changes do you see coming



What’s changing in your target domain?

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

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.
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Des Traynor
All software is turning into social software.

Like - Comment - Unfollow Post - Today at 9:52
g1 Heavybit and 15 others like this. « Seen b

_) View 8 more comments

How all software is now social software
: : } 23 hours ago - Like




X = distance of your vision
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. heroku

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



&) circleci

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



stripe

We want to increase the GDP of the internet







The customer rarely buys what the company thinks it sells

A




Your business has many hypotheses

Are consumers currently ’ Can | create a product ' Can | address the market

doing this? that will improve upon it? successfully?
TESTED BY TESTED BY TESTED BY
Evidence Product Market Fit Analytics for

of investment for your MVP Marketing Experiments
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Customers don’t buy “product categories”
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Customers don’t purchase your product because of their demographics
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A problem occurs in their life that causes them to need a solution
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A problem occurs, and you decide to make a make a change

' |, Macintosh HD » [ ] Users » /) destraynor » (.| Downloads » (| Project-folder




e N0 3. ~/rails_projects/sample_app (bash)

[sample_app (static-pages)]$ bundle exec rspec spec/
F

Failures:
1) Static pages Home page should have the content 'Sample App'
Failure/Error: expect(page).to have_content('Sample App')

expected there to be text "Sample App"” 1n "StaticPages#home Find me 1n ap
p/views/static_pages/home.html.erb"

Finished 1n 0.25114 seconds
1 example, 1 failure

Failed examples:

rspec ./spec/fteatures/static_pages_spec.rb:’/

Randomized with seed 35298

[sample_app (static-pages)]$ |}

There is some trigger, that causes you to go looking
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PRIMARY PERSONA 3%

largest group of current / potential customers

of shoppers

VALS: Experiencer

“I live in the moment and want immediate satisfaction.
| like looking good and wearing ‘cool’ new clothes,
shoes and accessories that make me look and feel

1 special.”

GOALS, BEHAVIORS & ATTITUDES:

Susan follows fashion trends, reads fashion magazines, and pays
attention to what her favorite celebrities are wearing.

Likes to impress her peers with her fashion sense, especially when

This isn't about customer demographics

*
0’0

Trend-focused home page and New, Popular, As worn by... sections
New items on sale + limited time/availability offers

L e . —

e e —y  —
R R ) e —

M- Freguent B -Occasional - Not applicable

SHOPPING STYLE:

Quick

w

Methodical

PRODUCT SELECTION

CRITERIA:

B Style
O

Construction

CROSS-CHANNEL SCENARIOS:

O

|

B Browseat store, buy online
Browse online, buy at store

Care & maintenance

CHANNEL PREFERENCE:

B Store %
B Online %

SOURCE OF VISIT:

B Directlink/URL
Web search
Online ad

Email promo
Social link

ONLINE DELIVERY:

B Shipto home
B Shiptostore
Pick up at store

VISITONLINESTORES TO:

See what's popular
See what's on sale
Find a local store
Check order status

B Write product reviews

ONLINE GIFTING:

Ship to self
Ship to self as gift
Ship to recipient
B Shiptorecipient as gift

SHOPPING FREQUENCY:

Offline: oo
Online: Q0o

12mo. 3mo. Monthly Weekly Daily
ONLINE PRODUCT FOCUS:
0900000000 2000000
Kill See what'snew, General Product Specific
time available,onsale  need type  product
PRODUCT KNOWLEDGE:

00

Low Medium High

DEVICES USED:
Eh] L]
Phone  Smartphone Tablet PC
0% 10% 30% 10%
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Focus on what A\causes the need




To test if your product is needed,

you study the job that it does.









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






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



Studying the Job

Addin@ nore context refines a stunation and makes it easier
to criatt 4 solution

Yohen T want 5{)‘.1,1@&\(;/\;) to eat.... YWhen T in 4 rush and want ¢ ”)mﬂ’mm@ to eat....

Situation .

