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Congratulation and thank you!

You are reading, the world's most read book on
Strategic Product Management.

| wish you personally much success in Product Management.

Frank Lemser

Many thanks also to you.

Co-Author:  Ulrike Laubner-Kelleher
Editing: Claudia Gnahn, Susanne Lemser, Ulrike Laubner-Kelleher
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PREFACE

This book is designed to help you understand your everyday work as a Product Manager, to show you the
individual work steps, the need for them and their relationships with each other so that you become a
professional manager of your product.

In order for you and your colleagues to have a common understanding and ensure that you as a team also
speak the same language, we would be very happy for you to hand this book around free of charge.

This book will be used as a textbook within the framework of our Product Management training, in which we
teach you in accordance with the Open Product Management Workflow ™ method and according to the
teaching principles of the Flipped Classroom.

The following textbooks are available:

e  Strategic Product Management
e Technical Product Management
e  Successful Go-To-Market

www.pro-productmanagement.com/books

DOWNLOAD OPEN PRODUCT MANAGEMENT WORKFLOW ™

So that you are always able to understand all the steps, it is recommended that you download Open Product
Management Workflow ™, print it out and add it to your learning materials.

You can download Open Product Management Workflow ™ here:

www.pro-productmanagement.com/opmw

USE FOR FREE - PRODUCT MANAGEMENT DASHBOARD FOR JIRA - SOFTWARE

As an additional teaching aid, you can use the Product Management Dashboard for JIRA, the world's most
widely used software for complete comprehensive product management, free of charge for 3 months.

You can start immediately, as the product is available as a cloud version and local installation.

The software provides you with an even simpler, step-by-step, practice-oriented traceability of the course
material, as it is also based on the Open Product Management Workflow ™ and contains a complete sample
product.

After learning, you can continue to use the software for daily work.

You can learn more about the Product Management Dashboard at the end of the book or on the website:

www.pro-productmanagement.com/pm-software
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THE COURSE TEACHING METHODS - FLIPPED CLASSROOM

“The course has taught me a lot, I'm impressed by the Open Product Management Workflow method and |
now really have to have more interviews with customers to practise this and much more.” This is what
participants have said again and again over the last few years upon finishing our training course.

Since Product Managers are pulled straight back into normal working life after the training, from experience
there is little time for them to practise and expand on what they have learned. We have therefore considered
how we can help participants to spend the time we have together during the course to help them to get even
more practice.

The solution is the Flipped Classroom teaching method.

FLIPPED CLASSROOM, INSTEAD OF TEACHER-CENTRED TEACHING

Instead of teacher-centred teaching, the theory is to learn things yourself in peace and quiet and then to
practise their practical implementation during the time you are all together on the course - that’s the idea
behind the Flipped Classroom teaching method and how we convey our teaching content.

Trainees work at home and assimilate the theoretical principles at their own pace. They then get to practise
them in the classroom using different methods and tasks and the trainees receive individual support. The
trainees move from a passive role into an active one. As such, the trainees reach the highest level of the
teaching methods as the learning content is optimally consolidated and the participants are immediately
capable of implementing them in their daily work.

Teacher-centred teaching
1 VO
T O TIME

-

Get conveyed the theory Practice and deepen later

Flipped Classroom

Learn theory at your own speed Practice in Product Management course
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BENEFITS FOR YOU AS A PARTICIPANT

For you as a participant, Product Management training based on the Flipped Classroom teaching method offers

the following benefits:

You as a trainee can learn the theory at your own speed and in peace and quiet, since you can read
our textbooks long in advance of attending the course because there are freely available copies.
During the course, as a participant you will not be bombarded with new ideas, but rather your
questions will be answered and you will strengthen and deepen the knowledge you have previously
acquired.

The use of the tools needed for Product Management is learned during your time on the course.
The implementation of the Product Management activities will be carried out jointly and under
professional guidance.

As a participant, you are immediately able to incorporate the new things you have learned into your
daily work, since your confidence in your own actions will be strengthened.

You save time on time-consuming, expensive reworking.

BENEFITS FOR YOUR COMPANY

The following benefits for your business result from Product Management training based on the Flipped

Classroom teaching method:

You save time and money because you don’t have to free up time for your employees to learn the
theoretical material, nor pay for their study time.

You save money because you pay only for the time in which we work with the participants.

With your investment, you will get colleagues who are both trained in the theory and practice, who
use their Product Management tools and who have achieved results which are necessary for the
manufacture and marketing of successful products.

You benefit immediately from your Product Manager’s modified working methods as your colleagues
can get started immediately after the course without them having to carry out time-consuming
subsequent work on the teaching content.

What can you expect before the course and during the course?

Before the course:

(1
(2
(
(4
(5

w

)
)
)
)
)

You can download our textbooks which are available free of charge and accessible on our website
We will provide you with a schedule

You can acquire the theory in peace and quiet and according to your own schedule

Write down any questions that we will then answer in the course

Prepare yourself beforehand for the tasks and familiarise yourself with the material

During the course:

Questions about the understanding of the theoretical knowledge are answered

Products are developed together

Situations from the everyday working life in Product Management are implemented using practical
exercises

Product Management tools and their uses are learned

Participants are supported right away and will get direct feedback
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LEARNING OBJECTIVES TO MAKE THE VERY BEST OF YOURSELF

For each course and for each topic there are defined learning objectives, i.e. it is clearly defined exactly what
the participants should have mastered by the end of the course. This is the only way that it can be individually
determined for each participant where potential for their own optimisation lies.

The learning objective that stands above everything is:
The participants are familiar with all the steps and can use the corresponding tools that are needed to produce
a market-driven product, as well as market this product and control its success.

Examples of learning objectives for individual topics from Strategic Product Management:

a) Participants can explain the importance of market orientation

b) Participants can identify the tasks of the PMs and compare them with the current state

c) Participants can identify interfaces with which they work and show who they have to pass which
information to and in what form
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PRODUCT MANAGEMENT AS AN ECOLOGICAL AND ECONOMIC OPPORTUNITY

Imagine developing innovative products that are sustainable and save a lot of resources such as raw materials,
materials, energy, water, labor and time.

Imagine that you need only 50% of the previous time for development and marketing and at the same time
your company becomes up to 31% more profitable.

All the tasks you need to do are clearly defined and = .

many of them are automated or can be done in minutes

using the Product Management Dashboard, our product G REEN PRODUCT
management software. DEVELOPMENT ™

What else you need to do: talk to your customers,

conduct interviews.

This way you develop products that are sustainable because you solve problems that are widespread as well as
satisfy real needs of customers. At the same time, you avoid costly, time- and resource-consuming
misdevelopments. And incidentally, you'll make your business up to 50% faster and 31% more profitable.

Product management has the ecological future of all of us as well as the economic future of your company in
its hands.

You have this future in your hand.
Get started today with Green Product Development™,

We provide you with the tools and training to do so.

Hint:
All of this also applies to existing products and can be applied there as well.

More information: www.pro-productmanagement.com/green-product-development
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Even when |, Frank Lemser, was studying Business Information Technology, | always had the feeling that there

was a conflict within me. On one side, there was this business administration specialist who was all about
business management with its wonderful tools; On the other side, there was this computer scientist who liked
information technology, where everything is logically structured and interconnected.

The business management professors were not able to get across to us students how the results, which were
obtained with the help of business management tools, could be transported into everyday working life. They
told us just as little about how the results related to each other and what dependencies and interactions there
were - something which didn’t sit well with the computer scientist in me.

Over the course of the years, | have repeatedly and intensively grappled with this problem. In the course of
this, | have come to the realisation from experiences from my working life that many of the problems that exist
in Product Management, as well as because of it, result from the unstructured recording and transfer of
information.

Consequently, the image of an assembly line came to me, on which you place ordered information at the front
and the individual departments receive the relevant pre-assembled information. All other departments could
then use the pre-assembled information at their work station and install their part in the product. At the end, a
clearly arranged product would exist which customers need and which has generated few discussions and little
pain within the business.

In addition to the image of the assembly line, | developed the idea of a funnel into which all information on the
product is collected at the beginning, and then prioritised in line with market requirements to then be sorted to
land on the appropriate part of the assembly line.

From the images of the funnel and the assembly line, we have now created numerous tools, the Open Product
Management Workflow, these textbooks and our software for Product Management to simplify the daily work
for you and all other Product Managers, so that you save time and a lot of hassle and create products that
other people want to buy.

When | began in Product Management at SUSE Linux in 2000, | was really lucky that some of my colleagues
were able to explain to me what Product Management actually is. Most Product Managers who | meet tell me
that their responsibilities are not really clear and that they see themselves as a “Jack of all trades”.

There is often just one position created in a company which is then called Product Management. When you
start working there and ask what you should actually be doing, everybody around you just shrugs their
shoulders around and says: “Just get on with it.” So you start to improvise and feel your way around.

In practice, colleagues can have a wide variety of job titles on their business cards, but in the end all activities
which come under the topic of Product Management are usually given to those with job titles such as:

e  Product Manager

e  Product Marketing Manager

e  Technical Product Manager

e  Business Development Manager
e  Portfolio Manager

e  Product Line Manager

e etc.

People try to get to the bottom of the responsibilities that these employees have because there is so much
confusion.
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Most Product Managers come from other areas, usually from Sales or Marketing or Technical. Initially, they are
thrown in at the deep end with nobody telling them what they should be doing, because no one really knows.
And when you consider that Product Managers often make decisions involving hundreds of thousands, or even
millions of euros or have an influence on how the money is invested in the future....

An example:

A large German turbine manufacturer laid off a huge number of employees some time ago and even entire
plants were closed. As the message got through to the news, the public railed against the company’s upper
management. But what had really happened?

The manufacturer had developed the largest and most powerful turbine ever built, which took around 10
years.

As the turbine came onto the market, it didn’t sell. But why?

In order to understand this, it’s necessary to know about the purchasing process for turbines.

From a customer point of view, it’s always sensible to have more than one vendor for a product so that there is
an advantage for the buyer in a competitive environment. In the case of public invitations to tender, it is even
mandatory to have several quotes. Because our manufacturer now always offered the most powerful turbine,
there was therefore no comparable offer from the competition. Thus, the unique feature became the problem.
Consequently, significantly fewer machines were sold, there were therefore no testimonials to convince new
customers, the investment costs were not paid off and the capacity utilisation of the plants was too low.
Ultimately, it ended with employees being dismissed and plants closed because the development of a new
turbine would take at least 10 more years and a short-term course correction was not possible.

Upper management made the decision to dismiss employees, the cause of which was the lack of knowledge
about the purchasing process. Had they known how the purchasing process is specified at the customer, i.e.
that there have to be comparable quotes, it would never have come to redundancies and closures.

What do you think, who is responsible for knowing the decision-making criteria for the purchasing and the
entire procurement process?

It is the responsibility of Product Management to know the purchasing process and the decision-making criteria
of the people involved in the purchase. As such, Product Management is also responsible for everything that
happened at the turbine manufacturer.

In this example, it is easy to illustrate that we as Product Managers have a large influence on the future of the
company, but also implications for our colleagues. It is therefore all the more surprising that there is no
professional training for Product Managers.

That there is a lack of training for Product Managers is also confirmed by the results of the "Challenge
Olympics". Their results show which challenges currently exist for Product Managers:

Lack of training

Lack of understanding of roles

Poor knowledge of how to get to information
Micro-management by top management

vk wbh e

Lack of common understanding of Product Management tasks

The "Challenge Olympics” was, among other things, something held at ProductCamp 2014 in Nuremberg.
ProductCamp is an event which is organised by Product Managers for Product Managers. You can find more
information about ProductCamp in Germany at www.productcamp.de.
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Product Management works with almost all departments in a company. It should therefore know and speak the
special language used in the various departments and groups such as Marketing, Sales and Engineering, as well
as be able to understand their function and responsibilities. It is also essential for the success of any Product
Manager to be aware of the Senior Management’s objectives, as well as the criteria that these are based on.
Only then can the information and resources be made available to achieve this.

Senior
Management
Business Adm.
Training _ (Controlling,

' . Purchase ...)
support | Product Management Legal
Development - Marketing

& =" Communication
Production
Sales

The customer, the market player, should always take centre stage. Because only if Product Management
regularly listens to them and recognises and understands the problems will the product team deliver 100%
market-oriented products.

What we are experiencing today is something else. We see that Product Management often speaks with the
Engineers from Development and Production. If Marketing then asks about the new developments and the
unique added values of the product, they are simply only given technical information. Product Management
sometimes attempts to somehow translate what the Engineers are saying, but often no added value line of
reasoning materialises. In the end, Marketing cannot present any added values, which means that Sales also
doesn’t know what argument they can use to convince the customer and therefore ends up only selling based
on price.

Senior Management also doesn’t understand what it is that Product Management actually wants and how to
justify their claims. The cause of the dilemma lies in the fact that Product Management is too often busy at
their place of work in the company and hardly brings in any market information from outside into the
company.
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PRODUCT MANAGEMENT RESPONSIBILITIES

As already described at the beginning, it is often not clear in practice what the responsibilities of Product
Management are. In this case, we recommend that you find out what the responsibilities of the neighbouring
departments in the company are in order to ensure a better distinction for your own activities.

What is the task of Senior Management?

And what are the respective tasks of the Technical department, Marketing, Sales, Controlling and the Legal
department?

Listen, ask your colleagues in Product Management or speak directly to the staff from the relevant
departments.

If you have been provided with an overview of the responsibilities, it comes to the question of who in the
company is actually responsible for creating business proposals, and therefore for:

a) Product strategy

b) Portfolio strategy

¢) Pricing strategy

d) Market segmentation

We have already heard various answers for this in our course.

In order to understand who is responsible for deriving the strategies in the business plan and to better
understand which tasks are the responsibility of Product Management, we’ll take a short trip back in time.

In 1927, the Procter & Gamble (USA) developed a new care product and brought it to market. The targets set
for sales and market shares were missed. After the internal analysis, it was recognised that there had been
difficulties with the prioritisation of tasks and in the processes. Furthermore, there was an inconsistent
implementation of market requirements.

Consequently, it was decided to define one person who was responsible for the collection as well as the
coordination of the market requirements, and for all further activities for the product.

After just a short time success came, and they reached the targets set for this product.

Because of the success, this role as the coordinator responsible for the product was introduced throughout the
entire company for all products. The role of the Product Manager was thus born and there was a first definition
for the tasks taken on by Product Management:

1. Product Management is the market expert of the company:
They provide information and facts from the market, derive strategies for the product with the help of
economic analysis which is presented to the management board in a business plan.

2. Product Management provides prioritised market requirements for Production:
From the facts about the market, requirements are generated as well as market-oriented
requirements evaluated and defined for Production.

3. Product Management provides arguments for market communication:
For the communication with the customer, Product Management prepares arguments based on
market facts, as well as the unique advantages, which result from these analyses.
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4. Product Management coordinates the product teams and bears overall responsibility:
The formation as well as the coordination of technical product teams and the Go-To-Market teams is
the core task of Product Management. If there are barriers to achievement of objectives, Product
Management takes over the responsibility in order to draw up and implement solutions with the
teams.

Only when there is someone with total responsibility for the product, who has a complete overview of the
market as well as Production and market communication, can problems be identified and solved together with
the teams so that, in the end, it results in success of the product.

Now that we have a first definition of the responsibilities of Product Management, there’s another question:
What is the aim of Product Management?

One answer to this is given in a quote from Peter Drucker. Peter Ferdinand Drucker (1909-2005) was an
American economist of Austrian origin. From the 1940s onwards, he published many influential works on the
theory and practice of management.

He was named as the Guru of Management Gurus and shaped what we today call "Management” like no other.
Some even say that he invented it.

Peter Drucker ascertained:
“The aim of marketing is to know and understand the customer so well the product or service fits him and sells
itself.”

So many things which at that time were classified under the concept of marketing, are tasks for modern
Product Management today, so much so that Peter Drucker would probably say today:

“The aim of Product Management is to know and understand the customer so well the product or service fits
him and sells itself.”

What Peter Drucker’s quote reflects is not just theory, but it also works in practice. This is illustrated by the
example of Dampsoft, whose founder Wolfram Greifenberg was a dentist and stumbled upon the problem of a
lack of electronic patient management. Consequently, he developed a software which established itself as the
market leader over the years. One reason for his success was close contact with other dentists. When | became
acquainted with Dampsoft a few years ago, Sales colleagues were saying that their product was so right and
fitted so well for customers that they wouldn’t have to talk them into buying it, but that the product almost
sold itself.

This is confirmed by Peter Drucker's assertion: if direct contact with the market and customers exists, product
and service can be developed so that both almost sell themselves, which lowers effort on the part of Sales.

The most important task for Product Management results from this, namely having an ear to the ground in the
market, collecting and sorting information from the market to then pass it on within the company and to
prepare it so that it fits for each department.

The Management must get the information in such a way that they understand it and it can be further used. To
this end, all market information, analyses, derived strategies and figures (business case) are consolidated in the
business plan. From this information, a decision proposal is in turn created. You can find out more about the
precise content of this in the ‘Business Plan’ chapter.

Engineers, Developers and Technicians will also have a very different input. They want to know what problems
which people have and when they occur so that they can develop a solution for them.

For Marketing and Sales, the market information is made available so that ultimately this can be understood by
the end customer. That’s why the resolved problems and their unique added value, the differentiation from
competitors, as well as a decision aid for the individual people involved in the purchase are all required.
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Therefore, the first task is to find out what unresolved problems exist in the market.

= What disrupts or annoys the market players?
=  What does it cost the market players in time and/or money?

Product Management now needs to do the following:

Identify market problems

Consolidate all market problems, from the market and the company

Quantify how often these market problems occur

Determine whether the market players are ready to pay for a solution to the problem

vk wNe

Communicate market problems in your own company in the form required by the other respective
departments

Market Problem

Mail;()gil:::\;nt Development Marketing
= |dentifiy = Solve Problem = Communicate * Sell Solution
= Consolidate Solution
= Quantifiy = Communicate
= Communicate externally
internally

The Engineers are then asked to solve the problems technically. Marketing is in turn responsible for
communicating the solution to the problem to the market. Sales sells and supplies the customer with the
solution to the market problems.

The other departments also need information from the market about what the problems are in the market and
are therefore prepared so that they can work independently.

To make things a little more visual, simply picture a relay race. They pass the information on in the form of a
baton to the respective department. Only if the passing-on of the baton works very well will you master the
relay race successfully.

If things that are conceived at a desk are passed on rather than the market information, as most of the Product
Managers we meet say, then there is a great danger that the product will not be successful and will result in
high costs.

Practical example:

A good friend and Product Manager at an automotive company told me the following incident:

Before a medium-sized SUV model was developed, a corresponding target group was defined: amateur
athletes, mountain bikers, hunters and golfers.

As the car was finished and came onto the market, it was advertised precisely for these people. Interestingly,
the target group for which the car had been aimed at in the planning stages did not buy the car. Surprisingly, it
was so-called "Helicopter Mothers” who provides the hoped-for sales figures, which nobody had expected. The
automotive company was lucky that this product didn’t turn out to be a mistake, but by chance found a new
target group.

Less luck was had by Microsoft with its product. It is common knowledge that its product Windows 8 flopped
because it had new user guidance which was primarily designed for touch input. As such, only a small portion
of users were reached and its main clientéele, desktop users, missed the beloved and familiar start menu. The
start menu was then later re-introduced with Windows 10.
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The managers responsible were dismissed shortly after the release of Windows 8. This example shows that

even large corporations from time to time conceive products at their desks.

Ferrero provides a positive example that products succeed if you are proactive in the market. The founder,
Pietro Ferrero, contributed to the breakthrough of numerous Ferrero products by creating a person named
Signoria Valeria. All products developed at Ferrero had to be accepted by Signoria Valeria, i.e. if she didn’t like
the taste or it wasn’t right for her and her family, the product would not be put on the market. Signoria Valeria
represented a virtual person, an average customer, who was used for all products, so, for example, for
children’s products such as Kinder Surprise or as a customer for Mon Chéri.

Further throughout the course, you will get to know this type of virtual person by the term ‘persona’.

Therefore, if you wish to develop products that customers want to buy, you should develop products from the
market. This means leaving your desk to collect information in the market. This significantly increases the
likelihood that a product is successful.

This is also proven by investigations by George S. Day in his book: "The Market Driven Organization."
George S. Day is now a Professor of Marketing. He was previously a consultant in a variety of companies such
as AT&T, Eastman Kodak, General Electric and IBM.

George S. Day stated in his studies that companies that work in a market-oriented manner show a 20% higher
customer satisfaction level. At the same time, these companies are 31% more profitable than those that are
driven by other factors. The most important result of his studies is that market-oriented companies are 50%
faster than those that are led by other factors.

At the present time, where everything always has to be faster and faster, this number is surprising since it
shows the potential of working in a market-oriented manner.

Why are market-oriented companies actually 50% faster? Review your working day as a Product Manager.
Where do you spend a lot of time?

Most of the time is spent in discussions about decisions and on constant requests from colleagues from the
adjoining departments. We therefore often hear from Product Managers who only let ideas conceived at their
desks be incorporated into the product. They get annoyed that supervisors or the management board come in
with other proposals whilst their own ideas are always difficult to enforce with the management.

Customer More
Satisfaction Profitable Faster

If we enquire about the market facts, we will often get similar answers. Both sides usually take action without
facts and then ask themselves: why is one idea better than the other? It is then often discussed for a very long
time or more and more new meetings are scheduled until a decision can even be made at all.
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Practical example:

A company that we support spent two years in discussions about whether they should offer customers a
webshop or whether their clientéle even had any interest in online shopping. They discussed the enormous
costs of linking the webshop to their own ERP system and to the supplier's production systems.

During these two years it would have been advisable and easy to ask a handful of customers whether they
would order via a webshop.

So, get out of your office and speak with the customers, find unresolved market problems, things that annoy
the market players or cost them time and/or money and communicate this to your colleagues in the company.
Only then will you be working with facts and have fewer discussions, earn trust with colleagues, make your
product more profitable, increase customer satisfaction and operate up to 50% faster.

CLEARLY PRIORITIZED TASKS, ROLES, RESPONSIBILITIES AND DEADLINES

Product management teams worldwide, repeatedly mention the following product management problems to
us:

e Unclear tasks and deadlines as well as no overview of deadlines

e  Prioritizing one's own tasks and meeting deadlines is difficult

e Unclear roles and responsibilities as well as demarcation to other departments
e No time for strategic work in product management

e  Prioritization of requirements takes a lot of time

e Collaboration with other department and handover of information is difficult

e Lack of transparency in product development etc.

As a solution to these and many other product management problems, you can use the Product Management
Dashboard for Jira, which is available as a cloud version as well as for local installation.

F.Product Management Dashboard® My Tasks Products ¥ Interviews v My Market Problems 9 O

My Tasks & Responsibilities

My last activities

Marketing Dashboard - Release 1 . Product Management Dashboard Cloud - Release 1 . Product Management Dashoard Server - Release 3
Tachnical Go-to-Market Strategic

Product Responsibilities & Dates My tasks and deadlines 10

DAYS UNTIL DEADLINE &  STATUS DESCRIPTION TYPE PRODUCT COMPLETE UNTIL
INCOMPLETE Set due date for phase ‘Strategical’ Due date missing Marketing Dashboard
@ 10 IN PROGRESS Write and release Fact Sheet Launch Plan task Product Management Dashboard Cloud 2022-10-31
o IN PROGRESS Fact sheet design/development and complete fact sheet released Launch Plan task Product Management Dashboard Cloud  2022-11-01
o8 000 Publish Fact Sheet for everyone internally in the Product Managem... Launch Plan task Product Management Dashboard Cloud ~ 2022-11-08
© 3 T080 Provision of product photosfscreenshots for all materials in the Pro.. Launch Plan task Product Management Dashboard Cloud ~ 2022-11-29
@ 40 IN PROGRESS Google Adds: Provides texts as input for marketing Marketing Measure task Product Management Dashboard Cloud ~ 2022-11-30
© 40 1660 Google Adds: Defines targets Marketing Measure task Product Management Dashboard Cloud ~ 2022-11-30
© 38 IN PROGRESS Recruitment of reference customers from the beta tester customers Launch Plan task Product Management Dashboard Cloud  2023-01-17
© % 080 Get 1-2 customer quotes including photes for marketing and sales ... Launch Plan task Product Management Dashboard Cloud ~ 2023-01-25
© % Topo Get 1-2 secure customer quotes including photos for press. Launeh Plan task Product Management Dashboard Cloud ~ 2023-01-25

MyTasks Dashboard™: Always know what needs to be done. Automatically prioritized tasks, by deadlines,
in the Product Management Dashboard.

Author: Frank Lemser - Last updated December 2023
This book is teaching material of proProduktmanagement GmbH GmbH - Deutschherrnstrasse 6 - 90429 Nuremberg
@ +1716 800 7312 [=] info@pro-productmanagement.com "] www.pro-productmanagement.com



- :Produkt,?.
i) Managementas

PRODUCT MANAGEMENT IN THE ORGANISATION

Where should Product Management be placed in the organisation and why? This is a question which we are
frequently asked.

Before we answer the question, we need to know something more fundamental to get a common
understanding. Jeff Bezos, CEO of Amazon Inc., once said:

“If we have a good quarter it’s because of work we did three, four and five years ago. It’s not because we did a
good job this quarter.”

Which department in the company is measured when we measure the work from the last quarter?
If you thought of Sales, then you’re confirming your and our experience from practical experience.

In Jeff Bezos’ quote, which department did the work three, four or five years ago which has now led to the
success?

Did you think of Product Management? Then we agree with you.

The work and the actions of Sales are usually based on the short-term.

Work done by Product Management on the other hand is usually oriented to the long term, since it is
concerned with the analysis of the market and the resulting strategic planning for the next three, four or five
years. After the planning, Product Management is tasked with the implementation of this planning. Eventually,
Product Management provides Sales with its findings as support.

This scenario shows how opposite Sales and Product Management are and the sequence in which they work.

So, let’s come back to the initial question: Where should Product Management be placed in the organisation
and why?

The easiest way to answer this question is to sit and think about the following questions and answer them
quietly on your own.

1. What happens if Product Management sits in the Sales organisation?
2.  What happens if Product Management is pegged on to Engineering or Development?
3.  What is the result when Product Management is located in Marketing?

We will work through the answers together with the participants in our seminars. Over the years, the following
conclusions have taken shape:
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Product Management in the organisation

Advantages and disadvantages for the allocation to different departments

Advantages
+ Good customer contact

+ Selling points are known
+ Market (and product) knowledge

+ Many ideas

+ High level and deep product knowledge

+ Direct customer feedback
+ Customer dependence
+ Communication is the focus

Engineering

Disadvantages

Often shared role with a focus on selling
instead of strategy

Many individual customer solutions

Large product portfolio

Focus lies on existing customers

Focus is on market launch date and less on
strategy

No customer contact

If there is customer contact, customer is
consulted on-site and a solution developed
instead of listening to pick up on problems
Products are developed outside of
Engineering

Without market facts

Very technical communication

Product specification instead of problem,
solution and product description

Often more individual solutions

No customer proximity

Less listening

Simple arguments are communicated at
first, instead of problems that have been
solved

No technical understanding

Little product knowledge

Focus on market launch dates, marketing
campaigns, instead of controlling the
product

Management of the company

+ Support
+ Acceptance in the company

+ Neutrality and 360° view of product,

customers, market, finances

+ Product Management has its own budget

like other departments

+ Neutrality towards all other departments
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As you can see from the above table, advantages and disadvantages are clear.
One recommendation which results is:

Ideally, Product Management is best directly ‘pegged on’ to the Management of the Company, as every other
department is, incidentally.

