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&M 1: Rules are Meant to be Broken: N2 FSEF TR !

The best product managers | have known are independent people who are passionate
about their products and have deep conviction about how to make them succeed.
Sometimes this means bending the rules, disregarding the advice of management,
and ignoring conventional wisdom.This is important for progress.We must always look at
things in new ways.For often, true innovation requires that we challenge the status quo
in the creation of new products that deliver significantly more value to the customer than
existing alternatives. If we are fortunate, have done our homework, and are rightin
our conviction, we can even create an entirely new market.
BTAIRIFA a2 AL IE T HIN , O IXT B R R e, XTI~ m &
EEANES, BT, XEREZEHNY, THEEEHIEX, THELHIER, XXTHER
BE, BRI CEFEY., 8BS, BIEHIC 5 ERe I GBI LR~ m kit
K, Xm0 & R BB I H B . SR IEBFES, T 25 E
5, HEECENN], FITEETLUERE—TEHHIT Y,

Some successful examples of rule breakers include:

FTRHIR B F 5 -

Henry Ford creating affordable automobiles:

SR At OB T BT E

In 1908 , Henry Ford produced an automobile that was differentiated in one
characteristic—it was the first “affordable” automobile. The price continued to drop each

year and within ten years, 50 percent of cars in the United States were Ford Model Ts.
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1908 &, =75t (Henry Ford)d7=i! T—stE—TIHIE L BATIX PR v F——EEE —
TG HITE, GIEEFEEE T, 1R, & 50609 7F =005 T ZZE,
Frederick Smith of FedEx and guaranteed overnight delivery of goods:
BHIRER# E R E e R L RIE:
Fred Smith launched his overnight delivery service in April 1973 with a twenty-five-city
network.On its first day, the company delivered 186 packages.Smith worked hard to
grow the company’s volume and network, but also had to contend with a postal
monopoly that prevented FedEx from delivering packages, and ill-suited airline
regulations that first restricted the company to flying only small jets.The company
struggled to have enough cash to survive during these early years. Federal Express
became profitable in 1975 and was finally allowed to fly large jets in 1977 when air cargo
was deregulated. Today FedEx is a household brand with worldwide operations and its
fleet travels nearly five hundred thousand miles per day.
1973 (4 5, &R EEH(Fred SmIth)fE 25 TRETHEL TR IR M4, E—
X, ZTHXT 186 1-B8, LEHELT XLTHIUNEEFINLE, 1E/ERTtET1ZTEXT
AEHZER, SRS ZIE ORATE, LURTIESHINTS A, X1 SRR
REEE T 6, EELAIVFE, Zh GBS RS EBHITE U LIFER, 1975
F, BHREFHLER, 1977 TF, MRS R], BHRERER EEEAZT S
. A5, BHREE— 1 5B, I REMEENE, ERIFMEXE TR
VT 50 52,
Masura Ibuka of Sony and the transistor radio:
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Although not the inventor of the transistor radio, Masura Ibuka saw its potential and
seized upon the opportunity to license the technology from AT&T when they made it
available in 1952. Ibuka and partner Akio Morita convinced Japan's Ministry of
International Trade and Industry (MITI) to finance the $25, 000 licensing fee and then
went to work creating the first “pocket” radio under the Sony brand.Sony repeated a
similar feat of miniaturization in 1978 when it introduced its Walkman line of portable
cassette players.
BB RAT RSN EYINIRITE, (EHFAEE TEAED, FHINENZM AT&T H5
ERIFFE], 71952 F, AT&T FXITHARIERE T, FHRAFIETEUFEHIEF (Akio
Morita)shR A A Er G FI T ALERMIT) 2.5 T F A BHE R E, HIGEFoIEER
JEaafEIE— 1 % WE. 1978 5F, ZF/B(Sony)EH THEIMAIHEHATE, L THES
Yr(Walkmar)ZZ)fES Y.
Each of the individuals above knew that the path to success would not be achieved by
following the rules. Each also dealt with many setbacks.Ford did not succeed until his
third company.His first company, Detroit Automobile Company, failed, and he left
his second, which later became Cadillac, due to a disagreement with investors.The
first Model T cars only came in black. Similarly with Sony, Ibuka’s first two radios were
not commercially successful.His third attempt still had inferior sound quality to the tube
radios of the day. Fred Smith overcame the rules of commerce including airline regulation
and the US Postal Service’s monopoly. What carried all three visionaries through these
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challenging times was the strength of their convictions and their relentless pursuit of
customer value.
BN B NEIN ST AT BT B EHIN LT, &F—1 BB REANT. EHFEEIMTE
ERATTEREREY, MHIE KA TAHE TEL G (Detroit Automobile company) &7
T, MEHFTE_FALE, EEERESSEZ(Cadilac), REHESKREEFNTE. 5
— T HEREEE, FBth—F, HRAHIBIRREINEIEB L LI TR, R
A, WEVIHISERGAT ISR FEWEY, HE = LEH(Fred Smith)dgE T
MY, G5k ERISEEMEARS (US Postal Service)d22hy, il ={zit/BERAIAE
B FEAHACHIAT ORI THY, NI EANE S FIXTE O MEHIT-HEHE K,
Thus, believing in yourself is key and creating customer value is paramount. These two
things are all that really matter.You must trust in yourself to have the strength necessary
to deal with the adversity and setbacks that sit between product failure and product
success.Further, only by creating customer value do we ensure the long-term viability
of our respective companies.Generating profits and shareholder value are
secondary.These are outcomes of delivering a product to the market that customers find
valuable and better than the alternatives. Each of the visionaries above understood this.
BUt, HIEECEXE, BIEE IEEREZN]), XRHTERIFATFE, e RiEE
CBEE BRI EFL ™ in IR/ P [ LRI YT, S, REEY NEE I
1B, ZNIT BEFREN IE B L TR IRIERE D, BIEFTFIRF T ERSEE N BT, 757~
ERNTETYE, UEFRHENILRE™nEEIE, EF, XLEELATRIIER, &
T B E A LB,
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B0 2: Work on Products You Are Passionate About: &
TR ER M

Let’s face it, product management can be a tough job.
LLENIEIRIPISE, im EFE e ReE— 1 REAILIE,
We often have a lot of responsibility yet little formal authority.There are multiple groups
of stakeholders (customers, management, salespeople, support, etc.)who all have
ideas and demands that they wish to see included in our products, which means we
end up having to say "no’ often. In some cases, we work in engineering-driven
companies, which creates a culture where it is difficult to influence and have a big impact
on the products we manage.
BNEEBREZNE, BROBILETAI T, BiFZHaixE &R EEAR. HEA
R, ZFANTE), MIIEEECHIEARIER, FLEED NI mF S %%
K, XSRERNIRETIETER L T ERLERT, WEREN T LR zERIA T T
1E, ZANIGNREHEXIFHINTLEXFIX A, HERELA TN T E R in LI IIAH I,
/ also believe that product management can also be the most interesting job in the world.
HOIEIEaa STEtB O FEE IE /R L BAI LI,
Being able to set product strategy, lead your team to create products that your
customers love, and be responsible for the overall success of a product can be
exhilarating.
BERBRIET aniohs, 7 HIEIA CIE LRI B g, FXY ™ aah BT 53 e
SAKEHY,
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The one common factor that | have noticed about the best product managers is that they
choose to work on products that they are very passionate about. It could be a passion
for the technology, for solving a hard customer problem, or for changing the way
customers work or play. Or it could be a passion for capturing a market and implementing
a winning strategy. But, nonetheless, there is passion for what they are doing.
FEEEY, A aniE BB — 1 RIEFEE, A I I B~ mm L F. X
RAELTLIEXT FHNY, X TFRERE FREEHY, tBa]LIEXT FE & T FEiR R, B,
EBJREE— e T LI YA g, 168, KELUL, IS CHIIER
B,

I have managed many different products in my career. In my experience, the times when
| enjoyed my job the most were when | was working on something that | had tremendous
passion for. At Apple, | was the product manager for the Macintosh Human Interface—
though it was an incredibly difficult job, | loved what | was doing. At Symantec, | was
in charge of C++ and Java development tools. Although the product didn't excite me,
the prospect of capturing the market when Java first appeared did excite me, and we
managed to do just that.

ERHIER A EFEF, HETEIRETITH ) rn. RIERHIER, FREZHILIFANEEA

ATHRIE, BLEEREMEETEERAEATFIGHITE, EFRANTE, FoE Mac APLFRER i

BE—REXE—GFEEREHITIE, (BEAGHEL, TH TTHIMNE, W& c++
il Java IR TE, EAX T mtREUFRE, B8 Java BXLY, LEbyHI5]
=LA, FNIAET,
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So why is passion so important?

HBA 91 A IS EZE?

Even in the best of product management jobs there are always going to be some very

difficult challenges.If you are working on something that you don't care deeply about you

simply won't have the tenacity and persistence to do what needs to be done in order for

the product to succeed. This drive to succeed has to come from within.No one can

‘command” you to be passionate about your product! have seen many product

managers fall into the trap of working on things they really don't care about and

ultimately they end up hurting their careers and chances for advancement.

B in ETE T EERIHY, thiEEEE—LIEE R IR — LT L

HIZFIE, BT =B BRI RIS ZABP LN T T im T B I 5, XFEIIET

FIDETFERIL, REABE i XTI HI~ rm 7k e, HEENTIRE inEEEEH# T

— e, MIIERE CHTXCAIFE, REMI=GEE CHIBR IS Y=,

The other reason that passion is so important is that it is infectious.

RS EBE IS — 1R EEERR.

If your team sees that you are excited about and committed to what you are doing, it

will carry over to them. Your salespeople will be more excited about selling your products.

The engineers will be more excited about what they are building. And your company will

know that your products are important and are going to succeed.

R IGHIZIA EEV RS E CIEEETE BRI BTN, T SIEZ T, HEARISXT

HEH T mE R, TR I I IIE BRI F P E R, 1T AETH
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FaalREE, HAZBEEY,

Life is short. Work on something that you really care about. If you aren't doing this right
now, make a commitment to make a change. Either make the change or else find some
aspect about the products you are managing that can get you excited. Perhaps you can
set a market share or revenue goal and get the corresponding strategy and tactics into
place to see if you can make it happen. Or perhaps in parallel with your day-to-day work
you can identify some unmet customer needs and help your company bring a brand new
product to market. Whatever you do, don't waste your life by working on something
you don't care about deeply.

L ERRER, ML EIEEHITFIS, WRITHEREXTFI, AL #
. BAMLNE, BAXEIIEHEEER aa PLLoXa /o8, e LiE—1
T8I Br, FHHIEIEEIERIER, EEEEEEEIE, &N H R LIFF
57T, AT I— LB EHIE K, FHIEEHIAL 1 E R~ rm I 7.

T A, BTEIL i RE T T KX LAIFIE L.

J&M 3: Beware the "Requirements Death Spiral”: Z/)"5&
SKEET 42" !

Thus, the spiral begins. With each subsequent release, the product manager demands
ever more detailed time estimates. . . Development, in turn, demands ever more
detailed requirements.

Fllt, BFIERIITIE. EERLRIAILT, it BB E AT TELT ... RAIH, FF
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A pattern I've observed in multiple companies over the years is product managers
defining features and the corresponding implementation in excruciating detail in their
requirements documentation. When | see this, | know the company went into the

|I/

"requirements death spiral” The story of each company is always remarkably similar.
BEER, BHEZ L EPERET— T REE, [ aa BB IR PR F Y
FBENIFERIEATLT], HEEZXT, FANELTHN T BRI CIFIE . AT
HIIE IS IR A ARG,
It starts off simply enough and with the best intentions:
EFHEAIIEIREE, HERIHIEE.
A product manager provides some high level requirements to their development team
and asks for an estimate to do the work.When the estimate is longer than the time
available, the product manager asks the team if they could try to make it happen by
the deadline and assures them that the product is really very straightforward and there
are no hidden surprises.Because the team wants to be accommodating, it agrees.
Tan BB IRIFF RGN GE R T—LEEGRENNTFK, FBEKXT LB TiFI. HrFIGa7E
BT ETFFATIENT, [ antE =18 ST E & AT A iR/ HRBI T, TG R~ aa7F%
FE, T=HIHTTEERIES) BB BT, ArltlIEE T
As the development progresses, new requirements are added as more is learned,  but
the team is told the release date cannot move, sections of the requirements are
misunderstood, the resultant solution does not match the product manager’s or
http://www.chinapm.com.cn
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customer’s expectations, rework is needed, and the schedule inevitably slips.Feeling
powerless, the product manager points the finger at engineering for missing the date
and getting the product wrong. Being blamed after having worked overtime and with
heroic efforts, engineering points the finger right back at the product manager for not
being clear on what he wanted and frequently changing his mind.
BEEFTRHIHE, FEEEZHIAIRAIZS], FHIBKEEHN, (EELINREH L HHTTEE
K, FBROTEB W IRNE, RGBT T i BB E I, FER L, HE
T EERNE T B, BEELE, M inEEiEE L IEIrE TR, B/ mais 7. HEE
AISLENIBEIR. LIFARETE T, TS it T ER ORI A, XL,
For the next release, the product manager—a little wiser now—asks the development
lead to sign off on the requirements.
XIFF—TIRE, FinEE— B T——EKFRREANEFZRLEF,
This way the engineering team will somehow think it is legally bound to the terms of the
requirements document. Product management also presses the engineering team to
ensure the delivery date will be met.Having been burned once—and also a little wiser—
the engineering manager starts to pad the dates and says that he cannot commit to
anything sooner without more detailed requirements. This, of course, does not fix the
problem.
BT, TR SR TN ELBR K IESHBA AL R, ~an SEESS Tt
EIE T EFIN BRI FTF 2B, HELD T — X E AT B = A I,
T EEEFHE FH g, 2T, AR R E EF RIS, BRI L (I,
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2, XHTERERITER,
Thus, the spiral begins. With each subsequent release, the product manager demands
ever more detailed time estimates from development. Development, inturn, demands
ever more detailed requirements from the product manager.Without even realizing it,
the product manager begins to specify the solution (rather than needs) and the
developmentteam, notwanting to be blamed for any mishaps, starts to build exactly
what is written without ever questioning it. Worst of all, the customer is disappointed
and the product meets with only limited success in the marketplace.
B, BERESTHE T BEEETTI5ZRARIL T, ~anZEE BN TR FHSE I F AT
14it. RITK, FHRGEKR = a e RENIFARTEK, BEEREEIREFIERLT, ™~
RIS HEE R R R (T TR, HREINTHZEF TSR e, FHE~
FERIRSHIABHTIE, TN TIRFEE, SIBFANE, EFEIKE, Mty LR
FERIZ BRI,
The destructive feedback loop that sets up the requirements death spiral is a fascinating
phenomenon because both sides want to create a winning product and start with the
best of intentions.Further, both sides are behaving completely rationally within the scope
of their area (i.e., product management or engineering). Only when viewed from the
perspective of delivering value to the customer and creating value for the company are
product management's and engineering’s actions so clearly counter productive.
BT RICCAENERIRI LR (ZAEE R —FFENAITIR, B 35E GIiE— T B DIHI~
in, BREM AR EFHE. o), XS E TR T NEE T LR (7 m S
http://www.chinapm.com.cn

UCPM 2 RAEBHDE, KREFD], NMSIMERER!
~12 ~




-
|
= UNION OF CI1iNA PRODUCT MANAGTR

hEF IR

TFEIE) o RIRFMGE R BRI LTI ENEGEHIBERE, ~untE el L EE)IPE T
297 &7 BHIXT Y

It is product management's responsibility to identify customer problems worth solving.
REVBOHERIE B~ in S R 1

It is engineering’s role to identify technical solutions to those problems. Together both
sides must collaborate to create the optimal design that will solve the problem for the
customer and delight them in its use.

FEX LY DT MR TS L R IPRER &, X BB ETE, CHELRILAIRT, 29
EF BRI, FFLLA AT T,

Ultimately, the product manager is accountable for the product’s success. Product
managers, therefore, must be vigilant to avoid entering the death spiral. The easiest
way to do this is to focus on the problem space and encourage engineering to apply
their creative energies to the solution space. Product management and engineering are
on the same team and share the same objective of creating value for the customer. The
product manager’s actions must reflect this truth.

BRI, R R %, B, FinE BRI, BREATECNES. &
BRI ZE IR e, H T FEN R THIEIE T T E IR T, ia e

BRI TEITE— NG, KR B P O REIE, Pt TR — B,
) 4: Think Like an Entrepreneur: {&idx—E%E

At its most basic level, to think like a product manager requires thinking like an
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entrepreneur.

FZHRAFE, FmEEEG s EEE,

One of the expectations | received from a product manager during a recent corporate

training session was to learn how to think like a product manager. While there are many

perspectives and buzzwords that could be thrown at this objective, at its most basic

level, to think like a product manager requires thinking like an entrepreneur.

ERVTHI— KL TIEVIF, FEM— 1 an?E A B (G E T — 1 EE F U HT 5 in 4

HHERE, BEREREW=HIR ST FRERX T Er, (BERENISE L, [ in?ZrE

mERIE I —ERE,

Let's expand on that a bit.

ENIBFHH—T.

While people may argue that entrepreneurs have more control over everything than do

product managers, the reality is just the opposite. It is the rare entrepreneur who is

independently wealthy with easy access to materials, operations, and labor. Most

entrepreneurs have a vision for a product or service they are passionate about, but

have to find the resources to actualize the vision.They must craft business plans to solicit

money from venture capitalists or banks. That's not unlike the challenges product

managers face in developing business cases for new products. The business case is

essentially a proposal for an investment of time and resources from the firm. In fact,

some firms expect product managers to treat the management team sort of as angel

investors who must be convinced of the future value of the product concept being
http://www.chinapm.com.cn
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proposed.
EENMITEERE, EUWELEiaEEEEREER—1), (BELSIMER, XFHEISENE
#9, MNIERSG TGS EZHIFY. EERIEHL, EUMIEEHET Y, XZHEWET
H AR aa s ikRE 4B HCRIER, 1B I REE) LI ERAIR R M IRERE
HIFIERM LT Y, MG R AR IR THIEEE R T, XS an Bt % ma T R B
BIFTHTEINGETHEAESEI, BRI NIT LB L RTINS R %, B L, — LA F%
B R RS ETETIN I EIR N, o RS A i B S HIA T E
After receiving guarantees of funding, entrepreneurs may need to source materials or
locate contract manufacturers.
ERFEE R, ARG EERII SRS B,
They must work carefully with third parties they don't directly manage to accomplish the
design, development, and commercialization of their envisioned products or
services.Similarly, product managers must constantly accomplish their goals through
organizational functions over which they have no direct authority.They must use their
skills of persuasion and diplomacy to make things happen.
NI TN SBE=TTSTF, 15— REER TN IR B aa RS AR FF
RFIBAA, FELE, rmtE BRI M TR B BRI ORI AZR RGeS B T 5
tro 1N TR SR RIS A I X ZE I,
Entrepreneurs often need to work with independent sales representatives or channels to
reach the intended market. To help these groups function more effectively ,
entrepreneurs must provide not just product knowledge but also an understanding of
http://www.chinapm.com.cn
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the target markets and the best approach to reach these markets.That's akin to the

challenge product managers face when training and motivating the sales force.There is

a strong need to empathize with the needs of salespeople to advance the sales process.

P B EFE S HIEE A RE S FANZ TR, % T X LG FH

FEIHERIFFR, M KB iR, BT REE LA R EX LphIaR

1B, XEWF TSI R BN RATHTENGHIREE., XTI TFHAEHEEN AT

ElFE, LRI IR BB A RS,

The common link between the entrepreneurial business plan and the product manager

business case is clarity of customer need.

IEAP R i BRI in R PV S P Z eI T T R B 3K

Strong entrepreneurs and strong product managers know the profile, needs, emotions,

and purchase drivers of their customers.They don't think exclusively in terms of product

features/benefits, but rather how these features/benefits align with customer goals

better than competing offerings.They have a strong command of marketing and

customer-focused competencies.

TEAHIE A SRR an IS A 0. . CEEFISTAE). TR

Tt L, TTEZ X L LTI 52im R S & B il e, feIE

R EHHEEIFIAE I ATEE T

Entrepreneurs share several common traits that influence the way they think.

P EE LR = e E O TR =L,

Entrepreneurs embody traits of risk-taking, passion, focus, product/customer
http://www.chinapm.com.cn
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knowledge, and tolerance for failure.Strong product managers share these traits (or
elements of these traits), which influence their thoughts and decision-making processes.
PUREEERIER. HIE T2, /& ARURXIEMOTERTE, EAHmiE
FEREX G (X LA FMRITE), XL & o TR IR R FE,

Let's carry this analogy one step further.Successful entrepreneurs can grow successful
companies. (As an aside, serial entrepreneurs start several companies.Our focus here
is NOT on serial entrepreneurs but rather those more focused on a single economic
endeavor)  Astheir companies grow, the passion, focus, and connectedness with
the product/customer becomes diffused. That's where product managers come in.
Product managers can restore the passion, focus, and connectedness with the
product/customer for their areas of responsibility.

LLENTH 251 6L, EIRIIE W SGE IS SR IHIA . (Wi —1r, ZELZe) &)
DTHEKLE, Bl U EAITEELZLC I E, TIEILETE—LZF7E LI )
FEEENIFIL RIS, ETSr~am/ & ZI0R9FHE. EZFIRRI G XE
ZEERRZ T, aa B AL B S~ an/ & R C ARG, SRR,

So the bottom line is: to think like a product manager requires thinking like an
entrepreneur.

UL IZRE . B BRI 5 — B E,

J& 5: Learn to Say “No" to Customers: ZFEXEFIH A"

Saying "na” lets product managers focus on delivering superior products rather than ones
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that are merely sufficient.

W T BL iR 2 T e RE I~ m, T K IKGEE F il E KA ik

Product managers talk and listen to many stakeholders, because they want to

understand the needs and desires of the market. An important part of that process is

sharing, especially the strategic product road map.

T aa B ST R et iR A X SF TR T, B TR TRE TR FUGRE, X

TR — T BB ERE, TS~ intt e/,

Sharing this information does two things:

HEEEEHRE

It lets the customer know that you are willing to let information flow both ways. This help

them share more specific details (the kind product managers really need) and not feel

like they are providing information for free.

EuUEFAEES LGSR @7, KBTI ZEEMHIH D~ mF R FE

HIFEFE), M=o e B E FE RIS,

Sharing also lets them see the future plan for the product and how their future plans fit

with what has been mapped out.

HEL AL IEE = mmhIRF LT, LR IR LIS EEH LT £IE

P,

While there are certainly benefits to sharing the road map with customers (and even

sometimes prospects), it comes with drawbacks, too. Every customer has needs that

are specific to their business. They frequently look to the product manager (and the
http://www.chinapm.com.cn
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product road map) to help them resolve those needs.
SEF(EIEEEEHE)REEEETAELL, BtbEikz, F1&EF#E1FETR
VI BHIFK, N IEEKE) T in S (Rl aa s 2R A IR RX LK,
In many cases, that information is valuable in helping the product manager address the
needs of an industry or vertical market, or even a type of user. Unfortunately, it can
also lead to adding features to the product that serve only a few users. These choices are
sometimes unavoidable, but, overtime, theycanleadtobloat, misdirection, and
mediocrity of the product.
EFEIER T, XGRS E T W EE Y, BE—2EEFHEEDEE
BUMER ), TFEHE, EX=SHaSIRE T LE B A mi55s, XLSEFEETET
BEEH, (EREERTENHER, ENI=SE~amb . =SHIFE.
As a result of reviewing the road map and not seeing what they want on it, or in the
time frame that they wantit, customers make requests to raise the priority of a particular
feature or to add a new capability to the product that was not being considered. This is
where "no” comes into play for product management (see Rule 2 by Brian Lawley). Saying
"no” lets product managers focus on delivering superior products, rather than ones that
are merely sufficient.
BFEF T EEEE, (B LR R EEZM IEER, 3iE R S ER TSR,
EF A RIE R R T IFHIEISER, T T aa PAZEE . XBE T ™~
n SR EFRIME 5 (Z 0 Brian Lawley BIFIRY 2). T BELLiaF e &, T FHERELF
Bum, TIERGEE F XL ™g,
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Let me use the following to illustrate the value of saying "no.”

LEZATFEL TR E BT T

This is a real experience | had with a customer who repeatedly requested a feature that

was very low on the priority list. No other customer (or prospect) had asked for anything

similar, so it remained low on the list because it didn't align well with where we were

planning to take the product.

KEET— 1 EFHIELER, MREER—THENTRIFFIESMRANFE, RERME

FEGEEEF)EREMAIFT, B EEIFFAHSRIT, B ESEAN TS an i Z)

BI85 F—2,

Every conversation | had with the customer team included a question about when they

would get the feature that they had been asking for so long.

HTEFEINIEEA S5 EIE— 158, BT8R IEEEKR TIRA AT

e,

Early on, | would provide a response that is common amongst product managers: “We

have captured the requirement for your requested feature, but it is not assigned to the

next release” While this settled the discussion for the moment, it only delayed revisiting

it the next time there was a release announcement.

HERR], BRI — 1M aa B PR B AR IR ‘Bl JE AR T e K IFEATE K,

1BEEREDIEE T—THRE, EBAXETMERTINE, (EEREHR T FARBLEATHI

Ultimately, Idrew aline in the sand and told the customer that even though the feature
http://www.chinapm.com.cn
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was important to their business, | did not see that it would ever be in the product.
Despite the customer team initially being quite upset and frustrated with my response,
and getting a call from their CEO about her disappointment about the state of the
product and its ability to meet their needs, telling them “no” was the right decision for
them and the product.
R, LW LET—54%, SrE/, KERHETMIRIVEREE, (BEREEEE
SHET R P, SEEF I RN IR AICIE BRI AT RIARE, FHAAEMEIRY CEO
HIEELE, BRI anh B R E N T KAIGETNFEYKZE, (EXT IR aaid T "ELEH
HIRTE,
| spoke with the customer team again several months later with a decidedly friendlier
outcome. They told me that because | had told them that they wouldn't get the feature
(rather than the feature being delayed), they had decided to invest in building the
capabilities they needed in-house and were very happy with the results. And they were
happier with my product too
ST BE, ZEAXSEFEINGET TR, EREAERIA). &), ENEEFY
NIFLAFEX TF LTI TEHEER), ATt IREE R SHR E TR M TFZHIVIEE, 7
EXIERIEERS, M IXTBH b iRE S
They had the feature they wanted, exactly how they wanted it, and within the time
frame that they wanted. And all of this was made possible because of the power of "no”
1N TE A TR BHITIEE, BEYTHEsEM R, HE M G BEIATEEER. X—Z
B 9868, EB9 T HIUE,
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J&N 6: Product Management Is Inherently Political: &g
BEEESEERIIBA

Product managers tend to have very rational, process-driven views of the world.  Wed
like to believe that our various stakeholders are thoughtful, unemotional, and willing
to compromise and put the company’s overall strategic interest ahead of departmental
politics and personal rewards. Of course, that’s not how it is in the real world.

