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lean startup

founded on build/measure/
learn

get out of the building (GOOB)

invalidate your risky
assumptions

go for the minimal viable
product (MVP)

fall fast, learn fast

get to the pivot
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edaln Ux Jeff Gothelf with Josh Seiden

designing products for build/
measure/learn (lean startup)
requires 3 rules to be followed at
all times

get to & maintain a shared
understanding

form deep collaboration
across disciplines

keep continuous customer

feedback flowing Applying Lean Principles to
Improve User Experience

O’REILLY oo E1IC RIES, Series Editor



lean ux and paypal

my journey in championing lean ux @ paypal



what | came from

continuous customer
feedback (get out of the
building - GOOB)

customer metrics drive
everything

think it. build it. ship it. tweak it
fall fast. learn fast.

lots of experimentation...
build/measure/learn



launching the ps3
experience

16 different test cells

2 different tech blogs were
simultaneously reviewing different
eXperiences

focus was on build/measure/learn

four

different PS3
experiences
launched

on same day




paypal vs



paypal circa 2011

roll your own.
disconnected delivery
experience. culture of
long shelt life. inward
focus. risk averse.



new dna @paypal

january 2012
fleshed out ui layer that could
support rapid experimentation

march 2012

david Marcus becomes president
of PayPal

april 2012
kick off of lean project




hermes project

lean ux In action

whiteboard
. to code <
product/design/engineering teams usability/

customers



before leanux

Descriptions Amount

Order Sub-Total $50.00 Continue |
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Q‘;’_‘ s :ij? 123 Street Dr.
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2458

PayPal will use MasterCard X0O0-XC00-X0K-4472 to fund this transaction if your bank does not
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PayPal gift card, certificate, reward, or other discount Redeem
View PayPal policies and your payment method rights.

Contact information
valued_customer@mail.com
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after leanux
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the anti-patterns

lessons learned about what inhibits lean teams from thriving



genius
designer

al design emanates from an
Nuber designer. team doesn't
collaboratively particioate In
design/ideation.

solution: Keep the ingpiration
of genius designer pbut bring In
others to branstorm. 1ocus on
VMVE (minimal viable product) to
test with customers
mmediately. critical to pulld
team success early



tribal group

when a team is very smal
members are forced to work
ACross disciplines. As soon as
team gets pigger, trbes reform
around skills. collaboration
SIOPSs

solution: keep team
reasonably small. leaders In
cach discipline must form a
trioe that works across

disciplines. keep collaboration
Nigh.,




newcomer

ean teams will form shareo
Jnderstanding. however, when
New ‘stranger’ joins we
= assume this hard eameo
understanding will jJust happen.

solution: the team must
mmediately stop and initiate
the newcomer. e patient,
answer guestions, reset
vocapulary and enjoy the new
VoICe IN the team. get back 1o
regular cadence.




visitor

NPUL from outside the team IS
essential. however, watch out
Deople cycling In & out of the
team can cause the same
disruption that the stranger
anti-pattern causes. also
KNOWN as sSWwoop and poop,

solution: customer trumps
visitor. take Input. test early anc
often with customers. that Is
the only "visitor” that uttimately
maters.




naysayer

wWIth collaboration so important
t1s key to beleve In the
Orocess 10 creale great
oroducts. a single naysayer
can bring the team down In an
nstant,

solution: the naysayer must
aither leam new technigues or
eave the team. often they have
valld concems. channeal that
energy convergence time not
divergence thinking.



bad habits

teams will often make a gooo
start by trying out new
penhaviors and seemingly leave
Old penaviors benind. peware
old habits will creep back In.

