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Introduction

Al Alone Does Not Make the Whole Job Faster

[ OUTPUT Documents, plans, and screens multiply

[ REWORK The same process keeps the backlog alive

[ Change the order of work, not just the tools ]




Generation Speed Is Not Work Speed

GENERATION SPEED WORK SPEED

(v

e

[ OUTPUT ] [ DECIDE ]

& +

([ STALLED |

[ Faster output alone does not accelerate decisinns]

| misunderstood this for almost a year

Since I started using Al I've created a variety of things.



Reverse the Order of Work

OLD WAY

{ PROPOSAL ] [ HYPOTHESIS ]

¥ ¥

WORKING
{ MEETING ] [PRUTUTYPE ]

[DEUELOPMEHT] [ DECISION ]

[ Build first, then decide—instead of explaining first J

Build a decision-ready artifact before the proposal

There is only one thing I want to convey most in this book.
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Bring Factory Process Improvement
into Business Building

FACTORY BUSINESS BUILDING

PROTOTYPE DECISION DEMO
CUSTOMER AND
INSPECTION FIELD REVIEW
PROCESS MAKE ONE
IMPROVEMENT REVISION
GO / NO-GO PROCEED OR STOP

[ Move expensive late rework into an earlier stage J

The origin is in the factory

My origins are not in the Al industry.



One Cycle for Using This Book

HYPOTHESIS What will you test?

MINIMUM

DELIVERABLE Make it visible enough to decide

Ask what is different

Fix the core once

PROCEED OR STOP Choose the next move

[ Each cycle adds evidence for a better decision ]

First, create something that can be judged.

You don't need to have memorized a list of Al tools by the

time you finish reading this book.
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Chapter 1: The Old Rules of Work
Have Broken Down

Build a Demo Right After the Meeting

OLD - e

— This is
WAY MEETIHG - :I what | had
- - .Minrninu:l Ff Maybe ™
D | - something 1
like this

So basically,
| something |
ke this? /

Dashboard

[ Thisis
Foais b Frogresy different from
Sa_:l.um.uup 0,000 9 L | whatl imagined |

R | g i | Deads

Let's move
forward
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High Prototyping Costs Supported the Old Rules
Prototyping incurs mjajrzur r:.usls

¥ Because prototyping is expensive,

i Spechalized thoroughly review before you build
knrledgs 15 was the rfight thing to do.
required *

- || Reguremss leeperia h“
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Arge equEpment
and tanling planning
i ' Orgsaice reguirements
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* Mensurizg
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wupmulgr v Define specficatinas
peesratedea- | W Rrview sirecture

* Dhelicated |lg + Analyae risks
and fixfores. :
= Dedicated tonls v Plan validaion
Bl e v Confim Feasiifity
= nd mione
"The epprmval Refine the plan
process lakes Phuis: Wkl | Wek] | Wl Wk
il bomy limme Deign L
. Aratyeis =
= Frepera 2
applicatim Protudyping
+ Confirm with P e
stakeliider Reibion E—
* Bl up approvals = Meduce rewock

* (Gain sukeholder alignment
* Baild & plan that truly moves forward

Because high prototyping costs demanded long, careful
deliberation, it became sound practice to “Think Ahead.”

Conclusion

Common sense comes from cost.

How you proceed with your work is not determined solely by

vour thoughts.

19



22

There was a reason for this approach.

They could not afford to repeatedly destroy what they had

created.

Th Pr_t_oping Costs Reduced by Al

TIME @ PEOPLE REWORK
; Optimizs headcount Feduce rewark
Sherten tims o prototype ik and improws sfciency
= [ Before 41 ]
Besemch  Dowps  Budd Tt Pafine ;;;;; Bidl 5 Prsw b Fuise 5 Bedagn
Phasng  [emipn  Pusld Tt Mooge l—J
i [ v . 4
Pt ey hid et = = ; : [ with & |
Mg Do o Ersiar Buld <+ FEoview - [npm
Ll e Al 8 S 2 2 22| Ml % xox oxox ® X
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(~) Usability
() Operation
(%) Fit with requirements

(~/) Improvement
~ opportunitias
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Three Hours on Screen Beat Three Weeks of Meetings
| VERBAL AGREEMENT|

REVIEW
THE REAL THING

Dazhhoard

Sarpls [ata Sargie Dala !

