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RULE 1 If product managers don't do their jobs, the other
departments will fill the void. R =HAREBERNMEFECHT
£, HI I SEA T8

When | first worked as a product manager, | wasn't all that sure what | was supposed to
do. So | waited for everyone else—Engineering, QA, Tech Writing, Marketing, Sales
Support, Customer Service—to stake their claims; then | ran around filling in the gaps.
At the time, this struck me as a quite handy and pragmatic way to define my job. But it
was a bad idea—and not just because | got stuck with all the stuff no one else wanted
to do. As it turns out, products end up being better if someone truly owns the entire
thing.

SHEIREET RN, FAKBERMZS A, FFUARRSFERMA—DIEA
R, RERIEAR. FASEAR. THEHEAR. HEFAR. EFBRSAR—F
UERRf(IAONL R, RRFIERI=H. S, REXE—MIFESEMSEAS IR

ENFALIF, BXEMERER MRUNREABAIBL R BRI SEBRE T .

FLIER, WREARERE 7B m, AT mERSREET.

As so often happened during the course of my long career, | learned the hard way that
good product managers aren't just pragmatic, they're proactive. They don't just sit
around waiting to see what everyone else does; they make it clear up front what their
role is. And then they fill that role, rather than the gaps.

FAAEFGEIRABRI A EPEE R ERIBMFE, TLNBRRIZ0)IFIANRE], AFAmaiE

AMRSSE, MERRERD, MIFRZLERBESEEIAMAA, tHIREFEECHIA
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Here are just a few of the things that can happen when product managers don't fill their
roles:

AT R—Er mE A FRIRRS Pl se R E RIS

If you don’t provide clear and supported input to the process, the engineers will
develop what they please. It's your responsibility to talk to your customers (and your
prospects), check out the competition, listen to the analysts, learn about your industry,
learn about your customers’ industries, find out what your sales engineers and
customer support reps are encountering, look at those RFPs, and glean market
intelligence. And it's your responsibility to translate all this “stuff” into product
requirements that you communicate to your engineers.

INRAFRELBMAIO SHFmAERE, TRIPEHRMIIEERN, FERESRER
FRROBEZR)Zm, TH=S, SRS RImREN, TRRRFTERY T, THRZEFER
FRYTL, TEIEETRRINIEA IS ARER THA, EEXEEWEK, KWEMHTE
R, (REREHCHBERL R UM mikK, ARERGIRIITEID.

Yes, there will be things that your developers come up with on their own—and a lot of
it will be great. But you need to be the driving force behind what goes into that
product, or you could end up with a magnificently engineered product that nobody

wants or needs.

oy

=R, FIAAKARBCRBRRESEA, MERSEHSREN, BR(RBERIImT

il

[EHO3EENT], ENMRRIREREEI—NRB NS R EAH AR TIE .
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If you don’t provide clear direction about your target customers, Sales will go wherever
they please. Your products should be built with some particular use and customer in
mind...shouldn't they? Please let Sales know.
NRIHREFEFIRERENSE, HEMSMOFTR, RAYmiiZE SR —Ls
RIORIRIZER, ~23? JiHHEE,
Even if your products are entirely horizontal— every company can use a database and
a word processor—products need to be targeted to specific customers and/or buyers.
You may also have a product that's better suited for certainsized companies or specific
geographies. There may be good reasons to target industries as well. (If you're selling
to later adopters, for example, Get-a-Life Insurance is more apt to buy if One Life-to-
Live Insurance is on your customer list.)
B EH R /K — 8 N R B LB R E N A R mth®
EEHFENZFA/SBEEE, (BAEE BE S AR AR ST XAYam, ST
D ERFIIERS Bt E T, (190, WRFRERGERERE, IRENEFZE
EBE—5 One Life-to-Live {xke, FPA Get-a-Life (RIGFEZ T WXL, )
The point is, you need to send Sales where they stand the best chance of winning. Even
if you have the most generic product, you have to start somewhere. Pick that
somewhere wisely, or Sales will pick it for you. And, in the short run, they're not
necessarily going to choose wisely (i.e. in support of your long-run strategy). Sure, they
may make a sale or two, but it may not end up being a good thing for your product or
your company.
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While we're on the subject of sales, if you don't establish pricing, Sales will make it up.
You absolutely need to listen to what Sales has to say on the matter. But it's up to you to
determine pricing that will work, that's commensurate with the value provided, that's
not out-of-whack with the competition, and that is what the market can bear. If not,
you'll be in the wonderful world of having your sales team cannily figuring out what the
prospects have in their wallets, and then establishing that as the price du jour—or just
low-balling and overpromising to get the deal. (Just watch out when customers get
together and compare notes.)

AT IRENTHE, BURIFHENE, HETLER, FRENTERITHEEARY
XHEREZLR. BXERTRECKRRENEREGE, EOSMEHAMNMERR, BS
S5RSMEES, XelemizmpieeE=n, MRLE, MEGE—EPRIERE, (RrY

HERPASEIRIAINEEEFIREEEH A, ARBEWMENRSNE

RFAIERELIRISXER D, (RERIEEARE—EHRENNIE, )

If you don’t provide clear direction about target customers and the right message for

them, Marcom will go wherever they please and say whatever they want. Like Sales, if

you're not providing guidance to Marcom about target customers, they will come up

with it on their own. Their programs may make spectacular sense; they may not. It's
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best not to leave things to chance.

NRIRERMBIrZPRYBEIHS RFIERRIES, AREPBEM)LEiERIL, Bkt

AR A, MEHEE—F, WRIFFFIERERREEARRRIES, MBS

W%, MAIRIER IR, BREEr S, RIFAEITRAE,

Similarly, if Marcom doesn’t know what the product is and does, they will come up with

their own story. Again, their story may make spectacular sense; it may not. Again, it's

best not to leave things to chance. | worked for a company that was teetering, very

publicly, on the brink of bankruptcy. One day, | saw a banner ad for one of our services.

The ad touted our financial stability. | immediately called the ad person in Marcom and

pointed out that this wasn't exactly our strong suit. “But that's what our buyers are most

interested in,” she told me.

B, NREBEBARTE met4, HISBEECHIEE. BEiF, i

BERBEN, BHEERE, Bii—X, SFAZRLSEITREG. HEE—ZIIRET1

REITIRY, B—X, HER TINEF—PIRSHVER 5, | SRIERINMEG:

TEo HIMBFTEIRGAKEPRIT SAR, EBEXHANEIAIGNRIA, EIREILRER

BB, "EIRT.

| could go on about how important this rule is, but by now you get it. And you were

likely well ahead of me in getting it.

B USEEGXMMNESEE, B2IWERIEAT . (RMERELHEEEIE.

Of all of the Pragmatic Marketing rules, | find this the most important. And that's not

because those who will be filling whatever void you leave are evil and must be stopped.
http://www.chinapm.com.cn
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(Hey, you may even want, need, appreciate their suggestions and advice.) But, if
engineers are figuring out what's in the product all on their lonesome... if Sales is pulling
prices out of their ear on the way to a call...if Marketing is claiming that your product
solves world peace when it's really designed for warmongers—they're all trying to do
something that is neither their expertise nor their responsibility. That responsibility is
yours. Take it and use it.

EFMEXAEEMNG, WANAXERE2MN, XFHTERABBLEMRE FAYEO=
BIASBEENMOEIELE, (B, MEEJEEE. FE. RIS IAEN, )
B MR EEETMNIRERImT e A, WREEARTEFTEIER
RHERISHMSAIE T I89ER.. IREREF MR mEREARFERFRIT, BRT
HFFIFRIBH R JERMEREMANXLE, AN E R SMIIAEE, X

RMIA=RE. EEAE.

RULE 2 An outside-in approach increases the likelihood of

product success. FIMNal R FT AN T - aa A IRV O 8814

However brilliantly, presciently, and uniquely imagined a product is; however a product
idea seemingly springs fullblown from some Medusa’s head, there is no substitute for
solving a real problem experienced by real people in a way that will work for them.

How do you get real?

T mB AL, SABENZH. SARNE—E, A, — N miiEEUF ML

ST (BimE: =P, MFEBIDS, SiEF, ERHEMATHIEALIK, XET=H
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R —, BIEERFHRZIPTESRIRF SRR ZMHEZAIMTS . FAAMEL S EFET

e FREE, 8XARMEZY, BEERISHRZIIT. BREEESENE MER

iff, EADPRIEZRS[RMAR, WAl LUEHLRNERE, (FELR 7 R8E, ittrllL

ERISARIBIKRE, PRI HEimkI R, AT LIERESER AR, BIKEG

SRR, RMEAISIRWEDE, SRR SRR TS, SEIEPEEE

YR EFH TR, B SRR EURIRE SHEEIAMAE<S, ) AOSKINPIH Lk

B, REAATUREBRA—IEENTR, — P EENAZLDRY, SHbIERITEE.

I've found the key is in five simple words: See how your customer works.

HAMREET R NMERRE: BFEF BRI ITER.

That means looking at the current processes they have in place, at the inputs, the outputs,

the end results. Who does what to whom? How do they do it? Where do they hit

roadblocks? Little snags? Where does the ball drop? What happens when that happens?
EREENEMIIERTRE, MRBA. BHIREER, ENERAAMENIEEA

HEIRS B RIS 2 [R5 7 2 /) \PErS I B E TEE PIXFER PR REMTA?

There are a number of ways you can do this.

BRZL A MIENIX—=,

One is to actually go in and watch. Some of my most valuable hours in the field have

been spent observing how my customers get their jobs done—with or without my

product.

—MERE RS, BEX— U RE R — LB R AR RN = P 2O 5ea e IR L

o
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In days of yore, as the product manager for a mainframe financial reporting system, |
spent the night at AT&T while they closed their books, just to see how they used our
product.
AIENBFE, (FA— I REMSIRERFNTmEIE, IWE AT&T RT7—E, AT
MERKERNR R, RENTEEMIIEMOERIIIAmH.

