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How organizations have evolved to value
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Chief troublemaker, Comakers LLC
jeff@comakewith.us, twitter: @jeffpatton
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Trust me, I know what
I’m doing
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It you’re not failing,
you're not learning

-- Derek Sivers, sivers.org, you should watch the video
Why You Need to Fail: http://www.youtube.com/
watch?v=HhxcFGuKOys
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[ et’s talk about me...
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I don’t need testers
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Testers are team members

%
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I .esson:

Testing well 1s a critical

discipline, and a skill you

can work a lifetime to be
g00d at.

We need each other.

Cornakers www.comakewith.us :: youshould@comakewith.us



http://www.comakewith.us
http://www.comakewith.us
mailto:jeff@comakewith.us
mailto:jeff@comakewith.us

I’m a tabulous Ul
designer
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I’'m an art school dropout
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As a Ul

developer,
I was
the man
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I .esson:

UI design 1sn’t about
making things look
good
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User experience has layers
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Build up from the bottom
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Build up from the bottom
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Build up from the bottom
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You must address a genuine user need
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You can’t fake it
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We need better
requirements
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You’re not here to
build software,

You’re here to
change the world
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Changing the world for dummies



http://www.comakewith.us
http://www.comakewith.us
mailto:jeff@comakewith.us
mailto:jeff@comakewith.us

Agile stories are about the future world
we imagine

© 2011 Jeff Patton, all rights reserved, www.AgileProductDesign.com 24
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I .esson:

No matter what the
requirements are, it the
outcome 18 bad, we
lose
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We need better research
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This is my friend Andrew
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This is his unhappy client
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They’ve got an unusual return policy

NOTICE

, 1 DO NOT CONSIDER A SALE ¢
"COMPLETE UNTIL GOODS ARE'

WORN OUT AND CUSTOMER
STILL SATISFIED.

L.L.BEAN, 1916

gy &
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This is where they handle returns

During business hours the place is pretty crowded
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Returns go here...

« “A .s 4 v
> v
4 i
A% :
e b

That’s a lot of returns, and it’s critical they’re

handled effectively
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I .esson:

You can’t get empathy
from data
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Imagine



do 24is  don? do 2hs
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Ateeq has an epiphany

['ve always been confident | can
tell you precisely what users do.
But it’s not until today that | realize that |
could never tell you why.

< E 9
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data # empathy
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We need a better product
owner
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Marty Cagan describes where innovation

comes from on product teams

benview LA36!

Marty Cagan, author of Inspired, Creating Products People Love
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I .esson:

Product owners lead a
cross functional team.

The best help the whole
team take ownership.
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It we get the right
people, and really work
to understand our
users, we'll get 1t right
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Your product decisions are more likely to
be wrong than right

Typically about
50% to 80% of all
software we ship fails to
accomplish its
objectives.
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People like Marty say this stuff/is hard 7%
(Marty Cagan, author of Inspired, Hg/to Create Products Customers Love)
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s Will use?

“Clippy” - Booed
off the Microsoft
Office stage as
seldom-used and
often despised.

cuo

It seemed like a

good idea at the
time....
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It’s only after delivery that we really
understand value

opportunity;
integrated mu
management a
portable mus

player
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We're probably Y
right about 2 times out of 10 |

/ We've got a lot more flexible
architecture - easier to test and measure. |
That’s ow we know that.

Eugene Park, Director of
Product Management,
Edmunds.com
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I .esson:

This 1s hard, we’re
usually wrong. Plan to
learn.

Comakers www.comakewith.us :: youshould @comakew ith.us



http://www.comakewith.us
http://www.comakewith.us
mailto:jeff@comakewith.us
mailto:jeff@comakewith.us

Snag-a-Job.com’s daily standup focuses
on outcomes

snagajobhscom’

A development team at Snag-A-Job.com Tof f-{;g !
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Nothing leaves the board until
there’s been a discussion on
what we’ve learned

o o Tz

Snag-a-Job’s board courtesy of David Bittenbender
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Yeah, we scrapped that.
But what was really important was the
architecture we got out of it.
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Great architecture 1s all
about scalability and
performance
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Snag-a-Job’s architectural
journey 1s typical

(1t just has a more entertaining
naming convention)

Our current platform allows us
to build and test software with users
faster than we ever could.

