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Most leaders agree that the effectiveness of product management can make or break a company's success. As a
product management leader, you hold the key to unlocking your team's potential and driving your organization's
growth and success.

This white paper advocates maximizing the impact of product management training with a holistic approach
that goes beyond formal training sessions. It encompasses ongoing development activities, clear competency
frameworks to guide skill development, and active leadership involvement throughout the process.

Let's begin by exploring two contrasting scenarios that illustrate the power of effective training
implementation.

Meet Alex, a product manager at Company A. Last year, Alex attended a
comprehensive training course designed to enhance product management skills.
Returning to work, he felt empowered and eager to apply new strategies. Over
the next few months, Alex implemented some new skKills, leading to some solid
improvements in his product's performance. However, without structured follow-up
and ongoing guidance from his manager, many of the training insights gradually
faded amidst daily responsibilities. While the training had a positive impact, his

manager sensed there was untapped potential for even greater results.

Now, imagine a different scenario. Alex works for Company B, a company that
not only invests in training but also prioritizes on-the-job embedding activities. After

™

S
attending the same training course, Alex's manager schedules regular follow-up d

sessions to discuss his personal development plans, uncovers opportunities for him
to apply new skills, and pairs him with a seasoned colleague for mentorship. This
structured support enables Alex to practice and refine his new abilities, leading to

COMPANY B

significant improvements in business outcomes and accelerated personal growth. ' ‘

As we explore the strategies for transforming your approach to training and development, remember that each
section builds upon the last, creating a comprehensive framework for nurturing world class product managers.
By the end of this white paper, you'll have the tools and insights to create an environment like Company B,
where training investments translate into long-lasting business benefits.

1 Make your product managers successful,
and you'll be successful. 99
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Training serves as the foundation for excellence in product management, equipping your team with essential
skills and knowledge. However, to truly harness its power, we must first understand its place in the larger
development landscape.

Formal training is the springboard that propels product managers towards excellence.
It should equip them with:

« A comprehensive understanding of product management.
« A strategic mindset and ability to add value to the business.
«  Practical skills, tools, frameworks, and best practices.

. Confidence in their role and abilities.

Key benefits of formal training:

1. Common Language: Establishes shared terminology and vision across the team.
2. Practical Toolbox: Equips product managers with skills, frameworks, and tools.

3. Credibility Boost: Enhances PMs' ability to advocate, communicate, and lead.

Strategic Product Activities

- working out what the right product is for the business
Getting Insight Analysis Giving Direction
Market research Product & portfolio strategy

Inbound Activities Outbound Activities

- helping the business to deliver the product - helping the business to sell the product

Operational readiness & trials

Figure 1 — Product Managers need to learn and master a complex set of activities (as demonstrated
in the Product Activities Framework), making formal training an essential requirement.
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The learning transfer gap

However, training alone is not enough to deliver lasting business impact. This is where we encounter the
'learning-transfer gap'—the challenge of product managers applying new knowledge and skills to their work.

Some causes of this gap include:

«  Lack of post-training reinforcement and
activation.

«  Limited opportunities to apply new skills.

«  Absence of leadership support and
follow-up.

To bridge this gap, we can look to the '70/20/10
model' used in learning and development. This
suggests that most learning happens on-the-job
after training:

«  70% from on-the-job challenges
«  20% from peer interactions

+  10% from formal training

While the exact ratios may vary, this model
highlights a crucial insight: formal training is the
essential spark, but it's the sustained application
and practice in the workplace that truly drives
business impact.

Without formal training, product managers often
learn through trial and error or from colleagues
who may not be versed in best practices. This
approach can lead to inefficiencies, poor product
decisions, and knowledge gaps across the team.

Training is the foundation for deeper
sustained learning

Learn from training

Learn from others
(work colleagues)

Learn by doing
(on the job)

Figure 2 — The 70/20/10 Model: Balancing Formal Training with
Workplace Mastery in Product Management.

&
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Key takeaway

While training provides the foundation, it's the application and reinforcement of skills in the
workplace that drive long-term business impact.

As we've seen, training alone is not enough. So, how do we bridge the gap between knowledge
acquisition and practical application? The answer lies in understanding your pivotal role as a leader

in talent development.

Page 6 world class product management
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As a product management leader, your role fundamentally differs from that of an individual contributor—your
priorities and skillset must shift. Where once your sole focus was on managing products, it now extends to
developing people.

Developing your team's talent becomes a core competency, requiring dedicated time and effort to master.
Your active involvement is vital in transforming your product managers potential into performance. You are the
catalyst that turns learning into action, extending far beyond simply scheduling training sessions.

To effectively develop your team, it’s helpful to consider the journey each product manager takes within your

organization. This brings us to the concept of the Product Manager Career Lifecycle.

