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PROBLEMA




ROTEIRO

_ 1.Problema

2. Insights

3. Priorizagao
N Queda na taxa de conversio
6. Validagao com usuario
7. Decisao
8. MDP
== Conversdo Real == == Conversdo Projetada

9. Pricing
10. Resultado
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ROTEIRO

1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagéo
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

PROBLEMA

Objetivo: Reverter a taxa de conversao
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ROTEIRO

1. Problema
2. Insights
3. Priorizacao
4. Hipotese
5. Co-criagao
6. Validagdo com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

INSIGHTS

WAR ROOM

Timeline releases e dados

Jogo da Temos que Precisamos
Onboarding muitos itens inserir a loja fidelizar o
do jogo estd de graga! no gameplay! jogador!
ruim!
Precisamos Temos que
Ja saturamos criar novos destacar mais Jogo precisa
a Aquisicdo de eventos! as ofertas da de um
Usuarios! loja! conteudo
paralelo!

r 4 =9




ROTEIRO

1. Problema
____ 2.Insights

3. Priorizagao

4. Hipctese Conﬁanga

5. Co-criagao

o - Self
6. Valid
leaeRo o HERane Launch data Conviction
7. Decisa
ceee Pitch deck
8. MDP Test Results
9. Pricing Supported by longitudinal user

studies, large-scale MVP,

10. Resultado alpha/beta, A/B experiments...

Thematic support

Aligns with:
vision/strategy, current
trends/buzzword, outside
research, macro trends,
product methodology

10 0.01

User/Customer Evidence
Supported by: lots of
product data, top user
request, interviews with
20+ users, usability study,

Confidence .1
Level

MVP Other’s opinion
The team / management /
external expert / investor
Market Data / press think it's a good
Supported by surveys, idea

smoke tests, all
competitors have it...

Anecdotal Evidence Estimates & plans

Support by a few product data Back of the envelope calculations
points, top sales request, 1-3 Eng/ UX feasibility evaluation,
interested customers, one Project timeline,

competitor has it ... Business model.

itamargilad.com



ROTEIRO

1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagao
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

INSIGHTS

Clusterizacao

NAO ENTENDO O NAO PRECISO
JOGO COMPRAR NADA

REFAZER JOGO DA ITENS DE

ONBOARDING GRACA

REVERTER A
CONVERSAO

JOGO NAO FAZ QUERO OFERTAS
MEU TIPO INTERESSANTES
SATURAMOS
AQUISICAO DE INSERIR LOJA NO
USUARIO GCAMEPLAY
FIDELIZAR O
JOGADOR
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QUERO MAIS
CONTEUDO

NOVO CONTEUDO
PARALELO

NOVOS EVENTOS
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1. Problema

2. Insights

3. Priorizagdo
4. Hipotese

5. Co-criagao
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

PRIORIZACAO

Weighted Scoring

Iniciativa

Descricao

Conversao Stickness ARPDAU Impact Confidence Total

Criar um sistema de VIP para o jogador se sentir

FIDELIZAR O JOGADOR realmente privilegiado e com mais vantagens ao 8 5 5 8 3 78.75
pagar algo.
NOVOS EVENTOS Criar no:/os eventos, a[em dos ja existentes e os 5 1 5 5 8 5625
que estdo em produgdo.
NOVO CONTEUDO PARALELO Criar uma mecénica que possibilite ao usuario 3 5 3 3 5 45
que ataque o engajamento pelo "colecionismo".
Criar mais pontos de obrigatoriedade do jogador
LOJA NO GAMEPLAY passando pela loja para criar um maior contato e 3 1 3 5 3 35
uma maior chance de conversdo em IAP.
Melhorar o onboarding do jogador no Bid,
REFAZER ONBOARDING deixando mais enxuto e objetivo para melhorar a 3 3 1 1 5 325
1 experiéncia com o game.
< O sistema da itens que o jogador poderia
JOGO DA ITENS DE GRACA 5 6.25
comprar.
SATURAMOS AQUISICAO DE
Q ¢ Ja adquirimos os jogadores do nicho. 1 125

USUARIO
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Desk Research

Evidéncias
7

Tendéncias de
mercado
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1. Problema

2. Insights

3. Priorizacao
4. Hipotese

5. Co-criagéo
6. Validagdo com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

PRIORIZACAO

Desk Research

Popularity development @ Top Grossing 100 Outside Top 100
20%
2 15%
8
=)
S 10%
a
5%
Feb12 Apr1l Jun 08 Aug 05 Oct 02 Nov 29
Date

Tendéncia de mercado
Implementacao de programas de fidelidade

Fonte: https://www.gamerefinery.com/battle-pass-trend-mobile-games/
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ROTEIRO

1. Problema

2. Insights

3. Priorizacao
4. Hipotese

5. Co-criagéo
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

GameRefinery

Clash of Clans
Supercell

Gardenscapes
Playrix

Fortnite
Epic Games

PUBG MOBILE
Tencent Mobile Interna.

