


THE PRODUCT 
MANAGER’S 
DESK REFERENCE

SECOND EDITION

STEVEN HAINES

New York  Chicago  San Francisco  Athens  London

Madrid  Mexico City  Milan  New Delhi

Singapore  Sydney  Toronto



Copyright © 2014, 2009 by Steven Haines. All rights reserved. Except as permitted under the United States Copyright Act of 1976, 
no part of this publication may be reproduced or distributed in any form or by any means, or stored in a database or retrieval system, 
without the prior written permission of the publisher.

ISBN: 978–0–07–182581–8

MHID: 0–07–182581–9

The material in this eBook also appears in the print version of this title: ISBN: 978–0–07–182450–7,
MHID: 0–07–182450–2.

eBook conversion by codeMantra
Version 2.0

All trademarks are trademarks of their respective owners. Rather than put a trademark symbol after every occurrence of a trade-
marked name, we use names in an editorial fashion only, and to the benefit of the trademark owner, with no intention of infringement 
of the trademark. Where such designations appear in this book, they have been printed with initial caps.

McGraw-Hill Education eBooks are available at special quantity discounts to use as premiums and sales promotions or for use in 
corporate training programs. To contact a representative, please visit the Contact Us page at www.mhprofessional.com.

This publication is designed to provide accurate and authoritative information in regard to the subject matter covered. It is sold with 
the understanding that neither the author nor the publisher is engaged in rendering legal, accounting, futures/securities trading, or 
other professional service. If legal advice or other expert assistance is required, the services of a competent professional person
should be sought. 

—From a Declaration of Principles jointly adopted by a Committee
of the American Bar Association and a Committee of Publishers

TERMS OF USE

This is a copyrighted work and McGraw-Hill Education and its licensors reserve all rights in and to the work. Use of this work is 
subject to these terms. Except as permitted under the Copyright Act of 1976 and the right to store and retrieve one copy of the work, 
you may not decompile, disassemble, reverse engineer, reproduce, modify, create derivative works based upon, transmit, distribute, 
disseminate, sell, publish or sublicense the work or any part of it without McGraw-Hill Education’s prior consent. You may use the 
work for your own noncommercial and personal use; any other use of the work is strictly prohibited. Your right to use the work may 
be terminated if you fail to comply with these terms.

THE WORK IS PROVIDED “AS IS.” McGRAW-HILL EDUCATION AND ITS LICENSORS MAKE NO GUARANTEES 
OR WARRANTIES AS TO THE ACCURACY, ADEQUACY OR COMPLETENESS OF OR RESULTS TO BE OBTAINED 
FROM USING THE WORK, INCLUDING ANY INFORMATION THAT CAN BE ACCESSED THROUGH THE WORK VIA 
HYPERLINK OR OTHERWISE, AND EXPRESSLY DISCLAIM ANY WARRANTY, EXPRESS OR IMPLIED, INCLUDING 
BUT NOT  IMITED TO IMPLIED WARRANTIES OF MERCHANTABILITY OR FITNESS FOR A PARTICULAR PURPOSE. 
McGraw-Hill Education and its licensors do not warrant or guarantee that the functions contained in the work will meet your 
requirements or that its operation will be uninterrupted or error free. Neither McGraw-Hill Education nor its licensors shall be 
liable to you or anyone else for any inaccuracy, error or omission, regardless of cause, in the work or for any damages resulting  
therefrom. McGraw-Hill Education has no responsibility for the content of any information accessed through 
the work. Under no circumstances shall McGraw-Hill Education and/or its licensors be liable for any indirect,  
incidental, special, punitive, consequential or similar damages that result from the use of or inability to use the work, even if 
any of them has been advised of the possibility of such damages. This limitation of liability shall apply to any claim or cause  
whatsoever whether such claim or cause arises in contract, tort or otherwise.

http://www.mhprofessional.com


vii

List of Illustrations  xix
List of Templates  xxiii
Foreword Practice What You Preach: A Case Study on 

Steven Haines . . . Bob Caporale  xxv
Preface  xxxi
Introduction The Accidental Profession xxxv

MODULE 1

FOUNDATIONS OF PRODUCT MANAGEMENT
Introduction to Module 1 1

Chapter 1

What Is Product Management?  5
Question 1: What Is a Product? 6

Product Lines 7
Product Portfolios 9
Solutions, Bundles, and Systems 10
Product Elements and Modules 13
Platforms 14

Question 2: What Is Management? 15
What Is a Product Manager? 16
What Does a Product Manager Really Do? 16

Question 3: What Is Product Management? 19
Question 4: How Does Product Management Transform a Business? 21

Discovery and Innovation 22
New Product Planning Phases 23
New Product Introduction Phases (Execution) 24
Post-Launch Product Management 25
Product Management: A Holistic Activity 25

Summary: Why Product Management Matters 26
Raising Your Product Management Experience Quotient (PMEQ) 27

Chapter 2

The Product Master Plan  31
The Purpose of a Master Plan 32

Plans Change 33
The Format of the Product Master Plan 34
The Value of a Product Master Plan 35
An Insurance Policy for Consistent Communication 37

C O N T E N T S

00_Haines_FM  3/4/15  2:32 PM  Page vii



The Basic Construction of the Product Master Plan 37

Product and Product Line Business Documents 38

Cross-Functional Product Team and Other Organizational Information 42

Product Performance and Other Business Information 44

Market Data 47

Resources and Tools 47

A Personal Library 48

A Product Management Library 49

Summary 49

Raising Your Product Management Experience Quotient (PMEQ) 50

Chapter 3

Leadership: Creating Influence  51

You Are Always on Stage 54

Stay Calm, Even when Your Hair’s on Fire 54

Transformation 55

The Most Important Values 56

Leadership Behaviors and Mindset 57

Additional Skills and Subject Matter Expertise 61

Experiential Development 62

How Do You Improve Your Skills and Experiences? 63

Summary 64

Raising Your Product Management Experience Quotient (PMEQ) 65

Chapter 4

Cross-Functional Product Teams: Getting Things Done  67

Cross-Functional Team Definitions 68

Definition: A Culture of Discipline  69

Team Membership  71

Teaming Is Not Always Easy  72

Curing the Dysfunctional Team  75

Building Blocks of a Cross-Functional Product Team  76

Team Membership  77

Multicultural Product Team Issues  78

Product Team Responsibilities  79

Cross-Functional Product Team Membership  80

Clarifying Roles and Responsibilities  80

The Functional Support Plan  82

Team Membership Across the Life Cycle  83

Cross-Functional Teams in the Global Arena  85

Cross-Functional Team Leadership  87

Summary  87

Raising Your Product Management Experience Quotient (PMEQ)  88

Chapter 5

Problem Solving and Decision Making: What’s Next?  91

The Importance of Decision Making  92

Decision Making and Problem Solving  93

viii Contents



Saving Grace: A Case Study about Decision Making  95

Decision-Making Techniques  99

Combining Options  100

The Morphologic Box  100

The Decision Matrix  101

The Decision Tree  103

Analysis Paralysis and Rational Ignorance  104

Gut-Feel Decision Making  106

Business Intelligence  107

Summary  107

Raising Your Product Management Experience Quotient (PMEQ)  108

Chapter 6

Finance for the Product Manager: Keeping Score  111

The Language of Business  112

The Basic Financial Statements  112

The Income Statement  113

The Balance Sheet  117

Cash Flow  121

Demystifying Discounted Cash Flow  122

Financial Planning for Product Managers  124

Creating Business Cases for Product Investments  124

Assembling Forecasts  125

Testing Planning Assumptions Using Sensitivity Analysis  126

Deriving Product Cost Models  126

Establishing Pricing Models  128

Preparing Product Budgets  129

Managing the Business  129

Making Sure the Product Is Achieving Its Financial Goals  130

Financial Ratios  132

Last Words on Ratios  134

Maturity Assessment: Placing the Product on the Life Cycle Curve  135

Using Scorecards  136

Summary  137

Raising Your Product Management Experience Quotient (PMEQ)  137

MODULE 2

BUILDING INSIGHTS AND DRIVING STRATEGIES BY MAKING 

THE MARKET YOUR PRIMARY FOCUS

Introduction to Module 2  139

Why Insights Matter  140

Chapter 7

The Playing Field and the Players: Analyzing the Industry and Competition  145

Becoming the Expert  146

What Is an Industry?  147

Industry Classifications  147

Contents ix



Putting Industry Evolution into Perspective  150

Carrying out Industry Research  151

Securing Additional Data  156

Processing the Signals  159

Competitive Environment  160

Competitive Positioning  161

Gaining an Edge: Performance Counts  161

Competitive Intelligence in Your Company  162

Competitive Intelligence in Your World  163

Ethics in Competitive Intelligence  165

With Whom Do You Compete?  165

Competitor SWOT  166

How Do They Do What They Do?  166

The Final Analysis 175

Summary  176

Raising Your Product Management Experience Quotient (PMEQ)  177

Chapter 8

Finding Markets to Conquer by Understanding Customer Needs 

and Market Segments  179

The Common Denominator in Segmentation: Customer Needs  180

How Markets Are Segmented  183

Market Segmentation and the Marketing Mix  185

Describing the Target Market  186

They Don’t Know What They Don’t Know  188

Planning and Carrying out Customer Visits  193

The Voice of the Customer  198

Using Personas (Or Customer Characterizations) as a Way to Capture Needs  201

Your Research Strategy  203

Summary  204

Raising Your Product Management Experience Quotient (PMEQ)  204

Chapter 9 

Preparing to Set Your Mileposts: Forecasting for the Product Manager  207

Forecasting Basics  208

Forecasting Is a Cross-Functional Exercise  210

Validating Market and Demand Potential  211

Forecasts Are Built on Beliefs about the Future  214

Validating Assumptions and Applying Customer Preferences  215

How Much Can We Really Make? Deriving Market Share Estimates  216

Case Study: Forecasting  218

Sales Forecasting  223

Making the Sales Forecast Useful  224

Demand Planning  225

Concluding the Case  226

Summary  228

Raising Your Product Management Experience Quotient (PMEQ)  229

x Contents



Chapter 10 

Strategic Product Planning: The Inflection Point  231

Strategy Is a Dynamic Continuum  232

Using a Generic Strategy  233

Strategizing Is Like Solving a Puzzle  234

The Waterfall Effect  235

Dynamic Strategy for the Product Manager  237

Strategy in Your World  237

The Product as a Business: A Strategic Planning Model  238

An Overview of the Model  240

The Model in Detail  241

Step A. Baseline the Business of the Product  241

Organizing the Data  242

External Data: Industry and Competition  243

Customer Activity  245

Organizational Capabilities and Financial Health  246

Capturing Product Performance Data  247

Synthesizing Data and Creating Useful Information  254

Prepare to Tell a Story about the Product  260

The State-of-the-Business Product Strategy Review  261

Step B: Recast the Vision for the Product  263

Step C: Identify Strategic Options  264

A Note on Product Roadmaps  268

Summary  269

Raising Your Product Management Experience Quotient (PMEQ)  269

MODULE 3

THE START OF THE PRODUCT’S JOURNEY: THE NEW PRODUCT

DEVELOPMENT PROCESS

Introduction to Module 3  273

Limits and Benefits of Processes  276

A Generic Phase Gate Model  277

Processes Are Linear, Markets Are Not  278

Importance of the Right Pace for New Product Planning  278

Faster is Not Always Better, But It Can’t Hurt  282

The Value of Flawless Execution  283

Organization of the Chapters in This Module  284

Chapter 11

Making a Molehill Out of a Mountain: The Concept Phase  285

The Basic Process  286

Ideation: What’s the Big Idea?  287

Experimentation and Discovery  289

Categorization of Product “Projects”  290

Sorting out Opportunities  291

Contents xi



Looking Down the Product Pipeline  295

Product Enhancements as a Grouped Opportunity  298

“So What?”: The Value Proposition for the Opportunity  299

Clarifying Your Identity with a Positioning Statement  303

Positioning Means Making a Difference  304

Narrowing the Field: Choosing Among Opportunities  306

Managing Rejected Opportunities  307

Securing Approval to Move to the Next Phase: The Concept Review  309

Summary  309

Raising Your Product Management Experience Quotient (PMEQ)  311

Chapter 12

Is There Really a Business Here? Assessing Feasibility  313

Using Functional Support Plans to Clarify Roles, Responsibilities, and Deliverables  317

