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Digital Mindset

Il Mindset & assimilabile alla

“deformazione professionale”.

Ovvero I'impostazione mentale che
utilizziomo nell'affrontare una

situazione | problema da risolvere.

Ma qual'e la professione “Digitale?”
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Quali di queste “professioni”?.

e Economista

e Ingegnere

e Sociologo

e Designer

e Sviluppatore software
e Antropologo

e Marketer

e Imprenditore

e Filosofo

e Coach

e Scienziato




Quali di queste “professioni”?

e Economista UX designer
biz model

* Ingegnere designer backend

e Sociologo developer

e Designer : :
Machine Learning

e Sviluppatore software expert
e Antropologo
e Marketer system
| cloud integrator
e |Imprenditore
manager
e Filosofo data
e Coach governance
e Scienziato
intra-preneur social

architect

coach

AR/VR
designer
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frontend developer

e-commerce mandager

growth hacker

Ul designer

robotics expert

scrum
master

cybersecurity specialist

community
manager

social media manager



La cultura deve evolvere nei vari stadi.

Figure 12: Three distinct cultural mindsets related to digital maturity levels

Rating company culture (on scale of 1 -5)

Agility

Risk appetite

Decision making

Leader structure

Passion for work

Work style

Source: MIT Sloan Management Review and Deloitte United St

Slow/deliberative

Cautious/
risk-averse

Instinctive

Hierarchical

Work to live

Independent/
siloed

A Early

cluster

jopment LLC)

A Developing

A

A Maturing
cluster

Nimble/quick to act

Bold/
exploratory

Data-driven

Distributed

Live to work

Collaborative
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Alcuni tratti comuni del digital Mindset.

Outcome Change From. To
Business Model Services and Support Relationship and Network
User Experience Who Cares Critical Need

s . . . Outcomes
Decision Making Gutand Fact Based Decision Making Data — Driven Decision Making
Project Management Waterfall g:;:z:::: Agile

Strategy Efficiency Mind-Sets Innovation

Collaboration ,Openness and

Culture Hierarchical ,Protect My Own
Underlying Transparent

e e aial Default “No” and Legacy Attitudes Default “Yes” and New Tech
and ways of

Failure Fear Of failing working Fail — Fast Mentality

Experimentation Sustain the old and known Experiment to find out new solutions

Culture Change From. To



Alcuni tratti comuni del digital Mindset.

Digital Mindset: IT Impact

Strategy

Culture

Talent

Technology

IT Philosophy

Project management

Business model

Traditional Digital
Efficiency Innovation
Hierarchy Collaboration
Low cost High skill

Legacy Cloud, mobile, apps

Default to “No” Default to “Yes”

Waterfall Iterative (agile)

Service & support Relationship & partner

%ﬁ Prepared by Michael Krigsman, www.cxotalk.com
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Come Orientarsi?

Il Cynefin (pronuncia: cnéfin) & una mappa. Va usata per

orientarsi e scegliere il modo giusto di procedere. Ogni situazione

| sistema pud essere catalogata in:

1. Semplice: tutti sanno come funziona, € del tutto prevedibile e

pertanto si passa dall'osservazione all'azione (es. il pc &

bloccato: riavvialo)

2. Complicata: alcuni esperti sanno come funziona, e in parte
prevedibile e ripetibile. Si osserva, si analizzag, si pianifica e poi

si agisce (es. installare un nuovo software)

//
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Complex

Unknown unknowns
probe-sense-respond
Emergent Practice

Test / Agile

Scappal
Chaotic

Unknowable unknowns
act-sense-respond
Novel Practice

Complicated

Known unknowns
sense-analyse-respond
Good Practice

Analisi / Piano

disorder

Azione

Obvious

Known knowns
sense-categorise-respond
Best Practice

3. Complessa: nessuno sa esattamente come funziona: € dinamica, imprevedibile e non ripetibile. Inutile analizzare,

bisogna fare delle prove e costruire su cid che funziona adattandolo sempre (es. le persone, linnovazione).