Tan W T B EE IR, (TR AR, ZA ISR, ZellJHTEFRmfax
EEERBERUTH). FEIEEHH. [EEHTHHY, FHFL SRR s 7 2t A0 TG R T
NERZ ERY, S, HHILERE, BRI,

One of our primary jobs as product managers is to prioritize what gets done (and the
many things that therefore won't get done soon.)  Unavoidably, most of our internal
customers will be unhappy with some of our choices. And that's regardless of how well
we've applied “internal ROI" and other quantitative approaches to creating the best road
map. MRDs are only the starting point in an ongoing lobbying campaign for product
improvements. In other words, product managers will always have to manage the
emotional world of people and internal politics.

TEX/an 2 EE, ZEIIEETES —FEN AL EEZMGIENE (LU RFEEULTRIR
HIFIE), THEERHNE, BN IHIAZHAIEEE = XIEN I — LR Tk, XS T
XTI REE ROI'TIRMER 5, %R BNERIFANELEIT K, MRD REEMEH{THY ™ 0h
BOH I AR, BTG, iR i T ST Z BB IR IS R AIPIERECS.

Setting the Stage
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FEEES
You've collected a nearly infinite list of possible improvements, advances, new features,
and architectural repairs. Your goal is to build one orderly list of items,  review them with
Engineering for size and suitability, and then issue a definitive road map or requirements
document (MRD or PRD) that formally declares what will be built. Being analytical and a
bit compulsive, you think of this as the end of a long process,  after which Engineering
will leap into action.
B EEWET /I FARE TS e, K. FFtFIFIERRIZIZ, BHIEEE—1T
BFHITESZ, B LEARIANRIEHERCEET], ZIakt—1 0508 I E SE K
& (MRD 8% PRD), IERRAFBIIBHINE, BEDWTH T E —mEmatt, 1A 5XE—
TBRIEIER, TZE, TEFSIBATY,
You've had to make choices from a dissimilar list of potential projects:
TN — T TR E IR G F)FeF I L E
Broad feature improvements as demanded by the market, reviews, user groups, and
your keen sense of what customers want
I, FRE. B BRI T & - AR B &, (N BXT A T T SZHIH,
Internal architectural changes that will be invisible to customers but are needed for
improved quality or longer-term goals

EBARIIRE, XIE K ET R, 15N FE /e FaAa R
Customer specials for specific big accounts,  likely to be of limited use to others
FIAHNFEXEHHFI!, BEEXTRMEHIFEEIR,
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Bug fixes and cleanup that reduce technical debt

IR HI Bug 1ESFEHE

High-profile product bets on emerging market needs or new technologies

XIRTH T K EHT NI V8~ Tt

Trade-offs within each group are easy, but across groups are nearly impossible. Part of

your job is to balance these different categories so that your next release meets a few

needs from each group.

T EHEZ I G RE S, 1EEEFH I FEF B I8 L EE-FEX LT a0

25, XFEGHT F—THREBEERE T 1 FFHAAT—LEFK,

Ultimately ,  an MRD is the culmination of intense negotiations with all parties

(engineering, marketing, sales, customers). It represents a compromise based on

your best judgment and the facts on hand. Ideally, you've also made each constituent

group feel valued/respected/listened to. After emailing the final MRD to all groups, your

team takes you out for a well-deserved celebration. This feels like a milestone.

&L, MRD ESHrEERD (1. 9. #HE. &F) HAESIREH, ENET—HE

FHHIRIEHBFIREIFSLHIZ ), EEERHIIE T, 1B A B0 E/

WREE/THTT, FHEREH) MRD ZZXEHBERHIZINZ /G, HIGSERESI—1

ZEBRIEZ5, KR EE— T EREE,

Nearly immediately, though, two kinds of problems arise. One is caused by actual

changes in the world: shifting customer needs, market trends, product experience,

and general evolution. The second is lobbying from the sales teams and internal groups
http://www.chinapm.com.cn
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that did not get what they wanted. By making hard choices about which features are in
your next release, you've had to postpone other legitimate requests.
REYUL, 1E7ZYF P T RSk, — 1S RETHISER 5 EEH . TEHAIE
K. TGEE. At B RAAN. B EREHEEIN FIRETE AR, TR
B2 B BRI, T—TIREFEEBLIFE, BEMLRGEHIEE, R, BT7F
THERR M S AT IEK,
Political Issues Require Political Solutions
Wil st Ty i L Y
Allocating scarce resources always leaves some people dissatisfied, and drives them to
escalate complaints or question the decision-making process. This is certainly true of
product plans, which prioritize Engineering’s projects and schedules. You can call this
"politics” if you like, or "group decision-making, " or any handy phrase from the MBA
Organizational Behavior handbook. Regardless of the label, even the perfect MRD will
leave some of your constituents unhappy. To keep the process moving forward, you
need political support for the decision process and your final choices.
HEFHIREIRA LU — LN TR, FHEE M TH R T ZRERFITE, XX F T am i1l
FUELEGHY, ENTEE T EATRERIINETRE, HRIFERAE, FALURE A BOE,
BE FHARR, BEE MBA L8R T5FMFPRINHITEBHATE, TErSaA, AE
BSTEAI MRD tBLLHFHI—LEERT B, 9 TILX TR T, im BRI
REEHSFXIIBEBGES
Generally,  this involves pre-negotiation with executives in Sales, Engineering,
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Marketing and perhaps Finance or Manufacturing. Helping them understand your
process—and how their teams will get some of the things that they need—is one way to
get ahead of escalations and second-guessing.

—AF, XERESHEE. TE. B, BirdBEma e TieH, #ammi
BRI FE—— LA R A IR AR TS E ] 15 B 5 P —2— PR TR
FIE A PRI %,

Product managers are paid to make decisions that have an impact on the broader
organization. This makes us part of the internal political process. Rather than ignore this
reality, we need to understand how decisions are made and remade and work within
the system.

T in R E R IENTE [ ZHIALRA L B RNIRTRE, X EFEN 1509 P EEEEH FERT—

BB, FNIFZBIX T HIE, TEHEERTTER A FIH L FIEL R,

[&Z 7: There Is a Fine Line between Knowing It All and
Bein: AN AREZ B/ —RiEMHIARE

We Become Product Managers for a Variety of Reasons

BNk R BB RIA B 1RE

But our common characteristics are that we are smart, we like to be the center of
attention, and, well, we feel compelled to expose those things in what we
optimistically cloak as evangelism.

1BENIHIRITIFIEE, ECATHREES, ZNTERE A THIFER, TIH, BlllafeEe B
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LF IR IS EIELEF,
Product managers need to lead teams that do not report to them; they need to be
decisive in the absence of perfect information, and they need to educate others about
often unrelated products. Product managers also need to play judge when there are
other conflicting opinions, and they need to defend their product decisions and plans
despite internal and/or external argument. However, product managers also need to
listen intently to input from a variety of, sometimes ignorant, stakeholders and put
their own opinions aside to really hear the voices of the customers, and then some.
They need to accept product failure as their own fault and yet pass on congratulations
when there is success to the entire product team.
an BT B ST I i IRHIEIN . iR Z IS EHIER T, TR,
B, il IFBAEEEFmAXAIRMN . FaaE 5B B RN a2 EHIE AT
EEERIBE, M IEEERIERY B BT FIE F I TH ™ da REFI B, 24077,
Fan It F BN BT R E T, BHEELHAIF mtaxXERIEL, 1EMIIECHIEL
BtE—, BIFrEF IS, M IE B~ ml A I, (B8~
arl TR RIS TR, TSR,
As such, Product Managers Must Check Their Egos at the Proverbial Door
B, FaptEBBLIREE Proverbial Door kBt IHIEI L,
Few things deteriorate a product manager’s credibility and earned respect from others
than a product manager who tries to explain something he/she does not understand. An
engineer or other technical individual will find insult when the PM tries to overstep the
http://www.chinapm.com.cn
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line between requirements and specification,  between the "why we built it" versus "how
we built it” And while the product manager may ultimately be responsible for the
product baby, a senior manager may pull ownership rank much like birth parents appear
to claim credit and affection only once the product is successfully grown.
ROBFERAETm BN E5, i ANATEE, [T 217 S EREER
ST EERERIF TG, 2 PM i BB EFRAIHELZ IERIFIR, tBREME M AZN I E”
FIEENRITHEZ E 2 IFATRIRET, TNt RMRAN R Z R, B2t sEa]
FERAZLBN ™ in i, (BEREU i RIE, — R B ie ] R =LA
—, ERECHIEZERIEE,
No, Product Management isn't Typically a Thankful Position, but it is Ultimately One
of Honor.
T, FanETEEETE— TR, EEREZE—FIRE.
And with that honor comes great responsibility to be a clear communicator and an
understated but effective leader. Knowing how to manage your own passion while
remaining committed, knowing enough about the product but, more importantly,
knowing how to manage the product team and process, and, in the end, being
smart enough to pick the right battles where you neither have be to defensive nor
offensive in your position ... well,  thatis the mark of a truly successful product manager.
BTEXTRE, BB TN — 1 E T — T\ EE XA SEHIEA ZE, AE
NTEFEECRIHIE, [EATRS i, BT, (EEEZNE, AEUTEEE
EINFNIEE, T, EBFR, ZEFFEEGRIGS, EXIHIBTERAK, BT ENi,
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HIE, XE— 1 EIEYA = aaE B .

So before you rush into a meeting filled with vim, vigor, and veracity, think about
how great leaders would handle conflict and challenge. Garner intellectual and data-
backed knowledge to be better prepared than a bulldozing project manager that takes
no prisoners but leaves utter doubt about who is really is in command.  If Martin Luther
King, Nelson Mandela, or Mahatma Gandhi were product managers, they would
gain consensus and collaboration using their charm and by setting their own examples.
Challenge yourself to be someone worth following instead of leading with a big product
management stick—after all, not many of us have the public track record of Steve Jobs
or Bill Gates. Refrain from being the know-it-all—instead be someone that all know they
can follow, learn from, and ultimately trust to lead the product toward success.
BUL, EZIC ST a7, BB ZE, B EARIASE ST EE
IHSERIBE A%, TG E BRI = AR ELL—1" bulldozing FI G G222 E ELFHIEE,
(BN XTI EIEH I E BT TIFRE, RS T BsfE. it St st=FIEH Y
BEE I, M HFRFE CRIB, BB CRIER, FiFFERRIIME. #AtEC,

BA—TEEERAIN , TS — 1 AB 5 im S LRI ——558, ZNTFREZLA

B LB TR N R ZICR, T —1 /5 FE—ilie— T HrE A&

EMNIETLUREE, F3, HRAEETH R /A TIHIA .
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JRN 8: Market Research Must Be Actionable: miaifzTes
IR TR

The plethora of market research methods, and the consultants and market research
firms that promote their favorite method, makes it far too easy for product management
and marketing professionals to lose sight of the single most important goal in good
market research: good market research is actionable.

IEZHITGH 5%, LUREIGRITGH L T e IRERG /%, X F 7 an SRS
HEFHEXBENI FBES T, RIEZ T— TG IREZRI Gt IG5
Z817H%

Good market research answers one or more questions that help you understand your
customers, your competitive marketplace, your competitors, and even yourself in
such a way that you can take confident action towards your goals.

RGeS T—1 B 1NEE, BT TRGHIES, HIZFE T, HIZFXT
F, BEEC, XFIEELUXTGHIEREEIEE9 750,

Ultimately, effective market research is:

RE, BHOTHITRE.

Systematic—planned, well-organized, with a goal and a method
EEHI—FrrE, HRRIA, BEHHUT%

Objective—minimal researcher or method bias

BH—= IR RETT 2 e

Focused —on specific questions
http://www.chinapm.com.cn
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EE—CT T FEMTE

Actionable—the results obtained enable you to take action

B THI— IR (SR B R T5)

The first letter from each of these words forms the acronym SOFA, and, like a

comfortable sofa, effective market research provides a comfortable position for taking

action.

F—NEIIE— 1 FEART IR BIES, TH, FE—1EFE0 5, BT

it 9 R oI T— 1 EFE AN &,

Also realize you don't need a big budget to conduct market research.

B IR BT FEAH I RERH TV,

In fact, you don't need a lot of things to do great market research. You don't need:

FEL f, T B EREF T TG 5T, T

a big budget

—ZEANE

a marketing degree from a prestigious university

—HrEEAZAIE T Z

a degree in statistics

— I ERIF L

the perfect respondent

STEHIZVE

Oh, sure, these things can help, and, vyes, of course, in certain specialized
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circumstances, they may be required. But for the vast majority of product managers

and product marketing professionals, you don't need a lot of what people think you

need to do great market research.

1, 95T, XLFRFIEBEHI, S, ERLIEEHIER T, ENITEGEL T

1EXT FEA Z T m BB S5 TN L, 1B — 1 T ERT5 65T, BLH T

BBEAMTA B HIAEAI T,

What you do need to conduct great market research is:

I E S [ GBI T H T -

a commitment to understanding your customers

b THEHIE

the willingness to accept results that do not match your preconceived ideas

BRI SHITEAZ TGRSR

specific questions, a method appropriate to getting the answers, and the readiness

to act

ERAIEIET, —fEE FHREERAT% URRRTaIH SR

Whoa. That's a pretty small list. Too small for your taste? You are welcome to add some

of your own requirements as to what you think you need. But be careful: Requirements

are like chili powder. A little goes a long way, and too much spoils the pot.

I, KE—TFEERIBIZ, XHTHIIRFHLN T ? R —E S ChImK, &

N ITHE K, (BEEI. TGRS L TR, ZTHRZET .

So stop stressing about whether or not you should be starting with primary market
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research or secondary market research. Stop thinking that the only way to make your
case is through statistical significance. And stop selecting your method based on the tools
you know, the tools your boss likes, — or the software licenses your company has signed
with a market research vendor.
B, TR i M R TG5 — R i G, TN, IE—H5%5
IR HIE BRI . TERIEIAHIERI TR, THIEHRERI TR, 2E
DRI B ST B S THT A 1 AT IR = 2%
Start instead by getting on the SOFA of market research. Ask yourself: What are my
questions? What will | do with the answers? Once you're clear, or at least as clear as
you can get, find the market research approach that will help you get the answers. If
that requires a statistically significant, multi-month, ask-my-boss-for-more-budget
conjoint analysis,  then by all means make your case for more budget. If it means using
collaborative play such as Innovation Games® with your customers, then do that. And
if it means something else entirely, well, that’s just fine too. The important thing is
to start actually listening to your customers (in any of the many wonderful ways you can).
MGV L R FIGE, 1T/TFEC : BRITEEATA 7 B A (A1 L BlghlE 7 —5
BT, BEELENHEAZEN, 1T aEBR TSRS SR TG R % MR
E—NEBEZIEXA). ZEH. BRBHIEREZHIRE, HATICIHNTEE. EZHIH
EEs., WRKSRESHIE BB IR X I EIn %, PR AIE,
HREERE—LEETETITN, AR, EEHIEFHETITIHIEF (LAGEEMENE
1—FpEY ),
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&N 9 : The Two-Week Rule: FEHAFIN

You've worked hard, you've generated a compelling business case, you've spent time

designing and writing specs,  you've solicited the input from a number of customers and

stakeholders, you've answered countless questions from the developers, and you

finally launch.

BEZEEDTIE, BELELT—1 5/ TERIEBUER, BELLE TIREAFR I ik

SIS, BELEMiFZEFRIF B EAEFEIR T, BELELIE THREFRARHIE

HIIE, RIGEEFIEFT .

Yet the product fails

AT 17 m T

It's either something that the customers just didn't want once they saw it, or they couldn't

figure out how to use it, or it would have taken so long to build that you were forced

to gut it just to get it shipped in a reasonable time frame.

BEACE—EEFE, JETBEHIFT, BEAMITHENTRETE, BEAEETR

KA HEER, NEEECHBIF, RENTILEE—T1 SEARNEHEGRAIZ T,

It may have failed due to any number of issues:

EaJEER I 1RE ST T

Your customers didn’t really want what they thought they wanted; you didn't have

capable designers; you were confusing yourself with your customer; you didn't get

engineering’s input until it was too late; or one hundred other reasons.

HIEFH T EERIEE M A NIEEAIFEG, R EBREIRNRIHIE, 8 CHITHIE
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FIEET, EEINICE, (5REFZIEATEA, BERM LE 1T,

But all of these would have been preventable if you had just been able to get the product
concept in front of real users early enough in the process to have determined if the
product was destined to succeed or fail.
18, AR BEEESL B ERIR TS ikl S B IERf B EIR], T et =
B, FPAHrB X LB EH T,
A lot of people think the only way to get this feedback is to designit, build it, launch
it, and then see what happens.
RENNGREXFER BRI — T/ BRI E, MBE, XE, HaEE=REMNA.
There are a few cases where that's true, butitsrare. Forthe mostpart, especially for
Web products, wecan, infact, getthe feedback we need inthe time frame we need
it, if we focus on the right activities—prototyping and testing that prototype on real
users—rather than spending our time creating business cases, gathering requirements,
and writing specs.
B—LEREXF, (BRI, BAZHIEL T, HHIEXTF Web g, ElIaFEE
NI BHIET IR RIS RN IFBHIR IR, AR EN I Z T T IERY 55— HRLH S
L TR R —— T R I 5Eh). T KIS,
But another less obvious dynamic happens when we wait too long to get feedback from
real users and customers: we get too attached to our own ideas.
1E5— N XBLBHIAEAE, BN TFHFAAH T, T ZM BB HIE I EEE R T
FN T FHFE CHIEZ,
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Many product managers hold off for months before they get any real validation of the

ideas with the people that matter.

W E R EERM L 1NF /5T SXT AL E AN A TR LRI L,

And every day that goes by the product team gets increasingly deeper and more

entangled with their original idea to the point that now they're either too scared to show

it to customers for fear of having to start over, or they are so confident that it will be

great that they think they can just skip to development, or they've got developers

screaming at them just to give them something to build.

BEETarlZINETEFXTBIFRN . TG EL B CRAIIIE %, BTN I THELEE,

FIHERTFHE, BEMNIANNXZZETTHRY, 1T 9 IaLUEZB I %, BhET

B4 THR UM TR LA 77,

So for those people that believe in the principle that they need to validate their product

ideas with real users, but are unsure of how “baked” the idea needs to be, | offer this

very explicit rule—never go more than two weeks without putting your product ideas in

front of real users and customers.

XTI FLLE ARSI ERY, 1o T BRI 5 A i b TR ia 5 %, (BT 04T

KX BRI %, Bt 0 IR -1 an i 2 IR SR I

FEIBIRIAT T T 1R,

Does this mean your ideas won't be fully fleshed out yet? Yes, and good.

BELERE R Z R BT EEMI? 2, R

Does this mean that customers might not like your ideas? Yes, and good.
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KEBEREE I ENHIE LT 1Y, 1R

Remember, it's all about failing fast.

IC1E, XBEREATEES

You can and should continue to refine your product ideas—it's not like you have two

weeks to define every last pixel. But you must get out of the office and put your ideas

in front of real users while you still have time to adapt.

BT LATT B 2 e ZE I~ am 6 & X FH B B RIS AT e BF—1 32

HIZE, (BENCREFDNE, SUWFABRNTEEHINE, 1S % EERSLH

[E]5T,

At Facebook they like the mantra, “Don't fall in love, " as a way to ensure that the

product team doesn't get so enamored of their own ideas that they ignore or rationalize

the feedback from the people that matter.

£ Facebook, NIE TEIEGAZ T HITE, LULFRGHRanlZIA =SB 15

CHIEZE, UZEF B SEHFEGEXARLIR

Steve Blank has a great line about this: “In a startup, no facts exist inside the building,

only opinions.” | believe strongly that the most important thing that a product manager

must do is put his ideas in front of real users and watch their responses.

Steve Blank XTUL B—GREFATE. HOMATE, IEFREFLFE, REYR. B

15, o aniE BB R R E ) B ISl e/ A 8 2 A L [T, SER A TR AL,

Remember that your job as a product manager is to define a successful product and

have evidence that the product will be successful, notjust your opinion. And you won't
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find that evidence inside your building.
IC1Z, 1 EA = aa B L IEEEN — 1 I a, HBEUEZE i =Y, AKX

RETHIU e 1RT = A THIABEEFCE I,

[N 10: Focus on the Needs of Your Market, Not Just
Individ: & FFRINTERER, MAMUNEIMERYES

Product management seems to start out so easily—you identify a need for a product,
you build it, and you start getting customers. Then things get complicated. Current
customers start asking for changes to existing features. Sales starts creating a list of “must
haves” for the product that will help them close that elusive next deal.

Competitors start popping up, copying your product but also adding new features that
threaten to steal your user base. Executives come up with “brilliant” ideas that they want
included in the next release.

Ta ST FARBZG A FHE T—HE T X aah B K, HE T E, H G EE
AT FIEHEIETER T, HFIHIE I BRI EAFHIEA T TEL, #HEFTENia I —
TNEREE APZE, XA IXITIEL R F—EX 5.

BANFIGLIT, ST ~dn, BB T—LHHFHE, B BFENEIE R, 5
B THEN T2 F—THREF B SR B85 ARG %,

On an almost daily basis, product managers face requests for new features and product
changes.

JIFEEX, aaf B R EH AR i B BRI E K,
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Attempting to address or even track all of them is an uphill battle that no product
manager can hope to win. We are conditioned by pithy phrases like, “The customer is
always right,” and mantras like, “customer focused,” to assume that everything a customer
requests is reasonable, and that not reacting to it is a capital offense.

Unfortunately, this mentality just compounds the problem.

B R EE G B X L — K, RE—1 7 in St . Bl I T
TRE R TTEXTH XA G EHIRTIE, LA B R L ZEHIE, N RERIEKE S,
TIAZLE T E—FREEILTE, TFHE, XL RZIIETER,

Product managers succeed when they stop responding to specific demands from
individual customers and start listening to the market as a whole.

T an IR E [ E FHIB R FE R LR, AT TIHIATR, ~imiEEEqt
e A

Current customers are an incredibly important constituency— though not the only one.
It's very easy to find out what they like and dislike—in fact, it's sometimes hard to avoid
hearing what they think! The only problem is that they're already your customers, and,
undoubtedly, you have more potential customers than you have current customers. How
are you going to grow revenue by just serving your existing base? How are you going to
expand into new markets when you're not focusing on what those customers need?

HEIRIE N IE— 1 R BRI

RETEIE—HI—T. REGRIMNIZAXTT

ARFITERA—FZL L, BHIRREESITZEIMNIRIEZL! IE—HITEE, tIEEE

THIEF T, BXKET, HEEE LT HBRIEFEZ, (T (KIKRS BRI
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B RRBNN ? SR EXTIFLEFEITAAITE, 1T HEREIT547?

As a product manager, I've always learned a lot more about what can be done to improve
my product by talking to people who are not buying it, and people who are buying it and
then not using it. When you ask a current customer what they don't like about your
product, they'll likely point to things they don't like which they think should be added or
fixed—things they discovered after purchasing it and which they feel should be improved
“for free! Talk to a competitor’s customer, however, and they'll tell you why they didn't
buy your product, and what you would have to do to your product to make it worth
purchasing. Talk to a customer in a totally new market segment, and they'll tell you what
their problems are and how much theyd pay to have them resolved. That's practically
money in the bank!
1E—EinEEE, #o—HBEFIINIETSTLEAIN, LU TIEELR B REBAIN
i, BB TR mm. S —1 HBIHTE £ X0 am, ITEX AT
AR, M HRETGESTS LN IAITERZLL, M TA iz e e E— b I TR
HIRIFFY, MNIEEIZ FE K, 2T, SRREIFAIE X, II=EF9A
N ITT T m, AR E BRI HI rm e A il EETFET, 1 AT
GHRSEFXEE, tTI=ET N IENTIEE A , AR IS L S L TR TR,
BXEL FAERTERIE !
When you start looking at the market as a whole, you start identifying opportunities to
really identify solutions that will provide value.
TGN TG EF— 1 BT, 175 =T = X B IFH A EIG B i2 R0 ERY
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PR,

Rather than just making an improvement that will address a specific pain point for a few
customers, you start to find opportunities to grow your business and make you relevant
to a much bigger potential customer base.

THREEH—TKEH, BRIV EFHIERER, ISR,
LR S— 1 AR EHE B,

Current users will tell you where their pain points are today, though they won't tell you
where their pain points will be three years from now.

HHERIB = E VT I RE, REMIT =it =F et e =1
£,

They can't tell you about the problems facing another industry; they won't be able to tell
you about what upcoming technology innovations will change their operations; and they
don't know why people aren't buying from you. Requests from your existing customer
base are not to be ignored, especially when you are dependent on them for ongoing
revenue (e.g., subscription based products, software-as-a-service). However, evaluate
them in the bigger context of the market as a whole.

N T BEE V1775 — T AL ETIGH TSI bl T 2 B vt B EY R AR AR CIR T =2
NIENSTE, N ITHUE T AANITTEIFG, FEHEE I BRI R B, 155/
BT ENHEIFFLWALIANE (I, BFTBIH g, SAAS). 18&, FAIGEN]

BH—TEX, (EHBAAITEGFH T
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B 11: No Surprises: AEFIR=

The only surprise a product manager should give anyone is, “Hey, we blew away our
forecast!” The type of surprise you never want is, “"WTF!?"

— IR PR (HIN R —IREE . T2, ZlIHTRE LN CARLIARR! 1k A
BBHIREE, 1A 7

Consider your Market Requirements Document (MRD).

ZIE ORI T EKI A

It can be filled with surprises, and | mean that in a bad way.

ETUZHIRE, BHISEE, XE—FHERI5t,

Before you hand it to your engineering group, talk to them about it. Before writing your
ideas down, share them in person. Tell the team what (and how) you're thinking. Ask them
what format works best. Do they prefer story mode or tables with rows of categories,
priorities, sources, etc.? Do they understand the difference between “shall” and “should,’
or my preference of "must” and "may"?

