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Executive Summary

Jordan Lee, Chief Product Officer at NimbusSoft, faces the challenge of
developing an Al strategy that satisfies board expectations without
compromising product integrity or team capacity. This interview revealed a
classic misalignment cascade: stakeholders optimizing for different outcomes
—board seeking fundraising narratives, teams at capacity limits, and
customers' needs remaining unvalidated. The core issue isn't choosing an Al
direction; it's building confidence infrastructure to make authentic strategic
bets under asymmetric risk.

Key Insights

Primary Findings

1. This is fundamentally a stakeholder alignment problem under asymmetric risk—
Jordan needs confidence infrastructure, not more options. The stakes create
paralysis: choosing wrong destroys reputation, choosing right merely meets baseline
expectations.

2. NimbusSoft occupies the 'SaaS valley of death': too big to pivot quickly, too small to
absorb strategic bets. The board wants an 'Al story' for fundraising, but authenticity
matters more than theater when brand trust is your competitive advantage.

3. Root cause identified: misalignment cascade across board (optics), team (capacity),
and customers (unvalidated needs). Jordan is building for investors without testing
with users—the classic mistake that undermines product integrity.
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What We Heard

Jordan Lee is CPO at NimbusSoft, a $120M B2B SaaS company (450 employees) in the workflow
automation space. The board is pressuring leadership to develop an 'Al story' before the next
fundraising cycle. Jordan—known internally as a thoughtful builder, not a hype-chaser—is skeptical
of 'Al for Al's sake' but recognizes market realities. The challenge: identify an authentic Al
opportunity that reinforces NimbusSoft's strengths (reliability, not novelty) without stretching

already-taxed teams or diluting the brand trusted for predictability.

Board isn't asking 'should we do Al?' but 'why don't we already have it?'

— Jordan

Core Themes

¢ Decision Paralysis from Asymmetric Outcomes: The stakes are asymmetric—failure costs
everything (reputation, team morale, board confidence), while success just meets baseline
expectations. This creates hesitation and compounds weekly as credibility erodes.

e Theater vs. Authenticity Tension: Board pressure for an 'Al story' risks prioritizing investor
optics over customer value. Jordan values product integrity and knows NimbusSoft's brand
strength lies in reliability—not being first to flashy features.

e Capacity Constraints Meet Strategic Urgency: Engineering teams are already stretched
delivering core roadmap commitments. Adding Al exploration without clear direction risks
fragmenting focus and undermining both existing and new initiatives.



Core Challenges

Based on our discussion, we've identified the following critical challenges:

Challenge Category Impact Priority

Stakeholder Misalignment on

o Strategic Alignment High Urgent

Success Criteria
Fear-Driven Decision Paralysis from Organizational Psychology & . .

o ) High Critical
Asymmetric Risk Leadership

. ) Product Discovery & Market Medium- .
Customer Voice Gap in Al Strategy L ) High
Validation High

Challenge Analysis

1. Stakeholder Misalignment on Success Criteria

Current State: Board, customers, team, and Jordan are all optimizing for different outcomes—
investor narrative, feature needs, workload sustainability, and authentic product
value respectively.

Desired State: Aligned definition of what constitutes Al success: customer value validated,
feasible with current capacity, authentic to brand positioning, and credible to
investors.

Key Barriers: No clear forum for reconciling competing priorities; board timeline pressure
precludes proper discovery; fear of saying 'no' to Al expectations.

Critical Consideration

Proceeding without alignment will result in either shallow 'checkbox Al' that satisfies no one,
or overcommitment that breaks teams and disappoints customers.




2. Fear-Driven Decision Paralysis from Asymmetric Risk

Current State:

Desired State:

Key Barriers:

Jordan experiences rational inaction: the reputational downside of choosing
wrong feels catastrophic, while upside of choosing right feels ordinary. This
creates paralysis where inaction itself erodes credibility.

Reframe from 'maximize upside' to 'minimize regret.' Build permission structure
through process credibility and small wins that demonstrate learning velocity,
not just feature delivery.

Public nature of potential failure; lack of early wins to build momentum; board
impatience creating time pressure that amplifies risk perception.

