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Introduction

Has your organization made great innovation 

e� orts with big budgets, extensive market 

research and data analysis, the most highly 

skilled people on the job, and yet your 

product failed upon hitting the market? 

You are not alone. Established enterprise 

organizations in all sectors are plagued by 

product failure, which to many remains a 

mystery: We followed a strict process of 

market research, data analysis, business 

case, product development, product release 

and marketing, and still, the product failed. 

At the same time young disruptive companies 

are on the rise achieving much better 

product-market fi t with less resources and 

brand recognition. How can this be? 

The answer is that traditional organizations, 

despite their extensive investments and 

refi ned methodology in product development, 

are struggling to understand and create 

customer value. In this article, we will show 

you how to make your organization customer- 

centric and ingrain the creation of customer 

value into your organization’s operations.

The article is divided into four parts. In part 1, 

we will introduce the fundamental dilemma 

organizations are struggling with when trying 

to understand what their customers want. 

In part 2, we will lay out the customer-centric 

mindset organizations need to adopt to 

solve this dilemma. This requires a new 

perspective on the customer that is much 

more complex and multi-layered than the 

way organizations have been looking at the 

customer so far. 

In part 3, we will explain how the customer-

centric mindset can be translated into the 

product development process and thereby 

anchored into an organization’s operations. 

This necessitates a fundamental restructuring 

from specialized teams bundled in 

departments, to cross-functional teams 

structured around products. In part 4, we will 

present a practical case, the development of 

the PinPin app, a collaboration between the 

&samhoud serious gaming company &ranj, 

our media organization &samhoud media, 

and the Dutch bank Rabobank.
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Customer centricity faces an inherent dilemma between research 

and development and the so-called voice of the customer.

Creating 
Customer Centricity

Research and Development

You make great research and development 

e� orts to invent new products and bring them 

to market. Experts and stakeholders go through 

an arduous process of idea generation, business 

case creation, funding competition and fi nally 

production. The problem with this process is 

that experts and stakeholders often think of 

products and product features they believe to 

be great for the customer, but in practice remain 

not understood and unused. The Segway, once 

envisioned as the urban transporting device of 

the future, is one of the most well-known product 

failures in this category. Organizations lose large 

amounts of time, money, and energy on building 

and pushing products into the market that gain 

little interest from customers, are outdated by 

the time they are released or turn out to be 

frustrating due to lack of user-friendliness.

1.
Voice of the Customer

To serve your customers well, you want to 

understand them by listening to the voice of 

the customer. This is a principle which states 

that every product development process starts 

with an in-depth analysis of the customer’s 

needs, desires, expectations, preferences, and 

aversions. Yet the problem with this approach 

is that customers cannot give you an accurate 

idea of the product they need. Customers are 

not experts on the product they want to buy 

and therefore don’t know all the options and 

possibilities that can be chosen from. It would 

have been hard for most people in 2006 to 

verbalize that they want a low-cost online music 

streaming service, because they didn’t know 

that this was possible until they saw Spotify for 

the fi rst time. Although Henry Ford never 

uttered these words, the alleged quote: “If I had 

asked people for what they want, they would 

have said faster horses” has become iconic to 

describe this problem.

2.

76

C
R

E
A

T
IN

G
 C

U
S

T
O

M
E

R
 C

E
N

T
R

IC
IT

Y
C

R
E

A
T

IN
G

 C
U

S
T

O
M

E
R

 C
E

N
T

R
IC

IT
Y



 “Even when you take 
all conventional efforts 
to serve your customers 
with a great product or 
service you can and often 
will be on the wrong track.

 ”

1.
Make well-grounded 

assumptions about the customer 

value that you can create but that 

your customers can’t see yet

2.
Validate with the customer 

whether your assumptions are 

correct or incorrect and formulate 

new assumptions if necessary

3.
Involve the customer in the 

product development process 

from begin to end

This dilemma shows that even when you 

take all conventional e� orts to serve your 

customers with a great product or service 

you can and often will be on the wrong track. 

Solving this dilemma requires an approach 

to product and service development that 

enables you to do three things: 

This requires a new way of thinking about 

products that is fundamentally di� erent from 

classical research, innovation, production, 

and diversifi cation processes.
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Traditional organizations tend to be overly 

focused on themselves, their processes, 

procedures, and target numbers. Employees 

are trained to concentrate on the small piece 

of responsibility they have within the company 

and live up to the standards set in their 

performance evaluation. This creates a 

tendency to forget about the customer, both 

at executive level and in the workforce. 

