Improving the way people
work. Forever.
Moving from projects to products

Issue 1
2

Welcome

3

Moving from Project to Product

9

Product Mindset is at the Core of Digital
Transformation

11 Research from Gartner: Mastering the
Role of Products in the Digital Era

21 Case Study
23 About Emergn

2
Welcome
We see it nearly every
week – companies working
to make the transition
from a project to a product
mindset as they wrestle
with executing a successful
digital transformation. They
face the daily challenge
of responding to increased
competition not only from
Alex Adamopoulos
traditional rivals but also
CEO, Emergn Limited
from new, up-and-comers
who benefit from less
infrastructure and lower costs. As more and more
technology solutions are required for a business
to operate effectively, companies are struggling
with an ever-increasing demand for delivery
performance.

scene to change how software was built. Through
the years we’ve adapted the best practices and
principles from several schools of thought to help
our clients advance their transformation efforts
by working across both business and technology
so that the results can truly be company-wide.

Perhaps the biggest challenge for companies in
making this transition is figuring out how to shift
their mindset and processes to get their most
valuable ideas built into products that are fit for
purpose. Companies are faced with an array of
methodologies and frameworks that promise to
solve their troubles, yet their greatest need is
developing an approach that fits their context
and not someone else’s.

In this newsletter, we’ve collaborated with
Gartner to talk about the importance of a product
mindset and how that informs decisions across
the company by collapsing boundaries and
bringing people together from all parts of the
company to focus on delivering exceptional
products versus serving functions or projects.

Emergn has served hundreds of the world’s most
recognizable companies. Our heritage goes
back to the beginning when Agile came on the

One of our recent client stories involves the work
we did for Vistaprint to help them introduce an
education led transformation approach using
our industry leading work-based program called
Value, Flow, Quality (VFQ). In the last three years,
VFQ has quickly become an industry standard
for learning new ways of working. It’s not a
methodology or another framework, but rather a
body of knowledge that has been developed into
a practical, action oriented learning approach to
accelerate the adoption of skills and capabilities.

We also discuss the six capability areas necessary
to embed a product culture. We’d love to share
our work with you so please get in touch to learn
more.
Alex Adamopoulos
CEO, Emergn Limited
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Moving from Project to Product
Challenges of Product and IT
Development
From an IT industry perspective, we are awash in
evidence of the failure of flawed development
projects, programs and organizational
misalignment. Or as the Standish Group puts it
“the project management field has experienced
increasing layers of…processes, tools, governance,
compliance, and oversight. Yet these activities
and products have done nothing to improve
project success.” (Chaos Report 2015). Similarly,
Harvard’s Clayton Christensen observes threequarters of product development investment is in
products that fail commercially. More than 60%
of new-product development efforts fail to even
reach the market.
We find these failures wherever the relationship
between the ‘Business’ and IT organization are
modelled on functions, with clear hand-offs
between departments that lead to an order giver
and taker interaction, and economies of scale.
This approach is ill-suited for speed of execution
and driving innovative product and software
developments. Product development has very
different characteristics and requirements1.
When there is a clear separation of
responsibilities, accountabilities and alignment,
it leads to slow, high-cost and frustrating delivery
of ideas – the Idea-to-Market value stream is
one that slowly destroys value. The alternative
is one that is rapidly responding and reacting to
changing market and technology conditions.

The predominant model for bringing new
ideas to market is slow and expensive, and is
based on projects and project management.
It doesn’t lead to high-engagement between
business owners, product managers and
technology teams.
As digital technology continues propagation
through the economy – driving further
transformation of industries, services, the customer
experience and expectations – the significance
of these challenges will mount, as will their
implications for future enterprise success.

Value, Flow, Quality
Organizations that excel in product
development do three things well.
First, they deliver value early and often.
This reduces risk and enhances product
adaptability to evolving technologies,
competitors and customer needs and
preferences.
Second, they optimize the flow of work
from end to end. This speeds up time to
market, enhancing competitive position and
accelerating value through revenue growth
and return on investment.
Third, they obtain frequent, fast feedback
from customers and users. They understand
that, in highly dynamic and evolving
environments, the path to quality is through
discovery: building-the-right-thing and
building-the-thing-right.

For reference; e.g., Don Reinersten, The Principles of Product Development Flow, 2009.
And David Snowden, https://hbr.org/2007/11/a-leaders-framework-for-decision-making
1
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A New Perspective
Projects push a mindset of governing for
certainty. Products promote a governance
model that favors discovering what customers
really want and need, and a longer-term
investment strategy that improves the quality
of systems and products.
Our exposure to how new initiatives are
governed suggests that there are processes that
push people to pretend that there is a level of
certainty that cannot exist at the beginning of
new initiatives. A predisposition to push back
on things that aren’t 100% baked is a challenge
that needs to be overcome when the pay-off of
the initiative is great. This is evident in excessive
re-examination of business cases by PMOs,
technology teams and other business leaders –
this leads to long decision-making cycles that
are purely analysis-based. In the absence of any
experimentation that advances knowledge and
leads to insight, this process is just about ensuring
everyone agrees. Consensus results in the flow of
value being very slow and doesn’t typically help
enterprises accelerate the future strategy.
When helping companies transition to new
models of working that accelerate idea-tomarket, we often help them re-think using
projects as the only way to fund ideas. Projects

FIGURE 1
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are volatile in nature – even multi-year projects.
They typically bring together new teams of people,
new technologies, funding, goals, outcomes, new
support models and many other elements that
need to go through a lifecycle. They typically
take time to set-up, become productive and start
delivering, and they then need to be transitioned
into a BAU model down the line. The diagram
below shows the key areas that need addressing
to enable the Product Mindset to exist within the
organization and transform the entire idea-tomarket lifecycle.
A Product Mindset starts out thinking about
the core capabilities of a business – the things
that don’t change. For instance, in Retail, you
are always going to buy and sell merchandise.
In Telecoms, you are always going to provide
communication services which means you need
to manage networks. In a Utility, you must
manage the served resources (water, electricity,
gas) and you need to be able to bill for usage.
The way these jobs are done changes over the
years due to expectations and technology,
but a company has to continually invest in
these sorts of capabilities. As IT and end-user
technology become more central to every-day
life, longer-term funding strategies need to exist
to continually refine and improve how customers
are served.