Yhen Tim in 4 rush, Yhen T in 4 rush, stanvina 4, need ¢ ')Mc’mm& T can

I’wx stavt M)‘ and want sowx@t{f\m@ to eat.... eat with one hand while on the &jj ,

A not sure when the next time T be alde to eat,

B

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

Studying the Customers

Primarily Male

/0

52.5

35
17.5



The demographics correlate with the situation,

but they don’t cause it.
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# Signature or Initials H ~/ Checkbox ’ ‘ Date Signed H Aa Textbox ‘ Cancel + Save and Attach to Email

Tip

Drag and drop the
outtons apove onto
the document.

HelloSign for Gmail

The easiest way to sign documents online

“When someone emails me a PDF

that | need to sign”

1. Add some text below:

2. Add your signature




“When | need to show progress ~

to impress my boss in
our next meeting”



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






Consideration Set

Success Criteria




Secure High Quality

Cheap

Wﬁ:,'f,si l(gn Fast Interoperable

What matters to the actual users?

Clear & Easy
Simple To Use

Multi-lingual
Reliable

Well



HTML5S Based

° ~ Android
Built on Rails Real Time

focussed

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

Linux
compatible “ground up”

Fully
refactored

rewrite



#4 on Dri
e 1087 Inspired

Award
Winning

Flat Modern

Don’t confuse it with what matters to Designers

2sd Typographically

12 Column

Stunning
Grid



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



Recap

TESTED BY TESTED BY TESTED BY
Evidence of paying A specific circumstance or Understanding the ‘hiring
customers already solving chain of events that will criteria’ for customers. Can
the problem guarantee to cause the you successfully predict

problem their purchase?



The jobs people do rarely change
The products change frequently









Same job, different éverything.






"Here's the formula if you want to
build a billion-dollar internet
company: Take a human desire,
preferably one that has been aroun
for a really long time... Identify tha
desire and use modern technology

to take out steps.”
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Photo sharing 1.0
Photo sharing (Web 2.0 era)



An old job with steps improved or removed



You don't sign up, you Just send an email.

Example Emall Link your debit card
You'll receive a reply from Square ﬁ
To: alyciad545@gmail.com asking you to link a debit card.

Cc: cash@square.com

Subject: $450

Here’s some money for your textbooks. | Cash Sent!

hope your first week of classes goes well!
The recipient will be emailed a link to
easily deposit their cash to their bank.

— Mom

Square Cash: old jobs, steps removed or improved



POSTS

The Leverage of Being a Good Person

Relationships are leverage. If you give value to someone else first, you
have leverage.

The Secret to Designing the Right g}Q
Product

[ will tell you how to build the best product.

‘‘‘‘‘‘‘

Medium

A better place to read and write. Learn
more.

Read our top posts from last month.

One Shot at a Warlord 3

Old Job, some steps removed or improved.






Your job isn’t tied to a desktop, laptop, tablet, phone, or watch
Just like a newspaper’s “job” wasn'’t tied to ink on wood
And like Microsofts Word’s job wasn’t tied to Windows
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
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Think about the job first, and product second.







CHEAPER THAN

THE DAILY MAIL
BANE.

“.0
AND TEN TIMES —

BETTER . G
SEqy SHOPPIN

-TQ v

(T ’

These guy were obsessed with being in the

B VTN YOUR GRO

“Newspaper” Industry



Their customers just wanted something to read




A Ireland

{@® Accuvweather.com Wicklow, Ireland Q
Ireland Wicklow, 1E —
WEATHER LOCAL WEATHER
Home Radar & Maps News & Video Climate Social

Ireland Weather

Wicklow 8°

RealFeci® 3°

26°

RealfFee'® 28°

Mostly Sunny
7T

Reglfee x 29

Mostly Sunny

.
.

0. Ll s

Mostly Cloudy

Ireland Weather Map

Weather sites obsess about being “Weather Sites”



€ > C Mt [ umbrellatoday.com 7ol & -

UMBRELLA TODAY?

“It’s like totally the simplest weather report ever, Julie.”

J

POSSIBLE
NOW = oomkune

RAIN STARTING IN 3
N EXT mp MIN, STOPPING 30

HOUR MIN LATER
ﬂ, Leopold, MO

But customers just want to know if it’s gonna rain
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We wondered why it was so popular?
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a Freckle A~ W Foliow

In the land of Freckle, the sun never sets!
pic.twitter.com/aS5igD4P

& Reply T3 Retweet W Favorite = Buffer eee More

e e DROBE

-
k> ) Brian Daly 1~ W Follow

priandaly

I've only seen about 7 presentations at the
@500startups demo day...and I think 3 of
them have showed @intercom 's user map!
Go Intercom!

