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PREFACE


This book is designed to help you understand your everyday work as a Product Manager, to show you the individual work steps, the need for them and their relationships with each other so that you become a professional manager of your product.


In order for you and your colleagues to have a common understanding and ensure that you as a team also speak the same language, we would be very happy for you to hand this book around free of charge.


This book will be used as a textbook within the framework of our Product Management training, in which we teach you in accordance with the Open Product Management Workflow TM method and according to the teaching principles of the Flipped Classroom.


The following textbooks are available:




	Strategic Product Management


	Technical Product Management


	Successful Go-To-Market






DOWNLOAD OPEN PRODUCT MANAGEMENT WORKFLOW TM



So that you are always able to understand all the steps, it is recommended that you download Open Product Management Workflow TM, print it out and add it to your learning materials.


You can download Open Product Management Workflow TM here:


www.pro-productmanagement.com/opmw



DOWNLOAD FREE PRODUCT MANAGEMENT DASHBOARD FOR JIRA - SOFTWARE


As an additional teaching aid, you can use the Product Management Dashboard for JIRA, the software for Product Managers, free of charge. The software provides you with an even simpler, step-by-step, practice-oriented traceability of the course material, as it is also based on the Open Product Management Workflow TM and contains a complete sample product. A full license for you as product manager is already included in the software, so that you can continue to use the software for your daily work after learning.


You can find out more about the free download and the Product Management Dashboard for JIRA at the end of the book or on the website:


https://marketplace.atlassian.com/apps/1217916
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THE COURSE TEACHING METHODS - FLIPPED CLASSROOM


“The course has taught me a lot, I’m impressed by the Open Product Management Workflow method and I now really have to have more interviews with customers to practise this and much more.” This is what participants have said again and again over the last few years upon finishing our training course.


Since Product Managers are pulled straight back into normal working life after the training, from experience there is little time for them to practise and expand on what they have learned. We have therefore considered how we can help participants to spend the time we have together during the course to help them to get even more practice.


The solution is the Flipped Classroom teaching method.



FLIPPED CLASSROOM, INSTEAD OF TEACHER-CENTRED TEACHING


Instead of teacher-centred teaching, the theory is to learn things yourself in peace and quiet and then to practise their practical implementation during the time you are all together on the course - that’s the idea behind the Flipped Classroom teaching method and how we convey our teaching content.


Trainees work at home and assimilate the theoretical principles at their own pace. They then get to practise them in the classroom using different methods and tasks and the trainees receive individual support. The trainees move from a passive role into an active one. As such, the trainees reach the highest level of the teaching methods as the learning content is optimally consolidated and the participants are immediately capable of implementing them in their daily work.


[image: ]


[image: ]



BENEFITS FOR YOU AS A PARTICIPANT


For you as a participant, Product Management training based on the Flipped Classroom teaching method offers the following benefits:




	You as a trainee can learn the theory at your own speed and in peace and quiet, since you can read our textbooks long in advance of attending the course because there are freely available copies.


	During the course, as a participant you will not be bombarded with new ideas, but rather your questions will be answered and you will strengthen and deepen the knowledge you have previously acquired.


	The use of the tools needed for Product Management is learned during your time on the course.


	The implementation of the Product Management activities will be carried out jointly and under professional guidance.


	As a participant, you are immediately able to incorporate the new things you have learned into your daily work, since your confidence in your own actions will be strengthened.


	You save time on time-consuming, expensive reworking.






BENEFITS FOR YOUR COMPANY


The following benefits for your business result from Product Management training based on the Flipped Classroom teaching method:




	You save time and money because you don’t have to free up time for your employees to learn the theoretical material, nor pay for their study time.


	You save money because you pay only for the time in which we work with the participants.


	With your investment, you will get colleagues who are both trained in the theory and practice, who use their Product Management tools and who have achieved results which are necessary for the manufacture and marketing of successful products.


	You benefit immediately from your Product Manager’s modified working methods as your colleagues can get started immediately after the course without them having to carry out time-consuming subsequent work on the teaching content.





What can you expect before the course and during the course?


Before the course:




	You can download our textbooks which are available free of charge and accessible on our website


	We will provide you with a schedule


	You can acquire the theory in peace and quiet and according to your own schedule


	Write down any questions that we will then answer in the course


	Prepare yourself beforehand for the tasks and familiarise yourself with the material





During the course:




	Questions about the understanding of the theoretical knowledge are answered


	Products are developed together


	Situations from the everyday working life in Product Management are implemented using practical exercises


	Product Management tools and their uses are learned


	Participants are supported right away and will get direct feedback






LEARNING OBJECTIVES TO MAKE THE VERY BEST OF YOURSELF


For each course and for each topic there are defined learning objectives, i.e. it is clearly defined exactly what the participants should have mastered by the end of the course. This is the only way that it can be individually determined for each participant where potential for their own optimisation lies.


The learning objective that stands above everything is:


The participants are familiar with all the steps and can use the corresponding tools that are needed to produce a market-driven product, as well as market this product and control its success.


Examples of learning objectives for individual topics from Strategic Product Management:




	Participants can explain the importance of market orientation


	Participants can identify the tasks of the PMs and compare them with the current state


	Participants can identify interfaces with which they work and show who they have to pass which information to and in what form







INTRODUCTION


Even when I, Frank Lemser, was studying Business Information Technology, I always had the feeling that there was a conflict within me. On one side, there was this business administration specialist who was all about business management with its wonderful tools; On the other side, there was this computer scientist who liked information technology, where everything is logically structured and interconnected.


