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Product Manager:

e Business manager for a spe-
cific product.

e Works across functional
organizations such as engi-
neering and manufacturing.

e Responsible for entire prod-
uct lifecycle.

e Uses influence rather than
direct authority.

o A generalist with knowledge
of many fields, both techni-
cal and business.
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Technology Marketing:
Product Management

The Key to Successful Products

Delivering a successful prod-
uct requires more than simply
delivering a product. A suc-
cessful product is one that
addresses an actual need,
meets — and hopefully ex-
ceeds! — customer expecta-
tions, is delivered within its
market window, has a price
that meets both customer and
company requirements, and
has adequate marketing and
sales support and, of course,
meets financial targets.

This is a significant chal-
lenge, especially in function-
ally organized companies.

An effective solution is to
create the role of product
manager. A product manager
is a business manager who
provides a single point of
focus and responsibility to
manage and drive a specific
product through a function-
ally organized company. The
product manager works with
and through functional or-
ganizations such as engineer-
ing, manufacturing, finance,
sales, marketing and distribu-
tion.

The successful product man-
ager is a generalist, a “jack of
all trades” with a good under-
standing of all the elements
required to develop and de-
liver a product.

The product manager coordi-
nates and integrates multiple
organizations into an effec-
tive cross-functional team,
and then guides this team to

deliver results.

The product manager’s role
changes throughout a prod-
ucts life cycle. It begins with
a strong marketing flavor,
performing research, defining
the market opportunity, and
gathering requirements. It
moves to a strong project
management function, plan-
ning and scheduling the de-
velopment process, working
with organizations such as
manufacturing and quality
assurance who will deliver
the product. Product launch
and product delivery require
closely working with sales
and outbound marketing,
distribution channels and
other organizations.

Managing the product after
delivery requires constant
market and competitive
analysis, promotional pro-
grams and sales management.
Finally, product retirement
and transition to new products
must be carefully managed to
the benefit of both old and
new products.

Key to product management
is problem solving. As the
focal point for a product, the
product manager is also the
focal point for problems and
issues and bears ultimate re-
sponsibility for getting the
problems solved. A good
product manager understands
that the best way to solve
problems is to prevent them,
through a combination of

careful planning and ensuring
that the product requirements
and specifications lead to
something that can actually be
built.

For problems that can’t be
prevented the product man-
ager uses a broad range of
tools. Some problems are
solved through technical
means, while others are best
solved through marketing,
promotion, pricing or packag-
ing. The generalist product
manager often develops solu-
tions that could not come
from a single functional or-
ganization.

A significant challenge is that
product managers usually do
not have direct authority over
their teams. They must man-
age through influence, leading
rather than issuing orders.
They must build credibility
and respect across all parts of
the organization.

A product champion goes
beyond management of their
product, taking their responsi-
bility personally and being
dedicated and committed to
making their product success-
ful, both technically and fi-
nancially. A product cham-
pion combines entrepreneurial
drive, creativity and sales-
manship to convince and per-
suade everyone they meet of
the merits and advantages of
their product.
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Managing schedules is a key respon-
sibility of the product manager.

“Effective management of
the complete product life
is essential to achieve the
full potential and financial
payback of the product.”

QFD “House of Quality” used for
structured product planning

Successful Product Development

Opportunity

The first step in developing a
successful product is to un-
derstand the market opportu-
nity. This involves research
to determine who the poten-
tial customers are, the size of
the market, trends, customer
needs and the competitive
environment. This critical
stage is a combination of
market research, financial
analysis, technology evalua-
tion and identifying opportu-
nities.

If a market opportunity does
exist, the next step is to
gather product requirements.
A key point for this phase is
to focus on what the product
needs to do, not how it needs
to do it or which technology
should be used. Many of the
product requirements are
customer driven and focus on
the capabilities and benefits
that the product will deliver
to the customer or on the fea-
tures of competitive products.
Other requirements are driven
by corporate and regulatory
demands, such as cost and
price targets, capital equip-
ment needs and environ-
mental factors.

Specification

Once the requirements have
been gathered, the challenge
is to map them into product
features and to produce a
product specification. Ide-
ally, every feature should be
mapped directly to a product
requirement — if it can’t, then
the feature may be unwanted
or unneeded, and simply be
increasing cost or complexity.

Many approaches are used to
produce product specifica-
tions, ranging from informal
through formal methodolo-
gies such as Quality Function
Deployment (QFD). The best
approach is to use a relatively
formal approach to ensure
that the specifications are
based on actual requirements,
not simply on opinion.

The product specification
should be developed by a
cross-functional team with
representation from everyone
who is involved with the ulti-
mate product. This includes
organizations such as sales,
finance, manufacturing and
distribution, as well as mar-
keting and engineering. It
may even be appropriate to
get senior management in-
volved, especially since they
are responsible for the strate-
gic direction of the company
and its products. Developing
the product specification is
both demanding and critical.
Many factors must be consid-
ered, prioritized, and trade-
offs made. Difficult decisions
must be made, for a success-
ful product is one that ad-
dresses the combination of
features, price and time to
market, rather than simply
including a list of every possi-
ble feature.

The product specification
should be formally approved
and released. This is one of
the largest milestones in a
product’s life, and should be
taken very seriously.

Planning

Once the product specifica-
tion has been released, the
various groups can focus on
their specific product plans:
the engineering plan, the
manufacturing plan, the mar-
keting plan, and so forth.
Where the product specifica-
tion focuses on what the prod-
uct is, the various functional
plans focus on sow to imple-
ment and achieve the product
requirements.

At this stage the detailed
schedules and budgets are
prepared, resources are allo-
cated, large financial commit-
ments are made, and active
development begins.

Development

Through the development
phase, the product manager
must track the schedule and

budget, coordinate between
the different organizations,
and ensure that the product
can be delivered and meet
requirements. Many prob-
lems will inevitably come up
which must be resolved.
Schedules slip, technologies
have problems, costs rise,
budgets are cut, there are
other demands for resources
and the competition is ahead.

These factors can be consid-
ered a normal part of the
product manager’s job and
must be dealt with effectively.

As product development pro-
gresses, manufacturing and
distribution issues become
critical. Preparations must be
made for product launch,
including field readiness,
training and marketing.

Product Launch

At and after launch, sales and
marketing issues are critical.
The product manager now
focuses on the issues that are
vital to the sales organization,
including marketing pro-
grams, demand generation,
advertising, public relations,
responding to competitive
developments and direct cus-
tomer interaction. Sales fore-
casts and financial perform-
ance must be monitored, and
product demand and delivery
managed.

Post Launch

After launch, it is common for
products to go through a cycle
of growth, maturity, decline
and renewal or replacement.

The product manager changes
tools and focus, and often re-
defines or repackages the
product as it goes through
each stage.

Effective management of the
complete product life is criti-
cal to achieving the full po-
tential and financial payback
of the product.