4 Reply T3 Retweet W Favorite = Buffer eee More

4
RETWEETS '

951 PM-17 Jul 1

s ———————



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



+ "~ Edmonton Chigwell

— Wood
Green
Hendon
Harrow .
’ Central Wanstead Romford
ford Hornchurch
{ & Hampstead
Kilburn oLl . Dagenham
Ealin .
Hayes A London
Brentford % Greenwich
.ulham
. Peckham
Dartford
Bexley

A worse “map”, does a better job
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It found a part time job for tours & airport police



Google Glass is currently in search of a job

rF . By 9 BB
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Chess times = fun times 3:51 pm

Chess times = fun times
Dinner and board games | 3:43 pm

Settings It's on!

g . S hots! | | | 3:39
™ Trash ‘:]ﬁ ' napshots P s
=3 | K BBQ on Sunday! ' ' ~ 3:22 pm
ﬁ m ' ' ' NG P ' a b C d

> ﬂ Sushi time? ' ' 3:19 pm 1. d2-d3 e7-e6
¥ | | 8 8 [2. e2-e4 Ng&-fé6
3. Nbl-c3 Bf8-e7
m [] Hey Steph 3:16 pm 4. Bel-f4 KefB—f8
AE Addirg ==
Wayward music player? 1:13 pm
a - NW { () 6 ‘ 6
Anna-Christina g‘ﬂ ' See what turned up on my front lawn 1:05 pm
e drinkin’ coffee g yesterday! 7 15¢ : :
Q > I ; It's Movie Time!!!! | ' 12:22 pm
G P+ |5 B f
‘g regory ' [] ®  Pics from a walk in Sydney... 8:05 am 4 & 4
I 3 Steph ol | ol
! EJUGJ ﬁ Gallery opening this Thursday May 26 3 Q\ }‘3\ 3
n Alec
Any tips for combating jet-lag? May 26
- AndrewM E:;ﬁw the e lon g 2 ‘ ‘ ‘ ‘ 2

Google Wave Never Found a Job



SAS SproutSocial ArgyleSocial SocialReport Campalyst Unilyzer Curelate Pinfluencer
SimplyMeasured socia gakers PostRocket Adaptly Reachli LittleBird Sparked Shift Traackr
FanBridge HootSuite Morcova prosodic Swix Venueseen Monstro Twimbow Buzznumbers
TrendKite Sociero Youscan TunkRank Echnobot SocialAppsHQ Vaktarrin Beevolve Mention
Buzzware GovSM Casapplanca SocialLogix Morcova Zociallnc BrandFractal ejenio
Croakun StatFly SocialKnow position2 Hubspot minilytics tweetreach socialoomph sodash
Decooda Teezir motivequest SocialFactz Kantar iMonitoring Meltwater Engagor
infoFactory NetBreeze NutshellMail BoomSonar ReviewlQ AtInternet Daumsoft Infospeed

Wool.Labs Actionly SocialPointer Zelist Telligent GoogleAnalytics ReputationObserver
\WilAdfira TAaAavl aiinch  athaAarityy ChattarRaarAan Katanadia RlAaAamatar RaniitatinnTAnl

Everyone is building products to fit into “categories”

Ccarlywetectuon viinalap.ae 11p1op Iracebuzz 5ranatology 1nougnouzz Jamiw INSTsStant
Tweetlytics Overdrive Mentionapp Repumetrix Socialscape eWatch Cision Digimino
Samepoint Buzzstream Vocus Attensity Buzzlogic Factiva eCairn Jive Mediamiser
Moreover Onalytica Reputation.com StartPR.com UberVu Lithium VisibleTechnologies
Spiral16 Collectivelntellect Networkedlnsights Backtype nminsight Trendrr SocialMention
Monittor linkInfluence nms CrimsonHexagon VisibleMeasures CustomScoop Attentio
Tweetbeep Collecta Tweetteel SocialRadar Synthesio YackTrack Brandwatch Addictomatic
Echometrix SentimentMetrics Exactlarget HowSociable MediaVantage SearchMonitor
Kana Postling PeopleBrowsr Twitalyzer EdgerankChecker Vrank Brandity Pagelever
Crowdbooster Tweeb SiteTrail Kyoo Sysomos BuddyMedia



high

Game
Changer

TECHNOLOGY -

PROGRESS

Ow

S MARKET IMPACT high

Breakthrough usually means “technology” has preceded “job”