Key Focus Areas for Developing a Product Mindset
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The diagram below shows the key items that need addressing and managing between Projects and Products:

FIGURE 2

The Project vs Product Perspectives

”

Source: Emergn

As you shift from one paradigm to another, decisions and timelines change. Gartner suggest the
following changes:

FIGURE 3

Key Attributes of Project Versus Product Management

”

Source: Gartner (May 2017)
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Thinking Differently About Delivering Value
Leaders improving product development are relentless in driving four major shifts throughout
their organizations. As businesses become more digital, the following shifts become more
necessary. As you read them, give some thought as to where you are. The shifts are:

FIGURE 4

Four Major Shifts to Improving Product Development

”

Source: Emergn

It’s not to say the things on the left are bad per
se, but they don’t lend themselves to speed,
innovation, digital and being customer centered.
Leadership is essential to making this transition,
and specific attention should be given to growing
product managers and product owners. These
roles need to operate differently to traditional
project managers. Here are the differences:
Alignment by products and value streams
On a high level, the job is to refine business
objectives and opportunities into value
propositions and realize these through
technology solutions to generate the anticipated
business benefits. To get the job done effectively,
it needs to be performed in an organization that
is aligned to the value streams with minimal
handovers of responsibilities so that the
business value generated can be followed and
continuously monitored.
Product managers are required to navigate
between demand and supply, and engage in
managing the pipeline of ideas using an Idea
Management Model (www.emergn.com/ideamanagement-model/). The goal is to flow the
most valuable ideas into the hands of customers
in a way that guarantees a great experience and
that needs to be done by a constant attention to
prioritization to maximize the use of resources.
Governing for discovery
As product development is inherently complex
and uncertain, the governance applied must

be based on that understanding. On a micro
level, teams need to frequently and regularly
demonstrate and validate the work based on
feedback. On a macro level, the same principles
apply so cadenced forums should evaluate
initiatives and assign funding based on recent,
proven performance of delivering valuable
increments early and often, not plans and
business cases.
A product manager will continuously have to
evaluate progress against strategy, refining and
revisiting product vision, and roadmaps accordingly.
Driving value propositions
Product management is about making key
decisions about which value propositions to realize,
which features create value and in which order
features should be delivered. Inside enterprises,
the demand for technology solutions will always
outstrip the ability to deliver, and the ability to
understand which ideas create the best return or
deliver the strategy can change and morph over
time – that’s the nature of a complex business.
This means the product management processes
and governance need to frequently review and
then adapt the delivery strategy in order to
maximize the return from delivery capacity and
to continuously respond to changing market
dynamics.
Cultivating empowerment
Product management is about connecting
and managing the interplay between business
objectives and technology. Direct collaboration
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between the people with the need (customers
and users) and the ones that can do something
about it (developers, engineers and designers) is
what a product manager needs to enable. Rapid
decisions by those closest to the work is key to
both product quality and a motivated, productive
working environment. One of the improvements
companies make as they shift from control
to empowerment is one where resources and
capacity is more focused on value delivery rather
than on coordination, reporting and bureaucracy.
The change in focus frees up people to contribute
more value.
Figure 5 below shows a view from our work
of how project-dominant delivery approaches
allocate time.

Enabling Great Product Management
To drive implementation and gain proficiency in
product management, successful organizations
organize teams around products that address
business and customer problems in a way
that continuously enhances the care for and
understanding of customer needs. This means
that we need to help product leaders:
• Be accountable for all aspects of the product
management process including customer
desirability, technical feasibility and business
viability rather than splitting responsibilities
across organizational silos.
• Standardize on the knowledge and
governance aspects of product management
but be flexible on all aspects of execution

FIGURE 5
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Project Delivery Approach – Time Allocation

and delivery, ensuring business value drives
evaluation and decisions.
• Organize to optimize the flow of value delivery
to the business and customers – and define
products by the enablement or improvement
they provide to a business capability or
customer experience. This will create a
clear purpose and enhance collaboration by
enabling the collapse of silos – and eliminate
the separate agendas that today stand in
the way of successful product development.
This can be challenging at scale. The model
overleaf, Figure 6, shows how the role works at
scale when there are multiple markets or lines
of business to support.
• Create the right tension between business
ownership (i.e. the person who will be
responsible for operating the business),
technology ownership (the person who will
be responsible for creating the long-term
technology platform that meets the service
needs) and product ownership (the person who
is responsible for the roadmap, innovation and
constant assessment for how the product or
service will outperform the competition and
serve customers).
A product manager needs a few key conditions to
enable success:
1. They should be aligned to a single strategic
initiative. They cannot deal with multiple
agendas. Every day they should be focused
on solving the problems of bringing a single
value proposition to life.
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FIGURE 6

Coordinating Decision-making Across Markets
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2. They need strong relationships with a business
owner who is responsible for helping to explain
the current context and be a partner in defining
the future business model of their area.
3. They need an even stronger relationship directly
with technologists who can help prototype,
experiment and shape the feasibility of how
a product will come to life. The simple rule of
thumb is that ‘someone who needs something,
needs to be as close as possible to those who
can do something about it.
4. They are accountable for bringing about the
Product Vision that’s agreed across different
organizational boundaries.
And the product manager needs to be
responsible for:
1. The Product Vision and Roadmap of how the
business and technology capabilities are going to
change over time. This includes defining why.
2. Making the day-to-day prioritization decisions
that decide the trade-offs between short-term
results, long-term strategy and future adaptability
of technology. This is done in tandem with the
business owners and technology owners.
A great product manager will be:
• A technologist – someone who has a deep
appreciation of how technology works and is
evolving
• A trusted voice in the business – someone who
understands how the economics are changing,

