
What do you hope to learn from this session?

How to build a 

strong 

refinement 

approach

The ultimate 

question to life, 

the universe, and 

everything

Average air 

speed velocity of 

an unladen 

swallow

Good discovery 

techniques

Write one item per 
sticky note

As many sticky 
notes as you’d like

When done, put 
them on the flip 
chart.
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A little bit about me

Industrial 

engineer by 

training

Recovering agile 

coach

Started Business 

Analysis to 

learn IT

Unemployable

Write to learn 

and earn

Proj Mgr / BA 

rotation

Content 

Creator/ Trainer

Practice to stay 

current

Freelance 

Product 

Manager / 

Writer



Your turn: Introductions

Your role

Type of 

product you 

work on

Industry you 

work in

Write notes on sticky 
note

Introduce yourself at 
your table

When done, put notes 
on the appropriate 
charts



The Transformation Trifecta

Product

Transformation

Change how we 

organize work.

Change how we 

organize teams

Agile

Transformation

Focus on tech 

efficiency

build stuff right

Digital

Transformation

Shifting 

perspective of 

technology from 

cost center to 

enabler, but still 

look at things as 

projects, outputs,
INTRODUCED 

THE PRODUCT 

OWNER ROLE

INTRODUCED 

PRODUCT 

MANAGER ROLE 

TO INTERNAL 

CONTEXT





5 Survival tips: D3C2

Discovery
Decisions
Delivery
Context
Collaboration



Discovery



Don’t elicit 
requirements.

Elicit 
stories.



Product Market Fit Pyramid

The Lean Product Playbook: Dan Olsen

We should 

start here.

We usually 

start here.



Don’t make your interviewees lie to you

https://www.producttalk.org/2024/04/story-based-customer-interviews

Generally Good Advice: Even Better Advice:
Decide what 

you’ll ask 

up front

Research 

Questions

what you want 

to find out

Interview 

Questions

what you ask to 

find that out

Ask 

open-ended 

questions

“Tell me 

about the 

last time 

you…”

Don’t ask 

leading 

questions

Focus on 

actual 

behavior

Don’t ask 

about future 

behavior
Shut Up!



Example: Product Newsletters

Raise your hand if 

you have read an 

email newsletter 

in the past 

couple of weeks



Your turn: story based interviews

Pick a situation

Groups of 3:
● Interviewer,
● interviewee,
● observer

3 minutes to do a story 
based interview

Rotate!



Interview Snapshot: Participant’s Name
“A memorable quote that builds empathy and helps you 

remember the emotion and stories shared in their interview”

Quick Facts

- key fact

- key fact

- key fact

Insights

- Insight

- Insight

- Insight

Opportunities

- I want to be able to

- I’m trying to…

- I wish I could…

- I do this every day

Experience Map

From Teresa Torres: https://www.producttalk.org/2024/02/interview-snapshot/



Decisions



If you choose not to decide, 
you still have made a choice

- Freewill, Rush



Decisions in three horizons

Is it worth it? Create, change, or pass

What solution will 

satisfy the need?
Build vs Buy

How do we build & 

deliver the solution?

Continue, change, or 

cancel

Do we have enough 

to deliver?

What aspects of the 

solution should we deliver 

and in what order?

https://insideproduct.co/decisions-in-three-horizons/



Decision Filters

What
▪ Simple questions used to guide decision 

making.
▪ Quick way to communicate goals to 

everyone involved
When
▪ Ensure strategic alignment
▪ Align key product features
▪ Align key project objectives
▪ Align release goals
▪ Align Iteration goals
▪ Determine design approach

WILL THIS HELP US 

HAVE A COMMUNITY 

BASED SUBMISSION 

PROCESS?

WILL THIS HELP US RECEIVE SUBMISSIONS AND 
PROVIDE REVIEWS?

Use decision filters when you’re in a 
situation that is not easily measured.



Guiding Constraints



Decide who decides - DACI

From Atlassian: https://www.atlassian.com/team-playbook/plays/daci

Driver

Makes sure a decision 

gets made

Approver

One person who has 

final say in approving 

the decision

Contributors

People who have 

knowledge that 

informs the 

decision-making 

process

Informed

Anyone affected by 

the decision not 

involved in making it.

Discuss before you 
need to make decisions

Will be different for 
different types of 
decisions

Keep those involved in 
decisions to the 
necessary few 



Build vs Buy

Build Here

Buy Here

Have 

someone 

build it



Problem Statement
The Problem of… Affects… The impact of which 

is…

A successful 

solution would…

Statement Description

The problem of Describe the problem.

Affects Who are the stakeholders affected by the problem?

The impact of which is What is the impact of the problem?

A successful solution 
would be

List the critical benefits or key capabilities that the solution however 
implemented must have to be successful.