T EZES R L FEZIAZ 51, SERIMNTEEE, TS FIHE 226, EEN IS ZEEA N,
BRI R A (LURAIE). 1T TP RE S, M EERNF R T EFE
HR{7. A RAIZREERAIF=NE? M IEEEERE iz F T Z/GH9X 5, BLEZAMT
(A8 WA ILE “TTRE "7

I mention that last one because | was once surprised when half way into the development
cycle engineering decided not to implement a requirement | had listed as a “shall” When

| asked how could they drop an absolute requirement, they argued with me about—I'm
http://www.chinapm.com.cn
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not kidding—the definition of “shall” WTF? | reminded them when Moses came down
from the mountain with those Ten Commandments they were not nice-to-haves—they
were absolutes written as "You shall”
IR THRIG—/=, BINEBEERIFE, SEHNFFRITHRINE T ERETHAITHS]
LRI T HIBK, HEITINIEALBEKFF— T EXTHIFRET, IR FHE——F T
FnE— T BIEN., T4 7 FeteEft], HEFHE 1 MU L TREATE, T
BB A — N TEXT RS 1 iZ He
As you are writing the MRD, talk through the ideas informally with them, clarifying the
customer’s need and why it is important. If you deliver a document loaded with surprises,
they will not take ownership of it and may not support your efforts (or worse, may simply
ignore it). Even before submitting your first draft of the MRD, all of your readers should
(no, make that “shall”) have heard of its contents from you firsthand. This goes for all of
your stakeholders (customers, salespeople, support, engineering, marketing,
management, etc.)
FAGES MRD AR, SHofTFFIESHTIEE %, BEFAImE, WURSTAERE
E, WERGEKN T 7% TIREHIXE, MIHGTRESCHHRA, tBAJEETZIFHIHIE
) (EEEHIE, HERBHEE). BEHER MRD HIRUEZE, 1HrBERIEEESATLL

(F, FBHINIE) MIGHIE—F R P EENT T ERIRNE, XiEHTHBEIIER (&
F. HEAR 2/ I EH EEEES).
Be transparent with everyone on how you gather and prioritize requirements.
XIEFINEGBEZET, BVl BN TCERTNSE R T KA,
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Explain your method of prioritization.
BRIV SR 0%
Many times people just want to know their ideas are being considered. If you reassure
them and show them that you have a logical way of capturing and prioritizing, they will
be much more accepting if their feature doesn’t make in.
REAHE, NMIREEHNE I EZIEERE T, HRITLLANIL, HEV HE—
PR T BB IR L SCRA %, BIERE R HFER B P, It 2 BB ZE =,
When attending or running meetings that include a potential bad surprise, especially with
people who have strong opinions, always float those ideas by them beforehand. Phrase
the idea in the form of a question and ask what they think (engineers love to think). They'll
likely be so engaged with explaining everything down to the minutiae that they'll not
realize you're pandering to their intellect. It's like Judo. They want to look smart (and
make you feel dumb). The idea of no surprises also includes avoiding the risk of
blindsiding the person in a public setting with something that might be a sensitive. If you
surprise them in a meeting this way, there’s no predicting what could happen. You don't
want this to happen.
HE N FFF I EEEHIREER, TEEILE HEZIRAIN ST, RFESL
XL TEGELF, [EIIER T FAZE X TG, FGTIEEA R (LT
ENEE), MIape=% T ELREERETBERAT, UETFMIIT=ERE TS
NIR9E D, XHETE, M IEEELFKRE (IHTEFECRE), REIREIE AT
FTHEB LI = T BEE BRI TP B LIRABHINAL . AR A=K L2451
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11—NRE, AT HTFIERE, GTHEXFFERE,
| shouldn't have to mention this, but it happens way too many times not to highlight it.
The biggest source of surprises (and abuse) is email. Email is a great tool, but the tone
and content can easily be misinterpreted. It is always better to talk live with a person to
avoid misunderstandings.
BETIZIEXT, EERENAEAZET, MTEFRE, FE (Fli/h) HIRAEREE
FHE, BFAEE—TRIFFITE, 1EECHNE THINEIREZHKHE, SAKKSE
B, LIBEEIRAE,
Lastly, and most importantly, don't surprise anyone about what your role actually is.
g, REZHIE, TELHIAXHIRIEEEE A BERE.,
This is usually a big surprise and a bad one.
HEFEE— I AHIFE, tE— T BHIIRE,
There's a long list of responsibilities for a product manager, and few people understand
them. They probably think they own some of that list. Be clear on what you do and don't
do with everyone, and evangelize this. If they don't have a good understanding of how
you view your job and priorities, they may have expectations that are very out of line and
it can cause bad surprises.
X F—1 T 0nE RN, B—IREAIZIE, ROBALZEFEM ], TR 95 CHEXLE
ZAEIIFFHT L, FHFTNEMTI T AT A, F AL, AR IXTTHI L
RN SEFE IR R B REFHIEERE, M HRATGES =B TR, 7 A IS EH e
BHRE,
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J&MY 12 : Be Data-Driven by the Consumers of Your Product:
B R mRAYH 2R 8 =X E)

Always remember, you're not the customer. Even if you are.

KTICIE, TEE. BIETE,

As product managers, we all have our favorite features in any product release.

1B mfEEE, Bl I aahk K355 H CaRENEIHHIE

You know what I'm talking about—the Ul-Panel that's that cool shade of metallic purple,
or the way a switch clicks, or the smart tips that appear when the user takes certain
actions. We know in our heart of hearts that our feature is what'll really make the product
sell. Because, after all, we're consumers of the product, and we know that we love this
feature. So everyone else will too.

HIEB ST A——UI-Panel E—FHRBHIZBEENR, HEEHLmLHITI, B
BB RIR L T B E BEtE T, FElTANE, HEEANIFIACELL, ZlIHHFHEEREIE
BELLim i B L E 5T, BN, 528, Z e~ inlliH# 2, N TAREEN TSR T FHIE,
FrABMAER,

Hence, we fight for the feature.

B, el T,

But we're wrong to do that.

162, ZlIE T,

Even if we happen to be right once or twice, statistically we're going to be wrong more

often than not. And worse, we probably won't know we're wrong until something about
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our product is a public failure. (Or, even worse, we don't ever know, the product just won't

do well, and we will keep making the same mistake at that or other companies.)

RUEECN YIRS T—RK, M&ELLE, ZIIHTERELLIEFHES, FEEFAE, ZTaEE

FEANEEANTEEH, EEZN I mmii T A I, (BE, FEHEIE, ZNIMF

BETANE, X1 mItiRBEMEE, Bl IR TFATE x, )

It's like gambling—the house wins in the end.

BN 1E— R T o

With rare exceptions (Steve Jobs & Co. come to mind), a single person cannot best

represent the customer’s future needs.

B TIRLEHIS; (B4 Steve Jobs&co.), — MM FEIERIFICEEFHIAFKEE,

The blunt truth is that most product managers are neither perfect samples of the

customer base they're representing, nor trend-setting visionaries who can single-

handedly design something so brilliant that on seeing it, customers know it's what they

have always wanted to own.

— I ERHKOTESLE, AZ 2~ imE BTN I U IE B e = A, (BTEH

LESEEEIBIT DRI AR, & ANEXE ] — B BhIFIaHIZ 8,

Since the goal of product management is to set forth requirements for a successful

product—a product that is beloved by users and makes the company ragingly

successful—we need to improve our odds of being right about what customers want. We

need to be more than one data point.

HF 7 SR tE N — TR iate i BR—— TR EE, H L TF
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EXHI IR aa——EN I Bt S H | IXT & B K IEFFHIBTRIATEE L, Zel| BT 1L —

T

We need to go out and get to know our customers, in both an anecdotal way and a data

driven way.

BHNIFEELZE, U—FBEH D DI EIR U2 T REE AT,

I'd therefore suggest the following simple steps that you can practice on your friends and

in the privacy of your own home:

BUt, ZEZEXIATEERILR, REILUE IR S ORI ESS

Go have a meal with your most important customers, and with at least a few customers

no one has ever heard of Why? Food makes people happy and loquacious. Come

prepared with a set of five crucial questions, but make sure the first question is always

simply, "How's it going, and what sucks?”

FTREZBHIE—HEIER, HAZLEE/LTRATHEANRE, F91 A RN R

FIEE, EEL—HA T XRTE, (BEFHRE 1 EECETEL. RUILEAN, Bt

29,5 T

As soon as you're done listening, go find somewhere quiet and write down as much of

what they said as you can remember. Taking notes during the chat can disrupt the flow

of conversation, so if you are planning to take notes do so respectfully and sparingly, if

at all.

—EE T, BEFT KIS, B FEGCERINE, YR EFIE TR

BRI, AR TEM RIS, AAEEEFNER, WREHI,
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Don't be swayed excessively by passion, noise, or drama on the part of the customer;
the loudest yelling or biggest spending customers are often not the most representative
of the wider base. Also be sure you chat with at least a few customers who've abandoned
your product or chosen competitors over you.
TEREHIAIIE. RE SR NI D2, RITRH YIRS RA R H R &
OB ZE B, (BBPHRINE L R — L E A TR~ in B & 5 E T 58 FXT
FHIEF X,
After you've chatted with a lot of folks, and possibly even issued a more formal survey,
honestly and rigorously look at the data. Are there trends? What's the pattern behind the
comments? What's the root problem to which customers are seeking solution? Remember,
it's not about your opinions or their opinions—it's about deep underlying needs. As Ben
Horowitz said when | was at Netscape, “Good product managers listen to customers [and]
they probe deeper into the underlying problems”
EUHREAYXZ 5, tBRETEER T T ELETLATEE, BT, R EEX L
5, BEBIBIFEEEHNETUETA ? B FRBERTTEINREIEELEA ? iIclE, X7
EIHIZ NI, TR AATER, LENE SRR PI=ATATIA, “TLFHAT
B ETTE RIS, MI=E RN\ E TR,
In short—you are not the customer, but you are the distilled collective voice of all of the
customers. To paraphrase Stan Lee of Marvel fame (that's comics, not semiconductors):
you have a lot of power and a lot of responsibility—act accordingly.
BMEZ, OTEME, (ENEfBEREIEREE, BH SR THHEE (XE2HE,
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TEFLEL) BI—EiF: rERERIIIREZF—REIME,
Now, go champion something great.

HiE, ZFEE—LHEARIFTGE,

R0 13: 90-360-3

Early in my career as a product manager, | was asked in an interview, "How long will it
take you to make an impact?” | was caught “off script” and don't feel | adequately
answered the question. It definitely resonated with me to reflect on and to develop a
response.  What has come out of that question is a rule that | sum up as: 90-360-3.
R BRI aa SRR, Botr— KR PRI 1B 2 (AT T Be L5
BT FET ", Bt R BB OIEX 1O, EREL5 e THHIFIS, REHAR
EL—FpElf, MXTNEERFIZEIRE— TR, FEESER: 90-36-3,

The 90-360-3 framework is designed to gain critical insights, visibility, and measurable
objectives.

90-360-3 HEZRiR 1T BHIER IS AERIEEL . BRI &Ik

This rule can be used whether it is your first day or your tenth year on the job. The rule
breaks down simply: over ninety days, take a 360-degree view of your company, and
develop three top-line measurable objectives.

BSHRN T LA BEA TR T A, EEF L, XSHRREE. £ 90 XA, XIHTHIA
T 360 BHIWES, HATLL =1 0&EEkn.

A "first one-hundred days” is pretty much accepted as a good checkpoint for measuring
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one’s effectiveness and overall trajectory.  Typical business cycles and critical milestones

run quarter to quarter; so, | find the ninety-day rule a good fit. Ninety days is a good

rule of thumb, but the timing can be modified to fit other cycles more in tune with your

company's specific rhythms, e.g., weekly, monthly, or even semi-annually. | don't

recommend using this process beyond six months, since the intent is to develop a

behavior that is agile, perceptive, and effective. Also, too short of a period can result in

knee-jerk responses and unnecessary churn. Find a rhythm that is effective and

sustainable, and make this a habit.

RAHT—EX L F NG E— 1 NIRRT B . BB /EIR

FIXRB BRI 0. —BT5.Z—, AT, Beiits 90 ZXEIHMRES. 90 XTE—T1R

HFHIERGZTY, (EEATIE BT LA BRAE LA EE VRS R AAYETE, MTTSOLTHHEE T

SIEZH, P, &, BH, BEFE, HTEXEEXTIEET 6 15, BVEHE

HIEF R —FHEE. BOHFIBRIEN TN, IS, AT ATEESE FERAIRMFIT L E

HIEAL. BB EA TIPS, HEZE %,

Central to the role of product manager is assuming the mantle as ‘general manager” for

all aspects of your product.

T an 2 BRI AR T inH 5 1 o BT RAEEE (S S HIF E,

Great product managers are always known to be the one person for any question about

the product.

B im R A PN a1 1IAE TN »

Your product is not just about the final instance you deliver to a customer. It embodies
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all of the decisions, actions, support, etc., that bring it to fruition. The process does not
follow a narrow path that begins at the whiteboard and ends at the warehouse. Your
role is to ensure a "holistic” product that is beyond the final article a customer holds. It
embodies all the efforts of the project such as: research, feature trade-offs, BOM targets,
margin contribution, distribution, support, positioning, packaging, etc. In the end, your
efforts will translate to customers buying your product, becoming a repeat customer, and
being an advocate for your product.
BRI im AR BN VL E FHIRET K, ERT THIBHIRE. 1750, ZHFE, FHE
LTI, XTI BB IR TG B2 R FIE L, B EEHR—T
BN B am, T EE B L& R IRE . ERT T IMEAITEE T, 2. &F
F. HHIFKE. BOM (FLEE) Btn FIEZR. 2. 2+ Elr. BEF &, &
BIE R E 0 E IR~ am, HEIEILE, FE07amf TS,
A holistic product can only be accomplished by building up a ritual to reach out to every
group within your company. Navigating the various stages of building a product (e.g.,
ideation, concept testing, business analysis, requirements, development, etc.) there arise
discrete times where the input of certain groups over others becomes more critical.
However, it is always important to develop 360 degrees of presence, or to perform a
walkabout across all groups in your company, even when you are not soliciting specific
groups advice or input.  Why? At a minimum, it is to
— BRI~ an R T 7 — P R AT A DI T — 1 B . I~ am
HIE TG (I, 1. KBS, BUDHT. TR FAREE) F, LHIT—LERH
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A7/, BREFHEAHIFINZEENERE, KT, 774 360 BAIZS, BLEMEATHIHE

B FHT—KZ2E, RIERBIERERIIEREX SN, X EREEL], 291 A0E7

2, B2

provide visibility into your product,

IR aate AT 1t

gain any additional or incidental insights from other points of view, and

M BB ERASETS ISR, LUK

connect other company members to add as champions for your product.

FIRMA TR RERE, FHINE PRl IAE R

Finally, develop a manageable list of at least three key objectives to drive your activities

for the next ninety days.

e, FE—TITEERIEE, SILEL=1XKEEGkr, LUIEHERE THAI 90 ZPHEZITHI

p=7/A

These activities should be: attainable, measurable, and impactful.

BLGEiZE. LI, FEEH. LURERAEIIE,

When it comes to lists, we can all easily become consumed with creating overwhelming

lists. Keep things sane. Break things down to approachable tasks that will increase your

overall success. Also, compact and focused lists are easier to articulate to management

and key stakeholders.

—EEPIE, BIREZHASROEEFEHIPIFIE R, RAAEE, IBFEoEHEE

FIFHES, XIENWTEIRERT), LSS, 8 E IR E B o) S S AR e H
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KE I,

In the end, to make it more flexible for your needs, the 90-360-3 rule can be rephrased
as:

&g, NTREERTHRELATEFE, 90-360-3 MR aTLARERZ=AT.

Design a rhythmic timescale right for you and your company.
IIRUTHIN TR — 1B DA,

Build regular and ongoing connections with all the groups in your company.

SN BRI E BN B BEAERTFZHIHE.

Develop a measurable and attainable set of objectives.

HE—EDTEER). FTEIHIE

With this simple rule you will be able to create great holistic products for your company
and customers.

B TIXTETERIHRY, 1T A I L RIS - BIE B A A A~ .

& 14 Creativity Opens Up More Possibilities: Gli&4FF
[EEZAEE

Although apparently at odds with the relatively linear process that product managers
follow to manage their products at different stages of the product cycle, creativity is an
important aspect of the job. Simple creativity techniques can be used to deal with
problems on a day-to-day operational level. They can be applied when trying to solve

more complex business issues such as understanding the needs of your target market
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and how you can address their unmet needs, and ultimately increase market share for

your product.

REFHELE, i r B~ it /I REBEFH, ST FEIE

BFIKEY, 1B/ 0E L FRI— 1 EZ L. BRI IR IR EH =R F=E

B, idEREREEZHIE I EERRT, ENTaTLAENSE, LT REE R aHIEE, LU

RAUNIBEREN IR BENTFE, URREE N~ mH I 555k

As product managers, we all have tough expectations to meet to make the products we

manage be the most competitive in the market and to deliver the highest possible usage

rates and revenue growth; and we have to do all this with limited resources and tight

timelines.  Allowing yourself to tap into your creative instincts can give you the edge to

help you successfully deliver on your goals.

TER/inEtE, ZE B EAME, Bl ISR~ aa/k it 7 L REEF A9 ™A,

F e/ A RS HIE T RN IS FE | MR B PREY 2 R EE I ] ST X —

7, iLECHIFOHICHEREETTLILL BN, ATt LI I,

One of my favorite tools for problem solving as both a designer and product manager is

mind mapping.

BRI A R inEEE, EoRENHIBERIERI T B —Hl R4 SE,

Start off with a blank sheet of paper and summarize part of the problem you are trying

to solve in just one word.  This is your starting point for developing multiple associations

with the keyword. This simple act of distilling the problem into just one word not only

enables you to focus on just one aspect at a time, but also forces you to break down the
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key drivers of the problem.
M—KTERIRFHE, F—1NaS a8 — TR ERE R0 R, KETARFIRE
PKBRAGEE R, T EH T A G — 11, TKEELLT— AR EZEF— 15,
VoA e gy S - o A
With each keyword or concept that you start mind mapping, develop as many branches
and sub-branches of keywords associated with the original keyword as possible. This
stage of the mind mapping aids the process of fundamentally shifting the way you view
the issue at hand. You'll be surprised with the number of concepts you can come up
with in a very short amount of time if you let your mind explore all the possibilities that
may be totally unrelated to the broader issue that you are trying to solve. Associations
on the various branches can be metaphorical. The metaphorical associations are often
the source of inspiration for fresh approaches.
JHEF KR FE LS TS THIBLEEE, [RAFEE RS FIE AR F XIS FHID
SXHFL%, BESERIX—HE, BETFMIRE LB EF BT, JERITLLTHT
A ZAREHT B B RS 178 BRERATE 2RI XTI, D IRF T 1EEAERAZ
HIRTEIRFE LTS HIEE, T R BT L 1. Bl A B D%
When trying to approach more complex problems, mind map as many aspects of the
problem as required and select the keywords on the sub-branches that are conceptually
strong enough for you to investigate further. The further the sub-branch concepts are
from the original keyword, the better.
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AL EEE LTS, 1R e ARG 2 Bl i Z T 1B, FFE T FUHSE
XRF, XEFLZHMS LEBEA, ELUILEH 57, F5 IR SFKE TG
XEF, BT
An alternative to developing new concepts and solutions may be studying parallel
universes that are completely unrelated to the product you manage, or even your
industry sector. It may be an area of expertise you have in other aspects of your life or an
established body of knowledge that you can tap into further through research.
FFR TS FIBERT 5155 — PRI E T B s S B dac £ XA F 7, &
EEHHRAHTIXIE, EaFEENE ZHIRMTEIRIEWHTR, & 1L I
—ZERA THEATAHTRIAZR,
| recently referred to parallel universes when I was developing new market opportunities.
| tapped into my role as a mother, considering the unmet needs of parents when it comes
to child development, as well as my knowledge of the abundance of educational products
that are available to Japanese children that are not available in my local market. The result
of this exercise is the initiation of a dialogue with a potential new business partner.
BRVT, SBAFFRFTHITGYISAT, BeteZ) T TF &, P EiEE C =5k — 1 551 E,
BIREIREHTE ) BRI BT B G BE, R L, ZHIFEHIHET nhI%]
IREBH, 1BEXITFHIZFAE R X— I ZHIERE/ET T SE HERIRTA U F
HIXT i,
The technique described above can be used individually or collaboratively for problem
solving.
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LEFHARAIERAR AL EIRE TS FFRER TR,

It's a great way to guide teams to explore all possibilities, without people feeling ridiculed
by thinking “outside the square” It enables people to build on each other’s ideas
constructively, coming up with multiple solutions that you may not have been able to
come up with so easily on your own.

BTSN AR TT%, IRBASE T 8 THREN %%, "EREA
TBEZIR B T IRILHIE %, TELE TR, TIXLHE R R AREN H O %
SHEHT

Like anything, creativity is developed through practice. Continually practicing methods
such as mind mapping and researching parallel universes when trying to come up with
original ways of approaching a problem will open up many untapped possibilities. It is
an efficient way of discovering alternative approaches and fresh marketing messaging, as
well as delivering unique solutions during the problem solving process—all critical aspects
of the product manager’s role.

GIFTFEE—1E, BIEEET LKL, il e R e ZH T, THi
BB S FTF B0 24 ST AT R AT BE N, XA —FERK
7%, AR BB ZRITHIEEEE, I ERER e e HE RIS H IR 5 —

— X IR BRI B XA T E.

J&I 15: Get Your Hands Dirty: E3EA

You must be willing to get your hands dirty if you want to be a great product manager.
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MRIIIEH S —E N FAY aniEEE, RIS~ E50F o
I'm still amazed at the number of product mangers that seem to have little or no interest
in actually using the product or service they're developing. Some seem just as happy to
go through the motions of the job with little or no passion and zero personal insights
into what they're marketing. For some product managers, it's just a job it seems. And they
could care less whether they're making a new salad dressing or developing the next killer
phone. You see, there's nothing wrong being the product manager for a new salad
dressing, but you better be taking home test batches and trying it on yourself before you
test it on the public. Do you use your products every day? Do you contribute to bug
count? Have you ever broken a hardware prototype? If you're not, you're not doing your
job.
FNTHXT X IR an 2B BRI ERE LT, oI PRI B FAEBHN JIEEFT R 0a
BUIRFE ARG, BN U FORA L FFEG T T, XIECHIEHE LE I FREFE,
OREIHIT A IRE, X F—LG= a5, XU FRE—HLIF. TIEMIIBFXCE
CELEA—FIFTHILIE, TEEAR TR FRF 7, (F9— L&A~ aa
ZEEREIAE, (BRI BEREHEN, HIGE CELREFIiLL, EFTEHET
B mh3 215TXT bug E B NG ) B EF T — TR S IR, 1R BN
FFHTHILALE,
Just how do you expect to be credible with engineering, your manager, or even your
peers if you're not passionate about what you're building? Being passionate means
actually having an opinion and insights that can only be gained from actually hacking,
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cracking, and beating on the very thing you're trying to develop.

MRITXITIEFERIERIFITTRESE, 1EABATEHELFEID. 1HIEEE. BEEIHITE

EIBIZHZ AT IS8 7B G S R B 1 BB H CHIMFIRE, TX Lo fU R BEM 7

BRI PTFESS,

With few exceptions (I have friends that develop surgical robots, for example), you must

find a way to install the pre-alpha software, to test the earliest version of your new cloud

service, or to break the latest prototype that engineering has. This is not optional. It's a

big (and important) part of your job to get inside your customer’s head. Don't just talk

about the “voice of the customer” Be the customer.

b TN GIY, BB —LFFRFAVNSALIBK), TR —FZREH pre-

alpha %, I tAIRmHI= RS HIR-EIRAE, BEFTIRTIE LAIRATRE, X REEE,

TREE RIS LN L — 1T EZESD . TERGE EFHFEE . BME . ~

Yes, yes, it's a “survey of one," but it's absolutely necessary to being conversant and being

able to more passionately (there’s that word again) support your business proposition.

EH, EHI, BB —TINANEE", (BEECEXTELEL, XITFREHIGEEEHEHIZIF

1HIB ALK,

I've found that people who can practice theoretical product management are a dime a

dozen.

FRIGESEEGEEIC T EFEHIANL Z KL,

Those who shine are the ones who have that “aha” moment getting too caught up in

their own work, the product managers who clearly understand the limitations of their
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product and who discover the hidden elegance that only comes of time and repetition.
FPLELIZERZRINCHLE, BLEHLHEECHI L FFT &L T aha fIZIEIN, EFFL
BRI TRES Can/SIRIEA ™ an e, EHFLR IR FIEE FILIEHIN .
When | first came to Silicon Valley, | worked for Apple. Even back in the day, the
competition for jobs there was fierce. | had flown out from the East Coast where | worked
for a large mainframe company. In my briefcase was a nicely printed copy of my resume
and a floppy disk. | had written a program using Apple's recently announced
programming tool, HyperCard, to show off my skills with the Mac as well as how we
should "eat our own dog food” when it came to gathering customer requirements.
LR —AFEWEBHT, B ERAGTLLF, BT, APERIR A SRR, M
FBFIIH, E—FRAELYLELIE, BHIAK BB TSR HT—5KEE,
B EERVT AR IR LA HyperCard 55 7T—1E/%, FFREREE Mac _FHZEE,
AR S B KT Z A I 220 IS5,
In every interview there, | brought out the disk and offered to showcase my talents. Would
you believe that not a single person in the department had HyperCard installed on their
Mac or enough RAM to run the program? | got the job (partially because of that disk |
believe), but the sad fact | discovered was that the disk could have been blank. No one
was actually using the technology they had just announced and were continuing to
develop and promote. We changed that when | came onboard. Everyone got equipment
to take home, have on their desks and even share with friends and family when it made
sense.
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HHEAFEFNFRT T, BAE LAl T 1THEeal JERE— T AE Mac £

FT HyperCard, Bt&BEBHIRFRISTTIE/FIE 7B (58] TiXto L FE0 RREF IS
TMEE), (BRI TEAIFLE, HEIFEETHA. Shrt, REAEFMIIA
WIETHIFRR, HBELITTRFNE o LAGIEEANINE T, ETASBEFEEINRE, E]

HIRF L, BESHRUIEALDTES, ERZEESEXT,

=N 16: Get Out of the Office: BRHIAE

It is our natural tendency to overestimate the importance that our product holds within
the lives of our customers. Spend some time to see firsthand where your product fits into
the holistic picture of a customer’s life.