Critical Consideration

Paralysis is not neutral—it signals indecision to board, frustrates teams waiting for direction,
and cedes competitive ground to peers who ship even imperfect Al features.

3. Customer Voice Gap in Al Strategy

Current State:

Desired State:

Key Barriers:

Al strategy has been developed in response to board pressure without
structured customer discovery. Jordan is solving for investors and internal
constraints—not validated user needs.

Ground Al strategy in Jobs-to-be-Done framework: understand which workflow
pain points customers would 'hire' Al to solve, independent of whether they ask
for 'Al features.'

Timeline pressure to show Al progress discourages proper discovery phase;
assumption that customer demand is self-evident given competitor Al features;
lack of structured listening systems.

Critical Consideration

Even well-executed Al products fail if they solve the wrong problem. Without customer voice,
NimbusSoft risks building investor theater that customers don't adopt—undermining both
product and board credibility.



Playbook

8 Strategic Moves to Build Confidence
Infrastructure

This playbook translates analysis into execution. Each move is grounded in proven
business frameworks, adapted to NimbusSoft's stage and structure, and designed to
be deployed selectively over the next 1-2 quarters. The goal is to build confidence
infrastructure—the organizational capability to make strategic bets with clarity, speed,
and stakeholder buy-in.

Move 1: The 5-Conversation Test (Customer Discovery Sprint)

Why: Validate which Al opportunities resonate with customers before committing engineering

resources.

How:

e Schedule five 30-minute conversations with NimbusSoft's most trusted customers

e Present three Al concepts without pitching: "Ingredient" (embed Al in existing features),
"Adjacent" (standalone Al tool), "Partnership" (integrate third-party Al)

¢ Ask: "Which of these feels most like NimbusSoft to you?"

e Listen for hesitation, not enthusiasm—customers will tell you what's authentic if you let them

Frameworks: Christensen (Jobs-to-be-Done), Porter (Strategic Positioning)

Owner: Jordan Lee, Product Lead | Timeline: Week 1-2




Move 2: Stakeholder Alignment Workshop (Define Success Criteria)

Why: Surface and reconcile competing definitions of Al success before committing to a path.

How:

e Facilitate a 90-minute session with CEO, board member, engineering lead, and product
leadership

e Use structured exercises: "What does 'good enough' Al look like in Q1 vs. Q4?" and "What would
cause us to abandon this initiative?"

e Document explicit trade-offs: speed vs. quality, visibility vs. substance, risk vs. reward

¢ Create a one-page "decision contract" everyone signs

Frameworks: Edmondson (Psychological Safety), Kotter (Guiding Coalition)

Owner: Jordan Lee + CEO | Timeline: Week 3

Move 3: Low-Risk Al Validation Pilot (Build to Learn)
Why: De-risk strategic decisions by running a small, reversible experiment.

How:
¢ |dentify one narrow Al use case that: (1) reinforces core product value, (2) fits current capacity
(2-person, 6-week sprint), (3) tests infrastructure without brand risk

e Examples: Al-assisted workflow templates, smart scheduling recommendations, intelligent
search

e Treat as learning, not launch—success = validated assumptions, not shipped feature

e Share findings transparently: "Here's what worked, what didn't, and what we'd do differently"

Frameworks: Christensen (Disruptive Innovation), Kaplan (Strategic Sequencing)

Owner: CTO + Senior Engineer | Timeline: Month 2




Move 4: Reframe Board Narrative (From "Which Al" to "How We Decide")
Why: Buy strategic breathing room by shifting focus from outputs to process credibility.

How:
e Draft a board memo that defines success as customer value + team sustainability, not "we
have Al"
¢ Outline NimbusSoft's decision framework: discovery - alignment - pilot - scale
¢ Position thoughtfulness as competitive advantage: "We're moving fast by moving deliberately"

¢ Include early customer feedback and capacity trade-offs to demonstrate rigor

Frameworks: Kotter (Create Urgency Through Process), Gulati (Purpose-Driven Narrative)

Owner: Jordan Lee | Timeline: Week 4




Move 5: Dedicated Innovation Capacity (Make Product Work Visible)
Why: Stop Al work from being perpetually deprioritized against client commitments.