Understanding the product manager career

lifecycle

Here we introduce the idea of a Product Manager Career Lifecycle—just as products have lifecycles, so do the
careers of your product managers. Understanding these stages is helpful for providing the right support and

opportunities at the right time.

Product Managers have a growth lifecycle in your organization

Introduction

Employee
capability
(engagement
and value
delivered to
organization)

Growth

Maturity

Decline

-
-
-
-
-

-
-

.-

Re-engage

< New person introduction > <
Hire and Onboard

In-Life People Management >
On-the-job Working, Feedback, Coaching, Training, Learning, Development Discussions etc.

Figure 3 — Product managers have their own development lifecycle within your organization, gradually
growing in engagement and value contribution from the point of hiring and onboarding.

www.productfocus.com
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The Product Manager Career Lifecycle typically consists of the following stages:

Introduction

/ . Newly hired product managers are acclimating to the organization.

- Engagement and value delivery are initially low due to onboarding and learning curves.

Growth

« Asthey receive training, coaching, and begin managing their products, their engagement
and value increase.

« Thisis a critical phase for development and maximizing potential.

Maturity

” «  Growth in engagement and value may plateau.

. Product managers become proficient but may face stagnation without new challenges.

Decline

- Without intervention, engagement may decline, leading to reduced value and
potential exit.

- Alternatively, with the right strategies, they can be re-engaged, leading to renewed
growth.
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Evolving leadership responsibilities across
the lifecycle

Your role as a leader evolves with each stage of the product manager lifecycle:

. Introduction stage: Focus on effective onboarding and early engagement.
«  Growth stage: Provide continuous development opportunities and recognition.
. Maturity stage: Prevent plateau with new challenges and opportunities.

. Decline stage: Focus on re-engagement efforts or succession planning.

Each product manager's journey is unique, and development plans should be tailored to individual aspirations
and lifecycle stages.

The transformation from individual contributor to product
\ leader requires a fundamental mindset shift. Your success
is no longer about your product expertise—it's about your

ability to develop that expertise in others.

Paul Taylor, Head of MS Product Transformation,
Worldline Merchant Services.

Strategies for active leadership involvement

Your active involvement is vital to help transform your product managers potential into performance. Here are
some key strategies for you to consider:

1. Reinforce learning: Regularly follow-up with your product managers to ensure training skills are
retained and applied effectively.

2. Foster a learning culture: Encourage knowledge sharing, personal development planning, practice of
skills, and continuous learning.

3. Uncover opportunities: Help to identify opportunities for learning and practical application of new skills
on the job.

4. Lead by example: Demonstrate your own commitment to learning and application of best practices to
set a standard for your team.

Measure impact: Track performance improvements tied to training initiatives to assess effectiveness.

6. Provide resources and remove barriers: Ensure product managers have the necessary training, tools,
and support to apply their new skills.

By taking an active role in your team's development and focusing on continuous learning, you can bridge the
learning-transfer gap and unlock the full potential of your product managers.
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SUPER SIX

INCREASE IMPACT FROM TRAINING

Reinforce learning

Regularly follow-up with your product managers to ensure training skills are retained and applied effectively.

Foster a learning culture

Encourage knowledge sharing, personal development planning, practice of skills, and continuous learning.

Uncover opportunities

Help to identify opportunities for learning and practical application of new skills on the job.

Lead by example

Demonstrate your own commitment to learning and application of best practices to set a standard for your team.

Measure impact

Track performance improvements tied to training initiatives to assess effectiveness.

Provide resources and remove barriers

Ensure product managers have the necessary training, tools, and support to apply their new skills.

Figure 4 — Ways that leaders can help to increase the impact from training

Key takeaway

Tailor your leadership to each product manager's career stage. This approach turns training into
results, boosting both engagement and business impact.

With a clear understanding of your role, the next step is to establish a framework for what excellence
looks like in product management. How do we define and measure the skills that truly matter?
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Competencies are the building blocks of exceptional product management, encompassing the knowledge, skills,
abilities, and behaviors that drive organizational success. By defining and developing these competencies, you
create a framework for excellence that serves multiple purposes:

1. Defining what "good" looks like in different product management roles.

Offering a common language for discussing performance and development.

2
3.  Enabling objective assessment of skills across the organization.
4

Guiding targeted skill development and career growth.

A few example competencies:

QB Knowledge

‘o’
4 A
—
-

Understands agile and waterfall
methodologies.

Knowledge of design thinking and
user-centered design principles.

Skills

Can create and manage product
roadmaps.

Proficient at conducting user
research interviews.

°d Abil

Beh

ities
Thinks strategically to align product
strategy with business strategy.