12,345 | 678 |

THIS IS ‘
DIFFERENT

Gmpde Dats Tabdks
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Find the Difference Instead
of Inventing the Right Answer

THINKING FROM [ Reiese MR T e IR R
A BLANK PAGE RS & b

= What's the prablm? £ duett kot

. Amy [deal examples? the rigrt
. answer.
.':Tmefhmj ;
setder
mayke ?

e ——

Aperfet  What frduis
ARSmEr_ are ergndial7

———

S

Will this
HL,.H-“ Lt matry | Mot |

pose ideas,,

REVIEW THE
REAL THING
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Choose the Hypothesis Before the Specification

Before building, test the axis. 5tart small and move forward with confidence.

.‘i MINIMUM DELIVERABLE

"9 HYPOTHESIS

A user's problem is

will salwa,

Lsar prablem

1 want.

L

If we prpsent
ssarch results

wailll b easier.

Ie's difficadt te
find information

Diraction bo solve

in & goal-griantad
orckr, discavery

| Hew to examine [enamples)
more quickly?

# What wioubd we uge nest?

= Will it help the wser achiess hetr goal

» Con we measure the arder of impact?

=

Materiale for evaluation
[ Scurdres ofthe hypoBesls
[ Lbssr reaction ko the protdype
[ Responses to the quessions
I:l ldeas for improeement

something this experience }

LE

Tast the hypothesis by
craating the smallest
thing possibie.

(]

-

Recommendad order

View mare

Key paints

= Dirdly the minimum eberranty meaded

= Lonfirm the flow from what users
sew b whal they expenance

& Do’ cerbuild

A

o specific feedback.

Ask the evaluator for

To what extent did this approach

Please explain why.

help you achisve your goal quickly?

&

b= —
What could be improved? (axamples)

» Wrat waorked well?

= What was confusing?

* LF you could improve one thing, whal

would it ba?

L.

HUMAN JUDGMENT CHOOSES THE NEXT MOVE

) Basad on bhe endesce and
" Isiphts, sheuld we pracesd,
resdse, or siop?

The Fypathesis & supported.
Mowe o the next walidaticn
aleng this direction,

There are improveren cpgoriunities.
Refing the hypothests andior the
minimirm dellverable,

then test again

Tha hypothesis is not supported,
or the value i§ too low.
Choose the courage to stop here.

The first thing to decide is the hypothesis you

want to test, not the specifications.

So, do we need to think nothing before making it?




Al Changed the Order of Deliberation
Invest heavily up front, validate late.

FULL DEVYELOPMENT

LATE REVIEW

In thin w2 e bt sy

Fiaed i i ? | b et

D5 thies
SoWT tht right
problen

Sgend time up front Hickd marty mestings b Spend time: huilding Discover issues after
defiming regquirements in defail align and elaborate. the entire solution, it Built; rework beging.

8 Tabhes g lang time /"—-\\
© Costs spiral —® ® & IS ,*
& Hard to chenge direction e

: Plan Mest Fiall Late Rewnork
H rk rigk
: ﬁlﬁq:mm [many times)  Develepenent Review  Happens

m Start small to learn fast. Iterate forward with clarity.
— I N

iEta || Weem |
ok 1hi e b
| it ki || e mie |

';._,.:‘ Dy, thiy. ek

B s Wi vk sl e
o S we e %4
Trwasd?

4

Make sha Xt
Serisim

Farm a hypothesic Build & small dema Validate with reel usess Make one tasgeted [Depide with eonfideni:
and decide what o and make it tangile and pain nssghts change and laarn what ta do next
validata, quaickly. with confidence. in asingle cpole.