The Marketing Functional Support Plan (The Marketing Plan for the Product)  321

Product Development/IT/Systems Functional Support Plan  323

Finance Functional Support Plan  324

Customer Service Functional Support Plan  325

Sales Functional Support Plan  326

Operations Functional Support Plan  327

Supply Chain Functional Support Plan  328

Legal/Regulatory/Compliance Functional Support Plan  328

Manufacturing Functional Support Plan  329

International (or Global) Functional Support Plan  330

Resource Planning and Summarization  331

Document Evolution During Feasibility  334

Planning to Monitor the Future Performance of The Product  335

The Power of the Prototype  337

The Decision Matrix for the Feasibility Phase  337

Phase Review: Feasibility  339

Summary  341

Raising Your Product Management Experience Quotient (PMEQ)  343

Chapter 13

Appearances Are Everything: Defining and Designing the Product  345

Product Definition Documents  349

The PRD Outline and Template  352

Managing Requirements  353

Eliciting Requirements  356

Defining Requirements  359

Organizing Documents  363

Managing Requirements from Beginning to End  364

Prioritizing Requirements  366

Inspections and Peer Reviews  367

Requirements Management and the Product Life Cycle  368

The Evolving Product Design  369

Linking the Product Definition to “Building” the Product  371

Make Versus Buy  371

xii Contents



Carrying out a Make Versus Buy Analysis: An Example  372

The Countdown Starts Now: Launch Planning  374

Counting Back: How to Meet the Launch Goal  376

Other Parameters for Successful Launch Planning  378

Setting the Conditions to Recognize Future Life Cycle States  378

The Exit Plan  381

The Product Definition Phase Review  381

Summary  382

Raising Your Product Management Experience Quotient (PMEQ)  384

Chapter 14 

Justifying Product Investments: The Business Case  387

The Purpose of the Business Case  388

Characteristics of Good Business Cases  388

Activities and Sequencing  390

Orchestration of the Case  392

Business Case Structure  393

Cover Page  393

Executive Summary  393

Framing  393

Business Need and/or Strategic Fit  394

Market Assessment  395

Product Description  395

Project Proposal  396

Assumptions, Forecasts, and Financials  396

Operations and Implementation  398

Risk Analysis and Contingency Plans  399

Recommendation  400

Appendices  401

Kick Start the Business Case  401

Case Study: Creating a Business Case  402

The Sample Business Case  405

Concluding Comments  416

Summary  416

Raising Your Product Management Experience Quotient (PMEQ)  417

Chapter 15

Synchronizing the Gears: The Marketing Plan for the Product  419

The Marketing Plan for the Product Is a Functional Support Plan  420

Getting Organized  420

Marketing Plans Always Begin with Strategy  424

Building a Historical Marketing Profile  425

Historical Inbound Programs  425

Competitor Research  426

Field Research Data  427

Market Segmentation and/or Customer Research  427

Industry Research Reports  427

Checking for Inbound Data Sufficiency  427

Contents xiii



Historical Outbound Programs  428

Advertising, Promotion, and Customer Education Program Information  428

Sales Information  429

Marketing and Selling Collateral  429

Using the Historical Profile  429

Putting the Marketing Mix in Perspective  429

Outline for the Marketing Plan  431

Setting the Team Up with a Realistic Marketing Plan  432

Essential Sections of the Marketing Plan  434

Executive Summary  434

Strategic Context for the Marketing Plan  434

The Market Environment for the Product  435

The Marketing Mix: Strategies and Tactics  435

Product  436

Value-Oriented Pricing  437

Advertising, Promotion, and Customer Education  438

Place: Sales and Distribution Channels  438

Marketing Alliances  440

International Marketing Activities  440

Product Launches Being Planned or Being Carried Out  441

Sales Support and Training Programs  441

Customer Service Training  442

Additional Research Programs Needed  442

Cross-Functional Deliverables and Dependencies  442

Integrated Budgets  443

Measurements and Metrics  443

Risks  444

Appendices and Supporting Material  444

Summary  445

Raising Your Product Management Experience Quotient (PMEQ)  445

Chapter 16 

Execution and Oversight During Product Development  447

The Product Manager’s Role During the Development Phase  449

The Product Manager as Facilitator, Partner, and Orchestrator  451

Truth Mixed with Compassion  452

Product Managers Must Understand Execution and Mitigate Conflicts  453

Surfacing Conflicts and Realities with “How” Questions  453

Rapid Product Development  454

Progress Tracking  457

Frequent Status Updates Are Essential  458

Managing Project Plans Helps Manage Risk  459

Additional Project Management Tools  462

Progress Validation Is Essential  465

Product Testing  466

The Beta Test  468

Product Documentation  469

Managing Scope and Budget Creep  470

xiv Contents



Managing Change: Trade-Offs and Prioritization Decisions  472

The Development Phase Review and Checklist  475

Summary  477

Raising Your Product Management Experience Quotient (PMEQ)  477

Chapter 17

Introducing the Product and Orchestrating the Launch  481

Launch Benchmarking Outcomes  482

The Product Launch Phase Workflow  484

Executive Champions Need to Lead Important Product Launches  488

Confirm the Market Window  488

Synchronize Your Documentation (The Business Case, Marketing Plan, 

and Launch Plan)  490

Review Market and Beta Tests—or Conduct Them If Necessary  490

Product Availability Ratings  492

Provide Adequate Sales Training  492

Sales Goals and Compensation  493

Ensure Readiness of Marketing Collateral, Website, and Integrated 

Promotional Programs  494

Arrange Coverage by Industry or Market Analysts  496

Make Sure Distribution Channels Are Able to Sell and Deliver the Product  496

Ensure Readiness of Operational Systems  498

Preparing for the Internal Launch  499

Launch Metrics Must Be Assembled and Ready to Track  500

Risk Management  500

Be Willing to Recommend Go or No-Go for Launch  501

The Announcement  502

The Launch Checklist  503

Summary  503

Raising Your Product Management Experience Quotient (PMEQ)  505

MODULE 4

CONTINUING THE JOURNEY: POST-LAUNCH PRODUCT MANAGEMENT

Introduction to Module 4  507

Chapter 18

Auditing Results After the Launch  511

Afterward  512

Using an Impartial Auditor  513

Market Window Compliance  514

Executive Sponsorship  515

Business Case Synchronization  516

Adequacy and Timing of Collateral  516

Adequacy of Sales Training  517

Reviewing Operational Readiness  518

Conformance to Launch Metrics   518

Contents xv



Make Sure to Capture Lessons Learned  519

Win–Loss Audits  520

Internal Win–Loss Auditing  521

External Win–Loss Auditing  522

Assembling a Report  523

Summary  523

Raising Your Product Management Experience Quotient (PMEQ)  524

Chapter 19

Post-Launch Strategic Performance Analysis  525

Running the Business  526

The Importance of Measuring Performance  527

The Product Business Strategy Model  529

Collection of Data  532

Sources and Types of Data  534

Market Data  534

Financial Data  537

Sales, Service, and Operations Data  538

Observational Data  541

Evaluate the Data: What’s Happening Now with the Product?  542

Identify the In-Market Life Cycle State of the Product  543

Answer the Question: “What’s Happening Now with the Product?”  547

Leading the Cross-Functional Product Team  555

Product Team Meetings  556

Summary  557

Raising Your Product Management Experience Quotient (PMEQ)  559

Chapter 20

Post-Launch Strategic Mix Management  561

Steering the Product Using an Actionable, Integrated Roadmap  565

Deriving Value-Based Pricing  569

Strategic Context  572

Value Orientation  573

Creating Programs to Advertise, Promote, and Educate Customers  575

Fundamental Advertising, Promotion, and Educational Programs  577

Understand What Your Company Is Currently Promoting  579

Action Plans to Promote Your Own Product and Educate Your Customers  580

Improving Customer Access by Selecting the Best Path to Your Chosen Customer  582

Deciding on the Best Path to Take and Creating an Action Plan  585

Integrating Other Aspects of the Strategic Mix for the Product’s Business  587

Creating Unforgettable Customer or User Experiences  587

Protecting the Brand  591

Garnering Customer Loyalty  591

Operating Efficiently  593

Summary  594

Raising Your Product Management Experience Quotient (PMEQ)  595

xvi Contents



Chapter 21

Life Cycle Product Portfolio Management  597

Dispelling Some Myths about Product Portfolio Management  598

What Is Life Cycle Product Portfolio Management?  600

A Portfolio Reference Model  601

The Ideal Work Structure for Product Portfolio Management  602

The Cross-Functional Product Review Board  603

A Life Cycle Product Portfolio Model  604

Methodology  607

Considering Existing Products  608

Product Projects in New Product Introduction  611

Products Being Planned  611

Create Your Own Product Portfolio Model  613

Portfolio Decision Making  614

Availability of Data Is Critical  616

Summary  616

Raising Your Product Management Experience Quotient (PMEQ)  617

Chapter 22

Enough’s Enough! Discontinuing the Product  619

Barriers to Discontinuation  620

The Discontinuation Decision  621

Product Discontinuation Documentation  621

The Cross-Functional Team  622

Other Types of “Discontinuation”  623

The Discontinuation Notice  626

Summary  628

Raising Your Product Management Experience Quotient (PMEQ)  629

MODULE 5

PROFESSIONALIZING PRODUCT MANAGEMENT

Introduction to Module 5  631

Chapter 23

Charting Your Career  633

It’s Up to You  634

A Career Strategy  635

Where Are You Now?  636

Assessing Knowledge, Skills, and Experiences  636

Career Action Planning  639

Your Applied Learning Project  639

Summary  643

Contents xvii



Chapter 24

Organizing for and Managing Product Management  645

Getting Organized  646

Leading Product Management  649

Transforming the Organization  651

Chartering and Supporting Cross-Functional Product Teams  651

Empowerment  652

Acting as the Product Portfolio Review Council and Directing Product Investments  654

Assigning an Owner for All Product Management Processes and Documents  655

Providing Data for Product Managers  657

Creating a Repository of Templates and Tools  658

Resolving Problems as Escalated by the Product Teams  659

Staffing Strategies for Product Managers  660

Ensuring Ongoing Professional Development of Product Managers  662

Support the Building of a Product Management Community  663

Establishing an Environment for Creating and Sustaining Customer Partnerships  665

Investing in Market Research to Support the Product Teams  665

Coaching Product Managers  666

At the Heart of Business: Product Management Matters  668

MODULE 6

THE PRODUCT MANAGER’S TOOLBOX  671

Customer Visit Plan Template  672

Functional Support Plan Template  674

Opportunity Statement Template  676

Product Positioning Statement Template  677

Competitive Analysis Dossier  678

Business Case Template  685

Product Strategy Template  697

Product Marketing Plan Template  701

Product Launch Template  713

Product Discontinuation Outline  717

Product Master Plan Outline  718

Product Requirements Document Guideline and Template  721

Glossary  725

References and Resources  755

Index  759

xviii Contents



I L L U S T R A T I O N S

Figure No. Figure Description Page Number

1.1 Typical Hierarchy of Products and Services 7
1.2 Product Line Hierarchy 8
1.3 BMW Automobile Product Lines 8
1.4 General Product Portfolio Structure 9
1.5 BMW Group Automobile Portfolio 11
1.6 How Solutions Are Structured 12
1.7 Platform Visualization Within the Product Portfolio 15
1.8 The Product Management Life Cycle Model and 

Four Main Areas of Work 21
2.1 Product Master Plan 38
3.1 The Product Team Leader as Superhero 53
3.2 Leadership Transformation Map 56
3.3 The Cycle of Experience 63
4.1 The Phases of Team Development 71
4.2 Typical Cross-Functional Team Members 72
4.3 A Typical RACI Matrix 81
4.4 Interrelated Elements of the Functional Support Plan 83
4.5 Cross-Functional Team Membership Across the Life Cycle 84
4.6 Team Leader Assessment Template 89
5.1 The Problem Solving Sequence 93
5.2 Documenting a Decision Process 98
5.3 The Morphologic Box 101
5.4 Decision Matrix 102
5.5 A Decision Tree 104
5.6 Gut-Feel Decision Making 106
6.1 Projected Income Statement 114
6.2 Sample Balance Sheet 120
6.3 The Mechanics of Discounted Cash Flow 123
6.4 Income Statement Example 131
6.5 Product Profit and Loss Variance Analysis 132
6.6 Tracking the Product’s Life Cycle in a Graph 136
M2.1 The Product Management Life Cycle Model 141
M2.2 Market Insight Process Flow 142
7.1 Telecommunications Services Sector Hierarchy 148
7.2 Global Industry Classification Standard Summary 149
7.3 Putting Industry Activity into Perspective 153
7.4 Global Mobile-Cellular Subscriptions 159
7.5 Competitor Profile Template for a Product or Product Line 167
7.6 Competitor SWOT 168
7.7 Competitive Analysis and the Business Model 169
8.1 Distinguishing Between Features and Needs 182
8.2 Segmentation Example 188
8.3 Customer Value Delivery Models 191
8.4 Customer Visit Request Form 195
8.5 Customer Visit Plan Template 199

xix



9.1 Forecasting Sequence 209
9.2 Aligning the Forecasting Sequence with the Product 

Management Life Cycle Model 210
9.3 BetterLife Historical Snapshot 219
9.4 BetterLIfe EZ Phone Unit Sales History 220
9.5 EZ Mobile Projected Forecast Scenarios 227
10.1 The Waterfall Effect Strategy 235
10.2 Other Functions Try to Influence Product Line Strategies 236
10.3 The Product as a Business Strategy Model 239
10.4 A Template to Help Organize the Work of Data Collection 243
10.5 Organization of Industry and Competitive Data 244
10.6 The Evolution of Needs of Customers in a Market Segment 246
10.7 Data About Organizational and Financial Health 247
10.8 Product Roadmap Retrospective 249
10.9 Product Life Cycle Data and the Life Cycle Curve 251
10.10 Evolution of Marketing Mix Elements 252
10.11 Template for a Strategic Product Retrospective and 