Call of Duty®: Mobile
Activision Publishing, ...

MADDEN NFL MOB...
Electronic Arts

Clash Royale
Supercell

Guns of Glory: Empi...
FunPlus

MARVEL Contest of ..
Kabam Games, Inc.

Rise of Kingdoms
Lilith Games

Township: Farm & C...
Playrix

Fishdom
Playrix

PRIORIZACA

Desk Research

Build & Battle

Match3 Puzzie

Battle Royale

Battte Royale

Ciassic FPS/TPS

Licensed Sports

Tactical Battler

4X Strategy

Fighting

X Strategy

Tycoon/Crafting

Match3 Puzzle

S

[ ] 3

[ ] 7

[ 8

e 10

[ ] 1n

[ ] 21

@ 21

[ ] 23

L ] 24

L ] 31

L ] 36

[ ] 43
Benchmark

106

97

m

384

Battle Pass Introduced

Apr2,2018
n44em

Nov 18, 2019
390

Mar 15, 2018
3.3.0 Global Launch

Jun 13, 2018
060

Sep 30, 2019
1.0.8 Global Launch

Sep3,2019
Jult, 2019
280

Jun 19, 2019
330

Aug 6, 2019
241
0oct g, 2019
102513

Oct 28, 2019
705

Dec 9, 2019
450
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ROTEIRO ~
1. Problema

2. Insights

3. Priorizacao

4. Hipotese Desk Research

5. Co-criagao

6. Validagao com usuario

7. Decisao

8. MDP

9. Pricing Gardenscapes

10. Resultado $500K B Revenue  — Downloads 40K

$400K
30K
2 g
~  $300K o}
g Q
: 20K 7‘:
& $200K £
3 3
& 8
10K
$100K
10/20/19 11/3/19 111719 12/1/19 12/15/19 12/29/19

Gardenscapes: apo6s a implementacdo, a receita cresceu em 18%
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ROTEIRO

1. Problema

2. Insights

3. Priorizagdo
4. Hipotese

5. Co-criagao
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

PRIORIZACAO

Desk Research

Test Results

Supported by longitudinal user

studies, large-scale MVP,

alpha/beta, A/B experiments...

User/Customer Evidence
Supported by: lots of
product data, top user
request, interviews with
20+ users, usability study,
MVP

Market Data

Supported by surveys,

smoke tests, all

competitors have it...

Self

Conviction

10 0.01

Confidence
Level

Anecdotal Evidence

Support by a few product data
points, top sales request, 1-3
interested customers, one
competitor hasit ...

Pitch deck

Thematic support

Aligns with:
vision/strategy, current
trends/buzzword, outside
research, macro trends,

0.1 product methodology

Other’s opinion

The team /management /
external expert/ investor
/ press think it’s a good
idea

Estimates & plans

Back of the envelope calculations
Eng/ UX feasibility evaluation,
Project timeline,

Business model. itamargilad.com
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ROTEIRO

1. Problema
2. Insights

3. Priorizacao
4. Hip6tese
5. Co-criagao
6. Validagdo com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

HIPOTESE

Hoje é uma tendéncia de mercado ter
um programa de fidelidade. Com esse
programa, podemos aumentar a
convers3o, além do engajamento.



Incerteza

Nao ha itens o
suficiente no
jogo!

Iria demorar
muito!

Bid ndao éum
jogo pra isso!

A solucdo
seria muito
complexa!