4. Caotica: ingovernabile e fuori controllo, meglio fermarla o trovare un‘eroe che riesca a salvare la situazione (es. un

progetto di innovazione su cui si & investito senza ritorno, un gruppo di persone in collera contro una proposta).
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Project
Management



Come Orientarsi?

Il Cynefin (pronuncia: cnéfin) & una
mappa. Va usata per orientarsi e
scegliere il modo giusto di

procedere.

Ogni situazione [ sistema pud

essere catalogata in:
1. Semplice:
2. Complicata:
3. Complessa:

4. Caotica:

//
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Complex

Unknown unknowns
probe-sense-respond
Emergent Practice

Test / Agile

Scappal

Chaotic

Unknowable unknowns
act-sense-respond
Novel Practice

Complicated

Known unknowns
sense-analyse-respond
Good Practice

Analisi / Piano

disorder

Azione

Obvious

Known knowns
sense-categorise-respond
Best Practice
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Leadership.

v,

N

1. Semplice: direttiva, € ovvio @
tutti cosa fare

2. Complicata: analitica e
mManageriale, prescrittiva

/A

3. Complessa: orientata alla
sperimentazione e alla
facilitazione, adattiva

4. Caotica: direttivg, serve un
eroe che provi a salvare la
nave
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Project Management.

1. Semplice: a braccio, poco allineamento con gli stakeholders perche c'e@ massimo allineamento.
Orientamento all’'azione.

TRADITIONAL APPROACH AGILE APPROACH
2. Complicata: necessario un buon PM

tradizionale. Definizione ruoli, scopi,
GANTT, ROI, gestione stakeholders

Features

Sy -

Quality

3.Complessa: approccio che integra
design thinking, lean startup e agile.

Quality? |

o S

Variable Features

4.Caotica: l'eroe fa, gli altri seguono (se
la barca non si & gid schiantata)
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3 metodologie di lavoro “digitale”.

Pur avendo origini diverse, i tre approcci si “parlano” e si possono integrare nelle diverse fasi
dellideazione, lancio e sviluppo di nuove offerte di valore (prodotti o servizi)

Abstract

_____

Concrete

#GartnerSYM

Ideate | Sprint planning

g Product Sprint
backlog execution

: Try experiments

. Pivot/persevere?

Sprint

Shipable
review

increment

Customer PROBLEM Customer SOLUTION

DESIGN THINKING LEAN STARTUP AGILE

Gartner
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Design Thinking.

Nasce a partire dagli anni 70 e si afferma Stanford d.school Design Thinking Process
di recente nel Business tradizionale.

Empathize

,‘t Prototype

Enfatizza 2 punti fondamentali:

1. la necessita di osservare ed
empatizzare col cliente (etnologiag,
antropologia)

2. limportanza del contesto nella
definizione di valore

Il Design Thinking € fondamentale per capire a fondo il problema su cui costruiremo la nostra
soluzione, diminuendo quindi il rischio d'impresa
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Lean Startup.

Nasce circa 10 anni fa nel mondo startup, PDHUILD
per testare il mercato con approccio Data

Driven prima di aver investito tempo e

risorse nello sviluppo prodotto. Q@’:

1

T , HYPoTHESIS
Questo approccio e indispensabile per non @ EXPOZINETS

investire sulla cosa sbagliata:
“fail early, fail cheap, learn quickly”

Invece di sviluppare tutta un‘offerta, ci si
concentra sulla creazione di un Minimum

iabl d 0 f : {;’E}f\f&unﬁfm
Viable Product, un prototipo funzionante. 853 LEAZNING




Agile.

Emerso nel 2001 come sviluppo del Lean Thinking,
e usato sia nel product development che per Ia
gestione aziendale complessiva.

Nel primo caso si parla di Scrum, come metodo
di lavoro e project management.

Nel secondo caso si parla di business agility,
riferendosi a una transizione a modelli di
autonomia organizzativa dove la burocrazia
ridotta al minimo.

&[] -

!
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Organization siructure changes

Strategy ’ \

%
’ \
Decisions / “ Management *, ’°o,>.

