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Making Smarter Decisions

When You Don’t Have All the Facts




) this VISION in your mind...

Imagine our company's profit or
reve gh an Agile and Al-
enha duct development

SrOCess.




But betore we go there...

Let’s visit ‘ireality” for a minute...




A Project Plan
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A Portfolio Plan
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Dr. Bent Flyvbjerg’s work shows us that...

99.5 percent of big projects

fail In one way or another

(time, budget, benefits)
THINGS

Source: https://www.quickbase.com/blog/why- GET DONE
big-projects-fail. THE SURPRISING FACTORS

THAT DETERMINE THE FATE OF EVERY PROJECT,
FROM HOME RENOVATIONS TO SPACE EXPLORATION

AND EVERYTHING IN BETWEEN

BENIFEEVXVBIERG
and DAN GARDNER




Portfolio Management, Problem 1:

We are the future of our
organizations,
before 2001!

We need something different that
focuses on outcomes and
adaptabllity!




But It does noft stop therel....
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The stark reality of today

* Hit-or-miss outcomes: Only
10-30% of changes/features TH U SWV[] HTHY
add measurable value (Ron ONLINE CONTROLLED
Kohavi, Trustworthy Online [XP [ H I M [ NIS
Controlled Experiments)

. |ncremen’[g| Improvemen_l_ A PRACTICAL GUIDE TO A/B TESTING
expectations (5-10% annual)

don’t align with real ROI
due to low success rates.

* The 'Red Queen Effect’

RON KOHAVI™ DIANE TANG YA XU
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Predictabllity vs. value

We keep saying and thinking
“Project” because of the promise
of predictability. But predictable
delivery is not the same as
impact/value!
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Take away:
Agile Product Management must
be about focusing on overall AW U™ o4 |
portfolio value or investment T IR VR R LN

. ... - ' B e PE &)
refurn, instead of maximizing (. ‘;J‘ =
project predictability, or on-time S R SN
delivery.

000000 A
0000




Portfolio Management, Problem 2:

we |lose sight of the more important
goal: ife]ag
the investment!
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And then there is... Complexity

We only need 3 variables to
observe complex behavior as
Edward Lorenz showed with his
Lorenz system

Take away:

Even small product portfolios
have much more than 3 variables
with non-linear links, and complex
inferactions. Estimation is useless
in that domain.

/4

i
m



Portfolio Management, Problem 3:

Plans are static.
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The 3 problems we need to solve at
Portfolio level

The Problems

1. We need a method that focuses on outcomes and
adaptability! (Agile Product Management)

2. We need an approach that tries to maximize value
generated (Experimentation)

3. We need near real-time outcome simulation to
provide insights that lead to adaptability (Al-
Powered Portfolio Simulation, with near-real time
scenario updates with dafta from experiments)
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10k Feet solution: Agile + Al for 10x Results

« Agile Product Management + Al to Accelerate Value
Discovery

» Vadalue Discovery as the foundation of all product
decisions.

« Implementing a kill criteria' for non-performing
features.

 Experimentation and continuous learning with customer
feedback and data-driven iteration.

« Al + Simulation accelerates and amplifies
experimentation capabilities, providing faster feedback
and insights.

/////// /// /
v gIIsS
/////// //7//// / /////




OIO

Rebecca Homkes, Author of Survive, Reset Thrive

Rebecca Homkes
"Successful teams don't just rely on facts—they
act on beliefs. Use belief trackers to stay agile ,
and learn faster."”
Use a "belief tracker" to monitor and adapt -
strategies based on real-time learning and
experimentation.

Leading breakthrough
growth strategy in
volatile times

Z /////////////
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Keep this In shorf-tferm memory...

“Bets” is the technical term!

We make decisions with an expected
valve, at a certain likelihood

(Bayesian logic)




A method that focuses on

elgle
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Case Study #1 — From |ldea to Revenue in 4 Weeks

« Real-Life Success $420K/Year

Focus on short

feedback loops and
value-driven criteria

focuse evelopmen’r |

Fabian practicing his precision
shooting

4422&2;
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An approach that tries to
value generated
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s 10x growth readlly possible?