Thomas Fredell, Snag-a-Job’s director product '
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“Engineers’ problem 1s
they start with reuse and
end up with something
that’s way too complex
to build simple things.

Focus on:

Bill Scott, PayPal

use before
reuse’”’
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Target metrics gathering and homegrown
metrics, but over time we found we could |
move faster with our own.

Edmunds .com
"’. optimizes its platform
Eugene Park, Director of

Product Management, around teStlng and
Edmunds.com
measurement
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I .esson:

Engineer first for
experimentation, then
focus on scalability and
performance
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All we need to do 1s
build-measure-learn
with simple prototypes
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“You can only
learn so much
with the highest
fidelity prototypes
— eventually you
need to get real.”

Cody Evol, Paypal
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. ’ ~ "The difterence
~ ©  between high fidelity

= . .
'&ﬁa and low fidelity is
Bill Buxton, author of Stupld o

Sketching the User
Experience

There’s only right

fidelity and wrong
fidelity.”
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interactive
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| paper

- K prOCeSSeS o
Front-end developers can b U’ Sofleoare

quickly build and deploy tests coding

Eugene Park, s 4
building the backend. - ,, >

Edmunds.com

wor,éS red/

Scale up prototypes to validate more.
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To experiment ettectively,
it takes time, money, and
whole organization
participation.

All this, and and a culture
that makes 1t safe to learn.
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Edmunds Price Promise involved product,

1 [ ]
development, sales, and marketing
‘.,*KJHJ
r with Edmunds Price Promise More Mod —W
" Edmunds Price Promise More
% Edmunds Price Promise®™
makes car buying easy. / /
( Lf)c« fc->r '%umual (?He.'s" to. ge‘:'.'an , g —3
Q’ ( “; ég:on. locked-in price on a ’ﬁiz.v \\ = =
e = . In the past we’d have spent months Y“.
- .

s

researching and arguing. Then we’d have \\

To validate Price \_ 8gambleditall, or not tried anything.

Promise ——

Edmunds.com a o o .o iy oO—0-

invested months

Of time and IOtS Of THE ALL.NEW NICCAN VERDCA" NINTET YN IE

real dollars to _ Edmunds Price Promise®™ e ——

learn. makes car buying easy. 8 )
A Look for "Special Offers" to get an Edmunds.co
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I .esson:

Progressively scale up
fidelity of your
experiments until you’re
testing genuine
outcomes
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We'll find a process that
really works
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“We had the misperception that the process, the
practice, or the methods will automatically
produce success.

Occasionally that’s the case, but most of the
time 1t 1sn’t.”

-- Eugene Park, Edmunds.com

“What process helps us to do 1s to not fool
ourselves”

-- Thomas Fredell, Snag-A-Job.com
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LLesson:
Stay alert

Don’t fool yourselt
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WONLL GELILNOOLED*AGAIN

How organizations have evolved to value
learning over self-deception .
ro— P wh

R
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Yes, I'm joking. I've learned I never
leave time for questions. Please grab me
in the hall. I have lots of answers. Not
to YOUR questions... but still...

R _ g . . AT

Jeff Patton
Chief troublemaker, Comakers LLC
jeff@comakewith.us, twitter: @jeffpatton
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Extra junk
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We need better
documentation
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Often when we verbally discuss ideas, we may

incorrectly believe we have the same understanding

gufiger
Yo

(I‘m ﬂlad we all agree +hen”
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Representing our ideas as models allows us to
detect inconsistencies in our understanding

W ok .nu
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Through discussion and iterative model building
we arrive at a stronger shared understanding

“ah ha!”
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Using that shared understanding we can work

together to arrive at the same future world

Qe Q
FEYe)

‘I'm g\lad we a\” o\ﬂru 4-L¢h !
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Shared understanding is the result of
successful collaborative work

233

“I'm 8lad we all Aaru +hen” “oh.."

