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PRODUCT MANAGEMENT TIMELINE

Procter & Gamble 
introduces brand 
management for 
Camay, 1931

Other CPG firms test 
the brand 
management 
approach, 1930s +

General Electric’s  
reorganization 
included product 
managers, early 
1950s

1930         1940         1950         1960         1970         1980        1990         2000       2010   

Product  management is 
covered in academic 
journals, with both 
positive and negative 
reactions, late 1950s –
early 1960s

Brand management 
morphs into product 
management in non-
CPG industries, 1960s 
& 1970s

Product life cycles are 
recognized as an 
important aspect, and 
the discipline of 
product management 
grows dramatically, late 
1970s - early 1980s

Banks, hospitals, 
services and a host 
of non-traditional 
industries 
experiment with 
product 
management, 
1980s and beyond

Books, websites and 
associations 
dedicated to product 
management 
become common, 
2000s on



Let’s start with the basics



WHAT IS PRODUCT MANAGEMENT?

• It is the entrepreneurial management of a piece of 
business (product, service, product line, brand, 
segment, etc.) as a “virtual” company. 

- Product managers are 
generally accountable for this 

piece of business without 
having direct authority over the 
entities that  “make it happen.”



The product manager’s job is to 
oversee all aspects 

of a product or service line               
so as to create                             

a strong value proposition          
and deliver                            

superior customer satisfaction

while simultaneously providing 
long-term value 

for the company.





LEADERSHIP & MANAGEMENT 
COMPETENCIES

Chapter Two



PMS ARE LEADERS & MANAGERS

• “Leadership and management are two distinctive 
and complementary systems of action. 
Management is about coping with complexity. 
Leadership is about coping with change. 
Leadership complements management; it doesn’t 
replace it. Companies manage complexity by 
planning & budgeting, by controlling & problem 
solving. By contrast, leading an organization begins 
by setting direction, aligning people to the 
direction, and inspiring people to achieve a vision.”

• John P. Kotter



PM AS CHANGE AGENT



GROWTH INITIATIVES

Corporate Strategies

Business Strategies

Product/Service Strategies

Field strategies

Inorganic growth

Organic growth

Mergers, acquisitions, etc.

Product development,  
increased sales



THE DECISION-MAKING PROCESS



PRODUCT MANAGER STAKEHOLDERS



EXPECT ROADBLOCKS



BUSINESS COMPETENCIES

Chapter Three



BASIC FINANCIAL CONCEPTS

• General cost classifications
• Manufacturing costs

• Nonmanufacturing costs

• Allocated costs

• Contribution reporting
• Direct costs (cost drivers)

• Indirect costs

• Relevant costs



WHAT ARE RELEVANTCOSTS?

Relevant costs are

• Costs that can be eliminated (in whole or in part) 
by choosing one alternative over another.

• Avoidable costs are relevant costs.

Unavoidable costs (almost never relevant) include:
✓Sunk costs.

✓Future costs that do not differ across the alternatives.



Contribution 
Reporting

Define the relevant 
costs directly related to 
the product or product 

manager.



UPSTREAM ISSUES

• Investment decisions
• Timing and present values of cash inflows and outflows

• Price analysis for new products
• Estimated economic value modeling



NEW PRODUCT INVESTMENTS

Evaluation 
tools

Net 
present 

value

Payback

Internal 
rate of 
return

Average 
rate of 
return



ECONOMIC VALUE MODELING



DOWNSTREAM ISSUES

• Relevant costs
• Direct costs for services, customers, product changes

• What costs do product managers “control?”

• Profit leakage
• The pocket price waterfall



THE POCKET PRICE WATERFALL



INTELLIGENCE GATHERING

Chapter Four



EXTERNAL INTELLIGENCE CATEGORIES



PORTER’S INDUSTRY ANALYSIS



WHAT IS THE COMPETITION FOR …

• Bicycles?

• Google?

• Facebook?

• A summer vacation?