Rules P “\%
Power /¢ V\@

__________________

Traditional Organization

Servant
Leadership

End to End Value
Delivery Teams

Agile Organization
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Innovazione
(come si sviluppa
un‘idea)



Il processo
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User Centricity:

¢ - T T T T 1 ¢ - T T T T 1
I I I I
| from | | to :
| making : | making :

I I
| people | | things |

I I
: want : : people :
: things | : want |
I l I l
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Il percorso da idea a business.

The entrepreneur’s and
innovator’'s #1 task is to
reduce risk and uncertainty.

Uncertainty
& Risk

Idea Search & Testing ________ Executon | Business

Discovery Validation
Discover if your general Validate the direction
direction is right. you've taken. Confirm
Test basic assumptions. with strong evidence
Get first insights to that your business idea

course correct rapidly. is very likely to work.
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Metodi e perseveranza.

I'm convinced that
Purpose about half of what
separates the
successful
entrepreneurs from
the non-successful
ones is pure
perseverance.

Steve Jobs

|
| ©
s
~+
 ©
E
]
ﬁ

Validation

1 1
Purpose/Solution Product/Market
Fit Fit

Sustainability

Startup
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Le macro fasi di sviluppo.
v,
@
Problem Solution Fit  Product Market Fit
0 °
dazione a\dazi E Zi0 sizio
‘:}%oa '—EM N %FE&%, A&\éiUZIogg{f "‘“esc;'}j

LANCIO
j——— IDEAZIONE _)'_ -

PROGETTI | PRODOTTI |  STARTUP



Personas e Value
Proposition Canvas
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1 e 2 Validare problema e offerta.

n @

Problem Solution Fit Product Market Fit

° ‘?
dazione udaz:a E azio nsiziop
;%03 LEM N2 ofFER rz A@B‘;&LUZ!OE'E‘? aaESC! ce
|_ CRESCITA ———

LANCIO
j——— IDEAZIONE _)'_ -

PROGETTI | PRODOTTI |  STARTUP



Problem Solution Fit:

How To Achieve Problem-Solution Fit?

Cl )
0_LGs_

Develop A Conduct Customer Develop A

Customer Profile Interviews Solutions Profile

L

)

Conduct Confirmation

Interviews

ESFEEDOUGH:!

/
\/ sherpa4gz

Vendete!

(e poi costruite)
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Le customer personds.

Pensa a chi sono le tue
Customer Personas. R
Non solo con informazioni
anagrafiche, professionali,
“formali” ma anche in base alle
sue preferenze e sensibilitd
personali.

[

|

H
|
I
I
I
]
]
£
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Le customer personas.

///: ame | User Persona ID « Startup:
Persona.Group: . . Gender:

. . . . Ethnicity: .. . . Family Status: .
Esistono molti template online a cui
potete riferirvi. Education: . . . Residence:

About Description: Identifiers:

1

Nell'lambito del nostro lavoro, questo o
vuol essere solamente uno spunto per ¢

Habits and Lifestyle: Quote:
mettere a fuoco a chi ci rivolgiaomo e in 7
quali contesti userebbe la nostra
soluzione. "

Goals: Frustrations/Challenges:
Non € necessario alcun . g
approfondimento tecnico. s .

Needs / Expectations Motivations:

y 2

3. 3.




Il Value Proposition Canvas.

The Value Proposition Canvas

Value Proposition

|
R

Products
& Services

||

Gain Creators

Customer Segment

A //sherpd 42

Il Value Proposition Canvas ¢ il
primo strumento da utilizzare

per mettere a fuoco:

Customer
Job(s)

N
lU

Pain Relievers

od

rrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrrr

]

@) Strategyzer

strategyzer.com

1.

chi sono la nostra
customer e user personds
capire quali sono i loro Jobs
To Be Done (attivita e
obiettivi chiave relativi al
nostro contesto)

capire quali sono i loro Pain
(difficolta che incontrano
mentre fanno quelle
attivitd) e Gain (desideri)
costruire la nostra soluzione
(le feature di prodotto) in
diretta correlazione a JTBD,
Pain e Gain
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Il Value Proposition Canvas.

