4 productboard

Product

Leadership
Handbook



Table of Contents

How to Clarify Product Visions . . . . . . ... ... .. . .

How to Structure a Product Team Around Strategy . .

Execution: Building Alignment Inside
and Outside of the ProductOrg . . . . .. ... ... .. ..

Execution: Continuously
Uplevel YourTeams . . . . . ... . .. .. .. .. ... .. . .



Introduction

Effective product leaders today focus on three important factors that define their
products: vision, strategy, and execution. And changing customer expectations,
market dynamics, and evolving business environments are affecting each key factor.
To reshape business performance in a volatile modern market, product leaders are
leaning into digital transformation initiatives with a renewed emphasis on
collaboration, efficiency, and innovation.

But what does that renewed emphasis look like, exactly? It's not as simple as
doubling down on what we already know how to do.

In this guide, we'll provide an overview of the core facets of modern product
leadership. First we'll explore how to craft your product vision, ensuring that your
objectives are captured. Next, we'll guide you in structuring your team to maximize
efficiency and collaboration while staying aligned with your vision and strategy.
We'll underscore the importance of building consensus both internally and externally
to foster innovation, and lastly, we'll provide insights into nurturing continuous
professional growth, keeping your teams at the forefront of industry developments.



CHAPTER 1

How to Clarify
Product Vision

Product vision is an ongoing process that requires collaboration and alignment
among all stakeholders. It's not a one-time activity but a guiding principle throughout
the product's lifecycle.

Clarifying a product vision is crucial to ensure everyone in the product development
process understands the overarching goals and objectives. A clear vision helps them

stay aligned and make informed decisions. Use these 3 steps to clarify the impact of
product vision.

STEP 1 Assess Your Team's Knowledge
STEP 2 Align Your Product Vision with Business Objectives

STEP 3 Communicating Your Vision Effectively



STEP #1
Assess Your Team’s Knowledge

A knowledge assessment is the right place to start. In our 2021 Product Excellence Report,

we found that product leaders are 58% more likely than their
teams to report that they have a clear product vision and strategy.

That's a pretty significant difference that, at best, keeps product organizations both large and
small from reaching their full potential. At worst, teams risk becoming feature factories,
churning out new products and features without a clear goal.

So, how do you explain such a major gap?

We find that product leaders often overestimate how well their teams understand the things
they're constantly thinking about, leading them to underestimate just how much they need to
reiterate their plans.

It all comes down to clear, frequent communication — product leaders must become the
greatest evangelists of their vision and strategy, taking every opportunity to build alignment.

You want your teams to understand how their work ties to the bigger picture, and how it
impacts customers and the future of the organization. With deeper alignment, product teams
will be more empowered to solve complex, strategic problems on their own.


https://www.productboard.com/ebook/2021-product-excellence-report/

STEP #2
Align Your Product Vision with Business Objectives

Your product doesn't exist in a vacuum; it should be a strategic asset that contributes to your
organization's success. To align your product vision effectively with business objectives,
consider these steps:

Ensure Your Teams Understand Business Goals: Start by joining go-to-market meetings to gain
a deeper understanding of strategic goals and tactical revenue challenges. What are the top
priorities? How does your product fit into the broader strategy? This understanding forms the
foundation of your aligned vision.

Identify Your Product's Role: Determine how your product aligns with your organization's
strategic objectives. What value can it bring to customer health? How can products support
customer retention? Is it important to diversify offerings to reduce reliance on a single product
or market segment? Clarify the role your product plays in the larger picture.

Map the Customer Journey: To ensure alignment, map the customer journey and identify key
touchpoints where your product can make a meaningful impact on strategic goals and revenue
targets. This includes reducing user friction, introducing personalization, gathering user
feedback and upselling other products and features.

Involve Stakeholders: Collaboration with stakeholders from various departments, such as
marketing, sales, and finance, is crucial. Engage in open discussions to ensure that your
product vision aligns with the organization's strategic direction.
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Set Clear Objectives: Establish measurable objectives for your product that align with the
broader business goals across revenue, user engagement and adoption, customer satisfaction,
product delivery cadence, and issue resolution. These objectives will serve as checkpoints to

ensure ongoing alignment.