1 T EN IRt BN &R L F TR EHIERE, XEEN a2 695, E2EhT
(I EE R i BT e &L AR B (B [H,

The Whole Picture

B iEE

A good product manager can access loads of data. You can review market research
demographics, sales numbers, and product specs to name a few, and all of these are
valuable. But remember, the product, company, processes, and ultimate purpose of your
job all exist to sell customers products they want to buy. That perspective puts customers
in charge and there is no better way to learn about customers than by observing their
behavior in their own natural environment. Focus groups, interviews, and surveys are

valuable, but they only offer part of the picture. You need to go to where the customers
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are, and that involves getting out of your cubicle or office.
— PN AR RGBSR, 17T LUEI— FiFiaEAIN 4513, HEH
PR aailng, XLEEEBNIERY. 1EEICE, I LFFE ™ an. AE. AEERIRZEAE
B T & e G ST dr. X BEE T & AIEEL T, RELLEMIIE
CHIE A B AT 79 B TREE BT T . e, Vs fIEEarEE i1
1BRY, 1EIRER T ES, B EXEEHrtAt)s, X REEL E EEst
DA,
The Customer as a Source of Insight
BB IR
In generations past, organizations held a “producer’s view of the world,” where customers
and the marketplace were viewed as part of the system outside the business, a destination
that products and services were sent outward to. Many times, organizations created
products first and then looked for customers afterward, dictating what the customer
would have to accept. Now, due to increased competition, the customer is gaining their
rightful place in the process. The customer is viewed as a valuable source of innovation
to draw from. This more enlightened view of the value of the customer, and the need for
exchanges with them, has transformed the way consumer behavior is studied, analyzed
and acted upon.
XA, BEHGE—1 "L EZAIEFY, EXTHEE, EF ok EEELS
ZIMIRGHI—ES, antliRERARIEE L, RENTE, HREHEE  m, AT
HEF, WEEFCRERTA, B, ATFRFNE, EFEX—1IEFRE T BRI
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1z, BB —1 BONMERIEIFRR. XAXIEF I EEHTIHIEZE, URSHTIRTE

THIFE, CEXZE T HEHET . DR T505 2.
Outdated is the practice of simply describing the customers’ purchase decision such as
who buys what, where, and what factors influence the decision. Most product managers
and marketers now recognize that statistical analysis of survey data related to consumer
demographics makes their customer a number on a spreadsheet, or a point on a graph,
and leaves them far short of enough valuable data. Now, firms are interested in "gaining
a holistic understanding of consumers’ lives in context, and finding out what this may
teach them about new opportunities to create or improve products, or how to make new
sales!
BAIATHIBZ RE S E AR E I STRE, [EUTEIGT, EPE, LIRS ABEZEENT
RE, AZHin B RIS N JHEEONIRE, S5 &R T S ERIZTT
T, EHIRIE B F#RE L E—THF, BEEEFE LEr—T1m, AR T
REEBEHIEUNEREHE, T, LSEORE T L F XX LI S5 —T EE
HITHE, FHEEHXATEER N TENE B2 aal b=, BN TA TR S,
It is important to recognize that a market is a grouping of people who share some similar
human behaviors such as particular buying or usage patterns. Assessing or defining the
market requires an understanding of human behavior. Markets do not buy products,
people do; businesses do not buy products, people (several, or a group, but always
people) do. Go beyond “personas,” which are fictional characters, and connect with
"persons” who are living, breathing customers.
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EBIEENRE, HIE N, MIoZE—L2EMWAINRNTY, HEAHFEANGL o EE

&zl IFEBEN TTFE THEANLI TS, HFIGL~m, AL TG 05E, A

17 (JITA, B—18H, (BEEN) =X, BE BE’, XEEIHINY, FIFLESLY,

IFREHIE B F T,

So how do you do that?

BUL, 1RHTZAE?

Grab Your Keys and Head for the Door

EEengeeet, £2) 70

There is no other way than to simply go spend time with customers. If you sell to

consumers, go where people shop or where they "hang out” Watch, listen, and look for

patterns. What are their topics of conversation, what are they seeing from their

perspective, how are they behaving, how long does it take them to select a product?

I TIEEMSEFREADEZ ), REGIHIT %, WREERIGEHEE, A, HtZ

HERY, HELHE L, & U, FEEL. IR EEE A, M AIRIE

BV TR A, MR T2, MOl IEEIE—F a2 (AT

If you sell to businesses, volunteer to go on customer visits or sales calls and be an astute

listener and observer. What is hanging on the wall of your customer’s office? What key

words does your customer repeat? How is the office arranged?

HERGHERIFEAEIE L, HPA BIEZFFE oA —1 15, M— 1 SR & 7 IEs

B HUEDAELE FHIETA? THIEF BT AXE T DAEEUNTLHHEI?

These observations can yield insights into the purchase decision process, the “ranking” of
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important issues, and even what your product symbolizes for your customer. Incredibly
valuable information not revealed in the charts, graphs and spreadsheets sitting on your
desk back in the office.

BN OT LY TR EE ST RET e, EEEE I AFS ", BRI aa I FIa9E 1t FE
fA. SAGUEGHIBEIERNES, EODALELRIZRS. EEMEFEEFEN=E T

JRI 17: You Do Not Own Your Product: {RFAHEEREY
[T

The difference between leading your product team and owning every aspect of every
detail in your product is your level of sanity.

SRR IR E T aa FE 1 DR — 10 BRI X B T 1R EFEE.,

As product managers, we're encouraged to act as CEOs for our products.
1B m S, Bl Tt Z 2 = amhd CEO,

What does that really mean? Many of us believe that it means we should be making all
the decisions about our products.

KEEEATAFE? BNIFRIFEAUY, KERER L ZXTIE AN I~ aa il LT B IR
=,

After all, how can you be responsible for its success if you don't have this authority? But

watch your CEO carefully. If the CEO in your company is making all the decisions, then:

55, HRIFREX TG, FEARXT CHIIIRTZIE? 15EFHMELHI CEO,
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HIR1FL TR CEO [EHEMPTBRIRE, HFA -
You're not making product decisions anyway, the CEQ is; and
I RBE MmN IR, TE CEO I, LUK
this is not a very scalable company.
BB BEY REHIAT,
I've seen product managers who want to make all the decisions—and I've been one.
B R B R e ——T I B ER A —,
We drive ourselves crazy trying to be everywhere at once, wasting emotional energy
when decisions are made without us, and creating a huge bottleneck the rest of the time.
ZNITHITAEE N IE C=i—1, SR LB ARG, A EREIEREEE, e
FLELF FHIANEEFE—T E XA
Successful leaders at all levels know that collaborative decision making is more effective
than top-down mandates.
ETEXHIHTSEEHANE, WHERELLE LT FH)in S EEK.
Here are my top rules about facilitating product decisions:
L TR T ia R B RN -
Define the right criteria for the decision. This is the key to the product manager’s role in
decision making. Work with your team to make sure you understand what will influence
their decision and what data they need to see.
IREEN T, A rm i E B T R FE F 0 B BRI, STHIZIA S1F,
THLRIT THE A 155N JHIRE R BB EE (1 A R .
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Get all points of view on the table.
R BRIV AR R E L,
Even if the decision made doesn't favor a particular view, at least that input gets
acknowledged.
RIELHIRET BBRR—IFEM R, ELERAFEAH,
Think through the implications (strategic, financial, tactical/logistics) from each
perspective you've heard.
MOGHTHEIRGE— T DEREEE (M. 5. K/ ) FIEEHIFES.
In most decisions, some stakeholders will hold a larger or more critical stake than others.
Make sure you identify the key stakeholders to the team. Get them to provide data and
do your own research to provide any missing data.
FEAXZHRET, — LRt ERIFELLRMA EABEEEZEK, FRETETH
MBI BRI EAXE, LM HEREE, oM, HIER I TREHIE,
Present data and other facts to the team, in context of the strategy and financials.
RIS T, [ SR EFIR M EL,
Look to your key stakeholders to propose solutions and ask for the team’s support. You
can also propose your own solution.
[ITHIAARR et A FREREEE, FHEKEINAIZIF, tBalLUEL BB,
Map out a Plan B and help your team understand how you will determine if the
recommended approach is working (or not), and how you will transition to Plan B if
needed.
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BE—T1118) B, HAEERITNN TRECI NI EREZH T 2B (BLAK), AR

E BSNNTEE 1) B,
Ask for support. You'll likely find that even those who don't agree with the recommended
decision will go along with it. They've had a chance to provide input, they understand
which functional group has the most at stake, they've seen the supporting data, and they
know how the team will take corrective action if needed.
FK S IFEIFERR T, EIMEET LTS REHIN BT, M TE VIR,
1N THIETNREEALRHINELRA, MIEEEETFFHHE, HAMITHENIRTE, &
PAFHLTHTRER Y [EFETE.
NOTE: There may be times when your team turns to you to and asks you to make the
decision.
ZE. BRITHIGIASTKE), HEKRGIALRE,
When they ask, do it.
NIRRT, FZEA,
But still follow the process above so that you have good information as the basis for your
decision, and as much buy-in as possible.
1EETHEEE L BRI, XFHE THHIEEE91REREIER, HEESaTEEEHI
EZ,
What if a functional group needs to make a decision relating to your product and can't
bring it to you or the team? If they know your strategy, they'll be much more likely to
make the right decision.
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1BA— 1 EREERR BN ST aatGRATRE, (EEH R B L tIFITHIEIAANE, A ,

LEREANTIE? IR IFLE RIS, 1o I5EE S BTEEM L EFIHIRE,

Collaborative decision making is just plain smart. Why forgo the incredible amount of
experience and expertise on your cross-functional team? Leverage it and your product
will be well on its way to success. And your life will be a lot less crazy.
IMEREEIEZTER ., 1A BHF ISR EETIN PRI EEE R AT S W ATRIE? FIFE

B, MR EmmY, e T AT,
&M 18: Carve Out “Think” Time: ¥EEBEER} g

Product managers—carve out some “think” time in your busy day to be more productive
and to deliver better results.

T AR | —— 1L RAT— K P — & R HIRN = EERCE, H R EFIER,
Product managers are often overwhelmed by day-to-day operational and tactical
responsibilities. Urgent tasks such as reporting, solving urgent customer queries,
responding to the sales groups,and reviewing marketing collateral are constantly on the
product manager’s agenda. Product managers repeatedly say that they have little time
to focus on the important, more strategic activities that generate real value for the
business.

TR B R H SRR FRIGE R LTI, 1EIIRE. MR =& 8)0. N5 L]
MUR FEEEHHERSTS, e mmE AR, MmNk E%)E, I Eh

(5% F FHEER PV F R B IEG ERIEZH. ERAHEIATZ5),
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Whilst it's almost impossible to stop supporting the product at the operational level, it's

vital that product managers carve out “think” time in their working week or month.

EAUREEE L ELLX 50 L e TR, 1B~ aaE B2 IR IR/ 5 I L FF

P — L BE e E X EE ),

Product Management Rule: So What Does “Think” Time Actually Mean?

P ETEN: BPA RE TR S RE 1A E?

"Think” time is essentially about taking a moment to consider the long-term prospects of

the product, explore new markets, discover untapped opportunities, learn about

alternative product solutions, and up-skill on product management techniques. It's

reflective, quiet time to step aside from the day-to-day machinations of supporting the

product.

BE AN L A E S aal B, RIS, RIAFFRAW=, THER

BIERA = aafER 5, LA RAEEin SRR 15, TG, LEAA0aTE, AL

MEZERAIZ 2 anlf IR FE L,

As a product management consultant working on a project for a cable television channel

in Australia, | noticed that producers and editors made an effort to carve out some free

time from their tight daily television production schedules. They used what they called

“think” time to dream of fresh story lines, explore new ways to promote existing television

content, and generally took time away from their desks to refresh their minds and to help

think creatively.

1EN—E A FIHTE B SE T (FR ™ mm EEERRE, o 2B ZE A A ImE 157
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M AN ISR H B BT Bl Fr i — Lo aTal, Mo IE e ImER /% H a5 2

FTHIN LS, FEEFTHI DDA HBEHIBYRNE, HEEE M ML R LT a5

FFANIFGEE, XEBTFIeEM R,

The Serious Side of "Think” Time

BEANE T —E]

The strategic role of the product manager is complex and requires quiet time to consider

and reflect on customer problems, the direction of the market, and the strategic path and

alignment of the product against the business strategy. Sitting at a desk responding to

operational problems or preparing that all important slide pack for senior management

leaves little time for product managers to consider or uncover innovative solutions to

these issues.

Fin BRI EEEFYY, L i IINERE ISR B E IR, a1, L

R/ i Sk S R IR — M, T BT ANRFIA TSSO, & e REER

(BEITBEENTINTS, LT aa R BN E S e R IR L )5 5%,

"Think” time is productive time. The benefits may not be immediate but are enormous.

The benefit of “think” time is evident across many industries and professions.

BE ANELE B LA, FL AT E I F R, (BAEEAHR), “BEE AL,

TEFFEE{TAV R  FEBR AT,

Stefan Sagmeister, a New York designer and TED 2009 speaker, closes his studio and takes

a sabbatical every seven years. The time out, he says, not only gives him the opportunity

to rejuvenate but enables him to develop innovative design solutions to common
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problems.
B B S EEAEE LI —ERIE, th&E 2009 4579 TED #iHE, SLtFEM=XHE
CHITIFEEZMIR, 195, XERANGTIRE TGS, 098=, T EEEE R a8
FF& BIFTHIR LT T
Ferran Adria an infamous Spanish chef opens his restaurant El Bulli seven months of the
year. The other five months he spends experimenting with new cooking techniques and
ingredients. As a result, El Bulli is one of the most successful restaurants, receiving two
million reservation requests per year.
O E IV E— (/S REHITTHETEE, T 7 1 5R9&ST-E Bull, HRFRAIAET
BE, thFHa=mF I AT B, £ Bull &/T 2R HIE/TE—, EFFKE
200 J5 G TiERK,
3M ensures that their engineers set aside 15 percent of their time to engage in any desired
activity in the workplace. Scotch Tape® and Post-it Notes® were created as a result of
this downtime.
3 M GERNIEI LREIBEE L] 15 AT TGN E TR B 35, R RIEF)
B FIX A TIE LY,
With a little "think” time, the product manager is ultimately a better product manager for
the company, the benefits of which manifest in profitable products that deliver greater
business value and a competitive advantage in the marketplace.
REE—R BE NG, B BR A IN T EIH aa e, BTG EE
FETERYaa, URETG LHREAIBIUNERIZFILE,
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Pencil In “Think” Time Now
BHEFICELTHE EE AT
Product managers must make a conscious effort to set aside some time in their work
schedule to allow for "think” time.
TR BB B BRI T (Frf £l B L — L2 545 R E 1),
As a start, pencil in a two-hour meeting every month for “think” time and, as this activity
becomes familiar, increase the frequency of “think” time to every week.
TEN—T1FHE, BT BT B GRS FHGICR 1R AN, ZXTZa) B T,
BEE EE AN E,
Spend “think” time reading an inspiring book, catching up on your favorite blogs,
sketching new product ideas, tinkering with new software, and talking to leaders outside
of the product management profession or to a leader working in a different industry. An
essential aspect of “think” time is to step away from direct product management tasks.
& BE BN —PREEACHIB, T RESHIEE, BT aal e %, It
Sraa BB TAUL Z I THEE K, BEETITAHTIIIE, EE AN — T EZ D EIE
T EEA ™ mn E RS,
More importantly, the product manager must commit to continue “think” time in busy
periods. This commitment eventually derives results that are similar to those of 3M's and
others.
FEBLNE, FanZlEL R E TN S BE aF, XFPETRES~ES 3
M FUR MR,
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Product managers remember that always “doing” may not necessarily generate profitable

results or lead down the desired path.

FREEIEDE, EEW, TR AR, T — RS EPHER,
& 20: Clarify Product Positioning: i&Mir-=GaEfiL

An essential starting point for solving many product management problems is a clear
positioning statement

BERIF T E P GIg T — 1 B AL K e — 1 EHIE (8

In every company there is a constant dialogue of ideas from sales, marketing, and
development on how to improve sales, handle changes in the market, and beat
competitors. Combine this situation with limited resources and you are forced to figure
out the best set of trade-offs. Most of the ideas will have some merit in isolation, so you
need a good filter through which to keep, modify, and discard ideas. The positioning
statement provides the first filter because it defines what you are and any idea either
needs to reinforce that identity or move you down a path defined by your vision.
Everything else is a distraction, or the basis for a new product.

HEF—KLEF, BEHEEE. LG EFITI BT FAIXTHE. TaEHE
FIFRAIEESHHFEERT 17, KX G- S BRI RSt B AHLIRIER, AL
REHITER, HZRIE, XZHETEZEENER, HAEB— AN ESF R, &
HFIEAG %, R T E— 1T, BNEEX THEMA, UREFITEFENZE

—H %, BRI A= G EE K I ERI T, BRttR—LIasE—rTiL,
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B EE— R kI i,
The positioning statement is what you say if someone with a minimal understanding of
your industry asks what your product is
TE AL E AT B E B — LN LARNTIR B HTEERE A T AL a1 A
If you had to answer in one sentence the positioning statement for McDonald’s, it would
be the "world’s largest fast food chain!” From those five words my listener knows that it is
a restaurant chain, but not high-end, the company is all about market reach, it is not a
specialty chain, it competes internationally, and it is number one in market share. At this
point, the listener has the big picture and everything else | say fills in details.
MR — iR O] E Z = HHIE(Z G, AFERE TR LRAAIREELNE, MX
TEHFE, BRI AANEXE—ZENE)T, 1ETEinl), NTERET T, ETE—
T EIFERIESE, EAEGLEE, EATHHHLIASEE . HTX—mL, ARG
T—1 B AIEE, FAIRMAEE S TH D,
Creating a positioning statement forces you to figure out what you are best at, where
you are in the hierarchy, and exactly what you are selling
BIE—INETFEFIEE TR LTRIERAY, TESREPANIE, LURGHHEEAIFTT
If you don't like your answer for any of those three elements then you have a good idea
where you need improvement. A good statement also helps you filter all the ideas that
need to be taken seriously and which should be rejected. This includes pricing,
promotions, target market, partnerships, feature sets, etc. Once you know where your
weakness is, then you know where to focus attention.
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HERIFTERE XX =1 BE PRI T —TMIHIEIE, AR BB A2 A B,

— NI AT LA ZE BN 10T I B o BN BN AR %, PN i AR B 28, X EFEN].
1B, Btritigg. SfERFE. 1HIEEEE, —B1HIETHISEEWE, BT ET
BEFTE,
It is likely you are already using this process intuitively, but doing it more explicitly will
help you defend your decisions, especially if you are rejecting an idea that sounds good
in general but does not feel right for your particular product. Chasing mediocre ideas is
always a drain on resources, but it is hard to reject them unless you have a better idea or
can show that they will not solve the real problem.
RETFEFEZEEEHHEIX T T, (EEETHHAX A FE BB TFIHE P 1HIRE,
TR EIURHEE— TR, (EEXTIEE aa/B i T AIFHIATE %, IEF-FEHIE %
BEZERELR, 1EERTFEEIFAIE R, &M ITAEREIER R, SRREE
2B
To write a good statement, start with the following questions:
EBS— IR, EAEEIE LTI
Where do you provide value?
THEREIT EERIE 7
What are you the best at in the industry?
TR T A 7
What exactly do you sell?
ERAEESTA ?
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Now write the long version of the positioning statement, a couple paragraphs if necessary.
This gets the idea into writing and captures the important elements. Next, start refining
it to a few sentences and finally one sentence. The longer versions will be useful, so keep
them. The exercise will generally force you to think about your vision, your limitations,
the market, and your competitors. If sales are lackluster, there is a good chance you are
in a weak market or your rank in a good market is too low to thrive. Your goal is to
position yourself as number one in some market segment, a position of strength from
which you can grow.

HtE, 5— FEFBRIKIRE, HRECERE, =6/ 1K. XX 1T EZZTSF
FIHHERIEBRITTE, BETH, FHEFEESR/ L1 D7, fReE—1 G+ BERAMREE
B, FABRE EN], X1 SIEEERGEEE TS, HILSE, g, f#r
HIENTF, WIREEMLE, 171RETEE— 1L HITT, AT —T I LA
EFRM, MLEERER, 11HIEEEE a1 A AIE —, L EXT

BIIHVEN LRI,

& 21: Define and Align Your Roles and Responsibilities:
E MR EFEREHZ TR

As there are many perspectives on the product management role, make sure your
definition is aligned with that of your new management team.
HFXI i S P BB REE %, 1B REAIEX SRR &I HIENE—EH

One of the great challenges of taking on a new product management role at a company

http://www.chinapm.com.cn
UCPM £RAEH =, REFA], HMEIMEFER!
~78 ~




W UEPM

hEF IR

is the many definitions and perspectives of what product management is and what the
roles are called. And it doesn't help that the job description used for the role was probably
cut and pasted from somewhere without much thought as to what was really required.
Based upon my experience of taking on new product management roles, one important
lesson that | learned is to make sure that your understanding of the role and your
management’s understanding of the role are well aligned. Any significant misalignment
will result in significant frustration and dissatisfaction.
LSBT — 137100 B BRI E X B E ~an EZEE T A FIHB BRI AATEX
R AEZ A, XTFaX 1B ERIBRTA R ATEEE MR I BT IR, TR EZIE
1A BEIEFZEH ), HRIERE LN an S H ERER, ZFFINIEE—IRE, HREXTH
ERIFERERIEHIETEN XI5 ERIFERE —E. (THIEA L =a =SB
VI TR
To illustrate with one example, | joined a small technology company as the first product
manager ever.
ETOIF, BN T —SNBRITLE, BIE—T MR,
| saw this as a great opportunity to establish and grow the role within the organization.
During an early meeting with the CEQ, | talked about scheduling some customer visits
and his response was, “if you want to learn what our customers need, just ask me.” In his
mind, my only job was to write product requirements and there was no need for me to
speak with customers, because he already knew it. As | continued to define and grow the
product management role, | butted heads far too often with the CEQ, and this
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opportunity turned into a very painful experience. Now this is probably an extreme case
of role misalignment, but any major misalignment between you and your management
team will most likely turn into a negative experience.
A E— - HARFPETHIREEENYIS, S CEO fIZHET, Bk TL
AF—EEFSHIATE, HIEIEE. URGIE TRER IIE S FE A, AaldZE, ~
HEMER, FIE—HILFRES a K, T e REXE, BAIMEEAET, E#
BEEEN IR in SR ENTIFEF, #5 CEO XTI FHE, X T HI=ZmT—
FrIEEEERIED. XABLE— 1 Rl IE EE UHIBIF, (EEFIHIHIELEZIA Z/IEHNE
TTEA = 2P R AT BRI,
So what can you do to avoid this situation?
FPA, 1IEEHEES AKX I 7
As you start interviewing for a new role, enter with a strong definition of what you expect
the role to be and discuss this with the interviewing team. If you're not sure how to do
this, start with the foundation you learned in your product management training. Pull out
that framework that you have tucked away, build your definition of the role based upon
that framework, and then augment that with your past experience of what worked and
didn't work. From this exercise, you should have a pretty good definition of the product
management role. Discuss this with everyone you interview with, especially the hiring
manager, product management peers and cross-functional peers (engineering,
marketing, sales, etc.). This will accomplish two things for you. It will ensure that your
vision of the role matches the vision of your management and colleagues. If it doesn't
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align, this opens up a good opportunity for a healthy discussion that will help you find a
middle ground that meets everyone's expectations. This discussion will also underscore
your depth of knowledge and experience in the product management role and help set
you apart.
SO FHLERR— 1T HEERT, BXTHTHIEHIEEE— 1 HEIHEX, HSENLZIITE
Bk, HRIFTHIEZEAM, HM O m SIS P BB TG, 71—
EBTE—IAIREZE LR, IRIEX TMEFCE U XTBERIENX, BT ECEREIE
BAIRBEMEIFY X, WXL, B2 in EEE B EE— 1 RAFATEN,, SHEIE
BIEF— N ITIEXTEER, 135 EEREE. ~mEEFdE s REERIaE (LI,
EHANR, HEFE), XIEITTHERHE. ErRFRGIX 1 B EIEESHIEES
FTEREEAETON, HIRET—E, X — T BEINTIEIER—T RIFANI=, EFFH
BIGECE) — 11 N FIERIFIEHE T X1 T I R VT im & & 7 [EIHIA
IRFIESE, HEHBGPEXSTR,
If you only discover this misalignment once you get into the new role, the first step |
recommend is to do what | described above.
R EEHANTBE/GIRIPX M, HAEEIKAIE LB LB,
Build your definition of the product management role based upon your training and
experience and then start discussing it with the management team. You should discover
either that they don't have a full understanding of the role or that you have differing
definitions of the role. From my experience, most often the case is that they don't have a
full understanding of the product management role, and this is your opportunity to
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educate them on what you should be doing and why you should be doing it. Build a plan
on how you'll implement your vision of the role and then execute on it, keeping clear and
open communications with management during the full process.

RIEGHISVIFIER, BN~ m R EAIEX, A7 SEEEINITE, TR
BAMNIXTX T B ERE T EHIEEE, BAXIX T BEETITIEN, RIERHIER, &
ELORIEITSE, M~ im B B R BT EHI THE, KEHIBN=, LT TRz
A, LRI ATIZXE S, B—T1 i, SIS axix 1 BeEs, #
ERTE, HETIEFSEEEERIS SHHIATTH A,

If all of this fails, | highly recommend you start looking for another opportunity, as the
current situation can only set you back in your career progression.
HIRTEXLEFEIN T, Zoir B X TG T s — 1=, BB EIRIER RS TR

Vg FE[IEE,

BN 22: Write It Down: {EBEE T~k

Nothing is worse than a product manager who keeps everything in their head and shares
nothing materially with others.

REMT AL —1 TS RIE BRI F LTI B FE, TITFITIN G E T EE R
e

Your job is to document, document, document, and then go back and clarify, clarify, clarify.
Your PRDs (product requirements documents) and MRDs (market requirements

documents) should be the go-to information sources for everyone working on the
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product or supporting the product in some way. You need to educate, persuade, coach,
and manage internal and external perceptions, assumptions, and people. To do this, have
every pertinent piece of information documented. You can measure your success by the
frequency people quote or refer to your documents. Give it to them—they need it.
THILIEEX T, X, X6, ZIGEIZHERE, B, BERE, B9 PRDs (FummkXiE)
# MRDs (5K K1) Mz EHrE 97 mm L FEULA R 2 X 17 I BB RS SR,
I EHE. 1R I5SHIEEENERBIEHIIE. BRI, BHEX—~, EoRArE
1EXANEE s FTLLEITAN TS S Z R IRE R E AR, EEE M T—
IFZEE,

To be the product leader—which a good product manager is—you need a record.
Without it, others will try to mold the product into their view, which may not align well
with what the market needs and the opportunity you're chasing.

B aa S E——— TS —FE—1IoR, WRREE, B

LA IR 2™ rm, X AR S s KA IEEFAT =T K —,

Here are a few steps to creating a written record for your product:

XEE/ L1 EF LI mm B —1 BECR.

Determine who your audiences are and what they need to learn from the document(s).

FEHINTAE L, LARMITFEMET (5) FEIFA.

Determine in what time frame these audiences need to be served. For example, maybe

engineering is the most urgent audience. If so, then it may be best to begin with the PRD

sections for engineering and then move onto other areas of the PRD or the MRD.
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HEX LRI AN FBWRIRS. IR, (BiF IEIERETIINTAR, R,

HBA REFMETXTTRENBHY PRD BELFHE, #6572 PRD B MRD IR MIX 1,
Invite reviews and inputs. You are most successful when others feel ownership and
accomplishment for your document. You want and need to be recognized as being the
primary contributor, not the scribe. However, allowing others to contribute creates a
community of ownership and belief; and that can serve the process very well later when
tough decisions and prioritizations need to be made.
BOETFEFIGIN . ZEIATIHI X E Y B AT EFIE RN, (R TIE, 178HE
FERUNELBHIRIE, TTELER, 2, BRIFMAMLTH, SZEE—1TE
BrERFIEIIRTRL (X, S B L ARE R R EFIN SCR AT, X IR HEE B XTI’
AR,
Post it where anyone in the company can get to it easily (assuming there’s no information
that requires a restricted distribution list). Many CEOs and VPs | know troll the
intranet/corporate network looking for “interesting” items to read. Wouldn't it be great if
your CEO commented to your VP that shed read the PRD or MRD? The fact that a CEO
takes the time to do that reflects well on you. It also provides visibility for upper
management, which is good. A lack of visibility usually raises doubt and uncertainty in
people’s minds.
B EMHELTEFIN ZFEEE T REEIRINTT (1R RIS S ET B — 1 IRAIRTEIZE)
FENIRRGIFZE CEO 7 VPs EBEEINSE) VML -3 BB 5 AT, AIR1IHI CEO
XHTHIENS ettt PRD 8¢ MRD, FBFEMREAIG? CEO FERTIEA MR, KRBT
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HIREFFED], BTN LEESTHER TN, IEEL. RETIMEESSREANIHTITEE
FITHEELE,

Revise and update as needed, and in a timely fashion. If a major area of the product was
put on hold, then update the document ASAP Don't let it get too out of date or the
credibility of the record goes down with the accuracy. This can be a slippery, fast slope
down, and then you find you're not the product manager anymore.
RIEFEIEIEFERT, FHRAIXZE, MR~ mh— 1 E B HHE, AHSRER XK,
TELLEXIAT, EICRIIIISRIEE LT M, XapgE—1TiER], REHKT
B, AR I T R aa S T

This doesn’t mean you have to be the lone author.