Baseline Evaluation 253
10.12 A SWOT Model for a Product 255
10.13 Quadrant Layout for the Product SWOT Model 257
10.14 Defining a Strength 257
10.15 Defining a Weakness 258
10.16 Defining a Threat 259
10.17 Defining an Opportunity 259
10.18 Product Strategy Review Template 262
10.19 Product as a Business Strategic Planning Template 266
M3.1 Product Planning Boiler Room Operation 279
M3.2 The Product Management Life Cycle Model 280
M3.3 Flexible Usage of Phases and Gates During New Product Planning 281
11.1 The Concept Phase Process Profile 286
11.2 Idea Categories 292
11.3 Opportunity Statement Template 293
11.4 Cross-Functional Membership During the Concept Phase 294
11.5 The Up-Front Product Portfolio 296
11.6 The Graduated Funnel 297
11.7 The Product Manager’s Motorway 298
11.8 Value Proposition Template 302
11.9 Linking a Need to a Feature 303
11.10 Product Positioning Statement Template 305
11.11 Concept Phase Weighted Decision Matrix 308
11.12 Concept Phase Checklist 310
12.1 Cross-Functional Team Membership During the Feasibility Phase 315
12.2 Feasibility Phase Process Profile 316
12.3 The Pairwise Relationship as a Basis for the Functional Support Plan 318
12.4 High-Level Functional Support Plan 318
12.5 The Functional Support Plan Template 320
12.6 Cross-Functional Negotiation 321
12.7 Resource Estimate and Approval Template 332
12.8 Product Team Resource Summary Template 333
12.9 Integrating Functional Support Plans into One Integrated Plan 334

xx Illustrations



12.10 Feasibility Decision Matrix 338
12.11 Feasibility Phase Review Checklist 342
13.1 Definition Phase Process Profile 347
13.2 Cross-Functional Team Roles During the Definition Phase 348
13.3 Evolution of the Product Requirements Document 350
13.4 Evolution of the PRD, PSD, and Product Design 352
13.5 The Boundary Between the PRD and PSD 353
13.6 Product Requirements Document Template 354
13.7 A Decision Matrix to Prioritize Requirements 366
13.8 Example Make Versus Buy Matrix 373
13.9 The Evolution of the Launch Plan 375
13.10 Simple Launch Functional Support Plan 376
13.11 Counting Back Launch Plan 377
13.12 A Product on a Growth Trajectory 379
13.13 A Product Following a Mature Trajectory 380
13.14 Product Team Concurrence and Program Approval Template 382
13.15 Definition Phase Checklist 383
14.1 Line of Sight to Market 390
14.2 Evolution of the Business Case 391
14.3 Evolution of the Business Case Across the Product Life Cycle 392
14.4 Examples of Scenarios 397
14.5 Business Case P&L—Current Situation 404
15.1 Marketing Plan Hierarchy 421
15.2 The Marketing System 423
15.3 The Marketing Organization’s Relationship to the Product Team 424
15.4 Marketing Mix Interdependencies 430
15.5 Marketing Plan Outline for a Product 433
15.6 Promotional Campaign Plan Matrix 438
15.7 A Channel Map 439
16.1 The Product Management Life Cycle Model Emphasizing 

New Product Introduction 448
16.2 The Development Phase Workflow 449
16.3 Development Phase Interactions 452
16.4 Product Development Iterations 455
16.5 Basic Sequential Task Progression 461
16.6 Task Progression with Dependencies 461
16.7 Task List in Tabular Format 462
16.8 Simple Gantt Chart 462
16.9 A Network Diagram for a Project 463
16.10 Functional Support Plan Project Integration 464
16.11 Decision Matrix for Prioritizing Development Changes 474
16.12 Development Phase Review Checklist 476
17.1 The Launch Phase Within the New Product Introduction Area of Work 484
17.2 Launch Phase Workflow 486
17.3 The Three A’s of the Product Launch 487
17.4 Multiple Documents, One Target 491
17.5 The Channel Capacity Problem 497
17.6 Launch Phase Checklist 504
M4.1 A Typical Product Manager 509
18.1 Audited Results: Market Window Compliance 515

Illustrations xxi



18.2 Audited Results: Executive Sponsorship 516
18.3 Audited Results: Adequacy and Timing of Collateral 517
18.4 Audited Results: Adequacy of Sales Training 518
18.5 Audited Results: Operational Impacts 519
18.6 Audited Results: Launch Metrics 520
19.1 Evaluative Cycles as an Undercurrent to the Product 

Management Life Cycle Model 530
19.2 The Product Business Strategy Cycle 531
19.3 Market Share Chart 535
19.4 Data Association Map 543
19.5 A General Product Life Cycle Curve 544
19.6 Revenue and Gross Margin 545
19.7 Revenue and Gross Margin Curves: Actuals Versus the Business Case 546
19.8 A Standard Financial Scorecard for a Product 548
19.9 A Standard Financial Scorecard for Two Products 549
19.10 Evaluating Industry and Competitive Activity 550
19.11 Promotional Campaign Tracking 551
19.12 Evaluating Marketing Mix and Marketing Performance 552
19.13 Evaluating Operational Performance 553
19.14 A Product Performance Dashboard 555
19.15 Agenda for a Cross-Functional Product Team Meeting 557
19.16 Template to Record Cross-Functional Product Team 

Meeting Minutes 558
20.1 The Strategic Mix and the Associated Marketing Mix Model 563
20.2 Influences on the Integrated Roadmap 566
20.3 Annual Roadmap Input Matrix 567
20.4 Integrated Roadmap Template 568
20.5 Influences on Pricing Strategies 573
20.6 Influences on the Promotional Mix 576
20.7 Methods Used in Traditional and Digital Promotion 578
20.8 A Template for a Promotional Program 579
20.9 Marketing Mix Model 585
20.10 Future Marketing Mix Options 586
20.11 Customer Experience Management Tool 590
21.1 The Cross-Functional Product Portfolio Review Board 604
21.2 The Product Management Life Cycle Model 605
21.3 Product Portfolio Work Area Buckets 605
21.4 Portfolio Work Area Buckets with Cash Flow Overlay 607
21.5 Post-Launch Product Management: Existing Products in All Phases 608
21.6 Past Performance for Two Growth Phase Products 610
21.7 Product Projects in Progress 612
21.8 Product Project Proposals in New Product Planning 612
22.1 Product Discontinuation Template 624
23.1 Basic Self-Assessment Template 638
23.2 Product Manager Self-Assessment 640
23.3 Career Action Planning Template 642
23.4 Applied Learning Project Template 642
24.1 Product Team Hierarchy 653

xxii Illustrations



T E M P L A T E S

Throughout the book, many helpful templates and tools are available. Addi-
tionally, in Module 6, the most important templates are encapsulated in a
template library for you to recreate for your professional use.

Template Title Figure Number Chapter

Team Leader Assessment 4.6 4

Competitor Profile 7.5 7

Customer Visit Request 8.4 8

Customer Visit Plan 8.5 8

Organizing the Work of Data Collection 10.4 10

Strategic Product Retrospective and Baseline Evaluation 10.11 10

Product Strategy Review 10.18 10

Product as a Business Strategic Planning 10.19 10

Opportunity Statement 11.3 11

Value Proposition 11.8 11

Positioning Statement 11.10 11

Functional Support Plan 12.5 12

Resource Estimate and Approval 12.7 12

Product Team Resource Summary 12.8 12

Product Requirements Document (PRD) 13.6 13

Product Team Concurrence and Program Approval 13.14 13

Cross-Functional Product Team Meeting Minutes 19.16 19
Integrated Roadmap 20.4 20
Promotional Program 20.8 20
Product Discontinuation 22.1 22
Self-Assessment 23.2 23
Career Action Planning 23.3 23
Applied Learning Project 23.4 23
Product Team Hierarchy 24.1 24

TEMPLATE SECTION – MODULE 6

xxiii



This page intentionally left blank 



P R E F A C E

PERSPECTIVES

I wrote the first edition of The Product Manager’s Desk Reference in response
to an overwhelming need for a unified collection of business practices—a
body of knowledge for product managers and product leaders. Since its
release, tens of thousands of people have turned to this book for practical
“how-to” guidance and applicable tools. I must say that it’s incredibly gratify-
ing when people send me pictures of the book with pages bent over, colorful
stickers protruding from all angles, and other signs of daily usage!

The insights in this book are built around a core framework called the
Product Management Life Cycle Model, which is designed to help Product
Management professionals and others manage products holistically across
their life cycles. It has been interesting for to me observe that this book, as a
product, has a life cycle of its own. I have received a lot of feedback and many
suggestions from readers of the first edition, and these ideas have helped me
reenergize the look and feel of the content in this new edition.

Over the past few years, I’ve heard CEOs renew their call for innovative
new products that get to market faster. They have overhauled planning
processes and introduced rapid product development methods. Even with
this emphasis, I’ve often seen the gears of organizations just not moving in
lockstep with each other. This can result in a product without a competitive
edge, or a bug that didn’t get picked up by the people in Quality Assurance.

Even as executives make changes in their organizations, I’ve learned
there is additional work to be done. Based on my research, I can see that
more attention should be paid to the funding of market intelligence programs
to help promote inspirational market insights. Yet, even if research is funded,
insights alone won’t help in the absence of a cogent strategy. To be able to
craft the strategy, real financial and business data are required! Interestingly,
more than two-thirds of product managers surveyed do not have adequate
financial or market share data to help them assess their product’s perform-
ance. This leads me to one of my greatest concerns: the lack of attention to
the management and optimization of products currently in the market. If
more data about current product performance was available, better decisions
would be made about existing and future products. Furthermore, if product
managers realized the psychological rewards that can be reaped when they
take charge of a money-maker or breathe life into a stale brand, they might
think twice about working on that next great technology!

While corporate executives intend for product managers to be more
strategic, product managers say they direct their energy toward tactical,
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day-to-day work and “firefighting.” Most of us know that this is due to the
need to produce short-term results. Another reason that prevents product
managers from being strategic-minded business thinkers is that often there
are simply too few individuals on staff. A third challenge is related to the
people in other functions who do not play their part, for whatever reason.
Notwithstanding that some product managers need to up their game, this
imbalance is not sustainable—and that’s a tall order.

However, all is not lost! Now, more than ever, business leaders do care
more deeply about efficiency and innovation. The “function” of Product
Management is on their radar screen because they’ve come to realize that
Product Management, done right, will contribute to their firm’s ability to
produce the great products and innovations that customers clamor for.

As a great example, over the past few years, a new role has emerged in
many firms: Chief Product Officer (CPO) or an equivalent title. The CPO is
a crucial leadership position and usually reports to the CEO. In a recent
interview with a person at this level, I learned that she worked with the CEO
to reorganize the executive cabinet to replace uncooperative executives (i.e.,
those with their own functional agendas and misunderstandings about Prod-
uct Management) with a more collaborative leadership team. This leader also
hand-picked product managers based on specific criteria, including critical
thinking skills, the proven ability to solve problems in a collaborative way,
and an overall solid business and operational understanding.

I am encouraged by the progress that’s been made and am committed to
continuing my efforts to professionalize the role of the product manager and
to help leaders fortify the function of Product Management. As many are
aware, I wrote two other books that extend my contribution to this area.
Managing Product Management is designed to help senior leaders improve
how they align the organization and support product managers. The Product
Manager’s Survival Guide is aimed at assisting newer product managers to be
as productive as possible, as fast as possible. I am told that experienced prod-
uct managers have found the Survival Guide to be a great resource to remind
them of the work they should be doing!

WHAT’S NEW?