Ability to analyze complex information
to derive insights.

aviors

Takes ownership and initiative to
drive the team without being prompted.

Demonstrates understanding and
consideration of users’ needs.

Types of Competencies

D

¢

Knowledge Skills Abilities Behaviors
. el Information and Learned Natural Observable actions
Definition . e e
understanding proficiencies capacities and conduct
Nature Acquired through Developed Innate or enhanced Reflect personal and
education/training through practice through experience professional traits
Scope Specific subjects Specific tasks or Broad and Interactions and
or processes activities general approach to work
Table 1 — There are different types of competencies: knowledge, skills, abilities, and behaviors.
www.productfocus.com Page 11 world class product management
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Competencies are central to success across
an organization

m
Product management Career pathways
activities Career ladders, promotion
criteria, etc.

Skills for all stages of
product management.

certificate |l

— e

*

Training and
accreditation

Performance
assessments

Formal training, on-the-job On-track, promotion

learning etc. improvement...
o
Competencies
N Knowledge, Skills, Abilities, Behaviors
". =
_

People operations Role and job descriptions
1-to-1 meetings, development Responsibilities, competencies

conversations... and expectations.

Figure 5 — Competencies are an organizational cornerstone and are central to success — importantly they clearly
communicate the expected skills and behavior of product managers.
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Competency frameworks

A competency framework is a structured model that outlines what is required to perform effectively in a specific
role. The benefits of using a competency framework include:

. Clear expectations: Defines what is needed to excel in a role, helping employees understand
their responsibilities.

. Targeted development: Identifies areas for growth, allowing for focused training and career
development.

- Effective hiring: Ensures that new hires possess the necessary competencies to succeed.

«  Consistent evaluation: Provides a standardized way to assess performance and make informed

decisions.

The framework might include:

1. Competency categories: Broad competency areas (e.g., Strategy).

. Specific competencies: Detailed skills within each category.

Proficiency levels: From beginner to advanced.

Behavioral indicators: Observable actions demonstrating proficiency.

. Development pathways: Suggested routes for skill improvement.

Market Analysis

Strategic
Thinking and

Vision Strategic Alignment

Long-term Planning

User Research

Customer Advocacy

Customer
Focus and
Empathy

User Experience
Optimization

Feedback Integration

Persona Development

Product Vision Development

Description
Assess market trends, customer needs,
and competitive landscapes.

Craft a compelling product vision.

Ensure product strategies align with
organizational goals.

Develop roadmaps that balance
immediate needs with future growth.

Description
Conduct gualitative and quantitative
research to understand user behaviors.

Represents the customer's voice in
product decisions.

Collaborates to enhance usability and
satisfaction.

Actively incorporates customer feedback
into product improvements.

Creates detailed customer personas to
guide product features.

Beginner (1)
Understands basic market research
concepts and gathers data from
predefined sources.

Contributes ideas to an existing
product vision.

Understands organizational goals and
how the product contributes to them.

Assists in creating short-term product
plans and contributes to roadmaps.

Beginner (1)
Participates in user research activities
and is familiar with basic research
methods.

Understands customer needs and
communicates them to the team.

Works with UX designers and is aware
of basic UX principles.

Collects and documents customer
feedback and understands its
importance.

Understands the concept of customer

personas and assists in data collection.

Intermediate (2)
Analyzes market data to identify
trends and provides insights that
inform product decisions.

Develops a product vision aligned with
customer needs and market trends.

Aligns product features and releases
with organizational objectives and
communicates this alignment to
stakeholders.

Develops detailed product roadmaps,
balancing short-term objectives with
long-term goals.

Intermediate (2)

Designs and conducts user research
studies and analyzes data to extract
actionable insights.

Prioritizes customer needs in decision-
making while balancing business
objectives.

Collaborates with UX teams to improve
product usability, using research
findings to make informed decisions.

Analyzes feedback trends and
implements changes to improve the
product.

Develops detailed personas and uses
them to inform product and marketing
strategies.

Advanced (3)
Leads comprehensive market
analyses, predicts future market shifts,
and integrates insights into strategic
planning.

Defines and articulates a compelling
product vision, ensuring alignment with
the organization's long-term business
strategy.

Shapes product strategy to drive
organizational goals and influences
broader strategy with product insights.

Plans strategically for long-term
growth, anticipating market changes
and proactively adjusting roadmaps.

Advanced (3)
Leads complex research initiatives and
synthesizes findings into actionable

strategies that impact product direction.

Embeds a customer-centric approach
throughout the organization, ensuring
product decisions enhance satisfaction.

Champions user experience initiatives,
integrating best practices throughout
the product lifecycle.

Establishes systematic feedback loops
to drive continuous product evolution
and innovation.

