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1. INTRODUCTION TO PRODUCT WELLBEING™


Genesis: Why this book, and why now? In an era filled with buzzwords, such as "digital transformation,” “Industry 4.0,” “Agile,” and others, organizations are eager to adapt, but often struggle to translate vision into real, enduring value. Yet, despite the enthusiasm, research by McKinsey consistently shows that about 70% of large-scale change initiatives fail to achieve their goals1. This startling statistic raises a crucial question: Why do so many well-intentioned transformations still fall short, even with unprecedented access to tools and information?


We were motivated to write this book in response to the challenge we faced in our business and careers. Each co-author has witnessed ambitious projects, from new product launches to organization-wide transformations, hampered by siloed data, leadership misalignment, or conflicting departmental goals. For example, in a 2019 Harvard Business Review article, researchers noted that competing priorities and unclear communication ranked among the leading causes of failed transformations2. We observed similar patterns repeatedly: promising beginnings, scattered mid-phase confusion, and outcomes that disappointed stakeholders.


In that context, we recognized that no business aspect, technology, organizational culture, process design, or data strategy could fully explain the ongoing breakdowns. Instead, transformations thrived when organizations viewed people, processes, data, and technology (PPDT) as equally vital and interconnected under a common strategic purpose. Therefore, this book aims to fill a gap: while many titles focus on specific parts of the puzzle, initiatives such as Product Lifecycle Management (PLM), Enterprise Resource Planning (ERP), Master Data Management (MDM), organizational restructuring, change leadership, or agile frameworks, few integrate them into a cohesive system we refer to as Product Wellbeing™.


In the chapters ahead, we present the argument that Product Wellbeing is not merely a new methodology but a lens through which to view the interconnection of products, teams, and user outcomes across the entire lifecycle, from ideation to retirement. By integrating autonomy in decision-making, mastery in skill development, relatedness among cross-functional teams, and purpose in the product’s greater mission, organizations can significantly exceed the typical 30% success rate observed in their transformations.3 We hope that by the end of this book, you will possess both the practical tools and the inspirational clarity required to guide your product journeys toward genuine, long-lasting success.


Product Wellbeing™ is the market-driven journey to a product's sustained health, resilience, value-creation capacity, and ecosystem support. This ecosystem includes four essential pillars: People, Process, Data, and Technology (PPDT). Product Wellbeing spans the entire product lifecycle, from the initial idea to the product’s retirement.


When these four pillars are aligned and balanced, organizations can significantly increase their products' vitality, sustainability, and overall impact today and in the future. Product Wellbeing™ offers a common language, a practical framework, and a clear set of metrics to evaluate, improve, and lead the wellbeing of a product and its ecosystem.


Why does this matter?




	
Business impact: Product Wellbeing™ improves the success rate of transformation programs and change initiatives beyond 30 percent by ensuring that People, Processes, Data, and Technology work together as one integrated system.


	
User impact: It helps deliver long-lasting, high-quality value through autonomy, excellence, meaningful connections, and a clear sense of purpose. This leads to stronger engagement and user satisfaction.


	
Societal impact: It focuses on sustainability by incorporating four key dimensions into product leadership and strategy: People, Planet, Productivity, and Profit. Together, they support responsible innovation and long-term value creation.





Our motivation for writing this book arose from the daily challenges encountered in various industries, including manufacturing, software, consumer products, and especially project-based sectors. Each coauthor has weathered these storms:


Hannu Hannila transitioned from Manufacturing Execution Systems to Product Lifecycle Management (PLM) in 2007. Initially, it seemed that PLM was merely another isolated solution. However, Hannu quickly recognized that integrating sales, engineering, manufacturing, and after-sales data is crucial for maintaining a consistent product narrative. Over the years, he observed numerous organizations struggling to unify their data and processes. This ultimately led him to focus his doctoral research on systematically aligning product management with strategic business objectives. He examined the strategic value and profitability of products in his doctoral dissertation, defining a data-driven model to support this alignment. His work also emphasized the importance of carefully evaluating each new product variant to ensure it delivers business value rather than simply adding complexity across the entire value chain.


Markku Vierimaa is a technically grounded professional who transitioned from electronics and software design to people and project management. With a strong foundation in engineering, he brings a deep understanding of systems and tools, complemented by a human-centered leadership approach. Over time, he has recognized that advanced tools or well-defined processes do not solely drive successful organizational change; rather, it is people, specifically their motivation, trust, and confidence in adopting new ways of working. He is passionate about cultivating positive team dynamics and enabling impactful change through empathetic leadership.


Niko Salonen, transitioning from a long career in a large technology company to a fresh startup, witnessed two extremes: on the one hand, a massive global operation with advanced R&D resources but often slow-moving bureaucracy; on the other hand, a nimble startup capable of quick innovation yet typically lacking structure and strong governance. The underlying issues, strategy misalignment, data silos, and patchwork processes, were strikingly similar despite the difference in scale and maturity.


