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The Product Thinker’s Toolkit:Hypothesis-driven 
validation
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Product development
is hard.
In a world of software, meaningful differentiation
that delivers value to customers is critical to 
organizational progress, and that is what Product 
Thinking is designed to do. The Product Thinking 
approach brings together key disciplines, mental 
models, and methodologies to build better products, 
leading to supercharged product teams, an 
accelerated product vision, and revenue-driving 
products.

But to be effective, a Product Thinker’s toolkit needs 
to be robust, filled with frameworks one can pull 
from at the right moment to unlock product impact. 
Here we look at a Thoughtworks favourite that we’ve 
used time and time again for both discovery and 
delivery engagements: hypothesis-driven validation. 
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What is
hypothesis-driven
validation?
Hypothesis-driven validation is a seven-step 
framework that focuses on turning product and 
customer assumptions into hypotheses, testing 
them, and using them to inform an impactful 
product/features roadmap. This emphasis on 
hypotheses helps embed the idea of continuous 
discovery through testing and validating into a 
product team’s daily thinking and activities. 
Although most commonly used during the initial 
product discovery when teams are exploring 
product concepts, we advocate using hypothesis- 
driven validation whenever there is a major decision 
to make—whether it’s taking a product in a new 
direction, embarking on a new phase of building,
or evolving current features.
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Why use it?

Hypothesis-driven validation allows product teams 
to validate/invalidate the most critical hypotheses, 
allowing leaders to make evidence-based decisions 
that significantly reduce the risk of subsequent 
investments. Simply put, hypothesis-driven 
validation helps product teams build better products 
and avoid building bad ones. It does this by 
achieving the following:
● Building a shared understanding among team 

members—and between the core team and senior 
stakeholders—of where to invest (both time and people) 
to get the best outcome and de-risk future moves

● Increasing the speed at which product leaders and teams 
can respond to market signals and pivot their strategy to 
meet emerging needs, desires, and jobs to be done

● Providing the foundation for a prioritized roadmap for 
further product exploration or full-scale delivery
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How to use it

What follows is a high-level walkthrough of the seven steps 
involved in hypothesis-driven validation.
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One: Assumptions 
and hypotheses
The first step involves listing all the assumptions 
your product team has about potential product 
concepts and/or features. It’s important to think of 
them in terms of the four product risk areas—
feasibility, viability, desirability, and usability—so that 
you’re thinking in terms of building the right product 
based on your team’s capabilities, your organization’s 
mission/vision, what your customers actually want, 
and whether it will drive revenue.

After listing the assumptions, you should pivot them 
into hypothesis statements, meaning that a series
of statements that begin with “customers will” 
should be revised to “we believe customers will.” 
This reframing opens your team to thinking like 
investigators rather than builders at this step.
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Two: Rank hypotheses

Step two requires you and your team to review and 
rank your hypotheses. The aim here is to think of 
your hypotheses in negative terms. That is, if this 
hypothesis is proven wrong, it will have a significant 
impact on the final product. With this idea in mind, 
your team should vote on which hypotheses are the 
most threatening to the product’s success. The 
hypothesis with the most votes should be prioritized 
to ensure that it isn’t embedded into the product, 
thus posing a significant risk of causing issues in 
late-stage delivery, or worse, after its launch.
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Three: Design tests

Focusing on your high-risk hypotheses, you should 
design tests that provide you with both quantitative 
and qualitative data. These tests can include a mix of 
user research, surveys, prototyping, and landscape 
scans. Each hypothesis should be matched to one or 
more tests based both on its risk level and which 
test would be best suited for identifying risks and 
opportunities.
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Four: Rank tests

The next step requires you to rank tests for 
evaluating each hypothesis. The aim is to identify 
which tests will be most effective for an individual 
hypothesis. For example, if a hypothesis is customer 
focused, the right test focuses on desirability. If, 
however, your hypothesis is technology focused, the 
right test focuses on feasibility. It’s unlikely you’ll 
have the resources or time to run every test on every 
hypothesis, so the ranking system allows you to 
accelerate effective learning.
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Five: Build, measure,
test
Build, measure, and test is what all the work has 
been preparing you for. Depending on the tests 
you’ve chosen, this step can take days, weeks, or 
even months, but it will provide you with a clearer 
understanding of the strength of your hypotheses. 
Just be sure to capture all that data as you go.
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Six: Extract learning

Extracting learning from data is crucial for ensuring 
that you’re building the right thing and building it 
right. However, it can be messy, as it’s unlikely to 
provide you with a cut and dried yes/no for many of 
your hypotheses.

Some hypotheses may be proven accurate, others 
fundamentally not, and still others may be accurate, 
but for reasons you didn’t expect, which will require 
you to rethink what and why you’re building what 
you’re building. By ensuring that you have a 
cross-disciplinary team with every practitioner 
empowered with an equal voice, you’ll generate 
insights that are applicable to every phase of 
discovery and delivery moving forward.
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Seven: Act

The final step involves putting your learning into 
action. If you’re working in a discovery phase, this 
might mean scrapping an invalidated product idea or 
moving forward to high-fidelity prototyping. In the 
delivery phase, it might mean adjusting the roadmap 
or giving you the confidence to bring in extra 
resources to accelerate development.

The only wrong move at this step is to carry on as 
you were before. Hypothesis-driven validation 
should provide you with the foundation to build 
better products by derisking your development 
efforts, validating good ideas, and allowing you to 
scrap the bad ones before it’s too late.
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About Thoughtworks

Thoughtworks is a global technology consultancy 
that integrates strategy, design and engineering to 
drive digital innovation. We are over 12,500 people 
strong across 50 offices in 18 countries. Over the 
last 25+ years, we’ve delivered extraordinary impact 
together with our clients by helping them solve 
complex business problems with technology as the 
differentiator.

Learn more at thoughtworks.com


