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The Value Exchange Loop

Deliver Value

Capture Value

Org Product Market
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The GIST Model

Goals Goal

Ideas Idea Idea

Steps

Idea

Tasks
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Metrics Trees

Documents
Created

Active Users
Documents
per active 

user

Active 
Customers

Licenses sold

Avg active 
users per 
customer

Churn rate Activation
rate

Docs per 
active / month

Retention rate

Average 
license price

Revenue

Activity 
lifetime

North Star Top KPI
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Confidence
Meter
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Idea Banks

Idea Impact
[0-10]

Confidence 
[0-10]

Ease

[0-10]

ICE Score
[I x C x E]

Community tab 7 2 8 112

Update submit flow 5 5 3 75

Add PayPal billing 8 1 5 40

Double opt-in 1 4 3 12
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Step 1 Step 2 Step 3 Step 4

Combining Building and Learning

User StudyStart
Idea

MVP

A/B Experiment
Launch

LaunchStart

Project

Idea

L

L

L
L
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Idea Validation with The AFTER Model

Experiments

Smoke tests

Concierge 
Test

Usability 
Tests

Wizard of Oz

User 
Interviews

Data 
Analysis

Surveys

Competitive 
Analysis

Field 
Research

Early 
Adopters

Longitudinal 
user study

Fishfood

Alpha

Type of Validation

Va
lid

at
io

n M
et

ho
d

Beta

Dogfood

Preview

LabsBusiness
Modeling

ICE Analysis

Assumption 
Mapping

Stakeholder 
Reviews

Goals 
Alignment

TestsAssessment Fact Finding Release 

A/B tests

Multivariate

A/B/n tests Holdback

% Launch

Post launch
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Execution

Planning 

The Two Worlds

Roadmap

Strategy 

Project

DevUX

Sales

Mgmt

Finance

Product Manager/
Product Owner

Tasks
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The GIST Board
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Book

Launching Sep 20th 2023

See: evidenceguided.com

“In this must-read book Gilad offers a simple, yet 

powerful, blueprint for product development 

inspired by the scientific method. It will help you 

move away from opinions and politics and embrace 

evidence-based development. A critically important 

book for anyone designing products.”   

                                                         Nir Eyal
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