We have discovered that organizations often fail to regard data, processes, technology, and the human element as equally important. The tendency may be to invest in a sophisticated new system (e.g., ERP or PLM), concentrate on a culture shift (such as embracing “agile mindsets”), or reinvent a new organizational structure for changing market demands. However, these fragmented approaches stagnate if not incorporated into a comprehensive framework.


A pivotal moment in shaping Product Wellbeing emerged from readings of The Core: Better Life, Better Performance4 (Hintsa and Saari 2020), Principles5 (Dalio 2017), and Drive6 (Pink 2018). All three works examine how discipline, clarity, and selfless leadership can inspire profound change, whether in personal performance, organizational culture, or large-scale initiatives, by focusing on core human motivators like autonomy, mastery, and purpose. Inspired by these insights, we identified a striking parallel in how companies and their products function: like individuals and teams, organizations center around shared values, trust, and purposeful action.


At first glance, one might think that “product” is merely a functional output, a tangible item on a shelf, or a digital service in an app store. Yet, when we examine modern products, they increasingly reflect the same drivers that motivate people. These drivers, autonomy, mastery, relatedness, and purpose, are now embedded in product features and evolution. Self-driving cars demonstrate autonomy as they learn and improve over time; products utilize continuous learning to deliver more excellent user value and excel in their fields (mastery); IoT devices connect seamlessly with each other and the cloud, enabling richer contexts and interactions (relatedness); and many products aspire to broader societal goals like sustainability and safety, embodying a sense of higher purpose. A closer look reveals how products function as touchpoints linking cross-functional teams, broader corporate strategy, and the external marketplace. From ideation and design through manufacturing, launch, service, and even disposal, every stage of a product’s lifecycle demands collaboration and trust among diverse stakeholders. When a product journey goes smoothly, it often signals robust communication and selfless leadership. When it stumbles, deeper organizational or cultural misalignments typically lie beneath the surface.


Product Wellbeing, thus crystallized as a holistic lens, is a way to examine whether a product and its supporting ecosystem embody unselfish principles, mutual support, and continuous growth. We realized that trust is paramount: without genuine servant leadership7 (Greenleaf 1977) and accountability, even well-structured processes or advanced technologies falter amid hidden agendas or top-down dictates. Conversely, when leaders prioritize team empowerment, open data sharing, and a steadfast commitment to user well-being, products flourish, and teams develop a shared purpose (Harvard Business Review, 2020).


By integrating lessons from The Core, which emphasizes personal discipline and health, and Principles, which highlight transparency, radical honesty, and meaningful relationships, we discovered how these elements could merge into a cohesive organizational and product vitality framework. In the chapters, we will demonstrate how Product Wellbeing interlaces selfless leadership and trust throughout every stage of a product’s lifecycle, supporting corporate resilience and genuine societal impact.


One can accurately identify where organizations succeed or struggle by examining the entire product lifecycle, from ideation to design, manufacturing, launch, service, and eventual disposal. These lifecycle stages reveal whether leadership philosophies, governance models, data practices, and team dynamics are aligned with strategic goals. When a company effectively manages the product journey, it performs well in other areas. On the other hand, challenges at critical points (such as sales-to-customer project start-up, design handoffs between engineering departments, or commissioning sign-off to after-sales support) often suggest deeper organizational or cultural misalignments.


Product Wellbeing thus emerged from inspiration and insights on performance and principled decision-making found in the book Principles; it unified all product creation and stewardship aspects. This framework encourages a more integrated dialogue on leadership, sustainability, data governance, and collaborative culture by linking the product's and its creators' wellbeing to business outcomes. The result is a fresh perspective on transformative change, grounded in the belief that nurturing a market-driven product’s entire lifecycle promotes organizational success and creates a lasting impact on customers, employees, owners, and society. Product Wellbeing advocates for a balanced approach that equally emphasizes the following aspects.


People are the foundation of Product Wellbeing. This encompasses the entire organizational ecosystem that shapes, delivers, and interacts with the product, creators, users, maintainers, and leaders. It includes all roles, hierarchies, team models, and cross-functional collaborations. These individuals and structures embody the product’s narrative, linking strategic vision and practical execution through everyday use.


Processes are pivotal in enabling consistent performance and quality in repeatable tasks by providing structured guidelines that ensure predictable outcomes. Prioritizing top-down value stream modeling over exhaustively detailing every process within an organization helps build a value-driven narrative and clarifies the strategy for every individual. Established frameworks such as Agile, Lean, and Six Sigma offer guidance for execution and refinement, enhancing the effectiveness of processes. However, even the most carefully crafted processes can fail to be successfully implemented without cultural support. Conversely, integrated digital technology can manage low-level replicable processes effectively, reducing the burden on individuals to act as process police. This type of integration streamlines day-to-day activities through digital safeguards and user interfaces that guide individuals to the appropriate level of detail, preventing critical missteps and enabling continuous innovation and shared success.


