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MOST PRODUCT STRATEGIES
I’VE SEEN WERE A COMPLETE WASTE OF TIME



MODERN TOOLS HAVE TOTALLY 
CHANGED THE GAME



AND AI MAKES STRATEGY MORE
IMPORTANT THAN EVER IN 2025

MAKING ENGINEERS + DESIGNERS
MORE EFFICIENT

1.

ALLOWING PMS TO GET CLOSER TO
PRODUCTS

2.

STILL CAN'T REPLACE HUMAN
EMPATHY DRIVING STRATEGY

3.



2025 STRATEGY PARADIGM SHIFT

TRADITIONAL
APPROACH

2025
APPROACH

DOCUMENTATION-DRIVEN
STATIC

ANNUAL CYCLES

CONTINUOUS ITERATION
VISUALIZATION-FIRST

DATA-INFORMED



TODAY YOU'LL LEARN HOW TO CREATE
A STRATEGY THAT ACTUALLY WORKS—IN 2025

STRATEGY

(IN LESS TIME THAN IT TAKES TO WATCH A MOVIE)



REALITY EXPECTATION



REALITY

WHAT MOST
CONTENT
DRIVES US

TO



THE STRATEGY CRISIS

WE'RE DROWNING IN DOCUMENTS BUT
STARVING FOR DIRECTION



All-In Comp Total Cost

5 Engineers $200K $1M

1 Product Designer $180K $180K

1 Product Manager $190K $190K

$1.37M

PRODUCT TEAMS COST >$1M/YEAR

WHAT ARE YOU GETTING FOR THAT INVESTMENT?



STRATEGY

WHY STRATEGIES FAIL

TOO LONG 
NO ONE READS THEM

TOO VAGUE 
NO CLEAR CHOICES

TOO DETACHED 
NO CONNECTION TO DAILY WORK

TOO STATIC 
NEVER UPDATED



THE BETTER WAY

GREAT STRATEGIES ARE SIMPLE



THIS MATTERS FOR PMS AND
FOUNDERS

STRATEGY IS NOT JUST FOR LEADERS



BIG S STRATEGY
  ✔ COMPANY PIVOT
  ✔ NEW MARKETS
  ✔ VISION-SETTING
  ✔ CEO OR GM-DRIVEN

WHEN TO USE EACH

LITTLE                     
  ✔ FEATURE EXPANSION
  ✔ CURRENT CUSTOMERS
  ✔ EXECUTION PLANNING
  ✔ PM-DRIVEN

1-2 YEAR TACTICAL DIRECTION

PRESENT-FORWARD THINKING

SOLVING IMMEDIATE PROBLEMS

“GREAT TACTICAL EXECUTION BEATS PERFECT STRATEGY EVERY
TIME. LITTLE 'S' STRATEGY IS ABOUT SOLVING TODAY'S PROBLEMS

SO BRILLIANTLY THAT YOU CREATE TOMORROW'S
OPPORTUNITIES”

3-10 YEAR VISIONARY DIRECTION 

FUTURE-BACKWARD THINKING 

TRANSFORMATIONAL POSSIBILITIES

“THE BEST STRATEGISTS DON'T PREDICT THE FUTURE—
THEY CREATE IT BY DEFINING A BOLD DIRECTION THAT

TEAMS CAN ACTUALLY FOLLOW”

s strategy



YOU ARE EXPECTED
TO DO STRATEGY

WELL

“BUT I’M IN A FEATURE FACTORY”

THE BEST WAY TO
SHOW THE LIGHT IS
THE ALTERNATIVE

EMPOWERED FEATURE FACTORY

STRATEGY MATTERS IN EITHER SITUATION



1. OBJECTIVE 2. USERS

THE 7-STEP STRATEGY FRAMEWORK

3.
SUPERPOWERS 4. VISION 5. PILLARS 6. IMPACT 7. ROADMAP

What is
challenge we

are
responding

to?

Where can we
persistently

deliver
superior
returns?

How do we
share

progress with
others?

What do we
need to

deliver to get
there?

Who are we
serving?

What do they
want or
need?

What is the
future we are

building?

How much
progress

towards our
objectives

will we make?

Never “done.” Continuous process.

Iterative. Not necessarily linear. 

Works for both little s and Big S strategy.