Customer Profile
e Azioni del Cliente (Customer Job), e quindi le azione che vuole compiere il cliente;
e Difficolta (Pain), le esperienze negative, le difficoltd e i rischi che il cliente sperimenta nel processo di
completamento del lavoro giornaliero;

e Guadagni (Gain), i benefici che il cliente si aspetta di ottenere e di cui ha bisogno.

Value Map
e Prodotti e servizi (Products and Services) che costituiscono la proposta di valore della nostra impresa;
e Riduttori di difficolta (Pain relievers), i quali descrivono le modalitd con cui i servizi e prodotti offerti alleviano le
difficoltd e i rischi individuati;
e Generatori di vantaggi (Gain creators) che descrivono le modalitd con cui i prodotti e servizi offerti generano i

benefici desiderati dai clienti.
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Customer Development: cercate gli early
adopters e poi espandetevi

<7i > '
: :m{s

4
@ ! v v ___ The Early The Mainstream

Excwron
| Market —l I Market

SEARCH execlUTioN

Steve Blank su Customer Development:
https://www.slideshare.net/sblank/custom
er-development-at-startup2startup

S
o Q Q N
e & ye® & & W
o 3R “\O\ “\o\


https://www.slideshare.net/sblank/customer-development-at-startup2startup
https://www.slideshare.net/sblank/customer-development-at-startup2startup

Product Market Fit
(da MVP a Prodotto)
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3 Validare le soluzioni e il BMC.

v,

N @

Problem Solution Fit  Product Market Fit
0 °
dazione a\dazi E zio sizio
308 LEM A %FE&?-Z @‘é‘iuz:ozgé' ""“Esc:'}z

LANCIO
j——— IDEAZIONE _)'_ -

PROGETTI | PRODOTTI |  STARTUP



MVP

1

A prototype as

a prove of
concept

2

Low-risk
investments

—/\

K

Short

development
time

N

N

sherpa4gz
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MVP:

Not like this....
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Storyboard:

Title: Banking Operation
©) ??P@ @ ) 5 ©) Bank

LY R
r /
The problem of money transaction Sharing her problem with a friend Going to her bank to asking for
help

@

P

4

The employer figering out the Telling her the new possibility of MNow she easily can do any banking
problem banking operations operation at home and anywhere
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Waterfall vs Lean.

Approccio Waterfall
High risk
Validation of the business proposition at release
Limited iterations
Budget-consuming
Validation of the whole concept at final release

Risk/ $

> Time

RELEASE AND VALIDATE!

é‘{/shel-pa42
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Approccio Lean
Low risk
Multiple checkpoints for validation
Multiple iterations
Budget is progressively increased once hypotheses are validated
Validation of individual hypothesis through multiple experiments

Risk/$
A
19*“&& f“ﬁe& f“ﬂe& ¢ :
4 S
AL,

RELEASE RELEASE RELEASE RELEASE
AND AND AND AND
VALIDATE! VALIDATE! VALIDATE! VALIDATE!
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Iterare lo sviluppo in modo Agile.
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Il metodo Agile.

Daily
Stand Up

SCRUM PROCESS

@ Scrum Master
i

Product Owner

£
ot et
- -

Dev team

- Sprint backlog

Product Product Planning E@
Vision Backlog meeting
WHW

Sprint Review
+ Sprint Retrospective
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Il metodo Agile

W\O Lw’\* S



http://www.youtube.com/watch?v=UvkJrb96SI8

W/ /
sherpa4z

BMC
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Biz Model vs Biz Plan.

by 2008, business model picked up as a key concept, compared to business plan. This shows how in the last
decade business modeling has become a key concept in the business world.

0.000350%
0.000300% - business model (All)
0.000250% .
0.000200% -
0.000150%
business plan (All)

0.000100% -

0.000050%

0.000000% T T . " T
1800 1820 1840 1860 1880 1900 1920 1940 1960 1980 2000
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“Nessun Biz Model sopravvive I'impatto con la realta”
Steve Blank

" R ™ )
e G .“7 - ;)
. e

"EVERYBODY HAS A PLAN UNTIL
THEY GET PUNCHED IN THE MOUTH"™
=IMIKESRSON

)

S




Biz Model Canvas.