(ZmiE: closed the books, =IAMN—MRE, BHEREFFRIEATIKEESELF,
HEIET e, NMEER—FRINKSS. )
Boy, was | exhausted after 20 hours. And, boy, did | see some areas where our product
could be improved.
R, 20 DMNIFIET, FEART, X, HEREEIIHIIAF-mB MLt 5 oI LASGH
Y6
I've done this a few times since. And, to me, it's the most effective way to figure out where
your product needs to go. Knowing what people go through trumps your imagination,
common sense, and intuition—no matter how wonderful they all are.
MIBLAEFEEMISTUR T . X3k, XS hri - mB 2 HEE 8855, 7

TEElEZE.

BAINEBIRIESRS. BIRMER

Another good technique is open-ended interviews that get your customers and

prospects to talk about “things”: business, processes, behaviors, wish lists, druthers, etc.

When I've used this method, I've taken notes and, where possible, made recordings.

B NFTERABER, IHRNEFMEEEPKIE SR WS, #E. 7h. B2

B, EEES, SREAXMDEN, HMTEC, MRITEE, A TRE.
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A third technique I've used is creating “A Day in the Life” scenarios, where you lay out the
hour-by-hour activities your customer goes through and figure out where your product
can be inserted to relieve some of the pain that invariably occurs in even the happiest
work day. Obviously, it helps if you've observed and/ or spoken with customers to ensure
you have the right idea about how they spend their days.

HEANBE=MRDRE EEFN—X TR, EX MR, BaLIHHEER T
ERE/ENES, FHEER R LUEARIME, LU AR RRI TFH SR 4R —
s, B, WRMNRI/SSEFREE, ERIEXIMEIIaMTES IR H FE MY
Bx, XEEHYH.

The bottom line: Your product has to “fit" the customers’ needs and desires, solving a
true problem. You never want your customers to be stuck exchanging an existing problem
for a new one—using your product. This won't happen if you build a product outside-in.
B (RN RORES " EFNRENREE, MARERNEH, KT AEERINEPHEK

EERRIF miR— M FFRIEEF, MRREHEIMNAATA R, XA AE,

RULE 3 Time spent on the strategic reduces time wasted on

the tactical tE7E ik i _E AR (B 7R BR AR | B9RT 8]

Simply defined, strategic is where you want to go; tactical is how to get there. It's pretty
easy to see that you'd better have the strategic figured out first.

BRI, AEEPRIVERRINT; AN UEIABRE, REZEL, (RETITLHKES
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While there are many different areas in which the “strategy vs. tactics” debate can occur,

I'll frame it here in terms of trying to market a product absent a strategy. (Which also

translates into trying to market a product for which the product manager hasn't followed

Rule #1, and the product has just sort of happened—generally at the hands of the

engineers, I'm afraid.)

B ISR IEC A RE L IEIT S ARG, EIRBEXEECEENHESHE—

NRESEINF G, (XULIERALERE —Mrm, ErnSfBErtEEEE—5N0

W, MmEXMFENIRET—E0, BERELREIPRIFH, )

My personal favorite is the “if we build it, they will come” approach, in which a product is

built, then tossed over the transom into Marketing, who are presumably waiting with

open arms and closed mouths for the product toss.

EOARSRZR NREAMNEE, MIIASK X, AXMEES, — N miiis

sk, REwpEimhn L, mnENAKRBRKTNE, HLEEEEmfihEE,

No, no, a thousand times no!

~ & —FF

You need to have a product strategy in mind that spells out positioning basics (Whao's

going to use the product and why), establishes the pricing rationale, provides at least a

rudimentary guidepost for where the product is going, etc., etc., etc.

FREAELWPE— N miklE, EREUAEMESERX N milt4), BZEM

HNEARRIE, 2MER—ERES, FRBEnlE, £F5, F5.

Another thing we've all faced as marketers is the situation in which we've been goaded
http://www.chinapm.com.cn
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(forced?) to just do something, do anything. “Something” must be done! This usually
comes down on the head of Marcom and usually means helping fill the big, gaping maw
at the beginning of the sales pipeline.

TEREBAR, BAEIGHS —HSE2FAIBEREENE?) EMES, MIEE, LREH=
A XBEEEERARNS L, BEERESINEMEERBEFRITRIE RO,

Do something. Do anything. Let's get going.

M=t A. MIEHTE, LFHAIEE.

Banner ads..webinars...email blasts...spiffs...promotional deals... guys with sandwich
boards trolling the streets.

RS MBIy ... BFEMEEEA.... (REES..... AT A D RENRNK,
Thus, the campaign to nowhere begins.

Eltt, XipALiEe] EANEaFa T,

You may get somewhere, but even that somewhere is going to feel like nowhere, absent
a strategy. Never confuse activity with action.

{RATBER AT MY, (BRMEZA ML, MRRELKE, B ARSELHE, I

(i

REEITRFHTIRER—K,

There's a corollary to this rule: In the absence of a strategy, people will go ahead and do

what they think is best.

XEMUE—MES: ARZHBIERT, AMISBEEER, M IRFINERS.

So the marketers will look at the product they've been given and hazard a guess on

where they can market it. They may do a bangup job of it. (Great! Two hundred tuna
http://www.chinapm.com.cn
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fishermen attended our webinar. Too bad our product doesn't really do anything for them.
Not to mention that we really should be selling to tuba players. Tuna? Tuba? Close
enough.)

PRI EBARSEEM VSRR m, FARIEENMA IR LAERERTEH, thiIaTsE
ISR, KET MEESREERSNTHRINNEIMIS. BHEOZ, Y m

FRBEIEAMMIIMEIEE. EFBRILNEEMZEREHIRASIR. $I6EASE

Strategy’s hard. It means really thinking through things. It means taking a risk by declaring
where it is you want to go. It means having the discipline and strength to give it time
enough to succeed.

e IRRRER, XEWEREHEET#E, CHERREIARREERMtSHOREN,
EEREELENNEBLEEBHIRIBERI,

Tactics absent strategy? You might think you're getting somewhere, but you're really on
the night train to nowhere.

TRZ BB AR ? (RATBEASIRERAER M (BRI LREARE, =4 7T,

RULE 4 In the absence of market facts, he who owns the

compilerwins FERZ MHBLABEA T, IEHR B R IFRIERR

B =5y
RE HL

I've lived through this nightmare more than once, and all | can say is, even in the presence

of market facts, it's plenty easy for the guy with the compiler to win. But when you're

http://www.chinapm.com.cn
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working with the engineers, it is always best to have the following:

i

HAE—REBITXMEL, HEERAE, BMEEHHSELED, AERFERIIRKERS

1y

+ Win-loss analysis. If 19 out of 20 times, you hear that a key factor in a loss was ease of
use, your developers may respond that “the customers don't know what they're talking
about,” “we're selling to the wrong people,” and “our sales folks don't know how to sell”
But you will have market facts to support your argument that the Ul needs work.
BSOHT. NRE 200XHE 19X, BIFE—SEIRKANXRRAZEZAME, AR
BRARIBEREIE " ZEATBMIIERTA". "FHZE TEROAN T EIAEEART
FEIMEHE", "BIrEEEHHSELRSTHRER, BBFREHEL0H,

+ Competitive information. The last thing you want to find yourself doing is playing
competitive catch-up. It is always useful to know what you're up against. And, if you can
anticipate moves that your competition is going to make— by watching what they're
saying publicly, whom they're partnering with, where they're selling, etc. —so much the

better.

RFER. FERAMMNEEHERARF TG £, AERENiIR+ASEERRY.

mE, MRIREEFNEH R RS X RFERENI 75 BTN RFHE THA, 4]

SEGTE, MNEMEHEE, FF—IREF T,

+ Market trends. What's going on in your industry or the industry into which you sell?

What's being said about technology trends? No, you don't have to listen to every

pronouncement from on high, but it helps not to operate in a complete vacuum. So dig
http://www.chinapm.com.cn
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up whatever data you can find on SOA, SaaS, MDM, or whatever acronym your product
needs to accommodate. (Years ago, | worked for a software company that was wedded
to OS/2. | came to a development meeting with a copy of InfoWeek magazine sporting
a cover showing OS/2 in a coffin with a lily on it. That display definitely helped us move
along on our decision to convert to NT)
imiass, (RATET SRR HEERN T AL T A MIREABHIANEEN A,
TARITRESLNE—NES, EFZ2E— 1 T2ETHINRETIEFEER Y. Fit,
oJgEZitizlEXF SOA, SaaS. MDM SSHIr mB &AM HOESERIEdE. (JLF
Bl, FfE—x5 05/2 RERERNIH AT E, HHE—D InfoWeek ZERSII—1FF
2, EHEER OS2 T—MEME, LEBE—REEL. B H AR ENHE(
BT\ NT #HATRE, )
+ Customer input. The customer is not always right, and sometimes, they will ask for
stupid or irrelevant things. But your trusted customers— not your developers—are the
ones actually using your product, so their ideas matter.
ZEFBN. MEFAFCENN, BN, 2R —EBEAISAERAIERA, B2(RAE
ENERP—MARFARE —F REIEERIRI @A, PN EAREZ,
+ Sales engineering and customer service input. Better than anyone else, your sales
engineers tend to know the technical obstacles to selling and implementing your product.
You need a forum for capturing their ideas. Better than anyone else, your customer
service folks tend to know the technical obstacles to ongoing, day-to-day success with
your products. You need a forum for capturing their ideas, as well.
http://www.chinapm.com.cn
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HEIRIMMNEFRSEAN. CRIHE TRRITHHE AR 7 #REEM R mAsRE
15, (RBE—MCIRREMIRVRR, SEMEIMARLL, ERREFIRS AREER 7
BRI miFEeny. BERRIFTEIGRI AR, (REFEE— MRk IeX,
When you, as a product manager, start talking product with the engineers, you need to
be armed with the richest set of market facts you can find. The preceding suggestions
are useful sources of those facts. It's then up to you to put the market facts into a
digestible, sensible format for presentation to engineering.