Develops and uses personas to create
products to meet the needs of diverse
customer segments.

Figure 6 — Competency framework — this partial example illustrates competency groupings, specific competencies,
proficiency levels, and descriptions of expected behavior at different competency levels.

While product management competency frameworks share common elements across organizations, each
company should adapt its framework to reflect its unique context. Factors like industry, product type, market
position, and company culture will influence the specific competencies required for success.

www.productfocus.com
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Competency assessments

Competency assessments are tools used to evaluate how well employees or candidates meet the requirements
of a particular job role.

Competency assessments and frameworks work hand in hand. The framework defines what's important
for a role, while the assessment measures how well an individual matches those criteria. This combination
allows organizations to identify skill gaps, tailor training programs, and make informed decisions about hiring
and promotions.

By using frameworks and assessments, companies can ensure they have the right people with the right skills in
the right positions, ultimately improving overall performance and productivity.

Product Management Competency

Competency Your View | Managers'View
& persuasion 3 2
L ip & icati 1 3 :
Teamwork 3 2 Influencing & persuasion
Striteglo analysls 1 - Commercial awareness Leadership & communication
Uncover opportunities 2 1
Build client relationships (B2B) 1 2
Innovation & initiative 3 3 redtinical knowledge
Sense of reality 2 2
ability 1 2
Results orientated 3 3
Technical knowledge 2 2
Commercial awareness 1 1 Results orientated Strategic analysis

Intellectual ability

Sense of reality Build client relationships (B2B)
Innovation & initiative m

A score of 0 will appear at the centre of the circle and 3 at the Uncover opportunities

circumference.

Figure 7 — Competency assessments help to get a shared view of a product manager's strengths and development needs from both a product
manager and their line manager — they may be part of a comprehensive HR system or a simple spreadsheet.

Key takeaway

Clear competency frameworks provide a common language for discussing performance and guiding
targeted skill development.

Now that we've laid the foundation with clear competencies, let's explore some ways to grow and
develop our product managers.

As a product leader, my focus has been to encourage product
managers to think deeply. Training and hands-on experience has
challenged them to think independently and strategically.

Gertjan Dewaele, VP Product & Technology —
Global e-Commerce, Worldline.
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While promotions are often seen as the primary marker of progress, they're just one piece of a larger puzzle.
In fact, leaders can create significant value for both the individual and the organization by investing in skill
development and personal growth, even when immediate promotions aren't feasible or appropriate. This
investment in employee development is a win-win scenario:

. For the organization, it results in a more skilled, versatile, and engaged workforce, directly contributing
to improved product outcomes and organizational success.

. For the employee, it leads to increased job satisfaction, a sense of personal growth, and enhanced
market value, fostering loyalty and motivation.

—| CORPORATE DILEMMA F—————

WHAT IF WE TRAIN THEM AND THEY LEAVE?

WHAT IF WE DON'T...AND THEY STAY?

J B

riginal source unknown

—[ INVESTING IN PRODUCT PEOPLE

o

As discussed earlier, the learning-transfer gap presents a significant
challenge in translating training into tangible business impact. To bridge
this gap and foster meaningful growth, we need to look beyond traditional
advancement paths. You’ll recall, the key to overcoming the learning-
transfer gap lies not just in acquiring new knowledge, but in consistently
practicing and embedding these skills over an extended period. This
approach ensures that learning translates into lasting behavioral changes
and improved product outcomes.

Let's explore a toolkit of talent-development options that can equip your
team with the skills and practice they need to drive business performance.

/— Coaching and mentoring
» Coaching from line manager

Self-directed learning
= Self-paced online learning
Books, white papers, blogs,
presentations, videos, webinars, podcasts
= Deliberate practice of competencies (e.g.
creating a roadmap, product
vision, strategy)

= Personal side projects
Formal education and training ——

= Formal training and certification

= Internal company talks and webinars
= Skill activation workshops

= Conferences and seminars

= Academic courses

knowledge sharing

= Participating in product management guilds

= Contributing to internal special interest groups

= Cross-team knowledge sharing sessions

= Creating and maintaining internal wikis or
knowledge bases

= Facilitating product management book clubs
or discussion groups

= Organizing internal product management
conferences (or unconferences)

= ‘Lunch and learn’ sessions

= External coaching

= Mentoring from colleagues

= Reverse mentoring (mentoring senior
colleagues in areas of expertise)

* Requesting and acting on feedback
Peer coaching and learning circles

e‘ Experiential learning and

career development

Learning &

= Rotational and stretch assignments

. .
ACtIvatlon Managing products at different lifecycle stages
= Promotions or lateral moves
= Leading new initiatives or cross-functional projects
= Exposure to internal processes or workshops
= Shadowing strong performers
Tl el e e A\ \ = Developing and maintaining a product book