The business management professors were not able to get across to us students how the results, which were obtained with the help of business management tools, could be transported into everyday working life. They told us just as little about how the results related to each other and what dependencies and interactions there were - something which didn’t sit well with the computer scientist in me.


Over the course of the years, I have repeatedly and intensively grappled with this problem. In the course of this, I have come to the realisation from experiences from my working life that many of the problems that exist in Product Management, as well as because of it, result from the unstructured recording and transfer of information.


Consequently, the image of an assembly line came to me, on which you place ordered information at the front and the individual departments receive the relevant pre-assembled information. All other departments could then use the pre-assembled information at their work station and install their part in the product. At the end, a clearly arranged product would exist which customers need and which has generated few discussions and little pain within the business.


In addition to the image of the assembly line, I developed the idea of a funnel into which all information on the product is collected at the beginning, and then prioritised in line with market requirements to then be sorted to land on the appropriate part of the assembly line.


From the images of the funnel and the assembly line, we have now created numerous tools, the Open Product Management Workflow, these textbooks and our software for Product Management to simplify the daily work for you and all other Product Managers, so that you save time and a lot of hassle and create products that other people want to buy.


When I began in Product Management at SUSE Linux in 2000, I was really lucky that some of my colleagues were able to explain to me what Product Management actually is. Most Product Managers who I meet tell me that their responsibilities are not really clear and that they see themselves as a “Jack of all trades”. There is often just one position created in a company which is then called Product Management. When you start working there and ask what you should actually be doing, everybody around you just shrugs their shoulders around and says: “Just get on with it.” So you start to improvise and feel your way around.


In practice, colleagues can have a wide variety of job titles on their business cards, but in the end all activities which come under the topic of Product Management are usually given to those with job titles such as:




	Product Manager


	Product Marketing Manager


	Technical Product Manager


	Business Development Manager


	Portfolio Manager


	Product Line Manager


	etc.





People try to get to the bottom of the responsibilities that these employees have because there is so much confusion.


Most Product Managers come from other areas, usually from Sales or Marketing or Technical. Initially, they are thrown in at the deep end with nobody telling them what they should be doing, because no one really knows. And when you consider that Product Managers often make decisions involving hundreds of thousands, or even millions of euros or have an influence on how the money is invested in the future....


An example:


A large German turbine manufacturer laid off a huge number of employees some time ago and even entire plants were closed. As the message got through to the news, the public railed against the company’s upper management. But what had really happened?


The manufacturer had developed the largest and most powerful turbine ever built, which took around 10 years.


As the turbine came onto the market, it didn’t sell. But why?


In order to understand this, it’s necessary to know about the purchasing process for turbines.


From a customer point of view, it’s always sensible to have more than one vendor for a product so that there is an advantage for the buyer in a competitive environment. In the case of public invitations to tender, it is even mandatory to have several quotes. Because our manufacturer now always offered the most powerful turbine, there was therefore no comparable offer from the competition. Thus, the unique feature became the problem. Consequently, significantly fewer machines were sold, there were therefore no testimonials to convince new customers, the investment costs were not paid off and the capacity utilisation of the plants was too low. Ultimately, it ended with employees being dismissed and plants closed because the development of a new turbine would take at least 10 more years and a short-term course correction was not possible.


Upper management made the decision to dismiss employees, the cause of which was the lack of knowledge about the purchasing process. Had they known how the purchasing process is specified at the customer, i.e. that there have to be comparable quotes, it would never have come to redundancies and closures.


What do you think, who is responsible for knowing the decision-making criteria for the purchasing and the entire procurement process?


It is the responsibility of Product Management to know the purchasing process and the decision-making criteria of the people involved in the purchase. As such, Product Management is also responsible for everything that happened at the turbine manufacturer.


In this example, it is easy to illustrate that we as Product Managers have a large influence on the future of the company, but also implications for our colleagues. It is therefore all the more surprising that there is no professional training for Product Managers.


That there is a lack of training for Product Managers is also confirmed by the results of the "Challenge Olympics". Their results show which challenges currently exist for Product Managers:




	Lack of training


	Lack of understanding of roles


	Poor knowledge of how to get to information


	Micro-management by top management


	Lack of common understanding of Product Management tasks





The "Challenge Olympics” was, among other things, something held at ProductCamp 2014 in Nuremberg. ProductCamp is an event which is organised by Product Managers for Product Managers. You can find more information about ProductCamp in Germany at www.productcamp.de.


Product Management works with almost all departments in a company. It should therefore know and speak the special language used in the various departments and groups such as Marketing, Sales and Engineering, as well as be able to understand their function and responsibilities. It is also essential for the success of any Product Manager to be aware of the Senior Management’s objectives, as well as the criteria that these are based on.


Only then can the information and resources be made available to achieve this.


[image: ]


The customer, the market player, should always take centre stage. Because only if Product Management regularly listens to them and recognises and understands the problems will the product team deliver 100% market-oriented products.


What we are experiencing today is something else. We see that Product Management often speaks with the Engineers from Development and Production. If Marketing then asks about the new developments and the unique added values of the product, they are simply only given technical information. Product Management sometimes attempts to somehow translate what the Engineers are saying, but often no added value line of reasoning materialises. In the end, Marketing cannot present any added values, which means that Sales also doesn’t know what argument they can use to convince the customer and therefore ends up only selling based on price.
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