ERA—PrmiZlE, ST IEIMC @Y, (REEESTF eI NEFENTHD
£k, RBENEXEELIEAKRER. ARG HInSELIEHRZ TIERY. G2
&0, LMEEIRRImH TN,

There is still no guarantee that a really stubborn guy with a compiler won't balk at product
ideas that aren't invented in his brain. But, if you've got the facts, maam, it's far more
likely that resistance will fade away.

HAMBAARRERLE, — NEIEMENZRK, NRMME— M wixss, RSP

BB KA meET A, BR, MR TR TEL, ZL, MEENEER.

RULE 5: Product Management determines the go-to-

market strategy; Marcom executes the strateqy F=iaEiE

REF A ATHIZAYEES, ERARPUTIX I RES

First off much of my career has been spent in smaller companies where Product

Management/ Product Marketing and Marcom were housed under one very small group.
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Heck, I've been in places where they were me, myself, and I.
Bt RIS RUEEREENATEIN, BENREE/ T mE G Est
AP AFENRIEIAERY, IR, BEIAMEHS RETH. HECHIL.
But | did spend several years in a large company where we had separate Product
Management, Product Marketing, and Marcom groups. And herein lies a cautionary tale
of what happens when it's not clear whao's setting the strategic agenda.
BIMALAE—FRARE TR TUE, EEINEIRZAT mEIE. FmEHEEERA,
XEB— X TERHIERIEESIET,
At this company, Product Management and Product Marketing resided in the same group,
and we were clear about the roles each group played. But Marcom was completely and
utterly separate from us, connecting on the org chart only to the president’s box.
EXRRF), FramEErmEHEETE—TE ], HMRBREE N IFnERRe. B8
EEEM(TE2R0 7, HEREME EREERISHAIBM KR E,
This would have worked out fine if someone in the president’s box or in the EVP boxes
just below actually agreed that Product Marketing—which set the go-to-market
strategy—and Marcom were separate functions, with different roles, responsibilities,
and expertise. And then declared that the two groups were going to get along.
NRFELSFHOX R ERHE FTEIHTRIDHXREPN AR B mEE—HEHAT
HREIE——FEREE A EREREE, BRENAE. IREFITWINR, BMAXBEERIFITE
IR, AREMXREASBLISRET,
Well, that never happened. And, although the reasons had little to do with marketing, is
http://www.chinapm.com.cn
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it any wonder that the company folded?

BXMNKREES. ME, REXSHHER/ILFRERAR, BEFEXRAEEIFVE?

Although I'had many good friends and colleagues in Marcom, relationships between us

(Product Marketing) and them were generally non-productive and rancorous.

REFERKEBERZEEMRIESE, BN ERE) MM ZEINXREE 2,

FERHEUEAT,

Marcom was under Sales, and much of what they did was what Sales wanted them to do.

Suffice it to say that Sales wanted the short-term hit, not the long-term build. It never

seemed to matter what the overall corporate strategy was; if Sales didn't think they could

easily sell it tomorrow, it didn't get marketed today.

ERERIANEEEZ T, MRS ZIBERRIHE R EM AT, EPRithR, HEFE

RZFGERRYIPE, MARKHRNER, AT REIRUFMREBIEE, INRHEEARIA

ARSI EIHERE, RS RATEBEIHERIHA.

Marcom also owned the entire budget, so Product Marketing was always in the position

of begging to get any attention for our products.

EIEEREEANIE, L mEREREES RN miEEIX L,

Sometimes, the budget stuff played out in ridiculous ways. At one annual (internal) sales

conference, we had an exhibit hall for the products. Product Marketing had draped tables,

out-of-pocket signs printed at Kinkd's, photocopied sell sheets, no lights, and lame-o

promotional gimmicks to attract the sales guys' interest.

B, MEERLGRENARENW. EXFERIDBERN L, BB mExR
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[T. FRSHEaEEEamIIET, & Kinko [EE2MNBEIEEEIREF, SMEER, %
BITYE, LIRS HHE AN RAEBRYERIAIEHFER.
Marcom shipped in tradeshow booths—complete with beautiful lighting and nice
signage—at which they showcased their new corporate brochures, ad campaigns,
website, and corporate giveaways.
ERERZRES LN, BB RSN HIESARE , BRI ER TR EEM.

T N TR NI
We had the content; they had the stuff.
HBRE, IBEM,
Shouldn't we have come together on this? But, no. The enmity between the two camps
was just too great. The rap on Product Marketing: no sense of the real-world pressure
from Sales. The rap on Marcom: no content, big spenders.
HA IR BNIZFERRID? (B, 188, AT EEZBISESSERK T a0
XPREWLERAHETHELRT. HiT: REANE, HAFKH.
| spent half my life at this company just trying to define organizational roles, smooth
ruffled feathers, make peace, and make some sense out of things. Believe me, if | couldn’t
get things to work out between us, no one could.
HEXR N 7 HEFRINERENARAE, FEAMNRR, H0, LSETEE
B, 1BE5Kk, R ERATNZERE™, RABE
What a waste!
HEER%!
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So, I'll add to Pragmatic’s rule: Ensure that the roles are clear, and insist on an environment
of mutual trust and respect. Strategy and execution are both important. But if the
executors aren't bothering with the strategy, whatever happens will not be pretty.

BRI, FINT —5RSCAMN: HfRAmeRtE, FRFEEEEINEENING, SERFIHRITED

REZ, BUIRIITATIX—EIERD, TEREFASEHTIERFE,

RULE 6: Product Management should help sales channels,
not individual salespeople. = REIENIZFEENERE, M
REBETHBEEAR,

Obviously, when you're developing market approaches and sales tools, your product and
company will be best served by your focusing on those that can be widely deployed
across an entire sales channel—whether direct or indirect. Take it from someone who has
done some serious hand holding with some fairly hapless sales folks, we all would have

been better off if I'd spent my time on things that would be available and useful to

everybody.
RBR, SIREFADZEERE LR, /a9~ EPRBEEARI LR AT LA R

MEERIE LT Z R AMSEIRFIIRS — LI REENAZEEN. R
REEESE T AESERNEREL, BIINVBEREELT.

But is the converse true as well? What about time spent with the truly excellent
salespeople?

BRIRBREMRG? SEIENNFRIHEARBLRIAIEYE?
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Maybe it's because I've spent so much time in small companies, there are plenty of
circumstances in which I've spent what | considered very profitable time with individual
salespeople who are pleasant, helpful, and insightful. In my experience, these have also
tended to be the most successful sales folks.

BIFREARANAT LNNEAKT, EREERT, FEBRMAPLAIER ¥, KT
A BEEREDIEEAR—EEIERIANNIFEEF BRI, RIERIER, XEAE
ELERMINIVHEA R,

You could argue, then, that they don't need your help. Maybe. But, as a marketer, you
still need to acknowledge that you might need their help for reviewing sales tools, great
feedback, access to customers...and so on. Yes, there are plenty of reasons why you want
and need to develop relationships with individual salespeople. And sometimes that will
mean providing them with individual help. The good news? They're not the kind wholl
ask for it unless they genuinely need it.

RETLASS, MBIABERER, BIFE, B2, EA—88HEAR, RIAFTEFRIN, IR

DJRERE AR ERIHEIEE LR, BHRIFIIRG. EREFEE. 210, BRER

[

BB AT AIREBENE MEE AREIIR R, BIXEREZ A HEH N AREE], X

EIFHEEE? BRAMPIBERE, SWMMERSFOR.

Of course, just as time spent helping out dunderheads detracts from working for the

greater, common good, so does time spent working with the A students. So you have to

be careful not to indulge yourself all that much.

SR, IR AR E RN EB IR T AERIEERN @M T, ESHEE—ETIF
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ERIRTEBREL, FILURE/VG, AEXBHE S,

As for spending time wisely, like a lot of product managers, I've spent hours concocting
presentations on demand, pitching in on last minute RFP responses, tweaking data
sheets—so much easier now that everything's PDFd rather than printed—when the same
time could have been spent making sure that strong, current, baseline materials were
made available in a shared space.

AT BRZ RIS ENE, B TLNNTRETSR, ERE—DIHEE
MR PBAINN, FELHIERR- XSS, WEBEENE POF MAEITEDE R
-FEE—AEREREAGRIE AR, SRINESMHHE— P E=<a2 R BT,

Just say "no” to creating a slight variation of the wheel every time a salesperson calls and
asks you for something.

REWAR, EREEARITBIRCHFERARIN R, B —ThREMNALLT.
Similarly, when you're eliciting feedback and product input from sales, it's better to hear
from many voices, rather than respond to the bleating of the lone sales wolf whose input
is colored by the last lost deal.

By, SARMEEFRERIE AN, RFTRESHNEE, MAENREE—EX
932 2 P EHROAIURAYSE & 2 SRAVIEAS A (I BN,

But as a marketer, | really want to reserve some quality time with the quality salespeople.

BIEA—BEBAR, RENRENSREAHEAR—EEI—LERENTE,
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RULE 7: Be able to articulate your distinctive competence.
Befg BTt ZRIA (R mmAYIRIFRES D,

So why, exactly, should someone buy your product as opposed to the other guy's?

N LB ANELRHIF mm AR ARYe?

It may seem obvious that you need to be able to tell a prospect what's distinctive about
you, but we often get caught up in just getting the features and benefits out there. Our
product is really good, and we want everyone to know about it—so sometimes we forget
to mention “why us” It's also easy to fall into the trap of picking up on some picayune
feature that nobody cares about and making a big show about how and why this is a big
differentiator. I've certainly done it: our product is the only one on the market that brings
a smiley face up on each screen..the only one written in an obscure, arcane
language...the only one that comes in a plain, brown wrapper. But a differentiated feature
of your product, no matter how meritorious (or not) is NOT a distinctive competence.
REBE, (RFEEREBSHF—NEESARIPRSZA, BEINEERARZN 7RSI
Mz, B mBENRE, BB ATIEC—PLIBHEIIT TR A
BIAY . "TANEREZFENXFRIEN . SE—LER  NEFRVNFE, AEKRERTCE
INTURNTASBEXAKRRIARGE, "HIAXAMT . HN~mEhh tE—TFEE
MEELEE—EIAT m. E—RE R ENES B m. E—— AE B
tre xRN m. ER, FINFmE— PSR TEIMHE, TEEB2EEE
B15), &2 —MIRIFHIsE

No, your distinctive competence is something that you genuinely excel at—and that
http://www.chinapm.com.cn
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benefits your customer.