Now, let me tell you about the second edition of The Product Manager’s Desk
Reference. As Steven Covey said, it’s important to “sharpen the saw,” and that’s
what this edition is about. If you’re curious to know how it’s different from
the first edition, here’s a synopsis of the improvements:

1. The Product Management Life Cycle Model has been expanded
to draw more attention to the areas I refer to as “Innovation and
Discovery.” You’ll find that this can enhance your perspective on the



inputs required to plan, prioritize, launch, and manage products,
services, and solutions.

2. In order to improve accessibility, all figures and tables have been
updated. Process diagrams, workflows, templates, and checklists
are easier to view and understand. I’ve also added directories at the
beginning of the book for both illustrations and templates. A quick
scan can get you to the right tool, just when you need it. In this
book, you’ll find more than 190 figures and more than two dozen
templates. By the way, check out a major new template that I call a
Competitor Dossier. It provides a terrific blueprint to understand
your competitors in a more holistic manner.

3. I’ve provided a more finely tuned description of the role played by the
product manager and how the product manager can effectively nego-
tiate with and engage with people in other functions. The product
manager plays the role of facilitator, partner, and orchestrator, and this
context is threaded across many of the chapters. I’ve also included
information that considers multicultural, globally situated teams.

4. Greater attention has been given to the need for the product man-
ager to be able to garner market insights and craft strategies.

5. Improved perspectives on roadmaps are included, from both the
historical perspective as well as from a more forward-looking point
of view.

6. Across many of the chapters, I’ve mentioned the importance of sto-
rytelling as a way to improve communication, transfer knowledge,
and ensure everyone is “on the same page.”

7. As ideas are cultivated, I’ve recommended that product managers
focus on experimentation and the development of prototypes so that
opportunities can be vetted more quickly.

8. I’ve highlighted the need to pay closer attention to elements of the
product’s design and appearance during the phase when new oppor-
tunities are being considered. I’ve reinforced the need to make sure a
designer is part of the team as product ideas are both considered and
developed.

9. Succinct guidance has been provided in the Product Requirements
Document (PRD). A new template and outline has been added. I’ve
also included information to help increase uniformity and consis-
tency in the product definition process through the introduction of
peer reviews and inspections.

10. In Chapter 16, I’ve offered some context around rapid product
development. I’ve portrayed the need for speed through iterative
interactions both with customers and with your development team.
This section is not a treatise on the agile method. Rather, it contains
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a message about the need to consider rapid development tech-
niques in your go-to-market strategy.

11. Module 4 on Post-Launch Product Management has been greatly
expanded. Previously, one chapter was devoted to the management of
existing products. Chapter 19 has been recast and is entitled “Post-
Launch Strategic Performance Analysis” so that you can focus your
efforts on how well your product is doing in the market and in its con-
tribution to business results. Chapter 20 is entirely new and is entitled
“Post-Launch Strategic Mix Management.” It’s designed to help you
determine the type of investments that could be made to upgrade the
product, reduce costs, improve the customer experience, and expand
into new markets. I’ve also added sections that help you construct a
strategically grounded and integrated roadmap, create a value-based
market price, and improve your ability to influence programs to
advertise and promote your product and educate your customers.

12. Module 5, as with the first edition, concentrates on the professional-
ization of Product Management. However, I’ve revised the product
manager self-assessment to be a more user-friendly tool. You can
explore this in Chapter 23. In Chapter 24, I’ve augmented the guidance
provided for leaders so they have greater perspective on their role and
so that they can be better coaches for product managers.

Overall, the second edition contains a lot of new content, significant
revisions, and more engaging visuals. I trust that you’ll use this resource for a
long time to come!

CLOSING COMMENTS

If there’s anything I’ve learned in my decades as a business person, it’s this:
without regard for organizational commotion and dysfunctional teams,
product managers have the best job! One reason is because it’s the only role
that is “whatever you make of it.” It’s also the best job for people who want to
be their best and contribute the most. We cannot know everything, and we
learn continuously from the situations we encounter. We make our mark and
earn empowerment by connecting the dots and seeing the big picture. We
make sense out of amorphousness and the unpredictable actions of market
players, craft and recraft our strategies, and get others to come along for the
ride. That’s leadership—and that’s what product manager’s do.

I hope that you will hop on board this dynamic machine of business and
that the second edition of The Product Manager’s Desk Reference will be the
ever-faithful companion in your quest for innovative, market-defining products
that will delight your customers and spark envy from your competitors.



I N T R O D U C T I O N

THE ACCIDENTAL PROFESSION

I teach Product Management workshops all over the world. At the start of
every session, I ask if anyone has a degree in Product Management. Virtually
all the time, there is no response. In the classroom, students represent a wide
variety of backgrounds and college majors: marketing, finance, physics, engi-
neering, computer science, English, philosophy, psychology, graphic arts—
but no diplomas in Product Management. However, when asked how many
have product manager as their job title, most participants raise a hand.

So the obvious question is, “If you’re all product managers, but you can’t
get a degree in it, how did you get the job?” The answers often sound some-
thing like this:

■ “My boss asked me if I wanted to do the job, and I thought it would be
a good experience.”

■ “I thought it would be interesting.”

■ “I was in development, and since I knew the product, they thought I’d
do well here.”

■ “I was in sales, and since I understood the product, I thought this was
the next logical step.”

■ “It sounded like such a neat job.”

■ “I did marketing before, so this was a good fit for me.”

Welcome to the accidental profession.

EVERYONE COMES FROM SOMEWHERE ELSE

You may have backed into Product Management from another field or busi-
ness discipline. And you may be feeling overwhelmed as you try to figure out
how to get an amorphous collection of urgent, important things done, right
away. Dozens of distractions pull you in all directions—some important,
some not—yet it seems essential to address each detail effectively. Things
happen so fast you cannot structure them, cannot build in your mind’s eye a
clear picture of how things should be coming together. Everyone is placing
tremendous expectations on you; chances are you have no idea how to meet
some of the key expectations, nor are you even aware of all of them.

People in charge of products and services tend to manage them within
the context of their own discipline (engineering, marketing, etc.). Faced
with decision points, they simply choose the priorities that seem urgent to
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themselves or their management. When specialists from other areas plunge
into the job, without adequate knowledge and support structures, they may
end up operating a lot like Lewis and Clark. They become strangers in a
strange land, guided by natives who speak strange languages and don’t
understand the importance or priorities of Product Management.

Adding to this confusion, Product Management has no well-defined
framework and is often treated as a transient discipline in many companies.
Consider a few obvious symptoms:

■ No two companies seem to manage products the same way.

■ Product managers report to different functions in different companies.

■ Organizations and policies do not seem to line up in ways that support
strong Product Management.

■ Executives split important processes between too many departments,
creating inefficient methods.

■ A high percentage of typical product “practices” are either nonexistent,
unnecessary, or made unnecessarily difficult because they are not
based on proven, best-in-class methods.

■ Most companies have neither a formal structure nor standardized
internal Product Management professional development programs.

As a result, product managers unwittingly spend too much time on things
that don’t matter. Exceptional opportunities are missed, while mismatched,
unwanted products seem to linger inexplicably in the marketplace.

The source of these troubles is not your lack of ability, nor is it your com-
pany’s gross oversight. Individuals and companies struggle with Product
Management because there has not yet been a codified body of knowledge
available to the Product Management practitioner. Universities teach core
business functions, and you should not underestimate the value of a solid
business foundation. Every business discipline has its place, including a
unique library of excellent books that make for a formidable education. Every-
one should build that foundation because it provides a list of what to do.
Absent from the curriculum, however, is an overall framework or “anatomical
structure” to look at Product Management holistically—and there is no holis-
tic framework within which to manage and grow your career.

A GRAY’S ANATOMY OF BUSINESS

I have written this book to remedy that situation and help transform a largely
accidental profession into a successful, productive, and recognized discipline.
There is a standard body of knowledge for Product Management, including a
strong, holistic viewpoint of profession and career, along with a set of specific,
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learnable skills. My passionate goal—which this book reflects—is to provide
that body of knowledge and, in the process, transform Product Management
from an artificial, poorly defined slot in an organizational chart into its true
and correct role: the pivot point for successful enterprise.

Think of this book as a Gray’s Anatomy of business—a three-dimensional,
in situ picture of how everything works when it’s running right. Like the human
body, business is a dynamic, living entity. It consists of overlapping, interlock-
ing systems and functions that influence each other in very complex ways.
Business generally responds slowly to corrective action and doesn’t always
respond predictably or consistently. Relationships between the players and the
pieces are dynamic and situational, influenced by a fluid array of team deci-
sions that address constantly changing circumstances. Business is not exactly a
web, a mind-map, a flowchart, or a notebook full of checklists.

This is a reference written from the practitioner’s perspective, for practi-
tioners. Anchored by a standardized Product Management Life Cycle Model,
this business “anatomy” book explains in detail:

■ How to choose and justify which products to build

■ How to plan for their profitable creation and deployment

■ How to develop and launch them

■ How to manage them once they enter the market

■ How and when to gracefully retire them and replace them with new
products

■ How to use product portfolio management techniques to effeciently
allocate investments across all of the products in an organization

To sum up, this book is designed to help you take the right actions, done
the right way, at the right stage of the product’s life cycle.

Along with these critical activities, a detailed primer on many of the fun-
damental business skills is provided to execute these methods successfully.
Rounding out the collection is a broad range of best practices and examples,
coordinated with a large library of templates throughout the chapters and in
the toolbox in the back of the book.

Like a physician’s handbook, this book is structured for dual use, as
both a ready reference for decision making and for sequential self-education.
Like doctors, product managers benefit greatly from a handy reference
library of protocols that can be skillfully applied to various levels of risk. Con-
sidered as a holistic discipline, however, the art of Product Management has
four fundamental pillars or “knowings” you must develop:

■ Knowing where you are. To proceed productively, you must be able to
answer the question, “Where am I now?” As a product manager, you
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need to assess your current career situation as well as the situation
with your product. All journeys have a starting point.

■ Knowing where you want to go and knowing how to compare your
vision to your current environment. You must be visionary or at least
learn how to cultivate and sustain a vision for what your product will
bring to the marketplace. How far away is the vision? What needs to
change? How should I react to the pressures of an environment that is
pushing me to take some path that does not lead to my vision?

■ Knowing how to get to where you want to be. You must have a large
repertoire of processes, practices, and documents (i.e., know how)
that you know when to dynamically apply to situations you’ve never
seen before, but whose shadows you recognize through experience.

■ Knowing how to use these skills with a centered, settled, quiet 
confidence in your ability to reach the right goals, predictably and
repeatedly.

Studied sequentially, The Product Manager’s Desk Reference is intended
to help you to cultivate these four pillars incrementally. Within this frame-
work, Product Management can be relatively straightforward and much
more predictable.

HOW YOU SHOULD USE THIS BOOK

The material contained herein makes it easier to choose correct responses
and make decisions, with much greater accuracy and effectiveness than
simply “winging it.” Ultimately, the situations you encounter may vary
widely from one hour to the next. How you read this book really depends
on your own experience. Read from cover to cover, it gives a good general
orientation to Product Management. But also, based on your particular
needs, you can:

■ Use this book as a reference or “toolkit” to deal with specific situations
for your product.

■ Use it as a method to map your progression through your Product
Management career.

■ Use it as a way to link the “what you do” with the work that has to get
done in each specific phase of the Product Management Life Cycle
Model.

■ Use it as a cross-reference to link practices to documents.

■ Use it as a glossary of common terms so that everyone on your team
speaks the same language.

xxxviii Introduction



Use it as all of these, and more. With a clear head and the right tools, it’s
possible to associate real causes with real effects so that you manipulate the
right causes to gain the desired effects.

One of the key goals of this book is your growth and development as a
product manager. In order to facilitate that growth, I have provided material
at the end of most of the chapters, describing work you can do and experi-
ences you can seek that will improve your knowledge, skills, and professional
effectiveness. These are listed under the heading “Raising Your Product
Management Experience Quotient (PMEQ).” These suggestions, keyed to the
chapter contents, may be helpful in advancing your understanding or gaining
an “edge” in your Product Management career.

DRAWN FROM EXTENSIVE BENCHMARKING AND EXPERIENCE

When I was getting my MBA, I used to get frustrated because the professors
were preaching, not teaching. Distorted, low-probability case studies sup-
ported out-of-context views. Individual components of good product strat-
egy, such as positioning, were touted as the single key to great results. 
I already had some business experience and was actively working at the time,
so it was clear to me that there was plenty of data but very little relevant
information.

I pictured myself in an entrepreneurial setting, managing my own busi-
ness. I often said to myself, “If it were my money, what would I do?” As 
I moved forward in my career, the vision of a predictable set of methods was
never far from my mind. Every time I solved a problem, the solution was 
captured in my private little notebook in my mind. Some of these are
reflected in interesting stories I’ll share with you as you read the book.