• Credit cards?

• Pain medicine?

• Books?



CATEGORIES OF COMPETITION



B2B MARKET SEGMENTATION

• Firmographics

- Size, location, NAICS

• Operational

- Capabilities, user/nonuser

• Purchasing

- Centralized/decentralized

• Personal characteristics

- Demographics, psychographics

• Situational factors

• - Urgency, order size

Firmographic
s

Operational

Purchasing
Personal 

Characteristics

Situational
Segment
Variables



CUSTOMER EQUITY FLOW CHART



REVENUES COME FROM CUSTOMERS!

Attracting and keeping the 
highest-value customers is 

the cornerstone of a 
successful business 

program.



TREND PRIORITIZATION



COMBINE DATA INTO FORESIGHT



PLANNING FRAMEWORKS

Chapter Five



IS YOUR PLANNING BASED ON …



A PLANNING FRAMEWORK





DEFINE A LONG-TERM PORTFOLIO



DEVELOP YOUR OWN PRODUCT VISION STATEMENT

• Think of the product vision statement as similar to the 
opening paragraph of a future annual report. There is no 
template.  Every vision statement is unique to the specific 
product situation.

• Write a draft vision statement below.



CREATE STRONG OBJECTIVES

Specific
Measurable
Attainable
Results-oriented
Time-bound



FACTS TOOLS FOR PLANNING



TYPICAL PLAN COMPONENTS



ROADMAPS, INNOVATION  
AND THE FUZZY FRONT END

Chapter Six



TIME HORIZONS FOR PRODUCT GROWTH



THE 3C FRAMEWORK



Open innovation concepts

Co-development Working with outside partners 

in development

Collaborative 

innovation

Networks, alliances, consortia

Joint venture Formal legal arrangement

Open innovation Leveraging external sources of 

technology & innovation

Open-source 

models

Informally structured 

collaborations

Source: M. Docherty, “Primer on Open Innovation, PDMA Visions, April 2006, p. 13.)



SOURCES OF PRODUCT IDEAS



IDEA PRUNING



CREATING – AND GETTING 
APPROVAL FOR – BUSINESS 

CASES

Chapter Seven



BUSINESS CASE COMPONENTS



Economic Value Analysis

Example

Comparison (reference) cost $10,000

Monetary savings

Longer life $1,000

Lower failure 
rates

500

Labor savings 2,000

Total savings $3,500

Monetary costs

Switchover 
costs

$1,000

Net savings $2,500

Economic value to 
customer

$12,500

Incentive to switch 1,500

Your plan-to price $11,000

Build the business case

• Define differences in 
segment sizes, forecasts, 
and elasticities

• Prepare segment break-
even analyses using 
internal cost data

Monitor value shifts

• Update at gate reviews

• Create a provisional 
marketing plan

Use value modeling for new products



Product Requirements

Component 
requirements

Component 
requirements

Component 
requirements

Subcomponent 
requirements

Subcomponent 
requirements

Subcomponent 
requirements

Subcomponent 
requirements

SPECIFY ALL REQUIREMENTS



MARKET REQUIREMENTS DEVELOPMENT



Market 
price 
sensitivity

Product 
differentiation

Product 
differentiation

Competitive 
response

Competitive 
response

Competitive 
response

Competitive 
response

price mid-range

price mid-range

price low

price mid-to-low

price mid-to-high

price high

price mid-range

price mid-range

high

low

high

low

high

low

high

low

high

low

high

low

high

low

NEW PRODUCT PRICING DECISION 
TREE



OVERSEEING THE NEW 
PRODUCT PROJECTS

Chapter Eight



NEW PRODUCT MATRIX STRUCTURES



TEAM DECISIONS & PROCESSES

• Who should be the team leader and why

• Functional vs. co-location

• Amount of time devoted to project

• Establish mission and roadmap

• Integrate knowledge, project & risk management

• Avoid motivational mistakes



DIFFERING VIEWS OF STAGE-GATE

Team member 
emphasis

Stages

activities deliverables

Management emphasis

deliverables results

Go/ No Go Review



WHAT IS SCOPE CREEP?