ROTEIRO '
1. Problema

2. Insights

3. Priorizagao

4. Hipotese Incerteza

5. Co-criagao

6. Validagdo com usuério Self
7 Decisio Launch data Conviction
Pitch deck
g _DF) Test Results
9. Pricing Supported by longitudinal user
10. Resultado studies, large-scale MVP,

Thematic support

Aligns with:
vision/strategy, current
trends/buzzword, outside
research, macro trends,
product methodology

alpha/beta, A/B experiments... 10 0.01

User/Customer Evidence
Supported by: lots of
product data, top user
request, interviews with
20+ users, usability study,
MVP

Confidence .1
Level
Other’s opinion

The team / management /
external expert / investor

Market Data / press think it's a good
Supported by surveys, idea
smoke tests, all
competitors have it...
Anecdotal Evidence Estimates & plans
Support by a few product data Back of the envelope calculations
points, top sales request, 1-3 Eng/ UX feasibility evaluation,
interested customers, one Project timeline,
competitor has it ... Business model.

itamargilad.com
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ROTEIRO

1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagdo
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

(0-CRIACAO

Pensar em solugdes para
validar com usuarios




Aceleracao da Design Sprint

e j '
(XY} \ 4
Objetivo Lightning talks Exploracdo de idéias
Sair com 3 propostas Dados, Pesquisas prévias com Diversas dindmicas

diferentes para fidelizar jogador, Analises competitivas,
nosso jogador Reviews



ROTEIRO

1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagdo
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

(0-CRIACAO

Aceleracao da Design Sprint

Escolha de 3
propostas diferentes
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1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagdo
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

(0-CRIACAO

Aceleracao da Design Sprint

LIKE A BOSS

“Jogador é o chefe da Loja de
Penhores e contratou varios
funcionarios para trabalharem
enquanto elx fica de boa sé vendo a
grana entrar.”

VIP CITY UNLEASH YOUR POTENTIAL
“Jogador tem acesso a uma cidade "Jogador liberou seu verdadeiro
exclusiva, em que tem varios potencial e agora tem vantagens por
beneficios que n&o teria nas cidades todo o jogo!”
normais.”
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6.
VALIDACAO
COM USUARIO




Pesquisa

Let us/know your opinion

Earn 2 gold bars and help PeSqUISa com
us improve the game by A ) recompensa

answering a quick survey!



ROTEIRO

3. Priorizacao
4. Hipotese PequIsa
5. Co-criagao

6. Validagdo com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

SRR YoUremployee works I

Get 3 Gold Bars
everyday while
you'e a VIP!

Get 3 Power-Ups
everyday while
you're a VIP!

Like a Boss

New exclusive city, new challenges, m

more money!
Exclusive ity with chalienges.

\W Get access to double
B xP auctions

¥4 VIPs get more energy
7 intniscity

Aplace with unique

VIP City

Visual inicial para a pesquisa

o VALIDACAO COM USUARIO

Become aVIP'and unieash your,
{rue potentially

Unleash your potential

'ﬁ

7 P
e S
g DOUBLE XP
i
f oo e
et o o
T

x




ROTEIRO

= VALIDACAO COM USUARIO

3. Priorizagao

4. Hipotese PequIsa
5. Co-criagao

6. Validagdo com usuario

7. Decisao

Stay chill while your,employee works New exclusive city, new challenges, Become a VIP and unleash your
8. MDP for.you! more money! true potential!
9. Pricing
Max Energy to 40
10. Resultado Get 3 Gold Bars Exclusive city with challenges

everyday while and more money!
you're a VIP! +3 pawnshop Slots with 10% more

profit and unlimited inventory

Get access to double
Sell items and re-stock XP auctions
your Pawn Shop
automatically while
you are out!

DOUBLE XP

; Take +3 items to the shop

VIPs get more energy every auction

Get 3 Power-Ups
everyday while
you're a VIP!

. . More rare items to collect
A place with unique

events

Tracking system to find all items
in catalog

WEUYINOW H

"

Like a Boss VIP City Unleash your potential

As imagens foram retiradas para ndo enviesar as respostas
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1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagéo
6. Validagdo com usudrio
7. Decisao

8. MDP

9. Pricing

10. Resultado

VALIDACAO COM USUARIO

Pesquisa

Which VIP offer do you like the most?

16K out of 16K answered

None of them

Unleash your potential

Like a Boss

Exclusive City

29% / 4K resp.

30%

28% /4K resp.

26% / 4K resp.

70%

15% / 2K resp.
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ROTEIRO

1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagao
6. Validagdo com usudrio
7. Decisao

8. MDP

9. Pricing

10. Resultado

VALIDACAO COM USUARIO

Pesquisa

Test Results
Supported by longitudinal user
studies, large-scale MVP,

alpha/beta, A/B experiments...

MVP

User/Customer Evidence
Supported by: lots of
product data, top user
request, interviews with
20+ users, usability study,

Self
Launch data

10 0.01

Confidence
Level

Market Data
Supported by surveys,
smoke tests, all
competitors have it...

Anecdotal Evidence

Support by a few product data
points, top sales request, 1-3
interested customers, one
competitor has it ...