The Product Management Anatomy

Beyond a simple body of protocols, Product Management should be afforded
an independent identity, similar to Accounting or Marketing. I strive to create
that identity by offering a body of standardized knowledge that positions
Product Management as an essential element of the organization’s structure.

Many modern companies view Product Management in the same light
that our ancestors viewed the practice of medicine. Think of Galen, the
Greek physician who essentially organized modern medicine around 2,000
years ago. His story serves as a powerful example of what can be accom-
plished with an unswerving combination of passion and professionalism.

Galen was very much ahead of his time, successfully performing brain
surgery and removing cataracts, feats unduplicated by medical practitioners
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until the twentieth century. His prodigious success seems to indicate excep-
tional natural ability, but by his own admission, he was an ordinary man who
simply had an extraordinary passion for his profession. He did do one thing,
however, that most of his contemporaries failed to do: he took good notes.

When Galen found something that worked, he finessed it until he
understood it, and then wrote it down and added it to his protocol library. He
recorded everything and anything he learned, and organized it into repeat-
able diagnoses, treatments, and standardized methods. His studies were so
intense that he reportedly kept 20 or 30 scribes extremely busy while he
worked. His knowledge of preparing medicines was so advanced that the
Galenic Formulary is a still a bastion of modern pharmacy.

Of course, even with this broad collection of protocols, modern medi-
cine is hardly a checklist-driven activity. Doctors use protocol mainly to
quickly eliminate the predictable from the diagnostic process, leaving the
mind free to focus on new and as-yet-unsolved problems. As with medicine,
the practice of entrepreneurship is not 100 percent predictable, either. Like
the physician, the product manager is primarily tasked with choosing the
correct response to rapidly changing, complicated conditions or, in the best
circumstances, anticipating and leading change.

Also like the physician, the product manager can proactively drive more
predictable, positive, and repeatable results with a set of protocols that pro-
vide a standard response for at least some situations. This doesn’t imply that
there is a process for every activity or a pat answer to every problem. Busi-
ness, like life, is at its core about response-ability, and the brain of this living
system called “business”—or, at least, the creative side of the brain—is the
product manager. However, the better you are able to recognize patterns and
address them with validated methods, the more mindshare you can apply to
unpredictable situations, and thus the better the business results, period.

A Career in Progress

Someone once said that if you don’t know where you’re going, you’ll probably
end up somewhere else. Product manager was nowhere on my list of career
ideas. As a solid business generalist with strong leanings toward finance,
operations, and marketing—an undergraduate degree in management sci-
ence, a minor in organizational behavior, and an MBA in corporate finance—
I had a host of jobs:

■ I was a management trainee for a wholesale plumbing supply com-
pany, learning every job in the house. From picking pipe-fittings and
selling toilets to sizing boilers and doing the books, I did it all.
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■ I was a cost analyst for a defense contractor, learning project manage-
ment from the ground up, because that’s what you do when your
company works for the government.

■ I worked as a budget manager for a women’s clothing manufacturer,
discovering ways to deal with suppliers, offshore manufacturing, and
the quirks of a fast-moving fashion-oriented business.

■ I joined finance and operations at a medical device manufacturer,
soaking up manufacturing techniques, medical science, distribution
management, reporting, Product Management, supply chain manage-
ment, marketing, and a lot of other things.

None of these jobs, though interesting, made my list of jobs I’d like to
have as my life’s work. I didn’t have a strategic direction; I didn’t have a career
coach; I didn’t have a clue.

Eventually, I went to work at AT&T Bell Laboratories in business oper-
ations and finance. About three years into my career there, I encountered an
unusual opportunity. Slated for a double promotion, my second-level boss
asked me what I wanted to do. After more than a decade of work experience,
there’s nothing like finally hearing the question, “What do you want to do
when you grow up?” I gave something of a vague answer, explaining that one
day I wanted to be a general manager of a division of a larger company. Her
concise, immediate response shocked me: “Oh. You want to be a product
manager.” That sounded too much like marketing, so I deferred. In spite of
my skittishness, she insisted it was the right thing to do, so I enrolled in a
week-long workshop, and that was that: I was hooked. Product Management
really did turn out to be everything I ever wanted.

Not that it was easy. Instantly, I became a product manager, taking over
the Japanese version of a “made for U.S.” office telephone system. There were
many problems, but the biggest one was my lack of product knowledge. My
bosses expected that I would rapidly get up to speed, get to know all the play-
ers, learn the technology, and discover many other things that I didn’t even
know existed. I entered the job as a senior manager, when a lower-level job,
with closer guidance, would have been more appropriate.

Someone else once said, “You haven’t failed if you learned something
new.” Aside from my suspicion that the person who said that never tried
anything big, I did learn a lot:

■ To be a product manager, you have to start near the bottom, just like
an apprentice serves under a master carpenter. No matter how much
you think you know about business, you need to get the basics down,
including products, people, systems, and methods.
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■ You can’t learn, even at the bottom of the ladder, if you don’t have
coaching and mentoring. The smartest move I made as a product
manager was reaching out to people and asking for help, and I asked
a lot.

■ Companies need a formal structure for professional development of
product managers, modeled after their leadership development pro-
grams for high-potential employees, but few have them.

My next Product Management job was difficult for other reasons. I had
a new boss who knew profit and loss but didn’t understand Product Manage-
ment. The result was a thankless cycle of doing what I thought was right, 
circumventing instructions and then secretly finding ways to fix business and
customer problems. It wasn’t quite as bad as being without a paddle, but
because I had to come up with my own methods, it felt a lot like guiding an
unbalanced canoe upstream in a drenching storm. Sooner or later, I worried,
I would capsize, and then I’d have to swim for it—unless I put everything 
I had into getting things done.

As a matter of fact, an officemate once asked, “How do you know what
to do?” I replied, “I just do what needs to get done.”

In the end, though, I not only managed to keep the boat upright, I even
garnered a “far exceeds” rating, luckily based on the results, not how I got
there:

■ I delivered a product on time, earning $5 million in revenue at a net
profit of 50 percent.

■ My solution had a compelling value proposition, filling a previously
unmet need for a clearly identified market.

■ Most of all, though, I used lessons learned from falling on my face
many times over the years, because my commonsense approach often
challenged conventional wisdom.

Considering my first real taste of product leadership, it was obvious
that, while the school of hard knocks hadn’t necessarily been kind to me, at
least it had been talkative, and I had somehow managed to take a pretty good
set of notes.

SEPARATING THE BEST FROM THE REST

Later on, and for five years, while still working at AT&T, I was assigned to a
Product Management excellence task force. It was chartered to learn about
the practices, processes, and methods used to produce successful products.
Via practical research, we were to investigate how different companies in 
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different industries carried out strategic planning, product planning, prod-
uct development, and introduction; how they managed existing products;
and how they managed portfolios of products.

With Bell Laboratories on our badges, we had an internationally recog-
nized stature that opened doors. Thirty-six companies were benchmarked
over a five-year period. The interviews were qualitative, based on Product
Management practices used across the entire life cycle. We really wanted to
find out what companies did to create and manage successful products, prod-
uct lines, and portfolios. Each company in the research pool agreed to several
days of presentations, tours, and interviews. Many of those firms agreed to
follow-up visits and updates so that we could track their progress. The inter-
views were informative, exhaustive, and eye opening. As we worked through
the responses, we started to see patterns that correlated specific activities with
product success. Success was never guaranteed, but companies who applied
certain methods were more likely to have successful products.

Here are some of the patterns discovered during this benchmarking
investigation:

■ Product and market success in these companies is linked to a keen
focus on carefully chosen markets. In some cases, this focus may be
obsessive. (Companies that focus on the marketplace tend to have a
better chance of gaining an outside-in view of the world. This helps
them recognize the needs of unique segments and important trends
that influence product and marketing strategies.)

■ Management clearly communicates its overarching strategic intent
up and down the organization. This contributes to a reduction in
organizational ambiguity and, most importantly, better alignment of
product portfolio and product line investment decisions.

■ These companies consistently use standardized product platforms.
Organizations that use platforming as a part of their strategies bene-
fit from improved economies of scale from reuse of common archi-
tectures, technologies and even components.

■ Regular rationalization of product portfolios contributes toward
more efficient allocation of investments to the most appropriate,
strategically important product lines. Significant go/no-go project
investments are made at the divisional or corporate leadership team
levels based on portfolio strategies.

■ Organization around products, not projects, using empowered,
cross-functional product teams to run “mini-businesses” inside of
these larger enterprises. When these teams are in place longer, they
tend to perform better and achieve better results than teams that are
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more transient. In the best performing teams, Marketing is always
seen as a strong member. Furthermore, teams, not processes, are the
glue that holds these organizations together.

■ Most companies assign primary product or product line profit-and-
loss accountability to the product teams.

■ Almost all firms have some kind of phase-gate New Product Devel-
opment (NPD) process to make decisions for product projects. As
their experience grows, they adapt it based on the type of project and
the market conditions driving the project. (As a side note, those firms
that use the NPD process to manage project workflows tend to have
less successful products, stemming from their “checklist” culture.)

■ Funding for unplanned product opportunities is not made from
annual budget money, but from a separate funding pool, and is vetted
using the NPD process with funding and business justifications made
using Business Cases.

■ Success is linked to strong product team leaders and team members
who respect one another. They have clear roles and responsibilities
underscored by the consistent use of a common business language for
processes and documents. Furthermore, these companies hold these
product teams accountable for the achievement of business results
using a small, manageable number of business metrics controllable by
the team, not by individual functions.

■ In terms of market focus, these organizations have a formal, central-
ized industry and competitive intelligence function.

■ These organizations publish summaries or abstracts of select indus-
try or competitive activity to interested internal subscribers.

■ They create forums for information sharing. Product groups or mar-
keting groups gather from time to time, either at lunch sessions, all-
hands meetings, or the like, and present market updates or reviews so
that everyone knows what’s going on.

■ They make the competition the main enemy, which tends to reduce
internal conflict and draw teams together.

■ They make market and financial data available to the Product Manage-
ment and Marketing communities.

■ They maintain communities of practice for product managers and
marketers.

■ Customer knowledge goes hand in hand with market focus. Connec-
tion to key customers is critical, not only from Sales but also from
Product Management, Marketing, and Development.
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■ These companies use anthropological and ethnographic (live contacts
with customers) techniques to understand customers’ businesses.

■ Chartered, involved executive leadership teams form governance
councils or equivalent groups to guide the processes, methods, and
tools used by product managers. They also have formal programs to
recruit, select, and progress product managers.

Within these best-in-class companies, organizational structures typi-
cally have product managers reporting to the marketing department. Over the
years, at the start of every one of my workshops, our facilitators ask, “Where
do you report?” At this point, the majority of people indicate that they report
to Marketing. The exception is in the software and technology sector, where
product managers report to Product Development. However, a shift has taken
place. A number of firms have established the senior leadership role of chief
product officer (CPO). The ranks of CPOs continue to swell. In a number of
firms, CPOs have a “seat at the table,” meaning they are “C-level” leaders with
the associated authority and stature of others in the C-suite.

The material you will encounter in this book has been fortified based on
thousands of new data points. My firm continues to gather data on corporate
and employee performance from our corporate diagnostics, assessments,
and audits. These serve to reinforce the “best-in-class” norms against which
leaders may be guided. Our Product Management Executive Board or PMEB
(www.pmexecboard.com) conducts this research and provides a vibrant
community of practice for senior Product Management executives. The
PMEB has become a reliable go-to resource for senior product leaders from
around the world.

SAFE JOURNEYS

Many years after my initial successes, I was explaining the situation to my
daughter. She sagely observed, “Well, you didn’t have a you.” Precisely—I didn’t
have a “me,” someone who had navigated the uncharted, rocky shoals of Prod-
uct Management and survived, newly scrawled map in hand. It took a few more
years for me to realize that I needed to share my discoveries, but eventually, 
I began to show others how to navigate this (sometimes treacherous) passage
at the core of business and entrepreneurship. And now, I would like to do the
same for you.

As a product manager, you are the quarterback, and on every single play
there are dozens of variables to consider: field conditions, defensive forma-
tions, distance from the goal line, and so on. In your repertoire, there is a 
virtual mountain of information, from the playbook to scouting reports to

Introduction xlv

http://www.pmexecboard.com


last-minute instructions from the coach. Considering all these things, though,
the final score and the ultimate result depend largely on your individual
vision, competencies, and experience. If you have the right tools, correct
information, and an appreciation for excellent workmanship, you can achieve
superior results. And in the process, you can transform an unclear job assign-
ment into a highly visible, well-respected career. The caveat is that it requires
a long-term commitment.

