Innovation Article      [image: image1.emf]Product 

Product 

~

~

MASTERS

MASTERS

Product 

Product 

~

~

MASTERS

MASTERS

MASTERS

MASTERS

      
  Innovation Article cont’d

[image: image1.emf]The Role of Management in Product Development

Various studies cite the importance of top management involvement in achieving success with product development.  Managers are told to spend a greater portion of their effort in the "fuzzy front end" where they can have greater impact.  But in our experience many top managers are unclear about how to make a positive contribution -- front end or otherwise --  in product development.  As a result they meddle in low level project decisions or attend to product development issues only in crisis mode – if at all.

The following “scorecard” identifies 25 key roles/jobs that top management should play in building a successful Product Development environment. Take this test for yourself… or for your management and see how well your organization fares. A score of 20 out of 25 would place you among the best. A score of less than 12 should be cause for concern.

Vision: Building Consistency and Continuity of Strategy
1. Provide a clear sense of the company’s priorities. Define future markets and the dimensions of customer value -- your vector of differentiation... how you intend to compete.

2. Define overall core competencies --- what the Integrated Product Development System needs to be prepared to leverage. 

3. Define the “role” of New Product Development in the firm and the target comparative PD competency. Are you really trying to be best in class or will middle of the pack in your market space be acceptable given your other priorities? 

4. Set goals and targets for improved productivity of the future Integrated Product Development System. It’s not good enough to say that we need to get products to market faster. Specific targets need to be established. (e.g. reduce Time To Break Even by 75% for major new products.) Priorities between quality, timeliness, creating delightful products need to be defined.

5. Define the new product revenue gap - how much revenue does the new product program need to generate in the next say three years. 

6. Set boundaries for future product scope - what is in bounds and out.

7. Define the desired profile of future PD projects in terms of focus on:

· entering new markets vs. strengthening positions in existing markets

· satisfying current customers vs. attracting new customers. 

· risk profile - should the development community be looking for high risk high payoff endeavors or does management prefer that all or most projects are relatively low risk?

Process: Define a “Product Development System”

8. Encourage the formation of improved, appropriate PD processes

9. Define a balanced scorecard of organization level product development metrics; create a system for collecting the information consistently.

10. Take personal strides to reduce the tendency to make customer commitments for PD

11. Provide resources and processes for capturing the voice of the customer 

12. Encourage definition of a system for proposing product ideas - by customers, sales, support, other employees

13. Provide a clear consistent process for selecting the correct portfolio of PD projects; managing opportunities. Most important is establishing selection criteria and gate keepers.

14. Encourage processes which improve management control, reduce time to get ideas approved, improve accuracy of predictions and projections.

15. Encourage the definition and utilization of a few key metrics to monitor progress of projects and to assess the overall effectiveness of the product development organization.  

Making Judgements/ Choices

16. Look at failures as a process problem—don't shoot the messenger.

17. Provide clear, crisp decisions on PD proposals and other controversial issues.

18. Take corrective actions when necessary.  Use the Metrics you’ve established to direct and improve the organization

19. Empower… provide authority commensurate with responsibility.

20. Chart a consistent course for product development.

Developing the Organization and It’s Culture

21. Cause learning to happen by providing opportunities to capture learning and to share lessons learned across projects and at the highest level of the organization.

22. Provide the people and skills necessary to do the job. Enable staff skill development and appropriate PD reward systems

23. Encourage the definition of Best Practices based upon comparison with other relevant organizations. 

24. Provide resources for benchmarking other organizations and the resources for taking action on what is learned.

25. Define your risk profile consistent with your desire for timeliness and predictability and innovation and creativity.
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