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modern product
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Principal Product Manager
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	3. @AndyBirds
Scrum
Kanban
LeSS
Nexus
DAD
SAFe
Lean
Six
Sigma
XP
Scrumban
Lean
UX
PRINCE2
Agile
Lean Software
Development
Lean
Start-up
DSDM
#1. Don’t  bore
stakeholders with talk
about Lean, Agile,
Scrum, Kanban,
DevOps, etc.
Help people solve their
problems and reach their goals.
Agile and Lean are not the goal.
 


	4. @AndyBirds
4
#2. Dream in  years.
Plan in months.
Evaluate in weeks.
Ship daily.
Build something every day,
never lose sight of the
long-term goal and the big
dream.
Quarterly product
review(s) (QPR)
Monthly team
check-in
(or SteerCo)
Iteration review
Quarterly
Monthly
Fortnightly
Quarterly product
strategy and
planning meeting Quarterly
Bet Bet Bet
Goal Goal
Goal
Team Team
Vision
Product vision and
strategy review
Bet Bet Bet
Goal Goal
Goal
Team Team
Vision
Annually
 


	5. @AndyBirds
#3. Focus on  the
outcomes, not the
outputs.
Outcomes are changes in
customer / user behavior that
leads to a measurable
business impact.
The launch 🚀 is just the
beginning. Celebrate when
the problem has been solved. 5
Resources
Activities
Outputs
Outcomes
Impact
Based on Kellogg Foundation framework.
Projects
focus here
Products
focus here
 


	6. @AndyBirds
#4. Solve the  right
problem. Go and see
the problem.
It’s far worse to solve the
wrong problem than to build
the wrong solution to the right
problem.
Fall in love with the problem,
not your solution.
1st why?
2nd why?
3rd why?
4th why?
5th why?
Toyota Product System (TPS) — five whys by Taiichi Ohno
 


	7. @AndyBirds
#5. Create continuous
ﬂow  between your
strategy, outcomes,
delivery and your
customers experience.
Ensuring that the strategic
goals drive progress and
action at every level of the
company.
0
Business vision, mission/
purpose, and values
Business strategy and
goals cascade
Portfolio
management
Product and
team topologies
Team
OKRs
Product
roadmap(s)
Dual track product
development
Value based
governance
Goal Goal
Goal
Vision
Shipped
Q1 2022
Now
Q2 2022
Next
Q3 2022
Later
Q3/Q4 2022
Objective
Key Result
Discovery
Delivery
Commentary
1
2
3
4
5
6
7
8
Goal
OKRs OKRs
Product vision,
strategy and
success metrics
 


	8. @AndyBirds
#6. Strategy =  Delivery
Delivery = Teams
Teams = People.
It’s all about the people.
8
VISION
GOAL GOAL GOAL
BET BET
INITIATIVE INITIATIVE INITIATIVE
BET
BET
Based on EDGE; Lean Value Tree by Thoughtworks
 


	9. @AndyBirds
#7. Build teams  of
motivated people.
People who feel good about
themselves produce better
results.
Team psychological safety is
critical for success.
9
Motivation
Autonomy
Purpose
Master
Based on Drive by Dan Pink
 


	10. @AndyBirds
10
Influenced by Emily  Webber’s Agile Team Onion.
Core Product
Team
>50%
SME /
Analyst
Product
Manager
Product
Designer
Delivery
Manager
Quality
Analyst Developers
Tech
Lead
Solution /
Technical
Architect
Security
Operations
Legal Marketing
Finance
Data
Analyst
CX
Sales
Performance
Tester
SRE
Service
Transition
Head of UX
Propositions
Manager
Project /
Programme
Manager
PMO
Collaborators
(extended team)
<20%
Risk
Product &
Technology
Leadership
Teams
Exec
sponsor
Customer
service
Customer
success
Other
Teams
Subject
Matter
Experts
Finance
Users
Enterprise
Architect
Strategy
Supporters
(extended team)
<5%
PR
Marketing Procurement
HR
Content
designer
Copywriter
User
Researcher
Data
Scientist
10
#8. Shape and size of
teams matters.
Teams should be
multidisciplinary, poly-skilled
and diverse. Try to keep the core
team to less than 15 people.
Develop solutions
collaboratively.
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#9. Continuously work
to  eradicate handoffs
and dependencies.
Every handoff is a point of
friction which slows delivery of
customer and business value.
The aim is to remove friction
and get through the loop as
quickly as possible.
Analysis &
Design
Development QA / Test Release Operate
Reqs Planning
Discovery
Ideation
Analysis &
Design
Development QA / Test Release Operate
Reqs Planning
Discovery
Ideation
Analysis &
Design
Development QA / Test Release Operate
Reqs Planning
Discovery
Ideation
Analysis &
Design
Development QA / Test Release Operate
Reqs Planning
Discovery
Ideation
Analysis &
Design
Development QA / Test Release Operate
Reqs Planning
Discovery
Ideation
Analysis &
Design
Development QA / Test Release Operate
Reqs Planning
Discovery
Ideation
Analysis &
Design
Development QA / Test Release Operate
Reqs Planning
Discovery
Ideation
Waterfall
(sequential)
“WAgile”
Agile
development
Business
analyst and/or
UX designer
part of the
team
Continuous
Delivery
capability
DevOps
Design and
developer
collaboration
Product
manager and
development
team
Analysis &
Design
Development QA / Test Release Operate
Reqs Planning
Discovery
Ideation Product team
Influenced by diagram from John Cutler.
 


