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Have you used

or heard any of
these sentences
lately?

People feel good about doing
a practice correctly.
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The Practice is the Product

Product Bingo

We need More How Many customer
Outcome OKRs, not interviews have yoy
just Output OKRs] conducted thijs week?

Have you filleq out
your Amazon

Let's Schedule an OKR
Press Release?

check-in Meeting.

Can't we just A/B We need to run more
test that design? SXperiments!

Every team needs g
North Star Metric!

What is your
‘right to play”?

Opportunity—Solution—

Tree look like?



/A

| product ma ; ment fc cused on
Vel day value instead Of following a list of
' uctions that telt more like homework?




The Practice is the Product

[ was guilty of
Alib1 Progress ’
myself, “You hid behind all the methods and tools.

There was a lot of output, but the outcome
Good news is, over the years was sometimes lagging.”

that followed this former boss K
review, | found a way of framing
work that helps you prevent this.
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[ always ask
why they work
this way.

What made them pick up this
framework or methodology?
While there's nothing bad with
these practices per se, | have
seen that there is harmin
following them blindly.

Tim Herbig Downloads: herbig.link/pah24-downloads

Tim:

Why do you want your OKRs
to contain more Outcomes?

So we can be more
like Google!

Tim:

Why do you want to do more
interviews?

Because that's what
“the best” companies
do, right?

The Practice is the Product



The Practice is the Product

| call this approach So your Takeaway from this Talk

Alib1 Progress How to avoid Alibi
e prosgresinowT Progress by treating
ways of working
like a product.

Prioritizing Correctness
over Value.
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The Practice is the Product

"Advice 1s context-
dependent.
Questions are adaptable.”

James Clear
Author of Atomic Habits

Tim Herbig Downloads: herbig.link/pah24-downloads Copyright: James Clear, 2016



The Practice is the Product

The adaptable question we're gonna use here

For whom .« our way of working

Target Audience Your Product

what

trying to solve problem and

Problem Worth Solving

how would we know it was solved?

Success Measures

Tim Herbig Downloads: herbig.link/pah24-downloads



The Practice is the Product

Let's make it
more tangible!

Let's look at how you would
apply answering it in the context
of Product Strategy, OKRs, and
Product Discovery
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The Practice is the Product

O1.

Product Strategy

Knowing where to say no, so you can say yes
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01. Product Strategy @

2

That's just a rnonucr -

. . smmav Plllllllll?T
HiPPo i1dea =~ MANAGER

translated into
a Business &

Model Canvas. \«(g» W‘?

WHATEVER .
= P,

Tim Herbig Downloads: herbig.link/pah24-downloads Via forms.app/en/blog/hilarious-product-management-memes



O1. Product Strategy

UL !, Remember!
@ You can avoid Alib1 Progress by treating
W your ways of working like a product.
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O1. Product Strategy @

The first thing to figure joUt'

is Product

N

y N
‘s
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External Audiences

Those for whom Product Strategy
leads to valuable Output Creation.
Like: Users, Buyers, Champions, etc.
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01. Product Strategy @

To define that, beware of:

O [ _
Avoid chasing Making sure you know
opportunities just because your target audience
of competitors’ moves. and focus on them

Tim Herbig Downloads: herbig.link/pah24-downloads via intercom.com/blog/product-strategy-means-saying-no/
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O1. Product Strategy @

Some signs to look tor would be...

Company
Strategy

Opportunistic Segments Competitor Segments

Product
Strategy

Al Differentiators

Tim Herbig Downloads: herbig.link/pah24-downloads



O1. Product Strategy @

Product Strategy helps Teams and Stakeholders

Your Product Target Audience

to 'ntentionally say yes andno 1, ohnortunities
Problem Worth Solving

over the next 6-18 months.

We know it was useful if the majority of a team’s

energy was spent on efforts connected to Strategy.

Success Measures

Tim Herbig Bldesldastbilgaimigdatipah24-downloads



O1. Product Strategy @

..helps you to answer:

Who should work on Product Strategy?

Which format works best?

What should our Product Strategy cover?




O1. Product Strategy @

You're a better PM Because you said no to
an opportunistic 1dea that doesn't

fit your strategy and maintained

focus for your team.

Tim Herbig Downloads: herbig.link/pah24-downloads



The Practice is the Product

02.

Product OKRs

Measuring progress, not just metrics.

Tim Herbig Downloads: herbig.link/pah24-downloads



02. Product OKRs

NOT SURE IFMY OKRS ARE
AGIUALLY,GOOD

Do you know
this feeling?

| know you do! When you're
feeling good about “being
done with it", that's a symptom

ORIF M JUSTIHAPPY THAT THE of Alibi Progress.
PLANNING{IS OVER

memegenerator.net

Tim Herbig Downloads: herbig.link/pah24-downloads Via , 6 Principles for Game-Changing OKRs — Principle 1: Outcomes” by Emanuel Steininger



02. Product OKRs

O !, Remember!
@ You can avoid Alibi Progress by treating
W your ways of working like a product.

Tim Herbig Downloads: herbig.link/pah24-downloads



02. Product OKRs

measure their progress towards strategic priorities

by responding to their everyday decisions.

We know it was effective if teams can lInk backlog items

& Discovery activities  to strategic measures of success. ols

Your answer might
look different then
mine of the one
from the person
next to you.
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02. Product OKRs

Means that:

— teams should write their own OKRs
— 1t's your responsibility to have the inputs for OKR definitions ready.