Source: Ed Biden in My Newsleter and Podcast



1 DAY / 1 WEEK / 1 MONTH
It works well to do do a snap strategy - then progressively layer into it.

1 DAY

1 WEEK

1 MONTH

Right more often than you realize
Similar to “just writing” as a writer--gets thoughts out

Bring along others
Test out different solutions

Fully socialize
Find better evidence



OBJECTIVE = MISSION + MEASURE

"INCREASE DAY 30 RETENTION FROM 18% TO 22% BY Q3"

STEP 1: SET YOUR OBJECTIVE(S)



STORY TIME: THE OBJECTIVE TRAP

AT AFFIRM, WE STARTED WITH
14 "TOP PRIORITIES" 
➜ NO TEAM COULD FOCUS 

WE NARROWED TO 3 CLEAR
OBJECTIVES 
➜ GROWTH ACCELERATED
IMMEDIATELY



STEP 2: UNDERSTAND YOUR USERS

NOT JUST WHO THEY ARE, BUT WHAT PROGRESS
THEY'RE TRYING TO MAKE



THE JOBS TO BE DONE FRAMEWORK



HOW SLACK CRUSHED EMAIL

THEY DIDN'T BUILD "BETTER EMAIL" THEY UNDERSTOOD THE REAL JOB: 
TEAM COMMUNICATION

"IF YOU UNDERSTAND THE CUSTOMER'S NEEDS DEEPLY,
THE SOLUTION BECOMES OBVIOUS." 

- MARTY CAGAN



STEP 3: YOUR UNFAIR ADVANTAGE

WHAT CAN YOU DO THAT OTHERS CAN'T?

NETWORK EFFECTS
SCALE ECONOMIES
SWITCHING COSTS
BRAND
UNIQUE TECH/DATA



THE 7 POWERS FRAMEWORK
HAMILTON HELMER'S APPROACH TO SUSTAINABLE ADVANTAGE



AIRBNB’S SUPERPOWER
NETWORK EFFECTS + BRAND + COUNTER-POSITIONING

EVERY NEW HOST AND GUEST MAKES THE PLATFORM MORE VALUABLE



STEP 4: SHOW THE FUTURE

"THERE'S SOMETHING ABOUT SEEING THE USER EXPERIENCE THAT TURNS
THE LIGHT ON..." - JEFF MIDDLESWORTH

Before After



CREATING YOUR VISIONTYPE
MAKE THE FUTURE TANGIBLE

STORYBOARDS PROTOTYPES VIDEOS MOCKUPS



AIRBNB'S SNOW WHITE PROJECT
IN 2016, THEY STORYBOARDED THE PERFECT EXPERIENCE WITH A PIXAR

ANIMATOR, SNOW WHITE STYLE

THIS VISION GUIDED THE COMPANY FOR 3-4 YEARS



YOU DON’T NEED A PIXAR DESIGNER
IN 2025 - PM’S CAN DO THIS NOW!
HOW WE USED TO DO IT HOW TO DO IT NOW

PM’S NEED DESIGNER
BANDWIDTH
STRATEGY IS STUCK TILL
DESIGNER IS AVAILABLE

PM’S CAN CREATE THE
PROTOTYPES RIGHT AWAY
AI IS ACTUALLY GREAT AT
DESIGN WITH A GOOD PRD



CHECK THIS OUT

PRD GENERATES A PROTOTYPE



C
A

P
A

B
IL

IT
Y

MUST BE TECHNICAL REALLY SIMPLE

WHICH PROTOTYPE TOOL SHOULD
YOU USE?



HOW TO USE THESE TOOLS AS A PM

Customers Stakeholders

THE TOOL IS YOUR ITERATION CANVAS



STEP 5: CHOOSE YOUR BATTLES

2-4 BIG BETS THAT WILL DELIVER YOUR OBJECTIVE
NOT 10, NOT 20 - JUST THE VITAL FEW



‘S 3 PILLARS

TRANSITION
DVD →

STREAMING
EXPAND DEVICE

SUPPORT
IMPROVE
CONTENT
LICENSING

THEY SAID NO TO SOCIAL, GAMES, NEWS, SPORTS

(2009)



THE POWER OF SAYING NO

"PEOPLE THINK FOCUS MEANS SAYING
YES TO THE THING YOU'VE GOT TO

FOCUS ON. BUT THAT'S NOT WHAT IT
MEANS AT ALL. IT MEANS SAYING NO TO

THE HUNDRED OTHER GOOD IDEAS." 