BHTERE 1T TN —HIFE.

Create a documentation team and coordinate the activities. When a good team is
brought together to author a PRD or MRD, the outcome can be astoundingly thorough,
clear, and complete. Set your sights high and tap the best and most appropriate talent
to participate.

BIZE— 1 X IGEIN AL X 155, S— 1IN R EFEE—#EHwS PRD B¢ MRD A7,
LZRALUESNFTHITE. EHHIcZh. 1EOHIIRFIS, BRI, REEAIN

FE5FHF,
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[RA 23: Make Sure You Have Clear Priorities: #8{R{REH
MRRYL ST !

We've all seen PRDs that list ten (or more) "high priority” product features. What are
feature lists like this really saying? They're really saying, “We weren't sure about our
priorities,” or, “Nobody made the tough calls about which features were really most
important”

FNTEBL SN 10 TNEHEZ) Bt sER T aatFiEHY prd, RXFAHFHIESZEZ 88 T 11
A ML LB, BT HEEEAN IR, B, REAXMPLIFHIEREZL
LRI RTE,

Why Are Clear Priorities Important?

BRI SER AN L EEEEY?

There are always more product ideas than there are resources to implement them. To
maximize a company’s business results and chances of success, it needs to have a clear
point of view about what's most important. When there are ten "high priority” features,
how does engineering know which one to start working on first? How does the rest of
the team know which one engineering is going to work on first?

EEBLEN] L, SEBEEZam b ST ER R 79T RAHL GTHIEEE R RFAIETIA]
=, EFENACREBHIE—1EMHNR. S5 10 1 EhER HT, TEIFT
HHTHLE N2 EF AT TR — T8 "I BIR A R AT TAHIE — 1 L P S B M BT TS ?
Different stakeholders can look at a list of ten high priority features and mistakenly expect

that their top item will get launched soon, especially when engineering only has the
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resources to work on one or two items at a time. In contrast, having clear priorities
ensures that everyone in the company is clear on what is going to get done in what order.
TIEIF BT ETAEE 1B 10 TESHTRIFIRIINZE, FHiE T IIEE
FEEIFRIRIERY, 15 LIRS E R T BRI 50T, 1L T, BRI
FER ATLUBIR LN T ERIEF TN BB LT T A B0 1 A
The lack of clear priorities is often a symptom of one or more problems:
REBFFHINSE RIS LI — T B Z 1 IEER -
The team doesn’t have a clear point of view about what is most important to its success
or to its customers.
BISITIFAF AXIN IR B & iR E AR — 1 I .
People on the team have clear opinions about what's most important but can’t agree.
EISEBRIN XTI A EREZHIETHEIZN, 1ETEERE—H,
Nobody is empowered to make tough product decisions.
REN IR LR R,
The team lacks the right processes or tools.
I RZ [EGRT et T A,
The first three problems are all rooted in the company culture, and that can be hard to
change, so I'll share advice on how product managers can improve on the final problem.
BI="T VD EZERE T IEIX M, TRREEE, FrAEBAGF D ZERX T aa BN R 2 ekl
Make a List
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H—10)z=
The first step is to create a prioritized feature list. Each feature should be listed as a
separate item on its own row. You should assign a priority level to each feature such as
"high,” "medium,” and “low” However, it's also important to individually rank-order the
features within each priority level. Within the "high” features, decide which one is #1,
which is #2, and so on. You can use shorthand labels like "H-1" "H-2, "M-1 "M-2," "L-1/
"L-2" Your list should always be sorted by that rank-order priority. If you're not
empowered to determine the rank-order priority yourself, then facilitate the process to
do so with the key stakeholders. Once you have a prioritized list, it makes your life a lot
easier when the time comes to make tough trade-offs. For example, the next time
someone comes to you with a new “top priority” idea, just whip out the list and ask them
to tell you which “lower priority” items can afford to get bumped.
B—HEEONBINTRINFALINZ, EFTIHIFEZ o EIEHITOIEE CHH T L, BRIiZ
ETFHIHEE— TS REREY, OIS . “F RN 2T, T BRI HEATE
BRI FEREZ, £75 1T, VEHTE*], B1E#2, FF EaZHEZEC
kg, 2. H-17H-2M-17 M2 L1 L2 RIS S B R S ERATS AN
. RIRESRE R H CREN TR, HPA AIAS KSR Fl it A &N TITFE,
— BB T 1 ESHEE, SFEHLIRTERERT, ELLTHIESERIRE, BIA,
FABATHE—T1HHI NIRRT BV ZHFTHITNE, (REBELEE, M IEF
B U SERBANT HIF PRI LA SR,
Share the List and Keep It Updated
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D FFHRIFERT
The prioritized feature list should be easily accessible by everyone so that the entire team
is on the same page. Just because the list has precise priorities doesn't mean it has to be
rigid; it should be updated real-time as new features come up and priorities change. A
"live” web-based list works much better than sending revised lists by email over and over.
Don't let your tracking tools get in the way, just keep it simple: Google spreadsheets or
wikis work great.
M SCRATIFAES W IZEEF TN BB LA BIIR, XTI BT LA/ — 1 TEL
T RIREEEEITHIRAINSMIFH TR E CE I BB H T F R L BRI S
REGHZE, Bz Esr, BFMERT T I LB T B A —iE X — i R
LIRIGIFEEIF T, TELUGHIREE TEGFIHITIF, RERIFETERI B EFERS
B wiki FEELFFB,
"Be Water, My Friend”
"GK—HFIE, FHIHLR
A team with rank-ordered priorities in place can react more quickly when changes arise.
The best product teams are crystal clear about their priorities at every point in time and
are adept at quickly changing their priorities when they need to. So when it comes to
product priorities, as Bruce Lee said, “Be water, my friend”: clear and agile.
— P EFXNIF I SERETTIN TTLA R LT E (RIS /R, BRAFAI ™ aalZIA EEAFT
HTHEEBIEE SR MNIATN SR, HEEZE T 5 BHIATRIREFLEMN IATN TR, AT =E)
TEaabISERET, BIGEENEBRT, WK, FHIR EHEE,
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JRN 24: Salespeople Don't Just Want to Make Lots of
Money: $HEHFARZRATIHEZAYK!

Marketing often refers to salespeople as being “coin operated.” While it's true that a large

portion of a salesperson’s income is tied directly to what they sell, money is not the only

thing that motivates them. First and foremost, salespeople want to win! Salespeople are

competitive by nature, and winning gratifies their egos and enriches their bank accounts.

Money is just one way of keeping score.

TG EHE ST EHEN R BT, BXEHEN TN FERA—EH-SHAN AT

EERZEX, (BZHHTEME—FEEH N5, EAHREELE, HENT EE R/

HENIXLEEZAM, miSPESAEMIIEEL, ZEMNIITRITIH,, ZH#SE

RIFEHI—FH 5 Lo

Helping salespeople win is a primary role of the product marketing

HEEEN R i S HEIN IS,

Helping the sales team is not just about fancy data sheets or slick presentations, but it

must include a deep understanding of the customer buying process. For example, why

do customers buy our products or services vs. competitors? Who are the real buyers vs.

end users? What are the customer problems, issues, and needs that our product or

service solves? What is unique about our product or service that the competition truly

cannot match, and how does this tie back to the customer’s value equation?

BN E I TR KB B BN I A e B TR XK HE, T REIEXTE LI FE

HIFZIEERE, BI, 911 A& MG EA I aasiRS, TITER FXIF IR A
http://www.chinapm.com.cn

UCPM 2 RAEBHDE, KREFD], NMSIMERER!
~90 ~




S UGCPM

hEF IR

LE IR RN I~ rm BUARS RER T L E - EIER. [T 7B I~ i SRS B

WHLIBIFZ L E AN FEIF AV, X RUNTSEFAIEE T ER?

If the truth be told, salespeople use very little of what product marketing provides. This

is mainly because it focuses on generic features and benefits and not what the

salesperson’s customer views as unique value.

HERHSEE, HEA R R S mm BRI 7P, X R aa - T e fHIHF

MEFIEFLL, AT EHEENRRIE A TIHIBIFOE,

Want to really help your salespeople win? Here are a few suggestions:

BEIEZITHIEEN RIS TE—L2K:

Go on sales calls and ask prospects and customers what their definition of “value” is (not

yours).

ZFEHEAR, DI IxT UHE BIEXE A (TFFEH)o

Spend time getting to know various sales representatives, their customers, selling styles,

etc.

HERNEIE TRETIERTEEIE, MIRIER, HENEEE,

Read the win/loss analyses included in most customer relationship management (CRM)

systems. Knowing why a deal was lost can often be more valuable than knowing why it

was won.

PIEAZHE AR ETE (CRM)EZHESHIE SO, AMEXZ AL EMAEELLATE

REGIM A EE B,

Ask salespeople if they actually use any of the sales collateral. You might be surprised!
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BEHEEARMIIESENER T HUBERN, (RolgixIR!
Always reach out to salespeople before you speak with their customers. Nothing irks
salespeople more than knowing you've spoken to their customer(s) after the fact.
ESHEARZEZF], — BRI, RETALAE T TEEERE i iZ &L E
A ZIRNRHI T
If you are a product manager pitching to a prospect or existing customer, meet with the
salesperson before the sales presentation. The salesperson can help you zero in on
customer value definition, competitive situation, etc.
HRE—E [ E S B &I aal iaZEE, R ENR=E,
HEN I ZEFHINEENX. BRIERS,
As an example, | was once involved in a situation where a product manager pitched a
new high-tech product to a prospect. It was a new product category, and we were both
anxious to tell the prospect why our offering was superior. The product manager was
briefed about the customer situation beforehand. However, it became obvious that the
product manager was more interested in discussing the product’s unique features, most
of which provided very little unique business value to that prospect. The presentation did
not go well and the sale was lost to the competition. Suffice it to say that | never put that
product manager in front of a prospect again.
P F, BEEEINTXIFRINGTE, — ™ mm S — (B & — iR~
ige BT FHY dmimdE, NS TF EVrE T AZ NI mmELf, Fotal~aatttE
LR TEF RIS, T, RIGE, /~int St E R E 1T IE anfIBIFFIE, T
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LUYFHIFHIAZHEERE X RIS R T A T FHIB M B, [ TS TR, 2R

EHRE TREANNF, TR, BEOTSEH 1 mE N2 EHE T

In summary, salespeople are motivated primarily by winning.

B2, HEARRIZYIEEERN T .

Money is simply a yardstick to keep score. Focusing on your product or service features
and benefits without tying these directly to business value is a recipe for failure. In the
example above, the product manager might have spent more time really getting to know
the prospect (perhaps by taking me to lunch) or going on a sales call early in the buying
process. Had he done so, it might have helped him better tie back to the customer’s
value equation or present a better approach if his offering could not solve the customer’s
problem (i.e., changing the rules). In any case, understanding what really motivates most
salespeople will help win acceptance and drive more revenue for your products and
services.

EHREEEFIHI—TRIB. EZF R meRSHHFIFFIR a, TTTEERENTSE
VGHEBRER, XEXMA T, ELEHIGIFE, /aatsaleert 7 EZHIAIRELE
THEE & (T FH LN FIR) & I T FE AR T— 1 S E IR, HRMXFEH
T, EaJEsAE Bt B O R & P HIHE ST, B AR in T B R E PRI EeR (B
AL, 2R, FEHTESL T, THABLEHEEA RSB FhmisE, PRI

TR RIRE HREZAN.
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JRM 25: Create a Culture of Openness: GIFEFRHINL

It's not the land mine you know about that will kill you; it's the one that you don't know
about.

THRE R F I HI BB, (B R T A LE E B —#R.

As a product manager, you will not see all of the greatest dangers or opportunities
yourself.

1E— 1705, 1ECHFSEZrBHIRARIER YIS,

You must create a culture of openness within your company. Only open communication
will ensure that dangers are avoided and opportunities are capitalized on. At one
employer, | was asked to take over the product management team after a restructuring.
So | asked every member of the remaining team (myself included) to divide up a list of
people in all functional units and ask them in private one-on-one meetings how they felt
about the team’s recent performance.

IR THIL S B CNE—FEFFRAIX e RBLFTHIE 1D BEFREE LB, FHOtRYI=
1REIFE, E—TEFHE, HRBERFEL EE mEEaIN. B, ZEKF TA9E]
MFPHHEF— TR (IR C) HATBEEREEEN JF o —ONREE, FHE—XT—HIRA
S LI IXTNZIA RS TN s

We found many opportunities for improvement.

BRI T IFEHAI=,

Engineering said the current server schedule was unachievable. A team review showed

they were right; we had to slip the delivery date by four months. Sales said their input
http://www.chinapm.com.cn
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hadn't always been solicited in the product planning process, and engineering said that
product management decisions had sometimes been made arbitrarily. No security review
had been done on the plan for rewriting the client, so | convened one. In the first five
minutes, the sales engineers reported that a simplifying assumption in the client plan
would be unacceptable to our enterprise customers, so | had to throw out that plan and
slip the client delivery date by six months. | also went to our major customers and
privately asked for their input. Some said that in recent months they'd stopped hearing
from the company and felt ignored.
TFEEE JZrs, BEIRIRES 11078 ZSCH . — R SIS T o XA B T 15
TIEZLZ AR 4 15, HESE J#T, I TS S i I FE R T,
T LSS TRFET, an ETEREFEBRIEEEM L. FIXTESEFin, EALIEIAERE
HITREMFE, B, EET 1. ERAIADHE, HETEITRER, EF it
FHI— NG HARRITE AN IHIE M BB AR, FTABCA S TIKFX T i 2, 155
XN EFEHER 6 155, BOFFDTE#ITHILTEE, H A TEElIRE s, —2A%,
YLTER, MIEEEFH T ML TIENE—LEE, BERR T,
To fix the product planning and delivery process, we created a culture of radical openness.
29 T RERdnb IR TR, EellJENE T—FEBOABIF I
| asked the IT group to deploy a wiki and began tracking every open issue within it for all
in the company to see. | required that every product release plan be reviewed and
approved by engineering, quality assurance, sales, and the executive team internally, and
by all our major customers externally. We didn't assume our plans would please
http://www.chinapm.com.cn
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customers; we confirmed it. We didn't assume that engineering, QA, and sales had had

the opportunity to voice any concerns; we ensured it. | personally reviewed the mock-

ups for the major client rewrite screen-by-screen with our major enterprise customers to

ensure theyd be willing to deploy it to their tens of thousands of desktops when it was

released.

FEK IT B EEE—1" wiki, FHITAGRERFATET— T FTIIEER, iLA\ G ERIFTEN G

FE, FEREF T mR i LR THE. [TERIE. #HERIPEEAT TEIA I E R

B, FEF BRI L BE Y EEH T E . Bl I =BRRE N IR = BRI Z T

TN E, BIITMRRLE. QA AHEEBYSFAHTEL BNIRIEE, #<E/OIRTE

EEFHIEE, HSHAN LR WEFH T T ENIR, LTRSS R TR

R EREE L,

We didn't just solicit input; we acted on it.

FNITRBUEK G, Zel R T 1727,

We ensured that release schedules included realistic adequate buffer room to ensure

there was time to deal with the inevitable surprises along the way.

EANIBRR TR DS T IR EBE PTG, AFIRE E BRI IR EET BT E R

178

The results were extraordinary.

LRET T FEH

The company went from not knowing it was six months behind schedule to shipping the

next thirteen releases in a row on or ahead of schedule. Every customer accepted the
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delivery of every release and feature we delivered to them, and we won every deal that
was contingent upon the delivery of new functionality. We closed a record number of
new customers, became profitable for the first time, and more than tripled the company’s
valuation in just eighteen months. But I'm happiest of all about the results of the annual
employee survey we conducted at the end of this period. Ninety-five percent agreed that
"everyone has the opportunity to express their opinions,” “after the debate, we move
forward and support decisions made,” and “we foster open and direct communication!
Ninety percent agreed that "“we focus on listening and understanding,” “we challenge
each other’s thinking to get the best idea/solution,” and “we communicate early and often”
These numbers had doubled since the previous year. Not only were we performing better,
but everyone felt included in a rational, open process. This was no coincidence.
LEMTHIECLLTEANEBET 6 15, #5HE FHREY 13 THRPFELLE iEhIR D, BT/
BT TEAN IS THIEF— TR B I THIFHFHIE, FFEE A Itz T F—EX L, XL
KR TFHFERIZN ., BN IXM T— RIS, BEAXLHER, FA2R 18 15
R, LEHHNAEEI T IE2, (B3RS AER N IEX AT S RATH THIF R T IS
HIER, I5FHINUN L ETNEBEYRFZRECHIYR, AP I, Bl JREZLEH, X
FHALRIRF, Bl HEHFFIUFIE AT e "VOBHIN N BN TZZTARYTFIEERE ",
11E XTI TTHIE %, (SEYREFATIE X BRI F BN IR RBIRERIRARE, XL
FLE—FE T &, TEZNIFINZREL, TTEETNSFREECREESE— T,

FRERIFER, XHIFITE,
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JRI 26: Align Your Product Strategy With The Company
Strate: 1LARAYF malklg S SRR RIF—2L

Your product needs executive sponsorship to succeed. You gain executive sponsorship

by showing how your product strategy supports the company strategy.

1R dn s A T e BT A~ An bR FF L I, 1R Z T &

BRI,

The intrepid product manager who masters this rule will follow three steps:

UL A i i EE B B =125

Understanding the Company Strategy

FERFL FAEHE

Aligning Product Strategy with Company Strategy

T aa T SIS R —2(

Telling the Strategy Story and Gaining Executive Support

RN F R E RS 5

First, you need to understand the company strategy.

Bt 1EETHEL S,

Sometimes your company’s strategy is easy to find. Some organizations do an excellent

job of communicating the mission and strategy to all employees on a regular basis. Ben

and Jerry's comes to mind as a great example of clear communication of company

mission and strategy.

BHHE A SIS IRE G % H B LAHR L E RN B R T EA o RIS T BT 1S
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REF, Ben 7] Jerry LEZEERE T— 1K F 8, AE L\ S o IS B

But in most companies the strategy is a partial or complete mystery. I've worked in many

fast-moving organizations where it changed frequently, and/or the executive team didn’t

communicate it well. (Names withheld to protect the culpable.) In those cases, I've had

to engage in some creative sleuthing.

1BAAXZHAE], X E/TE0a o PR, B EITERERRHILTIIEY, AE

BHHIIFERE, 1E/ R E LN FH R B BRI A, EXFERL T, #A T

T—LoEE AT,

Here are a few tips for gaining clarity on your company’s current strategy:

LA TFEB—LELH 8 T L S S Bide s AIE K

Find the "breadcrumb trails”

ECE ETE/E

Hunt down presentations from recent divisional or company meetings, or find recent

emails from executive team members; these often include at least a hint about the current

company strategy.

MBRVTHIES TE KB L TR P FEET G, BE N EELTINERIFELE RVTATEF

A, XELBEELEE T —LXFLTHFIEANES,

| also like taking advantage of informal moments, like hallway conversations, to ask an

executive, "What are you working on?” Their answer to the question can yield revealing

clues to what's strategically important now.

FBERFF—LFFETRITZY, LEAIERBERIE, [E—( & ML 7"
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NI —/EIERHIIEIE, AR =TT B A I,

Share some data, gain some insight.

D ELHE, R,

Whenever you have new information on the market, the competition, and your

customers, you have the basis for a strategy conversation with an information-hungry

executive team member. Executives like quoting market data that supports their plans—

even if it's anecdotal. So find an opportunity to contribute some of your market

knowledge, then look for a natural segue in the conversation to ask strategy related

questions.

TIElTT, REBUE Tig. R IFHIEAies, e T S/ELE805A1 T 5%

R TIMENT IZHIE i, 25 BN TE3NS [ S T 23— ANEEE i, &

U, F— T ST —LATHITTRTR, 2IGEXT G HSFH— 1 EAINTE, [E—E550h0

HEXHIEIER,

When all else fails, follow the money.

= — AT, IREHEE,

Identifying where your company is making money or spending money is the clearest way

to locate the real strategy, even if the stated strategy is something completely different.

If you have access to your company’s financials, spend some time combing through the

detail, or schedule time with the controller, CFO, or an analyst in finance to get some

clarity and guidance.

PENHIN TR E IR T AL £ B e B E RIS IR BT T, BUEIG I &=
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ETITHY. HIRGBYI= THELATEWIEINT, ELANTRERT, BESHEC8. BE

WE EZDWTIELAATNE, LR F—LLEHHIF e S,

Note that “following the money” includes finding the basis for executive team bonuses,

which tells you what your senior managers are most likely to care about this year. For

example, if an executive has signed up for an aggressive customer acquisition target per

the bonus plan, you can bet that her focus will be on winning new customers!

IE, REHE CEHTISETINEZHIEMY, X, HIEESERIEEALHT

EftA. BIdl, HR—A1EEEE TIRIEIEF GHHIZITEY, aTLF T E i

Ehmterras)!

Second, align your product strategy with company strategy.

B, UL aad b RIA S —#,

Your product strategy must support the company’s ability to deliver on its current strategy;

if not, your product will be seen as diverting resources away from the “greater good”

Based on my own experience, this kind of nonalignment can provide exciting

opportunities to advocate for changing the whole company’s direction but, in most cases,

it's not a fun—or career enhancing—position to be in. For a great example of

nonalignment, do a quick Web search on the Cadillac Catera (remember “the Caddie that

Zigs?") and shudder.

R a5 3 o A\ ST TS BIACHEATEE ), IR BE, 1H = rm e E)

BERTE EAHNAL B ia L, IRIERECHIER, XFPT—H AR N K EAT 2R

EENZENLTHIBE, BEXZHIERL T, ZHTEEGH, BEBELIIEH, XFT
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— T TRIFHIGIF, 15REE T — Foligts Caterawa L. Catera, SEHCEHL
RAET V6 REIWIFYZBAIN TRFERER, STEFIEH Z/RE—BRBIIARE V8
FINFER, HEAFHRTE), XEEFA Catera HTEHEER I TILTH, THERE
K1t BRI, (BE Bt G lEEE, B T ES IR S ITFEHEEAIE —HE,
BT LRIELE ) TEH T, (ETFETE MindIEH T s )o
So, once you are clear about the company strategy, work with your cross-functional team
to develop a product strategy that makes sense in the context of the company’s current
goals.
B, —E0E 7L\ G965, A, SHIEEREETINSTE, #E—1 LTS5k
EE FEEXAT=mdith,
What's the best way to clarify and begin documenting a product strategy? Wrap your
mind around the market, product, communication, pricing, and channel, then take a
quick “essay test!”
[EBFRTICR ™ m A IR T 2 AT A HEHI B E PTG, ~im. A8, EVFHERE
£, ZIeEHT 1G5
Third, tell your strategy story and gain executive support.
B=, BRI EA R E SIS,
With your product strategy in place, it's time to schedule a few “"testing the waters”
conversations with key executives. Take their feedback and make any needed adjustments,
then unveil the product strategy to the full executive team and ask for the resources you
need to make the product strategy real.
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HERIELT bl e, EAHNRLHE LA SR ERT K XI5 T, W EH L

CEBRITEE, T R TEIA LT aadohts, 7B KR AT md /7 I B B i

o

[& W 27 : Short, Standardized Cycle Times Drive
Predictabilit: 2RI, FmERHAESEBRENTIN !

I've found predictability to be more important than high productivity
BRI LS L~ EEE

Every product manager wants to be the bearer of good news, sharing details of on-time
product releases packed with high value features. Too often, however, product managers
bear news of yet another late release or the feature that had to be scoped out. When
customers, partners, and internal constituents lose confidence in a development
organization’s ability to consistently deliver promised functionality, the inevitable outcome
is micromanagement and second-guessing of the product organization. With over a
decade of product management experience, using both waterfall and agile
methodologies, I've found predictability to be more important than high productivity.
Knowing that what gets prioritized and accepted into a development cycle gets released
into production on time, every time.

BT aa Pk I E S HIEHE R, X B SIS =/ BRI R ORI 1 (BT aa tFiF
IR, 0T, JinE s B T B )5 — 1 AR B S TR E S BB IR AT

HE, HEF. SfFRAEFIRSER R ITFFR HRIF T AR B H I GERIEE I 2151,
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T BRI R X T a2 AR T ETEFIF e, BB TR in S 1EE5,

SRR FIEIE 2%, FRIATFELLEL T FEE, ANE AT RE
B S5 E S R HIRI BB A AT R o 2l i Fe

Predictability means dependent organizations.

BT SR B R,

Internal and external—can plan with confidence (and without feeling the need to
backseat drive the product organization). Business executives will choose slightly less
functionality in exchange for higher predictability almost every time. Like many product
development organizations, my current organization struggled in the past with releasing
the committed scope of functionality on schedule. Over the past few years, however,
we've released on time and in-scope 90+ percent of the time.

EBRIS S—— BT LA B 15 DA Ti G TT A A =1L mm AR, F A BN 0), FNEETLF
ELREBEIFRLATIIGE, UBRE ST, SiFEZ/~aaARBR—H, #ERHIHE
R E—EHHE I F R B EENAIYEE, 2T, EIZAIIEFE, ] 0% L
BIAT BTS2 T
How did we calculate the 90 percent success metric?

FENTUNTIHE Y0%EETIE?