Data is the lifeblood of modern value creation and decision-making across the product lifecycle. It connects design specifications, financial metrics, user feedback, and more. Crucially, once data is realized in a physical product, the digital twin persists, allowing that data to remain “alive” alongside its physical counterpart. This enduring connection ensures that insights, updates, and maintenance records are continuously captured and accessible. As a result, data remains relevant and actionable well beyond the moment of production, enabling more informed decisions throughout the lifecycle.


Technology provides the digital backbone and automation capabilities that support every product lifecycle stage. When applied thoughtfully, technology simplifies rather than complicates. It powers cloud computing, IoT platforms, software automation, and AI analytics, facilitating faster feedback loops, real-time monitoring, and data-driven decision-making. The right tools minimize manual tasks, enhance team collaboration, and bridge the physical and digital worlds through digital twins. By selecting and utilizing technology strategically, organizations can streamline operations, promote innovation, and deliver better user value.


When we systematically cultivate wellbeing across these four domains, People, Process, Data, and Technology, transformations no longer rely on short-term and sub-optimized “fixes.” Instead, they evolve into sustainable new ways of operating. This approach enables us to move beyond the 70% failure rate often cited by Harvard Business Review8 and McKinsey9, laying the foundation for enduring success.



1.1 THE 70% FAILURE TRAP AND OUR PLAN TO OVERCOME IT


You can pick up nearly any influential business text on organizational change and likely encounter a version of the figure stating that “70% of transformations fail. " John Kotter’s Leading Change (1996) famously outlines eight reasons major initiatives go awry, while McKinsey’s studies consistently highlight poor alignment, lack of executive commitment, and cultural inertia as key culprits.


What does “fail” mean in this context? Often, it is not that the company collapses. Instead, the transformation’s original goals, such as doubling market share, cutting lead times by 50%, or pivoting to a new digital business model, may remain partially or wholly unrealized. Staff morale may decline, turnover might decrease, or budgets may be exhausted with minimal returns.


Many transformation efforts fail not because of a lack of ambition or effort, but because of recurring structural and cultural execution pitfalls. Among the most common and critical reasons are the following:


Siloed improvements occur when individual departments progress in isolation, without coordination across the organization. An engineering team could refine its CAD processes, moving to complete 3D data, yet production may still depend on 2D drawings and outdated manual systems. Similarly, the finance department might implement a new data analytics tool while the sales team continues to rely on a spreadsheet patchwork. These disconnected “wins” seldom contribute to systemic change, as their benefits remain confined within functional silos.


Short-term leadership agendas also undermine long-term transformation. Executives may endorse significant changes until they reach their personal promotion priorities. If no dedicated champion remains to guarantee continuity following leadership transitions, the initiative will inevitably lose momentum.


Disregarding the human factor is another frequent cause of failure. Tools and processes cannot address what is fundamentally a challenge involving people. Employees who feel threatened, confused, or see no personal benefit in the proposed changes will resist or circumvent new systems, regardless of how well-designed those methods or systems may be.


Unclear or conflicting objectives and change metrics can further derail transformation initiatives. Each department often operates with its own yardstick; finance may track Return on Investment (ROI), while operations focus on throughput and marketing measures, such as Net Promoter Score (NPS), without aligning or harmonizing these metrics. The siloed approach can result in local optimizations undermining the broader organizational goal. Transformative initiatives often require dedicated metrics that differ from regular operational targets and Key Performance Indicators (KPIs), ensuring that short-term departmental targets do not overshadow long-term strategic shifts.


Product Wellbeing aims to unify these fragmented efforts. We directly confront the friction points, data mismatches, and cultural conflicts by focusing on how a product's entire lifecycle traverses organizational boundaries. To support this, each subsequent chapter of this book presents practical frameworks and concepts designed to bridge silos and accelerate transformation.


Strategic Tools, introduced in Chapter 2, help align business goals with product roadmaps. These tools ensure that product development is not an isolated function but an active contributor to strategic execution.


Chapter 4 covers Product Information Architecture, which enables a single source of truth and substantial control across functions. Organizations can avoid miscommunication and ensure traceability throughout the product lifecycle by establishing consistency and clarity in data structures.


Chapter 5 discusses Value Streams, which offer a way to maintain perspective on local improvements. They ensure that each localized fix contributes to the product's overall journey rather than optimizing at the expense of the whole. If you have read about transformations that proceed smoothly with minimal friction, be cautious, as real-world transformations inevitably encounter obstacles. Our approach does not promise a frictionless path but provides a navigable roadmap to tackle hurdles as they arise systematically.


For leadership-level guidance, we have compiled the most common challenges in execution in Chapter 6, “Hot Potatoes.” In this chapter, we dive into the issues no one wants to admit out loud but everyone recognizes. These challenges passed from team to team, such as scalding potatoes: duplicate item numbers, missing tariff codes, unauthorized sales configurations, and spare parts that do not fit. This chapter does not offer polished theories; it delivers hard-earned solutions and real-world stories of what happens when organizations finally dare to face their mess head-on.



