[~

060

Product
Management

dummies

A Wiley Brand

Create a winning
strategy for your product
Gather customer and market
feedback to maximize revenue

Prioritize requirements to
engineer teams effectively

" Id / Brian Lawley

L mMRkeTing CEO & Founder, 280Group
-0- Pamela Schure

211N Director of Products and Services,

280Group






[ ~ "~ Y

060

Product
Management

by Brian Lawley and Pamela Schure

dummies
A Wiley Brand



Product Management For Dummies®

Published by: John Wiley & Sons, Inc., 111 River Street, Hoboken, NJ 07030-5774, www.wiley.com
Copyright © 2017 by John Wiley & Sons, Inc., Hoboken, New Jersey

Media and software compilation copyright © 2017 by John Wiley & Sons, Inc. All rights reserved.
Published simultaneously in Canada

No part of this publication may be reproduced, stored in a retrieval system or transmitted in any form or by

any means, electronic, mechanical, photocopying, recording, scanning or otherwise, except as permitted under
Sections 107 or 108 of the 1976 United States Copyright Act, without the prior written permission of the Publisher.
Requests to the Publisher for permission should be addressed to the Permissions Department, John Wiley & Sons, Inc.,
111 River Street, Hoboken, NJ 07030, (201) 748-6011, fax (201) 748-6008, or online at http://www.wiley.com/go/
permissions.

Trademarks: Wiley, For Dummies, the Dummies Man logo, Dummies.com, Making Everything Easier, and related
trade dress are trademarks or registered trademarks of John Wiley & Sons, Inc., and may not be used without written
permission. Optimal Product Process™ and the Product Management LifeCycle Toolkit™ are registered trademarks
of the 280 Group LLC. All other trademarks are the property of their respective owners. John Wiley & Sons, Inc., is
not associated with any product or vendor mentioned in this book.

LIMIT OF LIABILITY/DISCLAIMER OF WARRANTY: WHILE THE PUBLISHER AND AUTHOR HAVE USED THEIR BEST
EFFORTS IN PREPARING THIS BOOK, THEY MAKE NO REPRESENTATIONS OR WARRANTIES WITH RESPECT TO
THE ACCURACY OR COMPLETENESS OF THE CONTENTS OF THIS BOOK AND SPECIFICALLY DISCLAIM ANY
IMPLIED WARRANTIES OF MERCHANTABILITY OR FITNESS FOR A PARTICULAR PURPOSE. NO WARRANTY MAY
BE CREATED OR EXTENDED BY SALES REPRESENTATIVES OR WRITTEN SALES MATERIALS. THE ADVISE AND
STRATEGIES CONTAINED HEREIN MAY NOT BE SUITABLE FOR YOUR SITUATION. YOU SHOULD CONSULT WITH
A PROFESSIONAL WHERE APPROPRIATE. NEITHER THE PUBLISHER NOR THE AUTHOR SHALL BE LIABLE FOR
DAMAGES ARISING HEREFROM.

For general information on our other products and services, please contact our Customer Care Department within
the U.S. at 877-762-2974, outside the U.S. at 317-572-3993, or fax 317-572-4002. For technical support, please visit
https://hub.wiley.com/community/support/dummies

Wiley publishes in a variety of print and electronic formats and by print-on-demand. Some material included with
standard print versions of this book may not be included in e-books or in print-on-demand. If this book refers to
media such as a CD or DVD that is not included in the version you purchased, you may download this material at
http://booksupport.wiley.com. For more information about Wiley products, visit www.wiley.com.

Library of Congress Control Number: 2016962002
ISBN 978-1-119-26402-6 (pbk); ISBN 978-1-119-26403-3 (ebk); ISBN 978-1-119-26404-0 (ebk)
Manufactured in the United States of America

10 9 8 7 6 5 4 3 2 1


http://www.wiley.com
http://www.wiley.com/go/permissions
http://www.wiley.com/go/permissions
https://hub.wiley.com/community/support/dummies
http://booksupport.wiley.com
http://www.wiley.com

Contents at a Glance

Introduction.................. 1
Part 1: Getting Started with Product Management ......... 5
cHaprTER 1: Welcome to the World of Product Management .................... 7
cHAPTER 22 Getting in Character: Discovering Your Role

asaProductManager ... 15
cHAPTER 3: Checking Out the Product LifeCycle........ ..o, 41
Part 2: Discovering, Evaluating, and Planning
for Great Products and Services ............................... 57
cHAPTER 4. Coming Up with Great Productldeas .................oooiii. ... 59
cHapTer 5: Working to Understand Who Your Customer|is .................... 69
cHAPTER 6: Doing Your Homework: Evaluating Yourldeas ..................... 83
cHAPTER 7: Prioritizing and Selecting Yourldeas. ..., 101
cHAPTER 8: Planning to Plan: Choosing a Suitable Approach .................. 115
cHAPTER 9: Developing Your Business Case . .......vveeeeeennnnniiiieenn. 133
cHAPTER 10: Developing Your Market Strategy ..., 147
cHAPTER 11: Developing a Plan: Market Needs, Product Description,

anNd RoOAd Maps . . ...t 177

Part 3: Building and Maximizing Product Success:

From Development to Retirement ........................... 201
cHAPTER 12: Shepherding a Product Idea through the

Development Phase. ... ... e 203
cHAPTER 13: Gearing up for Your Product Launch: The Qualify Phase ........... 217
cHAPTER 14: Liftoff! Planning and Executing an Effective Product Launch ........ 227
cHAPTER 15: Maximizing Your Product's Revenue and Profits................... 243
CHAPTER 16: Retirement: Replacing a Product or Taking It off the Market ........ 271
Part 4: Becoming a Phenomenal Product Manager ....... 279
cHAPTER 17: Cultivating Your Product Management Leadership Skills . .......... 281
cHAPTER 18: Mastering the Art of Persuasion. ..., 289

CHAPTER 19: Getting to the Next Level in Product Management ................ 305



Part5:Partof Tens ................... i, 313

cHAPTER 20: Ten Common Product Launch Mistakes to Avoid.................. 315
cHAPTER 21: Ten (Plus One) Road Maps to Help You Succeed .................. 325
cHAPTER 22: Ten Ways Product ManagersFail. ..., 337
GlOSSANY ... 343



Table of Contents

INTRODUCTION ... 1
AbOULt ThiS BOOK. . ..o e 1
Foolish ASSumptions. . ...t i e 3
lconsUsed in ThisBoOK . ..o i 3
Beyond the BoOK. ... .ot 4
Whereto GofromHere ... ..o e 4

PART 1: GETTING STARTED WITH

CHAPTER 1:

PRODUCT MANAGEMENT ...............ooeiiiiiiie, 5
Welcome to the World of Product
Management...................... 7
Understanding the Need for Product Management ................ 8
Recognizing the Critical Role of Project Management............... 9

Defining product management. ..........covviiiiineeininnann. 9
Serving as a strategic driver for business ...................... 9
Product Management in a Nutshell: Checking Out Your
Day-to-Day Life .. ... e 12
Managing a product during every phase of its life.............. 12
Reachingin toyour bagof tricks. ............. ... .. .. ... 13

CHAPTER 2:

Getting in Character: Discovering Your

Role as a Product Manager ............................ 15

Orientation Day: Examining Your Role as Product Manager ........ 15
Checking out the job description ......... ... ... o i, 17
Pinpointing product management on the
organizationalchart ........ ... 19
Drafting your product management manifesto................ 20

Comparing Product Management to Other Related Roles .. ........ 21
Checking out product marketing. .......... ..., 22
Looking into program management. . ..........c.cooiiiiiinn. .. 23
Exploring project management. .......... ... i, 25
Knowing what other roles you interactwith................... 27

Conducting a Self-Assessment: Traits of a Great

ProduCt Manager. . ..ottt e e e 32
Business acumen. ... e 32
Industry knowledge and expertise . .......cooviii i, 33
Technical knowledge. ...t i 33
Peopleskills .. ..o e 34
Decision-making skills. . ....... ... o o i i 34
Problem-solving aptitude. ........ ...t 35

Table of Contents A"/



vi

Acoolhead. . ... 35

Leadership chops ....ovi i 36
Scoring your product managertraits............. ... 37
RACI and DACI: Understanding Responsibilities. .................. 38
Going the RACIFOULe. . ..o vt 38
Taking a DACIdirection. . .......iiii e 39
Using RACI and DACI effectively ....... ... .ot 40
CHAPTER 3: Checking Out the Product Life Cycle ................. 41
Defining the Product Life Cycle: What ItIsand Isn't................ 41
Phasesand gates. ... ..ot 42
Mapping phase-gate to Agile methodologies .................. 43
It's Just a Phase: Breaking Down the Product Life Cycle ............ 46
Phasel:Conceive. ... ... 46
Phasell:Plan ... 47
Phase lll: Develop . ....oounii e 48
Phase IV:Qualify ... ..o i e 49
Phase V:Launch...... ... 49
Phase VI: Maximize ... ...t 50
Phase VII: Retire. . ..o 51
Detailing the Optimal Product Process .............ccovviininn... 52
Taking a look at how the processworks ...................... 52
Understanding the nine coredocuments ..................... 54
PART 2: DISCOVERING, EVALUATING, AND PLANNING
FOR GREAT PRODUCTS AND SERVICES....................... 57
caerera: Coming Up with Great Productideas................ 59
Getting a Handle on the Creative Process. . ..........c.oovvvenn.. 59
Exploring sources fornewideas............. ..., 60
Lettingyourteamplay ...... ..ot 61
Generating Creative Ideas: Techniquesand TipS .. ......ccvvvenn.. 63
Brainstorming . ...ttt e 63
Consulting customercouncils .. ......... .o i 65
Tapping the power of mind mapping. ..., .. 66
Trying a more structured approach: The four
actions framework. . ... .. 67

cuaerers: Working to Understand Who Your Customer Is.. . . 69

Moving from Markets to Segments ..., 69
Defining marketsand segments............. ... ... 70
Determining marketsegments......... . ... . .. 70