We looked back at actual release dates vs. planned release dates, and also looked at

cases where a feature accepted into a sprint (using Scrum as our development approach)

wasn't production ready. Exceptions existed in less than 10 percent of cases—a dramatic

improvement from our level of predictability when we were following three to six month
http://www.chinapm.com.cn
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waterfall development cycles.
A TEIR TSI 7 HRFILT IR R, HHET TE sprint FHEGELEAHFIE B HE
B Scrum (ERFFRTTE), TR EAHHIER B ML~/ A I870. PISME N R T2 10%
HIIG R ——IX S IR E 3 2l 6 1 5 HIR T TR T ARG B T EEH b,
The switch to agile development (Scrum specifically) was a major factor in achieving this
high level of predictability. Under the hood of Scrum, however, it has been our refinement
of development cycle times that has had the most impact. We started with very tight
cycles—two weeks—but found we were consistently late. We bumped up to three weeks
per sprint but still found it difficult to achieve predictability. Development cycles that are
too short don't leave sufficient time for QA and refinement. We ultimately settled on a
standardized four-week cycle, with one week in between sprints for planning, enabling
nine to ten major releases per calendar year. (Note that four-week cycles are working
weeks, not calendar weeks, allowing holidays to be taken into account on a sprint-by-
sprint basis.)
ETHIEFT R (52 Scrum )@ SE B Fs AR — 1 EBRZ, #4970, 4 Scrum A=
it L, Fel IXTH R IEEATERICCAAIRA, EelIFAE FE KA T —R)E—ER T
ENISE=ME, T2, FENHEEF—X sprint HIFTIEEIIEI=/E, (BIFARIIFRELHETHT
1, ZABHIFLITEHRE N QA R E L E BTG, FolIREGHE T— 1 FErLH/EE
LU, il sprint_LE—TEH, XHFFEBEHLFEL R 9F 10 1" EEIRkA. (FLE,
4 BRYEE T FE, TIT2E2E0/E, TIHFEEEX sprint FIZ LZ/ZENEE, )
One Week and Four Week Sprint
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Why did a standardized, four-week sprint cycle have such an impact?
A — TR, Z5BFT5/ERY sprint BT =40 AHI=MT7
Both “standardized” and “four week” are important. By standardizing on a cycle, our
product management, engineering, and QA teams have found a rhythm—a natural feel
for what can be accomplished in a four-week cycle. Four weeks has proven effective
because it is long enough for significant progress on features, but short enough to be
estimated accurately. Four weeks is also short enough from a business perspective that
the risk of mid-sprint executive overrides (changes in priorities) is minimized. We've been
able to avoid this problem altogether. The most significant challenge with three to six
month waterfall cycles is estimating the work—like many companies, we simply couldn't
achieve sufficient accuracy in estimation over such a long cycle, resulting in low
predictability.
BB T VY BHREE, EIXT— TR T, IR amEiE. TR QA
I #EE) T—Fp B —— SRR AT LA T AT E BRI G253, PT1EEERK
UFEEBERA], BN EEEK, LTI LEEHE, G EER, AL &R,
MBUBEFRE, 4/E809FNTEERRE, LU sprint FEATTES (B ILTR)FINLE
ERIN, BNIEEZTEHE TIXTEEE, i 3 F 6 1 5H9RH/E8F, REZLHLE
P T F—BL G FE 45—, BRIULRAYEEITF, Bl I AR E BRI &Y, &
HTITATFE,
| noted above that predictability is more important than high productivity.
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T LEREENT, AR SE~EEE,

The hidden gem here is that predictability, in our experience, drives higher productivity
because as the product teams deliver consistently, confidence in the ability to delivery
grows—and the teams are prepared to take on more each sprint cycle. By focusing first
on predictability we have ultimately achieved higher productivity.

XE[GRHNGTEE, ERANIAEER T, AR ESAIEL™T, BEE A
XN, WITEEIINTUSIER, LURGIEESEST sprint JHEH=FEES, BITE
FEXTATFINE, ZeAlIRAELH T EFHILEF,

What product manager would argue with that outcome?

TR RXIX TR KD 7

[Z 28: Find Market Problems Worth Solving: &I1ES
BRIRAYTD AR

Visioning allows the product manager to see beyond what is currently considered
possible and to start to think of completely new possibilities.

BRI in P EZ LB A FIEZSNIF NG, G EIEERHITFEIL,

A lot of people come up with new ideas all the time. Unfortunately, most of these ideas
never make it to market because the underlying problem has not been clearly thought
out and communicated. It may seem obvious that we would want to understand a
potential problem before launching a product to solve it. Sadly, the reality is quite different.

REN S EREB LR aF TFEHIE, XL LRI EZHEAT 255, BIRE AT
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(B RE WA EICRT L, RIE, ERBRERICIEH ™ inhl, FolIFm2ETREEMERT

[BIE, EEE, FISEETEA T,
A better approach is to invest time to clearly describe the problem you have identified
and then imagine a world where it has been solved. Observe your target market trying
to complete tasks and ask yourself ridiculous questions that smash the limits of their
current expectations.
— NELFHI T AT ) E R EEGEREIER, 2R L Clel EERERATE
R, MEATHIE T4, AT, I8 C—LEa]ZRI/EIER, 1TH 5 BIBTEA R,
Find Market Problems That Are Worth Solving
R IEFSHEREI T8
This is often the hardest part of our job. We can get so close to our products that we no
longer have the wide view to see market problems that are bigger than problems that
are currently being addressed. Instead, we see the world through our products and often
add new features to further enhance solutions to problems that have already been
adequately solved. For a product manager, it is not the value of the technology that will
add value to the business, it is the value of solving the market problem.
BRI L FFEREERISSS s Bl TR LA YU I aq, UEFEANITHES b
HIRPE B L SR RE R e EARITTIEIER, R, Zl BT B 6~ in EEIE SR,
FFEEZRIIRAFE, L2188 CLE/S )70 R RS 5, X T—1 T aa S
i, AU EENHERITERREIE, TTERERDGIERIE.
How do we find market problems worth solving?
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FEN TR B E TS RERAI TR ?
Watch people. See what they do and what frustrates them, wastes their time or money,
or otherwise prevents them from completing a task that they are trying to perform. Listen
to see if this is a pain point for other people.
BN, EEMIATITA, TALLITEYE, RETHHIFANEFIES, BLETELA T8k
M BB IS, I EEXETERMMALER.
James Dyson, for example, observed that vacuums were constantly getting clogged with
dust and were losing suction. This was a problem for anyone wanting to quickly and
effectively clean their house. After over five thousand failed attempts, he created the
Dyson vacuum cleaner—a bagless vacuum that doesn't lose suction as it picks up dust.
AL, EEr-giaR(ames Dyson)YIEREY, IRELFSHEEEWIRLIEE, HAIFHEFEZLIRY, XT
FHFLE BB TS RN s, X8 — 115k, 2T 5000 XA EMHI=ir. </,
b8 T RRE TR LT TS B IRA KL TTEZ IR R IR LS,
Describe the pain point that you find, tell a story about it, and describe the specific target
market “persona,’ then step them through the way that they currently try to complete
their task. It should be as specific as possible and highlight the impact of their current
“solution” in these current usage scenarios.
FRTRIPANER, HB—T K TFTERIKE, R —TIEEAIGtg BE’, ZImEFteE
I TZHEIE T TN HES HIT A EN ), EMZSAFEEM, FH gt X LEZEiE
SR AXTIRERTS SR,
Imagine A World Where The Problem Has Already Been Solved
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BR—MER, XTEFRFRIRCERAER
This is the core of most good science fiction. Take a problem that has been solved by
some advanced technology and explore the resulting world or environment.
BEAZHNFRILT AT s LU—1 EEER— L H BRI RG], FREAULT
EHIME R LT,
Apply the usage scenario where the pain point was identified and imagine the experience
where it has been removed. What is that worth to the target market? Does it create a
valuable change in these people’s lives? If it does, then there may be merit in actually
finding a solution to the problem.
M fFHEE IR, HERME B AR, XXTEaE AT E EE5IX
LAHIEFHFRT BHMERINE YEREX RIS, FAFCEIRER DI % AR B e
9,
Don't Be Discouraged If The Solution Seems Impossible
R R T E LXTRE, TESE
Most of the products that we use trivially today have been considered im- possible at
some stage in the past. You may need to sell the vision to stakeholders to get their
commitment. If the vision is clear enough, you will find people who want to work with
you rather than tell you what can’t be done.
BN TS XRESBHIA Z T da EiT ZHIR TG RN BT B, B H IRzt
KBTI I F . WERIERE LB, =SS S FRIA, T
EEVF A EHTEIR
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The benefit however of knowing that you have a valuable problem that is worth solving
is that any effort that you do direct towards creating something new will have a clear
market when it is solved and will minimize wasted effort.

AT, HHEE — 1 E{SHERATE U1 BRI I, TR B BIEF I
T CHRBERITE =B — T 0I0ATT5Y, FHArREZHIEIIEZIRIT

Solving problems like this will create new value for the customer, make it difficult for the
competition to catch up and create financial opportunities for the business.

BERX IG5 BERTEINE, (EEFXTFIRELUERH M BIEITE V=,

JZI 29: A Business Is Not a Democracy: B TEREMS

As a product manager, you have a unique role within the company.

1E— 1T inEEE, LTI EE—TIIFHIBE,

No one else within the company has the overall view of the entire business through the
lens of your product that you do—not the CEO, not the finance people, not the
manufacturing people, not the sales people, and not engineering. People in these job
roles view your product through the perspective of their own job responsibilities and
professional focuses.

A FERERMN BT R~ mh XL E] TR P

T CEO, TEHMHZEN R,
TEHENR, TELHENR, tBTETFEAR, MBXLETIEHRIAMMIIE CHI T FERZE
I E R BRI 53,

As a product manager, your overall view can be a great source of job satisfaction. But
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you also have a unique responsibility for making decisions and recommendations about
your product. As a product manager, you generally have no real authority (unless you
manage a product management team), so all you can really do is make recommendations
and influence people by the strength of your ideas and work.
TEN—EaaZEE, (I =L EEEEIEERR, EtE—TIHF9RE,
EITHI it R AR aat i i, (E—EmmisE, 1R R EREIEAT T
I EEERIE— T aa EEEZIN), BT E LB IR E B 1 HIR 2 L FRAE LI
XAIFNEEIN
If you don't make the difficult decisions, chances are no one will, and the business will
suffer as a result.
HRIFT R LIERNRE, 1RETEERBA SMLIXHRIRE, BB FULEZ AT,
People in various job roles will always make decisions that make their jobs as easy as
possible or more interesting. It's human nature. For example, how many of us have not
had a salesperson, usually two weeks before the end of the quarter, explain that if we
only add this one feature to the product right now, he or she can close a really, really big
deal. Sometimes it's the engineer who prefers to use a new unproven technology rather
than the tried and true methods that offer no new personal learning, or add an unneeded
feature because it is “cool” Never mind if these decisions make strategic sense for the
product. And never mind the impact on overall schedules, risks, existing commitments,
launch plans, or any of those other annoying product management issues.
MBI LI FBIN GBS AL LN I L F/ BT BE 5 2 E BRI RE, XEAAIELE, B
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i, BNISFEZINRE—THENR, BEEEFEKGIR/E, BERXURENIHER

HTaa FiIX—1FHIE, fAsHsEe T — I IE == T TERTFE, ik, [EIIEFE

T — PRI U HIFTINR, TIT BT T T A F DRI ERIT%, & B T

T EBHHFE, T XL REEBNan B . BT NEXI B ). X

F. BIEFE. KL L i ST SR,

But customers don't care about features or technology.

1EEFHTXAIFHEZZAR,

They care only about the benefits that they receive from using your product. And they

vote with their wallets.

IR M IM T 1HI i FEZIRIEALL . A CHIE RS,

It's very common nowadays to make these decisions together with the "development

team” or “"the sales group.” However, that process will often lead to sub-optimal results,

from the viewpoint of the business as a whole. My manager once asked me to figure out

why another product in our group, which was not my responsibility, was getting zero

traction in the marketplace. Apparently the highest priority for the product manager was

getting “approval” from the engineers on that project, because he never questioned

anything. Very quickly, | discovered that the entire design of this product was contrary to

the needs of the target customers, so they all rejected it. | needed to make the hard

recommendation to kill the project and spare my company the cost of further

development and the embarrassment of launching a dead-on-arrival product.

W%, S HREN EEHELN X LR EERELA ), 2T, METEARIEEFR
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B XTIERE BT SHOANEIR, FH I Fohgia 2 9T A el JARI S 0 am (X
TEEHIRZ) E DT LZTRRS [T, B, XIFT~anEERy, REBHIFIGEHRZIIE
IPXTIMERI HE", BN TR, RIR, BRIX T~ mHIZ 1 Rl EFSHEr
EFHIERIGIE, FTLAEFNIEHEE T, HFBretistElE X, ZILXTITE, iULEAIA
ETSBEIEH —HEFTRANEA, BT FEEIGHEL —50 W B~ anbIE/.
If you permit the “team” or the "group” to vote on key product management decisions,
or if you make decisions based on your personal need for “approval” or “respect,” you
are abdicating your professional responsibilities.
HERITIIF FIA ‘B "1\ XS KA im ETER B AT TIRR, BE BT T NFEHE S
"BETIMLRE, HAGHIKE TIHIER T,
If you are not comfortable providing leadership and making the key decisions, you should
step down as product manager in favor of someone who is willing and capable.
HERFTER TSI LI AAERT, 2R T aa SRS, HE— TR EFIBREIRT
Ao
Does the responsibility to make decisions and recommendations mean that you can
simply issue edicts from on high? Of course not. Product management, at its best, is a
synthesis role. You need to work with other members of your team to make trade-offs
and compromises. The key is that these decisions must be based on business needs and
objective market realities, not on personalities or the desire to “go along”
R ERIE K ZELELEREN AU G EMMN EELR TS IATE, LIS
F, B — 1 5o e, EFESHINIIR MR, UHLKERIZ, X
http://www.chinapm.com.cn

UCPM RN ZE, REFH, TMSIMEFER!
~ 114 ~




-
|
= UNION OF CI1iNA PRODUCT MANAGTR

hEF IR

8, XLRELRE T B FEFIEIHITIHE, TTTEEF 1 AR FIFE,

J&M 30: Agility Is Key to Product Management Success:
B E T M EER IR R !

The two overarching elements for ensuring success are being flexible and having
organizational agility.

HHRATIRIR 1 BEFEER FIE FIAREHE,

Many people in our field admit one thing openly: product management is a tough yet
very fulfilling job. As a project manager, you serve many masters and have little authority.
This can pose challenges, although there are ways to be successful with very little effort
on your part.

FNTX TR TFEN BELFFRU — 14 T 00a E 1B E — LR ABEE B LI TN FERHI T LE,
1E—EREEE, RS FiFZEE5, WREMAR, XaeRitFkit, FEF—L
T5i BT A B ZE AT S BE

The two overarching elements for ensuring success are being flexible and having
organizational agility. Let’s talk more about these two.
PRI 1 EEEEE R G FIAREIE, LLEN 21T X1 1R,

So, What Is Flexibility?

TEMEETA?

| tend to find that those who can change course easily given a specific (or vague) set of

parameters can leverage this flexibility for their product’s advantage.
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BTN, HLEEB LS E— B E ) FEHIIGN T8 F KBTI, BEEF

SR AR E 1 It JH ™ rmbe R E

However, being flexible doesn't mean caving in to every demand from your respective

constituents. Customers, executives, and team members will always demand more of you

as they have their respective agendas to fulfill. Thus, know when to flex and when to be

firm.

AT, RZHTFEREERTHETITERAIFFE, S5, FEHGINEREESE

HHES BTt 1S E=/aHEL EZAIER, Flt, BHREFAAMEZZ, AT

1EZEE,

How Do | Discern the Difference between Flexing and Firming?

FERTHEY R FHEHRIXFY?

If there is a primary strength in being flexible, it is the ability to proactively listen and

adjust. Being a great product manager means listening without formulating a response

prior to the conversation ending. It's echoing back what you've heard so that both (or

many) of you are on the same page. Only then are you able to better manage the

situation and direct the team to a reasonable answer or conclusion.

R FHE— T TBHI R, HBEEEELITNTRIEE, B —E 0~ i SIR

BT, TITEE S REITEZ RIEIY, EEXT T ZIRINEAIE, AT I T

(B2 B R T — T L, REXKE, (I NETEGE, 5/SEIELH SR

B 510,

Lastly, please note that there is a difference between being flexible and living with
http://www.chinapm.com.cn

UCPM 2RANEBHDZ, REVFH], FMSIMEER!
~ 116 ~




S UGCPM

hEF IR

ambiguity. The former is about not becoming entrenched in your own beliefs. The latter
is about trying to form clarity out of chaos. So, make sure that you understand the
difference and that you behave accordingly in the respective situation.
RfE, BLEREHNRRAAEEXF, FIEEXTTEETECHIE. FE AT
AL IR E . AT, BERIEIERFEIXEY, FEREIATIESD RGN A 75/,
You've Walked Me Through Being Flexible; Now Tell Me about Organizational Agility!
= TEHINTR 3208, JEETH AR EIELIE!
Many factors come into play when managing organizational agility. Some pretty
straightforward items include: company size, company culture, where you fit into the org
chart and how you view your role within the organization (separate from the org chart
itself).
EETEARGIEINRT, (FERFESE T, —LAFEEENIEE, i AR, AEX
. AR TR EL R I E AR FRIE BN ARG E RS 55 L
The Basics
Zfi
You will always have stakeholders making demands of you, and you will most certainly
require executive buy-in to move your initiatives forward. However, you also need to
know who the other key players in the company are.
DSBS B ITXEXHIHE L ER, MENEESHEE LIS IFRAEL AT ), #
M0, T EHNE L S EHIRM A RAYEHE,
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It could be a support engineer. It could also be someone in the finance department. It
most certainly is any administrative assistant, for, without them, nothing can really get
done. Regardless, any one of these people can either help you succeed or fail.
EJFEE— 1%/ F LR, tBAEEEMEEN IR . X EZHHEEFT—1 85 TH 7B
B, FREMN], TAFERTE, FEEH, XEAFIHHT— 1 E0aTLLAZ /% T)E,
K.
In small to medium organizations, process management can become the biggest
challenge. These companies generally are in a new phase of development. It isn't just
about the players anymore; it's about how you all work together in an efficient manner.
HEFNBARR, Fore EEEAT R IRABIE L, XL EL T 1 HHILE e T
RIESSE, TTEX TN IHIU—FFEXA o E—#ETLE,
As you move into larger organizations, the dependency chain becomes more diverse and
your ability to grow a personal/social network of key players is crucial to making progress
on your deliverables. Here, cross-divisional or cross-departmental goals don't always
align, so make sure to have friends in the right places (or have friends of friends).
BEEGTHN EAHIALR, HKHETFENEIFI, KX ESSEN), ULECHITA/
S PIERIE EBETIXT FITHIKA T RETHREXEE, EXE, BIXIELEES JHIE
B, ATABHREIEGRIN B IR (B & BRHIRR).
Going downstream, the final challenge is the startup. Here, there are so few people that
ensuring you have strong bonds across all team members is fundamental to success. If
the product manager in this type of organization doesn't have respect, then the outcome
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is usually pretty dire: no more product manager.

HTFFE, Rig—1 2o, #XE, RBERLHIN, FLBFHRITEDIN R/
REREEHTIHIE ., MR FIERFIALR PR iR BT E, AfA RS ETF
EHIEH. B R,

Wrapping Up

From the department of redundancy department: being flexible and understanding your
organization’s specific requirements are key to being a successful product manager.
FKEZREI ] R IR AN E AT BRI ST — 1 B dn?E LT AE,
Understand that flexibility and organizational agility are evolving capabilities. Make sure
to grow them wisely and learn from your experiences. And don't forget to have fun too!
B, R EIEFIALREIEIEE TR RRIGES. THRIFEMRIRK, HMTHIERFZES,

B T BBITiEH L

J&MY 31: Tap Into Your Customers: ZL{RAIIZF!

Your customer’s perceptions are the only thing that matters when it comes to them
plunking down money to buy your products

SR AT ™ aah T, e IRA A —EZHT

When | was a product manager managing an entire product line, my instincts told me
that our customers held insights that were important to constantly tap into in order to

make the best decisions about product features, packaging, marketing messaging, and
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more.

B BB T aa e an i E T, BHIE ST, Bl IHIE B EEHI R,

BT X FaatFHE. BF. EHEEEEBLEIRIERE, ZIIEETHEIEX LR,

Now that I'm doing customer research for organizations as a consultant, I'm even more

aware of the need to make sure that you integrate your customers’ perspective into the

design and marketing of products to ensure market success.

BB TR S AR E o, BN IR B F BRI & B =N )~ a

BRI ISR, XGRS,

How many products do you use that are missing some key feature that would have made

the difference between "good” and “great?”

B dn T, BELTmik P —LEERRIHIE, TIXLAFHFAEE=E I T A BT

/a7

How many times do you install new software and think, “I wonder if they tested this on

anyone?”

LR TEL XU IGSTE, BT BN EEEREA S LT 77"

Unfortunately, way too many product development teams are focused on the cool, latest

new technology that they want to put in their customers’ hands vs. talking to those same

customers and understanding things from their perspective. It is common sense—it really

doesn't matter what you think about your products. What matters is what the buyer

and/or user think. And it's all about their perception of how well your products meet their

needs. Have you heard the term "perception is reality?” Well, your customers’ perceptions
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UCPM 2RANEBHDZ, REVFH], FMSIMEER!
~ 120 ~




-
|
= UNION OF CI1iNA PRODUCT MANAGTR

hEF IR

are the only thing that matters when it comes to them plunking down money to buy your

products.

TEHNE, XZHYaar tREIN ST BT L I R, RHAHIFENR,

I SHFLTFRIE X, M AN IRIE B EEREES, &S IR— XTI H b A &

BHIEXKE, EBHIETSHY BT L% XM IXT R aa B EM TR

HIEZ£, 10T BRI BT X1 1L I, S5 el aahd, IR

EZEIE—EEIFE,

Sure, some people buy products simply because they “need” to have the latest

technology.

K, BEAGZLim X IEE 9] T RAHTZAR,

But most of us buy a product because it solves a need or takes away some pain that we

are having.

1EEZNIAZHN NG L aa B EFER T el IR e &z T .

So you need to make sure that your products are solving your customers’ needs better

than your competitors’ products are—and that you are communicating that in a way that

they can make that connection themselves.

B, BRI AT F A~ an EXFHRER T & HIFE—FHAEIE

LA TR B B R AT TR T/,

Grant Thornton International Ltd., one of the world's leading organizations of

independently owned and managed accounting and consulting firms, published a report

in September 2009 (“Innovation: The Key to Future Success?”) that explored the sources
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of innovation. They found that customers are now the leading source of innovations
globally (41 percent) and are more important than other sources inside companies,
including research and development.
BIEETAEIRL E(Grant Thornton Intermational Ltd @£ CHINE ZEEHISTESTI R
BigLEIZ—, 2009 F 9 .k7FT—HHRE( (BIF FFmIIHIFREZ) (Innovation: the Key
to Future Success?), #5717 BIFTHIFIR, IR H, & BIEE LB EIHHILERIR41%),
LEAFIREIIRM K REEE, EiFHAR.
They also found that Asia Pacific organizations are more likely to integrate customer ideas,
48 percent—versus 40 percent of Western European companies and 35 percent of North
American companies.
N IE R, WA XAIE W EE IS E IR, X—LEAy 48%, TIrsiflibEE
VR —LE B 59 40%F 35%,
Some of the ways that you can easily integrate customers' perspectives into your product
work include:
B LA BRI I S B~ L FPR— 275, 5 45
Conduct interviews with people from your target market to help you prior- itize product
features in new products based on what they consider most valuable.
S1HIB b BHIN ATV, LAFBI OB ER T an FIRIE U TA IR B OB~ aatF
HEATTESZ,
Conduct ongoing customer surveys to gather current user input that can help you target
what changes will be made to future product releases.
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B THFERIE IR, CEFIHIB N LA B S EXT AR aahRBAAN L E X,
Test your marketing messages out on target customers to see which are most effective.
tEELEFS LR HIEEES, E&5WTRER,

Make sure to build these types of activities into your product development and launch
time line/budget. You may run into resistance based on time, money, and the old
engineering argument, "How can customers understand emerging technology?” However,
these objections can be overcome.

AR LT B A FY I ia A R R T AT BIE TR, (B =IBZIFTE. £
EHIZHI L FEEEICHIET, & ANTEERERT AR 7 AT, XL AL AR

It doesn't have to take a lot of time and money to make sure that you are launching really
great products. Doing so is a great investment that will ensure that you are building
something that your customers will really want!

TE B RN IRIE R BETH RN HE L T IS A dro X FE —IRFEAANR R, EFF

PRI E R & RIS B 57!

J& 32: Determine Your Marketing Approach Early and
Wisely: REFBERNRERIVSHELI

A brilliant product without the right marketing approach to support it can result in
company failure.
— TR imA IR R B IEFHIE T AR IFE, ARG A G

As product managers, you always have to struggle to meet customer needs in the context
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of an unrealistic schedule in order for the company to meet its objectives. It's easy to get

caught up and over- whelmed with turning out a perfect product. But a brilliant product

without the right marketing approach to support it can also result in a company failure.

Determine your marketing approach early—at least twelve months prior to launch—and

you will avoid wasted energy, course correction, and effort with no return. It's the

difference between “product readiness” and “market readiness”

1B/ aaZZEE, 79 T A GEHE bR, ST ST L I a5 iR E &/

K, MHRBEZHE— 1 ZEH a5, 162, HR—TFEH mm R B LEFHI S

JZHZ S, ERESHATRIEH, SEFEHIE T 5——E PR BE] 12 15—

BB T REEETT, HIERLE, FITTER, X Tt E el hEEE”

ZIEEIEEY,

Here are some common mistakes companies make when determining the right

marketing approach:

U FE— LA G EE W B0, ZHT B IR iR,

They try to do everything possible in order to create maximum buzz.

N B — L7 2 HE R A=A AL,

This is also known as “spray gun marketing,” and the basic misconception is that the more

marketing you do, the more successful your product will be, even if the marketing efforts

are unfocused. You may find you've spent lots of money for mediocre results, or that your

team is trying to think "big” but not critically.

EBRH Y IEREY ", BXATRHEE, IS HE#Z, (At =tEkY), EIETHI
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EHEEDREER, AR ITE T IRELGIERITEE FEHIAR, BE RN ELE

ZE K T EEEH,

They do what's easy and cheap.

1 TS E B HIFIE,

This is easy to fall into when finances are tight, and top management may applaud you

for making “"the tough decisions,” but if you follow it, you'll still waste precious marketing

budget. It's not only a matter of what you can afford—but finding the right marketing

strategies that will be transformational for your product.

TS LKA, 1TREGIEAXFIRLEE, ETEEaEEHEML T WREHIRE", 1EAER

e, TR REEZHIEHRE, XTKIGENFERESERITE, MEEHFNZS

Al =y TN = -

They focus on the kinds of programs the management team loves.

1o 7%F FHE E LN ERHITS.

Maybe they love PR because they're pumped by industry kudos, or maybe they're

fascinated by social media because they want their company to be leading edge and hip.

The problem with these pet programs is that while they may stimulate interest or activity,

they may not be most effective in reaching your audience.