Like Ulysses, if you burn your ships behind you (but not your bridges)
and dedicate yourself to success as a product manager, it’s amazing how
quickly you can develop the magic touch. So if you are dedicated to success,
here begins your work toward becoming a virtuoso of Product Management.
Once again, welcome to the accidental profession. Here’s wishing you fulfill-
ing, productive, profitable journeys.

xlvi Introduction



1M O D U L E

FOUNDATIONS OF 
PRODUCT MANAGEMENT

INTRODUCTION TO MODULE 1

Most people live in a house of some kind. Every house has a foundation

and a set of systems that sustain it, creating an environment in which

people can comfortably live. Product Management, as you will learn, is

not a job title or something that other people do. It’s an element of a

company’s entire business model. In order to build the “house” of Prod-

uct Management, a solid foundation is needed, as well as a working

knowledge of the integrated systems that support Product Management.

Therefore, Module 1 is about building this foundation.

Whether you are a new product manager, an experienced product

manager, a product portfolio leader, or someone considering a career in

Product Management, the topics covered in this module will give you a

strong appreciation for what you need to know about Product Manage-

ment. Furthermore, by fully grasping the importance of these founda-

tional elements, people who perform other business functions will gain

an important appreciation for the role of the product manager, and how

each person can support the product and the product manager. After all,



as you’ll learn, everyone ultimately shares responsibility for the success

of the product. Here’s a quick synopsis of the chapters included in this

module:

Chapter 1—What Is Product Management? describes Product Manage-

ment by breaking down the expression Product Management into its two

basic components, namely products and management. The two pieces are

then rejoined to provide you with a view of the value of Product Management

in an organization. Furthermore, the chapter helps you understand the vital

role played by the product manager in the organization.

Chapter 2—The Product Master Plan gives you the wherewithal to

create your official plan of record for the product. This “binder” serves

as a repository for all product documentation, a communication vehicle,

and a learning mechanism for all members of a cross-functional product

team. The Product Master Plan keeps everyone on the same page.

Chapter 3—Leadership: Creating Influence provides you with the con-

text for understanding the human dimension of your job. Most product

managers don’t have people from other business functions reporting to

them. However, product managers are responsible for the success of their

products. This chapter explores the people side of Product Management

and provides helpful ideas to create a collaborative working environment—

one in which all functional contributions can be successfully melded

together, guided by the “vision” of the product manager in the creation and

management of successful products.

Chapter 4—Cross-Functional Product Teams: Getting Things Done

picks up cues from the previous chapter, and melds them into the primary

work structure used to plan and carry out the work of the product as a

business. First, it draws the distinction between a product team and a

project team. Then, it provides you with the mechanics involved in clari-

fying roles and responsibilities so that the right team members get the

work done. In the end, the cross-functional product team is the “board of

directors” for the product and is accountable for optimizing the product’s

performance in the market.

Chapter 5—Decision Making: What’s Next? The theme “what’s

next” appears many times throughout this book because it’s exactly

what product managers face every day. Across a product’s life cycle, the

product manager will be faced with situations arising day by day and

hour by hour that require the assimilation of data, analytics, thought,

and an action, namely, a decision. This chapter focuses on the product
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manager’s challenge of assessing these situations and making the best

decision possible on behalf of the product, the product team, and the

company.

Chapter 6—Finance for the Product Manager: Keeping Score is the

last chapter that rounds out the foundational areas upon which product

managers must rely to plan and run their businesses. You won’t get an

MBA in finance here, but you’ll get a solid dose of financial terminology.

You will also learn the financial tools and methods used to plan and

manage products across the life cycle.

With this in mind, let’s start building the foundation!

MODULE 1  Foundations of Product Management 3



This page intentionally left blank 



1CHAPTER

WHAT IS PRODUCT MANAGEMENT?

5

Executive Summary

■ Product Management is the “holistic business management of the product”
from the time it is conceived as an idea to the time it is discontinued and
withdrawn from the market.

■ Product Managers play a central role in Product Management. They are busi-
ness managers. With the mindset of a general manager or a “mini-CEO” for the
product's business, they lead a cross-functional team to achieve the product's
strategic intent.

■ Organizations can achieve greater levels of efficiency if everyone uses 
a common vocabulary when referring to practices, processes, and 
documents.

The Introduction states that Product Management is the pivot point of

successful business. However, the role of Product Management as a

functional discipline in a company is poorly understood, and its associ-

ated practices are inconsistently applied. Before offering a remedy for

this situation, it’s necessary to explain precisely what I mean by Product

Management. First, I will break down each of these words, Product and

Management, and analyze their meaning. Then, I will define Product

Management from a holistic perspective.
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You will master the “how” much more quickly when you compre-

hend the overall context of the discipline of Product Management. Just

like the assembly–disassembly demonstrations that apprentice mechan-

ics are shown before learning to repair an engine, this chapter offers a

rapid, break-down-and-reassemble orientation to Product Management.

If you’re using this book for sequential study, your grasp of the material

will be deeper if you understand the foundational concepts covered.

Four questions must be answered to completely define Product

Management:

1. What is a product?

2. What is management?

3. What is Product Management?

4. How does Product Management work to transform a business?

In this chapter, each of these questions will be explored in turn.

QUESTION 1: WHAT IS A PRODUCT?

In the PDMA Handbook of New Product Development (2nd ed., Wiley),

the glossary contains the following definition for Product: “A term used

to describe all goods, services, and knowledge sold. Products are bundles

of attributes (features, functions, benefits, and uses) and can either be

tangible, as in the case of physical goods; intangible as in the case of

those associated with service benefits; or can be a combination of the

two.” Webster’s online dictionary indicates, “A product is something that

is produced.”

These definitions are a good start, but there is much more to the

story. Within a business context, a product is not always a single, stand-

alone item; instead, within most companies, there is a hierarchy of prod-

ucts and services. A product may be part of another product or product

line, packaged with a group of products, or offered as a solution or sys-

tem to meet broad sets of customer needs. Products and product lines

are usually part of a larger product portfolio—either in a single firm, in a

business unit, or in a division of a larger company. Alternatively, prod-

ucts can be broken down into product elements, modules, or terms (as in

a credit card). Products may be built upon product platforms or product

architectures. In order to visualize this hierarchy, consider the model

shown in Figure 1.1.



In the business sense, then, we need a workable definition of the word

product: a product is anything that is sold, tangible or intangible. Businesses

can create products to sell to other businesses (business-to-business, or

B2B) or to consumers (business-to-consumer, or B2C). Businesses can also

sell products to other businesses that then sell to consumers (business-to-

business-to-consumer, or B2B2C). Some of these products are merely resold

to end customers, while others are sold as parts of products.

Think of how an automobile parts manufacturer sells parts to an

automobile company. The auto company is like an assembly business; in

most cases, it doesn’t even manufacture any of the parts. Auto compa-

nies sell to dealers (other businesses), who ultimately sell to consumers

or other businesses.

Product Lines

Frequently, companies collect a number of related products into product

lines. Very few companies carry isolated, one-off products. A product

line, depicted in Figure 1.2, is a grouping of products geared toward sim-

ilar markets or solving a particular type of customer problem. Typically,
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products within a line serve similar markets or can be produced via sim-

ilar methods. In effect, a product line is a small product portfolio. For

example, BMW Group has several different automobile product lines:

The Mini brand, the Rolls-Royce brand, and the BMW automobile

brand. The BMW Automobile Division has several cars in its product

line. These product lines are depicted in Figure 1.3.
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Product Portfolios

A product portfolio is the set of all products, product lines, or other

groupings within a business unit or business division. Portfolios can

include existing products, which may be at various phases of their own

life cycles, as well as incoming products (those anticipated, actually in

development, or in the launch phases). In smaller organizations, a single

product or product line may in fact comprise the entire portfolio. A visual

example of this type of product portfolio is shown in Figure 1.4.

In most firms, several products and product lines are grouped

together to make up a product portfolio. Common approaches to organ-

izing product portfolios include the following:

1. The markets on which the products focus. For example, a medical

device firm may group a set of product lines—hearing aids, reading

glasses, and motorized wheelchairs—into a “seniors” portfolio.

2. Types of products produced. In this case, a toy company might

have a bicycle portfolio made up of three lines: tricycles, mountain

bikes, and BMX bikes.
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3. Broad functional themes. This structure is used by many tech-

nology firms that want to create tight linkages across the organ-

ization to minimize duplication and encourage collaboration.

For example, a firm could be organized into three main areas:

hardware, software, and professional services.

4. Types of materials or development methods used. An example of

this organizational approach could be a cookware company that

divides its product lines according to the type of metal used: cast

iron, copper, and aluminum.

The choice of organizing principle for a product portfolio will vary

widely from company to company. In some instances, one product line

may be assigned to two different portfolios at the same time. For exam-

ple, a major computer equipment vendor has a secure server product

that sits both in the security portfolio and the multiprocessor computing

portfolio. Ideally, this would not be the case, but in some instances this

kind of dual assignment makes sense.

Product portfolio management and the related activities of port-

folio optimization and balance are an important part of the strategic

planning and strategic management of an organization, whether that

organization is a company, business unit, division, or product line. The

topic of product portfolio management is covered in more detail in

Chapter 21.

Extending the previous example, Figure 1.5 shows BMW Group’s

portfolio of automobile lines. BMW Group also has a financial services

division, a motorcycle division, and a retail division. All of those divi-

sions comprise the entire BMW Group portfolio.

Solutions, Bundles, and Systems

Related products and services will sometimes be grouped into solutions,

bundles, or systems. The word solution seems to be used more fre-

quently in the B2B arena. Solutions are fairly intricate because they solve

complex problems, often have a high degree of integration, and usually

require customization for a specific customer type or industry applica-

tion. An organization that focuses on solutions should be structured to

support solutions-based sales, marketing, delivery, and postdeployment

services.
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Companies that effectively organize for a solutions or systems busi-

ness may utilize a solutions marketing group or even a professional serv-

ices unit. These people can stay “close to the market” or be intimately

involved with a particular customer. Optimally, this enables the discovery

of opportunities that bring together the needed products, technologies,

and services, whether sourced internally or externally. There is typically a

large consultative aspect of every solution sale.

The term solution is sometimes used inappropriately. In principle,

every product should be a solution to some problem. If you assume that

every product is really a benefit-filled solution, then every company is

really in the solutions business. However, in reality, grouping products

together when they don’t solve a customer’s problem from start to finish

is merely the act of bundling. If a company wishes to sell a bundled solu-

tion, customers will eventually discover a weakness in one or more of the

components and look for another way to solve their problems. There is a

quick and easy way to determine whether a given solution is actually a

bundle. In a B2B setting, if purchasing agents can pick the offer apart to

shop the individual components, it is a bundle.

Bundling can, at times, represent an appropriate strategy, but bun-

dles held out to be complete, seamless solutions might create excess
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overhead for the organization. Companies should avoid adding overhead

with a solution that doesn’t increase profit or add value for the customer.

Bundles do not generally contribute much to product profitability, so

they may be more trouble than they are worth.

Figure 1.6 provides a conceptual snapshot of a solution in a B2B

environment. In this case, several internal product lines and a product

from an external company are assembled, to which value-added programs

are supplied, such as consulting and operational support. The package

adds value for customers because it offers the full range of problem reso-

lution, including diagnosis, solution recommendations, implementation,

and integration. The components of this solution cannot be shopped sep-

arately, so it is a genuine solution.

Here’s an example of how a real solution might come about. IBM

sells solutions. It brings products and services together, both from its

12 MODULE 1  Foundations of Product Management

F I G U R E  1.6

How Solutions Are Structured

YOUR
COMPANY

OTHER
COMPANIES

CUSTOMER

Product Line 
Z

Product Line 
X

Product Line 
Y

P - 1

P - 2

P - 3

P - 4

P - 5

P - 6

P - 7

P - 8

P - 9

OC - E

OC -F

OC -G

•  Professional Services

•  Sales

•  Installation

•  Upgrades

•  Operational Support

•  Consultation

•  Financing

SOLUTIONS MARKETING GROUP



own divisions and other partners. IBM and its partners believe that there

is tremendous added value to customers if it is the single face the cus-

tomer sees, offering both diagnostics and problem solving.

Now, suppose a company makes medical devices and its customers

are complaining of delayed shipments, damaged goods, and incorrectly

labeled parts. This is costing time, money, and reputation. IBM has a

consultative session with the stakeholders and executes a process dis-

covery that reveals the company has a supply chain problem. It can be

addressed with some physical products (from Cisco), some software

(from Oracle), and some services from IBM Consulting. IBM offers to be

the single point of contact for complete business analysis, customiza-

tion, implementation, testing, turn-up, and postsales support. Because

the medical device company doesn’t have the people resources to analyze

and fix complex problems like this, and they can’t easily purchase this

combination of products and expertise as separate line items, they pur-

chase the solution.