Il razionale con cui
un’azienda
- Produce
- Distribuisce e
-  Cattura

valore dal mercato.

Serve per avere un
orientamento e capire

quali ipotesi validare!

The Business Model Canvas

Designed for Designed by

\//

N
=70

Key Partners

(9 Key Activities

Key Resources

I3

e

Value Propositions B | customer Relationships 4P

Channels “

Customer Segments ’

Cost Structure

6 Revenue Streams

I T sk @ bemsenc arete 50 Coaats Cormerera Aftetasms. Snars Ae 13 Ungertad Lcasen To veme & ¢c o S5 kcarue. oot
e oo ¢ §74 Smcoret Urvet. Sushe 304 S Francincn, Casbonim, $4408. LS4

DESIONED BY: Strategyzer AG

The makers of Business Model Generation and Strateg)

yzer

@ sStrategyzer

strategyzer.com

sherpa4gz



Validazione delle
ipotesi
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Il percorso da idea a business.

The entrepreneur’s and
innovator’'s #1 task is to
reduce risk and uncertainty.

Uncertainty
& Risk

Idea Search & Testing ________ Executon | Business

Discovery Validation
Discover if your general Validate the direction
direction is right. you've taken. Confirm
Test basic assumptions. with strong evidence
Get first insights to that your business idea

course correct rapidly. is very likely to work.
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1 percorso da ideda a business.

You’re holding a field guide for rapid experimentation.
Use the 44 experiments inside to find your path to scale.
Systematically win big with small bets by...

Testing
Busmess board >f

® INNO\ ation

Strategyzer

David J. Bland
Alex Osterwalder

/

----------
Alan Smith
Trish Papadakos

WILEY
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Un processo iterativo di design e test.

1. Design a “good” Biz Model

BUSINESS :- o o (4] (4]

DESIGN 2 = —
. Idea Business Model Value Proposition
_3 Hypothesize
2. Test all the assumptions that lie

beneath the model

.'r l — Reducing
v 0 0 @ S— Uncertainty

& Risk
8 Key Hypotheses Experiments Key Insights

Learn <
T.. - Experiment
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Validazione, che significa?.

Validation ¢ (n), the process of gathering evidence
and learnings around business ideas through
experimentation and user testing, in order to make
faster, informed, de-risked decisions.
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| vincoli di Design.

USEFUL
INNOVATION

DESIRABILITY

WILL PEOPLE LIKE IT?

FEASIBILITY VIABILITY

CAN WE MAKE IT? CAN IT BE VIABLE?

Da Larry Keeley, Doblin group e IDEO
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Le ipotesi su VPC e BMC.

! ! !
! !
! !

Feasible Desirable 1 7 y
i
! !




Cosa Validare: dipende dalla fase

Depending on the stage of the innovation funnel you're in, you'll
need to validate different elements of your business proposition,

so that you can pick different kinds of experiments.

> Problems: at the very
beginning of your
innovation path, you'll
need to test whether a
problem you identified is
a problem worth solving

for your customer.

EXAMPLE: DO PEOPLE HAVE
A PROBLEM WITH LIGHTING
IN THEIR HOME?

> Solutions: does your

offer solve this need and

is the customer willing to

pay?

EXAMPLE: ARE PEOPLE
LOOKING FOR A LAMP WITH
AMOTION DETECTOR?

» Features: test core
features that are crucial
to adding value to your

solution.

EXAMPLE: SHOULD THE
LAMP BE THIS BRIGHT?

> Business model: test the

viability of the solution

you designed.

EXAMPLE: WOULD ENERGY
PROVIDERS BE INTERESTED
IN PARTNERING TO SELL
THESE ENERGY-SAVING
LAMPS?

/
é,\ [/ sherpa42
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» Pricing: test the pricing
model of your product or

service.

EXAMPLE: SHOULD YOU PAY
FOR THE LAMP (299€) OR
FOR THE ENERGY PACKAGE
THAT INCLUDES LAMPS AND
ENERGY?
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Mappa e prioritizza le ipotesi.