Harnessing the Creativity of Personas. ...t 72
What is included in a persona description. . ................... 72
Developing Personas ...ttt 74

Making Sure You Cover All PersonaRoles. ....................... 77

Product Management For Dummies



CHAPTER 6:

CHAPTER 7:

CHAPTER 8:

Visiting CUSTOMBIS. . .ottt e e 78
Observing customer visit courtesies. . ..., 78
INterviewing CUStOMEersS ... ...ttt 79

Doing Your Homework: Evaluating Your Ideas. .. .. 83
Understanding the Importance of Market

Research and Competitive Intelligence ............ ... ... ot t. 83
Subdividing kinds of marketresearch ........................ 85
Looking for the right placetostart........................... 86

Undertaking the Market Research Process....................... 87
Spelling out the market research process..................... 88
Asking therightquestions .. ...........o i, 89
Examining market research methods ........................ 91

Studying Competitive Intelligence. .......... .. ... . ... o i, 93
Identifying competitors .......... . i 93
Collecting all the competitive intelligence possible ............. 93
Keeping track of the competition ........... ... ... ... 98

Reality-Checking Your Ideas and Hypotheses. . ................... 99
Using a simple validation process. . ............oovveioo... 99
An example of product validation........................... 100

Crunching the Numbers with Financial Forecasting .............. 100

Prioritizing and Selecting Your Ideas................ 101

Prioritizing Your 1deas. . . ..... it e 101
Finding the right fit with the product-market fittriad .......... 102
Putting business canvasestouse..........c.ovvivinennn.n. 104
Weighing different opportunities . .......................... 108

Applying ScoringModels ....... ... 110
Scoring for differentiation: The Kanomodel.................. 110
Scoring for efficient use of development resources:

Value versus effortanalysis. ... ... 111
Filling out a prioritization matrix............. ..o, 112
Collecting ballots: Dot voting. .. ....coviviiiine e 113
Buying features . ... ... 114

Planning to Plan: Choosing a

Suitable Approach................................. 115

Adopting Planning Best Practices . .......... ..o, 115
Starting early . ...t 116
Includingyourteam ..ottt 116
Treating your plan as a livingdocument ..................... 117

Deciding on the Right Amountof Planning...................... 117
Comparing Lean versus in-depth planning .. ................. 118
Completing the types of new products and services grid. ... ... 119

Table of Contents vii



viii

Finding the right level of planning for your

COMPANY'S CUTUre . ..ot e e i 120
Considering your executives’ expectations.................... 122
Evaluating investmentrisk......... ... i i i 123
Streamlining the Planning Process with Lean and
Simple Planning. . ... 124
Understanding the Leanapproach.......................... 125
What numbers are you looking at?. ......................... 125
Taking a look at a popular business model canvas ............ 126
Being prepared to rapidly change and pivot. ................. 128
Taking a More Thorough Approach: In-Depth Planning ........... 128
Deciding whether todocument. ......... ..., 129
Using key documents and corresponding questions........... 130
Estimating your timeinvestment .......... ... ... ... ... 132
cuaerero: Developing Your BusinessCase...................... 133
Making a Business Case for the New Product or Service .......... 134
Recognizing the importance of a businesscase............... 134
Outlining your businesscase. ..., 135
Gathering the necessary information........................ 136
Putting It All Together: Documenting Your Business Case ......... 136
Part I: Executive SUMMaAry . ......ooiinnniin i, 136
Part IIl: Problem and opportunity .............ccooiiiian... 137
Part lll: Market landscape. ........coveiiiinii i 139
Part IV: Competitive landscape .. .......ccoviviiiiinnennn.. 139
Part V: Financial and resource impact analysis................ 141
Part VI RiSKS. .. 143
Parts VIl through XI: Other sections . .................couu... 143
Getting buy-in for your businesscase ....................... 146
cuaerer 10: Developing Your Market Strategy ................... 147
Grasping the Importance of a Market Strategy .................. 148
Setting Yourself Straight on Strategy Tools. ..................... 149
Go-to-market strategy . .......vviiiii 149
Strategymodels. . ... o 150
Considering Other Components of Marketing Strategy ........... 156
Whole product offering ......... ... i 156
Brand promise. .. ...t 157
PrICINg et 157
SegMEeNtatioN. ..ot 161
POSItIONING . ..ot 161
Naming your product . ... ..ovet e 165
MESSAZING. .+« vttt e 166

Product Management For Dummies



Putting Your Market Strategy in Writing ............ ..o, 168

Part I: Executive summary . ... 169
Part Il: Whole productoffer........... ... o i, 170
Part I Pricing . ...ovu i 171
PartIV:Segmentation......... ..o 172
Part Vi Positioning. ... ... .o 172
Part VI: Messaging . ..o ve et e 173
Part VI Strategy ... .ove it e e 173
Part VIII: Launch programs and activities. . ................... 175
Part IX: Budget. ..o e 175
Part X: Concluding sections . ... ennn. 175