Product Management is a central function in a company from which almost every department needs
something. Product Management can provide a lot, and has to provide a lot, if the product is to be successful.

Product Management can raise the company to the next level and have a boost effect.

In order to do that, it’s vital that:

1. The Product Managers know what they have to do to produce market-oriented products
The Product Managers have mastered the necessary tools
3. There is a budget, as there is for any other department, which is used for:
a. Travel to customers, conferences and trade fairs
b. Special tools such as software, models
c. Further training
The responsibilities within Product Management are defined, and are divided if necessary
5. Product Managers are directly affiliated to the Executive Management, just like any other
department!

E-Product Management Dashboard® My Tasks Products v Interviews v My Market Problems e 0O

PRODUCT: Product Management Dashboard Cloud

Overview Strategic Technical K c
VERSION Product Launch Plan
Release 1 v

Germany My Tasks 7

BUILD TEAM

Go-To-Market Team

PLAN + Create new Task for market "Germany"

Product Launch Plan &
" STATUS NAME DAYS TO DUE DATE START DATE END DATE RESPONSIBILITIES RESULTS
Marketing Plan &

Marketing Efficiency & m Communication strategy - establish new communication channels 2022-08-18 2022-10-05 @ assigned
Customer Maintenance &

Reference Customers

bl Lasderd Distribution strategy - ishing new distribution channels @6 2022-08-18 2022-10-27 @ assigned

Demos, Trial Versions

INPROGRESS v directly at the supplier: Set up webshop incl. billing o6 2022-08-18 2022-10-27 € Michael Hagman
PREPARE

(Operations Manager)
Sales to Buying Process

TODO v Atlassian Store: Establish contact and bring product to Atlassian 4 -22 2022-08-26 2022-09-29 S Michael Hagman

Support Sales for Forecast Marketplace

(Operations Manager)
Website Content &

Sales Collateral m Sales materials, sales presentations, website content ©54 2022-08-25 2022-12-14 10 not assigned
Sales Presentation

Sales Channel Training

Event Support m Reference Customers © 9% 2022-10-19  2023-01-25 @ assigned

oo Events and training for the product © 102 2022-12-29  2023-01-31 @ assigned

Work together as a team. Distribute tasks and immediately have the full overview, such as with the Product Launch Plan.
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THE PRODUCT MANAGEMENT DILEMMA OR HOW PRODUCT MANAGEMENT SHOULD

BUILD THE FUTURE WITH A HAMMER AND CHISEL

When you start as a Product Manager, you have a job where often barely anyone in the company knows what
you actually do or what your responsibilities are.
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You are completely on your own.

Suddenly, you’ve got colleagues from all directions with information from the Management, from Marketing,
from Sales and Engineering coming to you and the customer, who is king, is also being passed on to you.

Zi\/ /ty P
0o
R
VFo
(?/<7 < JL_L-—> ’q‘)

At some point you get the feeling that everyone is just chucking their stuff at you.

At the same time, everyone wants you to create order from all this information and then to compile it in such a
way that they can then reuse it themselves.

Q

<>
(S

/
/Vzo
\M1
g "
T
[
Oxz< _L/—>
560

Q

W
\

%0 =
9 y

1

o

Author: Frank Lemser - Last updated December 2023
This book is teaching material of proProduktmanagement GmbH GmbH - Deutschherrnstrasse 6 - 90429 Nuremberg
@ +1716 800 7312 [=] info@pro-productmanagement.com "] www.pro-productmanagement.com



- :Produkt,?.
Y§] Mmanagementas

So, the Management expect a decision proposal and a business plan.

King Customer hopes that his problems will be solved.

Marketing wants a market message that customers understand and that illustrates the unique added value.
Sales want materials and selling points which will assist them in doing business as easily and as quickly as
possible.

The engineers want to have the requirements prioritised, so that it results in a market-driven product which
they can then develop in peace.

Not only that, but we are at the beginning of our job as a Product Manager and haven’t received an exact job
description or even at least training from which we could learn our role and get the tools that would be able to
help us. No. We are just expected to get on with it, using Word and Excel as our tools - our hammer and chisel -
to bring order to all the information so that all our colleagues and customers get what they need. With Word
and Excel we have to hammer and chisel product strategies and as such help to shape the company's future.

The tools for building the future of the

~—

\ .
J% company in product management are:
pany inp g

WE &

Word and your Hammer and
Excel chisel

Product Management today still work with hammers and chisels, i.e. with Word and Excel, to create the
products of the future as well as to design the long-term company strategies.

All other departments today use special tools to make their work more efficient, time-saving and to complete it
successfully.
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For example, Sales have a CRM (Customer Relationship Management) System and/or an ERP (Enterprise
Resource Planning), i.e. SAP or a similar system to supply the best services.

The accounting department also uses ERP and accounting systems for a more efficient organisation of its work.
Engineers and Developers use CAD systems, development environments for software, project planning
software etc. as their tools. Customer Support uses a ticket system order to be more effective.

But ask your manager if the following points are expected from you as a Product Manager:

e To consolidate information from customers, Sales, Management, Engineering, Customer Support,
partners and to then prioritise these at the end

e To collect and evaluate market information from the competition, the analysts and from studies

e To carry out various business analyses and bring their results together

e Identify risks and opportunities

e Derive proposals for strategies from the market

e To deliver decision proposals that are based on market facts so that bad investments can be avoided

e To sort market and product requirements such that they lead to a market-oriented product

e To create a market message which Marketing can communicate such that customers understand it,
Sales can close sales faster and sales costs are reduced

e Control the product's success using KPIs and, if necessary, introduce the right measures

e Set up and implement the go-to-market with launch plan, marketing plan

e Create marketing and sales materials including web pages or provide the content

If you have asked your manager and you have found many commonalities with the instances above, you can
point out once again that you currently only work with a hammer and chisel - Word and Excel - to fulfil all of
these complex tasks.

You might have experienced one or the other points before. In numerous discussions with Product Managers
over the years, we have learned:

e  The completion of Product Management tasks using Word and Excel is very time-consuming

e Several Product Managers working together on one product is not possible today with Word and Excel

e The consolidation of all the information about the product in one central location is difficult and a
great deal of effort is needed for this

e Working on several products at the same time is usually chaotic

e Word and Excel are suitable only to a limited extent for the management and the merging of all the
information that a Product Manager receives and has to evaluate

e Conducting analyses and the merging of the analysis results are possible but incredibly time-
consuming

e The review and evaluation of product requirements means a lot of time has to be invested

e All documents about the product for sales, marketing, engineering, customers, etc. are spread
everywhere and it takes a lot of time to find the right one.

e Itis unclear what all needs to be done for a successful Go-to-Market.

e  Whether our marketing efforts are successful is unclear.

e (The list could go on)

As we work as Product Managers ourselves and are often at different companies, we have faced these exact
problems outlined above. That’s why we initially developed the tools for Product Management for our work -
which are also available to you.
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1. Product Management Dashboard® is a product management software that provides a fully automated
Open Product Management Workflow™, with clear tasks.

2. Product Management ToolBox™ as about 25 Word and Excel templates, which you will receive and
learn in the corresponding trainings.

PRODUCT MANAGEMENT TOOLBOX™ — TRAINING

In our textbooks, we repeatedly refer to documents and tools. These tools are part of the Product
Management ToolBox™, which consists of about 25 templates for Word and Excel.

These tools have been developed to enable you in product management to perform all the necessary tasks for
successful economic and ecological product development as easily as possible.
You will get the tools exclusively in the corresponding trainings. There you will learn how to use them and how

their interaction works.

The Product Management ToolBox™, i.e. the Word and Excel tools, have been automated in the Product
Management Dashboard® software. The software also offers clearly prioritized tasks as well as a delimitation of
roles and tasks plus many other advantages.

If you would like to continue learning the tools of the Product Management ToolBox™, i.e. the Word and Excel
tools, you are welcome to do so in our training courses.

Information on training with ToolBox™: www.pro-productmanagement.com/training-toolbox
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PRODUCT MANAGEMENT DASHBOARD® FOR JIRA — TRAINING

Clearly prioritized tasks, delineated roles and tasks and to have a common thread in product management with
automated tools, there is the Product Management Dashboard for Jira.

Now there is one place where all product information from different sources is consolidated.

Many things such as analyses, Business plan creation and backlog prioritization. The Go-to-Market is planned in
the team with clear tasks and the tasks are distributed. Likewise, all materials can be stored in the Product
Materials Library™ so that anyone can find them in seconds.

Information on training with Dashboard: https://www.pro-productmanagement.com/training-dashboard

USE PRODUCT MANAGEMENT DASHBOARD® FOR JIRA IMMEDIATELY

So that you can immediately accelerate your work as a product manager in an orderly manner and
professionalize it in line with the market, the Product Management Dashboard is immediately available to you
in addition to the textbooks, which works together with systems such as JIRA. You can start immediately with
the cloud version or the local installation.

More information about the free download and the Product Management Dashboard can be found at the end
of the book or on the website www.pro-productmanagement.com/pm-software .
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OPEN PRODUCT MANAGEMENT WORKFLOW ™

In all my years as a consultant in the area of Product Management |, Frank Lemser, have been asked time and

time again by Product Managers which steps to do in which sequence, where to begin and what to do next.
From my own practical experience, | have developed step-by-step instructions for Product Managers - the
Open Product Management Workflow. | published this under a free licence so that everyone can use the Open
Product Management Workflow free of charge and is free to change it.

The unique thing about the methodology of the Open Product Management Workflow is that with the help of
our templates and tools, a data stream is created based on market facts which is also analysable. This data
stream is used in various places with the product management tools we created, such as the Positioner, Agile
Business Plan™, Requirements rating formula etc.

You can download and print out the Open Product Management Workflow here:

www.pro-productmanagement.com/opmw

STRATEGY, INNOVATION, BUSINESS ECHNI( GO-TO-MARKET
Win/Loss Market Product Sales to
Analysis Strategy Launch Plal g Proces:
Competence Portfolio . rketing upport Sales
Analysis Strategy R Plan for Forecast
Identify Competitive Product Distribution . : Marketing Website
Problem Analysis Profitability Strategy s ; Efficiency Content
Interview Identify SWOT et Price Business e Go-To-Market] Customer Sales
Market Persona Analysis Strategy Plan a 1 Team Maintenance | Collateral
Identlfy Market Buy, Build, ac . Reference Sales
Potential Fartner e
Buyer Personal Communication ime and Opinion Sales Channel
Analysis Strategy sts Leader Training
Technology Product Demos, Event
Analysis Roadmaps Trial Versions Support

INTERVIEW $ IDENTIFY # ANALYZE $ CHECK # STRATEGY $ CONSOLIDATE % BUILD TEAM $ DELIVERY $ CONTROL $ BUILD TEAM $ PLAN 3 PREPARE

How is the Open Product Management Workflow structured and understood?

At the very top there are the different areas of product management: the Strategy, Innovation and Business
section, the Technical section and at the end the Go-To-Market section. These are followed by the individual
work steps which Product Management carry out.

Then at the very bottom there are the individual phases of Product Management, such as the Interview phase,
the Identify phase, the Analyse phase, the Review phase and the Consolidate phase which pulls all the previous
information together into a business plan, and so on.

When all phases have been completed, you will hopefully have documented all work steps in order to make
any improvements later on. In this way, any improvements or optimisations you make can be incorporated
during the next iteration of the product life cycle.
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INTERVIEW % IDENTIFY % ANALYZE & Cl RATEGY % CONSOLIDATE % BUILD TEAM % DELIVERY BUILD TEAM % PLAN % PREPARE

< OPTIMIZE < M MEASURE & OPTIMIZE < OPTIMIZE < MEASURE

We read the Open Product Management Workflow from left to right, so the strategic tasks are on the left-hand
side. This means that these tasks are necessary for strategic planning. The further to the right we move, so into
the Technical area and ultimately to the Go-To-Market area, the more it becomes about the tactical
implementation, meaning that the strategic planning is implemented here.

It's about realising that the better you work in the strategic section and ultimately derive the strategies, the
easier it is for you to do the implementation in the Technical and Go-To-Market areas.

STRATEGY, INNOVATION, BUSINESS ECHNIC/ GO-TO-MARKET

Strategic
Planning

= Tactical

implementation

INTERVIEW & IDENTIFY # ANALYZE $ CHECK % STRATEGY % CONSOLIDATE % BUILD TEAM % DELIVERY % CONTROL % BUILD TEAM % PLAN % PREPARE

source snail: ©prt art/fotolia.com

Or in other words, without strategic planning you’ll move along like a snail in a hamster wheel.

Product Managers always tell us that they are like the fire brigade and are always only there to put out fires. If
you are one of these Product Managers, then you’ve neglected to do your job in fire prevention. Because the
real fire brigade is actually mainly concerned with preventive fire protection measures, and therefore only
deals with putting out fires in the worst-case scenario.

When you invest more time in preventive fire protection measures, in your case in strategic product
management, then you need to spend less time on putting out fires on the tactical side of things.
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Without strategic planning...

® No basis for decisions -> infinite discussions
e  Failure to comply with the time-to-market -> loss of time and money
e Frequent changes in the project -> reputation of the PM suffers
e  Micro-management of top management
e Incorrect marketing communication
Only features

o No added values

o Wrong target group and channels

o High costs, low return
INNOVATION

Almost all companies want to be innovative nowadays, that’s why we experience again and again that they
start at exactly this point, without carrying out the above steps beforehand. Often in a room you will see index
cards filled out and stapled to pinboards. Would they develop market-oriented products in such a way?

STRATEGY, INNOVATION, BUSINESS “ GO-TO-MARKET

Market
Strategy

Portfolio
Strategy

Distribution
Strategy

ROTation Price Business Technical JRequirement Review Go-To-Market | Customer Sales
Strategy Plan Product Team Rating Meetings Team Maintenance | Collateral
PP 'Work Package Reference Sales
PDSlnon‘ng m
Communication Time and
Strategy Costs

Product
Roadmaps

INTERVIEW 3 IDENTIFY $ ANALYZE $ CHECK # STRATEGY $ CONSOLIDATE % BUILD TEAM $ DELIVERY 3 CONTROL # BUILD TEAM % PLAN $ PREPARE

Look at the Open Product Management Workflow and start right at the Innovation point... How do you know
which is the problem to solve? How do you know who you’re solving this problem for? i.e. Who will create the
innovation? Is the market potential sufficient? Are there are already competitors that dominate the market?

You are therefore very unlikely to be successful with a product if you start directly at the point of innovation.

Definition:
Only if you know the problem can you think about the problem and develop an idea for its solution. And if
nobody has solved this problem, the solution is automatically an innovation.

Author: Frank Lemser - Last updated December 2023
This book is teaching material of proProduktmanagement GmbH GmbH - Deutschherrnstrasse 6 - 90429 Nuremberg - Germany
@ +1716 800 7312 [=] info@pro-productmanagement.com [_] www.pro-productmanagement.com



Strategic Product Management
Open Product Management Workflow ™ 31
STRATEGY

What we also experience again and again are companies that start with the subject of strategy, without having
carried out the previous steps from the Open Product Management Workflow. This is similar to the procedure
on the subject of innovation. Index cards are filled out and stapled to pinboards.

STRATEGY, INNOVATION, BUSINESS TECHNICAL GO-TO-MARKET

Market Product Sales to
Strategy Launch Plan JBuying Proces:
Portfolio Marketing [ Support Sales
Strategy Plan for Forecast

Distribution Marketing Website
T M "
Price Business Technical JRequirement Review Go-To-Market ] Customer Sales
Strategy Plan Product Team Rating Meetings Team Maintenance | Collateral
e 'Work Package A Reference Sales
Pos‘tlon"‘g
Communication Time and Opinion Sales Channel
Strategy Costs Leader Training
Demos, Event
Trial Versions Support

INTERVIEW 3 IDENTIFY $ ANALYZE $ CHECK # STRATEGY 3 CONSOLIDATE 3 BUILD TEAM % DELIVERY $ CONTROL % BUILD TEAM #» PLAN 3 PREPARE

Product
Roadmaps

Without the initial information it is impossible to derive product strategies, because it is very difficult to answer
the following questions:

e What does the market message look like? i.e. hard to communicate which problems the product will
solve for customers

e Whois the target group, actually?

e How big is the market potential and is it worth the investment?

e Where and over which channels does the target group buy?

e  Where and in which media are the target group informed?

e How is the price perception or is the product worth it for the target group?

At this point we would like to point out that we always talk about deriving strategies. How they are derived and
what relationships there are between the individual points, we will illustrate later in the "Strategy” phase.
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PRIORIZE REQUIREMENTS, ESTIMATE TIME AND COSTS

Of course, there are also the really hard cases. These start in the Technical phase, which means you develop
the products first and look for a market afterwards. This is not a joke, unfortunately we have experienced such
practices.

STRATEGY, INNOVATION, BUSINESS m GO-TO-MARKET
Product Sales to
Launch Plan Proces:

User P - Marketing | Support Sales
Plan for Forecast
s 5 Marketing Website
Requirements Go-To-Market ustomer Sales
Rating Team enance | Collateral
'Work Package! Reference Sales
Definition Customers | Presentation
Time and Opinion Sales Channel
Costs. Leader Training
Demos, Event
Trial Versions Support

INTERVIEW $ IDENTIFY $ ANALYZE $ CHECK # STRATEGY $ CONSOLIDATE % BUILD TEAM $ DELIVERY 3 CONTROL $ BUILD TEAM $ PLAN 3 PREPARE

We are then always asked whether there could be a market for the finished product. It is certainly possible to
save something here and to carry out so-called reverse engineering in the area of product management, but it
is very difficult and also very expensive. Because in such cases, we are missing, as previously shown, the
problems, the scenarios in which the problems occur or even also the persona for which we are developing the
product.

Therefore, you should always start with the interview and then identify the market problems, the persona and

GO-TO-MARKET

scenarios.

STRATEGY, INNOVATION, BUSINESS

Identify
Problem

Interview Identify
Market Persona

Identify
Scenario

INTERVIEW » IDENTIFY $ ANALYZE $ CHECK # STRATEGY $ CONSOLIDATE $ BUILD TEAM 3 DELIVERY $ CONTROL $ BUILD TEAM $ PLAN 3 PREPARE
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TYPICAL APPROACH OF PRODUCT MANAGERS

Very often we see in practice that Product Managers take care of the following points from the Open Product
Management Workflow during their daily work.

STRATEGY, INNOVATION, BUSINESS TECHNICAI GO-TO-MARKET
Win/Loss Market Product
Analysis Strategy Launch Plan
Competence Portfolio Us il upport Sales
Analysis Strategy - or Forecast
Identify Competitive Product Distribution c io Proto Website
Problem Analysis Profitability Strategy Content
Interview Identify SWOT IRnevation Price Business Fechnic \ \ Requ|rements Review Go-To-Market | Customer Sales
Market Persona Analysis Strategy Plan I Rating Meetings Team Maintenance | Collateral
Identlfy Market Buy, Build, g Sproval Reference Sales
Def iuw APProva
Buyer Personal Communication Opinion Sales Channel
Analysis Strategy Leader Training
Technology Product Demos, Event
Analysis Roadmaps Trial Versions Support

INTERVIEW $ IDENTIFY # ANALYZE $ CHECK # STRATEGY $ CONSOLIDATE % BUILD TEAM $ DELIVERY 3 CONTROL $ BUILD TEAM $ PLAN $ PREPARE

If we are lucky, Product Managers check the product profitability with the help of KPIs, which we will look at
later in more detail.

One point which Product Managers very often take care is the roadmaps, i.e. the plans of what will be
delivered when. We have met Product Managers who have an insane dedication to this step.

A further aspect of the workflow which is very time-consuming is the Requirements Rating, because it sparks
many discussions. Several weeks can go by here in which the manager from Development, as well as the
Product Manager, shut themselves away in rooms and heatedly discuss the topic. This really does cost a lot of
money and can be a real pain.

In the subsequent review meetings, itis then often hotly discussed and they try to correct the errors of the lack
of strategic planning, without knowing any real market facts.

Right at the very end, when the product is already finished, the Marketing department wants texts for the
website or brochures, but it is only then that they are bothered about it. Isn’t that right?
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WHICH ONE OR WHICH FEW?

We are often asked which one or which few in this whole "box” should be done, because going through all the
steps is very time-consuming. Our answer is always: “Start first with the interviews and then the problems,
personas and scenarios can automatically be identified.”

STRATEGY, INNOVATION, BUSINESS GO-TO-MARKET
Win/Loss Market Product Sales to
Analysis Strategy Launch Plan ing Process|
Competence Portfolio Marketing [ Support Sales
Analysis Strategy Plan for Forecast
Identify Competitive Product Distribution Marketing Website
Problem Analysis Profitability Strategy = - Efficiency Content
Interview Identify SWOT IRnovation Price Business nical { Go-To-Market | Customer Sales
Market Persona Analysis Strategy Plan 1 1 tin Team Maintenance | Collateral
Identify Market Buy, Build, RPN a Reference Sales
Potential ‘ = Presentation
Buyer Personal Communication al Opinion Sales Channel
Analysis Strategy t Leader Training
Technology Product Demos, Event
Analysis Roadmaps Trial Versions Support

INTERVIEW $ IDENTIFY # ANALYZE $ CHECK # STRATEGY % CONSOLIDATE % BUILD TEAM $ DELIVERY 3 CONTROL $ BUILD TEAM % PLAN $ PREPARE

Once you have conducted a certain number of interviews and passed the results to managers and the Senior
Management, you will notice how positively it catches on. Then you will automatically perform all the other
things, such as analyses, to prove that the insights from the market are correct.

At the same time, points will in turn arise which will verify that certain things are correct. In practice it is very
often the case that Senior Management will ask whether you could manufacture a particular product. That's
when the interviews, the check, help to see whether a market problem exists which should be solved by the
future product and which person has this problem. Furthermore, it counts to find out whether there is a
possible solution within the framework of the core competencies in your own department, or in the company.
With a brief analysis it can be checked whether there are already solutions available from potential
competitors. Thus, it quickly becomes clear whether it is actually makes sense to enter a market. If there are
already a number of potential competitors with a similar solution, we recommend refraining from entering the
market.

If, however, you are still thinking about entering the market, then a clear strategy can be derived from the
results of the competitive and SWOT analyses that describes how to beat the competition.

Of course, the market potential also needs to be checked, because this is required for the rough calculation of
the investment and the anticipated profit. Figures can also therefore be added to the argument. These figures
can easily be prepared with the newly acquired knowledge and a little market experience.

PRODUCT MANAGEMENT VS PRODUCT MARKETING

We are often also asked: “What actually is the difference between Product Management and Product
Marketing?". This question is easy to answer because all the strategic work in the blue area of the Open
Product Management Workflow, as well as the work in the technical (orange) area, belong to Product
Management.
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The green area of Go-To-Market are the tasks of Product Marketing, if these roles are divided in your
organisation. In simple terms: The Product Manager has the ear to the ground in the market and Product
Marketing communicates in the direction of the market.

Product Manager Product Marketing

DISTRIBUTION OF TASKS

Many Product Managers do all three areas of Product Management, i.e. strategy, technical and Go-To-Market
in one. Experience shows it is usually the strategic part and the Go-To-Market that fall by the wayside, since
many Product Managers predominantly move about in the technical area. The technical Product Managers
then frequently take on the strategic part and the Go-To-Market. In our experience this is almost impossible,
since support of the technical product is very time-consuming.

We therefore recommend The Product Manager who handles the strategy part can take on the Go-To-Market
section at the same time. The role of the technical Product Manager should be taken on by a separate person.

STRATEGY

Win/Loss Market
Analysis Strategy
Competence Portfolio
Analysis Strategy
identify | Competitive | Product | Distribution ime ai
Problem Analysis | Profitability | strategy
interview |  Identify swot - Price Business Product Sales to
[ Persona Analysis Strategy Plan Launch Plan [Buying Procesq
Identify Market | Buy, Build, - Marketing | Support Sales
Potential Pesitioning Plan | for Forecast
Buyer Personal Communication Marketing | Website
Analysis Strategy Efficiency | Content
Technology Product Go-To-Market] Customer Sales. MA RKETI N G
Analysis Roadmaps Team | Maintenance | Collateral
Sales

Reference
Customers | Presentation

Opinion Sales Channel|
Leader Training
Demos, Event
" Trial Versions|  Support
Time

For a chronological sequence, the strategic part can be completed first. The technical and Go-To-Market parts
can run in parallel. It should not be underestimated just how much time is required for a successful Go-To-
Market. You can learn more about a successful Go-To-Market in our course: “Successful Go-To-Market”.
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MANAGER OF VIRTUAL TEAMS

The Product Manager themselves are not responsible for any staff. It is therefore difficult for them to give
direct instructions to colleagues in other departments. As you have already learned in the “Responsibilities of
Product Management” chapter in the Procter & Gamble (USA) example, Product Management was created so
that there was a coordinator responsible for the product. For this reason, the Product Teams in the Open
Product Management Workflow are of particular importance.

STRATEGY, INNOVATION, BUSINESS GO-TO-MARKET

Go-To-Market

Team

BUILD BUILD

INTERVIEW $ IDENTIFY # ANALYZE # CHECK # STRATEGY 3 CONSOLIDATE » # DELIVERY # CONTROL & # PLAN $» PREPARE

TEAM TEAM

As you can see on the diagram, there are two of these so-called Product Teams for whom the product manager
is responsible.

So, there is the Technical Product Team and the Go-To-Market Team, both of whom are called on by the
Product Manager.

Note:
Experienced Product Managers know that they don’t manage any products, but that it is a very important task
of the Product Manager to form, inform and to manage virtual product teams.

Do you know, incidentally, what the word “manage" means or from where it is derived? The word "manage" is
derived from the Italian word “maneggiare” and means “to guide”, “to lead”, “to take by the hand”.

A product is difficult to guide or lead. Whereas the members of the virtual team are often grateful for the fact
that someone is taking them by the hand and taking over the overall co-ordination.

TECHNICAL PRODUCT TEAM

The Technical Product Team is made up of the following roles:

e  Strategic Product Manager

e Technical Product Manager/Product Owner
e Project Manager - Development

e  Product Architect/Requirements Engineer
e  User Experience/Designer

e Quality Control
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If you have defined other roles in your organisation which you consider necessary, simply add these colleagues
to the Technical Product Team.

You can find more detailed information about Technical Product Teams in our "Technical Product
Management” course.

