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If waste in software would be visible



The True Cost of Software Waste
Framing the problem: where we stand and what’s at stake

Smart Strategies for Enduring Stage Products
How to tackle software waste in mature, long-lived systems

Winning from the Start
Proven plays to minimize waste from day one in new initiatives



Waste in software = features not used https://www.1e.com/resources/report/software-usage-waste-report-2016/



Chaos report

*the chaos report by the Standish Group



R&D Spending

1 Maintenance
Maintaining existing features, bug fixing, stabilization

R&D 
Spending 2 Legislation changes

Implementing mission-critical changes to maintain the software
Compliant with legislation changes

3 New features
Implementing new features that will keep the product more competitive, more
attractive, and will widen the dependency of the customers to it

75%



So how much waste are we producing?



R&D Spending

2-3 Mil. NMR businesses
500K in NLR

375K
150K 5-10 FTEs

100-250K





Why is R&D in Software that unpredictable??

Computer science Product Science
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Product Lifecycle

Revenues
Margins

Time

Product
Dev

Induction Growth Maturity Decline

Revenues

Margin

Business
risk

Initiative Stage Enduring Stage

Validation

Solid business case

Managing legacy code
Building what is needed

Being in-line with the market
Pivoting



Art of building
What’s needed



Enduring Stage
Managing legacy code

Building what is needed
Being in-line with the market



Levels of Maturity

https://www.productfocus.com/wp/wp-content/uploads/2020/08/Product-Management-Maturity-Model.pdf
https://www.productboard.com/blog/five-levels-product-excellence-maturity/
https://www.gartner.com/en/doc/3887789-apply-gartner-product-management-maturity-model-to-uplift-business-impact



A model to assess the levels, compared to others
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Simple Levels of Maturity

Level1:
Intuition Level

Rely on multiple people’s 
opinion of what’s needed 

and what not

Level2:
Managed Level

Rely on customer’s 
validation and data, on 

what’s needed and what 
not, and have a structure 
to capture this feedback

Level3:
Strategic Level

The organization 
understands value, and 
measures priority based 
on customer feedback 

and real-world data



L1 > L2

Data Capture / Analytics
Addin

g Azure Insights

Google Analytics

(Cheap, easy to implement, fast)

Feataure usage
Peak times
User journeys



L1>L2
Customer case / Moving and Storage / USA

Persona Usage

Move Coordinator

Local Dispatcher

Long-distance 
Dispatcher

AR/Finance

Executives

Local Crews

60%

25%

10%

5%

1%



L1 > L2

Data Capture / Analytics
Addin

g Azure Insights

Google Analytics

Product Capabilities
Addin

g Insights 360Collect
ing

PM on 3D modelHire



Product Process

Customers R&D Manager

UX Designer

Dev team

Product

Customer
Support

PS
Sales

Executives

Decision 
Committee

HIPPO Problem



Committee to decide the planning



Product Process

Customers Product Manager
Product Owner

UX Designer

Dev team

Product

Customer
Support

PS

Sales

Executives



Product Owner
vs

Product Manager

What’s the difference?



Product Owner vs Product Manager

What do we have to build?
Why do we have to build it? (who needs it
who is willing to pay? What are the success
factors? Is is worth?)

How do we have to build it?
What are the priorities when having to build something?

More tactical More Strategic

Product owner
Subject Matter Expert

Product manager



Qualities of a product manager

UX Technology

Business/Domain

Product Manager
Sweetspot

Should be good 
to at least 2 of them

Google Like PMs

Converted DevsBu
sin

es
s P

eo
pl

e 
in

 te
ch



L1 > L2

Data Capture / Analytics
Addin

g Azure Insights

Google Analytics

Product Capabilities
Addin

g Insights 360Collect
ing

PM on 3D modelHire

Strategic Roadmap
Creatin

g High-level estimations

Strategic roadmap
With feedba

ck



Preparing the roadmap

Image Credit: Institute for Integrative Nutrition

Customers request StrategicMust-Have

http://www.integrativenutrition.com/


Preparing the roadmap

Image Credit: Institute for Integrative Nutrition

Strategic Customer RequestsMust-Have

http://www.integrativenutrition.com/


Strategic Roadmap

§ Input from everybody
§ Confirmed with the stakeholders
§ Have estimates in place
§ Calculating in a way, the return 

(ROI, IRR, Cost of Delay , …)

Should start from a business
objective

Increase the customers base with 
3 new customers



Simple Levels of Maturity

Level1:
Intuition Level

Rely on multiple people’s 
opinion of what’s needed 

and what not

Level2:
Managed Level

Rely on customer’s 
validation and data, on 

what’s needed and what 
not, and have a structure 
to capture this feedback

Level3:
Strategic Level

The organization 
understands value, and 
measures priority based 
on customer feedback 

and real-world data

L1>>>>>>>>>>L2

• Data Capture
• Product Capabilities and structure
• Roadmap visibility



L2>L3

Analytics
Using Track feature usage



L2>L3
Analytics indicated the page would be 
The second most used after the landing.
This should have super high priority