R, ARESRTERRERREEEBKA— XXM E B R,

We all know the standard ones: You're the most efficient, with the most streamlined

service and support; you've got the most advanced, the very best product; you're the

most in tune with your customers and what they actually want, need, and value.

BA BB ER (RS, BEEBEENIRSTIIFRMIERTH. &FIvm R

BACSITIIEPERE—E, THROMNEEEZ. FE29FBMNENRT,

What might your distinctive competence be? Here are a few examples:

REVREFREN R A XEG L MIF

» You may have deep-seated knowledge of an industry that enables you to develop

products that solve vertical-specific problems in ways that generic, horizontal applications

can't.

BRI EMTWBRRN T8, XM & LR EE S E DAY m, —

7K SR FBRE A REfR RIX LY A,

* Your engineering approach may enable you to react to customer requests and

emerging requirements more rapidly than others.

R TAE TS AR LA LR A B BRIt 2= A RIS SR AN IAYE R,

* Your implementation team may be so proficient that they can easily and cost-effectively

customize your application.

BRUBPZB A TeedEEEE, IR BBt E SIS B,

* Your training approach may help your customers more easily “on-board” new
http://www.chinapm.com.cn
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employees.

R ERT LSRN E R ES S NIRFTR L.

* Your automation strategy may let your customers painlessly and quickly purchase and
implement new modules.

EHIB AR LU LIRS PR RIE I SEANSE I AIRER,

Whatever it is, you need to know just what your distinctive competence is. And it should
go without saying that it's reality-based. Prospects and customers will figure it out pretty
quickly if you're blowing smoke here.

FERAA, FFEEMEMMIFHRENRMA. TR, BERETINEN, INRIFEXEL

WiEesk, EFEEMERRE AL,

RULE 8: Your opinion, although interesting, is irrelevant {;

AIMREREE, BEXEE

As marketers, we've all had to put up with the "everyone’s an expert” syndrome, in which
people feel free to second guess and take pot shots at everything we do.

ERNEBAR, BN EIRZ B PABMRER GG, AXMEEIET, AN
NPT E— SR LSRRI ST,

Unveil the new logo? Someone will hate it—and let you know.

# LOGO IR TR? BARIWRE, FLIFFNE,

Name the new product? Guaranteed that someone will think the name is dumb—or

inform you that they once had a dog with this name. (Come on, did someone really have
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a dog named OmniCentraSolvAll?)

SFFTmE? REBARNARITEFRE EIFRIRNBEFIT —RYIX NS
FHE, FEHE, BB AZE T REIY OmniCentraSolvAll B93EIIZ7)
Publish the list of new features? Whyd you pick those ones? Why didn't you use my
suggestion?
RAFTHFESIZR? AR AIRBRLE? (R AR RBEATEE?
Color of the golf-outing t-shirt. Trade show graphics. Target market. Partner strategy.
SIRREECHEE, RBRGHIE R, Binthizm. SRS,
Doesn't matter how strategic, how tactical, how important, or how trivial: People always
second guess what Marketing does.
TICS AT, SARIT, ZAEE, JESABE: NS DIHEEMAE T
B,
In these circumstances, the rule about opinions holds.
EXMERT, X TURAIRNZEMIZAY,
But | have to add a big qualifier, because an informed opinion can be both interesting
and relevant.
ERELMMI—IARIREE, EA—MEIAIN A B AERAT,
Sometimes the person with the informed opinion knows something you don't know. Or
thinks about something in a way that you don't. Or just always seems worth listening to.
Bitx, BRI AINE—LFRABENER. SE LM RBNSBERES, 5
T B,
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With any luck, you'll know who the Informed Opinions are and include them somewhere

in the process before decisions are made.

INRIEFIFANE, REFEE IR SR, FERRZ S B8 8RR

DT,

What can the Informed Opinion do for you?

B TMAI = BEJI AT A7

It can save you from making a mistake.

BRI LALLIREHRICEHE,

You might have fallen in love with the new color scheme. Come on, who doesn't like

avocado and harvest gold? The Informed Opinion might inform you that two of your

closest competitors are using the same colors, and you don't want to look “me, too!

RAIREEEER L THRIE RN, Fit, IERENEHeNEele’ B IUIN< R 8E

SHFR, BIRRENMNRENFIEEERERNERE, (RS BRI E,

UniCentraSolvAll may sound like a uniquely swell product name. Informed Opinion may

be able to tell you that it's actually a heavily marketed pesticide in one country, or a

product that in another country unclogs drains.

UniCentraSolvAll Ik R BE— MRIFHI I m 2 R, BRI R AT BEE SRR, X

SR ER— M ERKIDEEIIRE, &R — 1 ExRmE NKER .

You may have missed an important and compelling product feature, and Informed

Opinion may be able to tell you what it is and why it's so important.

BAIgeE AN T — P E2AIFS I TRV miHE, A WtHIM S Al sEREiE SIS B
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Of course, Informed Opinion’s opinion is not so important if you've done your homework.
But you can't think of everything, so it's always good to have a couple of trusted Informed
Opinions you can count on.

SR, MR TINR, BRI IPAEE T, ERIFIAsEERIFTERISE, A
LABTUMREILMERAY. B I = 22 i AT,

As far as your own opinions go: Offer your opinions only when asked for them. Try to
eradicate (or at least minimize) any after-the-fact sniping and second guessing. (You hate
it when it's done to you!) And keep in mind that an opinion that's informed by facts and
market information is genuinely valuable and generally welcomed.

ETRECAIMS: RENAZKRIAREFIONR, REBREESHIM)SERFFH
BN, (RISRBIAIXERHR) ECE, — P HRSELAHnEEEANIN=EEEEMER,

BRI,

RULE 9: The building is full of product experts. Your

company needs market expert AEEFNIMEIRRER.
RAAEENHER

There's nothing worse than a marketing person who knows little about the product
they're marketing. Matters not whether you're “just” in Marcom; minimal fluency is
required. The bar gets raised for Product Marketing and Product Management, of course.

BT AL ERARENEE e E D BB T, (EERETED RNIT
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FAEE, RERENANEOHEN. 2R, FoEEilr mEEn HES

But as the rule says: If you're in technology marketing: The building is full of product

experts. Developers. Services folks. Sales engineers.

(EIEANAINIFRS . NRIFNEHIRIAEH, BBAREERHZE~mExR, FRAR. R

FAR, HETED,

Nice if you can demonstrate your understanding of SOA, your appreciation of MDM,

your giga-intimacy with bits, bytes, and all assortments of hertzes. What the company

also (and really) needs from Marketing is insight on what's happening in the market.

WRISEETERRENT SOA AUIBAR. ZX MDM BORRE. B3I, FHMPTERERZEN

giga-intimacy, BRELAYF T, AEMEMZEETREFZHRNHIZNSHIER,

What's the competition up to? What trends—both technical and business—do you need

to watch? What's up with the wonderful world of compliance and regulation? (Eek! It's

everywhere.) What's going on in your verticals?

RENFAERTARERFEER EMLRAN S BB SR EEEHREEAL

F2(EFRIRERR), (FROEEWEERETHA?

Not to mention what's lurking out there that might have an impact on your customers

and prospects—and how they might benefit from your product at this particular time.

And just how do those customers use your product? What connections are they making

between the features and benefits? What are they asking for? What do they need that

they aren't requesting?

B ABRRB AT RE MRV E PRI = A R IR R —— LA R X M ERAIRT R
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AT RESF BarhiREs, BRAXEE A EAufE FRRAYT mb e B IR i 2 (Bl
M T AR AN AL Rt )R B REAFE?

Sure, it's great if you can read binary, but in the long run, your product is better off if you
can read The Wall Street Journal.

SR, WISRITREFNE B EART, BAKIKRE, MRIFREEE (F/REBR),

FHIF =BT,

RULE 10: Find market segments that value your distinctive
competence %EBBLLEMRIRIFEENIMA DA

| suspect that all marketers have, at some point, attempted to broaden their market to
extend beyond whatever segment in which they find themselves. Sometimes this makes
absolute sense. The problem occurs when you start convincing yourself that your
offering—as is—will  work for everybody.

BEEMBNMm7IEEAR, EREMEE L, —B&EEY M1, LISt 1A
WHIHITH L 7. BINXETE2BEEEN, SMFHRRRES, TRER—AEIR—
BIERTAEAR, [T@EHEI .

At the macro level of “distinctive competence,” you're not going to sell bleeding-edge
technology into an industry where companies typically adopt new-fangled “stuff” with a
five-year lag. You're not going to sell a costly, hands-on services model to a company
that prides itself on do-it-yourself. You're not going to sell costly bells and whistles to a

company that runs on shoestring margins.
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AEIRFHREN XN EMEA L, (RARIERIGRAZE— P RWBEXRAFE 5 FRH

RO RYTAL, IRARIE— P BRM. FEFHIRSENZLE— LA DIY AHAIRE, (R

ARIEALLR SRR, WIBNARAAERE—R A IEREIAE.,

At the less-grand, micro level, “distinctive competence” may translate into a feature set

(or singular feature) that is ideal for one market. So it's tempting to think that should at

least be somewhat useful for other markets, as well.

BERBBARKBYMMZE L, "TRSHISE ) AT REREE AN — I hiz ki SRR AVRHESE (T

B—1D. BAlt, BEESAMIAA, XEDWEMHIZHEEE AR,

But unless that shiny new market really needs and wants what you have, heading down

this path will only get you: more expense to attract fewer customers, longer sales cycles,

more price resistance, and less satisfied customers. You name it; you'll find it when you

drift into territory that doesn't value your distinctive competence.