Shifting from an inward focus on the 

organization to an outward focus on the 

customer therefore requires a substantial 

behavioral change for these organizations.

To create customer value, you need to 

enable the people in your organization 

to think in terms of how they can improve 

the lives of your customers. You also need 

to give them the voice to bring these ideas 

into discussion and the freedom to experiment 

with these ideas. This way of thinking and 

behaving starts with a shared organizational 

vision that gives a clear answer to the 

question of why your organization exists on 

this earth. An organizational vision 

encompasses the identity of your organization, 

what your organization stands for, the great 

accomplishments it sets out to achieve, 

and the improvement in the world it wants to 

bring forth. At &samhoud, we term these four 

dimensions of a company’s vision the core 

qualities, core values, audacious goal, and 

higher goal. 

The way in which your organization creates 

Creating Customer Value Doesn’t Start 

with the Customer but with Your Company’s 

Vision and a Transformational Purpose

� e Customer-Centric 
Mindset: � inking About 
Products and Innovation 
in a New Way
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customer value follows from your higher 

goal. The higher goal is driven by a 

transformational purpose.1 It states in a 

principled manner why your organization 

exists and what it wants to improve in the 

world. It also gives a general idea of how 

your organization will bring this improvement 

about. Take as example Google’s higher goal 

of “Organize the world’s information.” It tells 

us why Google exists – to organize the 

world’s information – what it wants to improve 

the world – the information situation – and it 

tells us how Google wants to achieve this 

improvement – by bringing the information 

from a disorganized state into an organized 

state. It is through the lens of your higher 

goal that you start reasoning about where 

and how you can create value at the level of 

the individual customer. The transformational 

purpose of an organization is a core driver of 

innovation. Imagine that after the invention 

of Google Search, Google’s mission 

statement would have read: “The best online 

search engine for users all over the world.” 

This goal would have set the company’s 

focus inwardly on an endless process of 

tinkering with the same product, thwarting 

the invention of the many other information 

organization products we see today, such as 

Google Maps, Mail, Drive, Docs, etc. 

It is therefore not enough to have goals like 

“the best online banking experience”, “the 

best insurance products for customers of all 

demographics” or “the most attractive 

clothing at the most competitive prices”. 

These goals lead to more and more 

diversification but not to innovation. This is 

one of the reasons why incumbents focused 

inwardly on classic goals such as increase in 

sales, revenue, and market share are fiercely 

disrupted by younger, smaller organizations 

that have less capital, manpower, and 

reputation, but that do have an outward 

focus with a transformational purpose. 

Core values 
What do we stand for?

Core qualities
What do we excel at?

Audacious goal 
Where are we going to?

Higher goal
Why do we exist?1 Salim Ismail, Michael S. Malone, Yuri van Geest. 2014. Exponential Organizations. 

It is critical to integrate the principle of 

transformational purpose in one’s perspective 

because it holds all the way from the most 

abstract level of organizational vision to the 

most fine-grained practical applications of 

everyday product use. In his bestseller 

Competing Against Luck, Harvard professor 

Clayton Christensen presents an in-depth 

investigation into the causes of customers’ 

purchasing decisions. He argues that 

“customers don’t buy products or services; 

they pull them into their lives to make 

progress” which is defined as “movement 

towards a goal or aspiration.”2 Progress 

means a tangible improvement of the 

customer’s life in the specific situation that 

they are using the product. In other words: 

transformation at the micro level. The 

desired progress is the job that the customer 

needs to get done by the product. The 

customer hires the product for the job and 

fires it when a better product to carry out the 

job comes along. Landline phones, cameras, 

MP3 players, wrist watches, and notepads, 

for example, were fired in large amounts 

when the smart phone came along which 

incorporates all of them in one device. 