and someone who can engage business leaders
in this future direction
• Creative and innovative – someone who can
solve problems. Product management is hard,
and requires constant attention to the detail and
making decisions on a regular basis
• A leader – someone who can work across all the
silos and functions of a business and is trusted to
make the decisions required
Conclusion
Creating great value propositions is hard in an
enterprise. There are a lot of stakeholders, plenty
of process and governance, and a whole host of
complexity to navigate. Product management
needs to cut through that complexity, and product
managers need to be able to marshal the resources
and the way of working, and have access to
customers to test and learn about how well the
value proposition performs. This doesn’t mean they
work unilaterally to focus on only their idea or their
area. They need to work within the confines of the
enterprise to ensure that the value proposition
supports and helps grow the over-arching business
model and purpose for the organization. Ultimately,
they need to focus on increasing the value from their
ideas, ensure that the ideas are flowing well from
inception to the customer, and they need to keep
the customer at the heart of the process to develop
products and services that are inherently valuable.
Source: Emergn
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Product Mindset is at the Core of Digital Transformation
Digital transformation is still a relevant topic
and isn’t going away anytime soon. It’s still
a number one initiative and priority for CIOs
in 2017. Despite the data that tells us 80%+
of digital transformations fail, the benefits of
digital transformation are still largely accepted:
expanding customer needs mean larger revenue
opportunities, improved customer experience,
greater operational efficiency, a more engaged
and productive organization and a sure footing in
a company’s respective segment.

Five reasons why companies choose
Emergn

That said, the risks and challenges of failing
are top of mind for some and misunderstood
by others. For example, in many Fortune 2000
companies, the vocal support of the C-suite isn’t
enough to guarantee success. Nor is sticking to
one methodology or framework or even worse,
outsourcing your digital strategy and neglecting
to invest in your own people and talent.

#1 We help you rapidly embed the right mix
of practice and process for your context

Of all the areas that a successful digital
transformation program must address, the
product mindset is often the most neglected. Any
transformation, by nature, requires a dramatic
shift in how you think and work to meet the
new opportunities that a digital strategy brings.
Applying current or old thinking to a new, digital
program will guarantee failure. Ensuring that
your organization develops a product mindset
alongside the introduction of new processes and
technology is the only safeguard to embedding
lasting change.
Our customers tell us that they simply can’t
innovate fast enough or deliver the company’s
most valuable ideas within a reasonable
timeframe because they are stuck in a legacy
mindset, even when it comes to using a single
methodology or approach. This is because digital
transformations go beyond any one model and
require organizations to cast a wider net to shape
the effort within their own context.
The ultimate success factor around a product
mindset is the ability to foster skills, capabilities
and thinking within the organization that will
result in delivering real change.

Today, thousands of decision makers across
hundreds of companies rely on principles,
practices, and techniques they learned from
Emergn to deliver great products, improve their
ways of working and embed a positive, lasting
culture across their organizations.
Most of all, below are the top reasons our clients
tell us they prefer to work with Emergn:

Gartner says that “Products in the digital era
reflect a deep understanding of both external and
internal customers and their personas, goals and
user journeys – and the business opportunities
in serving them via a digital experience”. In
other words, the transformation that companies
seek goes far beyond relying on cookie cutter
methodologies and Agile frameworks.
Many organizations default to the most popular
model in order to bring needed change into
their company rather than experimenting and
leveraging what’s best for them across several
possible approaches. Transformation in the
digital era towards a product centric organization
means pulling together the right combination of
disciplines and practices that fit your context.
This is precisely the difference that Emergn
brings to its clients; the opportunity to shape
their transformational efforts to suit their
specific needs so they can equip their people
with the necessary skills and mindset to deliver
exceptional products and services.
#2 We are the only company that uses
a proven education led transformation
approach that connects Business and IT and
Customers
Transformation type programs are hard enough
and many fail to achieve their intended results
and outcomes. Too many transformations (be
it Agile, Digital, DevOps or any other) start and
focus on the teams doing the work. Of course,
this is where the magic of delivery happens. But,
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the overall system of work dictated by governance,
risk management, finance, HR and other policies
can have a huge impact in the way new ideas are
brought to life. It’s the classic disconnect between
Business and IT and these days, the inclusion of
the external customer is even more critical in
order to respond to market drivers.
The overall time an idea takes to be funded and
initiated can be extremely long. The ‘fuzzy frontend’ of design and development is an area where
value can be created, and the better this fits
with downstream delivery processes, the more
effective the outcomes.
While other services firms focus on shaping one
area or the other, we consider the end-to-end,
and work as far upstream as our clients allow.
We also introduce clients to VFQ, the industry’s
only work-based, action-learning program that
is designed to educate and accelerate the skills
and capabilities of your people, from executive to
engineer, in order to balance the results.
#3 We leave lasting change and capability
without long term dependence on external
support
Classroom training for modern skills is expensive
and mostly ineffective. You can’t be a master of
anything in two days and often, organizations
spend hundreds of thousands putting people
through such training only to continue to depend
on expensive, external support to try and get the
results they were expecting from their own teams.
We look at this problem differently. Improving
the way people work. Forever. This is our vision
and stretch goal. Once people have been
through our work-based education pathways and
programs, they will forever be changed in the
way they work. It’s hard to go back. One way that
we leave lasting change is that we identify and
work with change leaders, internal coaches and
trainers as a way for clients to own their own
transformation. It’s a core part of our offering.
As you can see from the case study in this
newsletter, this is a real differentiator.