GO-TO-MARKET TEAM

Your Go-To-Market Team can consist of the following roles:

e  Product (marketing) Manager

e  Operations Manager

e  Marketing & Communication

e Sales

e Website Management

e  Customer Care/Customer Support
e  Technical Support

You can find detailed information about the roles and tasks of the Go-To-Market Teams in our course
"Successful Go-To-Market/Product Marketing".

The Product Teams have the following in common:

1. They are convened by the Product Manager
2. They meet regularly in the product phase
3. They work to the same objectives, review them and adapt them if necessary on a regular basis

OPEN PRODUCT MANAGEMENT WORKFLOW ™ — GAP ANALYSIS

So that you can coordinate the teams successfully, you should know which department actually does what and
which tasks they take on in a business.

It has been shown time and again over the years that in many companies there is a different understanding of
the distribution of tasks.

The following should be found out:

e Who does which tasks?

e Has everyone got the same knowledge and understanding of what the tasks
o of the different departments are?
o of Product Management and Product Marketing are?

e How important are the individual tasks assessed as being?

e  The priority by which the tasks are worked on?

It is for these reasons that we have developed the tool (1) the Open Product Management Workflow — Gap
Analysis (1) for you. This will help you and your colleagues gain a common understanding of the tasks and roles.
It helps you to solve a problem which is very often named by Product Managers and companies.

In a Product Management team, an analysis (1) should initially be completed by everybody. Compare the
results and you will be amazed at how different these are from each other.
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As a second step, the gap analysis is given to the surrounding departments such as Sales, Marketing and

Development to complete. If you have already introduced Product Teams, ask your colleagues to carry out this
analysis together with them. The result can then be evaluated and corrected accordingly.

The gaps which open up when this analysis is carried out are amazing, and you can see that some tasks are
presumed to be done in departments other than the ones where are really done. It is important that each task,
each box of the Open Product Management Workflow is executed with the least exceptions, no matter who
does these within the company.

Use the gap analysis if roles and tasks and their prioritisation are unclear in your business.

Summary
Let us briefly summarise what the tasks of a strategic Product Manager are:

e Regularly carry out interviews

e Identify and quantify problems, scenarios, personas
e Analyse the entire market

e Ongoing review of business success

e Derive strategies & market message

e  Form, inform and manage the virtual teams
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BUSINESS PLAN

Before we look at any further points of the Open Product Management Workflow™, we come to the business
plan, because all other analyses and evaluations are consolidated at this point.

The objective of the business plan is to create a basis for the decision proposal which we need to make to
justify investments and strategies for the management, typically the funders.

Henry Ford once said:
“If there is any one secret of success, it lies in the ability to get the other person’s point of view and see things
from that person’s angle as well as from your own.”

On the one hand we can get this from our market players, i.e. the customer relationship. But on the other
hand, also from those for whom we are creating the decision proposals, so that we can then act based on
these. In most cases it concerns the management or investors.

The decision-makers need a decision-making aid, because they need to understand what the chances of
success are for our product. The business plan should illustrate the strategic market orientation and planning.
Problems, analyses, potential and strategies, as well as the prospects of the business development, must be
presented in an understandable and fact-based way because the decision-makers need to plan investments
and understand and assess the risks. That is why we should also illustrate the dependencies on the market and
identify other competitors.

The following graphic shows the results of the strategic work incorporated into the business plan.
Win/Loss Market
Analysis Strategy

Identify i q o
Problems + Finance & Figures

Identify .
Persona Business Plan

Identify
Scenario

Technology Product
Analysis Roadmaps

As you can see, all the results of the analyses, the evaluation of the interviews as well as the strategies and

figures derived flow into the business plan.
From the business plan, a compact decision proposal is created, usually a PowerPoint presentation for the
management.

GATE PROCESS

In many companies the release of a business plan and a product is divided into several stages, into so-called
gates.

We have seen companies in which there are seven or more of these gates, i.e. steps up to the final product
launch.

For the creation of a business plan we use two gates (steps) here as an example.
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In step 1:

We identify the problems of the market

Quantify the frequency of these market problems with approx. 6 interviews
Identify the persona

Find out whether there is a willingness to pay for a solution to the problems
Check whether a solution belongs to our core competencies

AN AN A

Perform a rough analysis of the competition (number, strengths, significance)

From the results above, you create a so-called business proposal (17), submit it and then await the decision as
to whether this business proposal is accepted or rejected.

For the business proposal you will receive a template from us - Document 17.

The reason for the creation of a business proposal (17) in the first step is that the creation of a complete
business plan with all of the necessary analyses costs time and money, which in turn must be invested. So, for
example, the time you have to invest for a full competitive analysis as part of your daily work is about 4 weeks.

If the business proposal is examined and the initial release for the completion of the business plan is issued,
then comes:

Step 2:

7. Carry out more interviews

8. Conduct and complete all of the analyses
9. Derive the strategies

10. Add figures to the business plan

At the end you create a short decision proposal which is usually in the form of a PowerPoint presentation.
CLASSIC BUSINESS PLAN - DOCUMENT 18

The classic business plan (18) is a document which already exists in many companies. It usually consists of
several headings and a lot of gaps. The Product Managers write their results under these headings.

The classic business plan (18) is often structured as follows:

Summary or Executive Summary
Business Plan, i.e. Analysis and Results
Problems/Requirements
Go-To-Market strategy

vk wh e

Attachments

Document 18 gives you our template of such a classic business plan.
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AGILE BUSINESS PLAN ™ — DOCUMENT 19

Over the years we have talked with many managing directors who have told us the following things about their
Product Managers’ business plans:

e The proposed decision templates do not provide the reasons and justification for investment

e Alack of confidence in the business plans because there is a lack of market facts and real market
figures

e The market message provides customers with no real added value and it’s difficult for customers to
understand

The heads of Product Management departments have also told us:

e The decision templates are insufficient, because there is a lack of facts and market figures

e Investments and resources cannot be planned and cannot be justified for the management with the
business plans submitted

e They have little confidence in the work of the Product Manager, since they lack market knowledge

o All this together leads to the motivation of the Product Management team not being at its best

As a cause for this dilemma we have found over the years that it is the form of the classic business plan which is
to blame. Because of its form - headings with gaps - it encourages Product Managers, who have no market
facts, to be able to write a lot of prose in the gaps.

This writing takes time and therefore money. Added to this is the fact that nobody really likes writing such a
business plan.

And reading this classic business plan is also very time-consuming. And who enjoys reading the Product
Manager’s prose?

Since they only possess a few facts, they don’t create any trust on the part of the reader.

But why do we still write business plans today? Because they are the necessary basis for decisions. That is why
they are still required.

Since we knew about the problems of Top Management and the Head of Product Management, we decided to
develop a different form of business plan which solves all of the problems. The result was the so-called Agile
Business Plan - Document 19 - which you will receive during our training.

You will receive from us the Agile Business Plan (Document 19) to use as a tool, which provides the following
benefits:

1. You write only brief, fact-based stories

2. The business plan is based on real market data, which can also be quickly checked by management

3.  You only fill out specifications and no longer have to write out pages of prose

4. It's quick to complete because you answer questions, tick things off or fill out short tables

5. The Agile Business Plan can be reused and further developed

6. Adjustments are possible in just a few minutes, meaning that you can write a business plan within a
very short period of time which can also be read quickly too

7. All the facts and open points are quickly recognised

8. If employees change, everything remains traceable because the data and facts are documented here

9. Trends can be derived even with small amounts of data, since the Agile Business Plan is 100% based
on market facts

10. Top management can determine the level of confidence themselves because the database is visible
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The Agile Business Plan template, which you will receive from us as Document 19, contains red text passages.

These are the instructions for the completion of the template and you can delete them.

Enter your information at the appropriate points in the document and then these are automatically transferred
into the Executive Summary. Have a look at Document 19 in your own time in peace and quiet. You will notice
that you can adjust all of the information to fit in with your current daily work. If you get new information, this
can be added on and stored securely. The Agile Business Plan is your database in which you store all important
business and strategy decisions and which can be adjusted at any time, i.e. it is flexible and agile. Which is
incidentally how the Agile Business Plan got its name.

EXECUTIVE SUMMARY (INTRODUCTORY SUMMARY FOR MANAGEMENT):

The Executive Summary, i.e. the summary and overview of the business plan, constitutes a challenge for most
Product Managers. The executive summary is needed by top management as they prefer a short summary
instead of a multi-page business plan.

The following are the points which an executive summary should contain.

These questions should be answered:

e What problem does the persona have? What bothers them, what annoys them?

e How and how much does the persona lose in time and money?

e [sthe persona ready to pay for a solution to their problem?

e Why is it our particular expertise to create a solution?

e  Who are our competitors and how many competitors are there?

e What is our strategy to beat competitors?

e How big is the market potential and what share do we expect?

e What are the risks and opportunities for the company?

e How is our sales and communication strategy and does it fit in with the information and purchasing
behaviour of the purchase decision makers?

e  What are the expected figures for the next few years?

FINANCE AND FIGURES

When the business plan is created, it is expanded to include financial information and figures. The following
figures should definitely be included:

e  All relevant costs

e Company-specific cost allocations

e  Prices, quantities and turnover

e  Sales figures by sales channel

e  Costs/margin per sales channel

e  Profit and Loss per month

e Total of Profit and Loss

e Total investment required

e Time and duration until real profits are made

As an example you will receive an Excel table in the digital documents that you can download, which contains
such a calculation of numbers.
We developed this Excel document for the so-called business case of a business plan for you together with
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experienced top managers from German industry. The Excel table is based on many years of practical
experience.

SUMMARY OF BUSINESS PLAN

Let’s summarise the topic of the business plan:

A business plan should always be a story with facts. An understandable story about a person which describes
how this person loses time and/or money and what problems they have. It should also describe how urgent the
problem is and how often it occurs. It should also clarify whether the person is ready to pay for a solution.

Practical tip:

Some hints for the presentation of the business plan:

Never use words like: “I believe", “I think”, because these provide an opinion or presumption and give the
impression that you do not possess market facts.

Use instead phrases such as: “Experience of the market has shown ..." or "In 25 of 30 customer interviews |
have learned...”.

Show the results of the analyses. The detailed analyses themselves serve as proof of their derivation, as
evidence of where the results originate from.

Present the derived strategies. Show how the strategies were derived and where the findings come from. Go
briefly into the figures of the business case and give a short outlook for the next few years.

If you have followed these points and used the Agile Business Plan for your work, then the confidence of the
management increases in the decision proposals and the likelihood of success. Or to put it in the words of Jeff
Bezos, CEO at Amazon Inc.:

”

“The great thing about fact-based decisions is that they overrule the hierarchy.
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With just one click, you will receive a decision template as a presentation for management with the help of the Product Management
Dashboard for JIRA.
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PRODUCT VS. PROJECT

Again and again, we encounter a problem of understanding among product managers, but also in general in

companies, which can best be formulated with the question: What is the difference between a product and a
(customer) project from a Product Management perspective?

The following simple definitions reflect the difference:

If you create or manufacture something specifically based on a customer's requirements, it is called a project.

Definition product:

Products are things that solve problems that are widespread as well as urgent in the market and for which there
are several customers willing to pay for the solution.

Conclusion:

A project is more like a commissioned work, for which it does not need a business plan. Likewise, it does not
require further marketing of the result created for the customer.

In the case of a product, on the other hand, the entire market must be analyzed in detail, problems identified
and their distribution determined. The results of all analyses must be presented and consolidated in a
recognizable and comprehensible way. A business plan is typically used for this purpose. After deciding
whether all necessary investments will be made, manufacturing and marketing take place.

DEVELOP A "PRODUCT" FOR ONE CUSTOMER AND NOW SELL IT TO MANY CUSTOMERS,
IS THAT POSSIBLE?

Time and again, product managers tell us that a "product" was developed by their company for a customer
according to the customer's requirements. After successful completion, the company decides that it now wants
to sell this "product" to a large number of other customers.

They then spend a while trying to sell the "product". In the end, the product managers then come to our
training and want to learn from us how this "product” can now be successfully marketed.

You have learned about the definition of projects and products in the previous section.
Please briefly answer the following questions for yourself:

1. Iswhatis described as "product” a product or a project?
2.  Why does the sale of the "product"” to many other customers fail?

Have you answered these questions for yourself?
Good, now we will answer the questions together and you can check your answers.

If you answered in the first question that it is a project and not a product, then your answer is correct.
The reasons for the failure to sell to many other customers are as follows.

1. For successful marketing of a product, it is necessary to communicate which problems the product
solves. The problems that are solved for the one customer are unknown, because one has only
received requirements from the customer.

2. Based on these requirements the project was manufactured/developed for the customer.
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3. Since the solved problems are unknown, it is not possible to check whether these problems are
widespread.

To make it easier to understand, let's use the following example:

What the company made as an order for the one customer corresponds to a made-to-measure suit. Now the
company tries to sell this tailor-made suit to many customers. Which would mean that all other market
participants have the same measurements as the one customer.

We know from our experience that not all market participants have the same clothing size.
WHAT CAN BE DONE TO SELL THE PROJECT AS A PRODUCT AFTER ALL?

If the project absolutely must be sold as a product after all, here's what to do:

Find out which problems have been solved for this one customer.
Now find out whether these problems are widespread in the market.

3. Quantify with closed questions in the market if possible potential customers have these problems and
how often.

4. Ask the potential customers if they would be willing to pay for a solution to the problems.

If it turns out that the problems are widespread and potential customers are willing to pay for solving the
problems, then perform all further steps of the Open Product Management Workflow™ that follow the item
"Identify Problems".

And please really do all the steps first before you try to sell the project as a product.
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DEFINITION OF CUSTOMER TYPES

We usually speak about customers in our working life. But do we always mean the same customer? In the
following section we will look again at the types that there really are. This definition is a prerequisite for the
understanding of many things which are yet to be discussed. They are the prerequisite for the entire strategic
and technical product management but also need to be understood for the Go-To-Market according to the
Open Product Management Workflow.

According to our definition, there are three types of customers. First, we have the potential, the evaluative and
finally the customer.

CUSTOMERS

Let’s start with the customers. According to our definition, they are our customers, but also those of the
competition. Both have a common characteristic, namely that an existing market problem has been solved.
Either their problem has been solved by us which has made them our customers. Or the market problem was
solved by one of our competitors, which in turn makes them our competitors’ customers.
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With regard to the customer, there is always the question of which new problems we can solve for them in
order to get new revenues. For our competitors’ customers, the question is how we can help them to change
over to us. It is important to note that in the event of a change, investments from our side may be necessary,
i.e. if we help a customer to switch over to us, data may have to be migrated or entire systems will need to be
replaced.

A simple example is the change of the telephone service provider for a mobile phone. Previously, you had to
pay the new or the old mobile phone provider to port your number over. Nowadays, the new provider offers
the option to take on these costs in the form of a credit note. Costs therefore arise for the new provider that
they take on for the customer. As such, you should always ask the questions: is it worth the investment? Is it
worthwhile for us to allow the customer a change or is it more interesting to for us to reach so-called potential
customers?

We know our customers well. Sales always maintains active contact with them. Customers also get in touch
with Service and thus provide information on our existing products. Depending on the business model,
customers are the turnover of the past or the current turnover.

But there are also cases in which existing customers can become potential customers again, such as when they
experience changes which create a problem that has not yet been resolved. Such a change could be, for
example, a work process which has changed over the years.

POTENTIAL CUSTOMERS

Potential customers are the type for whom neither we nor the competition have solved a market problem, or
the possible solution to their problem is not yet known by the potential customer. Here the following questions
arise: do we know their problems, and do we solve them? Do they know about our solution? And why aren’t
they buying it?

Potentials

The potential customers are still anonymous, i.e. neither Sales nor Service speaks with them. It is therefore the
task of Product Management to find these types of customers and talk to them as they are the best source of
information for future products. They are the sales of the distant future. The proportion of potential customers
makes up the largest share in most markets.
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EVALUATIVE CUSTOMERS

The third group are the so-called evaluative customers.

This group already knows what their problem is, they are looking for a solution and evaluating various solutions
- hence the name evaluative customers. Often, our Sales teams are in contact with them. Since these
customers are still reviewing which of the products they will buy, they are also a good source for a later
win/loss analysis because here the question arises as to why they bought from us or even why they didn’t. We
can also learn from them what problem our product solved for them or what it didn’t. They can also tell us
whether the solution that our product offers is worth the price being charged. Since our Sales are in contact
with this type of customer, we find the contact data is often in our CRM under Interested Parties.

As the evaluative customers have not yet bought, but are considered Interested Parties shortly before the
decision is made, they generate sales in the near future.

Evaluative customers are the smallest of the three groups.

Marketing activities of companies frequently only address existing or evaluative customers.

A correlation that we need again later is the dependence of the turnover of the type of customers.
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Past Today Future

To repeat: customers are, depending on the business model, the turnover of the past or of the current
turnover. Evaluative customers are today's turnover or the turnover of the near future. Potential customers are
the sales of the distant future.

So if you want to shape the future, then conduct interviews with potential customers.

CONDUCTING INTERVIEWS (INTERVIEW MARKET)

The interview is the first and most important building block in the Open Product Management Workflow ™. The
most important task of a Product Manager is to conduct interviews with every type of customer. If you don’t do
that, all future further steps will only be based on conjecture, which in turn leads to numerous discussions and
time-consuming meetings.

Interviews are important in order to generate market facts, which enhance your reputation and your credibility
as a Product Manager in the business.

Over the years we have observed that Product Managers use events to talk, however the information received
is not recorded. Often there is no structure in the questioning because the majority of Product Managers do
not know what information they need to evaluate this later so that strategies can be derived.

What we have also observed in the last few years is that companies establish so-called feedback channels but
that these aren’t used by Product Managers, i.e. the Product Managers have a look at them now and then but
don’t use the opportunity in turn to get into contact with these customers from their side, even though these
customers willingly got in touch and are a good source of information.
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TYPICAL SOURCES FOR INFORMATION FROM COMPANIES

The following diagram shows how the information is typically used in a company.
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In a startup, you often talk with a lot of potential customers at the beginning. Later, a share of the potential
customers converts to evaluative customers who are testing the product. Of these, in turn, a certain number is
in contact with Customer Service, therefore in contact with us. This often means that more and more people
talk to the customers because the other departments in our company also talk mainly with customers or
evaluative customers, as we have just learned. So, Sales communicates with customers or evaluative
customers. Customer support and Customer Service speak to existing customers as the majority of them get in
touch about service requests. If Product Management also spoke to both of these two groups, it would become
‘over engineering’ and we would not generate any significant increase of market share.

TYPICAL SOURCES OF PRODUCT MANAGERS IN ESTABLISHED COMPANIES

The following graphic shows how the typical information sources for Product Managers look in established

companies.
A
Number of conducted
Interviews
Studies
. Customers
Potentials
’f Evaluatives
Time £ >

New Product/
StartUp

Here is what it looks like when Product Managers join a company. They will talk with some customers, less
with evaluative and even less with potentials. Often the Product Managers depend on studies or complain
when the company can’t provide any studies. These Product Managers often have the problem of determining
the size of the market potential which most strategies can usually not explain and certainly can’t derive
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anything from. Within the company, they struggle to communicate to other departments and the management
what they see as being unclear positioning, for example on websites and in advertising.

We agree with Adrian Slywotsky, who writes in his book "The art of profitability":

“You’ll learn more from a one-hour meeting with a customer than you can from 50 research studies or analyst
reports.”

The optimal distribution of the sources of information should therefore appear as shown in the following
graphic, i.e. a balanced relationship between conversations with customers, evaluative customers and
potentials, but studies can also be incorporated into our results.
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HOW DO | FIND OUT AND LEARN SOMETHING FROM THE MARKET?

Product Managers always want to know from us: How and what should | actually ask about? Should | enquire
directly about the customers’ wishes, so just ask what they want to have?

Our simple answer here is: Give the customer what they want, what they wish for and then something happens
which Henry Ford once put so wonderfully:

“If I had asked people what they wanted, they would have said faster horses.”

You have to find out what bothers customers, what annoys them and, above all, what costs them time and/or
money. Customers enjoy telling you - if you listen to them attentively, you’ll be able to discern these points.
Further questions could be: “Why is that?”, “How did that come about?” as well as "Please tell us more about
it.” You should also begin to monitor the situation to see how things are going.

When you carry out interviews on the market:
Appear confident as a Product Manager!

Introduce yourself as a Product Manager, because Product Managers are welcome. Say truthfully: “I’'m not
selling anything.”, “I'm just researching the market ..., that’s why I'd like to understand how or what ....."” The
customer then knows that you are not a salesperson and will talk to you openly.

Therefore, whenever possible, go to such discussions without Sales being present. With potential customers
that’s not a problem because our Sales department only speaks to our existing and evaluative customers.

Occasionally, participants from our training courses tell us that Sales have reservations if Product Management
goes to see “their” customers.

Author: Frank Lemser - Last updated December 2023
This book is teaching material of proProduktmanagement GmbH GmbH - Deutschherrnstrasse 6 - 90429 Nuremberg
@ +1716 800 7312 [=] info@pro-productmanagement.com "] www.pro-productmanagement.com



- :Produkt,?.
f7)] Mmanagementas

1. Explain to Sales that it will help them in the future and make the sales process easier if you as a
Product Manager can understand the customers’ problems as well as possible, because then you can
find the optimal solution and the unique added value can be communicated to the customer more
clearly.

2. When you speak to potential customers you will never be in conflict with Sales because, as we have
already learned in the definition of the types of customers, Sales speaks with existing customers and
evaluative customers.

THE INTERVIEW PROTOCOL - DOCUMENT 2

If you hold discussions with market participants, you should without a doubt write down what you find out. Use
our interview protocol which you will receive as Document 2.

Refer to the points in the interview protocol (Document 2) as you will need this information for all further
steps.

The interview protocol is the basis for everything beyond here.

Here are a few tips for the interviews:

e Prepare well and always start with an open agenda

e Let your interview partner tell you what they want to say and listen well so that you can find out the
things they find annoying and/or time-consuming.

e (Question the exact situation so that you better understand the interrelationships because this
information must later be passed on to your colleagues.

e If necessary, drill down further to understand further problems or the core issue and document the
findings. Ask open questions so that your interview partner is in a narrative mode

e Always remember: The conversation is not a sales conversation and/or consultation!

e Be open and don’t specify any solutions

e Avoid influencing questions, such as: “Do(n’t) you agree that...”

e Never link questions in a sentence using "and", e.g. “Did you think our restaurant was great and did
the food taste good?" What should the response be if the restaurant was great but the food wasn’t?

e Avoid asking for values in percentages, but instead ask questions in whole numbers, e.g. instead of
“What percentage of your working day ...?", ask “How many hours of your working day....?”

e Do not discuss if the product is criticised or if the competition is praised, just listen carefully as this is a
real market opinion!

e Do not advise the customer and don’t immediately think about a solution to the customer’s reported
problem. Listen instead to the issue to properly understand it. The problem will be solved later
because you are not a consultant, adviser or engineer, you’re a Product Manager!

e |tis essential to write down what you experienced

e Make notes during the interviews on a piece of paper

e After the interview, transfer the important things onto the interview protocol (Document 2), which
you have received from us

e If there is any initial uncertainty, two of you should go to such discussions so that one asks the
questions and the other writes down the answers. You can therefore also review and coach each
other!

What you can find out from questions as well as listening and what information can help you further:
e Are there time-consuming and/or annoying things and if yes, what are they?

e How is the problem being resolved today?
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e How often does the problem occur?

e How much time and/or money is the problem costing?

e Istheinterview partner ready to pay for a solution to their problem?

e How does the purchasing of new solutions take place?

e Whois involved in the purchasing process and who influences it directly?
e  What criteria has every person involved in the purchasing process got?

e Does the interview partner know our company/product?

e What is the difference to our competitors?

e  What do they find is good about our company/product and what isn’t?

e What does the interview partner think about our competition?

Important: Write down the results of your conversation and transfer the information into the interview
protocol (Document 2), which you have received from us.

In order to file away the information from the various interviews in an organised manner and for easier and
time-saving further processing of the information from the various interviews, the software we developed can
also be used.

Create new Problem

Persona’

g Marcus
Product Manager
Buyer-tser

product

Customer Type*  Potential - there is no solution/product for his problems yet

Select the Type of the Customar you had tis ntorviow Wi

Problems & User* o i
Scenario  weeks) ions. There
which

Short Description
e

occur, 5. ovey 2 hours, weekly, monthl, once 3 year ete7
Costs  effort Hours. v perWesk

caused by the
problem

Customer woul o
pay for solution

0 Create another problem [T Cancel

E:Product Management Dashboard® My Tasks Products ~ Interviews v My Market Problems. ® 2 O

Interviews

Products £ Download Interview-Protocol and tips
Portfolio Groups

My Market Problems Ky prRoDUCTS PERSONAS MARKET PROBLEMS INTERVIEW PARTNER ORGANIZATION  BRANCH OF TRADE
W Product Management Dashboard @ vores ‘Several PMs must work together on one product, David Krat (Senior Product Manager  Company A Software
Cloud Tasks and roles of product management are not clear,

Requirements rating costs a lot of time and we have no.
decision criteria

T2 Product Management Dashboard & o Little trust n business plans, missing market facts n decision  Paul Theiss (CEO) Company8  Software
Cloud templates,
Tasks and roles of product management are not clear,
Extra costs for server infrastructure and personnel (admin) for

PM software
INT-3 Product Management Dashboard a e ‘The distinction of tasks from PM to other departments isnot  Anna Sanger (Product Manager) Company ¢ Computer
Cloud clearly defined, Hardware

Tasks and roles of product management are ot clear,
Requirements rating costs a lot of time and we have no.
decision criteria

INT-4 Product Management Dashboard & - Extra costs for server infrastructure and personnel (admin) for  Stefan Gottiieb (CEO) Company D Medical Healthcare
Cloud PM software
INT-5 Product Management Dashboard e — ‘The distinction of tasks from P to other departments isnot  Sandra Frel (Product Manager) Company £ Software
clearly defined,

Uniform structured approach with tools needed for PM,
‘Several PMs must work together on one product

INT-6 Product Management Dashboard @ - Little trust in business plans, missing market facts in decision  Thomas Hahn (VP Product Company F Medical Healthcare
Cloud templates, Management)
Uniform structured approach with tools needed for PM,
‘Several PMs must work together on one product,
Tasks and roles of product management are not clear,
Requirements rating costs a lot of time and we have no.
decision criteria

N7 Product Management Dashboard Son ‘Several PMs must work together on one product, Michael Beyer (CEO) Company Medical
Cloud We lose market share and need ideas for products, which is Engineering
diffcult
INT-8 Product Management Dashboard @ o Tasks and roles of re not clear Lucas Himmel (VP Product Company H Medical Healthcare
Cloud Management)
INT-9 Product Management Dashboard @ s Tasks and roles of product management are not clear, Marie Ackermann (Senior Produkt Company | Software

Structured input of interviews and list of interwies as well as market issues stored in the Product Management Dashboard for Jira.
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SOURCES FOR CONVERSATION PARTNERS

You can find interview partners for the different customer types under the following sources:

Potential customers:

e Trade fairs and specialised conferences

e Events of professional associations and trade guilds
e  Friends and Family

e Anywhere where there is a potential market

Existing and evaluative customers:

e Feedback channels, support and service requests

e Customer database, Customer Relationship Management (CRM) Software
e  Customer training courses

e User groups and round tables

e Trade fairs and specialised conferences

e Events of professional associations and trade guilds

USING THE POTENTIAL BENEFITS OF CUSTOMER FEEDBACK

A cost-effective way to collect information is the feedback from customers, therefore allow customers to give
feedback on the product or service.