& Test aarly
’ N Q :. ©
e & Kaep costs in check
& Eaxy to changn directioe -.-': ..__}
@ Buld leaming contirucusly  Hygothasis Dirrn:l Hiuew (. F:iwm Digrigion
L ¥ time)

i Change the order to improve both the quality and speed of deliberation,
R Move forward by learning instead of aiming for perfection.

What Al broke was the order of consideration.

Al does not completely automate planning, sales, and

development.



Chapter 2: Build Before You Write
the Proposal

Build the Real Thing Before the Proposal

MO ONE SEES
THE REAL THING

PROPOSAL MEETING

m {- =

This Is leaking
MINIMUM DELIVERABLE REVIEW much better,

\ OMNE REVISION } PROPOSAL
{1 ROUNDY
FPROUECT PROPOSAL

a4



Three Illusions Created by a Proposal

j' IT LOOKS LIKE
il PROGRESS

When there are plans and
scresns, it boks as if we're

already moving forward.

B i7iooksLke IT LOOKS

ama AGREEMENT CERTAIN
When the materials ook good, When there's a roedmap and
it looks &5 if everyone is on board & graph, it looks as 1f the
and has given their approval. future is already guasanteed.

. NOREAL
. THING YET

There |s rao resf théng—just & hypothesia.
9 UNVERIFIED ‘Whether it truly has walue, o one keows yet

Documents Do Not Lie, but People Read Too

Much into Them

It's not that the proposal itself is bad.
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The Boundary Between a Production
Product and a Decision Demo

DECISION DEMO
— BUILT TO TEST DIRECTION

Built to Test Direction

PRODUCTION PRODUCT
— BUILT TO OPERATE

Built to Run

Py
IIJIIl

Built to validate direction quickly with
the minimal screen and sample data,

Built for continuous use with a focus on
data, security, and quality,

SECURITY
¢+ Authentication & autborization
# Data ancrypson in transit

¢+ Audt logging

* Vulrerablity maragement |

| SMALL BUILD

@ » Minimal screens & functiomality

= Gamphe data is sulficient
* Test quickly ma short bema

= System, isbegration. and acoeplance feslisg
* Aulomated leits B E'..IE'S-‘SJI.!'I'!-E!'IHJ

©
©
©
®
-

FRODUCTION DATA
wap cpmtonmer dals progessd
and stored securety for
reliabie operations

Can we run it?
[ Is secarity suffcin?

i;| e pCCERE LTI E["‘W!‘!‘+
| 1 I it ref ot and momitared
I ’ ] A ks ard necrvery in place

' L1 i it b st
o o —+ Promote it o 4
: mﬂ prochaction product.

ACCESS CONTROL
+ Role-basad accass control (REAC] FI
+ Princplacteat privage B-=x"  SCOPE IS LIMITED
£ Aooioaal wi ik Kews F :‘ i = [:ﬂﬁmm:th':"rd;;qq
} ool » Dutated workjsn’
MAINTENANCE Sl
+ Ongoing improwements & feabsre expansion =
* Meonioring & alerfng
= Backups & recowery 4
! DISPOSABELE
TESTING 1 « Dl 1t smnphare and discard
* Tyl planang B b cass 1 = Eawp %2 thage swsay alla oS

J

Ko read b precerss assats

SAMPLE DATA

Use Fabricaiad or anonyerized
data 1o educe prparation
ffart and nsk.

Is the direction mght?

C1 Dhoark i el e pezbdani?

O &k vaatk?

0 Does & reaich e iser's meeil rmade?
J b thee experternce compeliag T

= Naowe i the maet wlidation
| Amrate or stop),
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Abstract Questions Become Concrete Questions

DOCUMENTS ONLY Keep it ==
e . " Makeit simple clear
B\ casy touse / SE _

We don't need
this field

REVIEW THE REAL THING

Customer Mﬂnagﬁmnt
=

b
r .:. Lo Mg
0 6‘, . B Lut srgeran
Y | i
g ¥ [ iy
J'.

Coniermyy Siyw

Change this f
order —
p- 1: 7 .

i

.