1.2 CORPORATE POLITICS VS. REAL ACTION


In many corporations, employees learn to navigate power struggles and hidden agendas with caution. For example, a senior vice president might approve a “collaborative redesign” while subtly obstructing cross-functional decisions that threaten their territory. Another executive may evaluate success based on how frequently they appear in leadership briefings rather than on whether an initiative produces results.


Corporate politics can derail even the best frameworks, leaving teams feeling frustrated. They may wonder, “Why should we bother with new processes if upper management only acts in self-interest?” or “Isn’t this initiative doomed because Divisions A and B refuse to share resources?” Despite having data-driven solutions or best-in-class technology, transformations can wither away if personal egos overshadow the collective mission.


Selfless leadership is essential to uproot internal politics and encourage collaboration. This type of leadership is defined by a few key behaviors that demonstrate humility, transparency, and a commitment to collective success.


Shared Credit is one of the hallmarks of selfless leadership. Rather than seeking personal accolades, effective leaders commend the teams that do the heavy lifting, recognizing that real progress comes from shared effort. Leaders reinforce a culture of mutual respect and intrinsic motivation by praising those who carry out the work.


Transparent Communication is equally vital. A CEO openly stating, “There are unresolved tensions between R&D and Manufacturing,” sends a powerful message that no issue is off-limits for discussion. This honesty invites problem-solving and reduces the fear of speaking up, especially when tackling sensitive or politically charged topics.


Conflict Resolution is the third critical component. Selfless leaders do not shy away from friction; instead, they proactively address departmental clashes before they escalate. They understand that conflict is an unavoidable byproduct of complex work and do not view it as a threat to their authority. Creating a safe environment for disagreement helps transform tension into progress.


Case 1: Selfless Leadership


A global heavy equipment manufacturer sought to unify its product data. The CIO discovered that engineering managers in separate business units hoard specialized CAD data and were hesitant to merge systems with manufacturing due to fears of losing control. After months of tension, the CIO organized a neutral off-site meeting with the heads of engineering, manufacturing, and procurement to address each department’s concerns and collaboratively establish a new governance model. The company overcame entrenched politics by attentively listening and co-creating a data charter. This initiative saved hundreds of thousands of euros annually by managing and enhancing standard best practices and common training materials, preventing rework, and significantly reducing the number of new model release cycles.


This case illustrates how unselfish leadership and trust-building can convert political friction into collaborative energy. The organization resolved long-standing tensions and unlocked measurable value by prioritizing shared goals over individual control and giving all voices equal weight. Ultimately, trust is not a soft concept but a core enabler of productivity, innovation, and systemic transformation.


In any meaningful transformation, the difference between real progress and performative rhetoric lies in daily execution. Real action is about translating lofty strategic statements into tangible, incremental action.


For example, updating a Bill of Materials (BOM) with globally standardized part numbers across global sites is an action. Scheduling a weekly cross-team “fast feedback” huddle is genuine action. Ensuring every manager’s training includes unselfish leadership principles—and measuring how many managers adopt them—is real work.


While grand speeches and corporate roadshows can spark temporary enthusiasm, they must be accompanied by execution – daily, measurable progress in bridging data silos, refining processes, and building trust. These ongoing efforts signal that transformation is not just a vision but a lived practice. Without them, employees quickly revert to cynicism, perceiving transformation discussions as another rhetorical flourish. To build credibility and lasting engagement, leaders must consistently demonstrate that strategy is discussed and acted upon.



1.3 SUSTAINABILITY: RECLAIMING A ROTTEN WORD


Decades of corporate greenwashing have made many employees and consumers grow skeptical of sustainability claims. The term may feel empty, evoking images of corporate marketing campaigns featuring polar bears or wind turbines while the company’s fundamental practices remain exploitative or environmentally harmful.


However, ignoring sustainability is no longer an option. Global regulatory frameworks surrounding CO₂ emissions, fair labour, and community impact are becoming stricter. Consumers are increasingly voting with their wallets, supporting brands that show genuine responsibility. Investors also emphasize Environmental, Social, and Governance (ESG) criteria in their decisions.


In Product Wellbeing, sustainability is not an afterthought but a core metric of product success. We measure cost, lead time, and broader values that reflect long-term impact and responsibility.


Environmental impact, including carbon footprint, material usage, recyclability, and waste reduction, is a central consideration. These dimensions are not viewed as optional metrics but as essential components of how a product affects the planet throughout its lifecycle.


Societal Wellbeing is also evaluated, emphasizing equitable wages in supply chains, tax payments relative to revenue, and contributions to local economies. These indicators help ensure that a product’s success is not achieved at the expense of vulnerable populations or communities.