solution: you must do it long
eNouUgn and e successtu
ong enougn to ensure team
membpers Intemalize the new
Napits. puld In checks and
balances that enforce new
NabItS,
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magic tools

design & prototyping
accelerate ideation a
however, e careful,

tools can
nd design.
to0ls that

empower prototyping can
enable designers to work In

solation,

solution: use tools
tO collaporate. never

as means
revert 1o

‘delivery” model or design.
sketching Is a real key 1o

encourage collapora

loN. also

‘design In the wild™ a

oproacn,
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going dark

when a developer, product
manager, or designer goes
dark for more than a day (or
two) the team Is losing valuable
collaboration,

solution: working In Isolation
S necessary from time to tme
however, Imit to short periods
Of time. make work
continuously visible. balance
Nndividual productivity with
group creativity




change of
cadence

change of cadence is actually
A good and normal happening.
however, whenever the mythm
changes it can bring
oroductivity down.

solution: prepare the team
for the change and quickly get
focus and re-establish with
new cadence
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typical weekly cadence

credit: Krystal Higgins_http://bit.ly/18uP7N1


http://bit.ly/18uP7N1
http://bit.ly/18uP7N1

100 many
COO0KS

the work needs to be divided
U0 among different types of
cooks (Chef de cuisine, Sous-
chef, Chef de partie)

solution: nave clear decision
makers In each discipline anc
have spechic roles (you can
also rotate these functions)




. » notenough
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T when a team suddenly scales
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this is NOT the size of pizza | am talking about




tower of
babel

shared understanding i1s key to
ean ux, however, It Is easy to
assume too quickly that team
memiers are speaking the
same language

solution: always ask, "what
do you mean by X7 aways
ensure other disciplines
Understand your jargon. spend
time with customers together.




shared understanding

recognize teams come
from different “worlds”
and “languages”

Need a “vulcan mind-
meld”
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you got mail

teams can revert to emall over
collaboration. also, geo-
grapnicaly distriouted teams
can fall into delivery by emall vs
collaboration.

sol

ution. utiize nign

DanawIdtn communication

fac
fele

e 1o face, hangouts,
oresence, magic

whitelbboards, etc.) balance:

asy
S Q

NCNroNOUS communication
00d,
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Inmates running
the asylum

this Is from Alan Cooper's
classic book of the same ftitle,
when engineers drive design
the iInmates are running the
asyium,

solution. front end engineers
must partner with product/
design and get out ahead of
packend engineers (lean ux)
experience debt Is equally
mportant to technical depot.




perfectionist

Not embracing the chalenge ot
the unknown, the pertectionist
will not share their work il it 1S
perfect. easy for designers to
fall INto this trap.

100Y%
Pe rfe Ctl O n: 1 solution: engneers must not
ey , judge rough designs, instead
' | Titay Ml  Use as springboard for
discussion. designers must
realize iterative will yield petter
designs. sketching can break

this mindset. make it easy to
release experiences

Ltiuita/

™~ .




weakest link

team mempers wno aren't up
to the challenge of close
oroximity & transparency can
cause a team to stumble,

solution: talent acquisition
Must match this style of
oroduct delivery, must have
freedom to replace talent. soft-
skills are hignly valued,




the wall

walls petween teams can
nappen when

e We allow troes to Tom

e \WC See the other teams as
separate delivery factories

* geo-distributed teams
e fOCUS ON documentation

solution: always work iIn smal
teams, collaporating not
delivering and buid shared
Jnderstanding. challenge every
Nand-off point,




credit: Krystal Higgins_http://bit.ly/18uP7N1
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tangled up
technology

Jnless the technology stack is pullt
to have a clear separation from
experence & services the lean
team cannot make rapid progress
watch out when dev teams care
to0 much about the speciic
version of the Ul

solution: key pattems include
bullding services, AFls and CLs,
Keep the senvices & Ul separate
enavle rapid experimentation,




prototype & production production
production stack stack
stack (legacy)



3 key principles

remember these to keep the anti-patterns away



1 shared
understanding

the more understanding the
less documentation

but this doesn’t mean ZERO
documentation

you need whatever is
required to gain and
maintain a shared
understanding




collaboration

strong belief that ideas come
fromm many different voices

trust Is essential

all efforts never stray far from
collaborative efforts



3 continuous
customer

feedback

this Is the liteblood of the
team

gets rid of politics

turns a team outside-in




blogs
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twitter
follow me on twitter @billwscott

designing web interfaces
O’Reilly
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