« 2 weeks experiment N
. % A“\) 6”
- Validated core NP N
. \\\ ‘)\' while it ¢
assumption \,\ \\\\
- Went from 300K/yeg AP O
IR
revenue (~842 E \\‘ R\ 4> outngioo
RPN
« To 5M/Yearin (‘s‘, . A N -
698 Eur / Day)\, & A\)\\ A\ _
« Kept tweaking i \\\’ — S

found other grow
opportunities
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Experimenting before you have customers

To find growth we must fest
many ideas with real paying
customers. Micro-experiments
are a key aspect of Agile
Product Management

« Many iq
sales a
with cu

e FromO
10M re
years
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Portfolio Management's goal

Takeaway:

The Goal of Portfolio Management is value
creation, not project execution follow-up!

Which leads to ...

)
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Near real-time
TO
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Estimation does not work for Portfolio planning either...

Simulate the results of bets over
time, with near-real time
information from experiments and
other data sources!

Take away:

Simulating Portfolio execution helps
take into account decisions that
affect projects, as well as value

creation
- 1
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From "hindsight” to “foresight”

Value

How can we make it happened?

Prescriptive analytics y Optimization

{d}

Difficulty
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Intferaction with Financial Services:
Student Loans complaints

: obs-1 sim-1
Can't decrease my mor; ents _
Trouble with how payments are handled 170 ~1't get flexible payment options

Repaying your loan 4 Can't qualify for a loan

Received bad information about my loan Can't temporarily postpone payments

Qualify for a better loan than offered Don't agree with fees charged

Problems when you are unable to pay Getting a loan

Need information about my balance/terms Having problems with customer service
Keep getting calls about my loan

/////////
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We already know what builds resilience...

... and it does noft look,
feel or even sound like § ~ &
“project j <
management”

sets of bets, like
investors look at their

own portfolios!
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Use “Bets” To Make Decisions Under
Uncertainty

By framing decisions as bets and
continuously updating them based on new
information, organizations can navigate
the complexities of multiple-project

portfolios and use near real-time T
information to manage and reduce risk. Al the Facts

Technique: Duke's concept of "Bets”
involves making decisions under
uncertainty.

Annie Duke

Reference: Thinking in Bets by Annie Duke

o
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Use investment strategies that avoid “ruin”

Return

The Kelly Criterion is a strategy to
determine the optimal proportion
of your portfolio to allocate to
each investment option

Risk

Suicidal

0007
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Kelly Criterion Example...

Suppose you have two investment opftions:

« Investment A has a 60% chance of doubling your
investment but also a 40% chance of losing it.

 Investment B is more conservative, with a 75%
chance of a 10% gain and a 25% chance of a 10%
lOss.

The Kelly Criterion helps you calculate how much of
your total investment funds you should put info each of
these options to maximize your portfolio growth while
controlling risk.

///// S //% 4 / /////



But Most Importantly:

Build In feedback and adaptation
cycles to your Portffolio
Management process!
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Intfroducing Al as an Amplifier

» Traditional product
experimentation is slow and
time+people-intensive.

«  With Al and Bayesian-based
simulations, multiple scenarios e |
can be tested in minutes

« Al + Bayesian simulafion o
enables rapid hypothesis
testing and value discovery,
exponentially expanding
potential insights.

Market Simulation View

Market Context

e 20 Forecasted Customer Satisfaction (CSAT)
72 Distribution
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But, Vasco...

« 'Will it work for my product?' — Our process adapts to
any product where customer insight and agility are
critical. (The key step is fo create/build the
feedback/data collection info the process — to feed
the simulation)

* '"10x growth is unrealistic.' — With our approach, 10x
becomes a calculated target achieved through
disciplined, data-driven experimentation and
customer-driven insights. After all, I've just shared
several case studies where we achieved it.




If you aim for 10x, and fail, you might only
get 2xllll

But you will get promoted anyway!

//
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More code really isn’t the solution...

= SEARCH FORTUNE SIGN IN

FINANCE- GOOGLE

Over 25% of Google’s code
is now written by Al—and
CEO Sundar Pichai says it’s
just the start

vawomn
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Bring this expertise and tools to your
team!

« Al will “eat our lunch” if we continue o focus on
more code as the solution

« We can host workshops with you.

* You have to come and talk fo me right after this
session to bring this workshop to your team

00000
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The key question for you is...

Are you ready to 10x Your Product
Development?e

7000000
G/
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Because if you don't...

5%/10% is still ok for about 6-12 months.
But with the advent of Al, it's unlikely to
be more than that.

Talk to me right after this session to bring
this workshop to your team

0000000