Product Elements and Modules

Another key distinction in the definition of products is the idea of

product elements or modules. For tangible products, these are product

components that may be treated as “black boxes” inside the product.

For example, if an appliance company buys electric motors from

another firm in order to manufacture appliances, then the motor is a

product element. If the motor is mounted in a larger housing with a

wiring harness, then that could be called a “power module” or some

equivalent expression indicating that it is a subassembly as a part of the

product.

If another division supplies a product with a complex part at a suit-

able price, it may not be worthwhile to break down the part into individ-

ual components. For example, when developing software, modules of the

code could be sourced elsewhere and then linked together later. There

are also intangible modules, which might include features or terms. 

A bank’s credit card line, for instance, may treat features, terms, or con-

ditions as product elements. Whatever these modules, elements, or sub-

assemblies are, they are building blocks of a product that may require

individual Product Management oversight of their definition, design,

and integration with a larger product or solution.
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Platforms

The last piece of the product puzzle that needs to be defined is the

product platform. The platform represents the underlying foundations,

technology frameworks, base architectures, and interfaces upon which

products are built. The platform provides commonality so that a higher

degree of standardization can be achieved across a portfolio. This stan-

dardization contributes to larger economies of scale and greater flexi-

bility in designing and styling products, so that the company can meet

the needs of different market segments or customers.

As an avid automobile enthusiast, I often read about automobile com-

panies to learn about the evolution of their models, designs, shared compo-

nents, and platforms. Over the past few years, either because of competitive

necessity, design flexibility, or needed scale economies, many automakers

have embraced the platform concept. They are now rationalizing their plat-

forms in search of greater efficiency as they expand globally. The degree to

which firms share parts and other product elements or modules across their

platforms is phenomenal (e.g., motors for electric windows, speedometers,

and other components). In a recent article, one of the major automakers

stated that it would reduce its number of global platforms by 50 percent

within a few years. This type of platform rationalization will cultivate solid

product foundations that can be designed for local markets or to suit local

tastes. Figure 1.7 is a visual representation of this concept.

In The Power of Product Platforms, Marc Meyer and Alvin Lehnerd

state: “Product platforms must be managed. If a platform is not rejuve-

nated, its derivative products will become dated and will fail customers

in terms of function and value. If a company’s platforms are renewed

periodically . . . redesigned to incorporate new functions, components,

and materials, the product family will remain robust through successive

generations.” They go on to say, “Robust product platforms do not hap-

pen by accident. They are the result of a unique methodology and of

strategies for designing, developing, and revitalizing them over time.”

Platform usage can be problematic for some large companies that

have grown through mergers and acquisitions. Issues can arise when

platforms are so complex (and old) that they are difficult to merge into

a unified platform. Large banks, for example, may have many different

platforms for processing credit card transactions or for managing

deposits. If you contact a large banking company’s call center, you may

be asked about the state or region in which you live, so they know which
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system to access. In one of my corporate jobs, we visited a wireless com-

munications company that had gone through many mergers. Manage-

ment was distraught because it had five different billing systems, and

the bill-consolidating mechanism was “dropping” about 30 percent of

the billing records, causing the company to lose millions of dollars in

revenue.

QUESTION 2: WHAT IS MANAGEMENT?

Thus far, I’ve focused on products: I defined the different kinds of prod-

ucts and product offshoots, whether they are product lines, product ele-

ments and modules, platforms, solutions, or the product portfolio.

The second major part of this discourse on Product Management

focuses on the art of management itself. The word management derives
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from Latin: manu agere, or “to lead by the hand.” In most books about

management, definitions generally include the usual cycle of business

elements:

■ Setting goals

■ Directing human and financial resources

■ Assessing outcomes

■ Reassessing and/or resetting goals

I recall a professor from college saying, “managing means getting

things done . . . period.” Most business leaders would agree.

In Product Management, the person in charge is the product man-

ager. However, considering the multifaceted definition of product estab-

lished earlier, it is not safe to assume a one-to-one relationship between

product and product manager. While that model may hold true at some

organizations, a product manager can be partly or wholly responsible

for all or part of a product platform or architecture, a module or series

of modules, a single product, a product line (a small product portfolio),

or several product lines (a larger portfolio).
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What Is a Product Manager?

■ The product manager is a business manager, appointed to be a proactive
product or product line “mini-CEO,” business leader, or general manager.

■ The product manager leads a cross-functional product team.
■ The product team’s responsibility is to optimize the product’s market position

and financial returns, consistent with corporate, business unit, or division
strategies.

What Does a Product Manager Really Do?

It is an accepted principle that product managers bear responsibility for

everything under their purview (e.g., the range of operation, authority,

control, or concern). This is an awesome level of responsibility and

assumes the product manager has a number of distinct competencies.

Although these competencies cannot be perfectly honed down to a finite

number of abilities and expectations, there are some specific practices



(things you need to do) that, when done well, will not only get your job

done properly but also earn you credibility and enhance your stature—

and contribute greatly to your success as a business leader. These prac-

tices include:

■ Integrating and synchronizing. Across the life cycle, the work output of

many people performing a wide range of functions must be orches-

trated to achieve a common goal (e.g., the completion of a new prod-

uct, the upgrade of a current product, or any initiative to improve the

product’s business or market performance). In order to deliver results

and positive outcomes, product managers must be able to see the big

picture; they must also be able to “connect the dots” among all aspects

of the product’s business.

■ Leading and influencing. There is a distinct difference between man-

aging and leading. Managing implies explicit authority over individu-

als. Leadership, on the other hand, means you must convince those

individuals to follow your vision.

■ Cross-functional teaming. Product managers cannot have their eyes

on everything about the product that’s important. Thus they need the

help of many people, including those who bring specialized expertise

from diverse areas and functions. Utilizing these skills and perspec-

tives is critical to the product’s success. The product manager organ-

izes and leads a cross-functional team composed of people who can

perform the tasks necessary to achieve success for the product. In

addition to leading the team, the product manager must be able to

facilitate discussions and debate, mediate conflict, and nurture a col-

laborative, “functional” cross-functional team that can ultimately act

as the board of directors for the product.

■ Solving problems and making decisions. Product managers must con-

tinually strive to make better decisions in near real time at every point

across the product’s life cycle. While good decision-making skills can

be learned and cultivated, this education comes best from actual

practice rather than following advice from textbooks.

■ Financial planning and analysis. Planning for product profitability

and assessing the profitability of existing products is an important

dimension of Product Management. Companies invest money in

products, and these products are expected to yield a positive return

to the business. Product managers should be expected to fulfill the
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responsibility of planning for profitability; therefore they need a solid

understanding of the financials.

■ Assessing the industry and competition. One of the jobs of the product

manager is to interpret the environment within which the company

participates, and where it may operate in the future. Furthermore, the

company’s products compete with other company’s products across

that industry landscape. Whether or not there are formal structures

within the company that gather and archive this data, it is the product

manager’s responsibility to assimilate data about the industry and

competitive environment. With this insight, a product manager can

consider strategies for the product as well as understand how the

company allocates investments across the product portfolio.

■ Segmenting markets, identifying target customers, and uncovering

customer needs. Segmentation requires a joint effort that not only

involves the cross-functional team but may also include outside

research firms. Regardless of what needs to be done, the product

manager often takes primary responsibility for directing this activity

and keeping it on track. The product manager must own this activity,

if for no other reason than to prevent bias typically associated with

function-driven market research. Bear in mind, however, that cus-

tomer-oriented market research and segmentation is no substitute

for the hard work of discovering customer needs. Sometimes even

the customer is unaware of a basic need; in other words, there is a

“better” way. The product manager must drive this discovery process

and own the results.

■ Forecasting. Forecasting volumes, market share, and revenue is an

essential part of the product manager’s job. Of all the jobs done in

part by other groups, this is the least likely to be owned elsewhere. Fre-

quently, a new product manager barely has a foot in the door before

someone is asking for projections. The product manager must own

this activity from start to finish.

■ Formulating product and marketing strategies. Establishing a vision

for the product and crafting a path to the future rests with the prod-

uct manager, who receives help from the cross-functional team. The

most important responsibility of the product manager is to align the

strategies for the product with those of the organization, and to make

sure they interlock across the constellation of product portfolio

investment possibilities.
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■ Leveraging the Product Management Life Cycle Model. Before

explaining the model, it is important to note that the product man-

ager must not only craft the strategy for the product but integrate

that strategy such that appropriate systematic planning will support

the product’s development, launch, and management across its in-

market life cycle. The product manager has the primary responsi-

bility for creating and maintaining the various plans, documents,

and other records required to give life to a product and keep it

healthy. Furthermore, the product manager needs to make sure

these plans are put into action. Product managers provide cross-

functional oversight as product-related projects are carried out.

Finally, product managers provide strategic and tactical manage-

ment of products that are already in the market in different phases

of the product’s life cycle. This may include adjusting the levers of

the marketing mix, influencing new product plans for enhance-

ments or derivatives, or creating plans for replacement products.

The work of the product manager here is to constantly collect and

analyze performance data (e.g., market, financial, and operational)

in order to identify new opportunities for the business.

Besides these practices, a number of important documents must be

owned or heavily influenced by the product manager. These include the

Product Strategy, the Business Case, the Launch Plan, the Marketing

Plan, and the Product Requirements. These are explained, expanded

upon, and exemplified in detail elsewhere within this book.

QUESTION 3: WHAT IS PRODUCT MANAGEMENT?

It is said that Procter & Gamble conceived of Product Management in

the 1930s as a way to improve the oversight of its ever-expanding con-

sumer products business. The concept of Product Management and its

myriad interpretations has permeated the core of product and service

companies around the world. It has long been a challenge for businesses

to unify the disparate activities performed by people in different busi-

ness functions under the umbrella of Product Management.

So what is Product Management? Based on the answers to the first

two key questions, Product Management is the business management of

products, product lines, or portfolios, holistically, for maximum value

creation, across their life cycles. Managing products is akin to managing
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small businesses within bigger business. Sometimes an organization has

one product; sometimes it has several. You will see references to the

expression “product as a business” quite often throughout this book.

Now that the business world is moving at warp speed, many com-

panies have arrived at an epiphany. Business leaders are announcing,

“We’re reorganizing the firm to focus on Product Management. We’re

going to revitalize our Product Management function.” After investigat-

ing what these companies are planning to do and why, one thing is clear:

they recognize that Product Management offers a way to improve their

old style of management. They want to focus on their products as mini-

businesses, that is, small businesses within their overall business. In

addition, these companies are seeking to collectively manage all the

products within a product line or portfolio in the way one might man-

age a portfolio of investments. There are a variety of drivers for deci-

sions to reorganize, including poor product performance, product

duplication in global markets, and even channel conflict. Reform is

engendered by problems, and it is usually some business problem or

challenge that leads an organization to Product Management as a way

forward.

Product Management (big P, big M) is, at its core, a model for a busi-

ness organization. This model includes discovering, innovating, strategizing,

planning, developing, introducing, managing, and marketing products. In

essence, Product Management alters the genetics of the organization up

and down, as well as across business functions. Firms that employ this

model generally focus on the market first and then concentrate on either

the generalized needs of broad market segments or the explicit needs of

target customer types. This kind of outside-in view of the marketplace will

increase the likelihood of producing better business results and optimizing

the value of the product portfolio. As mentioned earlier, implicit in this

view is the fact that the business benefits when products are treated like

investments in a portfolio of businesses (products), allowing for a more

granular approach to strategic and tactical product planning. With this

approach, the products become the building blocks of the organization.

The function of Product Management is not necessarily a linear set of

actions and work flows. Rather, it is a dynamic system that depends on the

work of various people and many interconnected processes across the lives

of many products and portfolios.

(From my book titled Managing Product Management)
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Does this statement imply that Product Management supports the

entire organization? No, not at all. Though Product Management is

genetic, it touches and influences all the organic supporting structures—

all the business functions. Think of the human body: Product Manage-

ment is in the genetic material; it’s in the skeleton; it’s in the circulatory

system, the neural network, and, of course, the command and control

center (the brain). 

All actions of the body work together, holistically, toward a single

goal: homeostasis, or balance. Therefore, everyone in the organization is

(virtually, if not literally) in Product Management in some way or another,

and everyone needs to understand the roles, responsibilities, commit-

ment, and deliverables that make the business (body) work properly.

QUESTION 4: HOW DOES PRODUCT MANAGEMENT 
TRANSFORM A BUSINESS?

Answering the first three questions posed at the start of this chapter has

yielded a detailed definition of Product Management. In order to gain a

comprehensive understanding of this definition, however, it’s necessary

to illustrate the way that Product Management transforms good ideas

into successful products—and how companies benefit from a well-

organized Product Management structure.