ERIBX NNSRIFTH I ENG2RPTABE AR, BIEEXFEE FERRILIRGEE

ZHRMRIRS EDNER, BERAVHERE, BESHMEEN, URERNHENER. L

EAREERERY, SRHEN— M EMRIRFREDROSURET, (FIeRILE.

So before loping down the Boulevard of Broken Dreams, you owe your product a critical

examination of just how and why someone wants and needs what you've got. Plain and

simple, if you can't come up with an answer, those potential customers won't be able to

either. Sure, you'll convince some of them to buy your wares by sheer force of will. But

that's not the recipe for market success.

i, AR ERZRRCRRIRIBZR, (RMOZIHRAF mit T — /it IEnesE, EEA1Z
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SMEILAR A A TR ERRNBZ(RPTABRIZRIE, B TR, INRFERE—1ESR, L
BENZEABASINE, S, R R FI—E BRI m, cEeh Tad
BIXHRZEDIHAIIAIMIR,

You may, of course, be able to create that market success by altering, or perhaps even
just tweaking, your product. Just make sure that this is something you really want to do
(i.e., something that fits your strategy).

S, (RET LB A, EE NSRRI mEeliEhinmll, REHEXZIRELER
e E S G A S BTV AR e[ SN

Yes, focusing on your distinctive competence—or even on your simple, technical
differentiation—may mean that you find yourself in a niche. This is fine, if being a niche
player is what you really want to be. If not, find yourself a distinctive competence or

means of differentiation that won't relegate you to a niche.

BHY, TETIRRSIEEN—EBEERRRAIIRAER BEERREAIECAT—
IHEDG, XREF, MRIRERERA— I NRINERAYE, WRAZ, BHAESH
SRTEEENNERMAITIE, RHFHASEIINE MTERITIL.

Easier said than done, | know. But whoever said that product management was easy?

G, RBESMRE, EBRERR T mEIRRE S’

RULE 11: Dont expect your sales channel to conduct
win/loss analysis ~EZEHAE{RIVIHEREBEEMBS o

| wish | had a Euro for every time | sat through a pipeline review meeting and, as last
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month’s hot prospects transitioned into the “L" column, asked the question “Whyd we

lose?”

BHEEERBRSIIREFESNATERREEI—BUT, EAENBRXEISHANRIT LY,

BB 7N A TR ASE?

| should have saved my breath. After all, just as the answer to “Whyd we win?" always

turns out to be “superior salesmanship,” the “Why'd we lose?” answer is invariably "Our

price was too high,” or “Our product stinks,” or “They went with somebody else,” or “They

did nothing”

HNIZEOSHY, 5, ' BIINTASRREEREE HEEEAR", "1

ARKM ' BERR HIMEAS 7", 5 BRI mAR T, & IR AET",

E MM LB =M

Let's face it, it's just not in the nature of most salespeople to analyze why a sale did or did

not happen. Plus, you want and need your salespeople to look forward, not backward.

IEFRAIEIISEE, AZEBHEARIIRMER, tIFsEZ0 Tt AHERETHERE

KE, B, RERIFREEARGORE, MRS,

So who does win/loss analysis—and how do you go about it?

A, ERMBESHIT-IREEAMAINE?

Ideally, your product marketing or product management team should conduct win/loss

analysis. Alternatively, if you really think people are reluctant to be candid when talking

with someone in-house, you should hire a third party.

EHRERT, (RAr- mERar m BRI ZA TR SO, &, WRIFREANASIAL]
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AESRERERE DN ABERRZ18E,, (RAZERE=7,

Analysis should begin with a mini-debrief with the salesperson and (better yet) the sales
engineer. An initial impression by those closest to the deal may yield a useful avenue for
your questioning.

DHTRIZMNSHE ARFI(EFH)EE TRIPAEREI IR, AEIXEZZAIARIHIEAR
WA RER MR HERIRIERE,

Prepare a specific list of questions—about your product, pricing, and process—to review
with every prospect. If you have a complex sales process that involves many different
people on the buying side—influencers, decision-makers, purchasers—try to talk to
several of them. Realistically, this isn't always feasible—especially after a loss. And
remember that a good, candid conversation with your prime sponsor is worth plenty; so
don't get greedy.

EE—P BRI SR —X TR m. MERE—S58 (U8 ES P —kRm.

WRIFE—IERVHETRE, HPEBLSEEETFS A ENA—BRITOIA, REK

&, KBR—AEMBIFRO—EARRK, L, XANSENTH—LERER

B2, 1o, SFNEREFRHITORRE. 1BRANESREMNME LA ZER D,

Beyond specific questions about product, pricing, and process, try to flat out ask lost

customers the following questions: What we could have done better? What would it have

taken to win? Where did the competition outshine us? For a win, ask those same

questions about the competitor.

fR 7 X T m. EMARENERERSS, HEREENEZ RS LR B AT LS
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BSEFNRTATEN T B R FEMLE S ELLRA B AL aNRIR S, BPA, 7

KX FITFB KAIEEER,
Win/loss conversations should be brief (no more than 10-15 minutes), and they should
take place within a week or two after the decision is made. Conversations are ideal, but
email response works just fine.
BSAPHENIZERE (BT 10-15 28), FEMZEMERERIN—RERHT. HES
18Ry, (BEEFHpAHEIE WAL,
It goes without saying that the information should be kept in some sort of a system—
and in a systematic fashion—so that you can make some sense of it as a whole and not
just look at disparate information points. This analysis is not all that easy to do when
you're looking at subjective information, but there’s no point in collecting win/ loss data
unless you're planning to draw general inferences.
Ex5En, ERMZUEMRSGHIT I RT, XIFRIAEENBAE LIERYE, MARNKE
FNENEER. BEEEENEEN, XMOTHAZIABSMER, BERIFETRIE
H—AvEE, SUKERSHIER KEENA.
Here are some ways your win/loss analysis can help you:
X) LB —LEn] AR BN ER 5 D iTHY A
+ Determining which features you need to add to your product
e B2 [ G MNP LASHE
* Refining your pricing
E(RIEM
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+ Shaping your marketing message
BIERNEHRER
* Homing in on a more sharply defined target market
fE—NE X E PR BRI
* Improving your sales and marketing processes
SO RO EME HIMIE
Yes, lots of good things can and will come from win/loss analysis. Just don't ask your sales
folks to do the heavy lifting for you.

2R, REFHISRIBEBHERBRERS HIT. SBFRILRIBEEA R MIEENTIF.

RULE 12: The answer to most of your questions is not in
the building {RAERD DRI REBAREAEE

During the dot.com era, | worked for a large Internet Services Provider (ISP) where rank-
and-file marketing people rarely had access to customers and prospects. | had come
there from a small software company, where | went regularly on sales calls and frequently
spoke with customers, so | knew | was missing something.

EEEMAIT, HEE—RAZLEERMARS IR (SP)IE T E, BEIEEEHARRED
BRI ZPMEESE A, BN/ NG R EIREIXE, AR LRI R, IEHAEEH
EBE, AEESEPARK, RIHAETED 7 —L5A,

In my three years with the ISE | went on a handful of calls. Our sales model was multi-

layered, and there were often three or four folks just from Sales on every call. No room
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in that clown car for another body! If Sales brought another body along, it was typically

a technical expert or a product manager.

AE ISP TR =5, EEOS/UREIE, BIIEERAEZ RN, BEES M EIEHE

=P PREHENARE, NAEESFT I —EPRINSREEARTR THEAR, BB
AT R IR

During those years when | was starved for the outside perspective, | did participate in

many events, speaking on behalf of the company, so | was able to have some interaction

with customers and prospects. But it was way too limited. | also met often with industry

analysts—another good source of insight and information. But | really missed customer

and prospect interaction.

ERRLS BNV FE, WRLSNTIFZE, ARATRE, RItIaEES=R

MEEERE—%85, BEXBRT. HEEE SIS TITEE—XE5 —MRIFRY

BRNEERR, ERENRASESEFTIEESFIED.,

Several times | created customer surveys, but was not allowed to speak with customers

directly; I had to go through multiple layers of the customer support organization.

BIURELZTEFREE, EFRTERSEFRK, U REHEFFHENZS N ERIR,

All'in all, it made for a very high frustration level, in which I always felt | had my nose

pressed up against the window glass—able to see, but not communicate with the world

outside.

PMEZ, XS T —MIFESHNE, XIS, SRR SHCHSFEILER

BEE AR, (BRESINERIERIM,
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Fortunately, | developed good relationships with enough of the technical sales folks and
sales engineers to get my questions answered. But it was not really the same as building
good relationships with customers or hearing first-hand what prospects were saying.
Fizhhe, S EBRZSHIRAREEARTIHE TRINEY 7 RIFAIXER, FRIRBSE 7E
%, EX55EFEIRIFIXASEREINEEEFIEIH T E—EE.
You really do need to get out of the building to truly understand how people use your
products and services and to appreciate the benefits they derive. You need to get out
there to see which parts of your message customers respond to and which parts draw
blanks—or leave them cold.
IFERFRREL AR, HIE TR IEERRIF MRS, FIREI3X15095FL, 1R
FEELE, BECNEEHMLETSRERIZFRIEIN, BLEo L BIREIZ=A, 5
FLENREIER,
Obviously, you also need to stick your head out to get a sense of what's happening in the
economy and technology—both in general and with your industry, your market, and
your competition, in particular. (Thankfully, the Internet gives us all the chance to get our
heads a bit out there.)
T, (RAFBERBIRALE THREFTIRAREERENEN—R LA, 15502
A9, IREOTHIR, RS TF, (BISRERR, BENEG THRIFTERIE, 153180
LA <5, )
None of this is to say that there’s not important “stuff” that you can and should find out
within your own four walls. There are definitely people who know things, and you should
http://www.chinapm.com.cn
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know who they are and how to tap them. But, when it comes right down to it, there’s
really just one question that can only be answered inside the building, and that's “How
does it work?” For everything else, you need to look outside.