Building First Improves the Questions

In meetings without a working artifact, questions become

abstract.
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Three Questions That Define the Minimum Deliverable

St

When you answer

these three o
questions, you WHO WILL
can define the SEEIT?
IR ITILm

deliverable. QO O O

Y

2]

WHAT MUST ’
THEY DECIDE?

HOW FAR MUST N

YOU BUILD?

Show it to this person

« Business pwnar
= Decision maker

o Actual user

# Has refesant mperience:

Goal: Get the right judgrment

o

Make this decision

+ What problem does it solve?

« I5 it easy to understand
and usa?

+ Should we continue?

Goal: Make a Go / No-Go decision

Build only this far

= Core flow only
= Main screens only

N , Lllr..-": » Dummy data is OK

Dizshboard

Surrmary

Berpln LRt
1,234 56

Rerent Feme

Goal: Build the minimum nesded
1o decide
T )
Cas
Spna el
- This is ¢ {p decide
v
1,734
S [] Dioes it sabe the problem?
i [ bt essy o understand
Eeete and mse?
TES:
S [ Should we continsse?
5H {_ _/

Lf— —

How do you decide on the s

artifact?

mallest working

When you don't know what to make, use three questions.



How to Build a One-Day Demo

L e Hypothesis L -

y 1 e . i

If we add this feature,  f_ E‘EE‘“_
ugers will do X ! [ 0P

mere sften ( i kg hWE

D EuiH 5r|l|i[|!

CHOOSE

L How || tvakaate
THE . TarFt rrey I:I Shas and Feyise

H\'PUTHESI:S » Bpal-werd uze cxe . . ' 4 | [acide whethar

0 procesd

————

Hamfl Mam & S

BUILD
SMALL

Build the smaliest pussible
version that lebs s dest

Mighlght
Status colers are
hard fo read.

AFTERNOON

Fix
ﬂluw AHD Adjust the color tomes ard 1
RﬂlSE make labels clearer
g ==
i B rem :.-_w
Decision for today
£ This dreedion i worth Furing
DECIDE O Contiras virldatiey the Lpmihars
WHETHER TO e
B Skt
PROCEED sl i

= fidd the rceszarg defy

* Lamect th related seryn;

-

How to make a one-day demo

If you want to create a demo in one day, don't start writing

code in the morning,.



A Proposal Built After the Real Thing Is Stronger
Cren e [ ;

"
I want mora |
| dafarmrarion
Fasara,

He

4

o _!_;“. " = = =
Test a small prototype. '{1 Use the prototype and gather real user feedback. 'é

FACTS SCHEEMSHHTS

‘What we've corfirmed {examples] | What we still don't krow (examples)
@ This flow iz easy fo understand e . @ hﬂ-sfﬂhn trdy necessary?
B Sample dala :m il ampls datn
ﬂ- Thiss Teature & used fraquently et = a Does this presentation caso
B 5 ; — -:l:\l'rl'usn\:|'11
Sape T ampls caby
@ This presentation ls easy fo sean A I . a. Would anather appreach b
sesn || | | o | | 9 Ml s
TImI s AT
Baszed on evidence. | | ho evidence yet / Meeds validation,

ALIGNMEMNT AND MOMENTUM

PROPOSAL _EEDFNEE E-_“'EEEPRDPDHISEHWE— S e ==

& Dhbjucinee
— & Propose based on facts.
Frasde e ki Present whalwe'ss kamed and why.
o e e © @ @ Clrifywhat we dos't know.
= Stie risks and validation plans.
Progpurid Solutiar i
] % @ Structure fer easy decisions.
PP Organtoa key poicts s decisors. |

miras Farmand

-1

COMPARISON: A PROPOSAL WRITTEM BEFORE THE REAL THING B S e
¢ ety O ew T othed

| dherghi | oot ve :
should ::ruuﬁ"__.-

A tsaguess motavalidatedides,

Prapwal Droftd
Feobmm 1]

Emy tn rafy on amumptions
Dt gt Y A\ High risk of ias and blind spats.
iy T, gk L] May mis ke needs and insighis.
o S A\ Herd to gain alignment.
Vadayom i s Whora unceetainty, mon time
[0 P A preamen,

Success cannot be promised. Move forward from facts.
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Chapter 3: Get customers to say

“no” quickly

- An Early ‘No’ Reduces Rework =

.,

( III Low-cost revision 9 ]

&

i

The cost difference
is here!