The Job to Be Done is complex and multi-

layered, defined by the functional, social, 

and emotional dimensions of the specific 

circumstance in which the product is used to 

make the progress. For example, the Job to 

be Done by clothing goes far beyond the 

functional requirement of covering up the 

body, as it plays an important role in self-

expression and display of social status. The 

choice for one clothing item over another 

follows an intricate interplay between the 

Transformational Purpose at the Micro 

Level: Think of Products as Jobs to Be 

Done

2 Clayton Christensen: 2016. Competing Against Luck. P.27f.
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 “It is through the lens of your higher 
goal that you start reasoning about 

where and how you can create value 
at the level of the individual customer.

 ”



character, emotional make-

up, social conditioning, past 

experiences, and financial 

situation of the customer and 

those examples are only a 

fraction of the components 

that factor into the buying 

decision. Christensen 

stresses that one of the 

biggest mistakes incumbents 

make in innovation is that 

they almost exclusively focus 

on the functional use of the 

product which is often greatly 

outweighed by the social and 

emotional needs of the 

customer, out of which the 

mere of soothing social 

anxiety is one of the most 

overlooked. He also shows 

that trying to create product-

market fit by categorizing 

customers into groups of 

age, gender, geographic 

location, etc. is one of the 

main reasons why so many 

innovation e�orts turn out to 

be failures when the product 

hits the market. These 

classical categories yield little 

to no insight about the jobs 

these individuals need to get 

done in their daily lives to 

achieve what progress 

means to them. In other 

words, customer 

demographics alone cannot 

point to transformational 

purposes on the micro level. 

As products today become 

increasingly technology-

powered and connected to 

the internet of things, they 

allow organizations to gather 

ever greater amounts of 

real-time user data. 

Organizations need to rethink 

the perspective they take on 

the data they gather, the 

observations they construct 

from the data, and the 

conclusions they draw from 

these observations. Instead 

of categorizing data by 

grouping similar things 

together, data needs to be 

used to fully understand the 

situation the customer is in, 

the struggle they are 

experiencing, and the 

progress they are trying to 

make. It is furthermore 

important to keep a keen 

sense of human intuition 

about what other humans 

need. Sony, for example put 

a hold on the development of 

the Walkman due to market 

research that indicated that 

customers would not want a 

cassette player without a 

record function and that 

earphones would be irritating 

to use. This perspective 

completely ignores the fact 

that people love to listen to 

their favorite music over and 

over and want to take it with 

them everywhere they go. It 

also misses the desire to 

drown out city noises and 

many other reasons for 

listening to music on the go. 

Sony founder Akio Morita 

ignored the data and trusted 

his intuition with the result of 

selling 330 million 

Walkmans.3 The fact that data 

today is big and fine-grained 

doesn’t protect companies 

from drawing the wrong 

conclusions. In a data 

obsessed economy, 

organizations need to 

constantly ask themselves 

whether their treatment of 

data is enlightening or 

blinding them. 

 “In a data obsessed 
economy, organizations 

need to constantly ask 
themselves whether their 

treatment of data is 
enlightening or blinding 

them. Agility is not a 
one-time transformation.

 ”
3 Clayton Christensen: Competing Against Luck. P.75
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Understanding the social and emotional 

dimensions of the Job to Be Done enables 

us to understand a larger shift in the way 

customers perceive the products they buy. 

More than 200 years of development and 

improvement in mass production and 

logistics have brought the functional 

dimension of products to almost perfection. 

In terms of functionality virtually everything is 

available at a�ordable prices with fast 

delivery and can be returned if the customer 

is not satisfied with the product. 

With their functional concerns taken care of, 

customers can now fully focus on their social 

and emotional needs. This is a crucial shift 

that most incumbents have not yet caught 

up on and one more reason why continued 

tinkering and diversification increases the 

potential of being disrupted. Customers 

today want to personally identify with and 

express themselves through the products 

they use. They want products they love, that 

are sensually pleasing, and make them feel 

happy. They want products to be a 

recognition, appreciation and fulfillment of 

their needs and desires. Companies need  

to recognize that the producer-consumer 

relationship belongs to the past. 

Organizations today are in a caregiver-care 

receiver relationship with their customers  

and products are the expression of this 

relationship. It is not surprising that the term 

customer care has popped into business 

vocabulary in recent years. When an 

organization violates this relationship with 

dissatisfying products or bad customer 

service, customers feel personally betrayed 

and will bring their rage to social media 

accordingly. When organizations do well on 

this relationship, their customers turn into 

followers and the respective products 

achieve almost mythical popularity, as 

evidenced by hundreds of raving fans 

waiting in front of Apple stores for a new 

product to be released.  