• Scope creep is defined as adding features and functionality (project 
scope) without addressing the effects on time, costs, and resources, or 
without customer approval. (PMBOK) 



WHAT TO DO ABOUT IT….

• Better upfront definition

• Establish a “contract”

• Discipline in follow-through

• Attempt “design around” changes



FORMULATING AND 
EXECUTING LAUNCH PLANS

Chapter Nine



PRE-LAUNCH CHECKLIST



PREPARATORY LAUNCH DOCUMENTS



NEW PRODUCT STRATEGY OUTLINE



LIFECYCLE MANAGEMENT

Chapter Ten





LIFECYCLE STRATEGY CHOICES



EVALUATE DIFFERENTIATION

Standard

Slightly 
different

Significantly 
different

Positive  Expected Satisfier Exciter

Neutral

Negative  Accepted Dissatisfier Enrager

Differentiation

Attitudes

Adapted from Ian C. MacMillan and Rita Gunther McGrath, “Discover Your 
Products’ Hidden Potential,” Harvard Business Review, May-June 1996.



KNOW THE “TOTAL PRODUCT”
Total solution product

complementary products / services

warranty

value

delivery

repair

Tangible product

Core product

benefits  



POSITIONING STATEMENT EXAMPLE



CUSTOMER VALUE CHAIN



RENEWAL THOUGHT STARTERS



TAKE A LOOK AT THE PAST

• Are there old concepts or products that were 
ahead of their time and might work now? 
Can you resurrect them?

• Are there discontinued brand names that still 
have value for customers?

• Can you repurpose a component,   
subcomponent, or complete product to 
create new value? 



WHAT ABOUT RETIREMENT?

• Retiring products is part of product line rationalization.

• The definition of rationalize is to “weed out unwanted or unnecessary 
things”

• Rationalization refers to making changes to a product mix (including 
retirement) to increase its profitability.



CREATE A RATIONALIZATION PROCESS

• Monitor profitability trends

• Develop criteria for ongoing evaluation
• Consider product line impacts

• Sales volume, revenue, profitability

• Part commonality

• Functionality

• Customer need/competitive advantage

• Decide which products to retain, to renew or to 
retire (also called sunsetting)



RETIREMENT (SUNSETTING) 
STRATEGIES

• Combine functionalities into one product

• Improve speed and quality of support services 
without cost increases

• Test various bundling approaches

• Consider niche markets

• Sell rights to another company

• Eliminate product
• Raise price to reduce customer demand

• Lower price to reduce inventory



MANAGING BRAND EQUITY

Chapter Eleven



Brand Core

Organization drivers

Strategy

Corporate 
transitions Internal 

contract

External 
contract

Brand equity 
management

external 
communications

target customers

competition

living the 
promise

touchpoints

internal 
communications

capabilities

relevance

relevance

consistency

benefits

Corporate Brand 
Alignment



BRAND ARCHITECTURE

Division brand

Business brand

Product brand

(or brand modifier)

Family brand

Business brand Business brand

Corporate Brand

(endorser)



A STRONG BRAND ALLOWS 
SUFFICIENT FLEXIBILITY 

(DEPTH) TO HELP REALIZE 
A CORPORATE VISION.



FUNDAMENTAL BRAND ISSUES



Profile target 
customers

Portray customers in both objective and subjective 
terms

Define differentiation Explain how you are different from the specified 
competition and why customers care

Define brand 
personality

List the rational and emotional components of your 
brand

Determine what 
customers believe you 
have promised

Describe what customers expect in terms of product 
& service performance, business support, quality, 
trustworthiness, etc.