Conviction

Pitch deck

Thematic support

Aligns with:
vision/strategy, current
trends/buzzword, outside
research, macro trends,

0.1 product methodology

Other’s opinion

The team / management /
external expert / investor
/ press think it's a good
idea

Estimates & plans

Back of the envelope calculations
Eng/ UX feasibility evaluation,
Project timeline,

Business model. itamargilad.com
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ROTEIRO

1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagéo
6. Validagdo com usudrio
7. Decisao

8. MDP

9. Pricing

10. Resultado

VALIDACAO COM USUARIO

Pesquisa

Which VIP offer do you like the most?

16K

None of them

Unleash your potential

Like a Boss

Exclusive City

29%

28% /4K resp.
2 opg¢des mais
votadas:
Resultado muito

26% /4K resp. proximo
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= VALIDACAO COM USUARIO

3. Priorizagao

4 Hipotese Fake door
5. Co-criagao

6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

Become a VIP'and unleash your.

true potential! sStay chill'while*youremployee works m
ATILR 7 Max Energy to 40 for you!
Get 3 Gold Bars
everyday while

you're a VIP!

g +3 pawnshop Siots with 10% more
| profitand unlimited inventory

E DOUBLE XP

Take +3 ifems o the shop
every auction

Sell items and re-stock
your Pawn Shop
automatically while
you are out!

-

ﬁ More rare items to collect “ Get 3 Power-Ups

w everyday while
you're a VIP!

Tracking system to find all items
in catalog

Unleash your Potential Like a Boss
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1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagao
6. Validagdo com usudrio
7. Decisao

8. MDP

9. Pricing

10. Resultado

VALIDACAO COM USUARIO

Fake door

Test Results
Supported by longitudinal user
studies, large-scale MVP,

alpha/beta, A/B experiments...

User/Customer Evidence
Supported by: lots of
product data, top user
request, interviews with
20+ users, usability study,

MVP

Self
Launch data

Confidence
Level

Market Data
Supported by surveys,
smoke tests, all
competitors have it...

Anecdotal Evidence

Support by a few product data
points, top sales request, 1-3
interested customers, one
competitor hasiit ...

Conviction

Pitch deck

Thematic support

Aligns with:
vision/strategy, current
trends/buzzword, outside
research, macro trends,

0.1 product methodology

Other’s opinion

The team /management /
external expert/ investor
/ press think it's a good
idea

Estimates & plans

Back of the envelope calculations
Eng/ UX feasibility evaluation,
Project timeline,

Business model. itamargilad.com
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ROTEIRO

1. Problema
2. Insights

3. Priorizacao
4. Hipotese
5. Co-criagao
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

VALIDACAO COM USUARIO

Fake door

Become a VIP'and unleash your.

true potentigl!l
A g Max Energy to 40

g +3 pawnshop Siots with 10% more
| profitand unlimited inventory

E DOUBLE XP

Take +3 items to the shop
every auction

-

ﬁ More rare items to collect

Tracking system to find all items
in catalog

Unleash your Potential

sStay chill'while*youremployee works m

( ; a!”
o

S

Like a Boss

Click-through Rate muito préximo

Get 3 Gold Bars
everyday while
you're a VIP!

Sell items and re-stock
your Pawn Shop
automatically while
you are out!

Get 3 Power-Ups
everyday while
you're a VIP!




1. . o
DECISAQ




ROTEIRO

3. Priorizacao
4. Hipotese
5. Co-criagao

6. Validagao com usuario \ /
N 7’
__________ 7.Decisdo
8. MDP
9. Pricing
10. Resultado

Interesse nas
solucdes proximos

.

Like a Boss poderia
canibalizar oferta

Ny
1. Problema
2. Insights

Become a VIP'and unleash your. [ Includes |

true potentral' -
J y Max Energy to 40
v ]
3 hop Slots with 10%
Publico x Progressao . ‘ e ! - [Peipipdomhiibivie

sem diferenca de ¢ § | oousLe x

interesse

Take +3 items lo the shop
every auction

ﬁ More rare items to collect

Tracking system to find all items
in catalog

Unleash your Potential

Nivel de
dificuldade de
execugao
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1. Problema
2. Insights

3. Priorizacao
4. Hipotese
5. Co-criagao
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

MDP

M¥YR — MDP (Minimum Desirable Product)

—7

Solugcao completa grande Tempo Avaliacao de esforco

(7 beneficios)
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1. Problema
2. Insights

