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What we will cover today

Introduction to PRTM
¢ Who We Are
¢ \What We Do

Common Product Planning Problems and Their Impact
¢ What Are The Symptoms of a Weak Planning Process
¢ What Are The Root Causes

A Process Framework for Product Planning
¢ The Five Key Elements of Product Planning
¢ The Eight Key Sub-Processes

Best Practice Approaches to Common Problems
¢ Practical Solutions to Common Problems
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PRTM is a global management consulting firm
dedicated to quality results
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L ) , | Glasgow, Scotland

satisfied clients—our level Oxford, England

. . ' Paris, France
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90% ’ Tokyo, Japan
2
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ver ntertainmen
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Software

schools Telecommunications/Internet
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Common Planning Problems and their Impact |
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Common planning problems

Root Problem

Over reliance on one
product manager’s
knowledge and vision to
drive product planning

Lack of balance between
top-down and bottom-up
planning approaches

Product planning is
viewed as a one-time
project rather than an
ongoing responsibility

© Copyright 2003 Pittiglio Rabin Todd & McGrath
9232SF / 10/15/03

Short-Term Impact

The product manager
becomes the bottleneck

Requirements may be
late or missed

Disappointed customers
OR

Disappointed investors

Planning is rushed and
under-resourced

Plans are late or poor
quality

Long-Term Impact

Major business
disruption if product
manager leaves

Risk building the wrong
product

Slower revenue growth

Unable to quickly re-
plan in response to
market changes

PM



Common planning problems

Root Problem

Inability to prioritize
requirements —
everything is high priority

Poor visibility and
communication of the
product plan

Ad hoc planning process
is not responsive to
changes
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Short-Term Impact

Engineering sets the
priorities

Time wasted filtering
duplicate requests and
answering questions

Many meetings

Roadmap is not
updated and becomes
stale

Continued
Long-Term Impact

= Development schedules
slips because there is
no basis to make trade-
off decisions

= Product plan quality is
below par

= Unable to quickly re-
plan in response to
market changes
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Common planning problems

Root Problem

Inadequate description
and detail in elaborated
requirements

No sign-off, approval, or
commitment process

Planning output is a Word
document or an Excel
spreadsheet
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Short-Term Impact

» Requirements are
misinterpreted

= Decisions are constantly
revisited

= Multiple versions
proliferate throughout
the organization

Continued
Long-Term Impact

» Product does not satisfy
market need

= No accountability to
deliver results

= Errors and defects
show up in the final
product

PM



Product planning process critical success factors

Scalable

Process can accommodate growth in the number of products and increased product
complexity

Continuous

Product planning is the everyday job of incrementally refining the product roadmap, not
a once-a-yeatr fire drill

Flexible

Modifying the product roadmap in response to changing market conditions, business
strategy, or technology is fast and easy

Balanced

The roadmap draws upon the knowledge and experience of people from every
functional area to create a vision of product strategy—not an individual’s or single
function’s vision

Controlled
The approved roadmap is managed, updated, and available from a central location
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Recognize that different organizations use the product
plan differently

Group Primary Uses Key Requirements
Win deals selling “futures” Credibility—deliver as promised
Sales . Flexibility—quick response to
Manage customer expectations y e
specials
Guide product evolution Content—contains the “right” stuff
Marketing
Tell a compelling story Simple—easy to understand
_ _ Guide development activities Stability—minimize changes
Engineering Allocate resources/trainin Measured Commitment—adequately
g account for technical/schedule risk
Develop support plan Visibility—know what’s coming
Support . . ,
Respond to customer requests Credibility—deliver as promised
: Accuracy—good cost/benefit
Executive Manage investment estimates
Management : i i
Set budgets/financial expectations Options—consider all alternatives
© Copyright 2003 Pittiglio Rabin Todd & McGrath 9
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A Process Framework for Product Planning \
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Product planning is a Stage 3 competency

Each stage represents a breakthrough,
not continuous improvement

Stage 4

Collaborative
Stage 3 Development
Portfolio Excellence

Stage 2 Excellence Core processes

. linked across
Project Processes aligned internal and

Excellence to achieve external business

Stage 1

Functional platform leverage, partners for

Excellence All functions portfolio balance, maximum leverage
and excellence in

aligned for effective
Stage 0 S project selection

Excellence in execution from
Informal specific functional concept to market
Management organizations (e.g.,
Engineering), but
Informal practices limited coordination
based on individual between functions
experience

and execution

R&D Effectiveness: R&D Effectiveness: R&D Effectiveness:
1.0 1.6 2.2
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The five elements of product planning