The benefits of customer feedback are:

e  Obtaining cost-effective information
e More uncomplicated contact

e Increased customer loyalty when customers see that their feedback affects the products

The feedback channels should be designed in such a way that proposals can also be submitted by category. The
establishment of a clear structure makes the evaluation much easier. An example is the website
www.useresponse.com, which many companies use so that customers can store their feedback in a structured
manner.

When contacting customers who have given feedback, please note:

e  Ask questions and listen

e No sales talk or consultations

e Accept criticism and be friendly when doing so

e Also, thank them for criticism: “Thank you, your feedback certainly helps us.”

Try to ask for information in the interview which is mentioned above and in the interview protocol (2).
Record the results again in the interview protocol.
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SURVEYS AND QUESTIONNAIRES

If you want to conduct surveys via telephone or via the web, the following steps should be applied:

e Before you create a survey or poll, answer the following questions:
o  What will we do with the information obtained?
o What will the results change?
e When preparing the questions, think about what you want to achieve with the results of the
responses, i.e. how you want to and will be able to further process the information received.
e Test surveys/polls in a small environment and check whether you learn what you want to know
through the answers you are given. Tip: First, test internally as it’s quick and requires little effort.
e Bearin mind the tips used for interviews here too, such as avoiding influencing questions, linking
questions with “and”, as well as asking for percentage-based answers rather than whole-numbered
values.

Only good questions generate good data.

SelfBackup example:

At this point we would like to introduce our example product, “SelfBackup”, which we have been developing
for our persona Claudia and we want to show you how the product came about.

Further throughout the course, you will learn more about the market problems which will be solved with the
product, as well as about our persona, Claudia.

We conducted 30 interviews over six months in the market for SelfBackup. How would it look with your own
product? How many interviews have you conducted? Enter your own values under "Your Product".

Interviews

Product: SelfBackup Your Product

Number of interviews: 30 (1/2 year)
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IDENTIFYING THE MARKET PROBLEMS (IDENTIFY PROBLEMS)

The aim of this section is to show you how to identify the current market problems and review them.

In order to identify market problems, the following requirement applies:

Get out of your office and conduct interviews! You won’t learn about the current market problems if you’re
sitting at your desk!

Furthermore, it is essential to ensure that the information you get from them is evenly distributed and comes
from the three different types of customers.

OVER-ENGINEERING

In practice, we experience again and again that most of the information comes from existing customers. This is
due to the fact that they get in touch with Support/Service and that Sales also usually speaks with existing
customers. We as Product Managers also speak to these types of customers, for example at in-house fairs.

If existing customers make up the overwhelming majority of our sources of information for identifying
problems, then it leads to so-called "over-engineering". The product is therefore enriched with additional
functionalities that the customers want which they have already bought and paid for (of course depending on
the business model). It is usually only a few existing customers who need these additional functionalities and a
lot of extra effort is expended for this.

The graph below shows what leads to over-engineering depending on the distribution of sources of the three
customer types.

a2
Number of conducted
Interviews Customers

Potential \&

_——/ Evaluatives

Time =

New Product/
StartUp

The Interview Matrix tool (Document 4), which we will provide you with, will help you to incorporate a
relatively uniform integration of the three different customer types in the identification of market problems
and to avoid ‘over-engineering’.

INTERVIEW MATRIX - DOCUMENT 4

The Interview Matrix (Document 4) which you receive in our training helps you to:

= Question the market in a balanced way and avoid ‘over-engineering’
=  Get an overview of who you have already asked
= Show the market segments in which interviews were conducted
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IDENTIFY, CONSOLIDATE AND REVIEW MARKET PROBLEMS
To identify market trends and problems you have various options. You can use all of the listed options and

sources for interviews from the Interviews section to review market problems. For trends, you can rely on
surveys, studies and market research results.

Identify How?

Problems Interviews, Feedback, Focus Groups
Open questions! What? Why is that? ...

Trends Market Research, Studies

In addition to the problems that you identify as a Product Manager for (potential) customers, with the help of
open questions, there are also numerous reports of problems from another department in your company or
from Sales and Technology partners. So, for example, Sales reports requirements or problems from (existing,
evaluative) customers. Support also notifies you of things where customers have a problem with your product.
Figuratively speaking, you can say that all the problems and requirements that exist anywhere should be tipped
into a funnel and be assessed when they come out of the bottom in line with market requirements.

Sources of Problems

STRATEGY, INNOVATION, BUSINESS

in/Los
Analysis

TECHNICAL

User Persona

Identify
**+.Problem

Competence

Analysis Use Scenario

Support

Competitive
GEWAH

Requirements

Contracts Rating

SWOT
Analysis

,.+*dentify
Scenario

User Groups
& Boards

Bugs &
Enhancements

Technology
GEWAH

You can learn in our course "Technical Product Management” how you assess and sort problems in line with
market requirements.
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Now that market problems and trends have been identified and consolidated, the results need to be reviewed.

You need to find out how often problems as well as trends are found and how urgent these have been
classified as, because our objective is:

To only solve market problems,

1. Where there is a widespread distribution
2.  Whose solution is urgent
3.  Where there is a willingness to pay for their solution

In order to examine whether problems occur often, if they are widespread and/or urgent, we use, for example,
telephone or web-based surveys as methods. To see whether trends from studies are real trends, we can in
turn find out using interviews, surveys or with so-called pretotypes. (You can learn more on the subject of
pretotypes in our course "Technical Product Management”.)

Check How?

Surveys, Web Polls

Frequency, Urgency Closed questions! Do you have the following problem? ...

Trends Interviews, Surveys, Pretotype

The circulation and distribution of market problems can also be evaluated using product management
software.

.
E.Product Management Dashboard® My Tasks Products v Interviews v My Market Problems [ 2N o]

PRODUCT: Product Management Dashboard Showcase

Overview ~ Strategic Management  Technical Management ~ Go-To-Market  Configuration

ekl Identify Problems
Interview Market
IDENTIFY All Problems  Problems for Persona Type Problems for Customer Type Problems for Communication Channel

Identify Problems

Identify Persona Tasks and roles of product management are not
clear
ANALYZE
have no decision criteria
Competence Analysis
Compatitive Analysis Unform structred approach with toos needed _-
SWOT Analysis
it Potenid T ————
Buyer Persona Analysis
R Little trust in business plans, missing market facts _
Technology Analysis in decision templates
CHECK Extra costs for server infrastructure and personnel _
o (admin) for PM software
Product Profitability (admin) W
Innovation & The distinction of tasks from PM to other -
i departments is not clearly defined
Buy, Build, Partner &
We lose market share and need ideas for
STRATEGY products, which is difficult
Market Strategy
0 2 4 6 8 10 12
Portfolio Strategy Interviews
Distribution Strategy & @ Evaluator - is currently looking for solution and evaluating products
Price § ©® Customer - has already purchased a solution/product for main problems
rice Strategy @ Potential - there is no solution/product for his problems yet
Positioning &

Evaluate market issues by various criteria using the Product Management Dashboard e.g., evaluation by customer type.
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QUANTIFY - HOW MANY INTERVIEWS?

We are often asked how many interviews you should conduct. In practice it has been shown that very good
trends already begin to appear after 6 interviews. Our experience is confirmed by UX specialists (User
Experience) through studies, because their results arise from only 5 interviews which reveal a very good, rough
trend.

You should therefore note:

1. Interview some customers, approx. 6-10, but balance them out well; use the Interview Matrix
(Document 4)

2. Identify new market problems from these interviews

3. Verify and quantify the result of the interviews by polling a large number of people using surveys

As a Product Manager, you will only be successful if:

1. Regularinterviews are carried out
2. Market problems are identified from the interviews
3. Theresults are checked on the market

TYPES OF SURVEY VS QUALITY

As already mentioned, there are a variety of options in surveying, such as web polls, telephone surveys or the
personal conversation, for example. In the following section we will briefly show you what the advantages and
disadvantages of the different types of survey are.

Personal

Costs :
Conversation

per Contact

Telephone
Survey

Quality of Results per Contact

WEB POLL
Advantage Disadvantage
= Many people are polled at as low a cost as = Difficult, few questions and getting the right
possible information

= By default, you rarely get the true "Why?"

= “You don’t know what you don’t know.”
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|TELEPHONE SURVEY

Advantage Disadvantage
= Many surveys possible =  More elaborate preparation
= Call centre can record questions/feedback, = Difficult, few questions and getting the right
fast improvement possible information

= By default, you rarely get the true "Why?"

= “You don’t know what you don’t know.”

PERSONAL QUESTIONING

Advantage Disadvantage

= Question, conduct and listen =  Lower number of respondents
= Immediate response and enquiries possible

= Information

= More precise

= Opportunity: Learn something you hadn’t
thought of until now

Practical tip for quarterly and annual targets and budget:

Embed a certain number of interviews in the quarterly or annual targets so that you always link back to them.
For example, if colleagues react strangely to frequent business trips or when it comes to Product Management
getting a budget for travel and tools.

SelfBackup example:
From the interviews for our SelfBackup product, the following detailed descriptions of the market problems
arose:

Claudia’s laptop was faulty and all her pictures and other data were lost forever. Until now, she hadn’t had a
data backup because it took too long and was laborious and to copy photos she always had to connect a USB
hard drive to her laptop. She does not understand technologies such as NAS and finds this too complicated.
Claudia’s wish is for an automatic regular backup of her pictures and data as soon as her laptop is opened.

Photo software from CEWE crashes very often and the photo albums she created previously can no longer be
used and edited. That’s why Claudia saves the album every hour under several names.
A restorable backup which is created automatically every hour would save Claudia a lot of time.

With most of the programmes for data backup, we have the following problem: if you want to restore individual
files, you can only do this by selecting by file name. The pictures are not recognised in the file name. So you have
to first restore all the pictures and then re-delete the superfluous images.

Claudia would buy a fully-automated data backup immediately, but at the moment there is no solution.
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The following top market problems arose from the interviews:

Top Market Problems

Product: SelfBackup

1. Regular automatic Backup

2. Wireless Backup (no NAS)

3. Backup starts as soon as laptop is open

4. Space saving of more data versions

5. Data preview (images, Word-documents) before restoration

Here is the image for our checklist:

|dentify Persona

Product: SelfBackup Your Product

Persona: Claudia: User-Buyer
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IDENTIFYING PERSONAS (IDENTIFY PERSONA)

Another thing which is identified in interviews and which is required for many other steps is the persona.

What actually is a persona? What is the Persona Concept?

A persona is a stereotype for a group of people with specifically distinctive characteristics and specific
behaviour.

Personas are created using features which are identified in interviews, for example, or in other observations
made by customers. As many personas as necessary and as few as possible are developed to cover the
appropriate behaviours.

The persona concept helps:

e To get a better understanding of the different types of market participants.

e To summarize the different characteristics of a group of people and to reflect them in an exemplary
person (persona).

e To simplify the communication considerably, because with the persona | also transport all
characteristics without having to express them.

BUYER AND USER PERSONAS - DOCUMENT 5

Both types of personas which are important to us for the course are the buyer persona, the user persona and
buyer-user persona.

Buyer Persona:

By buyer persona we mean all those personas who are involved in the decision on the purchase. We must
therefore present the benefits and added values for the respective buyer persona. In the chapter Buyer
Persona Analysis, we will go into this in more detail.

User Persona:

The user persona is the persona for whom we are solving the problem and who will later use our product or
our service.

Buyer personas and user personas can be different. For dog food, for example, the person is the buyer persona
as they are the one buying the food. The dog is the user persona as it is the one that eats the food, and
therefore is the one that uses it. As you can see, animals can also be used as a persona.

Buyer-User Persona:

But there are also situations in which the buyer persona and user persona are one and the same person. If the
persona Claudia goes to buy herself some shoes, for example, she makes the decision about the purchase. As
Claudia is also the one who will be using the shoes, she is therefore also the user persona.

Claudia decides on the purchase and also uses the product, she is therefore the buyer persona as well as the
user persona. As such, we call her a Buyer-User Persona.
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Buyer & User

Definition:
Solve the problems for the user persona. Explain the added value for the buyer persona.

Persona - Document 5:
You will receive Document 5 in our training as an example of a persona. It shows you a user buyer-persona
from the B2C environment.

TYPICAL PERSONAS IN THE BUSINESS TO CONSUMER (B2C) ENVIRONMENT

In the B2C environment, the roles are generally clearly assigned which leads to numerous buyer-user personas
as seen in the example above. In families, on the other hand, there are often clear divisions between parents
and children. All the members of the family are usually user personas of the usual things in the household, like
the TV for instance. Whereas the buyer persona of a TV is rather limited to the parents unless the children are
those who earn the money and decide the budget.

But it is important that the user persona is included in the decision-making process because if they cannot use
the product, it becomes a poor purchase.

Practical example:

The microwave in our house broke. This appliance sits on a small table in our kitchen which has a relatively
smooth wood veneer surface.

After a short search |, the father of the family, bought a new microwave and simply exchanged it for the old
one. Shortly afterwards, | heard from the kitchen: “The new microwave doesn’t work. We can’t use it because
we can't get it open.”

Now, what was going on? The kids were pulling on the new microwave’s door handle and the appliance almost
slipped from the table because the surface underneath it was too smooth.

Our old microwave didn’t have a handle to pull, it opened at the push of a button. As such, the microwave did
not move because it stood against the wall and the door just sprang open.

The new appliance was packed back up again and replaced by one in the design of the old microwave. Had | as
the buyer persona better observed the user personas of the kids and involved them in the decision in good
time, we would have been spared this poor purchase.

TYPICAL PERSONAS IN THE BUSINESS TO BUSINESS (B2B) ENVIRONMENT

In the B2B environment it is usually quite clear with the persona, because they go out of the house every
morning to work and slip into their role in the company, for example as the CEO, CTO, in Sales, in Controlling, in
Engineering etc. These roles are comparable and present in most companies and their tasks are also similar in
most businesses.
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A user persona in the company is any employee who uses the product.

A buyer persona in a company is every person who is a co-decision maker in the purchasing process. These can
be technical departments such as IT, but also economic decision-makers such as department heads or
management. This is dependent on the financial volume or on the scope of the decision for the company.
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IDENTIFY ALL PERSONA INVOLVED

Personas are an important method for us product managers. It is important to understand:

1. What roles and types of people are using the product and are involved in the purchase decision
throughout the buying process?
Who is the user of the product?

3.  Who has influence on the purchase decision?
Or who is user and at the same time has influence on the purchase decision?

Therefore, we introduce a simple and highly effective tool, a table that helps you identify all the personas for
your product.

First, create the following table, whether on paper or on the computer, it doesn't matter.

Envision the entire sales process of the product, including all influencers, middlemen, assemblers, etc. up to the
end customer.

Nowput yourself in the role of the potential customers and look at the purchasing process from their point of
view. If necessary, add new roles and personas.

Second, assign the roles in the relevant row in the table.

It is recommended to do this with the entire product management team, to ensure that everyone has the same
understanding and nothing has been forgotten.

For example, for a product management software, this may look like this:

Buyer (has influence on purchase decision) User

Product Management

Head of Product Management

Management Marketing
IT Department Sales
Purchasing Department Development

If you work as a supplier, this table lengthens because for each company that sells or installs your product, the
personas must be broken down into personas that.

a) Process, install or otherwise use the product (User Persona).

b) Areinvolved in the decision-making process to buy the product. This can be an technical, legal, price
or processability, installation and usability evaluation (Buyer Persona).

¢) To who points a) and b) apply (Buyer-User Persona)

Example:

The Hérmann company offers an additional part for the remote control of its garage doors, a WLAN gateway.
This WLAN gateway is used to integrate the garage doors from Hérmann into the SmartHome concept of a
house.
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We have introduced the Persona method with Hormann and analysed their entire buying process with users,
influencers and buyers.

The end customer is the homeowner, usually a private person.
There are various ways for the homeowner to get the WLAN gateway for his garage door.

The homeowner buys the WLAN gateway himself on the Internet and installs it himself.
He commissions an electrical company to buy and install a WLAN gateway.
He buys a new garage door from a metal dealer who installs it including the WLAN gateway.

He hires an architect and planner to design and build a new garage, including the garage door and its
WLAN gateway.

P wnNR

The entire buying process must be considered.

Hérmann distribution sells to -> wholesaler. Wholesaler sells to -> metal dealer and electrical company.
Architect and planner commission -> metal dealer and/or electrical company.

Now all persons are listed who:

a) Influence the purchase by the end customer.

b) Influence the purchase of the WLAN gateway in the respective company.
c) Install and set up the WLAN gateway.

d) Use the WLAN gateway to open and close the garage door.

Buyer (has influence on purchase decision) User (uses or install)

Homeowner/End Customer

Hoérmann Sales
Purchase manager from internet retailer
Purchase manager from wholesaler

Purchase manager from metal deale

Installer at metal dealer

Purchase manager from electrical company

Installer at electrical company
Architect

Planner

The task is then to set up the personas, either with our template Document 5 or within the Product
Management Dashboard.

With interviews, the following must be found out and assigned to the persona:

1) User-Persona: problems and use scenarios

2) Buyer-Persona: decision criteria, information channels, purchasing channels, payment methods
3) Buyer-User Persona: all points under 1) and 2)
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SelfBackup example:

You will find a detailed description of the persona Claudia, who is used as an example, in the document
provided in our course material.

Here is the image for the checklist:

|ldentify Persona

Product: SelfBackup Your Product

Number of interviews: 30 (1/2 year)
= c kn & ed? es
Top-5 problems known & documented? Yes
) B i A : :
How many people have that problem? 24
Persona: Claudia: User-Buyer
F-Product Management Dashboard® My Tasks Products v Interviews v My Market Problems e O
PRODUCT: Product Management Dashboard Showcase
Overview  Strategic Technical
VERERON| User Persona
Release 1 v
suno Teaw
Technical Product Team
DELIVERY - A
(T e Chris. Marcus
Hoad of Product Management (VP) Product Manager
Requirements Rating
) Persona Type Buyer Type | User Type Persona Type Buyer Type | User Type
Work Package Definition Buyer-User Advanced Buyer-User Advanced
Time and Costs
CONTROL Main Goals: * Creating a successful product. Main Goals: * Manufacturing and marketing
Prototype portfolio with the team successful products.
* Motivate the product management * Bring products to market that excite
Review Meetings team customers
Approval « Increase the reputation of product * Work effectively and waste as little
management inthe company time as possivie
« Procuce products that custorers « Varey nthe ob
vt tobuy * Balanced work-ife balance
Short Description:  Chris has been working in PM for 15 Short Description: Marcus has been working in product
303 408 anaces Pl St {9010 vaars, s uss
User-Persona in Product Management Dashboard
s et ibont? e e e ® 2 o
R ——
dntyprsns
= = s = = e o

Evaluation of the interviews conducted per month and customer type in the Product Management Dashboard.
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IDENTIFYING THE SCENARIOS (IDENTIFY SCENARIO)

Another important component for our ongoing work is the scenario. We especially need it in the “Technical

Product Management" section where we also go into more detail.

The scenario describes exactly when a problem occurs. In physics lessons we called it "the description of the
design of the experiment", i.e. the environment in which everything happens.

In the Persona section | cited the example with the microwave. | described the structure or the scenario in
detail - with the kitchen table, the slippery surface and the kids who pulled the handle. It was therefore
understandable when and how the problem occurred.

At this point it is important to understand that the scenario must be described as accurately as possible in the
interview protocols, because this leads to fewer queries later on and helps the engineers to understand the
problem exactly.

SelfBackup example:
You will find a detailed description of the scenario for our example product SelfBackup under the point
“Identifying market problems”.

|dentify Scenario

Product: SelfBackup Your Product

Szenario known & documented? Yes

WIN/LOSS ANALYSIS — DOCUMENT 6

The aim of the win/loss analysis is to understand why customers do or don’t buy the product and which
marketing and sales materials were used for it. With that we want to find out whether our communication to
the market was understood or whether our market message, as well as the materials, must be adapted
accordingly.

When we ask the participants in our training sessions: “Who does the win/loss analysis in your company?", the
response we often get is: “Sales”.

Is Sales really the right department to be finding out why business was won or lost?
What happens when we ask Sales why they have or haven’t won some business? What will they say?
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Participants in our training courses very quickly come to the answer Sales gives, because they know them from
their day-to-day working lives. What do you think?

Colleagues from Sales always have the same arguments as to why they haven't won business:

a) Our price is much too high. We are too expensive.
b) Our product is crap. We have a lot less to offer than the competition.

If Sales has won business and has to explain how it came about, we often hear: “Because I’'m such a great
salesman.”

Do the above answers help you in analysing why you have or haven’t won business? Of course not.
That’s why Sales is not the right department to carry out the win/loss analyses.

Objectives of the win/loss analyses are the task of Product Management.

Optimal results for win/loss analysis are obtained by interviewing evaluative customers after they have decided
for or against the product. Which customers have been won or not are something we can learn from Sales.
So ask Sales Management and the sales channels:

e  Which product it is

e Forthe contact information and a customer contact

e What was the "superficial" justification and what sales materials were used

e Inorder not to jeopardise business, wait until the negotiations are completed

Practical tip:

If you are carrying out a win/loss analysis for the first time, begin with the acquired business. That makes things
simpler because it deals with customers. Sales would also rather give out the contact data for these.

In general, the topic of Product Management at the customer is an often hotly debated topic in our training
courses, because it often seems that Sales want to keep their colleagues away from the customer. Simply
because they see them as their customer and not as that of the company.

Our tip: Speak to your colleagues in Sales and explain the advantage they will get from a win/loss analysis.
Explain that you want to check whether the added values as well as the reasoning currently communicated is
understood on the market, and that you want to improve these, where appropriate, in all marketing and sales
materials. As a result, Sales can sell faster without having to answer lots of queries.

As a second step, contact the evaluative customers and use our template of a win/loss analysis to document
your findings - Document 6. Answer the following questions with the help of the customer statements:

e  Why did we win or lose?

e  What problem did the customer want to solve?

e Were we able to solve the problem for the customer?

e  What does the customer see as the strengths and weaknesses of our product and company?

e  What are the strengths and weaknesses of the competition from the point of view of the customer?

e  Who influences the decision-making and purchasing process at the customer and who are the key
decision-makers?

e  What are the main criteria for the decision-makers?

e How does the decision-making and purchasing process look at the customer and how does it work?

e How long does such a decision-making process typically take?

e  What are the sources of information used by the individual decision-makers?
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e Are the added values as well as our arguments used in our communications and sales materials

understood?

Note:
Review the sales process and not the work of your colleagues in Sales!

Please note: With Document 6 you will receive a normal and short version of a win/loss analysis. If you would
like to carry out a detailed win/loss analysis, you can put together questions from Document 6a. Document 6a
contains many more questions which we ask you to please not use in its entirety, but only use in excerpts as
analysis.

In the case of Win/Loss analysis, the type of survey you choose also has an influence on the quality of your
results. You can find more details about this in the section "Identifying problems".

SelfBackup example:
As the product has not yet been sold, we can’t carry out a win/loss analysis.
Checklist:

Win/Loss-Analysis

Product: SelfBackup Your Product

0

(currently no Sale)

Number of Win/Loss-Interviews:

Create new Reason

Persona* Marcus « Create new Persona / Role
Product M
Buyer-User

on customer side.
product

Approval of*

purchase

Problem already*

solved

Relevant for Go-
to-Market

Source of
Information

Short Rationale for*

Win or Loss

Detailed Rationale
for Win or Loss

No
Was the (evaluating) customar in favor of purchasing the product?

Yes

Yes

Dotexts

Website Content

+ click to add line

Missing information on our website

‘The customer checked our website, but could not find a solution to his
problem, although the problem is solved. The solution is missing on our

website.
4
Describe in detail what were the reasons for the custom
Persona
Information and v
Buyment Channels
ete. 4 click to add line

Criteria, Channels, Payment Information Only under the condition

Please enter

customar side. f the customer is

[ Create another Reason m Cancel

Control your success with the help of Win/Loss analysis. Find out why you win or lose deals and solve frequently mentioned issues. Have
you found new market issues or need to improve sales materials?
Tasks are automatically sorted for development or Go-to-Market team and can be handed over.
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COMPETENCE ANALYSIS - DOCUMENT 7:

“Whoever does a thing best ought to be the one to do it.” - Henry Ford
The aim of the competence analysis is:

e To find out what unique ability our company, department or product team has to deliver unique
added value to the market

e To determine the attributes, benefits and added values which differentiate us from the competition in
the long-term

The result of the competence analysis helps in the formulation of the market message (positioning box) and the
communication of the unique added value for the customer.

To make it clear to you what we mean by unique attributes, benefits and added values, here are a few
examples:

What is in your opinion the special competence of Google?

In our training courses we immediately get this answer to that question: “The best results when searching on
the Internet.”

What is the special competence of Amazon?

This is answered with: “Very good logistics”, “High level of confidence and very good customer relationship”,
“Very good service”, “Huge product selection.”

Although there are different answers, all the answers are correct because it is the perception of individual
market participants, and every customer can identify a range of added values for themselves. As a result, this
therefore means they can also offer various special added values, which in the case of Amazon also explains
why this company is so strong in the market.

Other examples of unique attributes, benefits and added values are:

e Innovation

e  Product leadership

e  Product quality

e  Customer relationship and trust
e  Expertise

e Logistics

e Quality of service and support
e  Price leadership

e Product selection

e Management vision

e Sales channels

e etc.

Practical tip:

Very often, Product Managers struggle to determine the specific attributes, benefits and added value of their
company. In such cases, we recommend speaking to the existing customers whom they trust. They can give an
outside perspective and are often helpful with their answers. At least 10 customers should be questioned.
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For your competence analysis, use Document 7, which you have received from us, and proceed as follows:

e Ask your customers what they see as a special feature of your company
e Use information from sales partners as to what they report from customers as added values
e Look at your business from outside, from the point of view of the customer
e  Write down the things that have been determined together
e Discuss in the group which results are unique compared to the competition
e Review whether these things:
o Areunique in your market
o Have existed for a long time and will continue to remain in the longer term (more than 12
months)

Once the analysis is complete, the results should then be reviewed on the market with the customer. Are the
results perceived by the customer as unique attributes, benefits and added values and are they accepted as
credible? Adjust the results with the feedback from the market again if necessary. Finally, record the results in
Document 7.

Note:
Only when you know your unique attributes, benefits and added values can you also communicate them.