Longevity forms the third pillar: Is the product intended for durability, or does it rely on planned obsolescence? By prioritizing long-lasting, maintainable products, organizations support both environmental goals and customer trust.


When sustainability metrics are integrated into daily processes, organizations prevent last-minute scrambles to satisfy regulators or calm public outcry. Instead, they encourage a proactive culture that inherently designs for minimal waste, respects labor rights, and builds long-term relationships with communities. This synergy of economic and moral imperatives is essential to a healthy fourfold bottom line: People, Planet, Productivity, and Profit.


Case 2: Practical Sustainability in Action


One electronics manufacturer recognized that relying on single-use plastic packaging increased disposal costs and attracted customer criticism. They formed a cross-functional “Green Squad” comprising packaging engineers, supply chain analysts, and marketers to address this issue. The squad redesigned the product’s shipping crates to be collapsible and reusable. The result? A 20% reduction in packaging costs, fewer damaged shipments, and enthusiastic customer feedback. This initiative was not merely a “green” effort but also a direct contributor to improved margins and brand differentiation .


Such examples demonstrate that sustainability, when connected to Product Wellbeing, is not a naive ideal but a powerful catalyst for innovation and brand loyalty.



1.4 WHY PRODUCT WELLBEING?


Traditional organizational improvement often fixates on internal metrics, such as cost per unit or employee turnover, without connecting them to the core product experience. In contrast, Product Wellbeing emphasizes that every improvement must be anchored in enhancing the product’s market-driven lifecycle value, user value, and overall societal benefit.


When the product serves as the unifying lens, siloed teams recognize that they are working on interconnected facets of the same solution. Marketing understands how design choices influence brand perception, while engineering realizes how cost constraints create supply chain complexities. Everyone shares a common rallying point: the product's success in meeting real-world needs.


Contemporary discussions on motivation frequently build upon Deci and Ryan’s Self-Determination Theory (SDT), which emphasizes autonomy, a sense of competence, and relatedness as fundamental elements for encouraging self-driven motivation. Daniel Pink adapted and popularized a similar autonomy, mastery, and purpose triad in modern organizational contexts. Both perspectives emphasize that individuals and teams thrive when they experience personal agency (autonomy), growth (competence or mastery), meaningful connections with others, and more significant goals (relatedness or purpose).


In Product Wellbeing, we integrate these insights into four motivational drivers that apply equally to people and products, forming a dual-perspective framework for sustained performance fulfillment. We hypothesize that the best technology products will have all these drivers embedded seamlessly in the future.


Autonomy (People) / Autonomous (Product) represents the first of these drivers. From the people’s perspective, autonomy means empowering teams with self-direction and trust to address problems creatively within strategic guidelines. This empowerment encourages personal accountability and builds a sense of ownership in the product lifecycle. From the product perspective, autonomy refers to designing and creating products that can self-manage or self-improve through automation and AI, requiring minimal direct oversight. Such autonomy reduces routine workloads and enables teams to concentrate on innovation and user-focused enhancements.


Mastery (People) / Excellence (Product) forms the second dimension. From the people’s perspective, mastery is cultivated through ongoing skill development via training, feedback loops, and collaborative iteration. This investment in learning acknowledges that as individuals refine their skills, the quality of the overall product and the organization’s capacity for innovation increase. From the product Perspective, excellence is demonstrated by establishing ambitious standards for performance, reliability, and innovation to ensure the product remains best-in-class. Embedding continuous improvement mechanisms, such as iterative releases and automated testing, allows the product to evolve alongside the team's abilities.


Relatedness (People) / Connectivity (Product) is the third motivational driver. From the people’s perspective, relatedness ensures that individuals feel connected to their colleagues, users, and the broader organization. This relational grounding encourages cross-functional collaboration and connects people and data for more context-aware teamwork. On the product side, connectivity is about developing products that integrate seamlessly with other systems by leveraging IoT, cloud, and data interfaces. These integrations create a holistic ecosystem, improving user experience and operational insight through real-time data sharing across stakeholders.


Purpose (People) / Purpose (Product) is the final, unifying driver. From people’s perspective, purpose connects everyday tasks to broader user outcomes, corporate strategy, and societal benefits. This alignment anchors personal fulfillment in a mission larger than short-term victories, creating a more profound sense of meaning. Similarly, from a product perspective, purpose means aligning product goals, from exceptional value creation to significant contributions to other causes among all stakeholders, such as sustainability, safety, or community well-being. Purpose-driven design guides product decisions, such as materials, lifecycle, and impact, which ensure alignment with long-term organizational and societal values.


By merging these foundational theories, Self-Determination Theory (autonomy, competence, relatedness) and Pink's Theory (autonomy, mastery, purpose), Product Wellbeing provides a more comprehensive motivational framework. These four driving levers cater to distinct psychological needs, guaranteeing that transformation initiatives arise from intrinsic passion (personal fulfillment) and extrinsic success (market results). Consequently, teams and products thrive by seamlessly integrating the four pillars that define Product Wellbeing: People, Process, Data, and Technology.