STEP 6: QUANTIFY IMPACT

IF YOU CAN'T MEASURE IT, YOU
CAN'T IMPROVE IT:

WHAT METRICS WILL MOVE?
BY HOW MUCH?
WHAT'S THAT WORTH?



INCREASE
ACTIVATION RATE

5%

IMPACT MODELING IN PRACTICE
THE DRIVER TREE APROACH

DRIVES 3%
INCREASE IN
RETENTION

DRIVES $15M 
ARR

DRIVES $8M
EBITDA

IMPROVES
DEVELOPER

PRODUCTIVITY 5%

REDUCES NEED
FOR EXTRA HC 5%

SAVES $1.5M/
YEAR

DECREASES BUILD
TIME 10%

REVENUE SIDE

COST SIDE

CORRELATION GROWTH
MODEL

FINANCIAL
MODEL

TIME STUDY ASSUMPTION HC PLANNING



THE ROI SHOULD BE CLEAR

Total Cost

5 Engineers $1M

1 Product Designer $180K

1 Product Manager $190K

$1.37M

Est. Profit/ Year

Increase Activation Rate 5% $550K

Optimize AWS Usage 14% $700K

Improve Retention Rate 3% $325K

$1.58M

Return in 1 Year = 15%



STEP 7: PLAN YOUR PATH
FROM THEMES TO EXECUTION

NOT DATES AND FEATURES - PROBLEMS AND OUTCOMES



BETTER

ROADMAP EVOLUTION

BAD

FEATURES 
+ DATES

THEMES 
+ TIMEFRAMES

BEST

PROBLEMS 
+ OUTCOMES



THE DAY 1 STRATEGY
YOU CAN CREATE THIS TOMORROW

DRAFT OBJECTIVE1.
LIST KEY USER NEEDS2.
IDENTIFY 1-2 SUPERPOWERS3.
SKETCH VISION ELEMENTS4.
CHOOSE 2-3 PILLARS5.



DAY 1 STRATEGY EXAMPLE
APOLLO'S INITIAL STRATEGY DRAFT



THE WEEK 1 STRATEGY
ADD EVIDENCE AND VALIDATION

TEST OBJECTIVE WITH STAKEHOLDERS1.
VALIDATE USER NEEDS (5-8 INTERVIEWS)2.
ASSESS COMPETITORS' RESPONSE3.
GET FEEDBACK ON VISION4.
ESTIMATE IMPACT OF PILLARS5.



DAY 1: PREP +
CONTEXT

THE STRATEGY SPRINT
HOW TO DEVELOP STRATEGY IN A WEEK

DAY 2: PROBLEMS &
OPPORTUNITIES

DAY 3: STRATEGIC
OPTIONS

DAY 4: VALIDATE &
REFINE

DAY 5: DOCUMENT &
COMMUNICATE



THE DESIGN SPRINT
BRINGING YOUR STRATEGY TO LIFE

MAP THE
CHALLENGE

SKETCH
COMPETING
SOLUTIONS

DECIDE ON
THE BEST

APPROACH
BUILD A

PROTOTYPE
TEST WITH

CUSTOMERS



THE MONTH 1 STRATEGY
NOT MORE COMPLEX - MORE VALIDATED

VALIDATED OBJECTIVE1.
DEEP CUSTOMER INSIGHTS2.
CLEAR COMPETITIVE STRATEGY3.
COMPELLING VISION4.
PRIORITIZED INITIATIVES5.



ONE STRATEGY, MULTIPLE FORMATS
DIFFERENT AUDIENCES NEED DIFFERENT APPROACHES

EXECUTIVES: 
ONE-PAGER WITH BUSINESS IMPACT

TEAMS: 
VISUAL ROADMAP WITH PROBLEMS TO
SOLVE

CUSTOMERS: 
FUTURE BENEFITS AND OUTCOMES



1 - THE CURRENT
REALITY

(WHAT’S BROKEN)

TELLING YOUR STRATEGY STORY

3 - THE APPROACH

(HOW WE’LL GET THERE)

2 - THE
OPPORTUNITY

(WHAT’S POSSIBLE)

4 - THE DESTINATION

(WHAT SUCCESS LOOKS LIKE)



STRATEGY VS “FOUNDER MODE”

“WHATEVER FOUNDER MODE CONSISTS
OF, IT’S PRETTY CLEAR THAT IT’S GOING
TO BREAK THE PRINCIPLE THAT THE CEO

SHOULD ONLY ENGAGE WITH THE
COMPANY VIA HIS OR HER DIRECT

REPORTS.”