CHAPTER 11: Developing a Plan: Market NGEdS,

Product Description,and Road Maps ............... 177
Uncovering Market Need and Creating Product
Feature Descriptions. .. ...ttt e 178
The problemspace ...t 178
The solution Space. . . ..ot 178
Comparing market needs and product features .............. 178
Keeping discussionsclear ...........coiiiiiiiinneinn... 180
Documenting Market Needs . ...... ..ot 181
Questioning why “why” is so important...................... 181
Gathering the necessary information........................ 183
Detailing your market needs document ..................... 187
Prioritizing detailed features and marketneeds .............. 192
Whipping Up a Product Feature Description..................... 193
Outlining the product description. ...........c.oivvinn.. 194
Completing the product description document............... 195
Plotting Your Product's Path to Success with
AProductRoOad Map . ..o v v et 199
PART 3: BUILDING AND MAXIMIZING PRODUCT
SUCCESS: FROM DEVELOPMENT TO RETIREMENT ........ 201
cuaerer 12 Shepherding a Product Idea through the
DevelopmentPhase.................................... 203
Getting the Lowdown on Waterfall/Phase-Gate versus
Agile Development . ... ..ot 203
Waterfall: Measure twice, CUL ONCe. .. oot v et e et 204
Agile: Plan and deliverrapidly .. ... 205
Creating the backloginAgile....... ... .o i i, 207
Assuming typical responsibilities ............ . ... o oo 211
Unlocking the Secrets of the Product Development
Trade-Off Triangle . . ... .o e 213
Maintaining Best Practices during Development................. 215

Table of Contents  iX



cuaeter 13: Gearing up for Your Product Launch:

The QualifyPhase ...................................... 217
Getting Up to Speed on the QualifyPhase ...................... 217
Ensuring internal and external quality validation.............. 218
Creatingabetaplan ........ ... oo i, 219
Dodging typical beta testing mistakes ....................... 220
Putting a Beta PrograminPlace ........ ... ... oo, 221
Setting appropriate goals. . ... o i 221
Making your goalsconcrete. ... 221
Recruiting participants . ...t 222
Making the Decision to Ship the Product........................ 226
cuarrer 12: Liftoff! Planning and Executing
an Effective Product Launch.......................... 227
Unlocking the Do’s and Don'ts of a Successful Product Launch. . ... 228
Understanding the importance of firstimpressions . .......... 228
Detailing the elements of a successful product launch......... 229
Setting Launch Goals ... ...t 230
Checking Out Different Launch Types .. ..., 231
Launches under Agile or very frequentreleases .............. 231
Easy doesit: Thesoftlaunch............. ... ... oot 231
A small effort: The minimallaunch.......................... 232
Going all-in: The full scalelaunch ................ ... .. ... 233
Choosing a launch type: Key considerations. ................. 233
Running a Smooth ProductLaunch ............ ... ... ... .. ... 234
Buildingyourlaunchsquad............ ..., 235
Tracking milestones and ensuring accountability ............. 235
Arming your sales team and other key stakeholders .......... 236
Creatinga Product LaunchPlan .......... ... i, 237
Recognizing the importance of the launchplan............... 237
Filling out the launch plantemplate......................... 238
Validating the Plan against Your Launch Goals................... 241

cwaerer 1s: Maximizing Your Product’s Revenue

andProfits..................... 243
Grasping the Basics of Marketing. . .......... ... oo, 244
Marketing miX .. ...t 244
Working with marcom and creating marketing collateral. ...... 248
Fitting into the sales and marketing funnel................... 252
Getting sales the tools to sell the product.................... 254
Becoming marketingaware. .......... ..o i 255
Forecasting: ALooktothe Future............. ... i, 256
Collecting data for forecasting. . . ..., 256
Making assumptions. . ... 259

X  Product Management For Dummies



Creating an Effective MarketingPlan .......... ... .. ... .. .... 260

Recognizing the importance of a top-notch marketing plan. . . .. 261
Outlining your marketing plan: Whatto include. .............. 261
Setting 80alS. ..ottt 263
Monitoring Product Success Metrics ..., 265
Keeping tabs on the sales funnel: Leads,
opportunities, and cONVersions. . ........ccovviineiinennen.. 265
Examining revenues and profitability. ....................... 265
Gauging marketshare ......... ... i 266
Benchmarking: Tracking against the business plan............ 266
Changing Course: Making Adjustments. ............... ... 267
Beefing up sales support ..ot 268
Enhancingthe product......... ... i, 268
TriMMING COSES v v ittt e e 268