SelfBackup example:
We have the following results for our product:

Competence-Analysis

Product: SelfBackup Your Product
Solving problems our special Yes
competence? (market experts Home Backup)

F'Product Management Dashboard®  MyTasks  Products v interviews v My Market Problems ® ¢ 0O

PRODUCT: Product Management Dashboard Cloud

Overview ~ Strategic Management  Technical Management  Go-To-Market  Configuration

NTERVIEW Competence Analysis

Interview Market

All Markets  Germany ~ Switzerland
IDENTIEY et i

Market view

Competencies Weaknesses
anaLvze Everything from gne: No information from Interviews
rce: training,
Win/Loss Analysis software, consulting
Competence Analysis Workflow is great 2%
Brings fact-based
decisions to PMs

Tools and Method

Competitive Analysis n%
"%

n%

The tools are great

Technology Analysis Our view
Competencies Weaknesses

cHECK
Product Profitability &

Buy, Build, Partner &

Competence analysis is automatically evaluated from the interviews, with the help of the software.

Author: Frank Lemser - Last updated December 2023
This book is teaching material of proProduktmanagement GmbH GmbH - Deutschherrnstrasse 6 - 90429 Nuremberg - Germany
@ +1716 800 7312 [=] info@pro-productmanagement.com [_] www.pro-productmanagement.com



Strategic Product Management
Open Product Management Workflow ™ 73

COMPETITIVE ANALYSIS, SWOT ANALYSIS - DOCUMENT 8

In the following section we will go through the competitive analysis and the SWOT analysis together, because
our experience has shown that both analyses require each other to achieve the best results.

In practice, when we are shown competitive analyses by Product Managers, we often discover two versions of
this analysis.

a) Long Excel tables in which their own product is compared with the competitors’ product based on
features

b) Excel tables in which the prices of their own product or service are compared with those of the
competitors

Does this kind of analysis sound familiar to you? If it does, then we have the following words of Wilhelm Busch
for you:

“He who walks in the footsteps of others, leaves no trace of his own.” - Wilhelm Busch

If you want to differentiate yourself by the features of your product, there is always the risk of the "over-
engineering" mentioned above, i.e. costly product development without significant added value for the broad
masses of customers.

And who is even telling us that Product Managers from the competition speak with customers? Or do they just
sit in the office and think about the features at their desks?

Practical example:

One of our customers wanted to install a solution in their web portal which customers could use to contact
employees online via chats in order to be able to ask them about the different products. They had seen the
function used by their main competitor and market leader. It was clear that this feature and the associated
service were very expensive, which is why it was discussed for a very long time in the company.

At this time, a Product Manager switched from the market leader to work at our customer. As the new
colleague realised what was being considered by the team at our customer, he stressed that the development
of the functionality and setting-up of the planned service infrastructure would incur high costs. Nevertheless,
the company launched the function and noted after a short time that the customers used neither the new
function nor the associated service. In addition, the new colleague reported that no one had spoken with
customers beforehand and that everything was just thought up at a desk. On the question as to why the
function can still be found on the market leader’s website today, it turns out that it is simply way too expensive
to remove it.

A note on the above point b) "Excel tables in which the prices of their own product or product features are
compared with those of the competitors.”

It can be a target and a strategy to always be the one with the lowest price. So, for example, the strategy of the
company Ottinger is to always supply the cheapest beer. To this end, the company has optimised the entire
cost structure, the sales and supply chain as well as advertising expenses in terms of costs. Ottinger is currently
the market leader when it comes to the quantities of beer and beer-like beverages sold.

The objective of the competitive analysis (Document 8):
The objective of the competitive analysis is to discover a wide range of gaps in the following points:

e  Problems solved for the market
e Unique attributes, benefits and added values
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e  Market segments and target groups
e Portfolio

e Sales channels

e  Business model and pricing model
e  Market message (positioning)

e Communication channels

in order to derive the various strategies later on with the help of these results.

To compare features, in addition to the excel tables you should consider adding in our example of the
competitive analysis - Document 8.

Start initially with your own company. Use the result of your competence analysis (Document 7) to create the
competitive analysis (Document 8).

Recommended sources for the analysis:

e Interview Protocols (2)

e Win/Loss Analysis (6)

e Competence Analysis (7)

e Trade fairs, conferences, guild meetings

e  Websites

e  Product and company brochures, white papers

e  Publications, blogs and social media

e Job advertisements for new employees and management biographies

The last point especially lets you identify long-term strategy changes at the competition.

Practical example:

Until the beginning of 2007, the market leader for Linux operating systems, Red Hat from the USA, only sold its
products via direct sales, i.e. no distributors or partners but directly to the customer. In January, the company
published a press release with the announcement that Petra Heinrich had been hired as "Director of Channels
and Partners in EMEA". In the biography published in the press release it became clear that Petra Heinrich
already had many years of experience in the development of partner organisations in different companies, was
very successful at it and was one of the best and most experienced managers in Germany for partner sales.

For the market and the competitors it was now clear that Red Hat had a new long-term strategy for the sales
channels and wanted to implement this with a competent manager.

The new sales strategy led to success, so that Red Hat today makes over two billion US-dollars in sales every

year.
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SWOT ANALYSIS

As was initially explained in the competitive and SWOT analysis section, both are closely linked. You will
therefore find both analyses in one template, Document 8. In the following section, we explain the SWOT
analysis generally only once before we move on to their special design.

The word SWOT analysis is made up of the English terms Strengths, Weaknesses, Opportunities and Threats.
They are known in German as a Stdrken, Schwachen, Chancen and Risiken Analysis.

The aim of the SWOT analysis is to identify the strengths and weaknesses.

e Our company or product has
e Companies or products of the individual competitors have

Other aims are to identify the opportunities and threats:

e What opportunities, so what gaps/niches, exist for our company or products
e What threats exist:
o What is the worst thing the competitors can do to us?
o Which market dependencies could change in the worst case scenario?

The classic SWOT analysis is always represented using four quadrants.

Strengths Weaknesses

Opportunities Threats

In practice we have seen time and again how the SWOT analysis has been used incorrectly using the classic
presentation shown above and has been drawn up without market facts, which in turn has led to erroneous
results. Also, the results in the classic form are difficult to transfer to everyday working life and build into
strategies.

Since there was a typical "desk” analysis done without market facts, the following problems frequently arose:

e General lack of objectivity

e People often hid their light under a bushel, i.e. strengths weren’t named

e Strengths were often not known without real market impact

e Little honesty when it came to their own weaknesses and the weaknesses of the competition
e Resulting opportunities and threats were barely based on market facts
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To change the points made above and to create a version which is usable in practice, we have combined the
SWOT Analysis with the Competitive Analysis (Document 8).

You now have a total overview of all competitors, you can compare the results line-by-line, determine the
strengths and weaknesses at the end and enter them all.

Furthermore, the way we have represented the point around special competence, i.e. the point about
competence analysis for every competitor, has been expanded.

Our Company Competitor 1 Competitor 2 Competitor 3
Special

competence

Strengths

Weaknesses

By using this form of a complete overview of the competencies, strengths and weaknesses by competitor, it is
now also possible for us to derive the opportunities and threats in relation to the competition.

In the case of threats especially, all macroeconomic factors such as demographic, social, economic and political
changes should all be taken into account.

Opportunities
Threats

What is our strategy
to win against the
competitors?

The most important result of the competitive and SWOT analyses is the answer to the question: “What is our
strategy to win against the competitors?”
Only if we have a strategy to win against the competitors can we assert ourselves on the market.
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STRATEGIES TO WIN

Here are some examples of strategies that allow us to win against the competition:

e  Find market segments which are large enough to handle and that no one is yet serving

e Use segments which above all appreciate your own special competences (competence analysis)
e Deliver solutions with unique added values, such as additional services, for example

e Avoid a feature war, in any event, because only the market leader often wins in these

e Find weaknesses in the strengths of the competition

We would like to illustrate the last point: “Find weaknesses in the strengths of the competition”.

In 9 A.D., the Battle of the Teutoburg Forest took place, which was won by the Teutons led by Arminius against
the supposedly stronger Roman army. How did that happen?

The Romans got their strength from their formation, which they could make excellent use of when fighting out
in the open fields and which they were very successful with over many years. Arminius, who grew up under the
Romans and was trained by them as an officer, knew about the strength of the Roman troops. That is why he
and his comrades-in-arms lured the Romans to unanticipated Germanic terrain, into forests with narrow
gorges.

Here, the Romans could not use their strength of the formation and were beaten by the outnumbered
underdogs, the Teutons. It was during this that an eighth of the Roman Empire’s total army was destroyed.

So, if you want to win, you shouldn’t just look at what the competition is doing in order to imitate them,
because then you always just respond and can never be the market leader.

“It is impossible to overtake someone if you step into his footprints.” - Frangois Truffaut

Analyse the competitors, find the gaps in their strategies and draw up your own strategy in order to beat the
competition.
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SelfBackup example:
The following resulted from the competition and SWOT analysis:

Competition/SWOT-Analysis

Product: SelfBackup Your Product

S

olving f

compet

e . Yes
Competition/SWOT-Analysis S etition)
Yes
(no competition)

Strategy to beat the competition

~Product Management Dashboard® My Tasks Products v Interviews v My Market Problems 2 0O

PRODUCT: Product Management Dashboard Showcase

Overview ~ Strategic Technical

WIERIEW! Competitive Analysis
Interview Market
P ey Filter v

Competitors ~ Additional files

IDENTIFY
Identify Problems
Identify Persona

ANNFEE Product Management Dashboard Showcase (our product) Competitor 1 Results

2 times mentioned
WinjLoss Analysis -

Competence Analysis Relevant frac Py e
Perspective
Competitive Analysis. From the point of view of

product management, is the

SWOT Analysis product a relevant

Market Potential Fompatitoc?
Buyer Persona Analysis Solved Problems - Save up to 90% time for prioritizing product requirements using decision No clear message We are the only ones to solve the problems
Which problems are said to  criteria based on market facts from our interviews for all Persona

Technology Analysis v
oy Analy be solved with the product? _ product management teams can work together on one or more products

cHeck Portfolio | Price « Product Management Software (1200 €) lick here to enter valt Click ter valu
Product Profitabiity Whatis the respective
portolo set p? Describe i
brief 3
Innovatlom ¥ « Training Go-to-Market (1495 €)
Buy, Build, Partner &
Business Model + Annual payment for update service « Yearly payments for Updates Click here
How does the product ear
STRATEGY o . . o
money? roduct Management Dashboard MyTasks  Products Interviews My Market Problems [ 3o}
Market Strategy
Geograph. Markets  + Germe
Portfolio Strategy In which countries is the * Switze PRODUCT: Product Management Dashboard Showcase
product communicated and  elaet the
Distribution Strategy & aoki? Select
. Overview  Strategic Management  Technical Management  Go-To-Market  Configuration
Price Strate —_—_—
% Positioning (USP)/ "Becom
Positioning & Market message clearta; | X
Whatis the main message  toolsus | SWOT Analysis
Communication Strategy & (market message) about the  Thomark  Interview Market
product.
Product Rosdmaps e AllMarkets  Germany  Switzerland
Time Savi See price —_—
wh | dentify Problems
Identify Persona Market view
strengths Weaknesses
Anavze P nd dolopmentin sk No nformatonfrom nteriews
Win/Loss Analysis ks R .
aves a ot of time wi
Competence Analysis requirements raings - bood
Competitive Analysis Integration in JIRA - 2%
SWOT Analysis
Our view
Merket Potentia Strengths Weaknesses
Buyer Persona Analysis 1.Know problems of PMs 1. Software is attached to OPMW and the method of operation
2.Know problems of adjacent departments must be understood.
Technology Analysis
3.Know the problems of management 2.Software too complicated
4. Chart Open Product Management Workfiow 3. PMs’ own working methods must change
o 5.Free books 4. JRA is ot used in the company, whichs 1. obstacle
Product Profitabilty show more
Innovation & Vo canuse this ekt o extand the aveable informacon.Howewr, the maret iew i e releant

What are the strength andfor weaknesses for the (uture) product from your company's perspective?
Buy, Build, Partner &

Opportunities. Threats
1.First and only PM software as JIRA plugin .
2. JIRA offers an extremely widespread platform as the basis
3. Marketing easier - Atlassian Marketplace.
Portfolio Strategy 4. Market leadership

sTRATEGY

Market Strategy

Distribution Strategy & What are the opportunities andjor isks fo the (future) product rom your company's perspective?

Price Strategy
Strategy to compete
Positioning &

Knowing unique added values with the help of competitive and SWOT analysis is the prerequisite for naming them to the customer.
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MARKET POTENTIAL AND MARKET SEGMENTATION (MARKET POTENTIAL)

The topics market segmentation and market potential are repeatedly in practice large stumbling blocks for
many Product Managers. Therefore, we are often asked: “How do | get to the correct numbers to determine
the size of the markets and especially for my market segments and target groups?"

To proceed systematically here, we have developed the 3-step segmentation. With the help of the 3-step
segmentation, we will develop the following topics and results:

1) Definition of market segments based on identified problems
2) Determine the size of market segments and derivative calculation of market potential
3) Determination of target segments on the basis of obtained results

DEFINITION OF MARKET SEGMENTS

Our recommendation and the ultimate goal is:
Find a market segment in which you dominate and don’t participate.

Let’s begin with step 1, the definition of the market segments. First of all, let’s look at how most Product
Managers segment their markets today.

The following segmentations are widely used for "Company size":

e DAX companies (companies listed on the German stock exchange)
e  Enterprise Businesses

e  SMB companies (Small & Medium Business)

e SMEs (small and medium-sized enterprises)

e  Private customers

This kind of segmentation brings several problems:

a) In practice, there is a different understanding of the size of companies in SMB companies, for
example; so some companies specify that an SMB company has up to 1,000 employees, others define
them as having up to 5,000 or even up to 10,000 employees.

b) Itis difficult to find figures for the company sizes listed in a), i.e. it is not easy to answer the question:
How many companies of the defined size are there in the various geographic markets?

c) This segmentation approaches advances towards a result without market facts, which brings a high
level of uncertainty with it. It is often assumed that all customers of a segment, e.g. SMB companies,
have similar problems, which is in fact only very rarely true. For example, if you tried to sell red cups to
all SMB companies. It should not be forgotten that you can sell only sell to those customers who
actually need something. But who would want red cups? This type of segmentation does not give this
answer.

d) It creates artificial silos, which in practice means that potential customers of other segments with the
same problem remain overlooked, even though the same solution would be just as interesting for
them. For example, if you only sell to enterprise companies even though there are SMB companies out
there that want the same solution.
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Segmentation by industry:

The next form of segmentation, which is frequently applied in practice, is segmentation according to industries.
Here, it is at least easier to come by reliable figures, because, for example, the U.S. Census Bureau, provides
figures for companies and employees listed by the various industries.

Table 4.1: Employment, Annual Survey of Manufactures

NAICS Description 2018 2019

311 Food manufacturing 1494 203 1487229
312 Beverage and tobacco product manufacturing 221 186 218 916
313 Textile mills 90 474 87 668
314 Textile product mills 102 395 102 880
315 Apparel manufacturing 78 525 73739
316 Leather and allied product manufacturing 26 035 26 082
321 Wood product manufacturing 402 450 391 148
322 Paper manufacturing 328 768 332 660
323 Printing and related support activities 420133 394 834
324 Petroleum and coal products manufacturing 107 735 106 669
325 Chemical manufacturing 761 701 751137
326 Plastics and rubber products manufacturing 775 936 768 886
327 Nonmetallic mineral product manufacturing 401 203 390 998
331 Primary metal manufacturing 365 673 368 190
332 Fabricated metal product manufacturing 1391 265 1384342
333 Machinery manufacturing 1042 126 1042 185
334 Computer and electronic product manufacturing 797 788 789 468
335 Electrical equipment, appliance, and component manufacturing 344 926 346 043
336 Transportation equipment manufacturing 1569 237 1552 433
337 Furniture and related product manufacturing 384 369 360 820
339 Miscellaneous manufacturing 527 166 531085

11 633 294 11507 412

Data Source: Data Source: U.S. Census Bureau. (2021). “Annual Survey of Manufactures.” https://www.census.gov/programs-
surveys/asm/data/tables.html

In industry segmentation, the exact same disadvantages exist as with points c) and d) for the segmentation
according to “company size", i.e. mistaken assumption: The same problem for all market participants in an
industry as well as the creation of artificial silos.
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DEFINITION OF MARKET SEGMENTATION ACCORDING TO MARKET PROBLEMS

Our aim is to find a type of market segmentation which breaks down the disadvantages of the classification
according to company size and industry, as well as being based on market facts.

To do this we use our facts previously obtained on the market. As we have learned, we will only sell red cups to
those customers who want to buy such cups. Transferring this to our market information, this means: you will
only sell a solution to someone which helps them to eliminate their problem or fulfil their wish. The following
can be derived from this.

Definition:

A market-oriented segmentation describes a group of individuals or companies who all share a set of the same
identified market problems and is willing to pay for a solution to the problems.

Here are a few examples which are intended to illustrate how the description of such market segments may
look:

e People who want to travel for the lowest price in comfort and for whom travel time only plays a minor
role

e Every company that requires completely flawless and entirely smooth painted surfaces for its products

e Companies who do not want a full-time administrator and are willing to outsource their server
infrastructure

e People who have low technical knowledge and want to regularly save their data with a wireless
connection from their laptop

Due to continuous further developments, market segments can arise which until recently were still non-
existent. So, market segments which are neglected by the market leader can be new segments for your
business.

Practical example:

As you know from your own experience, mobile phones have evolved in recent years. The majority of people
now use smartphones. They are small, complex computers which are not always intuitive to operate and are,
for example, too complicated for a good portion of the elderly or they are too uncertain as to how to use them.
As a result, there became a niche in the market because the classic manufacturers of mobile phones have
switched to producing to smartphones.

The founder of the company emporia from Austria, Mr Fellner, recognised this.

It all started a few years when Mr Fellner gave his mother a mobile phone and had to explain to her every
weekend how she should use it to make calls. After some time, he realised it was not due to the fact that his
mother had not understood, but because of the phone and its multi-functionality that she was barely able to
make a call.

So Fellner came up with the idea to develop a mobile phone which is tailored specifically to the needs of
people who just want to talk and place no value on numerous functions, small displays or internet access.

In the meantime, there are a lot of people - and not just older people by a long way - who want alternative
solutions in an increasingly complex and technical world. In other words, devices that are easy and intuitive to
use and do not get carried away with countless options. emporia recognised this trend early on and committed

Author: Frank Lemser - Last updated December 2023
This book is teaching material of proProduktmanagement GmbH GmbH - Deutschherrnstrasse 6 - 90429 Nuremberg
@ +1 716 800 7312 [=] info@pro-productmanagement.com ] www.pro-productmanagement.com



- :Produkt,?.
fyg] Managementas

themselves to barrier-free communication.
Today, emporia is the market leader and operates in more than 30 countries.

Let’s briefly summarise the characteristics of a good segmentation.
There are market segments to be found:

e in which similar problems occur that are widespread and for which customers are willing to pay
e in which you can deliver unique added value
e which you can occupy alone; “dominate instead of participate”

Market
Segments

DETERMINING THE MARKET POTENTIAL

We now come to step 2 of our 3-step segmentation, in which we determine how large the potential of a
market segment is.

The following graphic shows how we proceed here:

Size = Rough Assumption
about Market Segment

Potential of Segment
(Facts)

ot your faures
apprOVed by th‘e
mana%ement'

1. We make a rough assumption about the size of our defined market segment, e.g. 100, 1,000, 10,000,
100,000, 500,000 or millions. The power of ten is sufficiently accurate for our purpose here. Figures
from the Federal Statistical Office can also be used here, for example.

2. We sort the interview protocols of the market participants initially by region, persona and segment.
We then determine from the interview reports the percentage of those market participants who have
named the problems for us, are willing to pay and are also stored in our defined segment.
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CALCULATION OF MARKET POTENTIAL

The formula for the calculation of market potential is as follows:
mp = Pmarkt * Qmarkt
mp = Market potential for a market segment

Pmarkt = Percent of market participants from segment,
who have the same problem and are willing
to pay for a solution

Amarke = Number of market participants in the segment as an estimate
e.g. accurate to the power of ten

So, we come then, as an example, to the following potential as a result: 77% of approximately 50,000

companies who do not want a full-time administrator and are willing to outsource their server infrastructure.

SelfBackup example:
To clearly illustrate the exact procedure, let’s use our example product SelfBackup. We will now answer the
following four questions:

1) What is the definition of the market segment?

2) How many people have the problem?

3) How many Claudias are there?

4) How big is the market potential of the Selfbackup product for Claudia?

First, we define the market segment as we learned how to:

1. People who have low technical knowledge and want to regularly save their data with a wireless
connection from their laptop

The defined market segment represents our persona Claudia

2. Defined market segment = Claudia persona

We conducted a total of 30 interviews with people that correlated with our persona Claudia. 24 people have

had problems like Claudia.

3. 24 out of 30 had problems like Claudia
e 24 out of 30 = 80% of all Claudias had the problems

Now we need an answer to the question: “How many Claudias are there in Germany?” We estimate roughly to

a power of ten and surmise that there are about 1 million people who are similar to Claudia.
4. Claudias in Germany ~1 million

Now we calculate the market potential with the formula above and the existing values.

5. MP = Pmarke * Umarke
e 800,000 =80% * 1 million

Our market potential corresponds to 800,000 Claudias.
Author: Frank Lemser - Last updated December 2023
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TOTAL MARKET POTENTIAL

We have found that there are other personas than Claudia who have similar problems. We must therefore
calculate the individual potential of the individual market segments which in our example also correspond to
individual personas. The following graphic is designed to illustrate this:

Whole
Market Size

This results in the following formula for the calculation of the total market potential:

n
mp, =mp; + mp, + .-+ mp,
k=1

DETERMINING TARGET SEGMENTS

Now that we have completed the first two steps of the 3-step segmentation:

1. Definition of market segments based on identified problems
2. Determine the size of market segments and derivative calculation of market potential

we now come to the last point:
3. Determination of target segments on the basis of obtained results
We use the following criteria to determine target segments:

e Select target segments with the greatest market potential
e Use market potentials which require the least effort and therefore costs
e  Start where you know and where existing infrastructure can be used, and where the problem is most
urgent and widespread for the customers
e Make sure you pay attention to the following:
o Regional factors
o International technical and legal differences
o Demographic and economic data
e Take into account the fact that internationalisation and industry experience cost time and money
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ALWAYS FOCUS ON THE TARGET SEGMENT!

Colleagues from product management are always telling us that it has been decided in their companies to
suddenly do business in other target segments, because there are larger sums of money in them. All of a
sudden everything goes haywire and it can only be managed with an incredible amount of effort, which often
costs customers.

Consider:
Business 1 is in our target segment:
Business 1

o

e Itfocuses on the strategy and
should therefore be taken into consideration

Business 2 is outside our target segment:

e If we go into this target segment, we take
the focus away from our strategy

e It costs us resources from our target segment Bitsiriggs 2
and weakens us in the target segment M

e This means additional investments, which also
must be deducted from sales when the
profit is calculated

e Should be ignored for the above reasons!

Other advantages make it quite clear why you should focus on a target segment:

e  We are more successful because we can
o Optimise the portfolio
o Sharpen the market message, therefore the product positioning
o Narrow down the sales & communication channels
e We save time and money
o Because we are not developing any unnecessary features
o Due to more effective solution development for the most frequently identified problems
o For Sales, Communication and Marketing because we deliver and communicate what helps
customers

F:Product Management Dashboard® MyTasks  Products v My Market Problems e O

PRODUCT: Product Management Dashboard Showcase

Overview  Strategic Management  Technical Management  Go-To-Market  Configuration

Market Potential

t
‘‘‘‘‘‘‘‘ All Markets  Germany 4 Switzerland
dentify Problems

Identify Persona

Potential of Segment

257500
250k

100k s

sok 36500

® Reached in this Segment
© Not reached in this Segment

Price Strategy

Positioning & 45 e

olihe 2 Seament: 20000 Use

Get support in the segmentation and the calculation of the market potential with one click in the Product Management Dashboard.
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SelfBackup example:
The definition of the market segment, the calculation of the market potential as well as everything else is
described in detail in the section above. The checklist:

Market Segment & Potential

Product: SelfBackup Your Product

Determined market segment? Yes

at least 800.000

Market potential Claudias

BUYER PERSONA ANALYSIS - DOCUMENT 5

As already mentioned in the section on identifying the personas, there are two types of persona, namely the
User persona and the Buyer persona. In this section we will specifically go into the Buyer persona.

Let’s have a brief reminder of what a persona actually is.

A persona is a stereotype for a group of people with specifically distinctive characteristics and specific
behaviour.

Personas are created using features which are identified in interviews, for example, or in other observations
made by customers. Often not just one persona is created, but several. As many personas as necessary are
developed to cover the appropriate behaviours.

As Buyer personas we refer to personas which influence purchase decisions in any way.
We distinguish between the following types:

1. Economic Buyers and/or those responsible for budget
2. Technical experts or subject matter experts
3. User-Buyers, i.e. a user who also has an influence on the purchasing decision

To note:
Some people may also have multiple roles, e.g. User-Buyers and those responsible for budget (Economic Buyer)

The aim of the Buyer Persona Analysis is to find out:

e Who influences the purchase decision

e  Who are the decision-makers for the purchase

e  What criteria the individual decision-makers have

e  What is the problem a product solves for each individual decision-maker
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e What the preferred sources of information are for the decision-makers are and why
e What the preferred purchasing channels are and why they are
e  What the preferred method of payment is

To obtain this information, you can proceed as follows:

e Interview your colleagues from Sales in individual interviews
e Ask all types of customers in the interviews
e  Ask colleagues who have the same position in their company

Practical tip:

We have already learned that Sales staff often do not know the true purchase decision-makers or consider the
wrong people as being the decision-makers. Get an impression of the market yourself and ask your interview
partner.

The decision-makers for the purchase also depends on whether they are:

e  Private buyers
e Purchase decision-makers in companies.

In companies, the decision-maker is also often dependent on what impact Purchasing has within the company.
Therefore, the effect on:

e The entire company

e Several departments
e Individual department
e Individual employees

The purchase of a customer management system is decided by the top management, whereas the purchase of
stationery is controlled by a central Purchasing department or the head of department.

Decision-making criteria for the Buyer Persona:

e  Price, savings, ROI

e  Security

e Technology, interfaces
e Sustainability

e  Usability

e Service, etc. ...

Your task is to find out the exact criteria and document them. Develop your own Buyer Persona with the help
of our template (Document 5).
Also document here the preferred:

e Purchasing channels (on-site consultancy, online shop, directly in the shop ...)
e Payment methods (invoice, credit card, direct debit ...)
e Sources of information (newspaper, social media, trade magazine, guild meetings...)
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BUYER PERSONA AND MARKETING-MIX

In business management there is a tool called Marketing-Mix, which is often also called the 4Ps or more
recently the 6Ps. We'll restrict ourselves to the 4Ps in the following section.

They stand for the words: Product, Price, Placement and Promotion. In German they are known as: Produkt,
Preis, Vertriebskandle and Kommunikation(skanale).

The aim of the Marketing-Mix is to capture the relationship between the 4 factors of Product, Price, Placement
and Promotion and to also make it consistently comparable.