Networking and external
community engagement

= Participation in professional associations

= Speaking engagements and presentations
= Writing and publishing content

= Attending or leading industry meetups

= Participating in online communities

= Joining or leading special interest groups

Customer and market engagement
= Attend sales and customer meetings

= User interviews and surveys

= Listening to customer calls

= Field visits and market observations

= Competitive product analysis

= Participation in user testing sessions

Figure 8 — A variety of options for helping product managers to learn and practice skills.

www.productfocus.com
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Comprehensive toolkit

There’s a comprehensive toolkit of learning and development options that you can explore (see Figure 8 for the
individual tactics):

© © 0 0 0 O

Formal education and training

The foundation of professional growth. These structured learning experiences provide essential
frameworks, methodologies, and best practices that form the bedrock of product management
expertise. They offer validated knowledge and credentials that build confidence and credibility.

Self-directed learning

The engine of continuous improvement. This learning approach empowers product managers to
take charge of their development, explore areas of personal interest, and learn at their own pace. It
cultivates a mindset of lifelong learning, crucial for staying current in our rapidly evolving field.

Coaching and mentoring

The accelerator of professional development. These guidance relationships help product managers
navigate challenges, refine their approach, and gain wisdom from others' experiences. They provide
safe spaces for experimentation and reflection while offering actionable feedback for growth.

Experiential learning and career development

The laboratory for skill mastery. These hands-on opportunities allow product managers to apply
theory in practice in the workplace, learn from real-world situations, and develop muscle memory for
critical skills. They bridge the gap between knowledge and practical expertise.

Networking and external community engagement

The multiplier of perspectives. These connections expose product managers to diverse viewpoints,
emerging trends, and industry best practices. They create opportunities for knowledge exchange
and professional visibility while building a support network beyond organizational boundaries.

Customer and market engagement

The compass for product decisions. These direct interactions with users and markets provide
invaluable insights that shape product strategy and foster customer empathy. They ground product
decisions in real-world needs and validate assumptions through firsthand observation.

Internal collaboration and knowledge sharing

The catalyst for organizational learning. These activities create a culture of shared expertise and
collective growth. They multiply the impact of individual learning across teams while building stronger
internal networks and shared understanding.

Choose the best mix of activities that resonates with your product manager's aspirations, needs, and your
organization's capabilities, resources, and goals.

Key takeaway

Diverse learning opportunities coupled with applying skills in the workplace bridge the learning-
transfer gap, driving tangible business results.
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To truly maximize the impact of training and development, learning must become a natural part of your team's
rhythm. Let's explore a few strategies for embedding development activities into regular workflows.

Here's a flexible framework to guide your approach:

1. Regular touchpoints

«  One-on-One meetings (weekly or bi-weekly)

—  Provide ongoing coaching, feedback, and support to guide your product managers'
performance and development.

« Dedicated development discussions (monthly or quarterly)

— Focus on personal development planning, in-depth review of development progress, and
long-term career aspirations.

«  Team meetings (weekly or bi-weekly)

— Include knowledge-sharing sessions and celebrate learning milestones.

2. Periodic activities

o  Performance reviews (annually or semi-annually)
—  Review competency growth and set new development goals.
« 360-degree feedback (annually or as needed)
—  Gather comprehensive feedback to inform development plans.

« Training sessions (yearly or as opportunities arise)

—  Rotate attendance so that everyone is trained.

3. Ongoing practices
«  Observation and feedback
— Regularly observe product managers in action and provide timely, specific feedback.
« Informal check-ins
—  Use casual conversations to gauge product managers' performance and engagement.
«  Competency tracking

—  Keep notes about product manager competency development.

LL  We discovered that learning doesn't need special events — it
thrives in daily operations. Every team meeting, product review,
and customer interaction became a growth opportunity.

Clément Jozwiak, Chief Product Officer — Head of Product
Strategy, Financial Services, Worldline. ”
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Integrating talent development into

Regular touchpoints

One-to-One meetings
(Weekly or bi-weekly)

Provide ongoing coaching, feedback, and
support to guide your product managers'
performance and development.

Development discussions
(Monthly or quarterly)

Personal development planning, in-depth
review of development progress, and
long-term career aspirations.

Team meetings
(Weekly or bi-weekly)

Include knowledge sharing sessions and
celebrate learning milestones.

daily operations

Periodic activities

Performance reviews
(Anually or semi-annually)

Review performance, competency

development, and adjust goals to grow
and improve.

360° feedback

(Annually or as needed)

Gather comprehensive feedback on
product managers’ performance across the
business, to inform development plans.

Training sessions
(Yearly or as opportunities arise)

Develop a baseline of skills in the team.
Rotate attendance so everyone is trained.

