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https://www.amazon.com/Build-What-Matters-Delivering-Vision-Led-ebook/dp/B08GQMCP19/ref=sr_1_1?tag=scribemedia-20&dchild=1&keywords=Ben+Foster+and+Rajesh+Nerlikar+Build+What+Matters&qid=1598919535&sr=8-1

Vision-Led Product
Management Overview



But First, An Exercise

Wednesday
Thursday
Friday
Saturday
Sunday
Monday
Tuesday
Wednesday
Thursday

Today: Mostly cloudy currently. The high
will be 91°. Clear tonight with a low of 64°.

SUNRISE SUNSET
7:28AM 7:09pPM

CHANCE OF RAIN HUMIDITY

10%



https://www.pexels.com/photo/black-blue-bus-on-road-3608967/
https://www.dwell.com/article/austin-city-guide-f19b3bec
https://www.nytimes.com/2017/03/14/dining/franklin-barbecue-review.html
https://www.pexels.com/photo/nfl-player-holding-u-s-a-flag-on-field-163356/

We're in Downtown Austin...



https://www.pexels.com/photo/black-blue-bus-on-road-3608967/
https://www.pexels.com/photo/america-architecture-austin-austin-texas-273204/
https://www.pexels.com/photo/black-blue-bus-on-road-3608967/

Where To?




The Route




Connecting the Dots...

‘ Bus = Your Product

e Passengers = Your Customers & Stakeholders
a Final Destination = Your Product Vision

° Route = Your Product Strategy

e Daily Itinerary = Your Product Roadmap




If you don't know
where you're going,
any road will get you
there.”

Lewis Carroll




Vision-Led Product Management

~ Customer
Customer S,
Outcome e =T = Journey
' ‘ " Vision
Milestone #2
Milestone #1
Time

Today




Target Personas and Key
Outcomes



The Vision-Led Product Management Process

IDENTIFY

Identify key outcome
metrics for both business
and customers

O,

ENVISION

Envision a customer
journey that could 10x
the outcome

STRATEGIZE

Work backwards to
build a strategic plan
to realize the vision

il

PRIORITIZE

Create a roadmap
balancing strategic &
near-term work

EXECUTE

Execute the roadmap
with the right people
and processes in place



o

What is A fictitious person who
represents ‘the market’ -

a a group of buyers or

persona‘? users. Personas help us

remember who we're
building our product for.”
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What is a Key Outcome?

An end goal that a person
wants to accomplish because
It's important in their life.



Opower Personas

Motivation
: o
Knowledge
Papar .

Taking Action
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Last Month Neighbor Comparison You used 92% MORE energy than your efficient neighbors.

All Naighbors 1,101 |

* This energy index combines electricity (kWh) and natural gas (therms) into a single

measure

Who are your
Neighbors?

Joyce “Hobby Saver”

Joyce is amos tired lawyer who works a few
hou week fron Il 2-bedroom house

n the suburbs. Joyce, 62, shares her 40 year-old
home witt re making do with
old windows and insul

Be careful of sending Joyce a negative rating, as this
wouldn’t feel credible to her

Behavioral tips or low-medium cost investment tips would
resonate most with Joyce

“Ilive like an Eskimo in the winter —
my nose is often cold.”

Let her share her pride: would be a good candidate to get
testimonials from

Keep Joyce engaged by giving her something
to strive for; she'd be up for some healthy
competition

Designing for Joyce

ort rating: Great |




Example Key Outcomes

000

Ncgljtv\’ggertesad Not to cycle Not to chat Notdtgatlgack
But to stay Sl ;ﬁ astgy in Bg;l’;ot(a)cgﬁveer But to sell more,
connected P g g faster




The Customer Journey
Vision



The Vision-Led Product Management Process

M O

IDENTIFY ENVISION

Identify key outcome Envision a customer
metrics for both business journey that could 10x

and customers the outcome

il

STRATEGIZE PRIORITIZE EXECUTE

Work backwards to Create a roadmap Execute the roadmap
build a strategic plan balancing strategic & with the right people
to realize the vision near-term work and processes in place