Management Approval

Committee
( Chair \
/ N I
Structured Tools & Yl 0o Portfolio
. g eo
F;,O“t-End Metrics 8 Reviews
rocess

N
PaaY

Product Planning
Teams
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Product planning is best viewed as a set of interlinked
processes

Primary Product Planning Processes

/
. Strate . o Resource
Executive J g.y Decision Guidelines .
Team Formulation Allocation

|deation > Elaboration

> Screening & Prioritization

Planning <
Team

> Planning & Commitment

> Communication >
N
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Gather inputs from all functional areas

Technology
Strategy  Product
Architecture

Budgeting
Process

Business
Strategy

Skills /

Engineering

Executive
Tools

Committee

Executive .
Engineering

Liaison Product

Marketing

Revenue

Projections et

Sales

Product
Manager

Product
Marketing

Loss
Marcom

Analysis

Corporate
Marketing

Indirect
Sales

Prospect

Feedback Product Customer

Management| Support

Partner

Requests Project

Managers

Product Help
Managers Desk

Soluti

Implementation
Experience

Project
Status

Change
Management Product | Customer
Strategy | Requests

15
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Custom

Market
Research

Competitor
Intelligence

Events

PR/
Advertising
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Use both top-down and bottom-up planning approaches

Devise business strategies

/\I Devise product strategies and themes

Top-Down
Approach

A

Complete Product Roadmap

Propose and prioritize new products and enhancements

Elaborate requirements for new products and enhancements

Elaborate requirements for approved feature requests

Bottom- up Prioritize or reject feature requests

Approach \ /
Screen and assign feature requests to a theme

Capture feature requests
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Use a structured approach to decision-making

Three common approaches to decision criteria

Qualitative Statements Scoring Models Decision Maps
Categories ~ Category Score ~ Weights ~ Score High EAST PILOT -
“Our most importantneedis ______” Strategic 1 2 3v 4 5 s TRACK 1
Value [ I I I I | o B )
“The next release should be devoted to ” Revenue 1V2 3 4 5 9 = E . PRIORITIZE
Potential L1 1 1 1 S E
“Near-term revenue is the most important factor” Market ¢ o2 3 v4 5 . o 3 <
Risk  Ll_1_1_J = | )
“We shouldn’t be doing so many risky projects” Techical | 2 3 4 5 1 DROP
Risk L1 11
“Avoid small, low-value projects” Development 4 ZV 3 4 5 2 e :
Effot Ll 1 1 1 ) Low Med High
Cost/Risk
A Easy to create and change A Enforces internal A Reasonably easy to create
_ _ consistency and and use
Vv May be inconsistent and completen?a/ss
incomplete A Compatible with both
J Requi , A Provides a detailed qualitative statements and
d.eqwre.s extenswﬁ group decision record that is easy scoring models
Iscussion to reac to reproduce and validate »
consensus = Enforces some decision-
e Vv Can be misused to avoid making consistency
WV Difficult to reconstruct the | di :
7 real discussion _ _ ..
decision process = Provides a basic decision
V Harder to create and “tune” record
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through the product

Evolve the planning process

lifecycle
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Incrementally invest in elaboration

Strategic Screen

Description
Justification

Investment Screen

—

Description
Justification

Features
Feasibility
Cost
Revenue
Risk

Key.

Existing Document

New Content
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Description
Justification

Features
Feasibility
Cost
Revenue
Risk

—

Ranked Priorities
Release Target

Description
Justification

Features
Feasibility
Cost
Revenue
Risk

Ranked Priorities
Release Target

Architecture
Design

Multiple
Hyperlinked
Documents



Implement collaborative planning tools

Functional

J =

Central data repository overcomes versioning issues

Planner
View

Uniform input mechanism enforces mandatory data requirements
Web interface provides access to employees and partners

® 6 o o

“What if” analysis and automated workflow improve decision-making
and process adherence
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Dedicated planning “optimizers” are now emerging

Dedicated
Planning Systems

Customized

Systems
(e.g., Modified Defect
Tracking Systems)

Spreadsheets
(e.g., Excel)
Paper-Based
Systems
(e.g., Word Forms)
1970 1980 1990 2000

Evolution of Planning Tools
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Thank you

For more information, please contact:

Eric Finch

Director

Pittiglio Rabin Todd & McGrath (PRTM)
1503 Grant Road, Suite 200

Mountain View, California 94040

Office: 650 864-3535
Email: efinch@prtm.com
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