1.5 THE PPDT FRAMEWORK: OVERVIEW


The People, Process, Data, and Technology (PPDT) framework states that any effective transformation must address all four pillars equally, recognizing their interdependence and collective impact on lasting change. Focusing on just one or two while neglecting the others creates an imbalance and undermines the potential for sustained success.


People represent more than just organizational headcount. This pillar includes mindset shifts, a culture of collaboration, skill development, and effective leadership. Transformation cannot succeed without “people readiness.” No matter how advanced the software or how well-structured the process is, it will not endure without the engagement, adaptability, and commitment of the people involved.


Processes refer to repeatable workflows integrating functions such as engineering, procurement, manufacturing, sales, marketing, and after-sales. Effective processes reduce confusion and eliminate waste by creating a shared operational rhythm. However, it is essential to recognize that overly rigid processes can become counterproductive, limiting the flexibility needed for innovation and adaptation in a dynamic business environment.


Data is vital for contemporary decision-making, from core item definitions in a Product Lifecycle Management (PLM) system to financial information and user behavior data on business intelligence dashboards. To produce genuine insights, it must be reliable, accessible, and well-governed across the entire product lifecycle.


Technology encompasses the tools, platforms, and automation frameworks that support product development and business operations. This includes a wide range of technologies, from advanced enterprise systems such as CAD (Computer-Aided Design), CAE (Computer-Aided Engineering), CAM (Computer-Aided Manufacturing), PLM (Product Lifecycle Management), ERP (Enterprise Resource Planning), PIM (Product Information Management), MES (Manufacturing Execution Systems), and B2B (Business-to-Business platforms), to emerging machine learning and analytics tools. Technology can expand business potential and streamline workflows when thoughtfully selected and well-integrated. But if applied without a clear strategy, it may unintentionally intensify silos and increase complexity, ultimately doing more harm than good.


Treating People, Process, Data, and Technology as equal pillars ensures that transformation efforts are balanced, resilient, and capable of delivering long-term value across the organization.


One might envision PPDT as four pillars propping up a single, vital roof; each pillar must remain balanced for the structure to stand securely. The entire roof becomes unstable if one pillar is neglected or lacks proper “reinforcement” (e.g., data hygiene). Conversely, if one pillar is built up excessively at the expense of the others, the structure also risks collapsing. Maintaining balance among all four pillars ensures no single dimension overshadows or derails the rest.



1.6 VALUE STREAM MODELING: FROM CONCEPT TO DELIVERY


Womack and Jones popularized Value Stream Mapping (VSM) in their book Lean Thinking10. Initially designed for automotive assembly lines, the concept has expanded to various domains, including software development operations (DevOps), healthcare patient flows, and digital marketing funnels. The principle remains unchanged: identify and eliminate waste (in the form of seven types, including unnecessary steps, waiting times, and rework loops) to ensure a streamlined flow of value to the end customer.


In a project-based business, this lifecycle perspective often divides into two primary value streams: one focused on the broader market through holistic, full-lifecycle product management, and the other tailored for specific customers through operations execution. The market-oriented stream refines standard features and capabilities, while the customer-focused stream adapts or configures these solutions to meet the unique requirements of specific projects. Aligning both streams is essential to prevent local optimizations from undermining overall value creation.


When applying VSM to Product Wellbeing, we examine how each PPDT pillar—People, Process, Data, and Technology—intersects with the product journey at different stages.


During the Concept and Requirements phase, we ask whether people are aligned on user needs, whether processes are established for cross-functional input, whether data feasibility is validated, and whether technology is utilized for rapid prototyping.


In the Design and Engineering phase, we assess whether Bills of Materials (BOM) structures in the PLM system are integrated with procurement in the ERP, whether the PLM reflects real-time changes, and whether teams are encouraged to refine or challenge existing solutions.


Throughout Manufacturing and Implementation, we examine whether shop floor data aligns with design revisions and whether automation is used effectively without diminishing the role of skilled labor.


During Launch and Service, we look at whether marketing teams receive timely and accurate product and cost data and whether the after-sales team can access usage metrics that could inform future improvements.


Finally, in the End-of-Life and Recycling phase, we consider whether the product is designed for disassembly or recycling and how materials from returned or obsolete products can be tracked effectively.


By mapping these flows, organizations gain visibility into how local changes in each department either accelerate or hinder overall product value creation.


Case 3: A Consumer Electronics Value Stream


A mid-sized consumer electronics firm that produces smart devices discovered that frequent design changes in engineering forced procurement to renegotiate part orders monthly, leading to supply chain chaos and higher shipping costs. At the same time, marketing often oversold features that had not yet been finalized in the product design.