	12. @AndyBirds
#10. Ruthlessly
prioritise and  focus on
the economics
80% of value is in 20% of
features (Pareto principle).
Use of ‘Cost of Delay’ and
‘Weighted Shortest Job First’
analysis.
Priority =
Job size
+ Business
value
Customer
value X Urgency
( )
0 - 10 0 - 10 1 - 3
Fibonacci
1 - 21
Work item
Work item
Work item
New items are
prioritised and added
to the backlog.
Items can be
re-prioritised when
new information is
available.
Items can be removed
at any time.
Prioritised
High
Low
Work item
Work item
Work item
Work item
Workitem
Work item
Work item
Work item
Work item
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#11. Stop starting,  and
start finishing.
Limit Work In Progress (WIP)
and always focus on removing
the biggest bottleneck — you
can only go as fast as slowest
part of the system.
The more cars on the road the
slower they go.
Capacity
Time to value
1 2 3
2 months
Pink and Blue
3 months
1 months
Pink then Blue
2 month
Capacity
Time to value
1 2 3
Starting both at the same time,
means they both take longer.
 


	14. @AndyBirds
#12. Value poly-skilled
people  (broken
comb-shaped skills)
It's more important to get a
thing "done" rather than have
lots of work in progress.
Specialist
Specialist
Specialist
Specialist
Specialist
Specialist
Specialist
Specialist
Broad knowledge Broad knowledge Broad knowledge
I-shaped
skills
T-shaped
skills
π-shaped
skills
Comb-shaped
skills
Specialist
Specialist
Specialist
Broken comb / paint drip shaped skills
Specialist
Specialist
Specialist
Specialist
Broad knowledge
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#13. Always share
context  when making
and sharing decisions.
Put the customer at the heart
of any decisions.
Vision, Mission, Purpose,
Value, Principles
Business strategy
Cost benefit analysis
Product vision and
strategy
Business performance
User / customer research
and insights
Source: strategyzer.com — Business Model Generation
@AndyBirds
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#14. Manage the  five
big risks to increase
confidence and avoid
failure.
Tackle the big risks early and
challenge your thinking —
pre-mortem, red-teaming,
doomsday futurespective, devil
advocate analysis, competing
possibilities, alternative
realities, etc.
Autonomy
Purpose
Value
risk
Business
viability
risk
Usability
risk
Feasibility
risk
Delivery
risk
Based on 4 Big Risks by Marty Cagan, SVPG.
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#15. Increase
confidence as  cheaply
as possible. Optimise
for early and often
learning.
Run experiments and tests to
reduce risks, enable pivoting
and to generate value earlier.
Believability
of
information
Level of effort
High Fidelity
Slow
High cost
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Low Fidelity
Fast
Low cost
Low
confidence
Your Lunch
Your house
Your arm
Your car
Your job
Your
holidays
A day’s pay
Try to stay
in this
zone
Based on The Truth Curve by Giff Constable.
S
i
n
g
l
e
f
e
a
t
u
r
e
M
V
P
High
confidence
 


	18. @AndyBirds
#16. Get customers
feedback  early and
often.
Use Iterative and incremental
delivery. Use Lean Startup and
Lean UX practices to get
feedback quickly and
regularly.
Minimise the total time
through the loop.
Build
Validate
Measure
Insights
Learn
Ideas or
Problems
Purpos
e
Value
Business
viability
Usability
Feasibility
Delivery
18
Based on Lean Startup by Eric Ries.
 


	19. @AndyBirds
Continuous delivery
Continuous deployment
Continuous  integration
#17. Optimise your
path-to-production.
Invest in the build
pipeline.
Invest in continuous
deployment; 1-click-deploy to
keep down costs. <10-minute
build to preserve fast
feedback. Canary releases and
blue-green deployments to
reduce risk. Feature ﬂags to
preserve ﬂexibility. 19
Builds Test
Builds Test
Acceptance
Test
Deploy to
staging
Deploy to
production
Smoke tests
Acceptance
Test
Deploy to
staging
Deploy to
production
Smoke tests
Automatic
Manual
 


	20. @AndyBirds
Discovery
Delivery
This
Decision point
Discovery
Delivery
Not this
#18.  Use dual track
product development
to accelerate delivery
of customer and
business value.
Discovery and Delivery are
visualised in two tracks because
it’s two kinds of work, and two
kinds of thinking — however
critically work happening
concurrently and continuously
by the same team, working to
deliver the same outcome. Based on Adapting Usability Investigations for Agile User-centered
Design by Desiree Sy and made infamous by Jeff Patton & Marty Cagan.
 


	21. @AndyBirds
#19. Use vertical  slicing
to enable faster
delivery of value
Vertical slicing is hard, but
worth it.
Hack Conway's Law. Don’t
have component teams unless
you must.
Products
Apps and Services
Channel Dashboard Customer experience
PaaS
IaaS
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#20. Listen, stay
humble  and be curious.
Have a growth mindset.
Invite different perspectives.
 


	23. Thanks for
listening
Andy Birds
abirds@thoughtworks.com
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