cwarter 16: Retirement: Replacing a Product

or Taking It off the Market............................ 271
Deciding How to Retirea Product. . ..., 272
Taking into account internal and external expectations........ 272
Considering Critical Factors in a Product RetirementPlan......... 273
Breaking down specific end-of-life issues by product type...... 273
Distinguishing a product's various end-of dates............... 275
Checking out parts of a product retirementplan.............. 276
Following Best Practices when Retiringa Product . ............... 277
PART 4: BECOMING A PHENOMENAL PRODUCT
MANAGER. ... 279
cuarer 17: CUltivating Your Product Management
LeadershipSkills........................................ 281
Identifying Traits of an Effective Product Management Leader-. . ... 282
Developing Your Leadership Style ........ ...t 283
Reaching for results and motivating people . ................. 283
Handling stress . ... 284
Thinking, acting, and communicating like aleader ............ 287
cuaerer 18: Mastering the Art of Persuasion..................... 289
Brushing Up on Persuasion Basics...........cccoviviiinaan.. 289
Active listening. . ..o vt 290
Convincing with the three reasons method .................. 291
Asking for what you want — concisely....................... 292
Getting Your Executive TeamonBoard......................... 293
Drawingup aninfluencemap ..., 293
Building relationships with the key players................... 294
Talking the talk: Executive-speak. ..............coooviin... 295

Table of Contents xi



xii

Winning Over Your DevelopmentTeam ... 296

Building your credibility . ....... ... i 296
Assessing your team and adjusting ........... ... il 298
Sizing up different types of developers and how
tohandlethem ... ... . .. 299
Fostering rapport withtheteam........... ... ... ... ...... 300
Getting SalesonYourSide. ... 301
Making it easy for sales to sell your product.................. 302
cuarrer 10: Getting to the Next Level in Product
Management.......................... 305
Mapping Your Career Path: Setting Goals and Target Dates ....... 305
Establishinggoals ........... i 306
Buildingacareerplan...........cooo i, 307
Writing one-, three-, and five-year actionplans ............... 309
Rememberingthefavors ........ ... 310
Mastering Your Market and New Technologies .................. 310
Becoming the market and customerexpert.................. 311
Increasing your technical expertise ............ ... 312
PARTS5: PARTOFTENS ... 313
cuarter 20. TeN Common Product Launch
Mistakesto Avoid. ........................... 315
Failing to Plan Early Enough. ...... ... .o i 316
Not Having a Sustaining Marketing Planin Place................. 316
Shipping a Poor Quality Product. ...... ..., 317
Inadequately Funding Launch........... ... i it 318
Underestimating the Required Marketing Exposure.............. 319
Driving Customers to Buy Your Competitor's Products. ........... 319
Announcing ToO Early. ... 320
Not Having a Dedicated Product Review and Public
Relations Program. ... ...ttt 321
Delaying Communication. . ..., 323
Considering International Markets as an Afterthought............ 323
cuarrer 2: TE€N (Plus One) Road Maps to
HelpYouSucceed....................................... 325
Theme-Based ProductRoad Maps........c.oovviiiiniinnn 326
Timed Release Product Road Maps .........ovviiiineeennnn 328
Golden Feature ProductRoad Maps ..., 329
Market and Strategy Road Maps. .. ... 329
Visionary Road Maps. . ..ot e 330
Competitive, Market, and Technology Trends Road Map .......... 331

Product Management For Dummies



Technology Road Maps ...t 331

Technology across ProductsRoad Map. ...t 332
Platform Road Maps . . ..o it 333
Matrix ProductRoad Maps ... 333
Multiple Product LineRoad Maps. . ....coovveiiinniiiin e, 334
cuaerer 222 T@N Ways Product ManagersFail .................... 337
Talking More Than Listening .. ...t 337
Focusing Only on Features. .......ooiiiinn i 338
Not ContinuingtoLearn. ..... ...t 338
Reinventingthe Wheel ... ... ... i 338
Avoiding Seeking Help . ... ..o 339
Digging In and Refusing to Compromise, Ever ................... 339
Never Visiting Customers. .. ...t 339
Not Owning the Whole Product ............ ..., 340
Adopting Agile but Losing Overall Business Focus. ............... 340
Being a Product Janitor Rather Than a Product Manager.......... 341
GLOSSARY .. 343
INDEX . . 349

Table of Contents xiii






Introduction

roduct management is a critical strategic driver in a company. It can make a

huge impact in terms of whether products, as well as the entire company,

succeed or fail in both the short and long term. It’s the only role in a com-
pany that grasps all aspects of the business, including customers, the market,
competition, trends, strategy, business models, and more. As such, great product
management makes great companies.

While writing Product Management For Dummies, we tapped into our combined
60 years of hands-on product management experience. We also took advantage of
the methodology and learning we’ve discovered working with tens of thousands
of clients and individual product managers over the past 20 years in the product
management consulting and training business. The resulting book, we hope, will
allow you to discover and apply great product management concepts to your busi-
ness and products to create massive success.

Product management has grown tremendously in importance in the corporate
world in the past 10 years, as have the resources available to learn about it. As
authors, we can sincerely say that we wish there had been a book like this when
we were just starting in the profession. We had to learn much of what is in this
book by trial and error. We owe a great debt to our mentors and the organizations
we’ve had the privilege of working for.

