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Dare to lead your 
product with Intent!
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Intent

Intent is a function of 

A. Context and organizational
intent

B. Your Intent - The what and why
C. Success criteria
D. Back briefs
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Context and Organizational Intent

● External context: Business 
environment and current trends

● Organizational intent: The intent 
one and two levels up

● Internal context: What are other 
departments and teams doing?
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Your Intent - The What and the Why

B

a. Context & organizational intent
b. Your Intent: The what and the why
c. Success criteria
d. Back briefs
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Your intent - what and why

Outcome

Purpose

[verb] Do something 

In order to [accomplish something]

What

Why
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Your intent - why 
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Your intent - what and why

Format

[verb] Do something 

Use more specific descriptors than 
e.g. “build a great product”. 

Be clear: build the basic set of 
features that x amount of people in 
Sweden use daily within y amount 
of time.

What Why

 

In order to [accomplish something]

While the “what” will change over 
time, the “why" reminds us of the 
underlying purpose. There might be 
multiple ways to fulfill the purpose.

E.g: In order to create safe online 
shopping experiences.
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Hang on!
What if we use OKRs?
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Mapping OKRs to Intent

Objective

Create safe online shopping 
experiences.

Key Results

● a amount of people have 
signed up by b amount of 
time

● x amount of people in 
Sweden use daily within y 
amount of time

What

Why

 Intent

Build the basic set of 
features that x amount of 
people in Sweden sign up 
for within y amount of time 
and retains them over z 
months.

In order to create safe 
online shopping 
experiences.

What

Why



Yassal Sundman
www.yds.se

A good intent...
...helps people make choices
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Success Criteria

C

a. Context & organizational intent
b. Your Intent: The what and the why
c. Success criteria
d. Back briefs
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Success Criteria

● Balanced
● Dashboard
● The metrics you need not the 

ones you have
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Back Briefs

D

a. Context & organizational intent
b. Your Intent: The what and the why
c. Success criteria
d. Back briefs
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Back briefs

2 way communication!

Accountability enables Autonomy

The more dependencies the more 
you need to communicate. 

Optimize for the “just right” level of 
communication.



Yassal Sundman
www.yds.se

Intent in Practice

2

1.  Intent
2. Intent in practice!
3. Stephen Bungay



Yassal Sundman
www.yds.se

Start where you are

There’s always someone higher up 
who should really create clarity first.

Don’t get stuck waiting for others to 
do work.

Set intent, and back brief! The back 
brief will give you valuable input on if 
your direction is right or not.

1

2

3 4
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Organize to best meet needs of strategy

Even if you have clear intent, if you’re 
not organized based on what you’d 
like to accomplish, you won’t get 
anywhere -> Conway’s law will kick 
in!
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Back brief - early and often

Don’t wait until your “intent” is 
perfect, get input and feedback 
early. 
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Stephen Bungay
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The Art of Action

Want to know more? Read Stephen 
Bungay’s book or attend one of his 
workshops!
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Thank you!