#4 We are trusted by our clients and carry a
90%+ referral rating
Our greatest achievement and the thing we’re
most proud of are the client relationships we’ve
established over the years. Since our work is
value-driven, we understand that trust is earned
by continuing to show up and deliver what
we said we would. We also understand the
importance of slowing down to go faster, which
means we take the time to learn and understand
how we can best serve our clients.
We let our clients do the talking when it comes
to describing the experience and work we do
with them. This is perhaps the best method to
communicate the value of the relationship with
Emergn and it helps in setting expectations.
#5 We consistently deliver results within
weeks not months
Today’s client is smarter and understand that any
relationship must be established on value and
not labor. Gone are the days of large, multi-year
contracts. Clients simply don’t want to budget for
or expect to engage in a commercial relationship
that is so far out that it can’t possibly produce
adequate results fast enough. The entire premise
behind the digital economy is speed and scale.
Incremental results that validate the spend
and continue to point in the right direction are
much more crucial than long term commercial
commitments that aren’t value based.
Emergn believes that clients should expect to
see positive results and outcomes within the first
few weeks of working together. Whether that’s
through being part of our innovation acceleration
approach or embedding teams into our VFQ
pathways, the motivation is to develop a speed
and scale mindset within the organization and to
build momentum.
Source: Emergn
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Research from Gartner

Mastering the Role of Products in the Digital Era
Application leaders must master the delivery
of products for the digital era, linking the value
streams delivered by agile teams with the
customers and businesses they serve. IT and
business leaders must agree on a common vision
and roadmap for products in order to succeed
with digital business.
Key Findings
• Products in the digital era reflect a deep
understanding of both external and internal
customers and their personas, goals and user
journeys — and the business opportunities in
serving them via a digital experience. Product
managers orchestrate development of the
product roadmap and go-to-market strategy to
exploit these opportunities.
• Products for the digital era typically start
as a minimum set of “must have” and
“should have” capabilities, and continuously
evolve from there. As such, they represent
an ongoing commitment to serve their
customers’ needs more than the features of a
particular application or release.
• Digital platforms play a key role in easing
product delivery and operation, and many
enterprises manage platforms as products
in their own right. Knowing how to manage
products and platforms together is now a
critical capability for firms aiming to succeed
at digital business.
Recommendations
For application leaders aiming to use product
management to deliver software as part of their
application strategy:
• Use the concept of “product” to focus the
organization on delivering a competitive set
of business capabilities to a defined customer
audience or market segment over an extended
period. Product management for digital is
most useful when implemented as part of
an agile transformation that features design
thinking and lean delivery.
• Apply lean practices to product management
to maximize its relevance in the digital era.
Product management should be an integrated
part of the lean, cross-functional teams that
deliver products.

• Manage the digital business platform as products
too, so that you can manage the continuous
backlog of platform work in a way that will
maximize value across the product lines and
ecosystems which rely upon that platform.
Strategic Planning Assumptions
By 2020, three-quarters of digital business
leaders will have pivoted from project to product
portfolio management, up from the one-third that
have already pivoted today.
By 2020, organizations that have embraced the
product model will outperform the competition
that has not, in both customer satisfaction and
business results.
Analysis
In many enterprises pursuing digital business,
products are supplanting projects as an organizing
structure for software delivery (see Figure 1).
Why is this happening? Because a “product”
mindset is better than a “project” mindset for
prioritizing delivery of the most valuable capabilities
to customers (whether external or internal) in an
uncertain world:
• By definition, declaring something a “product”
in the digital era means that known target
customers exist from whom you can obtain
feedback to guide business and product strategy.
• Unlike projects that have discrete end
dates, teams manage products continuously
throughout their life cycle and have no
end date other than product retirement.
Product teams therefore not only design and
develop, but often also run/operate, maintain
and service. This enables more cohesive,
integrated and balanced management of
customer requirements, functionality and
financial trade-offs across the product’s
life cycle, reducing the risk of product/
technology obsolescence.
• The discipline of product portfolio
management enables cross-product
transparency, collaboration and shifting of
resources and funding between products
based on their position in the life cycle and
expected performance.
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FIGURE 1

The Definition of a Product in Today’s Digital World

Can serve external or internal customers
Is clearly defined by its business capabilities

”

Delivers capabilities that customers value
Can be a repeatable service
Can be a platform (one-sided or multisided)
Can be bought, sold, subscribed and/or funded
Has competition and a product life cycle
© 2017 Gartner, Inc.

Source: Gartner (May 2017)

• New ideas can be funded incrementally, rather
than waiting for the annual budget cycle.
• “Product thinking” has the added benefit
of removing functional silos (such as
design, coding and testing) and increasing
collaboration through versatile teams, with
most members working full time on the
product rather than part time on one or many
projects. Members’ first loyalty is to the
product mission, rather than to a function.

• Because of the continuous funding and
delivery of a product mindset, teams need
different metrics that center on business
outcomes such as customer satisfaction, and
product business success such as profit or
market share.
The product model is not perfect; it brings more
chaos than the project model, but it also brings
closer alignment with business strategy (see
Table 1). Products will, therefore, beat projects
every time for maximizing business impact for
the most strategic business priorities.1

Table 1. Key Attributes of Project Versus Product Management
Attribute

Project

Product

Funding

Annual

Continuous, with more frequent (e.g.,
every three months) checkpoints on
shifts in funding and resources

Timeline

Discrete, with formal start and end
dates

Continuous, assumed to be ongoing; no
firm end dates, although products can be
retired

Teaming

Matrixed — Orchestration across
departmental and technical domains,
but with functional teams owning the
resources

Multidisciplinary — Much of the team
working full time on the product,
breaking down the silos of functional
specialization

Metrics

On time/budget, although in IT
organizations that are more mature,
they may measure projects based on
business outcomes

Customer satisfaction, profit, market
share (business-centric metrics)

Source: Gartner (May 2017)
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Product management plays an increasingly
crucial role in driving digital business success
— by orchestrating all relevant stakeholders
to manage a continually evolving digital
strategy. Product managers work closely with
agile product delivery teams to set priorities,
with a broader perspective and remit than the
agile product owner within each team. As such,
product managers are crucial to the success of
“lean startup” practices in “pivoting” enterprise
IT organizations (that is, keeping one “foot” in
the present, with the existing technology, and
pivoting in another direction with the other) to
a delivery approach for digital business that is
centered on design thinking.2
The product manager is fundamentally a
business manager and is therefore responsible
for orchestrating all the required business and
IT capabilities to achieve product success, but
is typically not the boss of the product delivery
teams. Organizations that have not previously
done product management may begin their
practice within IT, while working to evolve
the role to report to a business leader when
possible. Product managers develop a product
strategy that is designed to achieve business
goals throughout the product life cycle, and are
responsible for its financial viability.
Product thinking is most advantageous whenever
customer requirements are continually evolving
and continuous life cycle management and
financial management are required. For many
less mature IT organizations (at levels 1 or
2 in the Gartner ITScore maturity model),
product management is a difficult discipline
to implement because of the inward and ITcentric nature of their current IT metrics and
organizational structure. Product management
requires an external focus on business outcomes
and a knowledge of who your customer is in
order to be successful, which comes at Level
3 maturity (see “How to Establish a ServiceOptimized Organizational Structure”).