Ongoing practices

Observation and feedback

(Ongoing)

Regularly observe product managers and
provide timely, specific feedback—always
point out good behavior to re-inforce actions.

Informal check-ins
(Ongoing)

Use casual conversations with the PM and
other team members to gauge performance
and engagement.

Competency tracking
(Ongoing)

Keep notes about product manager
competency development.

Figure 9 — Integrate talent development into your activities — larger mature organizations may have many of these practices in place already.

Remember to customize this framework based on your company's size, culture, and the maturity of HR and
Learning and Development processes. The key principles to follow are:

Consistency: Establish a regular rhythm for development activities.

Integration: Blend development into existing processes.

Documentation: Keep records of notable discussions and progress.

1.
2.
3. Flexibility: Be ready to adjust your approach based on feedback and needs.
4.
5.

Empowerment: Encourage PMs to take ownership of their personal development.

One approach that might help is to build a calendar of talent development activities, aligned with your HR and
Learning and Development team. Here’s an example:

Jan Mar Apr May Jun Jul Sep Oct Nov Dec
One-to-Ones w w w w w w w w w w
Personal Development Q Q Q Q

Conversations

Competency A ts

360 Feedback

Performance Reviews

Training

Catalyst Workshops

Figure 10 — A simple run-the-business calendar of regular events can be helpful to align with HR and Learning and Development teams.

www.productfocus.com
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Collaborating with HR and Learning
and Development

Don't go it alone in your talent development efforts! Partnering with HR and Learning and Development will lead
to better outcomes. Here's how to make the most of this collaboration:

1. Tap into existing resources: Use HR and Learning and Development skills and experience, tools and
frameworks to support your initiatives. Why reinvent the wheel?

2. Align with the big picture: Align your product management development plans with broader
organizational strategies. Regular check-ins with HR and Learning and Development keep everyone
on the same page.

3. Co-create and customize: Work together to tailor generic programs for your team's specific needs.
Your product expertise plus their learning know-how is a winning combination.

4. Use data insights: Where possible, use your HR data and analytics to inform your strategies and to
measure impact.

5. Stay compliant and current: Let HR guide you on best practices and legal requirements, especially
for feedback and performance evaluations.

6. Be a product management champion: Help HR and Learning and Development understand your
team's unique challenges and skill needs. Your input helps shape learning initiatives.

HR and Learning and Development are your partners in building a world class product management team.

Key takeaway

Making learning a part of daily operations ensures continuous growth and application of new skills.

As we implement these development strategies, how do we know they're working? The answer lies
in effective feedback mechanisms and recognition.

Excellence in product management isn't built
overnight—it's cultivated through daily doses of
thoughtful leadership and feedback.

In the rhythm of product leadership, learning
and growth should be the steady beat, not an
occasional cymbal crash.
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Feedback is the essence of growth and improvement in product management. By cultivating a culture of
constructive feedback and meaningful recognition, you can reinforce positive behaviors and drive continuous
improvement.

After product managers learn new skills, the real challenge begins—applying their newfound skills on the job.
This is where astute leaders really make a difference. By providing thoughtful observation, timely feedback, and
careful guidance, you can help your team members embed and activate their learning effectively.

Let's explore how to create an environment where new skills flourish and translate into tangible business impact.
Here are some core principles to follow:

1.

g & W N

Normalize feedback: Integrate feedback into daily operations.

Timeliness: Provide feedback promptly ("while it's warm").

Balance: Use both informal and formal mechanisms.

Act on feedback: Demonstrate that feedback leads to tangible improvements.

Appreciation: Cultivate a culture of recognition and appreciation.

Here’s some actionable strategies for implementing effective feedback and recognition:

@ Informal feedback o ) Continuous improvement loop
. Engage in casual conversations with . Regularly review and act on collected
product managers. feedback.
«  Encourage peer and cross- «  Share success stories where feedback
functional feedback. led to improvements.

@ Formal feedback Jj Anchoring learning

Conduct regular 360° reviews (with e Observe and reinforce application of
cross-organizational feedback). skills learned in training.

. Use 'pulse surveys' for quick, . Provide positive reinforcement when
regular feedback collection. new behaviors are demonstrated.

q; Skill development ﬁ Recognition and rewards

Provide training on giving and . Publicly celebrate achievements in
receiving constructive feedback. team meetings.
. Focus on specific behaviors and . Encourage peer-to-peer recognition.

outcomes, not personal traits. . .
P « Tailor rewards to individual preferences

and goals.
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Encourage your product managers to both give and seek feedback actively, creating a culture of continuous

growth and improvement.