Here are some examples:

Revenue and Sales Metrics

User Engagement and Adoption

¢ Revenue: The total revenue generated ¢ User Activation Rate: The percentage
by the product. of new users who complete a specific
action or reach a certain level of
¢ Customer Lifetime Value (LTV): The engagement.
predicted total revenue a customer
will generate during their entire ¢ User Retention Rate: The percentage
relationship with the product. of users who continue to use the
product over time.
¢ Customer Acquisition Cost (CAC):

The cost of acquiring a new customer.

Product Usage Metrics

¢ Churn Rate: The rate at which users
stop using the product.

+ Daily, Weekly, or Monthly Active Users
(DAU/WAU/MAU): The number of
unique users who engage with the
product within a specific time frame.

+ User Actions Related to Flagship
Features: Track the usage of important
product features that are close proxies
for the value you're creating for . .
customers, or a predictor of their long- Customer Satisfaction
term success with your product. and Feedback
. Segswn Duration: Th.e average amount +  Net Promoter Score (NPS): A measure
of time users spend in the product . .
g @ eessTen, <?f cgstomer satisfaction and
likelihood to recommend the product.
* Pageviews or Screenviews: The

number of pages or screens viewed
by users.

Customer Support and

Issue Resolution

¢ Customer Satisfaction Score (CSAT):
Arating of overall customer
satisfaction with the product.

¢ Product-Market Fit (PMF): To validate
new products or features, ask
customers how disappointed they
would be if they could no longer use it.
A passing score is over 40% of
respondents indicating they would be
“very disappointed”.

# Customer Support Response Time:
The time it takes to respond to * User Feedback Trends: Track
customer inquiries or issues. customer feedback volumes for
specific areas of your product and
¢ Customer Support Ticket Resolution

Rate: The rate at which customer
issues are resolved satisfactorily.

look for downward trends after
releasing relevant product
enhancements.



STEP #3
Communicating Your Vision Effectively

Having a well-aligned product vision is just the beginning. Communicating that vision
effectively to your team and stakeholders is equally important.

Here are some useful strategies.

Craft a Compelling Narrative: Your product vision should be more than a set of bullet points.
Work with your peers in product marketing to craft a compelling narrative that tells the story of
what your product aims to achieve and why it matters. Engage your audience emotionally and
intellectually.

Share User Stories and Use Cases: User stories bring your vision alive. Provide concrete
examples of how users will interact with the product and the benefits they will gain. Leverage
your alpha and beta programs, and use quotes and references to support your narrative.

Use Visual Aids: Visual aids, such as infographics, diagrams, or prototypes, can help convey
complex ideas more effectively than text alone. Use visuals to simplify and enhance
understanding. Many product teams physically or digitally illustrate the product vision, and
keep it visible — projected or pinned on the wall — within the shared workspace. This serves
as a constant reminder and visual anchor for the team.

Involve Stakeholders Early: Effective communication is not a one-way street. Engage key
stakeholders in the early stage of crafting your vision. Encourage questions, feedback, and
discussions to ensure that everyone understands and is aligned with the vision. Actively listen
to your team's input.

Repeat and Reinforce: Repetition reinforces understanding. Don't assume that a single
communication session is enough. Regularly reiterate the product vision to keep it top of mind
for your team and stakeholders.
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CHAPTER 2

How to Structure a Product
Team Around Strategy

As a product leader, organizing your team around a clear strategy means making sure
everyone on your team understands and works towards a shared vision.

This vision should not just be about the end product, but should also connect with the
people you're making the product for — your prospects and customers. To succeed,
your team needs to deeply understand their pain points and preferences.

Your strategy should also be closely tied to the solution you're offering and the
specific use cases where your product can be most helpful.

Prioritizing these use cases based on how well they fit with your overall vision is
crucial. By structuring your team with these principles in mind, you'll not only make
your product development process more efficient but also ensure that your product
truly meets the needs of your audience, ultimately leading to its success.

SECTION 1 Three Approaches to Team Structure

Collaborating Meaningfully with Distributed

SECTION 2 and Remote Product Teams

SECTION 3 Utilize Purpose-Built Tools and Practices



Three Approaches to Team Structure

Let's explore three distinct approaches to structuring your product teams to optimize

performance and enhance collaboration.