3. Priorizacao
4. Hipotese
5. Co-criagao
6. Validagdo com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

MDP

M¥YR — MDP (Minimum Desirable Product)

Become a VIP

e

and unléash ; K
your TRUE g o) Energy Max to 40
Poten?il'a:i! ‘»’f’

Take +3 items to
the shop every
auction

Unlimited
Inventory
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1. Problema
2. Insights

3. Priorizacao
4. Hipotese
5. Co-criagao
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

PRICING

Teste A/B

Divida: Fazer subscription
Mensal ou Semanal?
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1. Problema
2. Insights

3. Priorizagdo
4. Hipotese
5. Co-criagao
6. Validagcdo com usuario
7. Decisdo

8. MDP

9. Pricing

10. Resultado

PRICING

Quantidade

100%
80%
60%
40%

20%

0%

— Mensal

— Semanal

Mensal: 15% x Semanal: 85%
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1. Problema
2. Insights

3. Priorizagdo
4. Hipotese
5. Co-criagao
6. Validagcdo com usuario
7. Decisdo

8. MDP

9. Pricing

10. Resultado

PRICING

Receita

100%
80%
60%
40%

20%

0%

— Mensal

— Semanal
Mensal: 50% x Semanal: 50%
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1. Problema
2. Insights

3. Priorizagao
4. Hipotese
5. Co-criagao
6. Validagao com usuario
7. Decisao

8. MDP

9. Pricing

10. Resultado

PRICING

Decisao: semanal

N

Quantidade
de vendas
superior

v

Elasticidade
do preco

S

Recompra
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1. Problema
2. Insights

3. Priorizagao

4. Hipotese

5. Co-criagao

6. Validagao com usuario

7. Decisao Self
‘ Launch data Conviction
e Pitch deck
9. Pricing Test Results
10. Resultado Supported by longitudinal user

studies, large-scale MVP, .
alpha/beta, A/B experiments... Thematic support

Aligns with:
vision/strategy, current
trends/buzzword, outside
research, macro trends,

product methodology

User/Customer Evidence
Supported by: lots of
product data, top user
request, interviews with
20+ users, usability study,

Confidence ¢.1
Level

MVP Other’s opinion
The team / management /
external expert/ investor
Market Data / press think it's a good
Supported by surveys, idea

smoke tests, all
competitors have it...

Anecdotal Evidence Estimates & plans

Support by a few product data Back of the envelope calculations
points, top sales request, 1-3 Eng/ UX feasibility evaluation,
interested customers, one Project timeline,

competitor hasit ... Business model.

itamargilad.com
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10.
RESULTADO -



ROTEIRO

1. Problema
2. Insights
3. Priorizagao

4. Hipotese
5. Co-criagéo
6. Validagao com usuario

7. Decisao

8. MDP
9. Pricing
10. Resultado

2019-10-01 2020-01-01 2020-04-01 2020-07-01
l J | J1 J
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222% 8% 6%

Crescimento da Vendas no To més Receita no 1o més
conversao
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RELEMBRANDO




RELEMBRANDO

Problema

Priorizacao Hipotese

Validagdao com
usuario

Decisao Co-criacao

Resultado



RELEMBRANDO

Problema Priorizacao Hipétese
Métricas War room Weighted Score Indicios
Usuario RICE Conhecimento prévio
Mercado MoSCoW
Métricas

Validagdao com
usuario

Decisdo Co-criagao

Métricas Pesquisa Design Sprint
Fake door Crazy 8
LP 635
Playtest
Resultado Entrevistas

AB
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ERROS E
APRENDIZADOS




ERROS E APRENDIZADOS

©

Insumos de usuarios Aprovacao do Envolver muitas
. essoas em todos

no comggg do time (tempo) P T

processo (insights) os steps - a decisao

fica muito lenta

HEM3!
cEJJ

Inseguranca de
trabalhar com

incertezas

Procurar ajuda e falar
com pessoas certas -
comunicagao
assertiva
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KEY
TAKEAWAYS




KEY TAKEAWAYS

Se ha duvidas, a melhor
maneira de validagao é
colocando na mao do

usuario

A validagao com o usuario
pode ser algo rapido e
simples

Co criagdo gera

. . MDP e Teste A/B sdo
alinhamento com o time

fundamentais;

Co criagdo ajuda a pensar
em solugdes grandes



OBRIGADA!

i

LIA YONEKURA
PRODUCT MANAGER @TAPPS GAMES

/lia-yonekura

liayonekura@gmail.com