Think of Products as Relationships 

Between Organization and Customer

Once you accept the complexity and 

multidimensionality of the customer need and 

the desire for personal progress in daily 

situations, your perspective on product 

innovation changes fundamentally. Instead of 

thinking about new products as something to 

be invented and then brought to the 

customer, you can think about new products 

as unfulfilled Jobs to Be Done that have not 

yet been discovered. In Agile terminology, 

the process of finding these jobs is called 

product discovery.4 There are many di�erent 

approaches to product discovery. One such 

approach is the process of design thinking 

which we will discuss in section 5. 

Think of New Products as Something to 

the be Discovered Rather Than Invented

4 For an in depth explanation of product discovery see Marty Cagan: Ispired. 2018.

 “Companies need to recognize that the 
producer-consumer relationship belongs 
to the past. Organizations today are in a 

caregiver-care receiver relationship with 
their customers and products are the 

expression of this relationship.

 ”
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Most established enterprise organizations 

are structured into functional departments 

of specialized expertise, such as operations, 

product design, IT, and marketing. Yet, the 

multidimensional nature of products with its 

functional, social, and emotional requirements 

necessitates di� erent kinds of expertise to 

come together to create an all-round satisfying 

product. In classic organizations these experts 

are working largely separated from each 

other, doing their work on the product, and 

then handing it over from one specialized 

team located in one department to another 

specialized team located in another 

department. This way of operating focuses 

teams on working in a piecemeal fashion 

and away from bigger picture of the product 

and what the product means to the customer. 

It also creates long lead times and increases 

the chances for mistakes due to mis-

communication between departments. 

Products are usually built to completion and 

it is only when the product is released to the 

market that the organization will fi nd out 

whether it’s a success with its customers. 

This leads to a disproportionate amount of 

product failures and makes innovation 

success rather accidental than deliberate 

despite strictly structured and carefully 

executed innovation processes. It also 

shows that the great e� orts enterprise 

organizations employ to learn about the 

customer and create a fi tting product are 

largely ine� ective. This includes much of the 

data gathering and analysis that has been 

employed since the advances in data 

science and technology in the past decade.5

� e Agile Way of Working: 
Translating the Customer-
Centric Mindset Into an 
Organization’s Behavior

Working in a Customer-Centric Way 

Requires Organizations to Change 

Their Structure and Behavior From 

Functionally Specialized Teams with

an Inward Focus to Cross-Functional 

Teams with Customer-Focus

5  Clayton Christensen. 2016. Competing Against Luck. The Story of Innovation and 

Customer Choice. p.xi
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In Agile organizations, each product is 

owned by a dedicated team that is end-to-

end responsible for the development, 

building, and releasing of the product as well 

as further innovation on the product. Agile 

teams are cross-functional, meaning that all 

necessary expertise to bring the product to 

market successfully is comprised within the 

team. A product team works together every 

day in a shared workspace.  

Creating dedicated product teams eliminates 

the problem of hand-o�s and wait times 

between teams. Working together every day 

ensures direct face-to-face communication 

between team members and decreases the 

chances of mistakes due to miscommunication. 

Being dedicated to one product alone 

provides great focus and ownership. Expert 

teams in functionally di�erentiated 

organizations often work on several projects 

at a time with their focus being divided over 

several products. 

End-to-end responsibility also implies that 

teams operate autonomously. While Agile 

management methodologies provide clear 

frameworks distributing tasks and structuring 

workflow, teams are free to organize 

themselves within these frameworks as they 

see fit. Teams work in so-called sprints which 

are work cycles of typically two to four weeks. 

At the beginning of every sprint the team 

holds a planning session in which it sets the 

goals and distributes the tasks to be 

accomplished in the coming cycle. At the 

end of each sprint, the team holds a 

retrospective session to reflect on failures 

and learnings.