XHANERREEEN R SR LIMBNZES CRINEZ AR, S8 ARE—
L8, (REZANEIZ2HE, WMIRIBE]. B2 I—VSREENE, RE—110

B HBEERRNERNEE:, B CRIMMITIFRY " WTEMER, (REE[IME,

RULE 13: Every “product” needs a product manager and
a business case BN TR HEE— T RAEN—1E

N7l

In my experience, most B2B technology companies do see that all their products have a
product manager. Sometimes the product manager winds up with multiple products—
which is okay if they're on the smallish side and in the same family. If the products are on
the biggish side and not well related, it can lead to product attention deficit disorder. But,
fortunately, most products tend to have product managers.

LAFRIEEES, KRS B2B AURAR A SIALaeiR i IPT BRI mEfE — 1 mEiE, B

&, FREERTRZ1 T m

SR L bR/, MEBTE—T xR, AR A.
NRF iR, RERFIVEXE, S miEREES, B2, K3 m
e mIE,

But those business cases...

B2, BRIz
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Products start out in many ways.
FmMRZLE A,
Sometimes (especially in the software industry) they get developed by someone who
thinks it's a good idea and just goes ahead and does it. If that's the case, the product
manager may be tasked with creating a business case after the fact, trying to figure out
the positioning and all that other good stuff that should have been determined before
the product was created.
BIfrCERERE T, BENANIXE—NTFES, AEAEMT . MREBXFANE,
FREIEES TR TSR — RS HER E E AT E Bt me 2 2Rl
HUNIZHAERVEF AR,
Sometimes a product starts out with a business case, but it never really gets evaluated—
let alone updated. And if you don't bother to regularly update your product's business
case—or create it anew—you run into a lot of dangers:
BE—1MrmA— L= gE, BRI KSEEIEENTE—E BREH 1.
INRAFREHAEF A mAYE AL 2RI, SERBIE—IED, (FSBRIRSE:
+ Missed market opportunities
Nl
+ Missed product enhancement opportunities
EI P m it a=
« Pricing that leaves $$$ on the table
KERLFBRIEN
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+ Putting too many resources on Product X and too few on Product Y

frrm X EIRANTRSHEFRME @R Y ERANTXOHRR

* Hanging on to a product that really should be on an end-of-life path

KEIVE—DFm A, XA mEIRIZE) T e 2 AR L

We all know how easy it is to keep chugging along, doing the same thing quarter after

quarter, year after year. If you're a product manager, you probably know this drill by heart.

You do your job. You cover all the bases: product requirements, project plan,

documentation, product launch, sales tools, sales training, marketing programs, etc.

HEFE, — 1M FEN—FE, —FX—FHHEFNSERES A4S 5. IRIFR—E

PR, (RAJREEEI=AT I, IRIURAY I, MREEPTERVEM : P miak. BT,

M, Famkfh. HETR. HER EHLES,

It's so darned easy never to take the time to critically examine your product’s raison

detre—and really figure out if there's enough raison to keep the detre going.

XIS S, NRB BRI G SR mFERVIER, HEEFSERES

B B BRIIEBRAFFE,

Product managers, it's never too late.

iR, KT AEIE,

If you have products with a business case covered by a spider web, it's time to create a

new one. You may have some tiny little fear that a business case will end up putting your

product out of business and your job at risk.

ANSRAFAYF m B — MR B Z A =G, BRAIER R LABSE— MR T, /7P
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BERBERIE0, — I EUERAISILRI mAETR, LR TFAEIEXE,

Truly, this is a remote possibility; and, in fact, the best way to make sure it doesn't happen
is to ensure that the product(s) you manage have a strong business case behind them.
BSE, XE—MERAIREEE FEL L, WRXMBRAERENRI 5 AERRINEIER
FmEEEEAREIER,

As the saying goes, the unexamined life is not worth living; and, in the end, the
unexamined product is not worth managing.

AE, BREEENEEMESY, &E, KRB MESEE

RULE 14: Look for opportunities to deliver the remarkable

SFHEAN LIS

| confess: When | first saw Pragmatic Marketing's word remarkable, my initial thought was,
“Is this one of those annoying words like passionate and personal brand that pop up from
time to time to test my gag reflex?”

HFN SEEIREELSEHX MR, EFIIEER, "X NIRRT 2GRIEH
PARIXFLATIRAYE, BT E SN AOIXIL R 53"

But that first thought was fleeting.

(B — KB R,

As product marketers and product managers, we should want to deliver the remarkable
in whatever we do. Think about it for a minute.

ERFmER AR @EIE, BN ERERIPTMI IS EHEEEl, B—T,
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If you settle for ‘good enough” in your product and don't include at least a few “nice to
have” goodies, your customers will greet the new release with “It's about time!” And your
prospects will greet the product with “Big deal—now you have what everyone else does”

MR mTRHET BBy, MXEEREL L REFIFA, FHERERIU

AR T SRERCHE R, (ROETEIRE SRR BRI 2

TRIAEBRERA,

Is this the type of response you want?

X REERIEINNG?

No, you want your customers and prospects to have some sense of delight—something

they hadn't thought of...something that's a bit out of the ordinary...something they'll find

really useful, or at least interesting.

T RS FPEESPE 2R LR ERRIRA... —E5RT

BAVRA... —SENEAMEEERNGAR, &2 B BIRA.

It could be something as simple as a last-minute time- or troublesaving feature. Maybe

it's a smooth integration with an application everyone in your target industry’s using.

Maybe it's something all-new, first-ever, state-of-the-art—that everyone will soon clamor

to own. Your remarkable “thing” could be a couple of hours of installation support thrown

in—not because installation is such a bear, but because every environment’s different and

anything can happen. Remarkable can be extending the number of seats the license will

support.

B URGEE—7 FRRIRSE-SRRANF E— LB RAFR,. X — 1S BEMT
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B NEBEE BRI AR IR SRk, tBIFIXE—MEHRY. SERRIBIAY. SITHERIARAY,
BPANAEBEERE, CRUFFNYSE TR LN\ E— 2R A%
REXHRFNE, MERAS I NREEFE, HUSEERTERE. EEEEZ,
O RANTENES SRRV E,

You can be remarkable in your sales process by really and truly listening to what your
prospects and customers are saying, and responding to them. You can be remarkable in
your customer service process with a check-in phone call to follow up on whether or not
last week's problem has been resolved. Don't forget the finance side of things, either. A
lot of customers would find it quite remarkable if you contacted them to let them know
you've discovered an overcharge, or that more attractive financing is available.
(RAJLABEE BB RAEBEZ PERT A, FMBMEEN, NiEiraEEdES
fRatmit, (ReILUBISTEEIE e EERIERE S EEMR, NMAEZFIRS TP RIE
B, BAETICUSHHENER, WNRIREREM], LI IRNERAT 7 a2 EEs,
B BEEBRSINDIBRARE, REZFFSISXIR T,

It's a tough world out there. In order to get noticed—and to win business—you need to
do something to stand out. And it really doesn't have to be all that remarkable—just
something simple for which your customers and prospects will love you.
HMERIEHFRIRILES, A TEEIRE, ATRIGER, (RHERMETAKEBMmE. EERR

FEPA T NEe—REB-LEBRAIFRA, FHEFMEEERSERN.
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RULE 15: With positioning, the focus is on what we do for
the buyers T &R, BEREFAILERIUTA

We love our products.

Bl IRERA IR am

We're proud of who we are and how we got here.

HATNBECREIFE, ABRIIAMTERISKMESR.

Yes, yes, yes..we know what went into developing them.

2R, 289, 2. BIREFA IR,

We want everyone to know about all the cool features.

HAIFEE N NERFNEPIEAIBLTIRE,

But before we get too carried away, let's focus on messaging that's relevant to the people

who are actually going to buy the product.

BERIMIET}EZE, IR XE— N SERWLmiI ABRAIESR.

This rule is really resonating with me these days. I'm working with a new client, and there’s

a part of their history of which they are rightfully quite proud. In fact, they're so proud of

it, that they pretty much lead off with it. Which would be fine and dandy—except that

this little piece of information (which looms so mightily for “us”) is stunningly irrelevant to

the customers they're trying to attract.

XEMNEILERIS e TIHRAVHIS, FEM—PHEFIRE, I8 —RHEESEHH.

FLE, PALRRAFEES, MIJIFERIXEFIRRY, XBE2RFIFIEN-RT

X—/NMER T Hel) R 2L ER) St B S ISR RIR AL,
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At best, it's of passing interest—like finding out that the woman in the next office was an
Olympic pairs skater, or that the sales guy you did booth duty with at the tradeshow is
related to the almostfamous actor with the same last name.
BIFRIER T, XRR—MIGITAE—— il R MRE DA E BAIZ A SRIZZAE
KIF, sERMFERE EREREEIEEARS— AR LA BN ERB IS K
So, when you're positioning your product, lead with what's important to the person who
might be writing the check, not with what's near and dear to you.
FILA, SIREEMFR @AY, SEERRAEN LRI NKREENRA L, MAEX]
RFRRERE =HIRI.
I am not, by the way, advocating for positioning that excludes what the product actually
does. I'm a strong believer that good positioning includes not just what a product does
for the buyer, but what it does, period. | absolutely hate reading about how a product
saves time and money, increasing your bottom line—and coming away without knowing
whether we're talking about accounting software or a Ginsu knife.
IER—T, FF B ERIERAPR mEfRaeE L, FKBE, RIFAVEAMNEE—
FIRBENERMH A, BEFCEE Rt A, FAFRIIREE X T— 1 a1
SEMEH, IBSIRIKSE, IUIRENIEI (I CHESITT IR RRETINER T8
7t.
So save the off-message information for footnotes, conversation, or company
background.
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FILA, IBEXREZREEIEIMNE. BT E=.

Yes, it's interesting that your founder won the Pulitzer Prize. That your product was
originally built to count hula hoops. That corporate headquarters is located in the old
mill where Civil War muskets were manufactured. Nice to know.. just not need to know.
=0, RAIEIIR SRS T ERIREK, XIRE#E, FA Mt AREITFHER., X855
YT HIERLEBIIE T, ReEXAE . REFFENE.