BN TR L AR I T TR EHTEE,  BrF A IXT# AR E R E R I 7

B ORI G TR, XL EE MBS ET, XN TTE=RIHIA NI

B35Y, (BENIERS ISR TTE AR ERBE AT,

So what'’s the best way to avoid these critical errors, and get marketing on the right path
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early on?
A, BEEXL R TS FLL B LB IR IE T % T A7
While it will likely take many planning sessions to come up with the best marketing mix,
here are a few questions that can lead you in the right direction, keep you grounded in
reality, and optimize marketing efficiency:
BB RIS S T B IREFLNTIE, (EXEE/ L 1NIEA LG S ERILE
PGS, LRI, HEHEENE:
What (or who) influences your customer the most?
1A (XIS RAIRA?
Is it other people (industry influencers, colleagues, friends), certain publications or news
sources, evidence or proof that your product works? Identifying the “sweet spot” helps
ensure your message is on point, and that it's coming from a credible source.
ERMA(TUSANTE. [FF. L), tEEHI LM FR U A e &
B RE RIFE BB FOHRG NS SEIEF], T ERE T ZE SRR
Are people ready for the "whole product,” or do they need to try before they buy?
NMIEEELER ZBA ™ "EEAf T, ML Fl =i’
It may be that you want to test different offerings or packages to find out what lowers
the barrier to entry.
BB T AR~ anab 2, LUFCLET AT THNLI ThE
What drives your audience to buy?
EATAIETHIZARZEIGZ?
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In other words, are they viral, aspira- tional, data-oriented, etc.? Make sure your message

and communication channels support this.

ROIZN, MNIERELLR, [EEEZEH, TEHESH, SE BRI HNSEFIER

B X,

What is your company'’s current brand image, and how much latitude do you have with

marketing programs?

ZL I EFIRIhETERE T A P EHE T LB EAR 57757

Always be sure your marketing is con- sistent with this. Don't do a social media program

just because someone thinks it's cool; if it's not consistent with your company personality

it will almost certainly not be cool, and it probably won't have any impact anyway.

IEERBHIRITHIE A SU—K, TERKIKENRA R M IR, WRES

L TRITET—E, A I FEET=REE, AR =BE T,

What metrics does your company need to see in order to deem your product a success?

29 T BT R aa 2, DRI ST BEEZ/ A

Remember that metrics can mean anything from industry buzz to blog pick up to

homepage clicks to sales conversions. But don't overlook profitability! Be sure you have

a healthy mix of programs that indicate people are moving through the sales cycle.

IClE, Bt ETTLUETHIFTE, MIT IR =EIEERRK, NETmLREEE, (B7F

BRI HR B — 1 BRI REHS, FHPANIEEZLHEE.

Overall, make sure you get alignment on your marketing approach early—before you

dive into the detailed marketing mix. It will go a long way to save time and ensure success.
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And if you go through your marketing approach early enough, you might find that your
product may need some changes itself.

BHIRR, RN FRRIEHA S LB, BRI EHE D% LRERE—, XX
P EANTRIFHRE TG B, HRITEE EIE IS T%, 1A=L TH™

ALK,

JE 33: Let the Customer End the Debate: 1.EZFZ5RS

!

Product managers need a way to stop the debate—a way to provide proof and evidence
that the product recommendations they support are the right approach.

AR E— I BIOH T TN, AU BT ™ imt e LE
2%

One of the biggest challenges (and opportunities) of being a product manager is
moderating the internal debate around what the product should “be”.

1E—E iR, ARG FINNE) S —HEFIFHE T mmhiZ 1A HINEHFIE
What it should look like, what features should be included, what functionality is important,
etc.

EIZET AT, WRBETAIHE, (TAVEEEERN, FF

You spend endless hours with your engineering team telling you why all the cool things
they can build should be included in the product. Sales teams lobby for what they believe

is needed for the product to sell. Your CEO probably even chimes in with his/her own
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great new feature idea. You find yourself agreeing with and even welcoming some of the

recommendations, but disagreeing with many others. You base your side of the debate

on your market knowledge and your customer-focused approach; meanwhile, all your

stakeholders continue to persist that their thinking is correct. You often find yourself in a

stalemate, at your wits end thinking about time lines that are being pushed out and

budgets that are being over-run. You are left wondering whether you'll even have a

product to take to market.

1°7E T B2 HIATE R HT L FEIPEIA EE—HE, BN TE VR a1 A NI LEEE R LR

BRI Z C T 10 P 5 I IR TEA 97 dm i e I R P T s 197 CEO

BEGEESTIN MY IE CHIBARIFAAES, 1R IE CEEEEIRFHI— LK,

1EFITETFEZRMAVEN. =BT R GATIRFIAE P R %, SiltiEhT,

Br BB a X ZEERFA T IS ZE LG, EEESRIIE CIAN BT, IR

LB AT GBI T, BT T, 1B ETHIE ™ it

55,

Product managers need a way to stop the debate —a way to provide proof and evidence

that the product recommendations they support are the right approach.

Fan B I IO T A —— TR, UM I A int 2 E

T2

Product managers need the customer.

Fin R EE

Successful product managers don't argue their own position on what the product should
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be. Instead, they present a point and support it with real live customer insights and
feedback.
DR aa BT ST a2 T A BB e B CRI LT, HER, MOIHEL T—
TV, FUESLRIE AR EFRZIFE,
I learned the hard way that the best way to stop the arguing is to present the customer’s
viewpoint, not my personal viewpoint. Early in my product management career, | battled
the engineering team without being armed with the right data, and I lost. The product
unfortunately got launched with those “cool features” | had argued against, and internal
teams were left wondering why customers were confused about how to use the product.
As a product manager, | didn't wonder why products weren't meeting customer needs. |
wondered why | hadn't been able to convince my internal team to support my
recommendations.
FIRREHGZ 2 T 151 FHERIRAT T & I, TITEE T AL =, EEME~
(mETEHIER, BEREIETHIEATEN M-S LFEGIAXTEL, ERE T . T, %~
an R AT B B R XTI HIFFL TREEHITIEE *, EBEIA TR T A & XTI %
/B, (FN—E/anEE, BHAETIEN A aa TR EEATEE, BICHNE
T A B BE SR ECHIPI ERZIA 2 FEEHTRE K,
And that's when | learned the value of arming myself with real customer feedback from
solid market research. | learned that customer research generates not only good,
unexpected insights for your product throughout the lifecycle, but also provides the tool
you need to garner support from your team and other stakeholders—the tool you need
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to win debates.

XL ERM BRI TTTE F T REEFRSEATE RIS CHII B, 7 THFE, EF 5T

FAMR S a1 L an /SR T, BT EIHIORE, TTET e T EFEM

FIAFIRAEF et X EHERE 2 L E—— B EX 1 T i1

Later in my career when engineering questioned me about certain requirements, |
pointed to focus groups that | had conducted to gather requirements. When sales asked
why we wouldn't include a certain function, | pointed to our customer interviews. And so
on. The result was the debate stopped. If you think about it, it makes sense. After all, we
aren't building products for ourselves; we're building them for customers.
JEREEHIFEEF, 2 T REIpa 2 TR, Fe=TalalBe I EF KT THIE =
A, SHEETENIITATEESRIRYENT, BIGHERNIHIE Dk, FF, 5258, #HE
RILET, HERIGFHIERE, BB, =, Z T EENECHE m, ElENE
FHIERS,
We can't speak for customers.
ENITBEAEE s
They have to speak for themselves.
1R 5 Cisdis
There are a lot of great reasons to get customer input. As a good product manager,
inherently you understand the value of talking to the customer. However, it's important
to remember to use that feedback to manage the internal discussions and debates. Doing
so will alleviate many headaches and deliver a better product.
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BIRE R IGE R, (E—SUhFAmEE, INKLREFSE %

HIGHE, 270, BB BRGFRETEAISHT IR, XMLt

EHIE, FHERELAY ™ 1m.

R 34: Differentiation Isn’t Enough, You Have to Be Better:
EFUEFBHY, (RURREELT!

Differentiation is not enough. Discover how effective product managers are winning by
making their products “better”

E2HETBA, BT m B EL TR~ im ST B = FIH s

In an environment of product proliferation and intense competition, product managers
must do more than just differentiate. They must find ways to satisfy customer needs and
wants in ways that are ‘better’ than competitive offerings.

=l BRI BT E T, = infE BRI R KEER . MR EE 7im
EF R R EEHIEE,

Consider the case of hotel accommodation—a market crammed with competitive
offerings that differ in pricing, amenities, location, service, and other more intangible
factors. It's not only competitors that seek to differentiate their products, but brands
within a company as well. The Hilton Hotel family consists of no less than nine brands
from Hampton Inn to Waldorf Astoria Resorts.

LGB BB —— X T GRFE LS. Kt (/8. REHIRMEPRE LIS

HI= A~ 0m. TRIERZ AT F RN IEY a7 ST E, LIS toE4UL.
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BTSSR BT S E BT BEHT 9 1 a2k,

Customers are faced with an almost overwhelming choice.

EEGHIEE | FE A,

How do products differ? In what ways are they similar? Which one is the best product for

me?

TR B 1 ATE? EN TS BTG B 1~ X B R a4 7

The concept of differentiation seeks to identify and highlight ways in which one product

is different than others. The desired outcome is an understanding or recognition within

your target audience that your product is different from competitor offerings.
FHHIRER EEIREIFIZS IR —7da S B~ aa TNTH 5z, RIS REEHIT R

B REERESL A BT 1A an ANa F 2 XTI FHI o

Product managers need to go one step further. It's not enough to be perceived as

different. Successful differentiation requires that products stand out from competitive

offerings by providing the greatest value to the customer. Product managers need to look

at three areas:

Fin BT EEA 2, (KIREN SRTIET B, IR R in e se 5 A

PRI, B RRALINE, i T E X =15 E.

What Customers Want

EFEEA

Understand the problems before you design the solution. It's important to hone in on

your target audience and get to know what specific problems they are experiencing.
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What are the impacts of these problems? What would happen if the problems were
removed? What would need to happen to reduce or remove this problem?
R HERTT S IR, X2 HIEE, TR I DI BRI eERE
B, XL RIS T A IR TEHER T, DRLENA 7B S ERX T e,
ERLEMA?
What You Are Good At
RS A
There may be plenty of valid problems out there in your target audience but these are
irrelevant if you're not able to solve these. There are plenty of examples of brands
diversifying into new territory only to fail because they lacked the core competencies to
be able to satisfy customer needs and wants. Do what you're good at.
ERIE & F B IREEXHITE, (EEURIT R LR, XL AT
BT, BIREAIFEY, AN, A RZ R RE S % BRI AT S
FLTTEY, BT RAIFS,
Where Competitors Are Weak
BRI FIHEGE
Even if you have identified valid problems and know that you have the ability to solve
these, it won't matter much if you're entering a crowded marketplace where multiple
competitors can do the exact same thing.
BRI EERT T 5 R & H EAHNE (BRI LR, (EEEMHNT— 1T BB
[T BT F FIGHIRZZAXTFAITY, REXR,
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The intersection of these three areas is the best opportunity for going beyond
differentiation to define, develop and deploy a product that is more likely to succeed.

B=1 R EEEHERHENX. FTRISEEE DB i IR E =,

What
Customers
Want

Where
Competitors
Are Weak

What You
Are Good At

In our hotel context, let’s look at very price sensitive, solo travelers in their mid-twenties.
They might have grown out of sleeping in noisy youth hostels but not have the money
or interest in splashing cash out on a fancy room. Our segment wants a bare-bones
room—Iliterally a bed and a shower for as little money as possible. This frees up their
money to spend on eating out, hitting the bars, or going sightseeing.
EN T BIEHTIE A TAIE, XI5, 25 Lt/ EGiiTE. MITEEERA, T
BRELIEZISFIHTE, (B2 R Bt tE R A/ L, Bl X T 5 8528
E— /GBS ——F SRR — T #8)5, RELSAFL AT XL
BEZHIEZINEIER, EIE, 35&EZHDE,
EasyHotel offers a service for this segment. Their spartan rooms consist of a bed, a TV,
and an en suite bathroom. No desk, chair, phone, mini-bar, gym, or pool. Rooms are not
cleaned every day. It's not all bad though. Their hotels are well located in places where
tourists want to stay, and they're incredibly cheap.
EasyHotel X1 IeRIRS. TS IEIEEE—FEK. — 8B IE8%F, XE
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BE, 157, Bif, BOBIE, B5F, kit BETEFXE4T1. ETEE8
&, I BB HEFE XA, TTHIFEEE,

Few competitors can match EasyHotel's offerings. Even budget chains of major brands
have more frills and a higher price point. Youth hostels, B&B's and independent hotels
can't match its consistent quality and model. EasyHotel's proposition of low price with
basic but consistent quality is doing well with new properties opening in Germany and
Spain in 2010.

RALBZFXIFEES EasyHotel VLA, BIEE X inhBHIBE0E L5 th B EZHI R RIE SH
1m. BFIE. R I BRI ERNE T3 %S Z G0, FEE 2010 SFEieE
FITTIETHIRTEIEFTI,  EasyHotel BT B FIZtE—EH I EH E (L IR FREF
Successful differentiation depends on understanding your target market segment needs,
defining solutions based on your ability to satisfy these needs, and developing and
deploying products that meet these needs in ways that provide more value than
competitors.

BYHIER MR TR I Bt e, W B EX LRI EN R, 7T

RHISEE B EX LEF R, AL LG LI e R XIFER A,

[EM 35: Act Like a Child: EIME N F&F

One of the most important skills a product manager can adopt is as simple as
remembering how to act like a child.

AR EER E B EES — I ENT G F— T,
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One of the key responsibilities of a product manager is to determine underlying customer
needs or problems.
Fan BRI T BRRE L — T B T B HIF K e TR,
Once they are identified, the work begins to design and market a better solution.
—BHETEN], BB A E EF ARSI LIF,
However, the skill required to get to these underlying needs is often overlooked. Many
product managers, and even product management courses, teach you to interview the
customer, exploring what it is they would like to see in a solution or how they would best
like to get their job done. However, many of these techniques overlook the key to
uncovering the real problem for which the customer needs a solution. That is, what it is
that is fundamentally “broken” for the customer and needs to be addressed. In customer
interaction scenarios, one of the best methods to get to this underlying information is to
act like a child and continue to ask “Why?" until you reach a thorough understanding of
the customer need or problem.
AT, LHX L B o KR IBE = R, 12/ inftE, BEE ~mEEirre, &
BT LFRE, RIMNI%ELERERTEPEITA, BE M IRE EUNT =R IHI T
1E. 2070, XLGTZHRR B TH5 e B R R I [BIEH A8, tORLER, XIF&
R, RN BT A, TR, HEFRag=T, THXERISENIRF
T2 BB E) 9 A 7 B £ FEE T & R KR,
Most sentient beings have had an interaction with a two-, three-, or four-year-old that
goes something like this:
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AZHEBHINERT—1 2 &, 3 L5k 4 S0 BT E I T 7Y

You say, “We need to get ready to go home now” (or some such directive), and the child

replies, "Why?” You then patiently explain the day’s schedule and why it is important to

go home now, and how this causally ties in with the rest of the day’s plans. The child

simply responds “Why?” You may or may not now respond as patiently, explaining why

these plans were set, to which the child will respond in turn, “Why?" This pattern then

repeats ad nauseam until one or both of you give up in utter frustration or abruptly end

the conversation with an emphatic “I don't know”

17, el IBE BB A [olE (BLEEMANET), ZFIEE, A7, 1 HERE

FBESXAIAFELHE, T ATEAEIEREE, LURXSHXRMIT U /FHIFRAR, #

FHEEEHEIE. A 7B, 1L EEEBIAIEIE, BEENARE T

i1, BFAIEBRMEREIE. 9 A 7 X FRA SN REMEE, EE/IFEI—1 B

TR ETEFINEF, B TSR — 1 R BT HNE T A RAT I3,

While sometimes frustrating, it turns out children are learning.

ERBENTSN AR, (BFELIERFNIEFES,

In fact, while these questions may be repetitious to a painful degree, the key is that the

child is engaging in a deeper learning exchange. Interestingly, researchers have lately

found the strongest learning environments are the ones in which adults engage in rich

conversations with children in just such environments (interestingly, even with those as

young as two years old).

FL f, BAX LR EE TS NEEHIEE, (EXBERFIEEH TE R KHIF
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. BHBHIE, AN IRIRY, EREAATFTHELR, HFA LK I E R
SZFHHTFEIIXTIGEBIGE, ANEETIILR B S A% o
Product management is no different.
n S TBI4)
That is, in order to have the greatest learning, it is important to have a series of rich
conversations with your customer. One of the basic techniques I have found to be most
successful is to act like a child and continue to ask "Why?" | often counsel product
managers to then repeat this until they truly feel that they have exhausted the topic and
have a deep understanding of the specific issue the customer is trying to solve.
BRLER, NTERIHIZFS, SEFHTEIIFSHIXNGEREZN), HRI AT
BHERRIGZ— e 1 F B 91 A 7 BB BN m AR ELX 5, EEMY
NIELEREI I EETiZETH e T, FEXTE i ERE R E IR E T RZ TR,
So, when a customer asks you for a specific feature or answers your question about how
they perform this task daily or how they would want to, ask them “Why?" Carefully listen
to their answer, understand it, and then ask them “Why?” again. The goal is to drill down
to the underlying causes of the behavior. What is the key problem they are trying to solve?
It is important to point out that this technique is most successfully employed by carefully
adjusting your tone with each "Why?" to explicitly not sound like a child. But ask the
question again, each time you have gained an understanding of what your customer has
just told you.
BT, SEFIGRTrEEHHFE, BECTE F IR XA T IR FS & TR
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BEHIEIEERT, [T 2911 A 7 (PR IAIEIS, BEREE, Ze/ AT
A X Bl S T E IR R, M i BRI XA A PE B E BT
i, XFRITRATIRIEHERE (FEZ O HIEVERER T9(1 A 7 05051, WTEERT
BT (BELAIEEEEREE - I v liHIFEIEAT, Ba—AX 1T,

| can guarantee that if you stop with the first “"Why?" you are likely to design a solution
that misses the mark.

FEATLURIE, RIS —KIE A 7 BIFELL T, A, RATEE=Ri i — 1R BT
FEHIBERT R,

You will be solving for a very specific problem that may not generalize well or may not
truly represent the actual problem they are trying to solve..
BRI E— T I BRI, X1 ET RS, tBaJFETRERECFM
1T ERE A EIER,

By asking why again and again, you uncover the root cause or the base level need. By
getting to this level, you will then have many more degrees of freedom in designing an
appropriate solution and, in the end, | can guarantee you will have a delighted customer.
B REEERE, B TRERAGELTE, —SRF X 1R, FREEZAIE

HIEFIRIT SIEAMERTTE, Rim, FEAARIDES AR — 1B EHIE

J&0 36: Decide What You Are Going to Do and Not Do:
REIREBHA, FEETA!

Companies must also be clear about what businesses and market segments they are not
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going to support because every company has limited resources.
PTG H AR B RIS Y, 95 A TR A AR,
Regardless of size, every company has limited resources and must make some tough
decisions about what product and services they want to offer. In parallel, companies must
also decide what market segments they are not going to pursue at any given point in
time. When companies understand the nuances of markets, they are able to build winning
products and solutions, increase sales revenue, and have the capital for sustained growth.
TCIEHIRA L), BEE L\ FIAIRIREEBIREY, ENIC XTI E CIE B A iR S LR
TEHIRE, SUERT, EATECIRE, EEHTEEARNER, ENITHTEZN LS T
Yo HLETREX LRSI, ISR LTI aat iR 5, 1B
BN, HHFBEFFLERIIER,

Let's take a closer look at why it's important to understand market segments.

LB HFREE 1A THEAD HHREE,

Large markets represent billions (or trillions) of dollars of opportunity, but they cannot be
approached at this level because large markets are really a composite of medium markets
which are made up of smaller and smaller markets. Each market segment supports a
specific group of market needs.

ATTGRFEEH T 1C(EE L) ETAWN S, (B LG X1 K FLELZIEN, B

AT LR I P E TS, 15 T eI —2Ai Y
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Markets Automotive Market
Automodive "'..4-""” Emerging {Electric/Hybrid Vehicles)
Banking/Financs Exofic (Parsche, Ferrari, Maserati)
Enargy High-End (Mercedes Banz, BMW, Lexus)
Software Med-Range (Honda Accord, Toyola

Camry)
Telecommunications Low-End (Kia Rio, Toyota Yarus aic )

Figure: Sample Markets and Automotive Market Segments
Further Market Segmentation Techniques
H—HEHITTRLHAR
As markets mature, companies need to put more energy into positioning and choose
those market segments which best align with their products, services, and solutions
offering as well as core competencies. In general, companies that position at the high
end of a market are not able to also sell products at the low end. Likewise, high-fashion
brands are not appealing to no-frills utilitarian buyers and high-fashion brand buyers
prefer the brand because of its exclusivity and would not purchase a mainstream product.
FEE TR, L EE RN ESHHEIIH{T/EN, EIEILRE TR A RIS/~
an. R, BERDERIVEIIAL 5. —HFH, LFEin eI AT AT s
TGHEE g, [T, A TA S TR 5 B FHESEE, Tl TAT S aakEiie
STEFENX Tk, EIERIHHEMERE, TSI E R g
New and adjacent markets can also represent growth opportunities for companies, but
need to be looked at strategically because supporting a new business requires dedicated
resources and capital.
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HITHGHNETH GO SR E L RIE RIS, 1EFBMAUE LZE, BRI

B/ JHIZRRIZE,

So, Does (Company) Size Matter?

WA, (LE)HEEED?

Early stage and small companies must identify a market problem and build their

product/solution around this need. Picking an initial market segment is critical for success

because a one-size-fits-all solution is not practical to build and probably not compelling

to anyone.

EHGBRFIN L SR — T T T H [BIGEX T  BEI M TH ™ i BE R 2. I F

RIS T TR EXEE, F5— T RERTTEEET IR, tBATEET=IRE T

1A,

For example, Tesla Motors entered the saturated car market with a $100,000 electric

roadster, which is a niche market segment for sport car enthusiasts. This high-end entry

point allowed Tesla to develop and prove out new technology while generating some

revenue and working on their second-generation car, a four-door luxury sedan designed

for the high-end market.

B, 1R TFE L E(Tesla Motors)LX 10 5 ETTHIBRIEFEHN TIBRIRGSETY, XE

R FREFERIFIET. X—Eim\ LTS T R AR, ATt ehE T

—LUN, FHTHEARE_TE, K E9Einmkit #I0Y JREHF,

In contrast, larger companies support multiple market segments and must be clear about

their core business solutions. As companies grow, the cost to support multiple product
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lines and market segments also increases. Broader products/solutions also add

complexity to the buying process. Tesla, for example, has two car models while BMW has

over fifty.

1BEEZ T, AL EIRIFE AL T, BB E A DU SRR, FEELTHIE

K, ZFFE 1 aa il A b EN, &) 20 m BERT S o1 TISET

FERIEFE, Bl 158 (Tesla)BERAEE, TTESBMW)E 50 Z5L,

Deciding What Not to Do

RETHTA

Companies must also be clear about what businesses and market segments they are not

going to support because every company has limited resources.

IEWTCGEREE CA SR B IS T, B9 A SRR R e B IR,

Companies should look at the size and growth of markets, their current offerings,

technical expertise, and competition to strategically decide where to apply resources to

get the largest return on their investment.

L EITZATTHDHIANRFIE R, SEIH . AR ERHEF, LB E T

MFZR, LATZRALIZ /O,

Deciding what not to do is a natural fallout of their current product and business plans

and may be parsed into three groups. First, if a market segment is clearly outside a

company’s domain expertise, it's easy to discount. Second, if the company is resource

constrained and wants to pursue an adjacent market segment, the opportunity may

become a road map item. And to close, after reviewing and prioritizing all the
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market/product opportunities, a company may decide to put some projects on hold and
revisit the opportunity in six to twelve-plus months.

RET T A BN I Z Bl aa B L LT IR, AFE= =2, &5t HR—1
B THGPEE L T3 AN TR S K, A RBZ AT HTH B, MRA TR RBIR,
BEEKIBTRIAL T, XTSI =H— TEEERE, R, EERHNTEE
BRI bl =2 fE, AT =REEE—LRE, #1E 6 2 12 125 /7E7E5IF

E1HI=,

J&MY 37: Trust and Leadership Through Good Relationships:
B RIFAIXARELSENMS

All of these necessary skills are wasted without the ability to motivate and lead the
broader team to achieve a common goal.

MR RE RIS E ZHITIN LT FITATEED, HrB XL BRI = E R
-

Product management is both a challenging and rewarding job.

Ja E R — IR R B R (BTS2 HAT T IE,

The former stems largely from the fact that as product managers we have a great deal
of the responsibility, but little direct authority to achieve the desired result. The latter can
be realized by overcoming the challenges through the establishment of trust and
leadership.

FIEHRAER_LIRT X — 1 FL AR EEE, BNIEAERIZE, 1BIRVEEZEAT

http://www.chinapm.com.cn
UCPM £RAEH =, REFA], HMEIMEFER!
~ 145 ~




S UGCPM

hEF IR

B ZE LTI R, JoE BT T E ISFFIRShE R e IR P A ST,
In the product delivery process, each team member has a well-defined skill set that is
oriented at delivering a result within the functional domain—technical writers produce
product documentation, software engineers develop software by writing code, and so on.
BT MR IIFEF, NN EREE—TENX RIFAHREIE, LU TIREETRAAIR S
EBtri— AR LRI~ aa X, B LB S EHRUM, S5,
Product management is different in that its purpose is to work across functions and
ensure that everyone is delivering the necessary ingredients to build a whole product
that will resonate with the market.
o aa BRI IEZ T, ERIERVEEREETE, HOREG 1A BT ERIEES, LA
B S RIS B g
To be sure, other skills are required—multitasking, rapid assimilation and processing of
facts, and the ability to make decisions are but a few. However, all of these necessary skills
are wasted without the ability to motivate and lead the broader team to achieve a
common goal.
BIUEEINE, BB —LREGEFER)-ZTSUEE. (REFFIFELHIEE. LR AREEE
DEE, AT, WRREHIRITSE SZHIGIN LHRITEHHIGET, FrEX Lo
el =EHHIREE
When engaging in a project as the "new product manager,” | frequently find that there is
an initial level of apprehension on the part of some extended team members. This may
be partly a result of having worked with an ineffective product manager in the past.
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Undoubtedly, the team’s trepidation also stems from standard group dynamics where the

assumption is that someone from outside of a given functional domain is working against

the interests of that group.

B FHToan B IS S S — NIRRT, B E R RGN R E —FFI2EHT

Vg, XE—EEE L aEE A TII 25— (XM TR~ mEERE, EOFEE, IR

BB E T ERITIAN5IE, EXFREI T, BRIRRER T TR AR S HIN LEFEE

Bz

A good product manager will transcend this adversarial reflex by gaining the trust of all

extended team members, regardless of role.

— A iR E LA TS B Y RN B RN 1 E T X FEXT L, I8 EEA

19,

So, how does this magic happen? Well, it begins with treating everyone with respect and

camaraderie.