Dedicated Cross-Functional Teams 

Structured Around Products with Focus  

on the Customer

Agile organizations solve this problem by 

structuring themselves di�erently from classic 

organizations in the following three aspects:

1.
Internal structuring of stable cross- 

functional teams around products 

instead of mono-functional teams 

around projects

2.
Developing products incrementally 

and in co-creation with the 

customer instead of building the 

product to completion and then 

releasing it to the customer

3.
Bundling expertise in 

communities of practice instead 

of specialized departments

This way of operating creates great 

adaptability to fast changing customer 

desires. It also requires fundamental 

behavioral change. As we will we see below, 

it creates such great adaptability to fast-

changing customer desires that the future 

viability of established enterprise organizations 

will to a large extent depend on their 

willingness and ability to go through the 

required behavioral change.

T
H

E
 A

G
IL

E
 W

A
Y

 O
F

 W
O

R
K

IN
G

T
H

E
 A

G
IL

E
 W

A
Y

 O
F

 W
O

R
K

IN
G

In our previous article The 

Principled Approach to Agile 

we showed that functional dif-

ferentiation and specialization 

was a driver of success in the 

past where products where 

largely physical. Since the 

onset of the digital revolution 

however this internal structure 

is working against organiza-

tions as products become 

increasingly technology- 

enabled or fully immaterial. 

Marketing &

Distribution

Product-

design
Operations IT

Customer need
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When starting out with a new product, there 

is little knowledge about what works for the 

customer, what doesn’t work, and where 

value for the customer is created. The team 

wants to gain this knowledge as early and 

fast as possible. The product development 

process therefore begins with getting an 

in-depth understanding of the customer and 

the situation they are in. Identifying the Job 

to Get Done requires empathy, patience, and 

sharp observation. Team members need to 

fully immerse themselves into the customer’s 

problem and experience it first-hand. From 

this experience, they formulate hypotheses 

about possible solutions to the problem and 

suitable products that could provide these 

solutions. The next goal then is to validate or 

invalidate these hypotheses as fast as 

possible.

This is achieved by a collaborative process 

of incremental product building. The first 

step of this process is to build a so-called 

minimum viable product, which is a 

prototype with only the most necessary 

functionality. This product is then 

immediately released to the customer for 

feedback. Based on this feedback, the 

product gets adjusted and improved in the 

next iteration. Keeping the minimal viable 

product truly minimal is crucial. If a product 

prototype is too far advanced, customers 

might not notice what they don’t like about  

it because it functions well-enough. When 

classic organizations start to work Agile for 

the first time, they tend to build far too 

advanced prototypes and miss the benefit  

of the truly minimal viable product. The 

collaborative loop between team and 

customer is being repeated until the product 

is ready for use. Co-creative product 

development creates high chances for good 

product-market fit as factors for bad product-

market fit are detected early and improved 

upon or eliminated altogether. 

Agile teams follow well-defined methods  

in this product development process. One 

method that has proved to be very 

successful is the Design Thinking method 

which will be illustrated in the PinPin case in 

section 4. 

Developing Products Incrementally  

in Co-Creation with the Customer

Communities of Expertise and Practice 

One of the major advantages of functional 

di�erentiation is that it enables organization 

to build and retain expertise in a substantial 

and sustainable manner. Due to the focus on 

speedy production and release, Agile 

organizations run the inherent risk of 

becoming too factory-like and leaving not 

enough time for knowledge workers to keep 

growing in their fields and experience a 

sense of excellence and mastery in their 

domain. When this happens valuable experts 

might turn away and look for organizations 

where they can create more depth in their 

expertise. To prevent this problem, Agile 

organizations create communities of and 

practice, where experts and practitioners of 

specific domains come together to build 

relationships, share their knowledge, and 

advance in their fields together. The 

participation in these communities is 

voluntary. Communities of practice arise and 

decline naturally.
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Shifting from the Traditional to  

the Agile Way of Working Requires 

Profound Behavioral Change for  

Leaders and Employees

The highly collaborative way of working 

described above asks for fundamentally 

di�erent behavior from both leaders and 

employees. Traditional working environments 

emphasize fitting in and functioning according 

to predefined profiles. Employees are being 

trained in and evaluated on order-taking, 

task-execution, and competition among each 

other. Agile working environments emphasize 

creativity, teamwork, self-awareness, 

communication, taking responsibility, and 

self-organization. This requires individuals to 

display di�erent sides of their character and 

learn how to bring openness, empathy, and 

vulnerability to the workplace. The success of 

an Agile transformation therefore depends 

more than anything else on successful 

behavioral change.
 “Agile working environments 

emphasize creativity, teamwork, 
self-awareness, communication, taking 

responsibility, and self-organization. 
This requires individuals to display 

different sides of their character and 
learn how to bring openness, empathy, 

and vulnerability to the workplace.