Value stream mapping revealed several core issues. First, the company faced disconnected people: The marketing team seldom attended engineering or supply chain standups and missed critical design updates. Second, the process was clunky, as every minor design adjustment required individual paperwork and went through multiple re-approval steps. Third, there were significant data gaps: item data and BOM revisions were not synchronized in real-time, so new part numbers did not appear in the ERP until it was too late. Fourth, outdated technology further compounded the problem: the company used an obsolete manufacturing system that could not integrate with the engineering PLM, necessitating manual data entry.


The team could take targeted action by visualizing these pain points on a unified value stream map. They established daily cross-team syncs to improve alignment (People), streamlined change approvals (Process), cleaned BOM data and integrated their systems (Data), and upgraded their manufacturing software to enable direct PLM-PIM-ERP-MES linkage (Technology). Within nine months, lead times dropped by 35%, part-ordering errors decreased significantly, and employee satisfaction improved as handoffs became more transparent and collaborative.


This example demonstrates how value stream thinking, when integrated with the PPDT pillars of Product Wellbeing, enables organizations to systematically resolve friction points and unlock measurable improvements in operational efficiency and employee engagement.



1.7 WHAT TO EXPECT IN THE NEXT CHAPTERS


We often see readers jump to whichever chapter addresses their most urgent problem, whether it is data governance or product information management (Chapter 4), bridging business strategy and product planning (Chapter 2), or seeking help and answers regarding the topic involving a cat from the “Hot Potatoes” (Chapter 6). That is completely fine. However, to fully appreciate the Product Wellbeing perspective, we recommend reading sequentially to understand the synergy among the chapters:


Chapter 2 – Strategic Approach for the Product Wellbeing Model aligns top-level strategic goals with product roadmaps and lifecycle decisions. This section discusses the Engineer-to-Order (ETO), Configure-to-Order (CTO), Configure-and-Engineer-to-Order (CETO), standard, and bulk product business models, along with checklists for aligning product portfolios with the leading corporate trajectory.


Chapter 3 – The Landscape of Product Wellbeing explores why concentrating on the pillars of People, Process, Data, and Technology in isolation seldom proves effective. It also introduces several key principles, including Simplicity, Balance, Adaptation, and Evidence-Based Decision-Making, that influence the approach of each subsequent chapter.


Chapter 4 – Maximizing Business Value via Product WellbeingTM dives into the well-known “dirty details,” addressing essential aspects of data structures, BOM management, document control, and methods to prevent “garbage in, garbage out.” It references best practices, insights from numerous true stories, and actual PLM and ERP implementations. This chapter also answers two fundamental questions: Why is Product Information Architecture Management essential for business success, and how does the Product Wellbeing concept support and enhance it? In addition, we provide Product Journey Maturity Stages, a structured five-stage roadmap for advancing from essential data control to fully optimized Product Wellbeing. This progression transforms fragmented information into a strategic asset, driving efficiency, collaboration, and sustainability.


Chapter 5 – Value Creation Through Value Stream Modelling synthesizes all elements into a method for mapping the complete flow from concept to delivery and beyond. It offers guidelines for developing cross-functional synergy, assessing success, and maintaining momentum over time.


Chapter 6 – Instead of abstract theories, “Hot Potatoes" shares painful and enlightening real-world experiences of organizations struggling with persistent, cross-functional issues. These “hot potatoes,” passed from team to team, tend to get hotter as they circulate, especially when overlooked. The chapter reveals how such minor issues can escalate into costly failures and illustrates how well-informed leadership can transform them into meaningful change.


This chapter highlights common and unavoidable challenges in scaling transformations and developing a comprehensive digital enterprise. It provides leadership-level insights for effectively navigating these issues to build a strong, market-driven product business model.



1.8 WHO IS THIS BOOK INTENDED FOR


Product Wellbeing is intentionally broad, reflecting that transformations span multiple roles. Among those who are likely to find immediate value are:


Executives and senior leaders who are seeking a framework for coordinating cross-department transformations and are concerned about embedding accountability for both profit and sustainability.


Product Managers and Project Leads who oversee the entire product lifecycle, from design to launch to after-sales support, face real challenges in coordinating with design, supply chain, marketing, and service teams.


Engineering and Operations Managers addressing data integrity issues, Engineer-to-Order (ETO), Configure-to-Order (CTO), Configure-and-Engineer-to-Order (CETO) complexities, or disjointed production lines. They aim to unify Bills of Materials (BOMs), CAD systems, Product Lifecycle Management (PLM), Product Information Management (PIM), Enterprise Resource Planning (ERP), and manufacturing execution into a cohesive model.


IT and Data Governance Professionals who are responsible for connecting technical solutions with user adoption and seeking clarity on integrating technology with people readiness and process optimization.


Change Agents and Consultants who aim to guide client transformations with a proven approach that tackles cultural obstacles and system upgrades.


If you relate to any of these categories or wish to see your organization overcome the 70% failure curse, this book is for you.