If you’re looking for the link to the downloadable Product Management LifeCycle
Toolkit, jump to the “Beyond the Book” section later in this Introduction. We wish
you tremendous success in delivering products that truly delight your customers!

About This Book

Product management as a topic is vast. The breadth of knowledge you need to be
an effective product manager is very complex. The best answer to a question that
arises is “It depends.” As such, covering concepts from all angles was a challenge.
We have done our best to provide a well-rounded look at the product management
profession.
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TIP

One of the beauties of a product management career is that you can make how you
perform your job unique to who you are. Rather than envisioning this book as a
prescriptive set of rules, imagine it as a starting point in your own career. Under-
stand why a concept is important and then pretend you are playing a jazz score.
You find yourself improvising actions while keeping the end goal in mind. This is
the true fascination of this work: It is endlessly different while retaining core
principles.

Product Management For Dummies is intended for all product management audiences:
new product managers, those who are looking to enter the field, and business-
people and entrepreneurs who want to apply product management best practices
in their companies. We give you guidelines as to what you should be doing given
your situation at any particular time; share when you’re likely to be thrown off
track; and provide handy lists, tables, and figures for reference. For those with
more experience in product management, the book no doubt has some concepts
you’ve never experienced and can serve as a good refresher on other things you
have picked up along the way. Because product managers are by and large self-
taught, for certain topics, you can at least take comfort in that you’re on the right
track. We also hope that you can use the book to review, enhance, and extend the
excellent work you’re already doing. With more information and preparation,
you’ll have more confidence in reining in a difficult situation and the ability to
keep the project and your product headed in a good direction.

Here are a few conventions we use throughout the book:

¥ Infoin the shaded sidebars or marked with Technical Stuff icons is text you
can skip if you're short on time. It's good information, but it's nonessential to
the main concept.

3 We often use the term product to refer to both products and services even
though a product is typically an actual physical good and a service refers to the
work done by individuals and companies for customers. In any case, the basic
concepts of product management are all highly applicable to products,
services, and hybrid offerings.

¥ Product marketing is a term that you may have heard interchangeably or in
conjunction with product management. Its focus is typically responsible for
making sure that the marketing, messaging, pricing, and other critical
marketing success factors are in place.

Some companies have a dedicated product management group. Some companies
have a dedicated product marketing group, and some companies have both prod-
uct management and product marketing groups. And some companies have groups

Product Management For Dummies



(called either of these terms) where the individuals perform all of the responsi-
bilities for both.

In this book, we refer to both product management and product marketing using
the term product management only. In this context it covers all activities in a prod-
uct’s life from conception of the initial idea to when the product is retired. The
only exception occurs when we’re discussing the difference between these roles.

Foolish Assumptions

In writing this book, we made a few assumptions about you. We assume that you
have some business knowledge but not necessarily any particular technical knowl-
edge of a subject or product area. We assume that if you need to have this technical
knowledge, you have acquired or will acquire it elsewhere (and we let you know
when you’ll likely need to get outside information).

In an ideal world, product managers would all be deep technical experts and have
MBAs and business backgrounds. However, that isn’t the real world. We assume
that as you grow as a product manager, you’ll develop your own philosophy of
product management, create your own versions of our tools, and innovate and
share with others in the profession. Ultimately, you may aspire to help grow the
next generation of product managers, resulting in more great products available
in the world.

Icons Used in This Book

©

REMEMBER

)
TECHNICAL
STUFF

Throughout this book, you find icons that alert you to information that you need
to know:

Product management definitions vary widely. This icon calls out key terms and
concepts that you’d be wise to file away.

This icon means we’re providing some technical information that may or may not
interest you. You can skip this paragraph if you want without missing any impor-
tant information.
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TIP

WARNING

The Tip icon flags quick tricks to make your job easier and ideas to help you apply
the techniques and approaches discussed. If there’s an easier way to get through
your workload, this is where you’ll find it.

You can easily run into trouble in product management. This icon marks hidden
traps and difficult situations.

Beyond the Book

Downloading the Product Management LifeCycle Toolkit: In addition to the great
content in the book you’re reading right now, the 280 Group has included with
your purchase a single-user license for the Product Management LifeCycle Toolkit
at no extra charge. This collection of templates and tools goes along with the book
and allows you to produce more effective documents more quickly. In addition,
there are completed sample versions of these documents that you can use as a
guideline for how to actually complete them. Go to www.28@group.com/toolkit
and use the coupon code PMDUMMIES to get your complimentary copy.

Also available online are some quick answers to some basic product management
elements. To view this book’s Cheat Sheet, simply go to www.dummies.com and
search for “Product Management For Dummies Cheat Sheet” in the Search box.

Where to Go from Here

4

If you are new to product management or investigating it for the first time, the
best place to start is in Part 1 of the book. Read it from start to finish.

If you already have some experience in product management, we still recommend
starting at Part 1 to refresh what you have learned and to find information that
may be new to you. If you are facing immediate challenges, find the chapter that
most closely addresses your issue.

Product Management For Dummies
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IN THIS PART. ..

