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• Working backwards from the customer

• Ideating

• Setting up teams and organizations for success

• Launching and learning along the way

Agenda
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Working Backwards
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Where innovation begins

Start with the customer and 

work backwards
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Working backwards from the customer

Who is the customer?

What is the customer 

problem or opportunity?

?Working Backwards: 
5 customer questions

Is the most important 

customer benefit clear?

How do you know what 

customers need or want?

What does the customer 

experience look like?
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Who is the customer?

•
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• Who is your customer?  

• How do you define?

Chalk talk
Joint
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Solutioning
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Ideating and high-level solutioning
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Working Backwards artifacts

Press release

FAQs

Visuals
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Iterate the PR and harden the FAQs

Sample stakeholder FAQs
What will customers most like 

about our product or service?

What will customers be most 

disappointed with in the 

product or service?

What are we going to test and 

measure? What are the first 

experiments? 

What build acceleration assets 

have been identified? What 

assets could be used? What 

assets are yet to be found?
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• Questions on Amazon’s Working 
Backward mechanism

• What mechanism does your 
organization use to identify your 
delightful solution?  

• How do you express your project in 
customer-centric terms?

Chalk talk
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Team structure and 
implementation
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Breaking down the PR

Pay with student-

connected card

Convenient locker 

pickup 

Alternative to 

traditional bookstore

One-day shipping

What are the clearly defined features and benefits, ready to prototype 

and test with users?
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How many people can two pizzas feed?

▪ Agile and nimble

▪ Reduce dependencies

▪ Full ownership

▪ Higher engagement
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Case in point: Amazon.com marketplace

How many 

product teams are 

represented on 

this page?
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Marketplace platform “widgets” are 
“products” too

• Adaptive 
Home Page

Experiences

Services
• Search

• Cart

• Account

• Item

• Advertising

• Promotions

• Digital Asset

• Others

Navigation

Promotions
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Illustrative example
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Product team compositions vary by mission
I L L U S T R A T I V E  E X A M P L E :  A N  A M A Z O N . C O M  D I G I T A L  “ W I D G E T ”  T E A M

Product Manager
Vision, prioritization, 

customer impact 

UX Designer
Customer experiences

Search Engineer
Feature development and testing

SW Developers
Application development and 

operations

Data Engineer
Database and infrastructure

Technical 
experts

Domain 

experts
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Working Backwards

Listen

Define

InventRefine

Test & 
iterate

Visuals

FAQ

Press 

Release

HMW …?

Today …

What are my customer’s needs?

What best meets customer needs?

I have an idea! Time to build 

and get feedback

Who is the customer?
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• Do you have challenges 
gathering customer feedback?

• How do you test and iterate?

• How do you structure your 
project teams?   

Chalk talk
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Discover more ways to innovate on AWS

How Amazon.com transforms customer experiences through AI/MLINO 202
• Wednesday  12/1,  4:00 p.m.–5:00 p.m., Venetian

• Breakout session 

Introduction to Working BackwardsINO 203
• Tuesday 11/30, 11:00 a.m.–1:15 p.m., Caesars Forum

• Workshop

Rapid transition from innovative idea to delightful solutionINO 204
• Monday 11/29 10:45 a.m.–11:45 a.m., Caesars Forum and Tuesday 11/30, 6:30 p.m.–7:30 p.m., Wynn  

• Chalk talk

Making high-velocity decisions at scale and speed INO 205
• Tuesday 11/30 2:45 p.m.–3:45 p.m., Caesars Forum and Wednesday 12/1, 10:45 a.m.–11:45 a.m., Wynn 

• Chalk talk
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Thank you!
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Jason Mortensen

mortjaso@amazon.com

Ceileidh Siegel

ceileid@amazon.com