- B
------------

-----

hhhhh

Important

Prioritize Feasibility Hypotheses [I] @
Next, pull over each feasibility hypothe-
sis and place it on the Assumptions Map. m

s @ 4]

88

Have Evidence No Evidence

- -
o O o5

M )

Prioritize Viability Hypotheses ‘,-""
Then pull over each viability hypothesis Unimportant
and place it on the Assumptions Map. .-~
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Gerarchia di prioritita delle ipotesi.

Then, prioritize the validation of assumptions around user needs
(desirability).

A
Critical assumptions
Validate these . s .

assumptions as soon @]
as possible . .

Not-so-critical
assumptions
Not as i rtant
ot as importan v Desirability Viability Feasibility Corporate fit
Client/user focus Business model Tech possibilities Strategy H




Fai gli esperimenti di validazione.

{\/ {/ sherpa4z

Online potete trovare molti esempi di esperimenti per testare un modello di business, a questo link

trovate una preview gratuita del libro di Osterwalder

1. What type of hypothesis are you testing?

Discovery R R
Experiments  iocene e

How much time do you have until the next major hypothesis. you build anything.
decision point or until you run out of money?

WG. TIME

1. Go cheap and fast earty on in your journey. 3 Always pick the experiment that produces the

4 Reduce uncertainty as much as you can before

05T @ sseee

?# &
& 0 J’!
* < e &
& < G o, - " <
*‘, "::; ’yb o“\ré' o’ F \"
o’" {n & * s" y‘

&
£ & A 7 ol B
@0 OO 6 RS 0 5
§ ot d S & g @ '
g & & < ' A .
§ c'lb @ ,f ..‘.j 4 y" @ ,‘o@‘
¢ o ' & Ve
« & 3
& . el J’,

https://cdn2hubspot.net/hubfs/4952096/Strategyzer-Books-Testing-Business-ldeas-Teaser.pdf
https://www.bundl.com/reports/50-lean-validation-experiments

https:/ /www.strategyzer.com/hubfs/Assets%20-%20Downloads/testing-your-business-model-a-reference-guide-1.pdf



https://cdn2.hubspot.net/hubfs/4952096/Strategyzer-Books-Testing-Business-Ideas-Teaser.pdf
https://www.bundl.com/reports/50-lean-validation-experiments
https://www.strategyzer.com/hubfs/Assets%20-%20Downloads/testing-your-business-model-a-reference-guide-1.pdf
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Step 4: fai gli esperimenti di validazione

Test Card @ Strategyzer

STEF 1; HYPOTHES!
We believe that Test Card WStrategyrer @

Priciry) #VPDesign Course

HNatnahe

We Deliewe Ul poogre are wiling Lo Dey

ik K ¢ $500. for & sl <sarvice online
"

STEF 2. TEST
To verify that, we will

STEF 3t METRIC
And measure

STEP 4 CRITERIA
We are right if



http://www.youtube.com/watch?v=cW46ySJmLD8

Learning Card WStrategyzer
Frodact Meveqery' et or VIC © Fedwrusesy 2014

NaTagna

i
W believed] that product manajgers ave

interested in tho ViNue Propocition Canwa

®

Step 4: fai gli esperimenti di validazione

Learning Card

STEP 1. HYPOTHESIS

We believed that

STEP 2. OBSERVATION
We observed

STEP 3. LEARNINGS AND INSIGHTS

From that we learned that

STEP 4: DECISIONS AND ACTIONS
Therefore, we will

(7
sherpa4z

© Strategyzer

Copyright Strategyzer AG The makers of Buziness Mode! GEne:

Produced by stattys.com | Art.oo,: 381-BMGS39


http://www.youtube.com/watch?v=U1FlRmg7j-o
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Step 5: analizza i risultati e aggiusta.

The Progress Board

Business Test: Backlog Test: Build Test: Measure Test: Learn o Progress
] - —
2 2 Invalidated
Unclear Results —
4 4 < 4 —
5 5 Validated —

@®sStrategyzer

€COPYRIGHT: Strategyzer AG
The makers of Business Model Generalion and Stralegyrer strategyzer.com
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