Discover what product management is all about and
what critical role it takes in delivering successful
products to market.

Find out about the wide range of job functions you'll be
working with and bring to your team.

Understand the complete process of bringing a product
to market.

Determine what information you need to compile to
keep a product on track to achieve market success.



IN THIS CHAPTER

» Grasping the vital part the product
manager plays in product success

» Previewing typical product
management responsibilities

Chapter 1

Welcome to the World of
Product Management

s a product manager, you have one of the most rewarding, challenging,

interesting, difficult, and important jobs in the business industry. You get

to step up and be a product leader for everyone on your team and through-
out your company while learning how to influence and lead usually without any
formal authority or people reporting to you directly. You get to be responsible for
every aspect of the product offering and for the overall success and failure of your
product. This position provides one of the best training grounds for moving
onward and upward into roles like vice president, general manager, and CEO. And
if you’re lucky and choose carefully, you get to work with some pretty talented
engineering and development teams to create products that delight your custom-
ers, make a huge difference in your customers’ lives, and help achieve profits and
strategic objectives that propel your company to success.
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Understanding the Need
for Product Management

The corporate world has recently gained a deep understanding about why product
management is the best choice for driving products strategically to ensure com-
panies’ customers are delighted and their businesses are growing. According to
Aegis Resources companies that empower product managers are shown to be
50 percent faster to market. And in a 2013 CBS News MoneyWatch article, product
management was listed as the fourth most important role in corporations, behind
only the CEO, general managers, and senior executives. You’re part of a select and
important crowd.

The benefits of having a great product management organization are hard to
ignore:

¥ Delivering products that better meet customer needs
¥ Increasing revenues and profitability
¥ Creating delighted customers who generate positive word-of-mouth referrals

¥ Capturing and owning markets long-term as a result of solid product strategy
which drives overall company efforts

These are just a few of the benefits. No other group in the company understands
all aspects of the business the way that product managers do, and thus they
become the central point of responsibility for product success or failure.

YOU'RE IN GOOD COMPANY

Many CEOs started in product management as their training ground. Some notable
examples include Marissa Mayer (who started at Google, moved into product manage-
ment, and became CEO of Yahoo!), Steve Ballmer (who started as a product manager at
Proctor & Gamble and became CEO of Microsoft), and Scott Cook (who started as a
product and brand manager at Proctor & Gamble and later founded Intuit, the maker of
Quicken, Mint, QuickBooks, and Turbo Tax). In fact, the last seven CEOs at Proctor &
Gamble started as product managers or brand managers, as they are known in the
packaged goods industry.
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Recognizing the Critical Role
of Project Management

Companies with great product management have a much higher degree of suc-
cess. But what is product management? The following sections shed some light on
what a product manager actually does.

Defining product management

You can think of product management as the function in a company that is ulti-
mately responsible for making sure that every product the company offers to the
market is as successful as possible both short-term tactically and long-term stra-
tegically. In other words, the buck stops here. You, as a product manager, must
own everything about product success. Product managers rarely, if ever, have any
formal authority or people reporting to them, so they must lead and influence in
subtle yet effective ways.

Serving as a strategic driver for business

In a company each functional group has expertise and strives to be the best it can
possibly be at what it’s responsible for. Engineers, also known as developers,
build great solutions for customers. Marketing maximizes awareness and interest
in products and services. The marketing folks ensure that the market knows the
product differentiation and is enticed to consider purchasing. Sales is responsible
for closing the sale with customers that are already enticed. Operations makes
sure that the solution is delivered efficiently and at a low cost and that the com-
pany is operating as cost effectively as possible. Technical and customer support
ensure the customer’s problems, if any, are resolved.

The role of product management

So how does product management fit in? One way to think about it is that product
management is in the center of all company departments, as shown in Figure 1-1,
as well as external entities such as customers, press, analysts, and partners.
Although each of the other groups understands its role in making the company
successful, product management is the only group that has a holistic point of view
and understands how all the pieces fit together.
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FIGURE 1-1:
The role of
product
management.
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Without great product management, no one can take responsibility for all aspects
of customer success. After all, someone has to make sure that the short-term
tactical work gets done to make the product successful. Someone also has to set
out and drive the product strategy so that success is ensured longer-term. This is
the role of product management (see Chapter 2 for more on what the product
manager role covers).

Owning the whole product

When customers think about your product, they have a mental pro and con list
that includes items that have nothing to do with product and feature benefits.
Does it meet industry standards? Who will install it? Do I trust them? Who do I call
if I have a problem with it after I buy it? Will they pick up the phone? Can I pur-
chase it in a way that is convenient and familiar to me? Can I finance it? If the
product lasts many years, who is going to support it for all that time? These addi-
tional aspects of your product are called the augmented product. You can see how
the core product, actual product and augmented product are related to each other
in Figure 1-2.

