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Preface to the Second Edition

Digitization is drastically changing the world in which we live. The internet, smart-
phones, and in recent years the Internet of Things, which is the extension of physical
goods with additional digital functionalities, are constantly creating new digital products
and services for us. With Apple, Alphabet (Google), Microsoft, Amazon, and Meta, the
five most valuable companies now all come from the digital industry. And in addition
to the big tech giants from Silicon Valley, countless other digital companies and start-
ups with innovative business models are pushing into the market worldwide. As a result,
traditional companies are also forced to digitally transform in order to continue to play a
relevant role in the future.

The development of digital products, such as websites, apps or software in general,
has thus become a core function in companies. At the same time, the way in which the
development of digital products is carried out has changed significantly in recent years.
No longer is there a process of working through a once established requirements catalog
and project plan. Instead, an agile approach has been established to ensure a market-ori-
ented, i.e., user-centered product development.

The agile development of digital products not only changes the way developers work.
It also implies a new kind of product management. The active management of products
is nothing new in itself: it has been a fixed component in business literature for decades,
for example in the form of product policy in marketing. And the profession of a product
manager has also existed for a long time. In the digital context, however, the range of
tasks of product managers sometimes differs significantly from the primarily commer-
cially oriented, “classic” one. Their area of responsibility ranges from the initial iden-
tification of new product ideas and the validation of their user and company potential,
through the specification of requirements and the control of their implementation, to
the sustainably successful further development of digital products. So product manage-
ment is not just about economic optimization, but also about the technological feasibility
of digital products that are really desired from the user’s point of view—and for which
there is a willingness to pay.

A product manager is holistically responsible for the setup and further development of
“his” product. This is particularly evident in the agile Scrum framework, where the role as

\"
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“Product Owner” is explicitly provided—a designation that is sometimes also used in com-
panies that organize their digital product development with other agile methods.

Product managers have a very responsible and versatile position in their companies,
for which they must obtain a broad knowledge of methods and a great amount of inter-
personal sensitivity. Product managers are sought after in the market. Due to a largely
missing institutionalized education and the simultaneously very diverse requirements,
the demand exceeds the available supply of qualified product managers by a multiple.
Companies try to close this gap, among other things, by training communicative soft-
ware developers or IT-affine business people internally to become product managers.
This is where the present book comes in, describing how digital product management is
used in a contemporary and successful manner.

Since the publication of the 1st edition of this book in 2020, the digital transforma-
tion of our world has continued to gain momentum. Current trends or hypes, such as the
metaverse or the ever-widening application of artificial intelligence, suggest a continu-
ally growing importance of digital product management.

It is time for a 2nd edition of the book on digital product management. Most of the
authors from the 1st edition are back with their updated contributions. In addition, fur-
ther experts have joined with new contributions. As a result, the book has not only grown
significantly in size compared to the 1st edition, but now offers both experts and begin-
ners even more comprehensive insights into digital product management.

In the first article, I initially provide a basic classification of digital product man-
agement. To do this, the central agile product management concepts as well as selected
methods and tools are presented. This gives beginners a practical overview of what to
expect in the world of digital product development.

The further contributions each address a specific topic from digital product manage-
ment and provide an in-depth overview. They range from strategic basics, through very
operational questions, to the personal development of product managers and their inter-
action within product organizations.

Inken Petersen’s article discusses how a user-centered product vision can be devel-
oped within a team and subsequently become truly present in everyday business life.

Christian Becker explains in his article why it is particularly important for agile prod-
uct organizations to have a product strategy, what distinguishes a good strategy, and how
it can be determined.

In her contribution, Cansel Sorgens explains in detail the popular Objectives & Key
Results framework, which can be used to break down a long-term product strategy into
typically quarterly defined goals. Among other things, she describes how meaningful
OKR sets are defined and what organizations should consider when introducing OKR.

Dominik Busching and Lutz Gocke then explain how the product strategy and objec-
tives manifest in a concrete Product Roadmap. They discuss the advantages and disad-
vantages of different types of roadmaps and highlight the factors that make a Product
Roadmap successful.



Preface to the Second Edition vii

The contribution by Philip Steen and Alexander Hipp illustrates how important inten-
sive Product Discovery is in order to understand the truly relevant user problems and to
develop promising solution ideas based on this understanding.

Before the identified solutions are directly added to the Product Roadmap, their via-
bility should still be validated. Anna Wicher describes in her contribution which aspects
to consider and which tools can be usefully employed in this process.