BRINGING PEOPLE ALONG HAS ALWAYS BEEN
THE MOST IMPORTANT PART OF STRATEGY

REALITY EXPECTATION



‘S ENTIRE STRATEGY

BUILD A SPORTS CAR1.
USE THAT MONEY TO BUILD AN AFFORDABLE CAR2.
USE THAT MONEY TO BUILD AN EVEN MORE
AFFORDABLE CAR

3.

WHILE DOING ABOVE, PROVIDE ZERO-EMISSION
POWER

4.

THAT'S IT. THAT'S THE ENTIRE STRATEGY.

(FOR THE FIRST 10 YEARS)



STRATEGY FOR STARTUPS

FOCUS ON FINDING PRODUCT-MARKET FIT
MORE EXPERIMENTATION, LESS
DOCUMENTATION
WEEKLY STRATEGY CHECK-INS
RAPID VISION REFINEMENT
FOUNDER AS STRATEGY DRIVER



STRATEGY FOR GROWTH STAGE

FOCUS ON SCALING EFFICIENTLY
QUARTERLY STRATEGY REVIEWS
CROSS-FUNCTIONAL STRATEGY
ALIGNMENT
CLEAR STRATEGIC PILLARS
PM-DRIVEN EXECUTION



STRATEGY FOR ENTERPRISE

FOCUS ON PORTFOLIO MANAGEMENT
ANNUAL STRATEGY REVIEWS
PORTFOLIO-LEVEL ALIGNMENT
STRATEGIC RESOURCE ALLOCATION
EXECUTIVE ALIGNMENT CRITICAL



THE 5-SECOND STRATEGY TEST

IF YOUR TEAM CAN'T EXPLAIN THE
STRATEGY IN 30 SECONDS... 
IF THEY CAN'T MAKE DECISIONS BASED ON
IT... 
IF IT DOESN'T HELP THEM SAY "NO" TO
THINGS...

IT'S NOT A STRATEGY, IT'S JUST
DOCUMENTATION



STRATEGY PITFALLS TO AVOID
1. THE FEATURE FACTORY 
(OUTPUTS OVER OUTCOMES)

2. ANALYSIS PARALYSIS 
(ENDLESS RESEARCH)

3. CONSENSUS STRATEGY 
(PLEASING EVERYONE)

4. THE ANNUAL RITUAL 
(CREATE AND FORGET)



YOUR TURN: DRAFT YOUR DAY 1
STRATEGY

TAKE 60 SECONDS TO WRITE... 

YOUR MISSION IN ONE SENTENCE1.
ONE METRIC YOU WANT TO MOVE2.
YOUR BIGGEST USER PAIN POINT3.



WHAT EVERYONE GETS WRONG
ABOUT STRATEGY IN 2025

MISCONCEPTION: "AI
REPLACES STRATEGIC
THINKING"

REALITY: "AI AMPLIFIES
STRATEGIC CHOICES BY
HANDLING DOCUMENTATION
AND VALIDATION"

MISCONCEPTION:
"STRATEGY REQUIRES
MORE COMPLEXITY NOW"

REALITY: "STRATEGY
REQUIRES MORE DECISIVE
CLARITY AND LESS
DOCUMENTATION"



REMEMBER THIS

STRATEGY = CLEAR CHOICES ABOUT WHAT NOT TO DO1.

START SIMPLE, VALIDATE QUICKLY2.

SHOW DON'T TELL (VISUALIZE YOUR STRATEGY)3.

MEASURE OUTCOMES, NOT OUTPUTS4.

COMMUNICATE CONSTANTLY5.



START TOMORROW

BLOCK 2 HOURS1.

CREATE YOUR DAY 1 STRATEGY2.

SHARE WITH ONE STAKEHOLDER3.

ITERATE BASED ON FEEDBACK4.

LET ME KNOW HOW IT GOES!5.