APPROACH 1

Organize Around Core User
Problems (Jobs to be Done):

APPROACH 2

Organize Around the
Solution Space:

APPROACH 3

Organize Around Customer
Segments or Personas:

This approach centers your product teams on
understanding and solving the fundamental challenges
users face. By identifying the "jobs to be done" or core
problems users encounter, you can create teams
dedicated to addressing these specific needs.

This user-centric focus fosters meaningful innovation
because it ensures that your product resonates with its
target audience. If you are not familiar with the
framework, here is a quick read.

In this structure, teams are organized around creating and
delivering specific solutions or features. Each team focuses on
a particular aspect of the product or a set of related features.
This approach can expedite development and streamline
decision-making, as teams have a clear mandate and scope.

Dividing teams based on customer segments or personas
involves creating specialized teams dedicated to serving
specific groups of users. Each team becomes an expert in
understanding the unique needs, preferences, and pain
points of their designated customer segment. This approach
ensures tailored solutions for diverse user groups.

Collaborating Meaningfully with
Distributed and Remote Product Teams

With team members often located in different time zones and regions, product leaders must

focus on establishing efficient communication channels, standardized workflows, and a strong

sense of cohesion among team members, regardless of their physical locations. Keep in mind

that collaboration doesn't always require everyone to work together simultaneously. Nowadays,

it also encompasses asynchronous collaboration, which utilizes technology and best practices

to enable effective teamwork across geographical distances.


https://www.productboard.com/glossary/jobs-to-be-done-framework/
https://www.productboard.com/glossary/jobs-to-be-done-framework/
https://support.productboard.com/hc/en-us/articles/360058174393-Enable-advanced-team-collaboration

Utilize Purpose-Built Tools and Practices

Purpose-built product management systems and practices are indispensable for modern
product leadership. They allow leaders to empower their product teams to do their best work
while providing more visibility and control than traditional tools and systems (e.g. PowerPoint,
wikis, spreadsheets). Today's PMs need tools built for high-level product ideation, prioritization,

and roadmapping — not engineering execution.

Prioritization

Owner User impact Effort Address critical 0 Functionality
score painpoints
Zlack
Communicate with team @) 6 52 [0) o s
@ Edit messages ¢’ oo ([ ][]
Unfurl links .’é’) ([ ] ]
@ share your screen .‘é) (O} ece [ [ [ ][]
@ Rich text formatting @'} oo (T ]
@ Upload afile e oo ass
Personalize user experience & 2 78 as
Notify me @) 2 34
@ Custom sound notifications e
® Keyword alerts ?‘ oo [ ]
Basic reports @ 0) oo

Productboard’s Features board helps PMs focus on organization and prioritization

. RICE Score
A dedicated product management

system serves as a single source of

A prioritization formulas that incorporates reach and impact for customers, our

confidence in being able to deliver, and an effort estimate.
truth for product teams, cross-

functional collaborators, and anyone
in your organization who has a stake

Personal Investor, Digital Advisor, Advisor Portal, Backer

in addressing customer needs and

ensuring the right product ‘ o
capabilities get delivered.
Reach ®
It allows organizations to standardize meact ¢
their product processes — fostering contaence ¢
collaboration, reducing risk of complince
misalignment, helping product
teams move faster and make In Productboard, you can calculate a custom weighted score for

better-informed product decisions. each feature based on how well it aligns with strategic drivers


http://www.productboard.com/

For example, defining standardized prioritization frameworks helps ensure teams are making
data-driven decisions for what to build next, based on criteria aligned with the organization’s
strategic objectives, weighted according to their relative importance. Such a framework can be

adopted across all product teams, or tailored for individual teams.

Another example is defining standardized phases that all feature ideas progress through.

This provides leaders with better visibility across all features as they move through ideation,

prioritization, product discovery, and planning, on their way to the delivery backlog. It means

leaders are better equipped to monitor progress, intervene early to clear blockers or provide

more direction, as well as continuously refine processes by using reporting and analytics

capabilities included within these systems to spot hangups that are keeping teams from

shipping faster.