While we ourselves are convinced by the results of this classic marketing tool, again and again in practice we
experience how difficult Product Managers find it to disseminate the results of the classic Marketing-Mix.
That’s why we have thought about how to convey these findings to make them understandable for everyone in
the company and therefore we have converted and integrated the results of the Marketing-Mix into the form
of the Buyer Persona.

If you have read the objectives of the Buyer Persona as well as all the subsequent points carefully, you will have
noticed that we have also been able to determine the 4Ps (Product, Price, Placement and Promotion) with the
Buyer Persona Analysis for the respective persona.

Example: Importance of Buyer Persona
The following example shows how the Marketing-Mix is reflected in the Buyer Persona and what impact its
results, as well as the Buyer Persona Analysis, have on the purchase of a product.

Thomas is one of our personas, he is both a Buyer and User.

Persona Thomas (Buyer-User)

= Makes films:

» Holidays
» Parties :
" S . 7/
= Primary objectives with PC: r]/
» Computer games (Ego-Shooter) \ /
» Film making

» Social network, e-mail
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The Marketing-Mix for the Buyer User Persona Thomas looks as follows. The important things are highlighted in
green.

Persona Thomas - 4P°s

Product: Price
» Save time or money to reach » Spends money on technical
primary objectives: things regularly

« Computer games
(Ego-Shooter)
 Film making

o PC should always work Marketing
Mix
Placement Promotion
» Prefers buying in internet » Technical websites

o PC-Journals
« Internet via social network
« TV

The product TuneUp is sold and communicated as follows:

PC-Tuning

= Product:

» Speeds up and repairs
the PC

= Promotion:
» PC journals

» Technical websites §'g
* Placement: gs

» Online stores (Amazon) P>

» Saturn Technic ?
= Price:

» EUR 39,-

Product image: TuneUp Utilities Image source/rights: TuneUp GmbH
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In the next step, we review whether the product, the communication channels, the sales channels and the

price are right for Thomas.

Up =
el 2

PC-Tuning

* Product: * Product:
» Speeds up and repairs the PC » Save time or money to reach
primary objectives:
» Computer games (Ego-Shootel
« Film making

= Promotion: » PC should always work

» PC journals = Promotion:

» technical websites » technical websites
= Placement: » PC-Journals

» Online shops (Amazon) = Placement:

» Saturn Technic » Prefers buying in internet
= Price:

» EUR 39,- = Price:

» Spends money on technical
things regularly

Product image: TuneUp Utilities Image source/rights: TuneUp GmbH
As you can see, all 4 Ps fit perfectly for Thomas.

Now let's look at a second persona - our Claudia persona.

Persona Claudia (Buyer-User)

= Makes photos und films:
» Holidays
» Weekend trips

= Primary objectives with PC:
» Making photo albums
» Social network, e-mail
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Let’s establish the marketing mix for Claudia.

Persona Claudia - 4P°‘s

Product Price
» Must help to reach primary goal: « Prize sensitive
¢ Making photo albums « No money for technical things

 Social network, e-mail
« Easily understandable and

usable
Marketing
Mix

Placement Promotion
« Buys reluctantly via internet « Internet via social network
+ Doesn‘t visit the software » Sometimes TV

section in Saturn « No newspaper or magazine

In the next step, we review whether the product, the communication channels, the sales channels and the
price are right for Claudia.

PC-Tuning

* Product: = Product:
» Speeds up and repairs the PC » Must help to reach primary
objectives:
n Promotion: * Photo albums
» PC journals * Social network, e-mail

= Promotion:

» technical websites & .
= Placement: » No newspaper o. magazmex

» Online shops (Amazon)

» Saturn Technic * Placement:

» Doesn‘t like online shoppi

» Doesn‘t visit software
department of Saturn

= Price:
» No money for technic x

Product image: TuneUp Utilities Image source/rights: TuneUp GmbH

= Price:
» EUR 39,-

As you can see, the 4 Ps are unsuitable for Claudia, i.e. we cannot sell the product to her because neither the
product nor the other Ps are the right fit for Claudia. If your Buyer Persona reveals something like this in
conjunction with the marketing mix, then don’t fight it, just be happy with your results and with the fact that
you will save time and money.

So, go ahead, use our template (Document 5) and create your own Buyer Personas for your company.

Please note:

Our template (Document 5) is a little more detailed and contains more information. This is because our
example persona, Claudia, is a Buyer User Persona. For the section on User Personas, more detailed
information is needed so that we are able to put ourselves in her position better.

Your Buyer Personas can have less content, the main thing is that the results of the Buyer Persona Analysis are
included.
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SelfBackup example:
The detailed example personas for the product can be found in Document 5. Here is the checklist:

Buyer-Persona

Product:

SelfBackup

Your Product

rk

Analysed and set up Buyer Persona?

Yes/Claudia

Comprehensive and detailed evaluations for your Buyer Personas are created automatically with the help of

our product management software.

E.Product Management Dashboard® Ky Tasks
PRODUCT: Product Management Dashboard Showcase
Overview Strategic Technical To-Market C

INFERVIEW Buyer Persona Analysis

Interview Market

IDENTIFY £

Identify Problems -

Identify Persona

ANALYZE ”

Bill
Win/Loss Analysis CEO
Competence Analysis
Persona Type Buyer Type | User Type
Competitive Analysis Buyer Economic / budget

SWOT Analysis

Market Potential

Buyer Persona Analysis
Technology Analysis
CHECK

Product Profitability
Innovation &

Buy, Build, Partner &

responsibility

Geographical representations
60.000
15.000

Germany
Switzerland

Information from Interviews
Germany  Switzerland

Decision Criteria

Products v

Interviews v My Market Problems

Chris
Head of Product Management (VP)
Persona Type Buyer Type  User Type
Buyer-User Advanced

Geographical representations
Germany 30000
Switzerland 8.000

Information from Interviews
Germany  Switzerland

Decision Criteria

v 4

Marcus
Product Manager

Persona Type
Buyer-User

Buyer Type | User Type
Advanced

Geographical representations
250.000
50.000

Germany
Switzerland

Information from Interviews

Germany  Switzerland

Decision Criteria

ROI O 100% Save time and money O 100% Save time and money oEmm—— 5%
J— show Details show Details show Details
no extra server no extra server easy to use 5%
& L] ¥ %
Market Strategy infrastructure o infrastructure — e show Details
Portfolio Strategy il By el Price-performance [e—] 50%
i i L | ¥ o i
Distribution Strategy & Save time and money " 75% easy to use — 50% 'show Details.
show Details 'show Details no extra server
Price Strate 9 — 25%
Y T —— ROI | m— 50% infrastructure Em=c
Positioning & Gecgie — o show Details show Details
Communication Strategy & show Details Info Channels Info Channels
- % N 100% L | %
Product Roadmaps Nowslettor ) 25% Google . 100% Google - 75%
show Details show Details show Details
Computerwoche - 25% Heise - 25% Linkedin —— 50%

Buyer Persona analysis is automated and detailed with the aid of the Product Management Dashboard.
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TECHNOLOGY BENEFIT ANALYSIS (TECHNOLOGY ANALYSIS) - DOCUMENT 10

The Technology Benefit Analysis is a very simple analysis whose results can be immediately transferred to the
Agile Business Plan.

We have chosen a simple diagram as a tool for this analysis.

High Expenses for Production & Development
/ Technological Complexity

A
Low Blc High
Benefit >  Benefit
for Customers AlD for Customers

Low Expenses for Production & Development
/ Technological Complexity

The aims of the Technology Benefit Analysis are:

e To review the relationship between technological, productive costs and benefits

e To find out if the product benefits are worth the cost

e To find out whether the sales channels sell this product technology

e Consideration of the risk of investments for technology development and production

e To determine the height of the barrier to entry for competition

e Determining the customer benefit analysis since this determines the length of the product life
cycle
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Let’s have a look at Sector A:

High Expenses for Production & Development
/ Technological Complexity

A
Low Blc High
Benefit for =  Benefit for
AlD Customers

Customers l

Low Expenses for Production & Development
/ Technological Complexity

Sector A are simple tools.
The advantages are:

e Easytouse

e Easyto buy

e Simple production

e Widespread distribution, i.e. mass market

e Low risk and few expenses in the development and production

Disadvantages are:

e Low margins
e Boring
e Low barrier to entry for competition

Examples: Normal hammers - therefore mass products, hosting and webspace
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Let’s come to sector B:

High Expenses for Production & Development
/ Technological Complexity

Low WII'\C'OWSXp Blc High
Benefit for =  Benefit for
Customers AlD Customers

Low Expenses for Production & Development
/ Technological Complexity

Microsoft Windows XP logo image rights: Microsoft Inc.
Advantages are:
e High barrier to entry for competition
Disadvantages are:

e Customer sees little benefit for themselves, e.g. Windows is required in order to launch MS Word or
Excel. Only very few users use 90% of the features of Windows

e High investment for technology and production

e  High risk for investment

e Benefit is very difficult to argue

e More costly and lengthy sale because the benefits are not clear

e Special knowledge is necessary for Sales

e Very long product life cycle, see Microsoft Windows XP for example, which is still used today in 2016,
even though we are already 5 versions further on and Windows 10 now exists

e Such products are very expensive to develop, manufacture and for sales as they are very complicated
to sell

Examples: Infrastructure solutions, operating systems
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Sector D has the following advantages and disadvantages:

High Expenses for Production & Development
/ Technological Complexity

A
Low Blc High
Benefit for =  Benefit for
Customers AlD A— Customers

[
©
i

3

Low Expenses for Production & Development
/ Technological Complexity

Advantages are:

e Low risk and few expenses in the development and production

e Solution is easy to communicate and therefore easy to sell

e Arouses interest from the press and analysts

e High customer benefit, therefore a higher price is possible, as long as there are no competitors

e  Good profit opportunities as long as you are a technology leader; note: Have a strategy for
subsequent products/versions if the competition follows suit

Disadvantages are:

e Easyto copy, therefore low barriers to entry for the competition
e Leading edge only for a short time

Example: Washing machines, TVs, internet property sites and used car websites
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If we ask participants in our training courses at the beginning of the Technology Benefit Analysis which sector
they see their product in, the overwhelming majority answer with sector C as they initially believe that sector C
is the best one. Let’s have a look at Sector C.

High Expenses for Production & Development
/ Technological Complexity

A
Low Blc High
Benefit for =  Benefit for
Customers AlD Customers

Low Expenses for Production & Development
/ Technological Complexity

Advantages are:

e High benefit for the customer, therefore a high price can be charged

e Solution is easy to communicate and therefore easy to sell

e High interest among journalists and analysts

e Long Product Life Cycle

e  High barrier to entry for the competition

e Overtime, a D product comes out of a C product, i.e. a mass product, because the technology or
production becomes more widespread and cheaper at some point (see smartphones)

Disadvantages are:

e Long development times
e High financial investment in technology and production, therefore increased risk
e Danger that through over-engineering a B product comes out of a C product
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Use the Technology Benefit Analysis in customer discussions and ask your customers to plot where your
product sits as well as the competitor’s product. You will receive the tool (Document 10) from us.

Please note that you should use the tool (Document 10) with the customer without numerical values, as these
influence the customer and then grade it with points. Add the points afterwards.

High Expenses for Production & Development
/ Technological Complexity

-+ 10
ol

T )
Low Bl ot High
Benefit for : { : } : : : : } : 3 Benefit for
Customers () ATD Customers

- 1+ © 10
1o

Low Expenses for Production & Development
/ Technological Complexity

Finally, calculate the mean value from all the Technology Benefit Analyses and transfer the results into both
tables in the Agile Business Plan (Document 19).

Expences for Production and Development
0 = Low; 10 = High

Our Product
Name
Name

Name
Competitor 3

Name
Competitor 4

Investment

Time & Costs Selling Expenses
Risk
Market Entry Barrier for Competitors

0
B3
o

a

YsiH

Length Product Lifecycle
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Benefit for Customers
0 = Low; 10 = High

Name

Competitor 1

Name

Competitor 2

Name

Compet

Name

Competitor 4

-;
o
-

The aim should always be to create solutions for the customer with as little technology as possible, as

Possible Price

Interest of Press und Analysts

UsIH

Effect of Arguments

Interest in Derivatives

technology is expensive and also entails high risk. We will take a closer look at what possibilities there are for

solution innovations other than technology in the Innovations section.

Please note: The form of this analysis can also be used for other analyses, i.e. examining any dimensions, such

as: Price vs Performance, Cost vs Benefit etc.

SelfBackup example, checklist:

Technology-Benefit-Analysis

Product: SelfBackup Your Product

0

(currently

Number Win/Loss-Interviews:

o sale)

Solving problems our special Yes
CO!T]DGtGﬂCE? (market experts Home Backup)
Yes
(no competition)

Competition/SWOT-Analysis

Strategy to beat the competition (no

At least 800.000

Market potential e

Buyer Persona analysed & set up? Yes/Claudia

Technology-Benefit-Analysis Benefit yes/Tech yes
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PRODUCT PROFITABILITY, KPI'S (PRODUCT PROFITABILITY)

The aim of this section is to show how the success of a product is measured, but also how it can be controlled.

In the first part we deal with the general product profitability.

Product profitability is an important indicator as it shows us whether the investments in our product have paid
off and how big the profit made is.

The profit and the so-called Return on Investment, ROI for short, are important key performance indicators for
the management and investors. As such, you, as a professional leader of your product, should always know the
values for these indicators.

Revenue
— Investments Profit
- —f = Return On Investment (ROI)
Profit Investments

So that profit and ROI can be calculated, the values for the sales and the investment are required according to
the formulae listed above. In Product Management’s normal day-to-day business, you can use the running
costs as the basis for the investment. Should the investment amount actually exist, you can use this to
calculate.

The value for the revenue of the product can be obtained from Controlling or from Sales. Now you need the
values for investments or cost. Please identify the costs incurred for your product yourself. Here are some
examples:

Determine the cost per product:

e Development & Technology

e  Customer Support

e Finance and Administration

e  Product Management

e  Marketing and Communication
e Sales

e etc...

Once revenue and total costs are determined, the profits and ROI can be calculated. It is best to provide the
data for revenues and costs for example monthly, quarterly or annually, in order to be able to present the
results to the management or the investors.

CONTROLLING PRODUCT SUCCESS WITH KPIS (DOCUMENT 11)

As previously mentioned, we as Product Managers have the ability to control the success of our product. Key
Performance Indicators, KPIs for short, help us to do that.

From experience we know that the success of a product can be measured and controlled with the help of Key
Performance Indicators (KPIs). Unfortunately, either no or way too many indicators or values are measured. We
have only very rarely seen a happy medium in practice.
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In order to keep the costs for the determination of the values for the KPIs as low as possible and to get results
that are as accurate as necessary, you must first answer the following questions:

e  What data is crucial for our product?
e  Where do we get the data?
e When and how often do we measure?

When it is difficult to find answers to the first two questions, the following example from everyday life might
help:

What are the most important parameters when driving a car, i.e. which control instruments are definitely
needed, what information do they provide and what do you try to control or avoid with it?

Have you got it?
Have a think about it before we give you the answer.

Ok, here’s the solution.

The most important control instruments in a car are the speedometer and the fuel gauge. These provide
information relating to the speed or how much fuel is still available. With this information you can control
whether you get a speeding ticket for going over the speed limit or if you’re left with an empty tank.

The success of a product is dependent on external as well as internal criteria. These should therefore be
measured. Here are some examples that you can find in the tool (Document 11):

Data Source | Start Point | Frequency* Limits
New Customers
EXTERNAL Lost Customers
CRITERIA FEvEmE
(Product
Performance) Profit
Market Shares
Product Quality
Technical Support
INTERNAL
CRITERIA Development Cycle
(Operatives) Marketing Programs
Sales Support

*for example weekly, monthly, quarterly, annual

The external criteria are easy to measure and are very often also known because they measure the direct
profit and loss.

The internal criteria are rarely measured, but are typically the places where money simply disappears, and no
one knows because they are hidden costs.

e Product quality can be measured with errors reported about the product.

e Technical support can be measured by the number of requests received by Support.

e The development cycle can be measured through the comparison of actual and planned states from
the roadmap.

e Marketing programmes can be measured by the response rate (more on this in our “Go-To-Market”
training)
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Once you have defined the data required, you can start by contacting Controlling, because most of the data in a
company is consolidated here. If some information is not available, you can ask the specialist departments.

If this data is still not available from them, explain what you need the data for and ask for it to be collected.
Always remember that this will create extra work/expense for your colleagues! Is this data therefore really
needed?

Enter all values in the template which you will receive from us (Document 11).

It is important to note:

1. For every measured value of a KPI, the threshold values and the frequency of the measurement
(weekly, monthly, quarterly, annually) have to be defined.

2. Ifthese threshold values are exceeded, you must have defined beforehand which analysis must be
initiated in order to investigate the cause of the exceedance of the threshold value.

3. It should then be decided how to deal with the results of the analysis, i.e. if and what measures can be
initiated.

4. |If there is no willingness to go to point 3, then you can save the measurement of this KPI.

In order to actively control the success of the product, you must, as described above, complete points 1-3 for
the KPIs.

Only if the causes for exceeding the threshold values are known can suitable measures be initiated, and
countermeasures taken, like with the control instruments in the car in our previous example. Only when you
know that you’re going too fast for the specified speed can the braking measure be initiated in order to avoid a
speeding ticket.

Transferring this to everyday life in Product Management: If you, for example, have lost customers and the
defined threshold value is exceeded, it should be analysed as to why the customers were lost. The Win/Loss
analysis is suitable for this. If you have determined the cause for the loss of customers, you can take
countermeasures.

Pass the results on quietly internally because you will then gain the trust as well as the recognition of
colleagues, and it is then clear to everyone why you need certain measured values from them.

Author: Frank Lemser - Last updated December 2023
This book is teaching material of proProduktmanagement GmbH GmbH - Deutschherrnstrasse 6 - 90429 Nuremberg - Germany
@ +1716 800 7312 [=] info@pro-productmanagement.com [_] www.pro-productmanagement.com



Strategic Product Management
Open Product Management Workflow ™ 103

KPI IN THE PRODUCT LIFE CYCLE

In the various phases of the product life cycle, KPIs have an important significance.

When launching a product, KPIs can be used to check and control the success of the launch.
KPIs also help to decide when we need to take a product off the market.

Innovators, Early
4 | Adopters

Early Late Laggards
Majority Majority

Introduction *© Growth * Maturity Saturation Degeneration

Why don't you answer the following questions for yourself?

1.  Which KPIs do you monitor when launching a product?
2. On the basis of which KPIs do you decide when to take the product off the market?

You can find answers to these questions in our book "Successful Go-to-Market".

SelfBackup example:

Product Profitability - KPlIs

Product: SelfBackup Your Product
KPIs defined: Yes

KPIs analysed: Not possible yet

KPI-Measures initiated: Not necessary
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KPI MEASUREMENT WITH THE HELP OF SOFTWARE

All KPIs for the product in one central location and an overview of the product with the aid of product
management software. The KPIs can be measured and entered by various colleagues and departments with
upper and lower limits at freely chosen intervals.

E’Product Management Dashboard® My Tasks Products v Interviews v My Market Problems @ [ ] o]

PRODUCT: Product Management Dashboard Cloud

Overview Strategic Technical Go-To-Market  Configuration
INTERVIEW Product Profitability
Interview Market

Add KPI Edit historical values (® What to do here
IDENTIFY
Identify Problems 4 Enter 155 current values
Identify Persona

Active KPIs  Active Kpis for Marketing Measures  Archived KPIs
ANALYZE _—

WinjLoss Analysis

NAME SUM OF ALL FREQUENCY STARTDATE  BASELINE THRESHOLD  THRESHOLDIS  MEASURES FOR VERIFICATION
‘Competence Analysis VALUES
Competitive Analysis Strat PM Books Download [ Monthly 2016-11-29 500 100 Lower Bound = Consult Webmarketing
SWOT Analysis = Check the hits on the website

= Check advertisements and SEO
Market Potential /1

Buyer Persona Analysis Tech PM Books Download 2 Monthly 2016-11-29 300 100 Lower Bound = Consult Webmarketing

« Check the hits on the website
Technology Analysis * Check advertisements and SEQ
SHEEK OPMW Downloads 2 Monthly 2016-11-29 120 50 Lower Bound = Consult Webmarketing

= Check the hits on the website

Product Profitability & = Check advertisements and SEO

a

Further information about the product management software can be found at https://marketplace.atlassian.com/apps/1217916

An evaluation of the KPIs is carried out automatically. The measures to be taken for exceeding or going below
the limits are stored with the parameter.

Report for KPI

1000
o Strat PM Books Download (Sum: )

Strat PM Books Download

An evaluation of the individual values, such as marketing measures over a long period of time, for example, with the aid of Product
Management Dashboard
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INNOVATION

Today, almost all Product Managers want to be innovative and often equate innovation with new technologies.
There are many more possibilities for Product Managers to be innovative and creative.

The aim of this section is to show the possibilities of innovation, as well as to convey the fact that it is possible
to repackage the same product several times in a new way and simply sell it as a newly polished product
several times over.

“Innovation is the changed way of looking at the same things.” - Markus Wolf, Innovation Manager

Before we look at what things we can have a changed way of looking at, let’s refer to our definition of
innovation once again:

Definition:
Only if you know the problem can you think about the problem and develop an idea for its solution. And if
nobody has solved this problem, the solution is automatically an innovation.

So that you are the first one to solves a problem, you need to know about the problem. You will find out about
new, unsolved problems in your interview protocols (2).

1. Conduct interviews in the market in order to find unresolved market problems.
2. Review whether your company’s competence matches the requirements of the solution and whether
you can deliver unique added value.

You should then check whether the following elements can be combined in a new way to find a new solution:

e  Products

e Services

e Portfolio

e  Business models

e Technology

e  Packaging

e Sales channels

e Communication channels

You should also include ideas from other industries and look beyond the horizon.

Some examples:

BUSINESS MODEL INNOVATION

In the last few years, the "Freemium" business model has established itself in the market in some industries.
In the Freemium model, a product or service up is offered for free up to a certain point as an entry-level
variant. Other parts of the product or service are only obtained for payment. Only when the users use the
advanced product/service is revenue generated at the customer. A proportion of the users will only use the
entry-level variant, i.e. they must be included in the calculation.
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140.000 €
120.000 €
100.000 €

80.000 €
60.000 € — —Costs
40.000 € —Revenue
20.000 € /
oe+———— —
12345678 910111213141516171819202122232425
User in 10.000

e At the beginning: a growing number of users, which means higher costs
e Later: some users pay for extended service, which means rising revenues
e At some point: the revenue exceeds the costs, i.e. break-even

Prominent examples of companies which have chosen the Fremium model as their business model are:

e Dropbox with approximately 5% conversion rate, i.e. 5% of users pay for additional service - Source
FAZ.net

e  Skype with conversion rate 7-8.5% - Source: skypejournal.com

e  Xing with conversion rate 7% - 11 million users and 769,000 paying customers - Source: heise.de

e Numerous games on smartphones and tablets

SALES CHANNELS INNOVATION

In supermarkets, chemists or petrol stations we are increasingly seeing gift cards from vendors such as:

e |KEA

e Amazon
e H&M

e C&A

e Google
e etc.

Why are online shops selling in supermarkets and chemists? Because the Buyer Persona is often different to
the User Persona, so, for example, a grandma buys an Amazon voucher so her grandchildren can choose
something for themselves. And suddenly Amazon doesn’t just sell on the Internet.

Why does IKEA sell vouchers in supermarkets or chemists? IKEA is often located on the edge of town or even
further out and people don’t go there very often. So grandma can get a voucher for here for her grandchildren
who want to do up their rooms, since IKEA also sells online today, i.e. IKEA has expanded its sales channels to
online sales, supermarkets and chemists.

PORTFOLIO INNOVATION
The company Dr. Scholl is well-known for its footcare products which are sold in chemists.

At the beginning, Dr. Scholl made a simple plaster for feet. Later, the portfolio was extended by offering
different plasters for specific places on the feet. So, in addition to the ‘Pressure sore plaster’, there was now a
‘Ball of foot cushion’, which was a round ring. The centre of this ring, the ‘ball of foot cushion’ was punched out
but not disposed of as waste, but was instead sold for the toe as ‘Scholl corn foam cushions’. As such, we now
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have plasters for all parts of the foot - outer foot, inner foot and at the top of the toe. Each product costs
approximately EUR 3.50.

COMBINATION OF SEVERAL PRODUCTS INNOVATION

For the insulation of houses, the principle of blow-in insulation is increasingly being used. In this system, a
granular insulation material is blown into the cavity with the help of a blowing machine. The cavity is lined with
an insulating protective film.

The companies that carried out these blow-in insulations found it pointless to always order the three things
individually, which is what the Product Manager of the home improvement chain BayWa AG found out when
he visited an event at the trade work guild. BayWa AG combined these three individual products into one new
product range which still sells incredibly well today.

COMBINATION OF SEVERAL SERVICES INNOVATION

At the beginning, Amazon only offered one faster delivery with its Amazon Prime Service. Over the years, they
added many different services to it. So, Amazon Prime customers these days get:

e  Free premium shipping

e Free next-day delivery (only in certain regions)

e Unlimited streaming of videos as part of the Prime Video Service
e Unlimited listening streaming of music in the Prime Music Service
e  Borrowing of books

With this combination of services, Amazon distinguishes itself from many of its competitors which usually only
offer individual services.

COMBINATION OF SALES AND COMMUNICATION CHANNELS INNOVATION

For our example product, SelfBackup, that we are developing for our persona Claudia, we are using new sales
and communication channels.

Through our interviews we have found out that people like our persona Claudia have their photos developed
online by the company CEWE, or order photo books from CEWE.

Since we know that Claudia goes onto the CEWE homepage, we can reach her here and inform her that “My
photos are always automatically backed up". By clicking on this item, you will receive further information and
can order the product right away.

M Produkte Kundenbeispiele Software Schulung Senvice Community Forum Uber uns Q.

CEWE FOTOBUCH - Ihre Fotos als echtes Buch. Mit unserer Software Ihre Fotobiicher gestalten und bestellen.

Europas
Unsere kostenlose el eten

Bestellsoftware 5.0 Fotabuch
7,95€"

R

DOWNLOAD STARTEN!

i
cewgénfotobuch

Mein Leben

Meine Fotos immer

automatisch sicher

Haben Sie Fragen?
Wir helfen thnen gemn! @)

Source: www.cewe.de, Rights CEWE Stiftung & Co. KGaA
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Please note: The image of the original CEWE homepage was enhanced by us for the SelfBackup example
product to include the point: My photos are always automatically backed up > Find out more information here.
Until now, this type of product which consists of software as well as a medium for backing up, was not
communicated or sold over this or similar channels.

If you have found an innovative solution, then validate it on the market first with:

e Individual surveys of potential customers
e  Start with low costs for customer tests with:
o Pretotyping
o Prototyping
e Ensure that you have built the right thing before the final product is created

A pretotype is a very cost-effective model which does not yet work but gives an idea of how something could
work. With a pretotype, you can firstly answer the questions:

e Would | use it?

e Would others buy and use it?