You can recognise the pioneers by the arrows in their back






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

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’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

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



Your Product Another Product

You have to draw a line somewhere




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.

Where does your product start, and stop

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.



Product: Organise your travel plans for you Product: Track your time and bill accordingly

User shops around multiple sites for flights |.  User has discussion with client and agrees
User finds cheapest flight with minimal connection work

User shares flights with other friend on trip 2. User does first piece of work

User books flights, enters credit card details 3. User posts message to Basecamp

User receives email and forwards it to friend 4. User starts new spread sheet and enters
User enters itinerary in their calendar & shares it client

Users adds friends to calendar 5. User enters number of hours and

O NONULT A WDN —

corresponding Basecamp thread.
User waits to hear from client

o
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Triplt 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






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

ESTIMATED COST OF A SMALLf
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But this customer is threatening to quit!



But we’ll make it optional




Jun 10 Jun 17 Jun 24

But we’ve nothing else to do...



IF You have
Time to Lean,
You have
Time to Clean




Reports

Projections

Distribution

Metrics

Alerts

> Rk EFE ©

You look at competitors and think:
“We Need To Copy All These!”



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?






VERY LITTLE

Product Strategy 101: How many people use each feature?




lrack time

oMS Alert

VERY LITTLE

Example: Project Management




VERY LITTLE

SOME

This is how you should see them as your product evolves
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Messages Uploads Chat room Calendar Docs Editor Time Tracking

This is the dream app. No one gets this.
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Messages Uploads Chat room Calendar Docs Editor Time Tracking

This is a more typical application



100
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50

25

Messages Uploads Chat room Calendar Docs Editor Time Tracking

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



When you are vulnerable to disruption

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



How to stay lean

Limit your improvements to one of the following

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



How often

Increase
Often Frequency
O -------------- ’
Rarely
Increase
Adoption
Never
None Few Most All

How many use the feature

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



FACT:
Users aren't

using our
new Reports
feature

Ask Why 5 Times to Understand the Root Cause

They don’t

see the
value

Why?

Why?

They can't

show it to
their boss

Why?

Our API
doesn't

They can’t
getitina

good format
(PDF, Excel)

output
good data

Our export

tools aren’t
good enocugh

Why? Why?

S0...

Q

We have

to improve
our API!




NO one uses

No one sees

them

N

Why...

People don‘t
see the value

The Ul is too
confusing

Unclear Ul £

Low Contrast ‘

Never Announced P

Can’ t show to boss N

Too much work involved S

No Data Visuals

Don't understand “Merge”
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40

30

20

, . X X X X
0

Post Post Upload Use Add Track Send Create Live Tag Tag
Message Reply file ToDos Cal Event Time Invoice Report Chat Message Project

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
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Quick thoughts on pricing?



HIGH VALUE
PER ACCOUNT

Transactional Enterprise

. COMPLEX
(.JLL,',_ SALES
SERVE PROCESS

Self Service

LOW VALUE
PER ACCOUNT

Avoid the graveyard (lower right)




FREE USERS PAYING USERS
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ask for new features ask for improved features

Charge earlier than you think you should




Employees

Travel

1ax|'s

Software o Py

Total $19849

Charge more than you think you should




Stays at $9
(l.e. NnO upgrade)

? A small

% upgrade &

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



Value of product

ETTER PRICING
b'-_. ._.l | 1 |~-_' Yyl

2009 2010 2011 2012 2013

Plan & Remember to “Refresh” your pricing






Q: Can we get the slides

Of course. Mail me des@intercom.io

Q: Where can | read more?

Our blog :) & slides have reference material

Q: Who are you, again?

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



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

