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  Innovation Article cont’d

The Product Management Maturity Model

	We often work with software companies who are looking to improve their product definition capability. While identifying symptoms (as above) can be helpful, taking useful action usually requires a more thorough analysis. 

To do this, we apply the PRODUCT-MASTERS Product Management Maturity Model. 

The Product Management Maturity Model is a structured, diagnostic framework for assessing an organization’s current effectiveness in fourteen areas of product management competency.

Patterned (very) loosely after the CMM approach from Carnegie Mellon, the Product-MASTERS model is a diagnostic tool which explores competency in terms of the presence of known good practices, management commitment to improve and the ability to demonstrate improved results through the application of these practices.  

A portion of the product definition section of this model is shown below.

	Product-MASTERS Product Management Maturity Model – Product Definition Section
All Rights Reserved

	Typical Product Differentiation and Value Proposition
Our products are usually…

	Stage 0
Undisciplined
(Unconsciously Incompetent)
   Wrong -Customers are frustrated by our wrong product solutions 
 
	Stage 1
Emerging
(Consciously Incompetent)
    Incomplete - Customers are frustrated by 80% solutions 
    Customers express frustration at our incomplete view of their situation/needs.
	Stage 2
Defined
(Consciously Semi-competent)
   Same - Customers see complete products but which strongly resemble the competition.
	Stage 3
Advanced
(Consciously Competent)
   Better - Clear product differentiation emerges.
	Stage 4
Mature
(Unconsciously Competent)
   Innovative- Customers see innovative products which fit like a glove and deal with emerging needs

	Product Definition Methods, Practices, Behaviors and Attitudes

	Stage 0
Undisciplined
(Unconsciously Incompetent)
    We don’t understand our customers -- and don’t care.
    Products defined on personal opinion of influential management.
    Feature decisions and priorities largely controlled by engineering/ development w/o “outside” input.
    Info on customer needs & competitive tendencies is anecdotal, word of mouth; impossible to find source of input.
     Requirements change continually, product definition is never really agreed upon across functions.
    Screaming customer phone calls; Squeaky wheel sales person who just lost order 
    Features are dropped; important features are discovered late.
     Releases lack clear position, reference accounts, sales loses interest easily.
    We believe that guessing about customer needs and priorities is fast, cheap and ‘good enough’.
	Stage 1
Emerging
(Consciously Incompetent)
    We’re aware that we really need to understand customers better. 
    We focus on what they want today. 
    Product concepts developed in one department with limited customer contact. 
    Current customers are asked their priorities. 
    Passive listening oriented to current products. 
    Product definition takes forever. Requirements agreed upon but well after development is begun. 
    Enhancement lists and beta tests
    Final product bears little resemblance to early definition. 
     Customer feedback complaints are reviewed and used passively. 
	Stage 2
Defined
(Consciously Semi-competent)
    We’re working to understand what customer’s will value in the future.
    An organized approach for building customer insight for each PD project is beginning to be proposed. 
     A relatively consistent view of the customer is found throughout the enterprise.
    The entire PD team contributes to the development of and understands the new product’s definition.
    Sales customer support and customers have been exposed to a written definition of  how to propose a product/feature, and what to expect in reply.
    Product Definition available prior to development… 
     But…rapidly out of date. 
    Customer feedback and product failures are now viewed positively as a source for improvement and competitive advantage
    Active listening and soliciting input oriented to exploring new products and opportunities
     Significant customer needs information has now been collected. Comparative customer satisfaction data is beginning to play a role in improving products.
    Effort expended on customer understanding is being monitored and is on the increase.
	 Stage 3
Advanced
(Consciously Competent)
    We understand customers better than the competition does.
     A systematic approach has emerged for interacting with customers to understand needs and translating that into clear effective product definitions. 
    PD teams understand who our customers and non-customers are & why they buy or do/don't buy our products
§     Cross functional exploration efforts at beginning of key programs.
    Multiple versions of ad copy/ collateral are written before development begins.
     Customer Advisory Boards guide product strategy.
    Amount of appropriate effort to be expended on customer understanding is known and built into project plans.
    Engineers regularly visit customer sites - often for extended visits/in-situ observation; customer contact goals included as part of engineer’s SOP.
	Stage 4
Mature
(Unconsciously Competent)
     We are looked to by customers to help them express their future… sometimes we  know them better than they know themselves 
    Exploring advanced latent needs; broad set of tools methods used regularly according to a defined approach 
    In volatile markets product definition instability acknowledged as a fact of life. Continuous monitoring and rapid response are built into the process.
    We spend time understanding competitors customers’ as well as our own.
    Customer research knowledge is archived for use by future teams; shared across projects via collaborative tools; new research builds upon past efforts.
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