Obviously, no one is going to make the positioning mistake of telling the audience what's
in it for the company selling the product (“We need this product to be a success so that
we can stay in business!”). But it's pretty easy to slip into talking about what's of most
interest to us, rather than to focus on what the customer really wants to learn.

RIBE, REARXHENEMER SIFER, ARHETmB AT (HIFEXNT™
mmEVSAT, X T B R E TR BERREZMAICHAREA IREEAT, M
FRREEFEIEERF A

Sure, there are two sides to every transaction, and the buyer knows that there’s something
in it for us. But let's face it; all buyers really want to know what's in it for them.

SR, B—EXZHERAENY, MEXEBIMEESREI(IAVEFLL. E1LEIITENE RERY

LR EREARNEMINFISE T H A,

RULE 16: Positioning should be complete before you start
developing AR ZEI, EMNIZTTH

Anyone who has spent more than a few days in technology product management,
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product marketing, or development is familiar with that scariest of creatures: The
Continuously Morphing Set of Requirements.
HAESATmEE, FmEiHsAL I LRI B AEBRE & (AR AR
HHIESRE,
Everyone can be guilty of feeding this particular beast by coming up with a last-minute
feature request. Even if you have stellar positioning, you still might have light bulbs go
off in your head right up until the second the product is supposed to ship. But if you have
solid positioning completed before product development begins, you should face no
major surprises, because you will already have considered:
BRI R N ERE— A IREEHEERMEEI R, BMERERIFIIEN, REPRF
BRI ERE—ENETE, BRI mUHIE—%l, B2, MRIFEFmRZEIHES
BT BIEN, SANZEIRKARIESN, FAREEERIE T
* Who exactly will be using this product?
R MR ERAXMm?
* How many different constituencies are there (worker-bees, managers, partners,
customers of your customer, etc.)?
BZOREIFE(TA. F8. AIEE. BREE)?
+ For what specific purpose will each of these groups be using the product?
XL NBERFmIIEARRNZETA?
* What does each of these groups need in order to truly adopt the product?
AT EIERMZ™m, XEARTIE— HEETA?
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» What does each of these groups need in order to derive maximum benefit from the
product?

AT N mPk e am, 8 MEF2TAY

* How will the product be deployed?

P aIERE?

+ How will the product be sold?

PR AHE?

* What does each channel need to effectively sell the product?

BN REFETAKBIHE M@’

* Who will be implementing this product?

R LIIX N m?

» What do they need to easily deploy it?

I JBE2 ARBRIARE E?

* Who will be supporting this product?

R SFX A mm?

* What do they need to effectively support the product?

I B E M ARB I S R Fm?

« Where will this product be available?

XA A EMBEE R LASEEN?

* Are there any regional/country differences to consider?

BHatX/ExRNEFTEEEEIG?
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This list might seem “duh-simple,” but you'd be surprised at the “must-have” requirements
that show up at the last minute if you haven't answered them.
EXMYIRAGEBEK IFEER, BRNRNRERIENNE, (FENRE—ZIEIAY BRE
B BT REENRIT,
If you haven't thought about your sales force, you may forget to mention to the
developers that you need a web-accessible demo. That decision to market overseas may
have significant implications. You may not have considered the possibility that
management doesn't want to use the product every day, but still wants to see high-level
information on a dashboard.
MRELEERIEIEERR, EREETICRFAAREREFE— 1 olEY web
IIBRYER. B i@ BIMURER R EE RN, B pEREE S IXIF—rlae
M EERNEEREER T m, BINAREENFER EESRER.
The more precisely you've defined your positioning, the less likely you are to have any
last-minute surprises—or even post-lastminute surprises, when you've launched the
product, only to find it comes up short for any number of reasons. Reasons that you
could have easily avoided if only you'd answered all the questions!
RSB SRS, (AR miIRE—oH, BEEERE—0HE, &
NE A mRE SRR M RARIFERSR, XEE N, WRIREE TETERIIER, )
B LARE itk op 1X L6
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RULE 17: You need a positioning document for each type
of buyer {REEAEMEERIWSLE—NEN SIS

In the dawn of technology marketing, we spoke “techinese,” emphasizing features and
often forgetting the benefits.

ERARFREHIE, BINZRIR RARNE", 2EfEFHE, AEETIC S Mk,
Then someone uttered those immortal words, “People don't buy features; they buy
benefits” So we were off to the races with benefits statements.

B ANRE T BRASRNE " A JFFAFWSEAFAE, MEWsERat, “FrliAF(JHEN AR
HAT .

Unfortunately, all benefits statements started to sound alike: Use our product to save time
and money, increase productivity, and grow your revenues. You could read these benefits
statements and come away with no idea whatsoever whether someone was trying to sell
you a mainframe or a spreadsheet.

T=ERZ, FrERIRmARRIERERBLL. EREMIImr AT ENENE%, %
F=70, BRI AR AT BEIE 7 IX LRzt A B, AN FNIEIX L BB ER IR EN IR E B RIS,
This all came about because, as marketers, we often fail to think through exactly who our
buyers are—especially in terms of all the various constituencies who might be involved
in a purchase decision.

X—JEREN, EATImEHREAR, FVESFEEREE BRI EERE—H
EEBEPTE RS S WLRRAIAERHA,

We jumped from thinking only about the techies and their need to know the gritty
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product details, to thinking only about the illustrious “C-level” exec who just wants to
know the ROI.

BANIMNREBEARA RTINS mAHRIFER, BEIREEIBIERZCRENES
"C s

With individual positioning work, you'll have the essential messages you need to
communicate about your product and its value to all of your audiences.

BIISTMAEM T, BREAEUENER, LMERREZREAX T m M EMERE

il

* For the technology buyer, go heavy on the features and technical details. By the time
they're looking at your product, these buyers have often already made the decision to
buy something. They need to know what differentiates your product from the pack. Sure,
they want to know how your features translate into benefits, but mostly, they want to
know how it works, what it's made of and what it's going to take to implement and
support. When they're thinking benefits, they're probably looking for what they need in
order to sell up the chain in their organization.
X THRARBMSLE HKiR, IEETINEEFAMA T, SXEMWLEBEN R mAT, bl
BEREELMHAT .. MIIFEEMERIF @il = mE AR E. 228, )80
BIRRMHES T AR, (EFEZ2RYE, MIIENECRWNTU TN, B4
BRI, AR CRAMIsCIIfs IS, S5 SRmAAd R, (I seES i IR
78, LMEEMDAIRVER PIHE
+ End users mostly want to know what your product does for them, how it's going to
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change the way they work, and how easy it's going to be for them to learn to use. And
just like misery, end users love company: They want to know who else is using your
product.
Kim AR RZERIERAI mBe At A, SRE 1A TIES U, AR
IEREEZES. iEE —1F, RKisAREREMF MBS EEEE BRI @,
+ Managers may not need all the details that the tech buyer and end user do, but they
still need info on how your product is going to make life better for their people and for
them. It's at this level that the positioning starts shifting gears from being predominantly
feature-oriented to a bit more benefits-oriented.
IR )R] e R ERAR L E R iIE BB ENPTE T, (Bt AT 2R ma it
N R T IBCEBRAIES. EREXMEXRLE, EMNFRNEEmOINEERRE
il
* For the executive/economic buyer, your positioning moves squarely into the benefits
camp. But you still need to ensure that the positioning communicates what the product
is and does, since even the most hands-off execs need to know whether they're okaying
the purchase of accounting software or a storage drive.
T EE/MBWLERKR, RIEMLTEEN I Ham, EBIRMIATERERX N EM AT
A, 74, BRRMERSEA TSNS EFENEMNEEREBLSTHRG
SR ENES.
+ Don't forget vertical positioning, either. Most industries have their own peculiarities and
lingo.
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A AETICEEEN, AZHTWEE B ChSRITIA.

Having these positioning documents on hand saves you a lot of effort when you're
creating sales tools, collateral, and program material. You'll know what to say, and you'll
make sure you're saying the right thing to the right people.

BT7XLEMNE, AFREETAR. MEmMAnEAE, JUTEAENTIE. =

MEZRTA, (REBBFRIFII IR ARIERRIE,

RULE 18: Name the product after positioning is finished
T STh /e B AT min

Given that you want your product name to resonate in some way, this is a good rule of
thumb.

NRAFILARA mBTRERMIEE EFEHS, XE—MRIFRIEIEN,

With your positioning complete, you realize which attributes of your product are the most
compelling, so you can craft a product name that speaks to those attributes. Is your
product all things to all people? Are you most psyched about how environmentally
friendly it is? How about “Green Thang"? (Okay, that's terrible, but you get the point.)
EfIFehE, PERIRE SR miI LB RE TS AR, EIReILIBIE— 15X
B AV B R R mES B AR MRRERAIZE IR RERENL " Green
Thang"BAR?(FIE, XRIERE, (BIRBREIIER, )

Whatever product name you choose, keep in mind product naming isn't nearly as

important or essential for technology products as it is for consumer products. You brush
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with Crest toothpaste, not P&G.

TIIRER AT mERR, 1IoE, B mBRINEE N2 E T B mrE 2T
MyE, FRNSEEETE, MIAEEL.

Many B2B technology products are referred to by the company name, not by the specific
product name (for example, many people say “Oracle” when asked what database they
use). So you don't always have to spend a lot of money and effort coming up with perfect
names, when what you really want to do is promote your company name as your brand.
Sure, there are exceptions— Microsoft Office, Outlook, Word, Excel, and PowerPoint
come to mind—but what matters most is your company name.

1% B2B A mB BRI A BB RMAREAI - mB MRG0, SRia R ERt+ A%
TEEERT, 1F 2 A" Oradle”), ATLL, SREERMAIRICABINEF /0RO mERIE 1T,

R DR ERENTHABORBLTENT T, SR, BEMII——RSERRED

R, Outlook, Word, Excel #1 PowerPoint——(BERREZHIZTHINEIETR,
Another thing to consider—and I'd recommend this for anybody who thinks they're ever
going to have more than one product to name: Create an overall naming architecture
and set of guidelines. Maybe all products will start with the Company Name, followed by
a straightforward expression of what the product is or does:
B HHEEEENFRE—REMGPEA NI E R L= B B R A X
BIE—1 AR BRI —HIE SR, BITFFEN A RERLARNB AL, AfE
BRI T AT T A
+ Acme Accounting Software
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+ Acme HR Software

Maybe it's Company Name, followed by something that combines an element of what
the product is, as well as an associated attribute.