Tim Adler reports in his contribution to Product Delivery, which small and large chal-
lenges arise in the actual product development in everyday life, and gives concrete tips
that make the everyday life of a product manager easier.

Following this, Markus Andrezak explains in his contribution how omnipresent—
and at the same time challenging—the demand for ever-increasing growth is for product
managers, who are not only responsible for new development, but also for the successful
further development of “their” products.

Rainer Gibbert points out that the further development of existing digital products can
not only be difficult, but often also comes with resistance from their users. He describes
how to reduce reservations about product changes and why sometimes just waiting and
enduring can be a solution.

In another article, I explain how a market-relevant development of digital products
can be ensured through A/B testing, what statistics are underlying, and what needs to be
considered in the practical implementation.

Patrick Roelofs subsequently provides important advice on how to transform from a
good to an outstanding product manager by shifting the focus from pure method and tool
knowledge to a holistic view.

A particularly important skill of successful product managers is to make good product
decisions, especially when the validation of product ideas does not yield clear results.
For this, a deep “sense” for s product and its target group is indispensable. How this
so-called Product Sense can be developed is explained by Robert Schulke and Nikkel
Blaase in their contribution.

Experienced product managers often take on leadership responsibilities in product
organizations. In his contribution to Product Leadership, Tobias Freudenreich explains
how product managers can use the tools of lateral leadership to become effective within
their product teams, and how superiors in product management can empower their prod-
uct teams, rather than commanding them.

Product management always also means interface management with different stake-
holders in a company. This is often not free from conflicts and personal sensitivities. Pre-
cisely for this reason, a good and trustful alignment is key as Arne Kittler shows in his
contribution.

Following this, Petra Wille describes how others can be convinced of one’s own prod-
uct plans through skillful storytelling. Among other things, she discusses why stories
have a great power of persuasion, what makes up a good story, and which kind is par-
ticularly suitable in which circumstances.
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The development of digital products is teamwork. A particularly important person of
trust for a product manager should be the Scrum Master. Jan Koster and Florian Meyer
describe how a good, and trustful collaboration between Scrum Master and Product
Owner can evolve, from which the entire product team benefits.

In her second book contribution Inken Petersen explains how important a good user
experience is to the success of a digital product and she provides practical advice on how
the interaction between product managers and UX experts can be successful.

Jan Martens also focuses on cross-functional collaboration, by raising awareness for
numerous pitfalls that can lead to misunderstandings in the collaboration between prod-
uct managers and data analytics experts in companies.

Michael Schultheif3, David Gehrke, and Lutz Gocke describe in their contribution,
what characteristics successful product organizations generally exhibit, what types of
organization are typical, and what needs to be considered during the transformation of a
product organization.

In conclusion, Stefan Roock explains which agile frameworks are particularly promis-
ing in which phase of a product organization and can scale agile working methods within
a company, thus rounding off the consideration of digital product management.

The book would not have been successful without extensive support. My special
thanks go first and foremost to my co-authors, without whose great commitment along-
side their actual professions the book would never have been created. In addition, I
thank Stella Ruthe and Leon Sebening, who thoroughly formatted the contributions and
proofread them. I would also like to express my gratitude to Imke Sander from Springer-
Gabler-Verlag for the uncomplicated cooperation and careful editing.

And finally, a big thank you to my family, who supported me during the many eve-
nings and weekends it took to bring the book to a successful conclusion in its second,
significantly expanded edition.

In her second book contribution, Inken Petersen explains how important a good user
experience, that is, a positive usage experience of a digital product, is for its success, and
she provides practical advice on how the interaction between product managers and UX
experts can be successful.

Jan Martens also discusses cross-departmental collaboration, sensitizing to numerous
pitfalls that can lead to misunderstandings in the collaboration between product manag-
ers and data analytics experts in companies.

Michael Schultheif3, David Gehrke, and Lutz Gocke describe in their contribution
what characteristics successful product organizations have overall, what types of organi-
zation are typical, and what to consider when transforming a product organization.

Finally, Stefan Roock presents, based on this, which agile frameworks are particularly
promising in which phase of a product organization and can scale agile working methods
within a company, thus rounding off the consideration of digital product management.

The book would not have been possible without active support. My special thanks go
first and foremost to my co-authors, without whose great commitment alongside their
actual professions the book would never have been created. In addition, I would like to
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thank Stella Ruthe and Leon Sebening, who painstakingly formatted and proofread the
contributions. I would also like to thank Imke Sander from Springer-Gabler-Verlag for
the uncomplicated cooperation and careful editing.

And finally, a big thank you to my family, who supported me during the many eve-
nings and weekends it took to bring the book to a successful conclusion in its second,
significantly expanded edition.