A, XFFE ST R ERTE Bt EEEFIRE,

This may sound trite, but a visit to someone’s desk to just say “hello” and ask them about

their weekend or what they're working on because you are curious and interested can

go a long way to establishing that you're “OK! | find that a casual visit with no agenda is

so unusual in most high-pressure environments that it can begin establishing trust by the

sheer nature of its contrast to the norm. You may not end up being everyone's best

friend—product management is also about managing conflict, after all—but the team

members will gain a sense of trust that you are working with them and not against them.
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XA FENREFREE, 1BEFRALIDLREISE T4, (BT IVERIEEARFE, &
HENIEERITA, BOTHRIFEr, BRI, XXTUFOF tT4F BIRAF . “#eRB, &
AZHELDBRAHIFES, Tt HEL AT ETFER, UEFETURES

S
BES~am

AT T FHAE L I51E, 1R RERET I N REFHIAL
EEEUE IR —(TEFIN RIS —FS1E, 1TSS R T L, T2
RGN T EXT,
Beyond building positive one-on-one relationships, the effective product manager must
also demonstrate leadership across the cross-functional team. To be sure, many books
have been written on the subject so it is impossible to capture everything in a single essay.
However, at the core of all leadership is communication.
b TEZRIRAT—XT—XFL,, B imE BT R FEREE TN PR S, AL E
EHIE, XFEX1EERIBELES TIRE, AT oI Bl FITE 5T — R X EE, 4
7, a0 D EE AIE,
As a product manager, you should take the initiative in establishing and leading regular
team meetings so that all extended team members can articulate what they're working
on, hear what others are doing, and identify dependencies and areas for collaboration.
Use this forum to encourage cooperation and remind the team what the overarching
product vision is in order to avoid “forest and trees” derailments and keep everyone on
target. Establishing yourself as a leader by promoting communication will help you to
motivate the team without any direct authority.
1E—EinEEE, % ENELFIRSEHRIGIN S, KB IR A5
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TERBMFEA M IIEERTA, DTEIRMANEBITA, HTEFEIMFHIRRE S IR, 7

X NEIARNETE, HIEBELIN (T A BB e, LR RIKK, THFHHI
1B RIRIFE ARG, BINEH BRI B RIS R B B
BIBIIEZE FEOEIA

By approaching team members as fellow human beings and helping to foster
communication, you can establish trust and lead the team to effectively ship products—
and have some fun at the same time.

BTG TN R [FE PN A ZNEHZE T, AL B ST NS LN B R 7™
iz, AT TR G — LA,

To quote an old TV commercial, “Try it, you'll like it!"

5IF—ERBYY & e, R=EXH”

&MY 38: Great Execution Trumps a Great Product Idea:
FRORIT O R melE !

A good product idea with great execution can be worth $200 million. A brilliant idea with
mediocre execution is worth about $20.

— N R BN EFTRATORILAGME 2 12557, — 1M BRI L - FEHIHTT
7, GHEE 20 Fo,

Focusing on execution is often challenging, especially for product managers, because
there are thousands of little decisions that need to be made when bringing a new product

to market. These decisions can be broadly classified into four categories:
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EFTFHRITE EEEEIE LR, TR EXT - im SR, B i i,
LT LRV RE, XEREA L VI
Market, customer, product, and functionality
4. B aafiyiee
Sales and distribution
HERIS
Usability
BB
Technical, engineering, implementation, maintenance, and support
B, Tk & HFURER
Category 1: Market, Customer, Product, and Functionality
25 1. B B Aty
Product managers are only experts in the first area but have to drive decision making in
all four categories. They must resist taking the path of least resistance offered by the
loudest, most political, or powerful stakeholders. Although expedient, this will not yield
the best decisions. Instead, the product manager must seek out the low-key experts in
each area to ensure optimal decisions.
AR B — T T FEIE—HIEE, (BLREFTELI T ESIFRTIRR, I T %
EHRARE. REEGEEFEREAHIF X E rERAIE R B, EAXRTE,
1EXTFEERIFHIRE, HR, iSRS R ST &5, LATIRRIER
7z,
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So what are some of the hurdles in these broad categories? And how does a good
product manager overcome them without losing sight of the market requirements and
the ultimate goals for the product?
HBA XL 2RI B e I *— T I H ™ BT FE T Z A DT B KA m AR
ZE RGN F R LRt ?
Category 2: Distribution
252 5
How does one make the right product execution decision when market requirements
conflict with the distribution requirements? Which one takes precedence? For example, if
the distribution of the product or the application is through iPhones but the target market
customers do not use iPhones, do you execute the product for the target market and
then try to figure out how to get the product in the hands of your customer? Or do you
go after the iPhone users—in other words, develop for the distribution channel without
focus of the target market and demographics of the customers in the target market?
These are complex decisions, and thorough market and competitive research is necessary.
The work must be conducted without bias.
RSB HELT, TR L ETH ™ dmAd TR BTN SE 7814, R0~ inat
M FBEE/ I [phone X 7hHY, 1EBFRTHYE/ T iphone, FFALSEE B RH#
1777 5%m, e E IS~ an B & F R E VEHEIER iPhone fEF—%&
IGH, HRTHEHRE, TEXTEDIHIErGEFIIALZR 0 XLEE
FHIRE, BIRHITIRIE BT A B, XIR L PSRBT e O 1T
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Category 3: Usability

25 3. oIfEt

Great technology and sometimes great functionality can be highly unusable. Focusing on

one without the other will lead to mediocre products that are either too hard to use or

too limited in their functionality. Instead, focus on great usability with great functionality

to create the "wow" experiences that will set the product idea and concept far above the

competition. The product manager’s goal here is to make decisions that focus on actual

usability with great functionality. Stay away from cool designer touches and a fancy, eye-

popping, flashy look and feel without ease of use. Likewise, sort out conflicting marketing

and usability requirements.

BHY, AR EARIYBE TS BT TG, R ERF— A ZES —1T=F

B FEA I aa, BAXGESE, BAYEEABIR, 1R, BEFEFADEISTFL, thiE

I RIREE, T i EE SISt F e PN F, TX/L, i) G tE it

EFEAYEEL Al FHE R, Do BeEal iR TS RIS, SAXFHARTFHY. 4

Y, TEEGE T, [T, LB HGRIa R ERI R,

Category 4: Technical, Engineering, Implementation, Support, and Maintenance

kF4: B, IF. EBE. XIFHIEF

Derived technical requirements, including performance, systems, hardware, infrastructure,

load balancing, and scalability, are all really hard to uncover in full depth at the early

stages of requirement analysis because these usually have embedded dependencies. As

implementation proceeds through nested dependencies, new technical requirements
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emerge. Often this occurs late in the execution stage making the matters more
challenging and urgent.
BATRELFAITK, CITMEE. RE. . B, Q[EFERITT Y, %KD
WTHI BRI AR T BT, B X LR KEF EE BN LR, FELIET &%
EXRIIRRE, FHTRRFRLI T . XFIEREEREEATHERAYH, XEEE
TR ER L RIEE,
To overcome these problems, the good product manager must understand from where
the derived requirements stem and solicit a good evaluation of trade-offs and downsides
from experts in specific technical areas. Cost factors must also be fully considered.
Surprises in cost can turn a money- maker into a money loser and sink a project.
ETIRXLY TR, I mnt B R T REIRLFRAIFNR, HMIEER AR TSI EZHEA
1R F G FRIIR A HIRIF G, TERT S EIE AL, BB EILIREIINE
BIEEAIN, LA FE,
Great execution is all about establishing the right requirements and goals for the product.
The entire product’s success and return on development investment depends on it. A
simple example illustrates this point. Consider the goal of “sending a man to the moon”
versus “sending a man to the moon and bringing him back alive!” These two similar goals
would lead a team to different conclusions and design decisions. In the first case, it only
matters that the man makes it to the moon for the project team to claim victory. In the
second case, the project would be deemed a failure if the man made it to the moon but
was not returned safely to Earth. It is, therefore, critically important to get the product
http://www.chinapm.com.cn
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requirements, spanning all broad categories, right for the team to successfully execute
on the product.

BB TR £ X T i [EFH T KA G e BETT b IIRIA & 1 RHI[EIHZ A
HFGF UL, — NGB FiE TIX— 0 FIE— F E— T AZ GBS T E— TN ZFHH
LG EE R B R XTI S b= S EIN R TR F TR T AR, EE—
FIER T, REANEE LGB, TEEINTEEEEZHF, EFE _FETR T, WRXTAEL
B LABERE LRI, X T RERARYINAEY. B, R rE) 2250~

BRI TN BT 5 B T B,
&Ml 39: Be All You Can Be: {{dREEMES—E0!

Think like a general manager.

G R EE— R EE

Product management is a unique, central, powerful function when structured properly.
SRS EERITNE, iR ETEE RIS, FIMEHS, SEETIHIEREE,

You have all the responsibility but may feel like you have no authority. But you do have
something very powerful at your disposal—influence. When a question arises about
product direction, all eyes turn to you. If that's not happening, ask yourself if you're being
a true product leader. You can—and should—be a key influencer in your company. But

for that you need to think like a general manager—not merely a product manager.

1TERTBHIRIE, BRI SR E T, 1BEHLE— L A F I B E )"

=S, H— 1K F 7w oL TS, HrERIEtaE T, WRXIERELE,
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1BIEGES, EFE— TR~ mSE, FEAi—JBiE—— AT EEZR]

AE, (BEHEX—R, Vel oS —EE—— RS~ e,
What does this mean? A general manager (GM) is a manager of the business, usually
responsible for all aspects of the business including the P&L (profit and loss) and revenue
and growth goals. Note the “L" of P/L means you have to think about not just growing
the business but also the cost and operations side. While this might seem like a lofty goal
when all that you're thinking about is getting the requirements defined, it will greatly
increase your chances of success to think like a GM vs. merely a PM. Take the time to step
back and think about the overall context for your product. Here are a few categories of
thoughts to consider:
BE AR ISEEECM)EBURIETEE, BEREBIIIE T HE, BiFikm. KA
BBk T8, F/L U EREETFREZISEIWER, TEZEHINEE, FEHE
[EHIRBRIFENBIFIKAT, XU — 1 =Gk, (62 AR S IE T
B BETITEXIKG PM BSFERZAWIS, EBNEE—T, &EE— /2
Market dynamics: What is the market you're in or entering? Is it a new category you're
Creating or is it an existing one? Is it growing, stagnant, or declining? What impact will
your (new) product have on the market?
TG EBHNATTGE LA R IEE CIBHIE — T Fr BT — 1 B R EE
B, (S ERB I aa XI5 E 1 A 007
Customer and share of market: Who are your target customers and who are your
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competitors? Think about both direct, obvious competitors as well as what other options
and substitutes exist for the customer. If they don't choose you, why not? Given what
emerges from this question, you might also consider how you differentiate your offering.
And finally, what kind of market share do you expect to capture? How?
EF IG5 HIEE, IS EXIF  ERERA). BEHI=FEIF, X
FEFITE, REFGERFIHBERIEUiaEf L. UERMIITEL, RETEZZEXT
[EIEHGEEER, B IENTX 5 A~ n. e, LR A FAIB5 R XIIE
/=7
Business model: Why will customers or other stakeholders pay for the benefits your
product/service provides or ancillary value it creates? What's your business model or how
will you make money?
AR 91 A BB R F 2 1A & B9 1R ™ i/ AR e FRATF 2t 3 E BYIERIHEEI T
BT EZATHIBAUARTUES A AT TR 67
Pricing and value: What will you charge for your services? If your offering is “free” to
customers, do you have a “premium” offering in mind and/or are you selling ancillary
offerings to other stakeholders (e.g., targeted ads, virtual goods, etc.)? What's your
planned margin structure? What cannibalization can you expect from your new product
among your existing ones?
UITEFIOME (TR S W EEEZ L AR IR aa X &2 B 1Y, BEEZTT i T~
Rl B B I B2 i (G 5. [ i) 5 E R~ im s IEI R i
HIE(T A ZEHBERmmF, XTI HIw T ma T ABIE?
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Total customer experience and operational impact: One of the great promises we ask
product managers to deliver on is "How to deliver on an excellent total experience at
every customer touchpoint?” While this is a worthy goal and a fruitful exercise, what gets
left out is the answer to the following question: “What will it take operationally for the
organization to deliver on this promise?” Is your organization set up for this? If you build
it, they might come, but will they stay? The answer might depend on how easy it was for
them to "buy” what'’s right for them and use it, and even the after-sales experience.
FEBIE RIS SR 2 R dn B S BRI R A Fb. L —iE U — 1 &
T ST S T 7 B E— 1 B HMERIGr, 0 —REB/KHILIE, 18
FN TR T LU TIERIE . FELRF BRI T A 174507 BELHIX—7#0h 7 | IHIALRE
TIULTTRZANG? YIRFBIE T E, ITEE=F, (BI=E THIZ7E LTI T
11T FHE S S B mBEEe5s, BERRTMIIHIEEMAR.
Product life-cycle management: Is there a natural life cycle for your product? Is there an
industry/strategic/technological inflection point coming? Do you have a plan for making
your offering obsolete—before the market does?
i i E T A ane B e — 1 E AR o/ SR 1 T AL AR R B B BN 7
DB RE LT an 5K Z B AT ?
While fulfilling the above is a tall order, even being aware of these questions, bringing
them to the table, and showing your team why this matters is a great first step. Be sure
to ask these questions and engage actively in discussions and decisions before the fate
of your product is sealed. You may not be the person with the authority to solve all these
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problems but you will be seen as a leader and a key influencer if you're raising them,
seeking the sources for answers, and collaborating in multi-functional teams to make sure
these are being addressed.

RESH LR EE—IRERITS, 1BANESIREIXL G, FENEEISE L, &
HIEIA T IIT ARREE, LERIHIFE 2, B/ aalIim e EZH], —EE/XL
[BIETHRRIRE SIS IEFIRE, 1FATEETEH 1 BRI EXLYTFHIN, (ELIRIIELIX
LYIgh, FHEFRIFIR, H-SZHETIN S FLABRX LS EIRER, 1F 05—

T EE XN,

J&I 40: | Can See Clearly Now-The Power of Transparency :
KIEREE F—U— MRN8

By helping, you tap into a vast pool of knowledge that would not otherwise be available;
a fully transparent development process brings a number of important advantages.
BEIFE), 1FEILUEEIXEHIMIR, TR HER MG Pl Z S ) — 1 T8
BRI RIS A FZE AT,

Product creation and enhancement has evolved into a high-speed, market-driven
undertaking.

AR BREFIN L EEL R —INEGE. g =IHIF L,

Product makers are becoming leaner and more agile in their approaches to product
development as well as in other facets of their business. And during the past few years,

their pace of innovation has accelerated into a steady drumbeat of incremental

http://www.chinapm.com.cn
UCPM £RAEH =, REFA], HMEIMEFER!
~ 158 ~




S UGCPM

hEF IR

innovations and refinements involving multiple iterations and numerous stakeholders.
T aa BB T aa TR T ZA R U S AR 5 BT /= E NI ERIR F. I EHI I FE,
TR EVFTZECECLENIRE)— T HHHI BIFRIRCHAT T, HRETEFIRZHTE AR,
Keeping on top of the constant stream of ideas—weighing them, balancing them,
prioritizing them, and eventually integrating them—is a task that no individual or product
management team can do alone.
RIS R BTS2 E IS ——IRE EN]. FEEN]. FECHIAINER, HREEXE
1 T——E(FT N B i S TGN B0 % B e AT
Indeed, a product manager's greatest fear today is overlooking, and as a result missing,
a requirement that provides a key competitive advantage.
FLF, I RARIRHTEN, M T I B T AN EATEK.
Misunderstandings, conflicts, and lost opportunities occur routinely because, without a
comprehensive view of the process, members on the same team can end up working at
cross-purposes, to the frustration of everyone in the organization—especially its C-level
executives. It is a problem exacerbated by changing market conditions including shorter
product cycles, higher customer expectations, and more intense competition.
. PEFIXZAWNSEELRE, BOIHRREXIFEAIEE THE, [F— 1 E FEIER
BJEERAESN TAFRIERITILIE, XiARFHIF TN BRE)AE—EE C RIS
BE, HOHEHEN, 5 am/e. & e E eI, METX—I6E,
Linking together stakeholders so that everyone has access to the same information at
the same time is the essence of transparency.
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WX EBRE—RE, [FF TN AT EEIFETHINEE, X EHIEIE,
Creating the opportunity for that to happen involves building a central repository for
ideas, suggestions, requirements, and the comments associated with them—a single
source of truth that everyone in the process can see. It involves providing stakeholders,
both within and outside the organization, access to as much of that information as
possible and the ability to collaborate on that information across every life cycle phase
of the company’s product line.
BIHESLTIX— AT B REINIEE, K. FBRIUR S ZIEXATFErIE— 1 FLHATR
F—— X EEF I EF AL EZ I —BIGRIR. EXREIIALE NIRRT
BTEEZANGEHTDIE, LA RS im eI 1L o /S0 R 121 S T ERIGE ) o
Naturally, people who are asked for their input insist that they want what they want. But
whenever the basis for a requirements decision is made transparent to everyone who has
a stake in the outcome, people tend to accept the result—even if it's not the one they
had hoped for.
2R, AL ERIEREIAIN SIESFEMTEE, 188, B KREN TN 1S4
REFIEXFTAINET, NI Z G R——EHNE ETE M I E455R,
Where they can see for themselves and understand the reasons supporting a decision,
the potential for negative reactions is greatly diminished.
I R IR EE I EEREZ /1 REHIREIAT, IERRIVAIETEEEEAAENT.
By helping you tap into a vast pool of knowledge that would not otherwise be available,
a fully transparent development process brings a number of important advantages to the
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task of defining the right product for the right market at the right time. But it also requires

accepting a greater degree of flexibility—including greater latitude in setting timetables—

and the recognition that some of what you attempt may not pan out.

BB EFRIFAXBHIHNR, — 1 T2 BT RII FE S IEGEHIAT B [EGFHI T E

NIEFHI R T ZEEIIN S, (BXFEEZEATEBHIR & —EiZi el

[FZAIEA B E—LU R RN — L= A e =< s

Even then, however, a transparent process gives you the opportunity to fail early rather

than late. It's faster, better, and a whole lot cheaper to get feedback early and then change

course.

AR, BUEXFE, — 1B RO 28— TN B XTI T = REZER B,

AIGHZ T, XFHER. EL. HBREM,

For the producer of any product, it is far better to discover early on that the direction in

which they're going is not the right one than it is to go through a full development cycle

only to find out in the marketplace that they were wrong.

XTI FAHI=aahi9E~EFm, SERIMN I ELA T —EELEFRY, (EBLLES—T

TR A /R T4 LR BN T T B 122,

Transparency offers a gut check, a feedback loop, a backup for the product manager’s

instincts, which can become overwhelmed by the surge of requirements that an active

community of stakeholders is capable of generating. That enables you faster time to

market with less rework, and makes you better able to hit the target on the first pass as

a result of the extensive upfront input and validation. Cost of development, as a result, is
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lower and the return on development investment increases dramatically.

EIM R IR T— 1 ERE. — T RIFEH. — 1 &5, XU HZE
HIH A XTI E BRI ER, IXAECEHEE RIUA T LANR T RN 45, FHEE
FERBEIF B — KEI A EHIBIETHN R I TR E) . SRAE, FFRHAENMR, FF
RHIR Ol EANGE I

Competitive advantages also flow from being faster to market with the right products.
And your customers, in turn, claim greater satisfaction with the products they receive.
BRI R S THHEGIAT 00 B IRIGHAN 7. [RITF, 1HIE XTI IR~ aa

U=/l 7=

BN 41: Always Be Learning: sKiZ#fEZFS !

Product managers are considered "know-it-alls” Make sure you are worthy of the title.
RSB IE TR s R L1 375,

Always Be Learning

KT

"I never teach my pupils; | only attempt to provide the conditions in which they can learn”
— Albert Einstein

BM T B TZ L, e R i RN AT LA Z RIS, B E e

In the 1965 article, “Cramming More Components onto Integrated Circuits,” Gordon E.
Moore explained that components in a circuit would increase in capacity by 200 percent

per year, or, in other words, we can get a whole lot of stuff on a little wafer. He went on
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to say that there was no predictable end in that trend.

7 1965 FRINE HEEZHITIHEAERBE"F, Gordon E. Moore BEFEL, BHEEFHIT

PHALUEFE 200060 FBIEMEE, Raign, ZITTLUE—\EESLIFEREZF,

HEER, XFEERE R,

This concept went on to become known as Moore's Law. Being the pragmatist that | am,

| saw no reason to doubt this law. It was at that moment of embracing Moore's Law as

truth, that | knew | would spend every day of my adult life learning.

BB ENTELE, (E—T1EATLNE, Fh W REEAIEX TR, A

REEENEEERTI—ZY, FERNEE R /aHIE— XA S s

Keeping current in all trends—technology, business, industry, political, culture—requires

a passionate desire to study.

REFBRIER—IR. B U BGE XHt—F BB 77 TE,

The most successful product managers | have known were as comfortable reading

Michael Crichton as they were reading Applied Economics. In fact, they spent much of

their time in between meetings reading the latest analyst reports and marking up the

margins with notes.

BFTNIREIRA TR aa S e, sz 52RIR(Michael Crichton)i) Bt G A7+

— AR, FLL, IS AT e = KR R T IR S, HELSHE

co

I now have the great fortune of working with some of the greatest product managers in

the world, and the reason | meet them is because they have a great passion to learn
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more about their profession; they are hungry for knowledge.

BT EFESHF L —LREALmEEERE, BT IHREEMIERARIFE

L F S EZ X T TEAHIHTR, N TG ZEATR,

You could say they are “cramming more components onto the integrated circuits” of their

brains.

R ETLASREN T TEA AR E B Es EZE E T s

Here are the steps to successful lifetime learning:

U FEHNELEZ SR

Learn from others—your teammates are a wealth of knowledge. In your team you have

engineers, scientists, researchers, marketers, sales and customer service representatives.

Each of these individuals can teach you about their area of expertise. Look at them as an

untapped resource.

(TN FT— 1IN KEHTRAIE, RIGIN FELEIR. FIFE. FFAAR EHEA

R, HEARIEFREE, FINELTLLBEE A IHIEMATR, FENTIIARIRAT

Learn the disciplines that complement your skills—in your capacity as a product manager

you touch a multitude of business disciplines. Take the time to learn about each of these

disciplines. Don't be hands off on topics that were not in your major. If you don't know

anything about finance, take an online course on finance for non-financial managers. Do

you spend your time immersed in technology? Take a marketing course at your local

college. You will be surprised at what you will be able to apply instantly to your career.
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FIRERNE I BT F R —EimEE, 1R T IF B Z T 7EbT I XL

7o TEXIT BT S MR TIZEF L RIFL. RGN EM—F5TE, FFL— 5 XIEEm
LI EliRrE, YEATBEERIE L T8 7T S F 2 ST S ire, =R
FBELEF A M FFEN IR L,

Learn your industry and expand to other industries—being a master of your industry
requires continual learning. No industry is static, and growth is happening all around you.
Another way to learn is to contrast. By learning other industries, you gain an advantage
of contrasting your industry, and it will help you see things you might have missed. This
is the holistic versus myopic view of the industry.

FITHHTAIH Y REIR Tl

I TWHIEN FBTBIHIZ ., BB T E—
BT3RS, ERAREETHEIE, 75— )52EX . BT FIRM T, RETLIE
IR GRS TANTIRIGL S, XA EZ BB T A5, X EXEA T &2
SHEZ,

Learn from the obvious—as a product manager, you probably think you don't have
anything else you need to learn about product management. You can surround yourself
with a group of experts by taking a class, attending a seminar, listening to a webinar, or

attending a conference.

[ BTTZWHIN F ST —ER7imiEEE, 1FBREAN IR BT R FE B TR~ S
AR, RETLAEI— TR, EM—1THI=, r—TWEETRTS, BESH—T =K, X
R ATLAR— S5,
Learning is a journey with no final destination.

http://www.chinapm.com.cn

UCPM 2RANEBHDZ, REVFH], FMSIMEER!
~ 165 ~




S UGCPM

hEF IR

FIE—TIRBEE = IIFE,

In Moore’s wisdom, he pointed out that capacity was increasing and we couldn’t assume
the status quo. The same is true for product managers who have to keep up with an
ever-expanding horizon. Product managers are considered "know-it-alls” Make sure you
are worthy of the title.

HEHIEE T, MHSLEEIMEER, FlITENRRIIN . X F BB tOEXUL, 1

N TR LB ABTEF, T inS BN 8 T TR o BARITECS X1 15,

[EN 42: These Are Our Rules-What Are Yours! XEFAi]
BRI -{/RAYIE !

As we look to advance our products, we must be aware of the larger picture and
environment in which we work.

RN LCH BN IR aahd, Fel SR E)ZN T L FRIA TR,

Rules are designed to prevent failure and, in particular, the repetition of failure.

MRRIE R, #55)E8T 1L EERIEI,

The majority of rules in the book emerged from the personal, observed, or near failures
of each rule's author in bringing a successful product to market. It is therefore worth
reflecting on the fact that this seemingly concise book of 42 Rules contains over five
centuries of collected wisdom from the contributors, and many of these lessons were
learned from the school of hard knocks.

BRRIX LS HRVEEF S T4 1 HRY I FE AT — 1 SIHI aat I phIaI T A . AR
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FIR T I T, UL, EEREAE, XPIEUETEATBEST 42 5K, B+

BETIFEA 1 ZHTFNEIER, BFrEZHIEENEEFZF,

If you were searching for the grand unified theory of physics, forty-two might seem like

a large number. But in the much more complex world of product management, forty-two

is relatively small—enough to capture the essence of the topic, but not to cover every

situation you will encounter in your career.

HRIEEFHEATI N EHTIEEEEE, 42 BtFaheE — T\ IRAHINF, (EEEENEFHI

Fan TR, 42 TR, ELINEEEAIRRE, (ETEE R R EFIEE)

HIFrE 187,

Therefore, each day we must ask what we can do to make our products more successful.

B, EF—XEN TR IEN TGELL A L Z A TH~im T,

The rules contained in this book can help by provoking you to think differently about how

you do your job and manage your products. But this book, or any other book for that

matter, does not contain all the answers, nor does it contain the nonexistent single

formula for success.

ABHTEESHIHY AT LB R T IAT T 2B E AT AR L FRIE A m. 152

BB, EZRMIHTS AT, 7 RELSHBERIEE, REEASTFEIETA

o

As we look to advance our products, we must be aware of the larger picture and

environment in which we work.

RN T LCH BN IR aahT, Fel| RS IRE)EA T L FRIA AL,
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Do we understand our customers?

EN I THEECN AT 0T 7

Do we understand how they perceive value?

N TEEREGN T/ (E0G 7

Does our team know this as well?

ZN IHIZIA tBHNEX— 052

Is there a solution that our company is capable of delivering, and have we persuaded
management to invest in this opportunity?

BN IAGE L BRI RAMERT 3, Bl IESIHREEERETX TR’

Through this endeavor, we each create our own rules of what works, what doesn't, and

what can be improved.

BIX—ES), FNTHFTNGBONET ECRIHRY, TAAT{T, TATHET, TAFUXE,
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