Applying Product Management in the
Digital Business Era
Although application leaders can apply product
management anywhere, it’s best to start where
the change will have the greatest business
impact. From our interviews with several firms
that have implemented the product model, we
found the following three areas mattered most, in
declining order of impact:3
1 Developing and delivering products
and services to external customers.
These product teams aim for continuous
improvement of customer experience,

engagement, loyalty, retention, revenue and
profits. Products may be in an integrated
physical and digital form factor and sold to
external customers (for example, consumers
or businesses) such as connected home
devices, or connected automobile or fleet/
maintenance management.
2 Developing or configuring, then delivering
products and services to internal
customers. These product teams often
focus first on serving the internal customers
who are on the customer-facing value
chain; for example, loan officers, customer
service reps or field service engineers. The
business outcomes these internal customers
drive contribute directly to the customer
experience. From here, some application
leaders move on to establish product teams
for key internal business processes such
as order-to-cash or procure-to-pay, where
those processes require significant ongoing
investment and continuous improvement to
stay competitive.
3 Developing or configuring, then delivering
core application services. These systems of
record (SORs) are usually the last to transition
to the product model, and only do so when
the product model has become the dominant
approach for most delivery. Application
leaders may continue to manage spending
on these services using the project model
— in a mixed portfolio with products — for
many years. When they do transition, their
funding and governance will continue to be
Mode 1, but product managers add value by
marshaling limited resources across multiple
core services for maximum impact.4
Product management also plays a crucial role in
the integration of the physical and digital aspects
of customer-facing products such as health
monitors, medication management apps or
connected cars. Engineering teams for hardware
and software may not be colocated or even in
the same organization, so the product manager
governs and orchestrates synchronization
between the software and hardware/firmware
engineering teams (see Note 1).5 This integrated
view of the customer, and roadmaps of product
vision, evolution and releases, ensures that all
delivery teams are working from the same vision
and goals toward coordinated delivery.
Product managers also manage dependencies
among teams and across the entire value
stream. For example, a pharmaceutical or
medical device with digital capabilities will have
part-time members on the product team, for
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regulatory compliance needs, to handle
each country’s regulatory and safety
processes. Thus, product management
must ensure that the overall orchestration
and integration of capabilities across
all domains occurs to streamline
development and go-to-market activities
(see Figure 2).
Product Management in the Digital Era
Centers on Customers

FIGURE 2

Product Managers Orchestrate Many Stakeholders

Business
Leaders
Legal and
Compliance

Strategy

”
Finance

Product

Product
Delivery

Manager
When P&G conceived the idea of product
Teams
management, it took a long time to
build products. The investment to deliver
consumer products to retail shelves was
Customer
Architects
considerable, and it remains higher for
Service
physical rather than digital products. In the
Marketing
digital realm, customer needs and product
capabilities evolve so rapidly that the role
of product management is very different.
Source: Gartner (May 2017)
While both take an outside-in, customercentric approach, the digital product
evolves in real time with continuous
feedback loops that are data-driven.6 Although
because they are part of a larger product
some product managers focus on working closely
delivered to the customer (for example, as
with engineering teams and planning releases,
a feature within a commerce site such as a
others must get out of the office and do customer
shopping cart). In those cases, product line
research, as well as use customer analytics and
managers are responsible for the business
product data to inform the product vision and
outcomes that need to be achieved by the
strategy.
integrated set of products and services.

In this rapidly evolving digital world, product
managers are on the front line, using their
knowledge of customers, competitors, and
market and technology trends to develop
hypotheses about what product capabilities
will have the most value for customers. Product
managers also:
• Work with delivery teams to implement bimodal
methods for incubating and testing potential
enhancements, such as using A/B testing.
• Prioritize enhancements relative to other work
— coordinating with delivery teams to balance
the priority of functional enhancements, issue
resolution and technical debt.
• Synchronize work with other domains
both inside IT (for example, architecture,
engineering or DevOps teams, or other
dependent product teams) and outside IT (for
example, sales, marketing, legal and finance)
as teams execute on product plans.
Product managers may have profit and loss
(P&L) responsibility (for example, for revenuegenerating mobile apps), but many do not

© 2017 Gartner, Inc.

Recommendations for application leaders:
• Implement product management for any
digital business product/service that
requires both deep customer knowledge and
continuing investment throughout a life cycle.
• Split up a larger digital product/service
into manageable subcomponents — each
managed as a product, based on the relative
independence of the functionality (which
can be released separately from the other
products), and the requirement for specific
customer/market/technology expertise that
varies from other products.
• Acquire product managers with deep customer
and market expertise and the ability to
synthesize and orchestrate across many IT and
business departments and processes. Expect
product managers to be sufficiently technical
to understand customer needs and how they
can be achieved, but avoid making them the
boss of the delivery teams.
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Applying Lean Practices to Product
Management
Software delivery practices have greatly changed
since product managers first worked with
software teams decades ago. To succeed today,
product managers must adapt their process,
culture and style to align closely with the lean
and agile delivery practices that teams favor.
This means that product managers must meld
with lean, cross-functional teams, rather than
standing apart. Fortunately, lean and agile
delivery defines product roles and deliverables
(such as the product owner and product backlog),
so this is a natural blending of cultures. Lean
and agile delivery teams need effective product
management as much as product management
needs agile delivery.
Today’s products typically start as minimum viable
products (MVPs) or minimum marketable products
(MMPs) and continually evolve from there (see
“Three Questions About Innovation Every Leader
Should Ask” and Figure 3).7 A product represents
an ongoing commitment to serve customers’
needs and meet business objectives, rather than to
delivering a particular set of features. The product
roadmap embodies that strategy and continuously
evolves the business capabilities that the product
must deliver.
The concept of a minimum viable product comes
from the lean startup delivery approach.8 In a
lean startup, after the product team defines the
vision, the strategy is the means (or the set of
tactics) to realize that vision. Product leaders
continuously evolve this strategy based on
customer feedback and analytics, from small
refinements up to major changes due to a pivot.
Agile delivery teams have embraced the MVP
concept as the objective of their release.
A team might develop an MVP in an innovation
center as a prototype — to be productized and
invested in through market testing until, after
several iterations, it reaches the status of MMP,
with enhanced customer experience and worthy
of release. This ongoing evolution of a product
through its life cycle describes an arc of value
over time (see Figure 4).
The work of Noriaki Kano suggests that the MVP
would contain the “must have” essential product
features.9 As it evolves, the MMP would contain
the “nice to have” functions (and features) that
product managers judge as necessary to fulfill