Ways to Express a Vision

A

Customer
Journey Story
Customer
Journey
Comic Strip

Future Press Mockups *
Release

Detailed

. Design Principles
‘ Lean Canvas
Product
. Positioning Vision Video .
Y Statement
- >
Words Visuals

High-Level



https://www.prodify.group/blog/8-ways-to-express-a-product-vision

Customer Journey Chapters

1. Trigger

A tipping point for
wanting to achieve an
outcome better

6. Retention

Proactively choosing to
continue using the
product (ex. renewal)

2. Discovery

Looking for better
options

Using the new product
regularly

4. Trial 3. Evaluation

Seeing if a new product
can deliver the
outcome better

Deciding whether to try
out a new option

|
Q
|




Strategic Planning




The Vision-Led Product Management Process

IDENTIFY

Identify key outcome
metrics for both business
and customers

ENVISION

Envision a customer
journey that could 10x
the outcome

STRATEGIZE

Work backwards to
build a strategic plan
to realize the vision

il

PRIORITIZE EXECUTE

Create a roadmap Execute the roadmap
balancing strategic & with the right people
near-term work and processes in place




PAS)

What Is Strategy?

The path to get from where
you are today to realizing a
vision.



Working Backwards to Create a Strategic Plan

THE PATH TO REALIZING A VISION

WHERE ARE

58 VISION
YOU TODAY CHOOSE YOUR PATH CAREFULLY!

Your destination

STRATEGIC PLAN

How you'll get from where you are to where you are going



Start With a Gap Analysis

What would need to realize our vision that we don’t have now?

Partnerships ;
e / Channels Q Al

New Features

Internal
Operations /
Tools

Marketing
Content

Data




Key Factors to Consider When Filling Gaps

sngl Navigating the Financial g Serializing Outcome Delivery
Z| Situation and Fundraising

ﬁL Acquiring and Extending Resolving Technology and Data
% N @ Competitive Advantage = Dependencies

N

Serializing Market Segments Creating Strategic Leverage

[

o



Balanced Roadmapping




The Vision-Led Product Management Process

IDENTIFY ENVISION STRATEGIZE PRIORITIZE EXECUTE

Identify key outcome Envision a customer Work backwards to Create a roadmap Execute the roadmap

metrics for both business journey that could 10x build a strategic plan balancing strategic & with the right people
and customers

the outcome to realize the vision near-term work and processes in place




The 3 Categories Every Product Team is Juggling

EXAMPLES

e New features

1 INNOVATION Bold changes to
make leaps and

bounds towards e Overhauls to existing features

the customer e Architectural changes to support a
E journey vision future end state
; e Integrations with partners

EXAMPLES

e Conversion funnel optimizations
® A/Btesting

2 ITERATION Incremental changes
to the existing

product to deliver
additional customer e Small fixes that provide incremental

. lift of a KPI
& business value
e One-off feature requests or
@ enhancements

e Security / data privacy

3 OPERATION The cost of

managing
amodern Saas e Performance/uptime
product e Technical debt/upgrades

o Internal tooling
e Bugfixes



https://www.prodify.group/blog/the-color-coded-product-roadmap

Case Study: Chuckwagon



slow

speed of change

Chuckwagon Key Outcome Pyramid / KPlIs

Time Spent on Meals

Consumer / User

Planning Time Meal Creation Time

Time Spent Finalizing Time Spent Time Spent Time Spent
Meal Plan Grocery Shopping Cooking Cleaning Up

Meal Plan Meal Plan Grocery Grocery Cookin
Creation Editing Travel Shopping Prep Time Area Tin?e
Time Time Time Time

fast




Chuckwagon Example

MOM, WHAT’S
FOR DINNER?

Sharon finishes work and has 45
minutes to figure out how to get
dinner on the table for her famlly.

She spends 15 minutes looking for
recipes online and In cookbooks but
cant find any that will work,

Sharon knows she's out of time to
figure out what to make and feels
frustrated, stressed and angry

CHUCKWAGON
MEAL PLANNER,
RECIPES & GROCERY LIST

Fhfed S
(D) vioums eac

WEEK!
DON'T KNOW WHAT
1'D DO WITHOUT IT

LA wow

Flustered, Sharon searches for
T5-minute dinners” on Pinterest

She sees an ad that catches her
eye for a meal-planning app.