How:

e Work with engineering leadership to carve out 15% time or rotating squad model for Al
exploration

¢ Make trade-offs explicit: document which roadmap items shift or pause
e Track Al initiatives like client work: assign owners, set milestones, review progress

e Celebrate learning and iteration, not just shipped code

Frameworks: Christensen (Resource Allocation), Hill (Collective Genius)

Owner: CTO + Engineering Leads | Timeline: Month 1-2

Move 6: Authentic Al Positioning Framework (Make Thoughtfulness the Story)
Why: Differentiate from competitors rushing half-baked Al features.

How:

e Develop positioning that frames NimbusSoft's Al approach as "deliberate and customer-
validated"

e Create talking points: "We're not racing to be first—we're building Al you can trust"
e Train sales and CS teams to use this narrative in customer conversations

e Test positioning in customer advisory calls and refine based on resonance

Frameworks: Porter (Strategic Positioning), Gulati (Deep Purpose)

Owner: Jordan Lee + Marketing Lead | Timeline: Month 2




Move 7: Customer Feedback Engine (Continuous Validation)
Why: Keep Al strategy grounded in real-world needs and reduce product-market fit risk.

How:

¢ Invite 3-5 long-term customers to serve as informal product advisors
e Test rough prototypes and roadmap priorities before committing resources
e Create simple feedback loop: build = validate = scale (with explicit stage gates)

e Share customer insights with board to reinforce process credibility

Frameworks: Kanter (Change Wheel), Kaplan (Balanced Scorecard)

Owner: Senior PM + Key Account Leads | Timeline: Ongoing from Month 1

Move 8: Track Three Signals (Early Warning System)
Why: Create visibility into whether Al strategy is building or eroding trust.

How:

e Monitor three leading indicators weekly:
o Customer trust signals: feedback tone, adoption of early pilots, willingness to co-design

o Team energy signals: participation in Al discussions, creative contributions, burnout
indicators

o Board confidence signals: question types in board meetings (curious vs. skeptical)
e Review in leadership team every two weeks

e Adjust strategy based on what's holding vs. breaking

Frameworks: Kaplan (Balanced Scorecard), Edmondson (Psychological Safety)

Owner: Jordan Lee | Timeline: Ongoing from Week 1




Who Might Lead Each Move?

Strategic Move

Move 1: 5-Conversation Test

Move 2: Alignment Workshop

Move 3: Validation Pilot

Move 4: Board Narrative Reframe

Move 5: Innovation Capacity

Move 6: Al Positioning Framework

Move 7: Customer Feedback Engine

Move 8: Track Three Signals

Likely Owner

Jordan Lee, Product Lead

Jordan Lee, CEO

CTO, Senior Engineer

Jordan Lee

CTO, Engineering Leads

Jordan Lee, Marketing Lead

Senior PM, Account Leads

Jordan Lee
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Next Moves for Leadership

1. Pick 2-3 strategic moves to pilot this quarter—no more. Depth over breadth.
2. Assign one clear owner per move using the table above.
3. Checkin at 60 days with results, blockers, and adjusted priorities.

4. Communicate progress transparently to board, team, and customers—process credibility
is the product.

Jordan's challenge is not uniqgue—many product leaders face board pressure to adopt emerging
technology before authentic opportunities crystallize. The path forward requires reframing from
'which Al feature to ship' to 'how to build organizational confidence in strategic bets under
uncertainty.! By anchoring in customer discovery, making thoughtfulness the narrative, and running
lean validation experiments, Jordan can transform defensive positioning into strategic leadership.
The real deliverable isn't an Al product in Q1—it's a decision-making process that earns trust across
all stakeholders.

Prepared by:
Vaiv - Al-Powered Problem Solver
Digital Data Design Institute at Harvard

Disclaimer: This report is generated using Al technology. While we strive for accuracy, all insights and

recommendations should be reviewed and validated by appropriate stakeholders before implementation.

™ - - _ .1

4