the customer expectations set by competing
alternatives. Finally, product teams add the
“wow” factors, which lift the product beyond
merely functional and make it essential.
Product managers shepherd products through this
evolving feature delivery landscape using product
roadmaps to identify not only what the customer
wants but also the order in which they expect
to have it, until the unexpected “wow” factor
arrives. The product roadmap typically evolves
quarterly, as software delivery teams evolve the
product to and beyond its marketable form.
Consistent with lean practices, product teams
continue working beyond that marketable point,
as long as product funding remains, producing
a series of product releases. More mature
organizations evolve teams’ duties to include
product support, especially where continuous
delivery and DevOps blur the lines between
development and operational responsibilities.
Such teams often manage their flow of work
using kanban. However, as their mix of work
changes they will adjust their resource mix to
reflect the nature of the work — perhaps freeing
up innovators to move on to the next MVP
prototype, while sustaining the product with
effective support.

Recommendations for application leaders:
• Apply lean practices to product management
in order to maximize its relevance in the
digital era. Product management should be an
integrated part of lean, cross-functional teams
that deliver products.
• Sequence delivery of product capabilities by
prioritizing the product backlog: begin with
“must have,” move on to “nice to have,”
and include delivery of “wow” factors that
increase differentiation and customer loyalty.

Applying Product Management to Digital
Platforms
Digital leaders should package the firm’s core
competencies or foundational capabilities into
a digital platform which enables the products
that leverage the platform to achieve business
objectives more easily.10 For example, you can
think of an ERP system as a platform for enabling
automation of business processes — including
transactional capabilities to handle customer
orders, processing and shipment. Most Mode 2
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FIGURE 3
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Source: Gartner (May 2017)

FIGURE 4
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innovation investments including digital business
opportunities require integration to the core
transactional SORs in order to transact business.
As digital business advances into new products,
services and customer experiences, these core
SORs require enhancements and frequent
releases to keep pace with digital opportunities.
Enterprises must continuously invest in core
systems to create a platform on which to layer
or integrate digital business products and
services. This may justify a program or project to
renovate and engineer this core platform to meet
the future needs of the enterprise. Even those
enterprises that invested in their core systems
will find that they will require an ongoing stream
of investment to fully enable the vision for
digital business (see “Building a Digital Business
Technology Platform” and Figure 5). The same
holds true for other forms of digital platform,
such as commerce platforms, content and case
management platforms, and Internet of Things
(IoT) platforms.
Product management is the best way to manage
such an ongoing stream of digital platform
investment. The platform product manager
is responsible for the platform vision and for
prioritization of the functionality required to meet
varying customer and product requirements.
They know the markets for platform functionality
and make decisions on whether to insource or
outsource/cloudsource platform development.
They are responsible for platform economics

and own the P&L for the platform, which crosscharges other products and departments that use
the platform.
Product Management More Clearly Links
Platform Investment to Business Value
Another benefit of running a platform as a
product (or products) is a clear line of sight to
dependencies and customers, enabling more
effective product and financial management. In
the traditional world of projects, once a shared
application such as ERP is completed it would
be moved to a “run” budget for maintenance
purposes. The problem is that all projects
become part of the run budget and there is no
clear way to manage an aggregated run budget
that links those costs to business value. In fact,
most enterprises do not chargeback IT costs,
in part because they cannot adequately break
out the run budget based on usage or other
allocation policies.
The run budget in most enterprises averages
70% of the total IT budget; squeezing out
investments in grow/transform, including digital
business initiatives. If product teams own their
own run budgets, they will also be accountable
for their management, including optimizing
the run budget to enable more funding for their
own product. Moreover, by clearly specifying
digital business requirements and building
the platform for evolution, it’s easier to tell
which platform investments drive value for the
products that use it (see Figure 6).11 As a result,

FIGURE 5 The Digital Business Technology Platform
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FIGURE 6 Treating a Platform Like a Product Makes Customers and Dependencies Transparent
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the product manager of the platform can more
easily prioritize investments while optimizing
costs, for shared benefit. Functionality that is not
core to the platform can be rationalized, retired
or maintained more cost-effectively, because
knowing it is not core to the platform reduces its
priority compared with the platform.

Recommendations for application leaders:
• When a digital platform needs continuous
enhancement to meet the larger business
strategy, consider managing it as a product.
• Run the platform like a P&L — charging for
usage — and invest profits into platform
reinvestment.
• Fund platforms in startup mode with enough
investment to carry them to viability.
• Assign accountability for the run costs of
Mode 2/digital business products to the
product manager so that they can be more
easily managed from a business and cost
optimization perspective.