L Slad we all aaru +hen”
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Words and pictures help everyone build
shared understanding
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To build shared understanding, use sketching
and recording on walls and whiteboards

-
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What you record during conversations
works like a vacation photo

*,Legkmg at it helps you remember deta|ls that aren’t in
= the photo
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Scene from HBO’s “The Wire”

84



I .esson:

Shared documents aren’t
shared understanding
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Discuss and model to build sﬂaﬂd
understanding of the current and fut
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Story Maps help us build shared &
understanding about the future wcg.l
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Simple lightweight pragmatic personas

build shared understanding
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Building them together helps us iea.rin A
what we don’t know
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Sharing anc

whole tear
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Building a map together helps us explore
the whole product

?
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Talking with end users over a story map
drives discussion they can engage in

?
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Story maps put problems and solutions
Into context

?
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Tell your product’s story over and over
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Edmunds shares the pr¢ | S"S;g,{}/ for
all teams in an internal-“trade’show”

111
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Don’t fool yourselt



Don’t fool yourself

Richard Feynman was an American nobel prize winning
theoretical physicist

Comakers www.comakewith.us :: youshould@comakewith.us

In 1974, Feynman delivered the Caltech
commencement address on the topic of
cargo cult science, He instructed the
graduating class that:

"The first principle is
that you must not
fool yourself—and

you are the easiest
person to fool.

So you have to be very careful about that.
After you've not fooled yourself, it's easy
not to fool other scientists. You just have to
be honest in a conventional way after
that."

&) ev-ne-sa |
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Don’t fool yourself

Richard Feynman was an American nobel prize winning
theoretical physicist
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In 1974, Feynman delivered the
Caltech commencement address on
the topic of cargo cult science, He
instructed the graduating class that:

"The first principle is that you
must not fool yourself—and
you are the easiest person to
fool. So you have to be very
careful about that. After
you've not fooled yourself,
it's easy not to fool other
scientists. You just have to be
honest in a conventional way
after that."

&) ev-ne-sa |
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Eric Reis, author of The Lean Startup

Important
concepts

Dumb title
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The Lean Startup Validated Learning Loop
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The Lean Startup V”dated Learning Loop

Simple models to
distill findings
Ideation r. \
Prototype & §
evaluate inside § LEOLT'V\ 1
the team i 4
Simple prototype
Live data prototype
Value test (like a

% landing page)

% 404 Test (like
unimplemented
features)

.

data

Metrics from a s MQQSM,TQ st

live application

Direct observation

>

Poll or survey
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The Lean Startup V_dated Learning Loop

happy,
hopeful,

deaton \ hypothetical
evalua}clginside;{ Learin ' Bui L (i ' stuff

the team 3
Si‘r'nple prototype

Simple models to
distill findings
Ideation

harsh

. Live data prototype
reality

I # Value test (like a
. landing page)
% 404 Test (like
unimplemented
features)

daka |

R (Measure] S

Metrics from a

live application
Direct observation

v

Poll or survey

c@makers www.comakewith.us, Jeff Patton, jeff@comakewith.us 105


http://www.comakewith.us
http://www.comakewith.us
http://www.comakewith.us
http://www.comakewith.us
mailto:jeff@comakewith.us
mailto:jeff@comakewith.us



















8D} I Pas h COAL o »
- o
,.‘:_,3,‘&_.;:‘. 3 M :;;_:v APPS PERI.S. |
T~
s < : T
= 5 @ T eV -
t‘::’ﬁ:': ! g‘r.fu st R «0Z
BN e s
™ af L
—~ - -
Taegsigid w2 Rev — .04
o B
,,,,,,, 5 8
= - 61

gy o e & RPV 1 MREASE )
;'.'.f_ - JEoue fg‘}”f“ of .01 (008 61%
= APS /TS ApPS - 2 829

RPVY - ~oﬁ8

, %
X» E‘lipit releaSe*step
Explicit measure step & metrics

oA
S | APPS PERS.S .

S | RV - .0z Nothing leaves the board until
S there’s been a discussion on
B | Rrv - .04 what we’ve learned

PR Rl
.

Snag-a-Job’s board courtesy of David Bittenbender



4 ~
»~
- ’
B ‘ . o‘ -.
“ E. AL
http://www.startuplessonslea Y _nordstrom-innovation-lab.html



http://www.comakewith.us
http://www.comakewith.us
mailto:jeff@comakewith.us
mailto:jeff@comakewith.us
http://www.startuplessonslearned.com/2011/10/case-study-nordstrom-innovation-lab.html
http://www.startuplessonslearned.com/2011/10/case-study-nordstrom-innovation-lab.html

Nordstrom Innovation Lab’s Learning Loop
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://www.startuplessonslearned.com/2011/10/case-study-nordstrom-innovation-lab.html
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Nordstrom Innovation Lab’s Learning Loop

~~
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