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Do any of these
sound familiar?



I need a report



Implement a CRM



Rebuild this app



80% of Features are rarely or never used

Pendo: 
2019 Feature Adoption Report



This is a discovery problem

The Lean Product Playbook: Dan Olsen

We should 

start here.

We usually 

start here.



Think twice about skipping discovery

Reasons teams skip discovery
Measured on output, not outcome

No direct market pressure to validate

“Buyer” is also the sponsor - difficult to 
push back

Culture of order taking

Why you’ll pay for it in the long run
Build features no one uses

Scope creep due to never identifying true 
problem

Rework when solution misses the mark

Shipping things that don’t matter 
damages team morale



A little bit about me

Director of Delivery Writer/Advisor 

We help 7-figure businesses scale 
to 8 figures through a proven 

approach that aligns marketing, 
sales, and service.



Three discovery techniques

Story Based

Interviews
Problem 

Statements

Decision Filters



Story-Based
Interviews

Elicit stories 

instead of requirements



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

Pair Up

Think of a relevant situation 

Round 1: A interview B

Round 2: B interview A

Debrief:
What did you learn that a survey wouldn’t reveal?



Problem
Statements

The value is in the conversation



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

What outcomes must any solution achieve? 



Your turn: Problem Statement

The Problem of… Affects… The impact of 

which is…

A successful 

solution would…

Select a scenario from your table

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



From Story to Statement

What you heard
“I was trying to figure out if the 

Western region was on track. I 

had to ask three different people, 

wait two days, and then reconcile 

two spreadsheets that didn’t 

agree. I ended up using my own 

numbers because I didn’t trust the 

official ones.”

Pattern across 6 interviews: same story, 
same workaround.

What it becomes

The problem of
unreliable and fragmented regional performance 
data

Affects
sales managers and regional leads tracking targets

The impact of which is
decisions get delayed, shadow spreadsheets 
proliferate, official data loses credibility

A successful solution would
give every manager a single trusted view without 
needing to ask anyone



Decision
Filters

Decision filters help teams

stop doing the stupid stuff.



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.



From Statement to Filter

Your problem statement A good decision filter

The problem of
unreliable and fragmented regional performance 
data

Affects
sales managers and regional leads tracking targets

The impact of which is
decisions get delayed, shadow spreadsheets 
proliferate, official data loses credibility

A successful solution would
give every manager a single trusted view without 
needing to ask anyone

Will this give 

every manager a 

single trusted 

view?



Your turn: Decision filters
Refer to your problem 
statement

Individually identify 
decision filters

Determine a small 
number of filters (2 - 3) as 
a group

Test your filters



Putting it all together



The three techniques are connected

Story based 

interviews

surface real 

jobs and 

behavior 

changes

purpose 

statement

Build shared 

understanding 

about the 

real problem

Solution handed 

to you

“I need a 

report”

“Implement a 

CRM”

“Rebuild this 

App”

Build the 

right thing

With evidence, 

alignment, 

and the 

confidence to 

say no

Decision 

Filters

Provide guard 

rails for 

decisions

Distribute 

decision 

making



Overcoming resistance

“We don’t have time for 

discovery”
→ Discovery prevents the greater cost 

of building the wrong thing. 

“The stakeholder already 

knows what they want”
→

A story-based interview gives them 

space to realize whether it solves 

the actual problem. 

“We’re measured on features 

shipped, not outcomes”
→ Run the problem statement exercise 

at the next kickoff. 

“We tried interviews — 

people just describe 

requirements”

→
Story-based questions redirect 

people from hypotheticals to actual 

behavior.



If you remember nothing else

Ask people
what they did,

not what they
would do.

Name the 

problem

before you 

propose

a solution.
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