 ”
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� e Rabo PinPin app: 
Product Development as 
Co-Creation Between 
Organization and Customer 
at &ranj Serious Games
In this section, we will discuss customer-centric product 

development in detail providing a case example from &ranj, 

a gaming studio a�  liated with &samhoud, specialized in driving 

behavioral change through serious games and gamifi cation. 

The case discusses Rabo PinPin, a mobile phone banking 

application for children developed in co-creation between &ranj, 

&samhoud media, and the Dutch bank Rabobank.
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Pocket money is the most important 

touchpoint in childhood financial education. 

In a cashless society where money is 

increasingly transferred digitally, this learning 

experience disappears and money becomes 

abstract. Research shows that proper 

financial education is crucial for a healthy 

financial future. Rabo PinPin creates a 

common ground for parents and children to 

interact over financial topics. In order to make 

money less abstract, the development team 

decided to give it a face. PinPin is an 

augmented reality penguin that teaches 

children about finance both explicitly, 

through gamification and augmented reality, 

and implicitly, through stimulating a family 

dialogue on money. By creating a unique 

connection between the app’s gameplay 

and a child’s actual bank account, the 

developers were able to give kids safe, 

real-time access to their balance without 

them being able to actually spend money. 

Virtual in-game currency allows children to 

nurture PinPin by buying the character food, 

clothes and accessories. This way children 

get accustomed to making digital transactions. 

Parents can keep track of their child’s playing 

behavior through a special parent module. 

Since PinPin’s birth, 140.000 families have 

welcomed the penguin into their homes.

The thinking process towards the app 

started out with two problems that Rabobank 

was attempting to solve.

Background and Transformational Purpose

Given these problems, we can see that the 

app needs to serve several transformational 

purposes on di�erent levels of granularity. 

On the abstract visionary level, it needs to 

contribute to society’s financial literacy and 

avoiding of debt. On the family level, it needs 

to help parents to share money with their 

children, make it a real experience, and 

engage in a dialogue with them about good 

financial behavior. On the individual level, the 

app needs to engage the child, be fun to play 

with, and help the child to understand what a 

bank account is and take care of their savings. 

Rabobank o�ers bank accounts tailored to the 

needs of children and teenagers. The bank 

wanted to link the use of these accounts to 

financial education to help children developing 

healthy financial behavior. Although financial 

behavior is developed at a very young age, 

there is not enough time and attention for 

learning about money and finances in school 

education. The resulting lack of financial literacy 

often leads to life-long poor financial decision 

making and is a crucial driver of debt.6

1.

Many adults are struggling to communicate with 

their children about money. Money has become 

largely immaterial due to cashless payments 

and the digitalization of banking. Young parents 

who still experienced material pocket money in 

the form of coins and bills feel lost in providing 

their children with a comparable tangible 

experience.  

2.

6 OECD paper: https://www.oecd.org/finance/financial-education/FinEdSchool_web.pdf 
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A cross-functional team at &ranj consists of 

people with the relevant creative and 

technological expertise such as game 

designers, visual designers and software 

engineers as well as several subject matter 

experts that provide knowledge and 

experience for this specific project 

depending on the goals of the project and 

the sector the customer is in. The customer 

is represented through the role of the product 

owner and a group of end-users of the 

game. Making the customer the product 

owner is crucial because it allows the 

customer to take responsibility for the 

product and steer its development. 

Frequently testing the product with end-

users in the development process allows the 

team to adjust the products to the end-users 

needs and preferences.

Design thinking is a process used in many 

Agile organizations to gain a profound 

understanding of the problem that the 

customer is dealing with and identify the jobs 

the product needs to get done to provide an 

adequate solution. Design thinking is a 

cyclical process that is repeated throughout 

the product development phase. It consists 

of six steps:

Co-Creative Product Development at &ranj 

starts with a Cross-Functional Team that 

Includes Customer Representatives and all 

the Expertise Necessary to Create and 

Deliver the Desired Product

Approaching the Customer’s Problem 

through Design Thinking

 “Making the customer 
the product owner 
is crucial because it 
allows the customer to 
take responsibility for 
the product and steer 
its development.