Product Management and Product Marketing
for technology-based products

Certified Product Manager

Future You?

has successfully completed the course and examination on 31st January 2025
and is now a Product Focus Certified Product Manager

h(\o{r N Duﬂkm /gz

Director, Product Focus Director, Product Focus

Certification number: 123456

Key takeaway

driving performance improvements.

Regular, constructive feedback and recognition are powerful tools for reinforcing learning and

With all these strategies in place, how do we measure their collective impact on our team and

organization?
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While measuring the impact of people development efforts can be challenging, it's crucial for continuous
improvement and justifying investment in your team's growth. Let's explore a practical framework for
measurement, starting with simple methods and evolving to more complex analyses.

° Simple: Start with these simple, effective measurement methods:

Participant feedback
« Immediate Reactions: Collect feedback immediately after training sessions.

. Follow-up Surveys: Conduct surveys 1-3 months post-training to assess applied learning.

Manager observations
«  Document specific instances where new skills are applied in product managers' work.

. Note improvements in performance during regular 1-on-1 meetings.

Peer feedback
.  Gather informal feedback from team members and cross-functional partners.

. Use simple surveys to track team perceptions of skill application.

e Medium: As your measurement capabilities mature, consider these
intermediate measures:
Competency assessments

. Have product managers rate their competencies before and several months after new skills
have been applied in the workplace.

« Team leaders can also rate their team member's competencies to build a consensus view of
their skills.

Product metrics dashboard
«  Create (or use an existing) dashboard of key product metrics.
- Track trends before and several months after applying new skills.

o Attempt to attribute the learning of new skills to moving the dial on these metrics.

www.productfocus.com Page 22 world class product management


http://www.productfocus.com

Advanced: For organizations ready for more advanced analysis, consider
these methods:

Business impact case studies
. Develop detailed case studies linking specific development efforts to business outcomes.
. Include qualitative and quantitative data to tell a comprehensive story.

Return on Investment (ROI) analysis
«  Calculate ROI for major development initiatives, considering:

—  Direct costs of training and development.

Indirect costs (e.g., time away from work).
— Quantifiable improvements in product performance or team productivity.
. Include qualitative and quantitative data to tell a comprehensive story.

« Acknowledge the complexity and limitations of ROI calculations in product management.

»
S D s S A S i e e

U S |
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Measurement - Effort to Examples of
Description q
Approach implement Tools
Gather feedback from Provides participant perspectives
. participants (during and after Feedback forms, ) P P PErsp! « Subjective
Immediate o i - i . « Easy to implement
. training) regarding training Low polls, discussion, . ) « May not reflect actual
reactions « Use to quickly inform changes to .
relevance, engagement level, surveys . . performance improvements
R - L training content and delivery
and applicability to their job.
Pre- and Evaluate participants' « Quick feedback « Limited to immediate knowledge
o o knowledge and skills before " Surveys, quizzes, « Easy to analyze retention
post-training - Medium , . N . X .
and after training to measure elearning platforms « Gather immediate sentiment on fit « May not reflect application and
assessments . r R
learning gains. and usefulness long-term impact
) . Discussions, . ) q
. Monitor how effectively ) - Measures real-world impact « Time-consuming
Behavioral L § . observation notes, X . .
. participants apply new skills to High « Captures behavioral changes « Requires careful observation
observations - ) performance ) o o
their job roles over time. . « Provides contextual insights « Subjective
tracking software
Com n « Requires clear competenc:
Monitor changes in petency qu| R P Y
assessment definitions and process for
Competency competency assessments over . « Structured approach
. High software or N N assessments
trackmg several months (before and « Aligns with competency frameworks ) . L
after training). spreadsheet « Time-consuming to maintain if
: templates done too frequently
Use regular performance « Infrequent if tied to annual
Performance review cycles to evaluate the Medium HR management « Integrates with existing processes reviews
reviews impact of training on individual systems « Provides comprehensive evaluation « May be influenced by recency
and team performance. bias
Assess changes in employee
engagement and morale Employee - May be influenced by factors
Engagement 929 ploy « Measures intangible benefits Y . Y
through surveys and other Low engagement - . unrelated to training
and morale 3 - Can indicate long-term impact -
feedback mechanisms platforms « Subjective measures
post-training.
) . « Difficult to isolate contribution
Monitor changes in employee from trainin
Retention retention and turnover rates . . « Indicates long-term impact 9
- N Medium HR analytics tools . - « Influenced by many factors
rates post-training to assess impact - Linked to organizational health beyond trainin
on satisfaction and loyalty. 4 . 9 .
« Requires long-term tracking
If applicable, measure changes
in customer satisfaction levels . . - Indirect measure
Customer - . Customer feedback « Links training to customer outcomes .
. . as an indirect effect of Medium ) o - Many variables affect customer
satisfaction N tools « Provides external validation X X
improved employee satisfaction
performance.
. Tracking of key product metrics . . " . - May be complex to set u
Product metrics 9 Y P - Medium to Dashboard tools - Provides tangible product impact 4 P P
before and after training over . . . . - Many external factors beyond
dashboard . High or spreadsheets - Aligns with organizational goals L N X
time. training can influence metrics
Analyze key business metrics
. before and after training to . . « Complex to isolate training impact
Business . . Business - Demonstrates strategic value - L R
. evaluate impact (e.g., sales, High R R ‘ ) o « Requires significant data analysis
impact . intelligence tools « Aligns with organizational goals ) .
operational costs, market « Time consuming
share).
Conduct a - Complex to isolate training impact
return-on-investment analysis N R ) o « Time consuming and complex to
3 N R N Excel / financial - Demonstrates financial impact
ROI analysis to evaluate the financial Very High X ) calculate accurately
N o analysis tools - Speaks to executive stakeholders R R
benefits of the training versus « Many variables and assumptions
the costs involved. involved