OIRERAEEN, REEE NS T mcREXEMEIARA.

+ Acme Accounting Excellence

* Acme HR Excellence

Or vice versa:

+ Acme Excellence for Accounting

+ Acme Excellence for HR

While you're at it, figure out how you're going to handle versioning, “special editions,’
and any other rules you want observed (for example, don't use two of the same vooweels
together in the same word).

FUMITER, 2FEEITMBIRA, SRR FTHHUEMEREEE RN (P, ~F
FEE—EFFEEERRMERRY vooweels),

If you've got all this codified ahead of time, people will spend a lot less time agonizing
over names.

INSRFIRRIEX LRI T, AMIAASIBASHBUETEFT.
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RULE 19: Provide collateral, tools, and programs to support
each step in the sales cycle 2ftmrrl. TEMA R IFH
ERAFTNE—F

Early in the sales cycle, a prospect needs to know the basics about your product and
company— enough to help establish interest (theirs) and credibility (yours). Period.
Dangle a case study in front of them. If they bite, great! You've moved them a little further

along.

EHEFNE, BEEFHEE VBRI il A ERE N —IXE LR B2
ISKE(EIIR)FIEE (RRY). fEULHRE, EiIERELE— M E=OETHR. NREIR
B, XETRMEElERIBE—
Thinly veiled sales pitches can go out in the second wave. But you might want to reserve
a really meaty whitepaper—one that digs into industry and/or technology trends and
downplays the product stuff—for someone who's demonstrated serious interest. (If you
have such a whitepaper, you probably paid plenty for it and should use it judiciously—
this goodie is worth something)
I PR R R D] BERTE S KRR, (BIRA sE 2 BZ N AL EIERSGBRAI A R
B—HREFEERB—— RN TSR B, A mAEEmXSrIER
B, RMPFEXFE—HERS, (RUEEER TRSET, (MIOZBEERE—X)D
FRIZBIMMER)

Nitty-gritty product info should be available to the serious tech buyer. Within reason,

you'll have a lot of this material on your website as downloads, but you might want to
http://www.chinapm.com.cn
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reserve highly detailed information for prospects that are fairly far along in the sales
cycle—and have the salesperson send it, or make it available via special download.
R RIEEMIZIRHEINENSAWLE, £SIEISEER, REERRINL GRS

XEFRIREHEA T3, ERMRAEEEHEFPRISRNEESFREBIFSHFANESR

[u]

—IMEEARKREE, SEBIISHITTEREEE.

As you move forward in the sales cycle, you'll want to introduce tools and collateral that

help the ROI cause, provide customer testimonials, explain implementation, etc. At this

point, prospects have a need to know and need to use.

SIREHERERFRIHET, REBZESINTEMMESRER ROl A9~4, 1R FIER, #

B, %, mX—=tE, TMEAEUENBIIREFR.

For heaven's sake, don't send out the whizbang PowerPoint until you're scheduled to walk

through it in a virtual meeting (maybe not even then). You can always email the file to

the prospect after the presentation.

ERELFNOD L, BFRRTHFE—REUSN ERRZA, TARERIELSFEKR"AY

PPUtBIFBBIHEIRIRA), (RO LAEERER BB HBITE FIMERIX LS BESF,

When meeting in person, some people like to distribute presentation copies beforehand;

others like to distribute them after the fact. I'm for giving them out after the fact,

preferring to turn a presentation, wherever possible, into a two-way conversation, rather

than a slide read-along. And make sure that the slides are annotated, so that someone

who wasn't at the presentation is not reading a page that says only:

SENERN, BEASKELDRET R, BEMASRESEEDR. HEMEQTEERS
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REBRENR, RS ERERANaXIE, MARLINT AL, WRO R EEE
B, XEBERESMEHR A IZEI RELL TSI
* It's big. « It's wonderful. « You'll like it.
With notes, they can read the fine print and understand what point you're trying to make.
BT, tisisaEmn, BarERinEE.
Whether you work at a small or large company, there's always the temptation to shoot
out all the collateral at once. Take one of everything! Don't we have a lot of neat stuff for
you? And now, of course, we have a tendency to put all that stuff up on the website and
let prospects download whatever they want. Unfortunately, those prospects could get
overwhelmed and/or not read much of anything. So, it's really best to reserve some bits
of information that your salespeople can send out at different points in the cycle
(following a roadmap for what-goes-where-when that you provided).
TSMEERRNEERNABLE, D@ —ds), BE—TNFERBRIMHREIZ LR,
BIFRAEHE—D BRI 2ERSRENRASIIZIME, B2, MO THCRERISR
PN £, IEBEEF FEAIEZREURA, =2, XREEEEF RIS
IRM/BORBIZXZ G, UL, RIFRRE—LER, IEEEARTIHERIIAEM
BRREHEMRECIRMHOREE, TRESEUIHUhLXRLES),
Similarly, your marketing programs—tradeshows, seminars, webinars, direct marketing,
blogs— should be used for different purposes and at different times in the cycle. But
don't forget, many programs can serve multiple purposes: If you're going to a tradeshow,
you're probably trolling for leads, but don't forget that it's a good opportunity to set up
http://www.chinapm.com.cn
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face-time with customers wha'l also be attending.

XKML, MIVEHESE—REZRE. fiva. NEHY=, BiF. B —WzBTAER

BRYFEERRNERSE, ERS T, REMBEEBEZMAE: MREESIN—1ES, 78
BEAESHER, BrtT, XE—1"SEHEZRNEFNENFI=,

B2B technology sales don't tend to occur as one-shot events. They take time. And during
that time, you want to make sure that you have something more to say or do than have
your sales folks on the phone asking, “Have you made your decision yet?”

B2B FAR B mBYHEEE N IR M TRAY, T8, FEXERIEE, REHERIR

BEZZREHIER, MARILIRIEEAREEIRRE REURE 7157

RULE 20: The market-driven  product manager should be
the final authority on what goes into the product 373K
SR AR R NG ™ YRR

While this should be the most obvious of rules—after all, someone has to be the final
authority on product requirements—the operative term here is market-driven.

RIRIXNZ R TS LA BIXERY

EO5S, WIREB NEr s KHIRE TR

BUAREZHIHIEEIAY,

Take it from someone who's been both a product manager and a marketdriven product
manager, there's a world of difference between the two.

M= REEF— PR B - REENENRE, XRERBXIZEZHIRY,

The plain-old product manager serves a very valuable function, making sure that the
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requirements are nailed down; keeping a product release on track; knowing at any given
time just where things stand with development, QA, documentation, packaging,
manufacturing, production, training, marketing, support, sales, etc. The product manager
knows who the customers are—and who they aren’t. The product manager gets to buy
all those bubblegum cigars for launch date—"It's a product!”
BB REITEEFEERER, WERFBREEE MR, RIS mAhEEN L ke
THEITA. QA X4, 8%, s, £/~ 5l . 5. HESHFENER. TR
ZIBINEEE R, BAEETN S, B LN T L RELEIF BRI 8 EEE—
e m!
Sounds pretty good, no?
IrEEsRIESAE, 287
But here’s where life is not so good for the non-marketdriven product manager: He or
she may have made sure the requirements were nailed down, but they're not likely the
one who actually did the nailing.
B2, XITAEDIHIKNRI IR, BN AIPAE T et R sEtEH KL WmiH
E, BbiIX~KrIsE TERHERIA
Absent strong awareness of the market—the kind that comes from knowing your
customers, industry, product domain, competition, and business and technology
environments—a product manager will almost invariably give in to the loud-
mouth/know-it-all brigade—developer, salesperson, or anyone else who is willing to
voice a strong opinion .
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RZBINEIRE TREFNMIZEE, 7, Moy, 2%, DIKBWARANE, —
MRS FR2ERT ARV BELLATHAAANA-FLR, HEAR, StEMEUR
BAREEZMEAIA,

The product manager in this scenario is really a glorified project manager—the keeper
of the Gantt charts, spreadsheets, and schedules—but not the person who truly “owns”
the product. That is, until the product meets with some market resistance. Then, you can
best believe heads will swivel toward the product manager, eyes will turn, fingers will point.
"How did we let the product go out the door without X, which everybody seems to want?
Why did we waste all that time and money on making sure the product did Y, which
nobody seems to want?”

EX =T, PRl LE— MEEN TR B SIE—EISE BFRIEHEREN
BEE—MARELERE ™miA, EHER, Er-mesl—LLhinBh. AE, I}

BIFREMRASkSE R mEIE, RIBRHER, FEREE, "BIIEARGL RE

X3
il
>

FIBR LM, MBTAMFERE X 7 A ATNEREISA S B RR R m

FE Y EK, MXUFRE AEE?

Sure, this can happen even when the product manager is market-driven. Anyone can

make a mistake.

=228, BME mEIER TN, XPERBRAE, HIAERGEIRE,

But that scenario is far less likely for the market-driven product manager, who will have

either made sure the product does X or understand why it doesn't; who will know why Y

went into the product and what you need to do to ensure it's not a waste of time.
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BRXFMERS T IR REIERR R AIREARER, tIIBAWRTmE X, &

AEBNAHARE  MIRENHABREFXM @, (FR2HT AKRRE TS RENE,
The product manager should be the final authority—but that will happen only when he
or she has earned the authority by being able to show the world—especially those loud-
mouths/know-italls—what being market-driven is all about.

P REEBNZE

A 22X AN BN BEL \ﬁ‘_—LlT’@_XZWJJ_LmﬁE%E =RE

W/ TR AN AIRI AN ——THIZ R RRI 2 BB XIS 7R, XA 2KRE,
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