A lot of pecple seem ta like this app.

MEAL PLANNING s
MADE EASY! 7
« PREFERENCES 7
* MEAL PLAN s
* MEAL FEEDBACK ‘

HOW IT WORKS

Sharon logs onte the Chuckwagon website to learn more

Ste \s Impressed with dil the S-star reviews in the
App Store and decvdes o glve Chuckwagon a fry.




Chuckwagon Example “
Cont'd E

Sharon sets up her family's She loves how easy 1t 15 to make Everyane loves the dinner, and
preferences and gets a meal this meal and It smells really good Sharon gives the app a S-star
recommendation instantly She feels relieved review when prompted

| sencacenen

FRCON TR 7

/A ROAST CHICKEN
1 orer noooes

2.2 2 23

Y

=
=7

<=

o

After using the app for a bit, Sharon saved $0 much time ordering | Later, Sharon saves time by ordering
Sharon tries the grocery delivery groceries - she was finally cble to an In-home chef for a dinner party

Service for one week's meal plan relax for an hour on Sundayt Everyone loved the food

s.reTenTion [
|

- o=

[E SHARON, 'S BEEN A WHLE| TOMATORS
ASE IN SEASON, MOW DOES CAPRESE SALAD

SOUND TOMCRIOW NGHT>

D HOW NCE OF THEM!
. \ ITALIAN FOOD SOUNDS
vearecn |

Sharon goes on vacation for Nathan from Chuckwagon sees Sharen loves how Chuckwagon knows
10 days for some much-needed that Sharen hasn't used the app her family so well and Ls excited to
RAR In @ while and $ends her a note eat some homemade meals




Chuckwagon: Meal Planning Vision

all Sketch & 9:41 AM

My Household

My Household

Ryan
Age Range: 35-40
NotesYBrefers

vegetarian
meals when possible

Dominic
Age Range: 8-10
NotesYfSislikes

broceoli,
spinach, and peas

\\X

Meal Plan

EDIT

Sharon

Age Range: 35-40
NotesBluten
Free

N
Ella

Age Range: 5-7
Notes: Mifergic to
nuts

il Sketch 9:41AM 3 100% ="

Plan My Meals

W

Chuckwagon

Plan your weekly meals
in just one click.

Get My Meal Plan

3

Household

il Sketch = 9:41 AM $100% (-

Plan My Meals

Meals Loading...

Hang tight while we plan this week's
meals based on your preferences
and feedback.

oQo
—_r

Household

all Sketch = 9:41 AM 31007 (=
Meals
Calendar
January >

OEOEEEE

Sun, Jan 20th

Dinners v

Garden Veggie Lasagna
3565 Cal 45 Min
A lighter vegetarian winter lasagna

REMOVE REPLACE

X5

Meal Plan Household

ail sketch & 9:41 AM 31009 (-
Meals
Calendar
January >

EEOEEEOE

PAST: Jan 19th

Winter Avocado Salad
215 Cal 15 Min
A perfect and quick hearty salad

Keep this meal in rotation? YES v

N\ / oQo
K 5
al Plal Household




Chuckwagon: Grocery Delivery Vision

all Sketch & 9:41 AM $100% @ wll Sketch T 9:41 AM $100% @M wil Sketch T 9:41 AM $100% @ il Sketch = 9:41 AM 3100% (=
Plan Grocery List Plan Grocery List Grocery List Link Accounts
My List Order Status My List Order Status My List Order Status
i RECENTLY Skip the Store
Grocery List G p
Link a grocery delivery account
VEGTABLES and save yourself 30 minutes
a week by getting groceries
s delivered!
N 0 ° 2 zucchini X
i 9,
G List O 1yellow onion ¢ X ‘ '. Likk [rstaait ’
rocery Lis O 2 cloves of garlic ¥¥ X
Plan your grocery list i H
ol e Creating Grocery List... ) 1 pohaige oF spich %
on your current meal plans. Hang tight while we convert this week’s : .
meal plan into a grocery list. ‘ G Link Shipt ’

SAUCES AND OILS
Create Grocery List

° 1 tablespoon olive oil X

O 2 25-0z jars of marinara sauce X

roinTe Next
\ o oQ0. \\>< 200 % o= oQ0.
K = i) % = 5

Meal Plan Grocery List Household Meal Plan G Household Meal Plan Grocery List Household

all Sketch & 9:41 AM $100% ()
Order Status
My List Order Status
Order Status

JANUARY 20, 2019
ORDER ID: 278AC2

ETA: 5:30 pm
® gg Order Received

Order number 128753

Awaiting grathering items...