Tim Herbig Downloads: herbig.link/pah24-downloads



02. Product OKRs

measure their progress towards strategic priorities

by responding to their everyday decisions.

Means that:

— yOU avold generic evergreen metrics.
— yOu don't chase moonshots just to never reach 100%.

— sometimes leading Outputs beat lagging Outcomes.
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02. Product OKRs

We know it was effective if teams can link backlog items

& Discovery activities  to strategic measures of success.

Means that:

— having OKRs present and visible in decision-making moments.
— non-OKR tasks shall not eat up your capacity.
— you revisit OKRs progress more than once per quarter.

Tim Herbig Downloads: herbig.link/pah24-downloads
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02. Product OKRs

Be mindful of getting lost in dreamy outcome

goals. Your goals have to match your risk.

Discovery Input

Understanding risk Dependency risk

We need additional We need reliable
insights to form an
impactful strategy tech, processes) to make

progress on our strategy.

Downloads: herbig.link/pah24-downloads

resources (people, capital,

Output

Execution risk

We need to prove we
can flawless execute
on our strategy.

Outcome

Strategic risk

We need to prove that
our strategy drives the
intended impact

via reforge.com/blog/set-better-goals-with-ncts-not-okrs



02. Product OKRs
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You're a better PM because you
prioritize work that moves business
and user success metrics.
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The Practice is the Product

03.

Product Discovery

Reducing uncertainty over picking techniques.

Tim Herbig Downloads: herbig.link/pah24-downloads



03. Product Discovery @

Alibi Progress Symptoms

Always using the same techniques \/

no matter what situation.

“Research Phase’ \/

Adding a
t timeline.

to every projec

Establishing @ detailed process \/

3Cross gll teams.

Tim Herbig
D
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03. Product Discovery

UL !, Remember!
@ You can avoid Alibi Progress by treating
W your ways of working like a product.

Tim Herbig Downloads: herbig.link/pah24-downloads



03. Product Discovery @

Discovery . to help Product Teams

Your Product Target Audience

reduce uncertainty ., ,nd oroblems

Problem Worth Solving

and solutions by collecting reliable evidence.

We know it is effective if we Ncrease adoption

of new features and decrease investment in

Success Measures

features nobody uses.

Tim Herbig Downloads: herbig.link/pah24-downloads



03. Product Discovery @

Phase 1 Phase 2

Setideas, a
Design Vision &
Hypotheses

Conduct
Interviews

Define research
areas & methods

Crazy 8
Workshop

One Pager Dot Voting

Find Insights
Prototype

Release & Out

Build Themes & Clusters
Choose Opportunities
HMW Statements
Learn, iterate & repeat
Build, iterate & repeat

Setideas, a
Design Vision &
Hypotheses

Conduct
market
research

Tim Herbig Downloads: herbig.link/pah24-downloads Adapted from Dan Nessler "How to apply a design thinking, HCD, UX or any creative process from scratch — Revised & New Version”



03. Product Discovery @

N

Pragmatic Path

OUTCOME OUTCOME OUTCOME OUTCOME

——

OUTPUT OUTPUT

Happy Path

EXPERIMENT

Tim Herbig Downloads: herbig.link/pah24-downloads See also ,The REVERSE Impact Map and mindset-shift-voodoo® by Blisra Cogkuner



03. Product Discovery @

"Meet people
where they are.”

Teresa Torres
Author, speaker and coach

Tim Herbig Downloads: herbig.link/pah24-downloads Copyright: Teresa Torres



03. Product Discovery @

From the Happy Path to the Pragmatic Path

Instead of artifically forcing people into
a stage of a process where they're not,
start with what you have and work
your way through the biggest areas ot
uncertainty from there.
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03. Product Discovery @

LIVE

BREAKING NEWS

/

Users don't care about Discovery Methods

(and neither do your stakeholders)

Tim Herbig Downloads: herbig.link/pah24-downloads



03. Product Discovery @

Your Work sits at the Intersection

Users

Getting maximum Reduce the

value from their uncertainty that is in
iInvestment. the way of serving
both parties.
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Instead of asking...

What method should
we use next?

Tim Herbig Downloads: herbig.link/pah24-downloads




03. Product Discovery @

You're a better PM because you use
reliable, first-hand insights to
reduce uncertainty.
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The Practice is the Product

Alibt Real Progress

— Measuring the solving of thefright customer problems..

— ..that drive prioritized business goals through evidence-
informed decisions..

— Whilecontinuously improving practices based on their value!
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The Practice is the Product

Let’'s get practical Imororant S sey

Monday Next Week Next Month %
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The Practice is the Product

Process can quickly

become the enemy Em:)—- T =
ot Progress.
|
N




gon’t forget to
ownload my free
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Practice as @ pProduct worksheet
TAC'UCS

nhanges to your
orking help you
roblem?

For whom..-

Which ¢

sure that way of W
solve the P

canyou mea
oblem?

_js what way of
working. you solved the pPr

_solving what
prob\em’?

Teams write own OKRs

Share of Backlog Items
Key Results
OKRs in Sprint Planning

For digital product
Teams...
linked to

\&
al

OKR check-ins

Jeam OKRs need to
Number of OK
ged metrics
JIRA OKR Plug-in

help them:-
with chan

rogress 1
strategic priorities

T :
he Practice is the Product
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