The augmented product is the additional parts of your overall solution that sup-
port the customer’s experience with your product, such as warranty, support,
purchase process, and many other factors beyond just the product and its features.
A product promise is the implied guarantee of what kind of experience you’re offer-
ing to customers through your marketing, sales, brand, and other activities. This
concept is covered further in Chapter 10.
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FIGURE 1-2:
The whole
product offer.
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If you’ve ever purchased a product that seemed to have great features and every-
thing else you needed, yet you were disappointed with support or some other
aspect of the experience, then you’ve experienced a broken product promise.

To further grasp the concept of product promise, check out this example: Say your
product is a car and your company doesn’t have adequate infrastructure in place
to ensure that customers can have it repaired locally. The market may love your
car, but few potential customers may buy; they’re too worried that if the car
breaks they’ll have to go hundreds of miles away to get it repaired. Do you as a
product manager have full control over the company’s strategy and execution for
making sure local repair centers are readily available? No. But you do have the
ability to influence the people in your company who are responsible for this strat-
egy and to hold them accountable for delivering this part of the solution. You also
have the ability to tell the company not to proceed with making the car available
if any part of the whole product offering will stop it from succeeding. Head for
Chapter 18 to learn more about influencing without authority.

Keeping the product promise

As a product manager, you need to be aware of your product promise and how the
augmented product delivers in a way that customers expect. Your responsibility is
to try to do whatever you can to influence the other parts of the company to resolve
any disconnects between customer experience and the product promise. Table 1-1
can help you to clarify how your product delivers (or doesn’t) what is promised.
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TABLE 1-1 Delivering on Product Promise

Question Answer

What are the product's core benefits?

What are key features that support the benefits?

What does my brand represent to my customer?

Outside of the intrinsic properties of my product, what else is involved in a customer’s
decision to choose my product?

How do these augmented product elements add to or detract from my product?

How can | influence this augmented product offering to better fit my product?

Product Management in a Nutshell:
Checking Out Your Day-to-Day Life

A product manager’s job is varied and interesting; just look at Figure 1-1! In fact,
there’s much too much of it to do. The question really becomes, “What is impor-
tant to do right now?” The following sections offer a glimpse into the daily duties
of a product manager.

Managing a product during
every phase of its life

In Chapter 3, we discuss the Optimal Product Process, which is a seven-phase model
that describes everything that happens in product management, from coming up
with a great idea to officially retiring the product. As your product goes through
its life cycle, you can expect to do the following as a product manager:

¥ Generate and prioritize great new ideas for products or features by collabo-
rating with a team, researching the customer, and analyzing the market
(Chapters 4, 5, 6, and 7).

¥ After an idea is chosen, perform in-depth planning around concepts such as
the market strategy (see Chapter 10), customer needs (Chapters 5 and 11),
business case (Chapter 9), and other areas to ensure the plans are well
thought out and support the strategic and financial goals of the company.

¥ Communicate market needs to the engineering team and ensure that the
product it's producing delivers in a way that solves the problems of your
customers (Chapter 11).
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¥ Negotiate with engineering to ensure that changes made to the plans keep
the product on track (Chapters 12 and 18).

¥ Work with external customers to validate whether the product is ready to
officially launch in the marketplace (see Chapter 13).

¥ Plan and execute highly effective product launches that ensure the company
can meet the revenue, profitability, and strategic objectives of the company
(Chapter 14).

¥ Maximize revenues and profitability after the product is available (Chapter 15).

3 Determine whether and when to retire or replace the product and plan and
execute a successful end-of-life campaign (Chapter 16).

Don’t worry; you’ll have plenty to do.

Reaching in to your bag of tricks

As you perform all your daily tasks, you need to draw upon a range of skills. You
have to get executives and other key team members to buy in and support your
plans. You've got to learn to say no to feature and schedule requests that don’t
support your strategy and plans. You need to become perceived as the de facto
leader of the team — the expert on the market and the voice of the customer. And
you need to execute all of that with passion, persistence, and a drive to do every-
thing possible to make sure your product succeeds.

Product managers succeed because they have skills in the following areas:

3 Communication: Product managers communicate when times are good and
handle the tough situations as they come up.

¥ Influence: Product managers use their communications skills and more to
influence and negotiate with the many stakeholders they meet in their work.

3 Analysis: Product managers request, create, and absorb quantitative and
qualitative data and communicate what it means effectively.

3 Empathy: Product managers have great empathy for their customers and all
their stakeholders. They are interested in what makes people tick and how
they can help others succeed.

3 Forward driving and thinking: Product managers can see into an ideal
future and create almost tangible visions of what the world should look like
once the rest of the world catches up to them. They want to bring others
along with them in this amazing journey as they create valuable products and
experiences.
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NEVER STOP LEARNING

Although this book offers a boatload of information, you may want to consider some
outside sources to further your skills and knowledge about product management.
Consider attending an in-depth course that covers the entire product life cycle and
allows you to practice what you've learned. Check out 28@group . com for a schedule of
our classes, such as Optimal Product Management and Product Marketing. If available,
join your local product management association; you can find a nearby one online.
Join the online Association of International Product Marketing and Management
(www . aipmm.com), and attend and volunteer in a local product management meetup.
Work to build your product management network.
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