Reports

Members

Created notes

© Notes

Roadmaps 1.8K

Efficiency

Reports

a

Members
Notes

Roadmaps

Efficiency
Allocation
Progress

ROI

Processed notes Unprocessed notes

714 [ K '

7Objectives Hierarchy

Feature effort by objectives

Total effort assigned

485 (94.2%) 16

Total features assigned

13.6%

[ Last 30 days

Unassigned notes

36

Total effort not assigned

30(5.8%) &4 1

Total features not assigned

o 78% A
5.8% 58%
o [] . .

Objective A Objective B Objective C

Objective D Objective E Objective F Objective G

In Productboard, feature effort can be used in conjunction with other data and user feedback

to prioritize features and plan product development activities effectively
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A single source of truth for product management also means a lot of customer insights,
business context, and product requirements are externalized. They're no longer confined to
the minds of individual teammates or jotted down in a private note or siloed document. It
makes it far easier to share valuable context with developers and communicate the rationale
behind key decisions with stakeholders.

It also accelerates new employee onboarding as new hires join the product organization,
and prevents the loss of valuable institutional knowledge when employees move on.

And for time-pressed product leaders there’'s nothing like being able to instantly access the
current status of any initiative or feature, without constantly messaging your direct reports
seeking updates.

You can also track the latest customer feedback trends and instantly drill in to review recent
requests flagged as critical for retaining key customers. It's a direct connection to what's
happening on the frontlines of the business.

For far too long product organizations have been stuck with tools not suited for their
work, which includes making critical product decisions that may impact the trajectory of
the entire business.

Trending feedback topics ® =

TOPIC ! NOTES TREND
Automation 290 +78%
Integrations 251 +15%
Performance 185 +40%
Collaboration 164 +38%
Export 21 - 24%
Roadmaps 56 -12%

Productboard’s trending feedback module quickly identifies the most relevant

themes in your collected feedback
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With dedicated product management systems, you have an invaluable tool for supporting your
product teams in doing their best work, while helping you as a product leader drive successful
execution of your product strategy.

Here's how to differentiate between projects and products:

/

Project Product

Executing a plan Answering a specific need
Short term Long term

Focused on fixed constraints Focused on creating a
(scope, resources, time, budget) sustainable environment

No fixed end date, continuous

Has a defined start and end date .
discovery and development

Appears predictable

(although this is often false) Unpredictable




Execution: Building
Alignment Inside and
Outside of the Product Org

Ensuring alignment both within and outside of the product organization is a critical
aspect of execution, but it's also the piece that takes the most time.

The Product Excellence Survey, 2021 revealed that close to one-third of product teams
don’t maintain regular communication with customer-facing teams - even though
connection here is vital for understanding customer needs and market dynamics.

14


https://www.productboard.com/ebook/2021-product-excellence-report/

1. Shareable Product Roadmaps aa
Shareable product roadmaps serve as

essential tools in product leadership.
More than a build-out in Excel (however

complex), these are a source of truth for @ 5SSO for user management
product plans that stay up-to-date as plans Video calle
evolve — where stakeholders can self-serve
Asana integration New onboarding workflow

the information they need and submit
valuable user feedback. They're thoughtfully

designed for easy comprehension, and play

a pivotal role in effectively conveying the
. X . Video calling enhancements
product's vision and direction to ensure

everyone is aligned and informed.

2. Centralized Product Feedback

Disparate feedback from various sources, such as emails and direct messages, scattered
across different platforms, is impossible to align on. Each piece of feedback exists in isolation,
often without a clear categorization or context, resulting in a lack of direction for product
improvement efforts.

By contrast, a centralized approach consolidates feedback from diverse channels and

organizes it within a unified repository. Such a system should facilitate the intake of feedback,
which includes triaging it and routing to the right colleagues for review, in addition to more
detailed categorization.

3. Supplement Discussions with Transparent Tooling

Consolidating feedback is a start, but the real goal is a system that supports daily product
decision-making. Such a system allows your team to associate specific insights found in
customer feedback with feature ideas. That way these insights will be on hand to inform every
product decision — from prioritization to design and delivery. While these associations can be
made manually, there are an increasing number of Al-powered tools that help automatically
categorize user insights for product teams. This can vastly accelerate feedback categorization,
ensure more insights are on hand to support decisions, and even surface new trends around
customer needs or emerging market opportunities.