1.9 HOW TO USE THIS BOOK


We have included user stories, practical tips, and references to proven methodologies. Consider it as both a reference manual and an inspirational guide. Read the chapters in sequence from front to back for a comprehensive journey.


To address urgent pain points, jump to sections like data issues in Chapter 4, alignment challenges in Chapter 2, or contentious topics in Chapter 6.


To facilitate team workshops, use checklists or user stories to drive discussions and co-create action plans.


As a long-term companion, return to specific chapters whenever realignment is needed.


Implementation is crucial. Do not allow this book to become shelfware. We recommend capturing real-time insights by writing notes in the margins, designating ownership for each actionable step, and reviewing progress monthly. This iterative approach builds momentum and encourages shared responsibility for success.



1.10 OVERCOMING INITIAL RESISTANCE: A REALITY CHECK


“We Already Tried Something Like This; It Did Not Work.”


Teams may recall a notable software implementation or reorganization that faced challenges. The difference with Product Wellbeing is that we do not concentrate on a single lever (like a new ERP) to address everything. Instead, we ask:


Are your people ready? Do they grasp the “why” behind the change? Do they possess the skills necessary to embark on your transformation journey?


Were your processes adapted to fit the new software, or was it awkwardly forced into old workflows?


Was your data thoroughly cleaned and mapped, or did you transfer inaccurate information to a new system?


Did the chosen technology align with your business model's needs, or was it adopted due to vendor hype or appealing CAPEX/SaaS cost models?


When these angles are tackled together, you avoid the partial solutions that resulted in previous disappointments.


“We Do Not Have Time for a Major Overhaul”


Fortunately, Product Wellbeing is scalable. You can start with a pilot program or focus on a single product line. For instance, select an underperforming product segment or an emerging area with limited complexity. Test the approach, map your value stream, unify product data, train cross-functional teams, and measure the results. Use that success as a blueprint to expand gradually across additional product lines or departments.


“Our Culture Is Too Political”


This may be the most challenging barrier. You might assume the effort is doomed if your senior leadership is entrenched in territorial behaviors. However, transformation can start in small pockets, even in highly political environments. Identify one or two selfless leaders or managers who can champion this cause. Demonstrating small wins, such as faster product release cycles or cost savings, can influence broader adoption over time.



1.11 A SUMMARY OF CHAPTER 1


This opening chapter establishes the foundation for everything that follows:


We discussed the 70% failure trap, a sobering reality numerous organizations face. We showed that these failures often stem not from a lack of effort but from fragmented focus, a lack of trust, and an underestimation of the people’s side of change.


We emphasized the importance of unifying People, Processes, Data, and Technology, which are equal pillars that must progress in harmony for transformation to succeed—neglecting any of these leads to imbalance: great tools without skills, clean data without context, efficient workflows without adoption.


We framed sustainability as a measurable indicator of product success and corporate responsibility, not just a marketing slogan. When designed intentionally, products can benefit people and the planet and profit without tradeoffs, but only if sustainability is embedded from the outset.


We introduced the Value Stream perspective, a Lean approach to ensure functional improvements support the overall vision. Mapping flows is not about perfection but about making the invisible visible, highlighting friction, waste, and opportunities for collaboration.


We explained how product-centric thinking aligns all internal capabilities to deliver genuine value across stakeholders: customers, employees, owners, and society. This alignment transforms the product from a deliverable into a unifying force that channels energy, creativity, and strategy in one direction.


We described the four motivational drivers, autonomy, mastery, relatedness, and purpose, and their corresponding product qualities: autonomy, excellence, connectivity, and purpose. These drivers bridge internal motivation and external value, unlocking the full potential of both people and the products they shape.


We presented four guiding principles: simplicity, balance, adaptation, and evidence-based decision-making, which shape the practical methods in later chapters. These are not abstract values but operational design criteria that help keep initiatives grounded, adaptable, and measurable.


By integrating these elements, you are better equipped to navigate organizational change. You now have a common language, a systems view, and a people-centered compass to guide you. This is not just preparation; it is your launch pad.


Remember, transformations are rarely smooth sailing, but the Product Wellbeing approach equips you with a compass and a map: the PPDT pillars act as your coordinates, and the Value Stream perspective is your terrain. With selfless leadership at the helm and a commitment to sustainability, your organization can turn transformation from a gamble into a strategic, sustainable product journey.


Product Wellbeing™ is the market-driven journey to a product's sustained health, resilience, and value-creation capacity and its ecosystem pillars, People, Process, Data, and Technology, across every stage of its lifecycle .


When the four pillars are balanced, products and the teams behind them display autonomy, acting and improving with minimal friction, excellence, continually mastering their domain, relatedness, fitting seamlessly into wider systems and relationships, and purpose, advancing a goal larger than profit alone. Throughout this book, we measure transformation success by the degree to which Product Wellbeing improves, not merely by on-time delivery or cost metrics. This is your opportunity to do more than fix problems; it is a chance to build something resilient, meaningful, and built to last.
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