Acronym Key and Glossary Terms
MMP

minimum marketable product

MVP

minimum viable product

P&L

profit and loss

SOR

system of record

Evidence
Gartner interviewed application leaders in five
organizations that have excelled in pivoting
to the product model as part of their digital
transformation.
Succeeding with the product model requires
a different mix of talent that is allocated
differently. It takes time to transition to this
new talent mix. Firms often struggle with other
transitional issues, including identifying the right
product boundaries, deciding how best to carve
up an existing application portfolio, and how
best to allocate people to the resulting product
areas — because there are never enough people
to fully staff all product areas. As long as these
decisions are guided by business priorities, the
consequences will ultimately reflect the way
the business ought to be allocating resources
to technology spending, and the trade-offs will
1
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ultimately save money relative to the old model,
which tends to sustain spending regardless of the
value it brings.
Product management originated in 1931 at
Procter and Gamble (P&G) — see “The History
and Evolution of Product Management” —
as a competency and role to manage physical
products throughout their life cycle. Various
business frameworks have been developed to
aid product managers and product portfolio
managers; for example:
2

• “The BCG Growth-Share Matrix.” NetMBA.
• G. A. Moore. “Crossing the Chasm.” Harper
Business Essentials. 1991.
• “Disruptive Innovation.” Clayton Christensen.
• Gartner’s Product Life cycle Management
Framework (see “Delivering Winning Products
and Portfolios With PLM in Manufacturing
Primer for 2017”).

into hardware/firmware releases to the software
engineering team. Product managers act as gobetweens for the two engineering teams — so
the hardware team knows what the software
engineers have been struggling with, and the
software engineers have good information about
what’s hard or easy to implement in the hardware,
as well as when to expect new features in the
hardware release roadmap.
Digital products also benefit from lower friction
for product creation and evolution. A couple of
college students can buy everything they need to
build the next great product using their credit card
on Amazon (or Azure or Google). Corporate teams
budget tens of thousands of dollars to get to the
MVP, whereas independent software vendors
(ISVs) 25 years ago routinely budgeted millions to
bring products to market. The combination of the
cloud with open-source software is the primary
reason for these lower costs, but today’s tools and
technologies are also much more powerful and
easier to use than those of 25 years ago.
6

Products may also begin as a carve-out from an
existing application, where the team identifies
a specific set of business capabilities and user
experiences within a suite, and manages those
to support a specific customer audience and set
of closely related use cases (such as order-tocash or procure-to-pay). Whereas Gartner’s usage
of MMP represents the first release that can be
commercialized (or used in production, for internal
customers), some organizations do not make that
distinction, and consider some MVPs to be ready
for at least limited release and marketing.
7

This research note is focused on the needs of
application leaders who deliver software, often
(but not always) as part of an IT organization.
Some of the same language used in this note is
also used by product life cycle management (PLM)
practitioners, who are focused on their firm’s
delivery of tangible products to the market. But
despite the similar language, this note is focused
on a different context and its advice is specific to
that context, not to PLM. Application leaders can,
however, learn some important lessons from the
PLM community as they look at how corporations
have developed product-delivery competency in
those other contexts; and in some contexts (such
as medical devices), these communities overlap.
3

For example, product managers for multiple
Mode 1 services that a single team maintains
(such as all services for order-to-cash) merge
their requirements into one backlog from which
that team pulls work, typically using a kanban
approach. This enables the team to optimize its
efficiency in doing the work, while still respecting
the business priorities that the product managers
conveyed via the backlog.
4

E. Ries. “The Lean Startup.” Crown Publishing
Group. 2011. This book by Eric Ries takes its
name from lean manufacturing. It adapts the
ideas that grew out of Toyota to today’s context
of entrepreneurship and startups: just-in-time
inventory management, small batch sizes and
accelerated cycle times.
8

N. Kano, N. Seraku, F. Takahashi, S. ishi Tsuji.
“Attractive Quality and Must-Be Quality.” Journal
of the Japanese Society for Quality Control (in
Japanese). 14 (2): 39-48. April 1984.
9

See “Building a Digital Business Technology
Platform.” Also, G. Parker, M. van Alstyne, S.
Choudary. “Platform Revolution: How Networked
Markets Are Transforming the Economy — and
How to Make Them Work for You.” W. W. Norton
& Company. 2016.
10

For example, the software engineering team for
a new printer often starts building the controlpanel user experience on top of a simulation of
the new printer hardware, which provides API
stubs that mimic what the actual printer will
ultimately do. As the hardware engineering
team progresses, they will package their work
5
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There’s a danger in tying product chargeback
costs too closely to platform budgeting for new
platforms aiming to innovate in a new business
area. Such platforms will require significant
investment funding — which is designed to carry
them through the incubation period while their
ecosystem is growing to viability, after which
time the platform’s funding can become selfsustaining. This investment funding profile has to
be included by the platform’s product manager in
the business case (for example, Lean Canvas) for
obtaining its initial funding.
11

Note 1
Hardware Components of Physical Products
Apply Lean Principles Too
Increasingly, hardware components are taking
a page out of the software playbook, so that
they are better able to respond to customer
needs in a more frequent and timely manner.
While hardware may have release cycles that
are longer than those for software, they are
becoming more frequent and iterative. Thus,
we are seeing a convergence in the iterative
methods and lean practices adopted by both
hardware and software products.
Source: Gartner Research, G00319538, Donna Scott, Mike West,
Mike Gilpin, 9 May 2017
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Case Study
Emergn teams have successfully led
engagements around the world in all sectors
of industry, commerce and public service. With
each commission, whether consulting, delivery or
education, we have applied expertise to support
clients in resolving complex organizational
business and IT needs.
Vistaprint’s Business Transformation
Vistaprint is a $1.2bn global e-commerce
business with over 5,800 employees spread
across 26 locations and well over 100 product
lines, and growing. Accelerating that growth
is one of the goals of Vistaprint’s Agile
transformation, helping delivering value to
millions of customers.
Prior to their transformation, it could take one
to two years or more for new ideas to get to
market, and a lot of that was waiting time. Before
the transformation, Vistaprint faced four major
challenges:
- Too much work in progress led to slow
delivery of value to customers
- Organizational silos required cumbersome and
costly coordination for strategic work
- Functionally focused priorities caused
misalignment across functions
- Team members were not seeing the
connection between their work and the
strategy which reduced their level of
engagement
To solve this, Vistaprint chose to partner with
Emergn and use their VFQ education programs
– a delivery method and curriculum that
leveraged education as an accelerator and lived
up to Vistaprint’s ‘principle-first, education-first’
approach.