You can arrange the pretotype in the sequence as follows: Idea - Pretotype - Prototype - Product

The idea for this is as follows: Before you even invest any money in the development of a new product, you
should first be aware of whether you would even use it yourself. This is done by creating as simple a "thing" as
possible and pretending to use it for a while as you would use it. You can learn more on the subject of
pretotyping in our course "Technical Product Management”.

Note:
Strive to solve market problems with little or no technical development.

SelfBackup example:
Underneath the point: ‘Combination of sales and communication channels Innovation’, we already touched
upon our example.

Here is the checklist:

Innovation

Product: SelfBackup Your Product

Technic/Sales Channel/

Innovation: Communication Channel
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Add Innovations for Market

Which of the following market problems do you solve as the first in
this market?

Tasks and roles of product management are not clear
Requirements rating costs a lot of time and we have no decision criteria
Several PMs must work together on one product

Uniform structured approach with tools needed for PM

m Cancel

Find innovations for different markets with just a few clicks, thanks to InnoWizz™.

BUY, BUILD OR PARTNER

The Buy, Build or Partner decision, i.e. the decision to buy something in addition to the product, make it
yourself or go into a partnership has a significant impact on investments, resources and your long-term
strategy. Before we move on to the decision-making criteria, we would like to raise your awareness of the fact
that you should tackle the decision steps in the correct order.

Practical example:

In a larger organisation the management had the idea to offer a product which sells its services. But the
prerequisite for this was an additional technology which this company did not have themselves and which also
wasn'’t part of the company’s competences. So, they went off in search of suitable partners who were able to
supply the technology they were lacking. After selecting the potential partners, these partners were invited to
meetings. This whole phase lasted for more than six months, during which the potential partners had to travel
back and forth to the company and submit new proposals.

At some point, a Product Manager came up with the idea to draw up a short competitive analysis and found
that there were already over 80 providers with clear market leaders for the same combination of service and
technology.

As a result, it was decided to end the matter internally.

In summary:

They and their potential partners had been pointlessly working on this for more than half a year. Had they
initially analysed the competition and then made further decisions, all involved would have saved a lot of time
and money.

The following order should be strictly adhered to:

1. IDENTIFY the problems
ANALYSE
e the market (competition, SWOT, potentials)
e your own company’s competences
3. DETERMINE the optimal solution
ONLY NOW decide whether to buy, build or partner
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With partnerships, you can extend the following things for a product:

e Technologies

e Communication channels

e Sales channels

e  Services and service offerings in which you have no competence

Practical example:

One of our customers develops products for business process management in the banking sector. These
products enable process automation in companies. Such products are based on so-called business process
engines. These business process engines are now offered by various manufacturers on the market. Our
customer has consciously chosen to save the effort needed to develop such an engine. Instead, they use an
existing engine, because our customer realised that their own competence did not lie in the area of the
development of such a business process engine, but in the field of processes and process automation at banks.
Here you have an example of buying additional standard basic technology, i.e. a buy.

Practical example:

A German car manufacturer has not developed the technology in-house for the injection systems of its petrol
and diesel engines. Instead, they had a partner develop and produce the equipment for their vehicles. This
partner’s expertise lay exactly in this area. As such, the car manufacturer consciously decided to partner.

The car manufacturer always decides to buy in standard products when it comes to tyres.

Whether you buy something for the product, make it yourself or go into a partnership, our template
(Document 12) can help you decide with the aid of a few short questions which will help you to find the correct
answer.

Here are our decision-making aids:

1. BUY when it comes to basic technologies available on the market or basic services. E.g. You would buy
the plastic granules for the production of toothbrushes instead of building a plant of your own which
manufactures plastic granules.

2. BUILD if it corresponds with your particular competence. As a toothbrush specialist, you would make
this yourself.

3. PARTNER if you, for example, would require a sales partner to sell the toothbrushes. Or if the
production should be outsourced due to cost reasons.

With partnerships, always keep in mind:

e Time is needed for the guidance and support

e Partnerships mean increased effort in, for example, the development, in product management and in
sales

e Attention should be paid to appropriate contracts

e Do ‘special economic activities’ or ‘golf’ partnerships really help us to go forward?

Our template (Document 12) can be used as a decision-making aid and to document the decision.

SelfBackup example:
Overview and checklist:
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Buy, Build, Partner

— —
Product: SelfBackup Your Product
KPIs defined: Yes
KPIs analysed: Not possible yet
KPI-Measures initiated: Not necessary

Technic/Sales Channel/

Innovation: e
Communication Channel

Buy, Build, Partner Yes/Yes/Yes

Add Buy, Build, Partner Information

Build

‘What will we build ourselve because of our special competences:

[what wil be build ourselves? Investment required?

Press Relations

Portfolio

Development

Website

Requirement Engineering
Marketing

Logistics

o o

The decision for Buy, Build, Partner is made in a few seconds and documented transparently.

MARKET STRATEGY

As already mentioned at the beginning, we derive all the strategies, including the market strategy.

Before we go into details concerning the market strategy, let’s refer to a short example from history to point
out how important it is that you also communicate the strategies to your colleagues once you have derived
them.

Example:

Napoleon won numerous battles in the course of history, even when he fought against multiple armies at the
same time. He always had the same strategy in his battles. This was that he always fought the enemy armies

individually and never allowed enemy armies to unite.

In his last battle in which he fought against the British, the Dutch and the Prussians, Napoleon had hired new
generals but obviously hadn’t shared his strategy with them. One of his new generals was to fight against the
Prussians, who came from the east. However, Napoleon himself entered into battle with the British and the
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Dutch, who came from the west. Napoleon won his first battle and forced the British and Dutch troops towards
the west and following this to Waterloo.

The new general also won his first battle, but let the Prussians escape in the direction of the north, where he
met them again and fought against them. But because he attacked the Prussians from the east there, they
were able to flee to the west where they ultimately united with the British and the Dutch. In the end, Napoleon
lost the battle of Waterloo.

Had the new general known and followed Napoleon’s strategy, it would certainly not have come to this defeat
for Napoleon.

Colleagues from neighbouring departments should therefore always know your strategies, so that you are all
working towards the same goal and you ultimately succeed together.

We now come to the details of the market strategy.
The aim of the market strategy is to:

1. Determine the order of the target markets according to the following criteria:
e The solution to the problem is urgent, costs time and money and the problem is widespread in its
target market
e Take into account the size of the potential
e Does the current organisation fit?, e.g. Sales, or must it be invested in?

2. Achieve maximum success with the existing resources:
e  Where do you need to invest the least and still win the most customers?
e  Where are the greatest margins?
e  Which markets are the easiest to win?

In order to answer the above questions and to make the decision as to which order the markets need to be
addressed in, use of the results of your work to date. Take a look at which of the points established so far the
market strategy can be derived from:

Win/Loss
Analysis

Identify Compe
Problems GENYS M arket

Identify Strategy

Persona
arke
Potential

Buyer Persona
Analysis

You shouldn’t start without knowing what problem exists in which market. Just as important is how often this
problem occurs, i.e. whether it is widespread.

Without knowing which persona has the problem, it’s difficult to develop a solution. You should also know the
decision-making criteria of this persona if it is a Buyer Persona.

Will our special competence be appreciated in the markets, i.e. do we have any credibility? Can we deliver
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unique benefits and added value for these markets?

Is it worth entering the market or are there already too many competitors? Do we have a strategy to beat the
competitors?

How big is the potential in the various markets? And is this big enough?

You will see a whole lot of questions that can only be answered if you have determined the results of the
individual points from the Open Product Management Workflow with the help of our tools.

Strategies that are not based on facts from analyses are not very successful!

We believe that you have the results and it is possible for you to derive the market strategy according to the
above-mentioned criteria, i.e. tackle the order according to the various markets. This may look as follows:

Year 1 Year 2 Year 3
Product 1.0 Product 1.0 Product 2.0

Target Market Target Market Target Market

= Germany GER/AT/CH GER/AT/CH + USA
= Segment/Persona Segment/Persona Segment/Persona

Potential Potential Potential

Competitor Competitor Competitor
Solution fits Solution fits
unchanged? unchanged?

For our example product, SelfBackup, the results are as follows:

Market Strategy SelfBackup

Interview Places: Germany USA

Number of interviews: 30 5

Persona: Claudia Claudia
Urgency: Very high Intermediate
Potential: ~1 Mio ~3,8 Mio
Organisation: Existing & Fitting None
Investments: Product Organisation; Product
Market knowledge: Good Very low

Which market would you approach on the basis of the results? A tip - it’s not the one with the greatest
potential.
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If possible, strategies should be derived which are long-lasting and can be constantly executed in a relaxed
manner. An example of how long-lasting strategies can be derived:

In an interview Jeff Bezos, CEO of Amazon, gave the following answer:

I am regularly asked: “What will change in the next 10 years?"

I am never asked: “What won’t change in the next 10 years?"

... the second question is the more important one. Because you can build a business strategy around things
that are constant over a long period of time.

What is meant by that? What won’t change for Amazon in the next 10 years, i.e. which criteria or things will
remain constant for the next 10 years for Amazon?

Have a think about it.
Here is the answer from Jeff Bezos himself:

“In our retail business, we know customers want low prices. And | know that it will be the same for the next 10
years. They want fast delivery and a huge selection.

It’s impossible to imagine a future in 10 years time where customers come to me and say to me: ‘Jeff, | love
Amazon, | wish the prices were a bit higher’ - ‘l love Amazon, | wish that you delivered a bit slower’ -
Impossible!”

Participants from our training courses always remark at this point: “Amazon are no longer the ones with the
lowest price.”

That is correct. But Amazon offers people more unique added values, such as trust in the product evaluation, in
the logistics, reversed transactions, payment methods and customer service. Amazon also offers a huge
product selection and much more.

As you can see, you don't always have to sell at the lowest price, because the marketing mix has 4 Ps, with the
price being just one of them. You should think about the other 3 Ps and ideally offer the customers further
unique added values. It is your responsibility as a Product Manager to find these and to communicate them to
your colleagues in Marketing and Sales, as well as customers.

e
ol

.
E Product Management Dashboard® My Tasks Products v Interviews v My Market Problems @

PRODUCT: Product Management Dashboard Cloud

Overview Strategic Management  Technical Management ~ Go-To-Market ~ Configuration

INTERVIEW Market Strategy

Interview Market
@ What to do here

IDENTIFY
Germany Switzerland
Identify Problems

Interviews 12 3
Identify Persona anam

e Personas @ o a‘ Marcus 3 Bill @ s a‘ Marcus & Bill

Win/Loss Analysis Potential of Top 5 Segment 40,000 At least 4 Interviews for a User-Persona are required to compute the potential.
Competence Analysis ) i )

Coverage of Top 5 Problems in Interviews 17.00% At least 4 Interviews for a User-Persona are required to compute the potential.
Competitive Analysis

Competitors Competitor 1 Competitor 1
SWOT Analysis

For what are additional i y? - D No Buy, Build, Partner information entered
* Website

Buyer Persona Analysis « Requirement Engineering

« Marketing

+ License Shop

* Reseller

Market Potential

Technology Analysis

CHECK
Product Profitability & Planned Market Entry H12019 Q4 2019

Innovation &

Plan fact-based market strategy in seconds and identify missing information instantly.
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PORTFOLIO STRATEGY

As already shown in the market strategy, the portfolio strategy is derived from the results of the previous work.
The following points can be derived from the portfolio strategy:

Win/Loss
Analysis

Identify
Problems

Portfolio
Identify

Persona St rategy

Identify Market
Scenario Potential

Technology
Analysis

Yet again we start here with the results of the interview.
What are the problems on the market? Are there different personas with different problems? Can these
problems be solved with a product or do they need different solutions?

Win/Loss: Will our portfolio and our communication on it even be understood on the market?

Can we push into markets with an expanded portfolio where there is as yet no competitor, can we differentiate
ourselves with it? Then what is our strategy? How big is the potential in the individual markets?

What are the decision-making criteria for the Buyer Persona? May we have to expand the portfolio on the basis
of different Buyer Personas and in order to facilitate communication?

Are the benefits still even understood by the customer and can Sales even sell so many different products?
Does the whole thing still turn out to be profitable?
Are we delivering an innovation with our portfolio?

What is the market message for each of the products and what is the message for the portfolio? Can the
message clearly differentiate the products so that the customer can also understand it?

The current portfolio should be checked on the basis of the questions above, as well as asking the customers if
they understand the current portfolio.

We often see portfolios on the market that:

a) Consist of a single product
b) Consist of too many products

If the portfolio consists of only one product, then:

e The market is limited, and you only have one foothold
e There is the absolute risk of "over-engineering" and with it the loss of the core market
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e Thisis quickly imitated and there is a risk of losing to the competition, if you know you can't protect
the uniqueness of the product

A portfolio which is too large has the following risks:

e Increasing product maintenance costs

e Potential buyers can find it difficult to decide between the different products

e The communication to the market is too detailed and incomprehensible

e  Only a few of the products in the portfolio are appreciated and can become the market leader

With their mobile phones, Nokia typified a portfolio that was too large. By 2007, Nokia had about 150 mobile
phone models on the market. But only a few of them were real market leaders, such as the Nokia 6310 for
example, the typical business mobile phone of the 2000s.

Tips for a large portfolio:

e Check to see if there are multiple products which can be combined into one new product

e Tryto set up such product combinations for the target groups

e  Formulate the market message for the different product combinations and then test these on the
market

Microsoft Office example:

Previously, we purchased Word, Excel and PowerPoint individually. Today, Microsoft offers the Office products
in a bundle for certain target groups, such as Office Home & Student, Office Business and Office Professional.
On the Microsoft homepage, you are directed towards the respective product bundle according to your target

group.
Brand portfolio:
What do the car brands Lexus, Subaru, Toyota, Isuzu, Daihatsu, Scion and Hino have in common?

They all belong to the Toyota Group or Toyota has large shares in them.

Brand Main segment/Target Group
Toyota Cars

Lexus Premium/Sport

Scion Younger customers

Daihatsu Kei-Car (supermini)

Hino Commercial vehicles

Isuzu Pick-up

Subaru 4-wheel drive
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Obviously, Toyota has their sights on a single market segment with each of their brands. Toyota has therefore
built up a portfolio of brands.
A brand portfolio has the following advantages:

e Clear target groups

e Targeted and comprehensible approach possible

e Clearly defined image which will be conveyed

e Low risk of diluting the brand if you want to tackle new target segments and markets

With various brands, each brand is treated as its own product and in accordance with the points:

e  Strategically
e Economically
e Tactically & operationally

Some tips on successfully building a product or brand portfolio:

e Always build the portfolio from the market
e Are there different personas with different problems?
e Check whether the same solution fits for all the personas
e Does each persona really need a different solution, or would an altered communication be sufficient?
e Does each persona understand the same market message for the same solution?
e Regularly review the understanding of the portfolio on the market
e  Split up the product into several editions for different target groups instead of "over engineering"
e Remove products:
o That are unprofitable and only a few are sold (often arise from projects)
o That are not understood on the market
e Combine different products into a new product (a suite)

Important:
Only complete positioning (market message) by persona and target segment!

e If there are significant differences: Product split
e If there are minimal differences: One product

A market-oriented portfolio is a portfolio which is understood on the market.
As many products as necessary, but as few products as possible!

SelfBackup example:

Through further interviews, we have found out that there are also several personas who have similar problems
with data backup as our persona Claudia does. This persona, Frank the professional photographer, has higher
demands with regard to the data security of the data backup. He therefore needs a system in which the photos
are backed up twice.
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Portfolio Strategy SelfBackup

Product: SelfBackup SelfBackup Pro

Persona: Claudia Frank photographer

Technology: 1 Hard Disk 2 Hard Disks RAID

E'Product Management Dashboard® My Tasks Products v Interviews v My Market Problems ® 2 O
All Products
Interviews PITIETTE © What to do here
Products
Portfolio Groups PRODUCT NAME CATEGORIE | PORTFOLIO GROUP PRODUCT MANAGER
My Market Problems 3 Product Management Dashoard L Software © Mike Simpson -
Edit Product Data
Product Management Dashboard Cloud & Software
Delete Product
Product Management Dashboard Data-Center & software ¢ (EditRoctiolelCromn)
Remove from Portfolio Group
Product Management Dashboard Server i Software @ | Assign as variant
Strategic Product Management M Trainings @ Betty Summer
Technical Product Management & Trainings € Frank Meier
Go-to-Market Training u Trainings @ Betty Summer
Book - Strategic Product Management & Books @ Marta Smith
Book - Technical Product Management & Books € Frank Meier
Book - Got-to-Market i Books @ Betty Summer
Example single Product & Frank-Software @ Mike Simpson

The portfolio including portfolio groups, products, variants and subvariants can be recorded and managed.
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DISTRIBUTION STRATEGY

The distribution strategy is the strategy with which you decide where and how the product will be sold. This is
also market-driven, and we use the results of our work to date to derive the distribution strategy.

Win/Loss
Analysis

Identify
Problems

Identify Distribution
Persona Strategy

Identify
Scenario

The aim of the distribution strategy is:

e Tosell the product in such a way that it fits for buyers

e To identify distribution channels

e To specify payment options

e If our current Sales cannot sell the product, because they, for example, have no experience in selling
via business partners, it must be made clear to the management that investment is needed here,
because otherwise we cannot sell the product

As already shown, the Sales team must also fit the sales channel. There are the following types of distribution:

e Direct
o e.g.own shops, factory outlet stores, own website ...
e Indirect (sales partners)
o e.g. distributors, specialist trade, chain stores, shops, online shops ...

The decision on where we sell depends first and foremost on the purchasing behaviour of our Buyer Persona,
as well as some other things. You should therefore always use the Buyer Persona and their behaviour to decide
on the distribution strategy.

e Sell where the Buyer Persona usually buys

e  Supply where the customer needs the product

o  Offer the Buyer Persona the most familiar way to pay

e Enable the simplest way to purchase; for example the usability of an internet shop, advice and
guidance before buying, service when exchanging etc.

Before you can start deriving the distribution strategy, it is advisable to check the results of the work to date to
see whether the following questions can be answered with it:

e Do we know the “Buyer Persona” involved?
e Do we know the entire purchasing process?
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e Do we know where our target segment shop?

e Do we know where the competition sells?

e Do we know where the competition doesn’t sell, but our Buyer Persona buys?

e Canour Sales sell the product?

e Can our Sales sell via the channels of our Buyer Persona?

e Areinvestments for the expansion of sales necessary?

e What is the cost of the sales via the respective channels, i.e. which margin remains above?
e Can we supply products in such a way that it fits for the customer?

e Can the customer order as simply as possible and as normally as possible?

e Can the Buyer Persona use the familiar means of payment?

If you were able to consider all the previous points and answer the questions in the last points, it is possible to
derive, document and justify the distribution strategy.

SelfBackup example:
We must select different distribution channels and means of payment for both our personas and products.

Distribution SelfBackup

— —
Product: SelfBackup SelfBackup Pro
Persona: Claudia Frank photographer

1 Hard Disk 2

Amazon, online-shops,
technic markets
Debit, PayPal,
credit card

Distribution: CEWE

Payment method: Invoice

Sales Channel directly at the supplier

Already present* No <

Does your company already sell through this sales channel, does it il need to
be set up or s it not relevant to you?

What measures are  Set up webshop incl. billing
required?

What else has to be done to communicate trough the channel?

Estimated Costs 45.000
per year (in $)

investment

want to sellthrough this distribution channel.

Decide the distribution strategy in seconds based on facts in the Product Management Dashboard.
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PRICING STRATEGY

As participants in our training courses tell us again and again, there are outright price wars in their company.
This is not a price battle in the true sense of the word, but a fight about who in the company has sovereignty
over the definition of prices. The discussions usually take place between Sales and Product Management, but
Top Management would probably also like a say here more often.

First of all, it is a basic thing that everyone works together in a company and should work together on its
success.

As a Product Manager, you derive the pricing strategy which is then presented in a business proposal, which is
generated from the business plan. The prices are also part of this decision document, i.e. as a Product
Manager, you propose a price that is determined based on market facts.

When we ask the above-mentioned training participants whether they have done all their preliminary work in
accordance with the Open Product Management Workflow in order to justify and represent their price
proposal with good arguments, then it often goes silent. Because it then becomes clear to our colleagues why
Sales with their statement: “We speak to the customers and know our way around the market.” always wins.

A well-founded price proposal and a credible pricing strategy will only be delivered if the preliminary work has
been completed properly. Using this image, you can see what preparatory work must be completed before the
pricing strategy can be derived.

Win/Loss
Analysis

Identify
Problems

Identify
Persona

Identify
Scenario

Technology
Analysis

The aim of the derivation of the pricing strategy is:
To determine the value of the solution for customers.
To do so, you need to find out:

1. How much time and/or money the customer saves
2.  Whether an expected price exists, based on:
o The self-detected savings potential
o The recognition of the time saving
o Perceived added values (if so, what are they?)
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When asking for an expected price, you should also use the product positioning, i.e. the market message that
was previously created. At this point, you can use the Technology Benefit Analysis (Document 10) as a tool for
the survey.

In addition to the value of the solutions for the customer, these should also be taken into account:

Possible different market segments and geographic markets

The prices of the competitors’ products and the reasoning for the added values
Alternative pricing and business models

Internal specifications for return on investment (ROI)

Noukuw

Customer specifications for return on investment

The formula for the calculation of the ROI helps here. The primary ROI for capital goods in years:

Investment costs

ROL...; = —

primary Saving per Year
There are industries in which, when purchasing products, special attention should be paid to when the ROI

occurs. For example, in Germany's automotive supply industry, an ROI of a maximum of 2 years is specified.

When a product is created with whose solution the mass market is happy, whose price is accepted and with
which you can assert yourself on the market, but for which you have developed further unique features for
other customers, it pays off to bring a premium product with a premium price onto the market.

W1 w2 Our Our
Basis Basis Basis Premium
Contact-Info X X X X
Encryption % ) - X
Backup/Restore - - - X
Web-Access - X X X
Price €100 €100 €100 €500

At the end of the pricing strategy, the derived prices and reasoning have to be understood by the following
people:

e  Customers

e Management

e Sales and sales channels
e |nvestors

e  Analysts
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SelfBackup example:

We sell our standard product for a price that we have determined from our discussions and our Price-Benefit-
Analysis with the market participants. We have also been able to determine the price for our product in such a
way.

Price SelfBackup

Product: SelfBackup SelfBackup Pro

Persona: Claudia Frank photographer

Price: EUR 159,- EUR 259,-

INTERVIEW Price Strategy
Interview Market
(@ What to do here

IDENTIFY

Identify Problems General development and production costs

dentify Persona Total non-recurring investments and development 200000 - §
costs

ANALVZE

Production costs of the individual product incl 0 . $ per product unit

WinjLoss Analysis material input per unit

Competence Analysis

Competitive Analysis -
Country-specific costs & prices

SWOT Analysis

Markat Potential Germany /. Switzerland

Buyer Persona Analysis

Technology Analysis Customer Side Germany

i Time and Money Loss caused by the Problems in the first Market Segment in Germany

Product Profitability i i Average costs per hour of the Persona 00 - §
Chri® | biow much does an employes cast your customer per hour that

Innovation & corresponds to this persona? Consider al expenses and costs
By Bkl Partnet: a Marcus | the company has for the employes.

Loss of time from Interviews 924 hours per Year
sTRaTEGY
Market Strategy Manetary loss from Interviews 0 §pervear
Portfolio Strategy Average loss of maney from Interviews 92400 § per vear
Distribution Strategy & N

ROI for Customer at our target price 4,36 Day(s)

Price Strategy

Positioning &
Our Product Side for Gi
Communication Strategy & b =k

Product Roadmaps Prica for Germany

Targat Price in Germany: 1200 § yearly
consoLIDATE

Business Plan Comment on price:

c: ion of the i of ourp in Germany

For the calculation of the economic effisiency of the product itis sufficient to indicate very rough costs, i.e. no exact expenditure and/for numerical values of e.g. the technology, production, marketing as well as selling must be determined.

Maximal Revenue Germany Costs for Market Germany
Total market otential of the first segment in Germany 236.000 Rough Marketing and Communication Costs in Germany 13000 per Year
How many percent of the overall potential might buy the product? 0 0% Rough selling expenses in Germany 51000 § per Year
Number of sold units over life cycle in Germany 23,600 Production Costs of the products for Germany 0 $pervear
Rough adaption costs for Germany 0§ par Year
Rough Service & Support Costs in Germany 20000 - $ per Year
Aceruals for Germany 5000  § per Year
Other Costs in Germany 10000 § per Year
Estimated maximal revenue in Germany 28.320.000  $ per Year |Rough overall costs for Germany 99.000  $ per Year

1© The estimated yearly contribution margin in this market will be 28.221.000 §.
According to the current i the Product Roadman, the one-time os;

Develop prices & pricing models in a short time based on market facts, costs, ROl and contribution margin with the Product
Management Dashboard.
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PRODUCT POSITIONING, MARKET MESSAGE (POSITIONING) - DOCUMENTS 13, 14

Product positioning is, from our point of view, one of the most important points in the Open Product

Management Workflow. Even if a product was the most innovative in the world and the engineers had
developed the best product there had ever been, you would struggle to sell it if you didn’t explain to the
potential customers what it helps with and what added value it offers. Unfortunately, we see this situation very
often in practice. Good products and a lack of communication of the added value.

Before we begin with the positioning or market message, the graphic shows which points results are needed

Win/Loss
- GENY

for:

Identify
Problems

Al
Identify egs q
Persona Positioning

Identify
Scenario

Technology
Analysis

By now it should be clear to us when it comes to the communication of the solution or the unique added

values: Only if you know the market problems can you make the assertion that these exact problems would be
solved with the product. And that is precisely what the positioning is about.

The aim of the positioning or market message:

e To communicate the benefits for the respective Buyer Persona

e To make assertions on how much time and/or money will be saved, which added value the solution
provides

e  Show how it can help the customer

A good and effective positioning (message):

e  Makes the market communication and sales materials more understandable
e Provides a consistent communication across all materials and channels

e Simplifies the sales process for Sales

e  Attracts attention and provides talking points for the press and analysts

e Helps to argue the pricing strategy

e Helps all colleagues to understand the product vision

At this point in our training course, from time to time we get a comment that this is all the task of the
Marketing and Communications Department.
No, this is the task of Product Management, because positioning communicates facts.
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Product Management

e Isan expert on the market and provides the facts and thus the content
e  Focuses on “WHAT is communicated content-wise"
e Isresponsible for the positioning process

Marketing and Communication

e s an expert in communication and presentation
e  Focuses on “HOW the content is communicated"
e Isresponsible for market-wide campaigns

As you can see, working as a Product Manager is the prerequisite for the Marketing and Communications
Department and later good campaigns for the product. In places where the Product Manager provides the
positioning, Marketing will change little. The following examples show what kind of featureless text bubbles
result when Product Management provide ‘modest’ positioning, which we see again and again in practice:

Our product is ...
... The best, scalable, flexible, easy to use, user-friendly, portable, extendable, outstanding, elegant, robust,
database-independent, double-neutral, tested several times, next-generation technology, the best of the best

These featureless text bubbles result when the Product Manager has neither the market facts, nor knows the
market problems which should be solved. Whether the Product Manager is providing these text bubbles or
Marketing is generating such text bubbles using the Product Manager’s mostly technical jargon, is an open
question. The reason for this definitely lies with the Product Manager who acts without facts.

