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Preface

Since the beginning of 21st century companies building digital products have been
improving significantly their capability to continuously ship quality software,
however success rate for new products and features is still depressing.

Most of new products and features fail to gain significant market acceptance, with

figures ranging between 50% to 90% depending on the industry.

Overall, companies are pretty good at building stuff, but many still suck at
deciding what to build. That's exactly what Product Discovery is really good at:
deciding what to build. Building the right thing, for the right audience.

Many companies bet all their investment in their first contact with customers as
either an MVP or a full-fledged product. But even an MVP is too expensive and

too late if that’s their first real encounter with customers.

There are better, faster and cheaper ways to determine what to build than just
building it.

Adopting a modern product discovery mindset and a continuous product
discovery practice in your product teamsi is a huge competitive advantage. It can

save your company millions in products nobody wants to use.

In the overall process of building a product, digital businesses should shift a
significant load of effort towards the discovery part and reduce the load in the

delivery part.

1 By product teams | mean the team in charge of transforming a business idea, strategic goal or customer
need into a product and deliver it to the market.
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Product Discovery

For those of you hearing for the first time about Product Discovery, | will define it
as the continuous process of learning and validating what to build.

It is essentially characterized by discovering what the market is, what needs
customers have, coming up with ideas for solutions and quickly validating them

with rapid prototyping.

Product Discovery is a mindset and a continuous practice of modern product
teams. It's about figuring out which metrics drive a business, understanding what
customer problems we can solve to improve those metrics, generating ideas for
fixing those customer problems, and then validating whether or not we were

correct.
All that, before building anything.

Product Discovery is an ongoing process of learning what to build by exploring

the market and validating the product before building it.
Why this Book?

With this book | want to help you getting started with product discovery at your

organization.

The purpose of product discovery is to outlearn your competition, so perhaps you

want to read the advice that follows.

Most people get excited when they first hear about our Product Discovery
framework and are eager to try it. But the framework is the least important thing,

what really matters is the mentality of the people around the product team.

Experience tells me that most companies struggle to put into practice these

powerful principles and techniques in their context.

That's the reason | developed the FAST method for effectively introducing

Product Discovery in organizations.
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This book is meant for companies developing software-based products or using
software as an enabler of their product or service: market-facing B2B or B2C
digital products and services, software products for internal use or embedded

software.
Structure of the Book

The book begins with an introduction to the main problem that product discovery
seeks to solve: the obsession with solutions and outputs as opposed to

understanding the problem and measuring outcomes.

In the chapters that come afterwards | describe my product discovery framework,
how to successfully get started with it to set up your own discovery process, |
review the principles and practices that enable product discovery, and | end with

a scorecard which will help you self-evaluate your company’s product mindset.

The central and most important part of this book is a review of the product
discovery framework. Including an extensive chapter on how to use Impact

Mapping to drive your product discovery efforts.

My recommendation is that you read the book in order, but you can also start with
the product discovery scorecard at the end so that you can understand what you
need to change and then go back to the beginning and learn how to do it.

Enjoy!

Gerard Chiva

First Edition, June 2020
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About AKTIA Solutions

AKTIA Solutions is a boutique management consulting firm that works with digital

businesses to enable innovation and delivery of better products to market faster.
We offer top notch trainings combined with consulting programs for Innovation,
Digital Product Management and Lean/Agile.

. . Consulting

Check out our consulting programs to drive market

leadership for your digital business.

Trainings
%, 1O R _ﬁ g
. O
Check out our Academy for our most demanded training

courses. But we have much more ...

e Lean Product Management

e Product Discovery

e Product Strategy

e Kanban Fundamentals
e Kanban System Design
o OKRs
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Publications

Exclusive content about corporate innovation, digital

product management and business agility.

e | ean Product Management book
e Kanban Fundamentals book

e Blog

Follow Us
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About the Author

| help companies build better
products and executives to
build  leading  product

organizations

GERARD CHIVA has spent the last 20 years in functions related to technology.
As an engineer, manager, consultant, agile coach, team coach, executive coach

and product coach.

Gerard helps digital product companies to develop successful products,
combining his experience in product strategy design, product management,

organizational design, Lean, Lean Startup, Agile and executive coaching.

He is the co-founder and managing director of AKTIA Solutions, a management
consulting firm that works with its clients to develop successful products quickly,

innovate and organize for the 21st century.

Gerard has a very wide experience, combining professional coaching,
management, consulting, engineering and entrepreneurship. He has worked in
different types of industries and different roles, which gives him a broad

perspective on how organizations work.

He is passionate about Lean, writes about innovation, product management and
operational excellence. He is also a youtuber, speaker at conferences and also

teaches Lean Startup at BAU Design School in Barcelona.

Product Discovery 92


https://aktiasolutions.com/
https://aktiasolutions.com/blog-aktia-solutions/

Copyright © 2020 AKTIA Solutions. All rights reserved.


https://aktiasolutions.com/
https://aktiasolutions.com/
https://aktiasolutions.com/
https://aktiasolutions.com/

	Product Discovery
	Why this Book?
	Structure of the Book
	What is Product Discovery?
	Why is it Important Now?
	Learning Mindset
	Product Team
	Product Discovery Practices
	Product Discovery Process
	Week #1
	Week #2
	Week #3
	Week #4
	Week #5
	Week #6
	Week #7
	Feedback Loops
	Kanban for Product Discovery

	Product Discovery Framework

	How Do I Get Started with Product Discovery?
	The Problem Space
	The Solution Space
	Reframing Solutions into Problems
	The Six WH Questions
	The Six Thinking Hats
	Opportunity Canvas

	Why You Should Spend More Time in the Problem Space
	Understanding a Problem

	Obstacles to Adoption
	The Product Discovery Framework
	The Goal
	The Exploration Loop
	Research
	Ideate
	Evaluate

	The Validation Loop
	Prototype
	Test
	Learn

	Decision Point
	Connecting the Dots with Impact Mapping
	Kanban for Product Discovery
	Implementing Product Discovery with Kanban
	The Product Discovery Kanban System
	Exploration
	Validation
	Ready for Delivery

	The Product Discovery Kanban Board

	FAST – Framework, Alignment, Support, Team
	Obstacles to Effective Product Discovery
	Unclear strategy
	Absence of structure and process
	Fear of failure
	Solution bias
	Lack of access to users/customers

	Framework
	Product Discovery Meetings

	Alignment
	Support
	Lean Budgeting
	Leadership
	Coaching
	Customers
	Resources
	Strategy

	Team
	Composition
	Autonomy
	Commitment

	The Problem with User Needs
	Brief Introduction to Impact Mapping
	Impact Mapping for Product Teams
	Improving Product Performance
	Discovering What to Build
	Improving Product Performance
	Discovering What to Build

	The Wrong Mindset
	Product Discovery Principles
	1 – The Truth is Out There
	2 – Discover your Customers
	3 – Validate before Building
	4 – Tackle Risks Upfront
	5 – Information has Value
	6 – Co-creation
	7 – Autonomy
	8 – Direction
	9 – Impact
	10 – Product Discovery Framework

	The Six Core Product Discovery Practices
	Research
	Ideate
	Evaluate
	Screening Ideas
	Prioritization Technique

	Prototype
	Test
	Learn

	Product Discovery vs Design Sprint vs Lean Inception
	Design Sprint
	Pros
	Cons
	When to use it

	Lean Inception
	When to use it

	Product Discovery
	Pros
	Cons
	When to use it


	The Assessment
	Organization
	Process
	Strategy
	Team
	Results

	Instructions
	The Rating Scale
	Scoring Instructions

	Interpreting Results