The simplest way to achieve this is to use the Product Management

Life Cycle Model, shown in Figure 1.8, and the four Areas of Work that

help to surface ideas and then bring products from idea to final sale.
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These four Areas of Work are Discovery and Innovation, New Product

Planning, New Product Introduction, and Post-Launch Product Man-

agement (PLPM).

Out of necessity, the model is a linear, progressive, and static depic-

tion of something that is actually three-dimensional, recursive, and

dynamic—but for most purposes, it’s a useful approximation.

Underneath two of the visualized Areas of Work undertaken by

product managers (i.e., New Product Planning and New Product Intro-

duction) is a standard phase-gate product development process—or as

some refer to it, the NPD (or New Product Development) process. Com-

panies seeking to improve cycle time or time to market have utilized

phase-gate processes for decades. Venture capitalists also follow a similar

methodology when selecting the best investments to optimize returns to

their business. An explanation of this phase-gate process follows later in

this chapter, with more details to follow in Module 3.

Discovery and Innovation

The Area of Work called Discovery and Innovation serves as a business

canvas to capture data, derive insights, and formulate strategies. Consider

what an explorer might think about when embarking on a journey into the

unknown. Explorers are driven by an intense curiosity to learn and to

share. In doing so, they also establish a pathway for others to follow. And

so it must be for product managers, who serve to light beacons of possibil-

ity for others in the organization.

While the Discovery and Innovation box is fixed in the model, the

work involved is never a one-time event. For example, insights are not

derived from a single study, but of market-oriented observations that are

captured over time. This ongoing signal processing is required for the

product manager and the team to consider emergent, unexpressed chal-

lenges faced by customers, trends in a given industry, or actions taken by

competitors. A continual stream of market and business snapshots pro-

vides the wherewithal to energize product managers and their teams. In

turn, the insights or “aha” moments will reveal strategic possibilities for

the product’s business. Therefore, some of the most important outcomes

from Discovery and Innovation are the inputs to the strategy formula-

tion process. The strategy formulation process combines past and cur-

rent product performance information with current market insights to

set a direction and lay the groundwork for flawless execution. 
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New Product Planning Phases

The Area of Work called New Product Planning serves primarily as a

backdrop for guiding decision making. It is also used to ensure that the

proper cross-functional work gets done in the “phases” so that optimal

product investment decisions can be made. Its physical size in relation to

the other Areas of Work is intentionally larger to represent the amount

of time and effort that should be devoted to planning by the product

manager and the team. The expression “go slowly and carefully first so

you can go faster later” is the mantra for New Product Planning. There is

no mandate to use the word new to describe this Area of Work. However,

whether the product being planned is new or an enhancement to an

existing product, there is usually something new being considered.

There are three phases and three decision gates within this Area of

Work: the Concept phase, in which new ideas are generated and screened;

the Feasibility phase, in which they are qualified in greater detail; and the

Definition phase, whereby products are designed and specified so that

they can be developed. While a brief explanation of each of these phases

follows, a more thorough discussion is available in Module 3.

Concept phase work includes assessment of ideas for new prod-

ucts as well as for line extensions, feature enhancements and product

derivatives, and new market entry with an existing product. It is a

process designed to rapidly screen ideas, assess revenue potential, and

establish the context to achieve differential advantage for a good fit

within the overall product line or portfolio. The output document of

this phase is an Opportunity Statement. At the conclusion of the phase,

a decision check point (DCP) is reached and a review takes place:

Either the concept will proceed to the next phase, or it will be rejected

and work will stop.

For ideas that pass the Concept phase, the Feasibility phase pro-

vides a more in-depth review of the business, market, and technical

dimensions of the proposal. The input to the phase is the Opportunity

Statement and the outputs are a preliminary Business Case, preliminary

Launch Plan, and high-level Functional Support Plans from each func-

tion. (Functional Support Plans are defined and discussed in Chapter 2.)

If a project is considered feasible after a deeper assessment of market,

technical, human resource, and economic perspectives, it can move to

the Product Definition phase. If the opportunity does not meet the

established criteria for acceptance, the project is stopped.
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The Product Definition phase represents the activities that com-

plete the market research, technical, resource, and operational analysis

of the prospective program. In this phase, the product requirements and

business capabilities needed to actually develop and launch a product

are more deeply considered, and the future state marketing mix is solid-

ified. Major funding for development is tied to the successful outcome of

this phase. A final Business Case, Marketing Plan, and set of baselined

Product Requirements are the primary output documents. It is possible

to reject the Business Case if the risks are too great or if the criteria for

acceptance are not met.

New Product Introduction Phases (Execution)

The Area of Work called New Product Introduction (again, “New” is

optional) focuses on taking the plans and getting the work done—in

other words, executing. These phases are portrayed sequentially in most

NPD models. This is not how work should be carried out during New

Product Introduction. While the product is being developed under the

watchful eye of the product manager, a cross-functional launch team

carries out the work needed to prepare the product for the market and

ready the market for the product.

The Development phase begins after the project is approved and

funded. It is the critical point in program execution when the product

and all supporting materials and documentation are built or developed.

It can be characterized by a series of projects or subprojects (some of

which are functional and some cross-functional). It could include soft-

ware development, manufacturing, or other programs involved with the

actual delivery of the product in accordance with product requirements.

Carrying out the Launch phase work actually begins early in the

Development phase and involves the activities used to bring the product

to market. This is exemplified by the inverted triangles of Development

and Launch. The launch is an integral part of the Product Management

process and is an intense, cross-functional team endeavor. However,

management of the Launch phase is often heavily driven by the Market-

ing function or, at the very least, done in close partnership between

Product Management and Marketing. It represents an orderly sequenc-

ing of activities and events to bring the product to market.
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Post-Launch Product Management

After the product is launched into the market, the product manager

begins to focus on optimizing the performance of the products within the

context of the strategies of the firm, division, and product line. Further-

more, the strategic management of products and services characterizes

PLPM, including adjustments to the marketing mix (e.g., product, price,

promotion, and channels), with broad oversight of Customer Service,

Finance, and Operations. In order to run the business of the product,

product team leaders should be adept at leveraging the membership of

the cross-functional team when products are in the market.

Often PLPM is characterized by “blocking and tackling,” fire drills,

and other urgent tasks and activities. This job frustrates many product

managers and can often undermine their credibility on the team as they

try to placate too many people and answer the ever-changing priorities of

the day. PLPM is further characterized by intense information collection

and sharing about the product’s performance and the activities of the

marketplace. The leadership of the team entails communicating and col-

laborating such that appropriate market-based decisions can be made as

the product moves through the market. A premium is placed on team

leadership and the collaborative skills of product managers in the encour-

agement of efficient, rapid communication among team members.

Product Management: A Holistic Activity

The phases in the life of a product do not have clean edges: early phases

blend into later ones, while later phases have deep roots in earlier phases

of the process. Best practices that appear to belong in one part of the life

cycle are active across the product life span. Tools and techniques morph

throughout the life cycle, and even best-in-class documents tied to a par-

ticular point in time have elements that touch everything, from beginning

to end, so that they become living, breathing documents. In fact, Product

Management is a living process: it evolves; it changes; things wax and

wane in importance. It is an interconnected, living system.

While the Product Management Life Cycle Model does help estab-

lish a clear line of sight, creating fantastic products is not a linear or easy

process. Any real business and market environment is dynamic, with
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many important things active at the same time. Decisions made now

affect future elements of the life cycle; a seemingly small change in any

given moment can make a world of difference later. Learning along the

way changes the implementation of the life cycle, though the life cycle

itself doesn’t change structurally very much. Experiencing the product in

the market can change the strategy or influence decisions about next

steps. Actions taken by management or competition may suddenly

change your immediate goals or operating environment.

There are times when certain actions or pieces become more

important, times when other parts are dynamic, and even times when

one or more elements of the product environment must absolutely be

static and stable. The product manager simultaneously manages each of

these pieces separately yet also manages all of these pieces together,

holistically, in harmony. And that is the ultimate definition of Product

Management.

SUMMARY: WHY PRODUCT MANAGEMENT MATTERS

In my book Managing Product Management I placed great emphasis on

the fact that Product Management should not be considered a passing

fad, something nice to have, or the strategic imperative of the year. In the

modern world, businesses compete on a global scale and competitive

forces are relentless. About a quarter of the firms that I study do an

exemplary job of Product Management, and about one-third are headed

in the right direction. The remainder of firms have a lot of work to do to

properly implement Product Management practices.

While Product Management is on the organization chart in many

companies, the roles and expectations of product managers tend to vary

widely. In my experience, a lot of the confusion in this area stems from peo-

ple trying to figure out Product Management on their own. They develop

an approach based on their own operational or functional paradigms,

which very often leads to inconsistent, ineffective business operations.

When Product Management isn’t properly chartered, aligned, or

scoped, people have to work harder to achieve the same goals. Therefore,

Product Management must be established in organizations as a core

capability, and organizational models must be altered to support the

function of Product Management and to effectively utilize the capabilities

of product managers.
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With this in mind, here is why Product Management matters:

■ Product Management provides a framework for consistency in the

use and governance of key business practices across the organization.

■ Product Management is uniquely situated as the only “horizontal”

business function that serves to integrate and synchronize the work

of others across the organization.

■ Product Management serves to align cross-functional leaders around

the business of the product, not their own functional agendas. In

other words, Product Management breaks down functional silos!

■ Product Management, and the use of the Product Management Life

Cycle Model sets the stage for continuous improvement of all busi-

ness practices that support or enable Product Management and the

work of product managers.
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RAISING YOUR PRODUCT MANAGEMENT EXPERIENCE

QUOTIENT (PMEQ)

1. If you are new to Product Management or are considering a job in Product
Management, visit the human resources department and ask them for
some current product manager job descriptions. By reviewing them, you
can recognize the kinds of tasks that product managers carry out in your
company. You can also compare that description to some of the content in
this book. This might help you devise some of your own professional devel-
opment work.

2. A helpful method to learn about Product Management in your company is
to have an information-sharing discussion with a senior member within the
Product Management organization. Seeking out people and asking them
about their career progression and how they gained experience along their
career journeys will also give you a more interesting perspective on this job
category. Further to this, ask to see an organization chart to see how Prod-
uct Management is set up in the company.

3. If you’re already a product manager, you have at least one product for
which you are responsible. That product (hopefully) solves a unique cus-
tomer problem. From time to time, you should be able to verify that the
product actually does solve a customer’s problem and that the product
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carries a differential advantage in the marketplace. It may help you to
reflect on or reevaluate some of the foundations on which your product is
built, such as:

■ The unique customer problem it helps to solve

■ The type of customer who has this problem

■ The reasons these customers choose your product over a competitor’s

4. Within your company or division, there will be some relationships or con-
nections between products. There could be shared platform elements,
technologies, or components. Understanding these connections and docu-
menting them in a visual way has value by helping you recognize a variety
of factors that might influence your product. One idea would be to find out
about the existence of product, product line, and product portfolio dia-
grams, as shown in samples throughout this chapter. If they don’t exist, you
might try to draw them yourself using a variety of resources such as your
company’s website, and by visiting the product managers or individuals
responsible for those products to have them help you with those drawings.

5. If there are any true “solutions” sold by your company, perhaps you can
learn about these in your discussions with Product Management leaders,
marketing leaders, or perhaps in a professional services department in the
company. Try to learn about how these solutions solve bigger customer
problems, and ask if you can review any real case studies related to how
these solutions actually solved customers’ problems.

6. What type of thought or technical leadership does your company exhibit?
Are there any documents or resources you can explore to help you learn
about your company’s distinctive advantage?

7. Your company may employ platforms or may have the opportunity to
develop them. You can learn more about these product platforms by finding
out if there is a platform organization. If there is, it is usually a chief platform
architect or an equivalent group of people who have this responsibility. Visit
these architects and have them describe the major platform elements as
they are shared across product lines. This is critical if you are going to be cre-
ating product requirements for which you will need to rely on your ability to
clarify systemic dependencies and interfaces. Additional work you might
want to carry out in this area includes:

■ Secure documentation to describe how the platform supports (or will
support) current or future products.
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■ Review key drawings and documentation. Learn how the platform inter-
faces with the products. Learn if there are specific interface rules when
defining products and writing requirements.

■ Find out who, in your product development organization, is responsible
for coordinating and testing interfaces with the platform group.

■ Find out the process for making suggestions to the platform group to
influence their evolution.

8. Find out about the product development process used in your organiza-
tion. Get as much information and documentation as you can to learn
about the terminology, documents, and protocols for planning, develop-
ment, launching, and ongoing management of products. You can learn
about this by working with a variety of people in Product Management
and product development. Be sure you don’t look at the development
process from only the perspective of the Product Development depart-
ment. Remember its functional process interlocks with the overall prod-
uct development process.
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