When |, Frank Lemser, moved into Product Management back in the day, | was initially asked by Marketing to
make a list of the feature-function-benefit for my product. This means that | had to take each feature of my
product, describe its function and finally highlight an added value (benefit) for this feature.

You can probably imagine the result.

Looking back on it today, | would say that it was very cruel, because this way you disregarded the market
problem completely and focused from the start on the technical side of things.

Even today, every now and again | come across the Feature-Function-Benefit procedure in practice. Here are
two brief examples of sentences of a market message which resulted from this method:

“... Enterprise 11 is the platform with the greatest possible interoperability for business-critical computing in
classical client-server, virtual and cloud environments.”

Everything clear?
Then here’s another example:

“RAS delivers faster responses thanks to JBOSS BRMS.”
Everything clear....

No, these are not isolated events, but rather confirm the rule, even if it is not always so extreme. Have a look at
your surroundings and scrutinise advertising statements about products and their added value for yourself. You
should then consider your own products with the same critical view. Here, you can quickly make a large and
positive impact.
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“Don't tell people how good you make the goods; tell the how good your goods make them.”
Leo Burnett

You should take what Leo Burnett says to heart because it is the basic rule for good positioning, for an
understandable market message.

Apart from that, Leo Burnett understood something about marketing and advertising, because in 1935 he
founded the eponymous advertising agency which invented characters such as the Marlboro Man or Tony the
Tiger (Kellogg’s). Time magazine counts him as one of the top 100 people who influenced the 20th century.

THE POSITIONING PROCESS

As already mentioned, a Product Manager is responsible for the positioning and thus also for the following
positioning process.

First of all, a team should be built up of:

e  Strategic Product Manager

e  Product Marketing

e  Marketing and Communication

e Asfaras possible without engineers, as otherwise technical aspects are communicated again

For the positioning process:

e  For the first time, schedule approximately 1 day
e  For recording and sorting/grouping the market problems it is best to use index cards as well as a
notice board

At the beginning:

e  Determine the top 10 of the most commonly cited problems depending on the Persona

e  Tryto summarise similar problems, i.e. problems that aim towards the same solution

e Describe the problems or use the words of the customers: What bothers and what annoys?

e Are there values that can quantify e.g. time/money saved, sizes for product information, qualities in
comparison to etc.?

e Highlight which additional and unique attributes, benefits and added values can be provided

For the following steps, the Positioner tool (Document 13) is required. The Positioner helps to establish the
positioning (message) in such a way that the added values are formulated for the respective Buyer Personas.

We will show you how the Positioner works in the following example of a product which you will know from
the movie "Back to the Future". This product would solve one of the most commonly cited problems in
industrial nations, namely:

“I'have too little time.”
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Market problems, Just reverse the Protected technology Optional:

how customers problem into a or protected name Yes:

described them. solution. or how/with what you In one phrase for

What: annoys customers? What: have solved the problem.  product message

(How much) does it cost: Result for customers Rarely:

Time and/or money? How much: in 3-5-headwords in
Time/money saved? Pos.-document

What/
How much

Solution

What/ ;
How muich Solution
What/

[ Eian N Solution

A 4

ao>—

1. The problem “I have too little time” is written in the first field under the point about market problems.
2. Now turn the problem around and describe it as a solution for the customer. In the second field you
explain:

a. The result for the customer or where they will be helped
or
b. How much time and/or money they save
e Inour example: “You'll get more time.”

3. Inthe third field you briefly describe how the problem is solved so that the customer understands and
trusts in it. If you have developed something that you have legally protected or have patented, at this
point you can also use the name of this thing.

For our example, we would write: “through the time creator"

4. You write the name of the product in the fourth field. This should be in the main statement as well as
in the product description of the positioning document (14). In the special added values, the four key
points of the positioning document (14) can have the name of the product, but not in every point
because otherwise it sounds ugly.

In our example, the product would be the "flux capacitor".

Our main statement for the positioning document (14), for the market problem: “I need more time.” is:
“You’ll get more time with the help of the time creator ™ of the flux capacitor.”

At the beginning we already stated that you should summarise similar market problems. We'll now show you
here how this works when positioning with the positioner.
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Market problems, Just reverse the Protected technology Optional: 13

how customers problem into a or protected name Yes: I

described them. solution. or how/with what you In one phrase for

What: annoys customers?  What: have solved the problem.  product message

(How much) does it cost:  Result for customers Rarely:

Time and/or money? How much: in 3-5-headwords in
Time/money saved? Pos.-document

What/ .
How much Solution
What/

Hewr mieh Solution

Product

What/

o e Solution

Initially we have two market problems:

1. “I'have too little time for my friends and family.”
2. “I have too little time to do all my work.”

These problems belong in the first two fields in the first column under market problems.

It’s easy to recognise that both statements share a common basic problem: “I have too little time.”, which is
why their problem solution is the same.

In the second field (What/how much box) comes the wording: “You'll get more time.”

The last two points are the same as above, so that at the end the main statement is: “You'll get more time with
the help of the time creator ™ of the flux capacitor.”

We can reach all people with this statement who have named both of the problems above.

If we were looking at each problem individually, we would provide a separate main statement for each one,
namely:

a) “You'll get more time for friends and family with the help of the time creator ™ of the flux capacitor.”
b) “You’ll get more time for your work with the help of the time creator ™ of the flux capacitor.”

To communicate these two statements means increased costs. We would also no longer reach a good
proportion of people, because with our actual statement: “You’ll get more time with the help of the time
creator ™ of the flux capacitor.” we reach all people who, for whatever reason, would like to have more time.
Exactly what is described here at the end, is reflected in our definition for market segments:

A market-oriented segmentation describes a group of individuals or companies who all share a set of the same
identified market problems and is willing to pay for a solution to the problems.

For our example product, SelfBackup, we have also formulated a main message:
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“SelfBackup is the easiest and most innovative backup for data.”

This message should be right for our persona Claudia, shouldn’t it?

Have a think about what Leo Burnett said...

And what did you learn in school? Do you ‘shoot first (and ask questions later)?’ No, you don’t.

Please don’t ever do what is shown above. Never put the product name at the front. Firstly, speak to the
customer and tell them which problem was solved for them! Consider and take advantage of the positioner.

One main message for our example product SelfBackup, that our Persona Claudia understands and that makes
it clear to her that there is a solution for her problem, is:

“Your pictures are safe at all times with the wireless, automatic backup with SelfBackup.”

Note:
It is only once the positioning is complete that you begin to develop the product!

Finish the positioning first and communicate this to your colleagues who work with the product, then everyone
has the same idea of what the product should solve for the customer and everyone knows which direction
they’re travelling in.

POSITIONING DOCUMENT

The Positioning document has already been mentioned several times in the previous section. The Positioning
document, which you will receive from us as a tool (Document 14), is the most important document for the Go-
To-Market. The various materials for customers and Sales, such as brochures, presentations, texts for web
pages, will be generated using the contents of the Positioning document.

To note:

1. A Positioning document is required for each Buyer Persona.
2. Itis necessary to check whether the message is valid for all industries. If necessary, you should
formulate the message for these industries.

If Product Management doesn’t provide a message, Marketing cannot communicate genuine added values.
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PRODUCT NAME

Initially, the Positioning document is created before you search for a product name. Ideally, the product name
corresponds to a positioning statement so that it speaks for itself.

Here are a few additional tips:

e The name is ideally a positioning statement

e  Meaningful names will explain the product

e Search for similar and descriptive words

e Check the name and its meaning for each country

e  Watch out for legal factors

e You can also rent or buy names

e The number of syllables should be 3 or less, because long names are abbreviated to nicknames
e Avoid using the project name chosen as the product name

SelfBackup example:
We have already touched upon our example product within the chapter. Checklist:

Positioning SelfBackup

Product: SelfBackup SelfBackup Pro
Persona: Claudia Frank photographer
Positioning Document: Yes No

E-Product Management Dashboard® My Tasks Products v Interviews v

Positioning

@ What to do here

Identiy Problems Germany 4 Switzerland

dentify Persona
Positioning for Personas in the ma

6 Download

@ o
@ s | ki
)

about 25 Words:

(0 80% faster and 100%
ructured approach to aut

Complete Market Message (e.g. for Catal

about 50 Words:

Additional Benefits -

« save based on strategy, customer

ecision template

Deliver market messaging and positioning that customers understand directly to the Go-to-Market team.
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COMMUNICATION STRATEGY

Now that an understandable market message has been established for the customer, this should also be
communicated to the market at some point.

Ducks lay their eggs in silence,
while hens cluck like crazy. What is the consequence?
Everybody eats hens’ eggs.

Henry Ford

In order to communicate to our target group in a targeted manner and with optimal costs, you derive the
communication strategy from the previous work carried out and from the results of the following points.

Win/Loss Market
Analysis ' Strategy

[— Communication
Persona Analysis St
rategy
|

The aim of the communication strategy is to define the best communication channels for each individual Buyer
Persona. This is done by taking into account the following criteria:

e Communicate to your defined segments

e Derive from the information channels of the Buyer Persona where you have to communicate

e Then prioritise afterwards: “How many market participants will | reach and at what price?"

e Avoid the ‘Watering can principle’, since widespread scattering is expensive (e.g. television
advertising)

Look where the Buyer Persona obtains information, for example:

e Daily newspapers

e Trade journals or magazines

e Internet, search engines, specialist portals, news portals, social media, YouTube etc.
e Trade fairs, conferences or guild meetings

e Television and radio

e etc.

Find out what type of content the Buyer Persona uses depending on the information channel:

e  Specialist articles

e Advertisements

e  Product information in paper or digital format
e  White papers
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e  Product presentations
e  Films
e etc.

When all of the information is compiled, and the results are compared, the communication strategy can be
defined for each market and Persona.

The more precisely the work is done here, the more effectively the resources and the finances are used, the
greater the success will be.

Later in "Go-To-Market", the results of the communication are defined and measured. You will learn more on
the following points:

e Target segment and its Buyer Persona
e Channels and planned coverage and response rate
e Budget
e  What are the interrelationships between the communication and sales process? (Push-Pull)
e How can Sales skim and follow-up?
e Measuring the success of the campaign:
o e.g.special web pages
o Social Media: new fans and followers
o Product orders and sales

in our course “Successful Go-To-Market”.

SelfBackup example:
We have derived the communication strategy from our respective personas:

Communication SelfBackup

Product: SelfBackup SelfBackup Pro
Persona: Claudia Frank photographer
CEWE (Partner), Photo magazine, news

Communication Strategy: Facebook (ad) (articles & ads)
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PRODUCT ROADMAPS

Product roadmaps are a type of map that show us on a timeline what things are planned for which time.
Product roadmaps are used for:

e Schedule

e Internal communication of the dates and resource planning
e Ability to plan for management and partners

e Investment planning for customers

We have seen in practice in many companies that Product Managers time and again are constantly busy
modifying their product roadmap. In these companies, we have often not understood the content of the
product roadmaps, because there were often small details (features) listed here.

The management at these companies also found the content of these product roadmaps incomprehensible,
which in turn frustrated both sides.

In order to understand this issue in greater detail and to create solutions, let’s take a look outside.
Let’s take the word "Maps” and look at what types of maps there are.

Spittlertorgraben

—p e
B ionumegertsn =

pratersirabe

"
*x A

Deutschherrnstrafe

227 20:21 Al

There are hiking maps. What information does a hiker take from them?

e  Paths and crossings
e Elevation data and steepness of the ascent or descent
e Rivers, streams, lakes, buildings

e And the most important information - where is the nearest country pub where you can get a beer and
a shack

There are also nautical maps which contain the following information:

e  Country, place and sea markings

e Depth indications

e  Buoyage for waterways, danger areas, restricted areas ...
e Lighthouses and beacons

e etc.
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Street maps on sat navs give us this information:

e Where | am exactly

e Distance to the nearest junction where | should turn
e Current speed

e Total mileage, and mileage left to destination

e Arrival and congestion times

e etc.

These three different maps contain different information for three different personas, namely hikers, ships’
skippers and car drivers.

Likewise, for the product roadmaps. There are different roadmaps with specific content for the different
personas which our company deals with.

We distinguish between three types of product roadmaps:

e  Strategic roadmap
e Internal roadmap for resource planning
e  External roadmap

In order to build roadmaps based on the market, we proceed as indicated in the graphic:

Market Problems

Feedback Feedback
—4 —>

2012 2013 2014
Version 1.0 Version 2.0 Version 3.0

Solved Market Problems Solved Market Problems Solved Market Problems

1. Problem1 -> Solution1 1. Improvement1 1. Improvement2

2. Problem2 -> Solution2 2. Problem3 -> Solution3 2. Problemb -> Solution5
& o 3. Problem4 -> Solution4 3. Problemé6 -> Solution6
4. .. 4. ..

1. Always write down what market problems are to be solved and not features
At the next iteration of the product, incorporate feedback and show this as well as the new problems
to be solved

3. Inthe roadmaps (see below), always start with short time intervals and then quickly make them less
clear and a little blurry, because you know often plans get postponed
Tip: First quarterly, half-yearly, then full years
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STRATEGIC ROADMAP:

The graphic shows an example of how a strategic roadmap could look:

Q12012 Q2 2012 Q3 2012 Q4 2012 H1 2013 H2 2013
Product 2011.0 End of Product 2011.1 Planning Servicepack 1 End of Life
- read CD data Maintenance - CD Cover Product 2013 Product 2011 Product 2005

for Product 2005 - convert to MP3

Revenue Revenue Revenue Revenue Revenue Revenue
3.500.000 3.400.000 2.600.000 3.800.000 7.100.000 6.800.000
2 Customers 2 Customers 2 Customers 2 Customers 2 Customers 2 Customers
70.000 72.500 73.400 76.100 80.300 86.600

The strategic roadmap contains all the things that are interesting for management and investors. You will learn
what information this needs to be in discussions with the management.

A strategic roadmap is also for all those who are involved in product development and marketing, which is
interesting, because that way all your colleagues can also use the schedule. You should also regularly present
this strategic roadmap in addition to the numbers.

INTERNAL ROADMAP:

The internal roadmap is used for the planning of resources. Each department can use it to find out when they
are needed in a project. You will receive an example of an internal roadmap from us as Document 15.

The following points should be included:

= Time, i.e. quarter, half-year, year

= Product name or project name

= Departments required

= Affected markets

= Aim of the step for the product

=  The necessary steps of the departments (press release, sales training...)
= Platforms

= etc

EXTERNAL ROADMAP:

Often, colleagues from Sales enquire when the next version of the product or a specific functionality is coming.
If every colleague from Sales asks for their customer, it would start to get annoying at some point and takes
time.

Your colleagues don’t do this out of boredom, but because customers want to know for their own internal
planning when they should expect investments.

As such, we help the customers and communicate openly to the outside world. Rough periods are sufficient for
customers’ own planning if these are known in a timely manner. The type of information that customers need
for their planning is also very rough. What the customers do need are so-called milestones:

e New product versions
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e Planned updates

e The end of the further development of the product
e The end of the product support

e The end of the product line support

At the same time, you should also publish a precise definition of what you mean by ‘The end of the product
support’, for example.

You will receive Document 16 from us to help with this, which gives examples of an external roadmap as well as
the external definition of milestones,

If you publish external roadmaps and the definition of your terms, Sales and customers can always refer to
them which will save you time.

An external roadmap and its active communication to the customers and Sales is a prerequisite for a smooth
product discontinuation.

E.Product Management Dashboard® My Tasks Products v Interviews v My Market Problems | ] o]

PRODUCT: Product Management Dashboard Showcase

Overview  Strategic Technical To-Market  C

INTERVIEW Product Roadmaps
Interview Market

Roadmap ~ Requirements

IDENTIFY
Identify Problems

Identify Persona

ANALYZE
H12010 # Q32010 # W Q42019 #

WinfLoss Analysis

Competence Analysis

Competitive Analysis Short Description:

SWOT Analysis Market entry Germany
Market Potential Product Version:
Buyer Persona Analysis Release 1

Technology Analysis Solved Market Problems:

« Tasks and roles of product management are not clear
CHECK « Requirements rating costs a lot of time and we have no

Product Profitability decision criteria

« Several PMs must work together on one product
Innovation & + Uniform structured approach with tools needed for PM
« Little trust in business plans, missing market facts in

Buy, Build, Partner & =
decision templates

« Extra costs for server infrastructure and personnel (admin)

STRATEGY
for PM software

Market Strategy

Revenue:
Portfolio Strategy 240.000 $
Distribution Strategy &
Price Strategy Sold product units:

Positioning & « Germany: 200

Communication Strategy &

Product Roadmaps

Short Description:
Release 2

Product Version:
Release 2

Solved Market Problems:

« Little trust in business plans, missing market facts in
decision templates

« Extra costs for server infrastructure and personnel (admin)
for PM software

« The distinction of tasks from PM to other departments is
not clearly defined

« We lose market share and need ideas for products, which
is difficult

« Uniform structured approach with tools needed for PM

Revenue:
540.000 $
BREAK-EVEN

Sold product units:
« Germany: 450

Short Description:
Market entry Switzerland

Product Version:
Release 2

Solved Market Problems:

« Little trust in business plans, missing market facts in
decision templates

« Extra costs for server infrastructure and personnel (admin)
for PM software

« The distinction of tasks from PM to other departments is
not clearly defined

« We lose market share and need ideas for products, which
is difficult

« Uniform structured approach with tools needed for PM

Revenue:
960.000 $

Sold product units:
+ Germany: 800
« Switzerland: 100

For management, create strategic roadmaps incl.

Author: Frank Lemser - Last updated December 2023

break-even with a few clicks from market problems.

This book is teaching material of proProduktmanagement GmbH GmbH - Deutschherrnstrasse 6 - 90429 Nuremberg - Germany
@ +1716 800 7312 [=] info@pro-productmanagement.com [_] www.pro-productmanagement.com




Strategic Product Management
Open Product Management Workflow ™ 137

PRODUCT MANAGEMENT DASHBOARD® -

PRODUKTMANAGEMENT SOFTWARE FOR JIRA®

The Product Management Dashboard® is the world's most widely used software for complete comprehensive
product management, consisting of strategic and technical product management as well as Go-to-
Market/marketing.

Your business will be up to 50% faster, 31% more profitable by:

e  100% market-driven & strategic product management, development and marketing

Clear tasks & responsibilities through fully automated agile Open Product Management Workflow™

Uniform and structured working as a team with a tool for strategy and technology

Get in only 2 hours your strategies & Agile Business Plan™ as PowerPoint
Automatically prioritized requirements backlog with Requirements Backlog Prioritizer™

e Find in seconds all product materials and info in the Product Materials Library™
The entire product development and marketing in one system from strategic to technical product

management, development and marketing

¥:product Management Dashboard®

My Tasks & Responsibilities

2023-0320  Product Manager

2023-03-29

2023-05-31

2023-0331  Product Manager

2023-04-30  Product Manager

zzzzzzzzzz

GREEN PRODUCT  mg%
Support Regusst - Proid Feadback - Doarsosd o Lag - Product ansgement Sshbourd(oeveLor) - DEVELOPMENT "

CLEAR TASKS & RESPONSIBILITIES

Become faster through clearly defined tasks and responsibilities for Strategic Product Management, Technical
Product Management and Go-to-Market.

ALWAYS KNOW WHAT TO DO WITH MYTASKS DASHBOARD™

"My Tasks & Responsibilities" as well as all deadlines until completion at a glance and complete immediately
with the help of the right tool.

FULLY AUTOMATED AGILE WORKFLOW AND DATA-POOL

Your strategies, development and marketing fully agile and 100% market-driven with the Agile Business Plan™.
Fully automatically prioritized requirements backlog and all information, documents and materials for a
successful Go-to-Market in one place.
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Unique advantages for Product Management:

W 4
Become up to 50% faster and 100% market-oriented in product management with clear responsibilities, tasks
and a unified, structured work with automated tools for strategy, technology and marketing.

e "My Tasks & Responsibilities" as well as all deadlines until completion at a glance and finish
immediately with the right tool.

e Getin 2 hours your 100% market fact based strategies and Agile Business Plan™ as a PowerPoint incl.
management summary

e  Prioritize all requirements automatically in 1 second based on strategy, customer benefit, revenue and
time

e  Product Management teams can work together on one or more products

e  You will find all information about the product in seconds, because everything about the product is in
one place

e Consolidation and automatic evaluation of all ideas and market information from a variety of sources
such as customers, Sales, Management, Technical, Support in one central location

e 100% facts, less discussions due to automated support for strategy derivations and the creation of
business plans

e Direct transfer of market requirements as product requirements to Development in one system,
Development-JIRA®

e View the overall project status at any time from the strategy to the technology through JIRA as a
common point of reference

e Implement a successful Go-to-Market together as a team, i.e., distribute and complete tasks and
monitor results

D

Unique advantages for Management: e'

Your business becomes up to 50% faster and 31% more profitable through 100% market fact based strategies,
Agile Business Plans™, product development and marketing and immediate response to changing market
conditions.

e 1 click and compact business plan incl. management summary received as PowerPoint, 100% based on
market facts

e ROl in 1.5 hours for your organization using the Product Management Dashboard (per month)

e Avoiding bad investments and increasing corporate success through long-term strategic product
planning

e Various sources such as sales, product management, management or technology can dump ideas and
market information into a funnel which automatically evaluates the information

e Reduce meeting time, fewer discussions, but make more confident decisions with more market facts

e No costs for additional server infrastructure or administration since everything runs on the JIRA
project management software

e  The entire product development takes place in one system, from strategic and technical Product
Management to production

e Knowledge remains comprehensible for everyone in the long term, even when employees leave the
company, as all knowledge is transparently documented

All colleagues can store conversations or interviews with customers on various products. Various evaluations of
the interviews are made by the system.
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STRATEGIC PRODUCT MANAGEMENT

Become market-driven, react immediately to market changes with the automatic alert system for analyses and
strategies and make your strategies fully agile.

GET IN 2 HOURS YOUR AGILE BUSINESS PLAN™ INCL. POWERPOINT

Get your 100% market fact based Agile Business Plan™ as PowerPoint in 2 hours, with market potentials, all
strategies, prices, costs, market-message and strategic roadmap.

STRATEGIC ROADMAPS™ IN SECONDS BASED ON FACTS

With just a few clicks, you can create a fact-based Strategic Roadmap™ that your management understands.

ETECHNICAL PRODUCT MANAGEMENT

Team management, User-Persona, automatically prioritized requirements, project status, time & cost overview
and workpackages handover to JIRA in one place.

REQUIREMENTS BACKLOG AUTOMATICALLY PRIORITIZED

Save weeks and get your requirements automatically 100% market-driven and strategically prioritized with the
Requirements Backlog Prioritizer™.

FULL DEVELOPMENT OVERVIEW PROJECTTRACKER™

You always have an overview of development progress, costs, times, the plan and deviations.
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GO-TO-MARKET & MARKETING

Create your product launch plan and marketing plans as a team in minutes. Become more successful and get
greater marketing success with the same budget, through 100% market facts based planning and through
individually standardized tasks, responsibilities and due dates.

forthe procuct 002 202120 20230131 © ssigned

ALL MARKETING & SALES MATERIALS IN ONE PLACE - PRODUCT MATERIALS LIBRARY™

Save hours of time for searching, because all marketing and sales materials can be found immediately in the
Product Materials Library™.

1 CLICK: SALES & CHANNEL TRAINGS PRESENTATION

Save weeks and get your sales presentation and sales channel training presentation in 1 click.
MORE ECOLOGICAL, FASTER, MORE PROFITABLE, MORE SUSTAINABLE

Imagine developing innovative products that are sustainable and save a lot of resources such as raw materials,
materials, energy, water, labor and time.

Imagine that you need only 50% of the previous time for development and marketing and at the same time

your company becomes up to 31% more profitable.

All the tasks you need to do are clearly defined and many of " alP
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What else you need to do: talk to your customers, conduct interviews.

This way you develop products that are sustainable because you solve problems that are widespread as well as
satisfy real needs of customers. At the same time, you avoid costly, time- and resource-consuming
misdevelopments. And incidentally, you'll make your business up to 50% faster and 31% more profitable.

Product management has the ecological future of all of us as well as the economic future of your company in
its hands.

You have this future in your hand.
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FREE 3 MONTHS — SAMPLE PRODUCT INCLUDED

You can use the Product Management Dashboard for JIRA, the world's most widely used software for complete
comprehensive product management, free of charge for 3 months and start immediately, as there is a cloud

version and a locally installable version. Also included is a complete sample product, the Product Management
Dashboard Showcase.

www.pro-productmanagement.com/pm-software

MORE INFORMATION

Detailed information about the Product Management Dashboard can be found on the website:

www.pro-productmanagement.com/pm-software

and the associated subpages.
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FURTHER SUPPORT FOR YOU

If you would like to carry out training in your company or require support for your Product Management

department, simply get in touch with us.
Furthermore, you can also get support for the following topics:

= Coaching & Mentoring
o Your Product Managers are accompanied throughout their day-to-day work in order to put
what they have learned into practice
= Broaden, practise and implement your topics in workshops, e.g.:
o Conduct and evaluate interviews as well as Win/Loss analyses
Derive strategies and product positioning
Create business plans & business cases
Technical PM including requirements evaluation

o O O O

Plan and implement Go-To-Market

CONTACT OUR TRAINERS

E-Mail: info@pro-productmanagement.com
Phone: +1 716 800 7312
Newsletter: www.pro-productmanagement.com
Twitter: @proprodmgmt

Frank Lemser Ulrike Laubner-Kelleher Markus Kraft
CEOQ & Instructor Head of global Training Instructor
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OPEN PRODUCT MANAGEMENT WORKFLOW ™ LICENCE

You may share, edit and commercially use Open Product Management Workflow™ under the following

conditions:

e Attribution — You must give appropriate credit, provide a link to the licence, and indicate if changes
were made. You may do so in any reasonable manner, but not in any way that suggests the licensor
endorses you or your use.

e  Share Alike — If you remix, transform, or build upon the material, you must distribute your
contributions under the same license:

Open Product Management Workflow™ (Frank Lemser) / CC BY-SA 4.0

as the original.

¢ No additional restrictions — You may not apply legal terms or technological measures that legally
restrict others from doing anything the license permits.

You are free to:
e  Share — reproduce and distribute the material in any format or medium

e Adapt — remix, transform, and build upon the material

for any purpose, even commercially.
e The licensor cannot revoke these freedoms as long as you follow the licence terms.

Open Product Management Workflow™ is a trademark of Frank Lemser (proProduktmanagement GmbH) and
licensed under a Creative Commons Attribution-ShareAlike 4.0 International (CC-BY-SA 4.0):
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