On behalf of all authors, I wish you much joy in reading the contributions and success
in applying the insights to your own work and experience world. Supplementary notes
on the book and exciting news about digital product management can be found at www.
digitales-produktmanagement.de.

Hamburg
in May 2023 Sascha Hoffmann
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Introduction to Digital Product
Management

Classification and Basic Concepts

Sascha Hoffmann

Abstract

The introductory article first addresses the fundamental differences between a classic,
project-based and an agile development of digital products, highlighting the advantages
of the agile approach. Afterwards, the individual phases of digital product develop-
ment are explained. These range from the product vision and the derivation of a suit-
able product strategy, to the identification of the “right” products or product features
from a market perspective within the framework of a product discovery, to the actual
product development, the product delivery. Subsequently, Scrum, as the dominant agile
development framework in practice, is explained in detail. Kanban, another very popu-
lar framework, is then described, before finally providing an overview of hybrid forms
and other further developments of agile methods for digital product development.

1.1 Product Management vs. Project Management

The development of digital products (apps, websites or software solutions in general)
was predominantly carried out in the traditional project form for a long time, by dividing
the development process into individual phases to be completed one after the other. This
approach is particularly associated with the waterfall model (Fig. 1.1).

In the waterfall model, a precise definition of the product characteristics to be devel-
oped takes place at the beginning of the development project. For this purpose, the
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Fig. 1.1 Schematic process of a waterfall-like product development. (Source: Own illustration)

requirements of the targeted user group and possibly other relevant stakeholders of the
new product are collected in detail during an analysis phase. Once this phase is com-
pleted, the specifications for the digital product to be developed are derived in the
planning or conception phase and are written down in a detailed requirement catalog
(specification sheet). This serves as requirement specifications for the developers. Sub-
sequently the actual programming starts in the development phase, which can last several
months or even years for larger projects and is often divided into sub-phases (design,
implementation, etc.). Once the development is fully completed, a test or review phase
usually follows before the product is launched, during which it is checked whether the
product has been implemented without errors and according to the client’s specification
sheet. If this is the case, the product is handed over to the client or taken live (released)
in the final project step (Laudon et al. 2016).

A development project in the traditional project management sense is considered suc-
cessful as soon as all content requirements have been implemented within the given time
and budget framework, i.e., the required output has been delivered. In product manage-
ment, on the other hand, a product is only considered successful when it is accepted by
the users and leads to the desired behavior change (outcome), through which the com-
pany expects a positive effect on its (monetary) success indicators (impact).

P An excellent description of what a product is in the sense of product management
is given in the current Scrum Guide:

“A product is a tool to deliver value. It has clear boundaries, known stakeholders, clearly
defined users or customers. A product can be a service, a physical product, or something
more abstract.” (Schwaber and Sutherland 2020)
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Whether the intended behavior change actually occurs, however, is uncertain. Espe-
cially because, presumably, environmental and market conditions are subject to constant
change. This is often described as VUCA. This acronym stands for Volatility, Uncer-
tainty, Complexity, and Ambiguity and describes the difficult conditions under which
people or organizations must make decisions (Mack et al. 2015).!

In product management, the aim is to minimize the risk of developing a product that
does not meet market needs. It is consciously acknowledged that no one can predict
on the basis of a supposedly good product idea alone that a product will be successful
later on. This is especially true in today’s dynamic and complex times. Product ideas are
therefore always “bets” that still need to prove themselves as correct.

The supposed planning security of traditional project management often turns out to
be a delusive certainty. Even the most detailed specifications at the beginning of a prod-
uct idea can only be imprecise and incomplete. Market changes, technical innovations,
changes in laws, etc., regularly lead to changes in the requirements for the product to
be developed during the development process. However, in traditional project manage-
ment, this is only noticed at the end when the product is not accepted by the market or,
for example, due to changes in regulations in the meantime, cannot go live at all. In the
worst case, this means that the development project has to start all over again, by starting
with a new analysis of the changed requirements.

In digital product management, on the other hand, it is accepted that not all parame-
ters are known at the beginning of a software development project and thus new require-
ments can be added during development, and originally assumed ones can change or
even be dropped. According to the Cynefin Framework by David Snowden (2000), this
is a complex problem situation where cause-effect relationships are not yet clear at the
beginning (see the Cynefin Framework in the context of digital product management in
detail in Chap. 17 by Jan Koster and Florian Meyer).