“VFQ has the best curriculum
I have seen.”
JP Beaudry – Senior Director of Technology

The modular nature of VFQ allowed Vistaprint’s
teams to pick the topics specific to their line of
work. The Senior Executive team all went through
at least basic Agile education and executive
coaching over 6 months. Several dozen members
of the senior and middle management team went
through various VFQ pathways, and hundreds
of makers (team members) received the VFQ
Fundamentals and Agile Values and Principles
training. Since education is one of the core pillars
of their transformation, Vistaprint invested a lot
of energy into refining their delivery. Training
is now consistently highly rated, where the
focus moved from simply ‘talking at people’, to
‘training from the back of the room’.
Deep Coaching
One of Vistaprint’s transformational principles is
to ‘go deep before going broad’. In one instance,
when producing dynamic email campaigns,
Vistaprint were able to reduce their cycle time by
83% (from 40 days to 7 days). They achieved this
remarkable outcome by working with a coach
and first assessing their current situation, the
nature of the work and those involved. The coach
would then seek management support and create
an education vision along with the team, so that
everyone was empowered to question and make
decisions. Next, they would make a backlog of
experiments to test ways for the team to work
together effectively. Over the following weeks
and months, the coach would work with the
team daily to capture important learning events.
The team, the coach and senior management
would then get together to review the results and
decide what the next incremental experiment
should be.
Where are Vistaprint today?
Now four years into their transformation,
Vistaprint have reached the improved business
outcomes they had hoped for, measuring their
success by a reduction in their concept to cash
lead times. Following a survey of a large number
of their past projects, Vistaprint found that their
projects would typically take 18-30 months to
get from ideation to customer value delivery.
Today, Vistaprint have achieved an outstanding
reduction in many of their value streams which
can take as little as 3 weeks. Vistaprint now aim
to replicate this result across many more value
streams in their company.
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Vistaprint’s Concept to Cash Results

Source: Vistaprint

Learn More
To learn more and discover how Vistaprint
took a fast moving, innovative and competitive
e-commerce business even further by introducing
a work-based learning approach, watch our video
on our website at www.emergn.com/results.
Also, in a recent webinar, Vistaprint’s JP Beaudry
(Senior Director of Technology) and Emergn’s
Alex Adamopoulos (CEO) gave a brief summary of
their journey and shared how Vistaprint:
• Reduced lead times by up to 90% for certain
value streams
• Trained 100s of employees on VFQ
Fundamentals and Agile Values and Principles

• Applied Agile in all functions of the company
• Delivered presentations and workshops at 20+
Agile conferences
• Published dozens of internal Agile success
story articles read by 1,000s of people
Watch the recording from this webinar on
our website Vistaprint’s Concept to Cash
Results (www.emergn.com/lp/webinar-howvistaprint-slashed-its-concept-to-cash-cycle).
Source: Emergn
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About Emergn
At Emergn, we all share a vision to improve the
way people work. Forever.
We believe it’s people who make the difference
to business performance. We know great
things are already happening, so it’s less about
revolution and more about improvement.
Continuously making working practices better.
For us, this means educating and empowering
people to deliver change from within. And where
it makes sense, solving their problems and
delivering solutions for them. We commit to their
journey, because we expect the change to stick.
It has to be enduring, it has to last forever.
We are a digital business consultancy that
helps organizations think new. Dream big. And
most importantly, act different. Technological
disruption is changing business and we help
organizations evolve and adapt to not just
compete in this next generation of business but
decisively win.
We empower people to continuously deliver
better products, services and customer
experiences. We equip people with the skills
needed to drive more enduring and effective
change. Helping them establish new models,
new ways of working, and new growth channels.
Embedding the capabilities that enable
businesses to perform at their peak. Time and
time again.
We commit to our clients’ change ambitions.
Supporting them with our consulting, delivery
and education services which inspires the
confidence to transform from the inside out.
From the board to the frontline, we work with
people across all levels to manage uncertainty
and accelerate organizational change. We share
a total commitment to our clients’ change
ambitions because we’re passionate about the
impact we can deliver together.

We’re passionate about improving the way
people work. Motivated by an ambition to help
businesses decisively win.
If you’d like to learn more about how we can
help your business decisively win, please visit
www.emergn.com

The Emergn Way
It is more than values. It is practical and
pragmatic. The Emergn Way is our brand promise
and organizational constitution – a published set
of principles by which we operate Emergn.
It gives us clarity about how we work and what
we expect.
It communicates that we’re serious about
winning and being the best at what we do.
It demonstrates care and concern for how we
want to build a world-class company.
To learn more about The Emergn Way, please
visit our website (www.emergn.com/about/
the-emergn-way/).
If you have any questions or you’d like to
get in touch, then please do. You can call
our office or drop us an email to
info@emergn.com.
UK/EMEA
Tel: +44 808 189 2043
AMERICAS
Tel: +1 888 470 0576
IRELAND
Tel: +353 (0)1 554 7874
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VFQ from Emergn
VFQ is Emergn’s workbased education approach
that supports all the
people in business who
want to learn and adopt
new, modern ways
of working to deliver
products and services, or
any other ideas to market.
VFQ focuses on outcomes
rather than just rolling of
specific methodologies
by rote. It is founded
on the principle that
lasting change requires
transformative learning
designed to enable people
to discover and learn the
best skills and practices
for their needs and work.
It was built from the
ground up with insights
and guidance from
dozens of practitioners,
thought leaders, clients
and experts. Thousands
of articles, books, case
studies and models were
used to synthesize many
different concepts and
frameworks to provide
a solid foundation for
practitioners and experts.
VFQ is used by hundreds
of companies around the
globe and is changing the
way organizations adopt
disciplines such as Agile,
Lean, Systems and Design
Thinking in support of
their innovation efforts to
compete more effectively
in the digital economy.

To learn more please
download our brochure
www.emergn.com/vfqeducation