1A

OEMO STAGE

The cost
difference is
huge!

. FIND THE DIFFERENCE EARLY

i to avoid delays and wasted effort!

Fear of customer rejection slows down confirmation.

af



Separate Praise from Decision Evidence

Sounds
good

i Sounds good J

i That's helpful ]

-----------------------

Favorable
reactions

A

|

NEXT ACTION )

“ Let's review
on site
i Let’s test J
Praise alone is not next week

enough for purchase or
adoption decisions

e r

Decision
evidence

| don't know anything about "That's good” yet.

What do creators most want to hear when they show a demo?

"Sounds good."

oH



Rework Costs Rise in Later Stages

)

T
Sy r

The sooner you catch
issues, the cheaper and
easier they are to fix.

. .

mﬁ

You're changing: You're changing: You're changing: You're changing:
i IS |
= - I.I
= E5d 2@
MNotes, memos, ok : Customers, operations,
ikt Screens, layouts Data, logic, integrations s

— R

Easy to adjust— Fixes increase in effort, Wider impact— Impacts li?iﬂ'ﬂ .
fixlng now ks the most | but are still manageable fixes become more ; ANl |
. - highest cost and risk
cost-effactive, at reasonable cost, comglex and costly. ko truet

L Test early and fix cheaply—
projects move forward smoothly!

“Different” after completion is expensive

Let's say you created a business system over several months.

I asked about the requirements.

61



Five Questions That Change the Answer

Do you have any thoughts? Hmm,
not really...
(i i : -
7 » -

Polite but vague

#® Sounds good

@ Seems convenient
# Looks helpful

What is missing?

Where did
you hesitate?

What would
you do next?

i == W
-1
r)
T
—
r ;
D

Don't ask, "Do you have any opinions?"

Specific insight,
actionable answer

After showing the demo, some people ask me this.

“Do you have any opinions?”

B3



Declare It Unfinished
to Get Honest Feedback

FINISHED PRESENTATION UNFINISHED DEMO

r
}ts Pr:e? ol ] ( This is unfinished. ]
| finished.
[ | spent three Please tell me what's
days on it. not working.
L - V
& | can still change
\ 4 it today.

( Here's what's
not working.

@DEFENSIVE REACTION HONEST FEEDBACK
e . LY | F .
@ ‘ o
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Understand the work behind the request rather than just

making it into a specification.

Human judgment is required here.

Change One Thing ata Time

(7)) Feconack |

[ Please change
the display crder
of thege items.

You Can

See the
Difference

DON'T CHANGE
W KEEP THE CAUSE VISIBLE

@ I have no idea what J

actually changed...




A Rejected Demo
Still Becomes a Decision Asset

W
E@ DECISION ASSET

Rejection is useful when it produces evidence
for the next decision.

TRY AN

REVISE ALTERNATIVE STOP

When the issue When a different When the need

is strong but the approach or or willingness
presentation missed use case fits batter to pay is low

the mark |
7 . ; ¥ . J
L | J |

Chapter Takeaway

[t is not a failure if a customer tells you that it is different.

Failure is not told until after completion.

i3



Chapter 4: Align the Timelines of
Managers and Developers

Rlign the Timelines of Management and Development

W MANAGEMENT TIME

Iwanttosee
and decide early

Customer Will It Go / No-Go

Value Sell? Decision

AW DEVELOPMENT TIME

| want to build
it right and
with confidence

o—o0 A B

Design Build Test

What takes too long '~ [
to see becomes
hard to translate

into action.

: Ef : Respect each other's timefines and create a shered view to make better decisions
amd dediver higher-quality results—together.

fa