Granularity is the KEY



L2>L3

Analytics
Using Track feature usage

Customer validations
Addin

g Co-creation sessionsdo

Strategic discussionsannua
lly

Mockups before investing
do



L2>L3



Mockups before investing
From this:



Mockups before investing
To this:



Mockups before investing
To this:



Mockups before investing
To this:



L2>L3

Analytics
Using Track feature usage

Customer validations
Addin

g Co-creation sessionsdo

Strategic discussionsannua
lly

Strategic Roadmap
Creatin

g

Customer visibilityWith feedba
ck

Mockups before investing
do



Simple Levels of Maturity

Level1:
Intuition Level

Rely on multiple people’s 
opinion of what’s needed 

and what not

Level2:
Managed Level

Rely on customer’s 
validation and data, on 

what’s needed and what 
not, and have a structure 
to capture this feedback

Level3:
Strategic Level

The organization 
understands value, and 
measures priority based 
on customer feedback 

and real-world data

L1>>>>>>>>>>L2

• Data Capture
• Product Capabilities and structure
• Roadmap visibility

L2>>>>>>>>>>L3

• Feature usage / analytics
• Customer validation

• Co-creation and Mockups 
before build

• Strategic discussions
• Strategic Roadmap



Validation Stage
Validation

Solid business case
Pivoting



Challenges before starting an initiative



Building an initiative

Tequila Shots never come alone



Ideate and validate fast and cheap

• 1 week timeline
• Executive buy-in
• Customer buy-in
• Multi-department support



Ideate and validate fast and cheap



Add-on. 
Build 
Protypes 
super-
fast using AI 
productivity



BQR and the dotted line

EBITA

NRG

BQR



Product maturity vs. attrition

Product MaturityLow high

0

NRG

Jonas1

Jonas2

TSS 3

Jonas 3TSS 2

TSS1

Non-CSI 2

Vel1

Vela3

Vela2Non-CSI

Customer intimacy



Product maturity quadrants

Strategic Alignment
Alignment with Business Goals

Low high

Execution 
Maturity

Low 

high

Reactors

• Market / customer pressure reaction
• Ad-hoc processes
• Lack of direction, frequent pivots, low 

accountability

The doers

• Executes well, but limited touchpoints with
organizations strategy

• High-effort on low priority items
• Limited impact on long-term business goals

Leaders

• High alignment between business goals
and product

• Continuous optimizations

Forecastors

• High alignment between business goals and
strategy of the product

• Difficulties in executing it
• Unrealized potential, frustration from lack of

progress



Product maturity vs. attrition

Strategic Alignment
Alignment with Business Goals

Low high

Execution 
Maturity

Low 

high

Reactors

The doers

Forecasters

Leaders

• Market / customer pressure reaction
• Ad-hoc processes
• Lack of direction, frequent pivots, low 

accountability

• Executes well, but limited touchpoints with
organizations strategy

• High-effort on low priority items
• Limited impact on long-term business goals

• High alignment between business goals
and product

• Continuous optimizations

• High alignment between business goals and
strategy of the product

• Difficulties in executing it
• Unrealized potential, frustration from lack of

progress

Le
ve

l 3

Le
ve

l 2Le
ve

l 1



Takeaways

Opportunity Investment Save
Initiative -> organic growth workshop Small/Medium

(1 week multiple roles)
Very High
The entire investment of an initiative

Customer Co-creation Small
(1 meeting)

High
Investment in non-neede products and customer intimacy

Strategic Roadmap Small/Medium – once a 
year
(Requirements, 
Estimates/Mockups)

High
Creates clarity and reduces the not needed 
things

Hire Product Structure Small/Medium
One extra role /  or extra 
member

Very high

Analytics implementation Small
Cheap and fast 
implementation

High
Gets insights about usage/dead-code/dead-
features

Analytics based Roadmap and 
discussions

Small/Medium Very High

Feature usage tracking Small/Medium High
Mockups creation before building Small/Medium High

as you will not build without confirmation



Simple Levels of Maturity

Level1:
Intuition Level

Rely on multiple people’s 
opinion of what’s needed 

and what not

Level2:
Managed Level

Rely on customer’s 
validation and data, on 

what’s needed and what 
not, and have a structure 
to capture this feedback

Level3:
Strategic Level

The organization 
understands value, and 
measures priority based 
on customer feedback 

and real-world data

40-50% 15-20%

Waste level





Discussion round
Q&A
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