In contrast to classical project management, with agility a different kind of digital
product development has been established in product management. This means that
a product is developed incrementally along the entire development process and regu-
larly obtains feedback from stakeholders, especially the later users, to validate that
the pursued solution constantly meets the actual requirements and needs of the mar-
ket. The result of each feedback loop directly influences further product development
(Fig. 1.2).

'As a variation of VUCA, the world is now also characterized with the acronym BANI, which
stands for brittle, anxious, non-linear, and incomprehensible. Both concepts describe the challenge
of being successful in a rapidly changing environment. While the VUCA model emphasizes the
complexity of decisions and consequences of actions, the BANI model assumes increasingly cha-
otic and thus unpredictable influencing factors, especially in connection with exponential techno-
logical progress (Cascio 2020).
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Fig. 1.2 Schematic process of agile product development. (Source: Own illustration)

The agile approach in digital product management is not entirely new: For example,
Tom Gilb (1988) developed a model called “Evolutionary Project Management” in the
1980s, which anticipated many basic principles of agile development. Similarly, Kent
Beck (2000) developed the Extreme Programming (XP) methodology in the 1990s,
which already included agile concepts such as Test-Driven Development (TDD) and
Continuous Integration (CI).

In 2001, the Manifesto for Agile Software Development (www.agilemanifesto.org)
was written, which serves as conceptual framework for modern digital product develop-
ment. It established four fundamental values and derived twelve principles on how digi-
tal products should be developed.

P> The four fundamental values of the Agile Manifesto are

. Individuals and interactions over processes and tools.
. Working software over comprehensive documentation.
. Customer Collaboration over contract negotiation.
. Responding to change over following a plan.
Beck et al. (2001)

AW N =

The primary goal is to provide a working product that is truly accepted in the market. To
achieve this, a close, trustful cooperation with the customers or the internal stakeholders
of a company and obtaining market feedback are necessary. Therefor the basic prerequi-
site is a sincere willingness to be open to requirement changes in the development pro-
cess at all times (Cagan 2018).
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Of course, this does not mean that agile development proceeds without a plan or
structures. However, these are not an objective in themselves, but are only used if they
contribute to improving product development.

P “The Agile movement is not anti-methodology [...]. We embrace modeling, but not
in order to file some diagram in a dusty corporate repository. We embrace docu-
mentation, but not hundreds of pages of never-maintained and rarely-used tomes.
We plan, but recognize the limits of planning in a turbulent environment.” (Beck
etal. 2001, p. S.)

While projects are usually implemented with temporary, project-specific teams, digi-
tal product management prefers to work with long-term responsible teams (Dedicated
Teams) that are responsible for a specific product or product area (Neuberger 2018). To
give these product teams real “ownership” for their product or the user problem to be
solved, their members should be allowed to organize themselves, work in an inspiring
environment, and ensure through personal conversations that there is maximum transpar-
ency within the team regarding the project goals, the current status quo, and the derived
requirements. In addition, the team should regularly reflect on its processes and behav-
ior in order to continuously improve its collaboration and ensure technical excellence
(Epping 2011; Beck et al. 2001).

For the concrete implementation of agile product development, different frameworks or
methods have been developed, which are all based on these fundamental agile principles.

1.2  Basics of Agile Product Management

Regardless of the individual framework or the specific method, the general goal is to
release working software on the market as early and regularly as possible. Therefor, digi-
tal products are developed incrementally, i.e., in consecutive versions, to integrate market
feedback into further product development. Thus, the forecast accuracy of a subsequent
market success can be increased and the risks in product development can be controlled
better (Cagan 2018).

The first product increment released to the market is often referred to as a Minimum
Viable Product (MVP)? and should focus on the most necessary product features in
order to incorporate real market feedback into further product development as early as
possible (Krasadakis 2019; Gibbert 2014a).

2There are also different definitions of a Minimum Viable Product. For example, Eric Ries and
Steve Blank (2011) refer to the first official product increment as a Minimal Marketable Product
(MMP). According to Ries, however, there may already be other MVPs before this, which are not
released, but are “only” tested as prototypes in user tests, etc.
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This approach corresponds to the validated learning from the PDCA cycle, which
dates back to the work of Walter Sheward and William Deming from the 1930s. This is a
concept for continuous improvement of products or processes in organizations. The cycle
consists of four steps: planning (Plan), execution (Do), checking (Check), and deriving
measures (Act), see Fig. 1.3.3 In the planning phase, goals and measures are defined,
which are implemented in the execution phase. In the checking phase, the results are
analyzed and evaluated, after which necessary adjustments or improvements are made
in the last step and the cycle starts anew (Deming 1982, on the PDCA cycle, see also in
detail Chap. 17 by Jan Koster and Florian Meyer).