These capabilities enable a more data-driven product process than has been feasible to carry
out in the past, when major decisions based on a colleague’s assumptions may have gone
unchallenged. Now you can just say, “Great idea! But let’s see if customers are actually asking
for that.” Surprisingly often, they're not! And realizing that sooner rather than later might just
save your product teams weeks or months of effort. You'll even know the individuals that have
voiced related needs so you can easily follow up for more context. Such a system facilitates a
modern approach to keeping a pulse on customer needs, accelerates execution, and greatly
reduces the risk of delivering the wrong products and features.

15


https://www.productboard.com/product/roadmaps/
https://www.productboard.com/product/insights/

CHAPTER 4

Execution: Continuously
Uplevel Your Teams

The product leader’s journey doesn't end with defining a clear vision, structuring
teams, or building alignment. In order to execute and execute well against the ever-
evolving demands of the market, you must continuously uplevel your teams.

The following strategies collectively ensure that your product teams continue to build
what matters to the customer and continuously contribute to the org's success.
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1. Standardized Product Management Frameworks
Implementing a system of record for product management within your organization is a critical

step in standardizing product processes. This system serves as a centralized hub where best
practices and efficient workflows are documented and accessible to all members of your
product teams. By adopting this approach, you can significantly enhance the impact of your
product teams, ensuring that they work cohesively and effectively to achieve their goals.

2. Certify Your Teams

Certifications, such as those from Product School, continuously elevate product teams by
enhancing skills, standardizing knowledge, creating a shared language, offering networking
opportunities, providing access to valuable resources, and promoting career advancement.
These certifications ensure that product teams stay up-to-date with industry trends and
collaborate effectively, resulting in improved product development and success.

3. Encourage Customer-Centricity
Encouraging customer centricity in a product organization involves cultivating a culture of

customer-centric thinking, where customer insights and feedback play a central role in

decision-making. Leaders should prioritize customer feedback collection, foster cross-
functional collaboration with customer-facing teams, establish customer-centric metrics,
encourage user research and testing, create customer journey maps, provide communication
and training on customer-centric principles, and lead by example in engaging with
customers. By instilling this culture, product leaders empower their teams to make decisions
that align with customer needs, resulting in continuous growth and value enhancement.

4. Community

Nobody should go at it alone. In an organizational function that's notorious for being siloed,
product leaders should actively encourage their team members to join communities. These
communities, like Product Makers, offer an invaluable platform for professionals to connect,
collaborate, and learn from their peers. By participating in these communities, team members
can tap into a wealth of industry knowledge, stay updated on emerging trends, and gain fresh
insights into product management best practices.

Additionally, engagement in such communities fosters a sense of belonging and professional
growth, motivating team members to strive for excellence and contribute to their
organization’s success.
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Conclusion

The journey of product leadership is a dynamic and evolving one, marked by the
constant pursuit of excellence. We've explored key aspects throughout this guide,
from clarifying your product vision to structuring effective teams, building alignment
both within and outside the product organization, and continuously upleveling your
teams to meet market demands.

To truly excel in modern product leadership, it's essential not only to adapt to change
but also to drive it. By implementing these strategies, you'll not only guide your teams
toward success but also contribute to the broader success of your organization.

Ready to take the next step in your product leadership journey? Contact us to learn
more about Productboard, the platform that empowers product leaders like you to
turn these strategies into actionable results. With Productboard, you can efficiently
execute on your product vision, foster alignment, and continuously elevate your
teams to achieve excellence in today's fast-paced business landscape.

Don't miss out on this opportunity
to lead with clarity and impact -
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4 productboard

About Productboard

Productboard is the customer-centric product management platform that helps organizations get
the right products to market, faster. Over 6,000 companies, including Zoom, One Medical, Cartier,
Microsoft, and Korn Ferry, use Productboard to understand what customers need, prioritize what
to build next, and rally everyone around their roadmap. With offices in San Francisco, Prague, and
Vancouver, Productboard is backed by leading investors like Dragoneer Investment Group, Tiger
Global Management, Index Ventures, Kleiner Perkins, Sequoia Capital, Bessemer Venture
Partners, and Credo Ventures.

Learn more at productboard.com
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