Translate promises into 
standards of 
performance

Detail the training, support, and performance 
measures and define responsibility and authority

Evaluate depth & 
scope

Discuss brand architecture linking corporate issues 
with brand issues                           

Brand development template



A STRONG BRAND IS A 
DELIVERABLE

PROMISE OF SPECIFIC 
CUSTOMER VALUE.



WHY IS POSITIONING IMPORTANT?

While segmentation is the process of 
identifying customer “segments” based 

on common needs or demographics, 
positioning is a “perceptual” process of 
making your product or service “stand 

out” from the competition.



POSITIONING APPROACHES



TIPS ON POSITIONING

DO
• Position from strength
• Reinforce the positioning through all marketing
• Be consistent
DON’T
• Try to be everything to everybody
• Position on price (unless you have cost 

advantage)
• Use different positions for the same target 

market
• Position on a promise you can’t fulfill



CARDINAL RULES



MARKETING STRATEGY AND 
GO-TO-MARKET EFFORTS

Chapter Twelve



INTERNAL TO EXTERNAL VIEWPOINT



ALIGN STRUCTURES & MEASURES
Strategic direction Tactical plans Field activities

Marketing effectiveness
Customer 

“touchpoint” 
management

Marketing efficiency

•Structural alignment with 
strategic markets

•Long-term brand equity

•Growth & profitability

•Customer acquisition &  retention

•Steps to fulfill brand promise

•Profitability, activity and 
productivity ratios

•Customer loyalty index

•Brand fulfillment metrics

•Marketing dashboards



CUSTOMER MESSAGE STRATEGY

•become part of the “short list”
•generate leads
•sale (if buyer is ready)
•Become a thought leader

•nurture leads
•develop relationships/tools
•increase collaborations
•repeat business
•brand alignment (including corporate 
brand)

•encourage immediate purchase
•generate awareness

•trust, reliability
•cross-sell, up-sell
•advocacy
•brand building (mostly on product 
brand)

short-term / acquisition           long-term / retention
Time focus

considered 
purchase

simple 
decisionP
u

rc
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COMPARATIVE 1% CHANGES



Manage the 
pricing on your 
higher-velocity 
products more 
actively.



PRICING TOOLKIT STARTER 



SUPPORT THE DIRECT SALES EFFORT

• Include sales in the marketing process
• sales advisory committee

• add to routing list

• Embrace the sales process of your firm

• Build trust

• Provide appropriate data, collateral and call assistance
• Understand account-specific strategies



• Provide sales tools
• list of goals questions

• product-service literature

• Conduct joint sales calls

• Educate
• business training

• merchandising suggestions, 
POP displays, advertising 
basics, communications 
policies, newsletters

IMPROVE CHANNEL PERFORMANCE



DEVELOP STRONG COLLATERAL

Become the “trusted resource” for distributors, dealers and agents …
• product description

• product benefits

• target customers

• competitive analysis

• cross-sell opportunities

• pricing

• contacts

• FAQs

• marketing material



• Define metrics appropriate to your 
sales cycle

– Sales revenue, units 

– Demos, proposals, etc. for longer 
cycles

• Ability to meet plan objectives

• Functions performed 

– Showroom, counter displays, events, 
etc.

Evaluate performance



ESTABLISHING A GLOBAL 
MINDSET

Chapter Thirteen



GLOBAL OPPORTUNITIES



DEVELOPMENT OF EFFECTIVE DISTRIBUTOR 
RELATIONSHIPS

• Identifying and qualifying candidates

• International distributor agreements

• Managing and motivating distributors

• Cultural considerations



IDENTIFYING AND QUALIFYING 
CANDIDATES



INTERNATIONAL DISTRIBUTION 
AGREEMENTS



CULTURAL CONSIDERATIONS



CULTURAL CONSIDERATIONS:
GO AND SEE FOR YOURSELF!



GOAL AND PERFORMANCE 
ALIGNMENT

Chapter Fourteen



TRADITIONAL ORGANIZATIONAL 
STRUCTURE



STRUCTURE VARIATIONS



COMPETENCY SCORECARD
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