0O Iﬁ] Gathering Items
O m Out for Delivery
Awaiting delivery...

.

bl o

O @ Delivered
Awaiting delivery...

K S
Meal Plan Grocery List Household




Chuckwagon: Chef Vision

all Sketch T 9:41 AM 3 100% () wll Sketch T 9:41 AM $100% (-
Order Status Book Chef
' January
O Delivered < >
Awaiting delivery... @ @ @ @

AVAILABLE TIMES

( s00PMm ]( 7:00 PM ][ 9:00 |

( eoopm ][ soopm | [ 1000

- 7 AVAILABLE CHEFS
gy | W
i =
Request a Chef Y v
; Julia Daniel Savani
Now that your order is palced, have P Bk kB g

a Chef make your meals for you this
week for only $150 View Profile View Profile View Pri

Book Chef

K B w & K B v &

Meal Plan Grocery List Chefs Household Meal Plan Grocery List Chefs Household




Chuckwagon Vision and Strategy

m Recipe Plans

Business
KPI

Customer
KPI

Onetaptogeta
personalized recipe
plan for the
household for every
meal this week.

Milestone 1 (2020)

$2M ARR
$2M monthly subs

Save time meal
planning.

O Grocery Delivery

Convert meal plans
into grocery lists for
one tap ordering.

Milestone 2 (2022)

$10M ARR
$5.3M monthly subs
$4.7M grocery orders

Save time grocery
shopping.

O Home Chefs

Make it easy to
get a cheftocome
prepare your
week's

meals for you.

Milestone 3 (2024)

$50M ARR

$36M monthly subs
$10M grocery orders
$4M home chefs

Save time cooking &
cleaning up.

VISION

Save Americans
millions of hours

in deciding what

to cook, buying
groceries, and
preparing
high-quality,
home-cooked meals.




Chuckwagon Q1'21 Roadmap

Now (Q1) | Soon (Q2-Q4) Later (2022)

Persona (KPI) Job to be Done

Meal Ratings Research

Recommendation Engine Research

Buffer / TBD Buffer /TBD

QA Engineer
(Test Coverage) Ensure Quality of Experience One-Tap Automated Testing (50%) One-Tap Automated Testing (100%)
Stripe Migration

CcTO : . . : : .
Process Payments Securely Stripe Migration Alpha Stripe Migration Beta General Availability

(Breach Risk)

Operate Iterate Innovate
20% 20% 60%

41



https://www.prodify.group/blog/strategic-planning-case-study-chuckwagon

Questions?



About Vision-Led Product Management

PROD 24 Home  Services  Framework  Clients ~ About  Resources Q

WHAT

Vision-Led Product Management
A Framework Decades In The Making

VISION-LED PRODUCT MANAGEMENT OVERVIEW

DELIVERING 1137 OuTCOMES

WITH VISION-LED Outcome == Journey

PRODUCT MANAGEMENT - vision
. @0? -

‘ - s\‘a\z ] . lllllllllll
j — o @
i . 21 - . ’rT Today Time
S0 / 2
R ABJEENS " NerLiKAR Key Concepts
Get the Book Read More

(and the supplemental resources)



https://geni.us/buildwhatmatters
https://www.prodify.group/resources/book/checklist
https://www.prodify.group/framework/vision-led-product-management

I
Stay In Touch

rajesh@prodify.group

https://www.prodify.grou

Linkedln

@RajeshNerlikar
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https://www.prodify.group/
https://www.linkedin.com/in/rajeshnerlikar/
https://twitter.com/RajeshNerlikar