 ”

1.

Understand

The team acquires an in-depth 

understanding of the problem 

space. This means approaching 

from di�erent perspectives and 

fields of expertise

2.

Empathize

The team gets to know the 

end-users of the product, 

gaining an understanding of 

who they are, what they need, 

and what their problems are

3.

Define

Based on the knowledge  

and insights gathered in the first 

two steps, the team defines the 

customer’s problem in clear and 

unmistakable terms

4.

Ideate

Based on the definition of the 

problem, the team generates a 

host of di�erent possible 

solutions

5.

Prototype

The team selects the best 

solution and creates a prototype 

of the product

6.

Test

The team releases the 

prototype to a group of end-

users to test it and find out what 

works and what doesn’t
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In the course of the design thinking process, 

families of di�erent constellations were 

invited for interviews and to play a number 

of prototype games that would help the 

product team to make hypotheses about the 

problems and obstacles that parents and 

children encounter around the subjects of 

money and banking. Prototypes at &ranj can 

for example be simple board game versions 

of the game. These are then tested with a 

group of around 10 end-users.  

It was through this testing method that the 

product team identified that there was a lot 

of confusion among parents about how to 

handle pocket money and savings. The 

parents had received their pocket money in 

the forms of coins and bills when they were 

children themselves. They had learned to 

save by keeping some of their pocket 

money or birthday money in a piggy bank 

and then bringing it to an actual bank. Now 

they simply didn’t know to educate their own 

children towards financial literacy. The 

children were in a confusing situation too. 

While their parents did almost all of their 

transaction by card or online banking, their 

grandparents would still give them some 

cash occasionally. Through this experience, 

the product team realized that the app 

needed to enable the parents to give pocket 

money digitally and create a connection with 

the material piggy bank and the digital 

banking account of the child. 

Once the right prototype for the actual game 

has been found, the development team 

creates a first viable product i.e. an 

application with minimal necessary 

functionality of the game. The first viable 

product serves to elicit early market 

feedback through user data that provides 

the input for improvement to be implemented 

in the next iteration. During this process the 

team learns new insights about the end-user 

that haven’t become visible in early testing 

models and prototypes. For example, the 

mere naming or placing of a button in the 

wrong way can lead users to quit the game 

before they fully explored it. 

When a game is launched into the market, 

continuous learning and improving keeps 

going. Once the game is released, large 

amounts of user data are being collected. 

The combination of user data and qualitative 

research allows the development team to 

optimize the game further. For example, an 

early version of the game worked with 

physical markers to trigger the augmented 

reality representation of the penguin. Users 

could either print these markers out at home 

or get them at a local Rabobank branch. This 

turned out to be a hurdle for many users. 

Not everybody owns a printer and going to 

the bank to pick up the markers was too 

cumbersome and time-consuming. 

Consequently, the team improved the 

augmented reality function to allow for the 

character to be brought to life on any flat 

surface without markers. This improvement 

was greatly appreciated by users.

From Prototype to Minimum Viable 

Product to Launch

 “Your product 
isn’t finished 

when you launch, 
it begins when 

you launch.
- Marcus Vlaar, 
Co-founder and  

Creative Director &ranj

 ”
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Conclusion

In this article we have shown that customer 

centricity starts with an organization’s vision 

and transformational purpose. It is through 

the lens of vision and purpose that an 

organization needs to think about where and 

how it can create value for its individual 

customers. Internally, organizations need to 

establish a customer-centric mindset on all 

levels and enable employees to think in 

terms of what they can do to improve 

customer’s lives. Employees need to be 

given a structure in which they can 

communicate their ideas and experiment on 

them. Products need to be developed with 

dedicated product teams in continuous 

collaboration with the customer. The customer 

needs to take a role of responsibility in the 

product development process, such as the 

role of the product owner. 

For traditional organizations, establishing this 

way of working requires fundamental 

organizational and behavioral change. At 

&samhoud we help organizations to execute 

this change successfully. 

This article is part of our series Building 

Business Agility. This is the second article of 

the series. You can find the first article The 

Principled Approach to Building Business 

Agility here. 
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