Fig. 1.3 The PDCA cycle.
(Source: Based on Deming
1982)

> “Your minimum viable product is comprised of the least amount of functionality nec-
essary to solve a problem sufficiently such that your customer will engage with your
product and even pay for it, if that’s your revenue model.” (Cooper and Vlaskovits 2013,
p. 173)
“If you are not embarrassed by the first version of your product, you’ve launched too
late.” (Reid Hoffman 2017)

Generally there is a person in the product organization who focuses on the market suc-
cess of the product. Their job title is usually Product Manager or Product Owner.*

The product manager determines the features of the product, specifies them, and
ensures that the developers implement the product as best as possible. They are not only

3In their book “The Lean Startup”, Eric Ries and Steve Blank (2011) condensed the four-phase
PDCA cycle into a three-phase Build-Measure-Learn cycle, which is widely used in the startup
scene today.

4 Actually, the Product Owner role only exists in Scrum, but the title is also used in product organi-
zations that no longer (or never did) work according to Scrum.
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responsible for new product development, but rather have the task of successfully man-
aging the product throughout its entire lifecycle. Thus they have a holistic view from the
perspectives of economics, technology, and above all market or user needs on their (digi-
tal) product, see Fig. 1.4. To be successful in this focal position, the product manager
regularly exchanges information with the other stakeholders of the product to understand
their wishes or requirements (Cagan 2018; Neuberger 2014).

To develop a product in a targeted manner, the product manager should establish
a vision for the product. In the product vision, the core value of the future product is
described by roughly outlining the central product features and formulating a motivating
goal pursued with the development of the product (for the product vision, see in detail
Chap. 2 by Inken Petersen).

In order for the product to receive the necessary resources and positive attention
within the company, it is of enormous importance that the product vision is supported by
the entire company. To achieve this, the product team should develop the product vision
in close coordination with the other stakeholders. In addition to other formats, the Prod-
uct Vision Board is a good vehicle that can be used to visualize the product vision and
thus transport it into the company (Fig. 1.5).

On the Product Vision Board, the basic idea is formulated in a concise sentence as a
vision statement. In addition, the target group that the product is intended to address is
specified, and their wishes and needs that are to be addressed with the product are out-
lined. In the “Product” section, around three or five most important characteristics of the
product to be developed are then written down, that satisfy the needs of the target group
better than other possibly already existing solutions on the market. Finally, the revenue
model for the company is listed (Pichler 2014).

True to the saying of the legendary ice hockey player Wayne Gretzky “I skate
to where the puck is going to be, not where it has been”, the product vision sets the

Fig. 1.4 The responsibility
spectrum of a product
manager. (Source: Based on
Eriksson 2011)

Market/user
(User Experience)

Technology
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Fig. 1.5 Product Vision Board. (Source: Adapted from Pichler 2014)

direction and as part of the product strategy, it must be determined how the product
organization should get there. The product strategy therefore sets the concrete goals and
the path to them (for more on product strategy, see Chap. 3 by Christian Becker).

In an agile, user-centered product development, both the goals and the derived path to
them initially only represent hypotheses (“bets”). It must therefore be checked whether there
are really users in a sufficiently large number who want the planned product, so that an eco-
nomic success can be expected for the company. In order to reduce uncertainties in product
development as quickly as possible, the basic assumptions about the so-called Product-Mar-
ket-Fit must be validated early on. These relate to the actual needs of the target group, the
economic assumptions but also the technical feasibility of the development (Cagan 2016).

Especially for larger, fundamental new product developments, a separate discovery
phase is initiated before the actual product development (for more on product discovery,
see Chap. 6 by Philip Steen and Alexander Hipp). In practice, the challenge often lies in
making it clear to management that the discovery phase is open-ended. This means that dur-
ing the discovery, it may turn out that the product idea is not as brilliant in the eyes of the
target group as thought, or the market opportunities are smaller than originally assumed.
It may also turn out in the discovery phase that no technical solution can be found for the
identified user problem that is economically viable for the company (Cagan 2007).

P While it is normal for pharmaceutical companies that a large part of drug innova-
tions turn out to be not marketable during the discovery phase, this way of thinking
is much less common in the digital industry. There, instead of a real, open-ended
product discovery, unfortunately, only a concretization of the original product idea
is often made—a circumstance that raises the question of how honestly agility is
lived in companies and which can certainly backfire in the further course of prod-
uct development or at the latest at the product launch (Gibbert 2013).
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