Your turn: Problem Statement

The Problem of… Affects… The impact of which 

is…

A successful 

solution would…

Select a problem from your table

Describe that problem

Everyone write out their individual 
problem statement on sticky notes

Each person at the table read out your 
statement

Work to create a single statement



Delivery



Forget outcome vs output.

You deliver output to 
achieve outcomes.



Impact Mapping

Why are we doing this?

The goal that the project 

is trying to accomplish, as 

measured by an objective

Who can bring the 

organization closer to 

this objective or prevent 

us from reaching the 

objective?

How should our actors’ 

behavior change? (Impact)

What can the 

organization do 

to support the 

desired impacts?

(Deliverable)

These become 

backlog items

Identify outputs to impact outcome



Impact Mapping



Story Mapping

Select a small slice of 

the overall solution

Define that slice in 

more detail

Provide the detail team 

needs to build that 

part of solution

Apply learning from 

prior delivery



Example Mapping
Outputs:
▪ Examples
▪ Refined 

rules/acceptance 
criteria
▪ New/split stories
▪ Shared understanding
▪ Empathy

BACKLOG 

ITEM
RULE 

(ACCEPTANCE CRITERIA)

QUESTION

(WHAT IF…)

EXAMPLE
(THE ONE 
WHERE…)

https://speakerdeck.com/mattwynne/example-mapping

Y

R

B

G



BACKLOG 

ITEM

RULE RULE RULE

QUESTION

EXAMPLE

RULE
QUESTION

EXAMPLE

EXAMPLE

EXAMPLE

EXAMPLE

Example 
Mapping



Add a 

Review

Can only 

review 

sessions in 

own track

Can only 

review a 

session 

once

Can’t 

review 

your own 

session

What if 

session 

changes 

tracks?

What if 

reviewer is 

added to 

session as 

co-presenter

?

The one 

where 

session is in 

Reed’s track

The one 

where 

session is 

not in Reed’s 

track

The one 

where Reed 

is presenter

The one 

where Reed 

is 

co-presenter

Example 
Mapping – An 

Example



Your turn: Example Mapping

In order 
to prev

ent 

passwords f
rom being 

guessed
,

Users 
must be forced 

to 

creat
e str

ong 

passwords 



Context



Context is not an excuse 
for why you can't transform.

It's something you consider to 
make your transformation 

successful.



Type of Product

https://www.mironov.com/po-skills/

Ideal 

Scrum 

Project

User Opt- 

In Reqd

Cross Bu 

Buy-In

Underlying

Platforms

Visible 

Features

Contract 

Software

Few 

Customers

Niche

Software
Mass 

Market



Products in Digital Transformations

https://www.mironov.com/po-skills/

User Opt- 

In Reqd

Cross Bu 

Buy-In

Underlying

Platforms

Visible 

Features

Skills Needed

Business Cases

Segment Users

Marketing the 

Solution

Multi-Release Plan

Initiative & 

Strategic Decisions



Product Life Cycle

Discover 

customer 

problem

Deliver 

initial 

solution

Gather 

feedback

Iterate to 

find PSF

Gather 

feedback

Experiment 

to attract 

users

Gather 

feedback

Experiment 

to retain 

Users Pivot, 

revitalize, 

cancel?

Appropriate for products

people have an option to use

Iterate to 

find PMF*



Context Leadership Model

Template

https://docs.google.com/spreadsheets/d/1xMwPGQaNJ7r-atqPCTA_P2ejrSAMvJ-oT-SOsa_-Vwk/edit?usp=sharing


Your turn: Context Leadership



Collaboration



Software product 
development is a team 

sport



The Product Trio In Theory

Tech 

Lead
Designer

Product 

Business Focus

Value

Viability 

Technical 

Focus

Feasibility

Usability



The Product Trio In Practice

Tech 

Lead
It Depends

Product 

Business Focus

Value

Viability 

Technical 

Focus

FeasibilityBiggest 

risk facing 

product / 

company

Via
Chris Matts



How to work with Engineers

https://debbiewidjaja.medium.com/arise-a-product-managers-guide-to-working-with-engineers-647c3675d294



How to work with Designers

Don’t throw 

your designer 

under the bus

Set the product 

strategy before 

your team starts 

any designs

Provide clear 

and actionable 

feedback

Don’t say “I 

don’t like it” 

without a 

reason

be an expert in 

the user, their 

problems, and 

the business

It’s Ok for you 

to draw 

wireframes

https://pages.insideproduct.co/posts/how-to-collaborate-effectively-with-product-designers



Your turn: Retrospective

Went Well Do Different

Learned Still Puzzles Me



Let’s talk about 
those puzzles



Kent J McDonald

kent@kbp.media

https://insideproduct.co/digital-transformation

 