Table 2 — There's a wide ranae of options to measure training impact
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Here are some best practices for effective measurement:

1.

Start with clear objectives: Define what success looks like before implementing training and
development programs.

Use a mix of metrics: Combine quantitative data with qualitative insights for a holistic view.

Focus on trends: Look for improvements over time rather than fixating on the short-term. Learning,
applying and mastering new skills takes time, as does the downstream impact on your product and
business outcomes.

Involve multiple stakeholders: Gather perspectives from product managers, their managers, and
cross-functional partners.

Iterate and improve: Use measurement insights to refine and enhance development programs
continuously.

Communicate results: Regularly share findings with leadership, HR, and the product team to maintain
support for development initiatives.

Balance measurement with action: Ensure the effort spent on measurement doesn't overshadow the
actual development work.

Measuring the impact of talent development efforts is an evolving process. Start with simple, actionable metrics
and gradually incorporate more sophisticated analyses as your measurement capabilities mature.

Key takeaway

Start with simple metrics and gradually build more sophisticated measurement approaches, always
focusing on improvement rather than just quantification.

The true impact of product management development isn't
captured in a single metric—it's revealed in the gradual
transformation of confidence, decisions, and outcomes.

The most valuable ‘product’ that you'll ever
develop is your team.
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As we conclude this exploration of maximizing the impact of product management training and development, it's
clear that the journey from knowledge acquisition to tangible business results is both complex and rewarding.
The role of product management leaders in this process cannot be overstated—you are the catalyst that
transforms your product managers' potential into performance.

Let's recap the key takeaways that can help you to drive exceptional results:

1. Bridge the learning-transfer gap: Recognize that training is just the beginning. Your active
involvement in guiding your team and providing opportunities for skill application and reinforcement
is crucial for turning knowledge into action.

2. Embrace the Product Manager Career Lifecycle: Understand that each product manager's journey
is unique. Tailor your approach to people development based on their current stage, aspirations, and
business needs.

3. Diversify growth opportunities: Look beyond promotions. Offer a rich variety of development options
that cater to various learning styles and career goals.

4. Integrate development into daily operations: Make learning a natural part of your team's rhythm.
Embed development activities into regular workflows to ensure continuous growth.

5. Use feedback and recognition: Cultivate a culture of constructive feedback and meaningful
recognition. These are powerful tools for reinforcing positive behaviors and driving improvement.

6. Measure impact wisely: Start with simple measurements and gradually build more sophisticated
approaches, but only if necessary. Remember, the goal is improvement, not just quantification.

7. Lead by example: Your commitment to your own growth sets the tone for your team. Demonstrate the
value of continuous learning through your actions.

As you implement these strategies, remember that you're not just developing product managers—you’re
building the next generation of product leaders. Your commitment to their development will drive significant
positive outcomes. Start small, build momentum, drive success. The approaches outlined here are scalable—
begin with what you can manage consistently and grow from there. We understand that product management
leaders are busy—any commitment to your team's growth, however small, will improve their performance and
contribute to your products' success.

We’'re here to help

If you're looking for additional resources to support your product management development efforts:

«  Explore our library of free resources

«  Consider our training courses for product managers and product management team leaders

. To learn more about Product Focus, you can download our company brochure

«  For customized training solutions for your teams, or for leadership support please contact:
info@productfocus.com
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https://www.productfocus.com/wp/wp-content/uploads/2024/02/PF-Corporate-Brochure.pdf
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Learn best practice and
improve performance
with the European leaders

If you'd like to discuss product management
training, or how we can support your
product management function,
please contact us:

R, +44 (0) 207 099 5567

D<] info@productfocus.com
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