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SUMMARY

Marty  Kagan  discusses  the  principles  of  effective  product  management  and  transformation,  emphasizing  the  shift
from  output  to  outcomes.  He  highlights  the  importance  of  empowered  product  teams,  effective  problem-solving
strategies, and the need for strong product leadership to drive successful transformations in organizations.

• Successful product management focuses on delivering outcomes rather than merely outputs.
• Key  transformations  involve  changing  how  problems  are  identified,  solved,  and  how  products  are  built  and

deployed.
• Real product managers, designers, and engineering leads are essential for empowered product teams.
• Organizations  often  struggle  with  feature  teams  that  lack  clarity  in  roles,  leading  to  inefficiencies  and

frustrations.
• Continuous  learning  and  skill  development  are  crucial  for  individual  contributors  and  leaders  alike  to  drive

change.
• Pilot teams can effectively demonstrate new approaches and facilitate broader organizational transformation.
• The  principles  of  product  management  have  remained  consistent,  while  tools  and  methods  have  evolved

significantly.
• A strong product culture is vital, with emphasis on experimentation and innovation to foster success.

if the first thing they tell me is they release every quarter I'm like don't bother me you're not agile in any sense at
all  what are the principles that you've seen in the best companies starting at the highest level the very highest
level  it's  really  about  all  about  moving from output  to  outcomes  outcomes  is  hard output  is  easy  what  does  it
mean to be an agile coach today almost nothing if that same thing happens to product coach

we lose if that product leader hasn't lived it then they can't in influence it well in fact I would argue that the real
key to successful transformation there's a lot of things that have to go right a lot of things that are hard but the
real  key  are  this  is  a  really  special  episode  of  the  product  growth  podcast  Marty  Kagan  is  the  author  of  the
bestselling books inspired empowered and transformed and now is a partner at Silicon Valley

product group he is transforming how many millions of product managers work Paul Hearn and I recorded the
episode last year but it's as relevant as ever if you want to move to the product operating model if you're a fan of
Marty Kagan or if you're facing challenges as a product manager we ask Marty all the hot questions of how to
overcome key obstacles really quickly I think a crazy stat is that more than 50% of you

listening  are  not  subscribed  if  you  can  subscribe  on  YouTube  follow  on  Apple  or  Spotify  podcasts  my
commitment  to  you  is  that  we'll  continue  to  make  this  this  content  better  and  better  and  now  on  to  today's
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episode Marty has played a very formative role in my product career and I'm curious uh pble I'm sure has a very
similar  story  yeah  I  have  a  very  similar  story  because  after  reading  inspired  I  got  interested  in  product
management uh seriously and I started reading more and

writing in the content so this was transformative for me yeah and I think every product manager probably has a
similar tale so thank you for what you've done for the product career oh well yeah I mean I remember when I
started um I  mean I  started product  a  long time ago literally  in the 1980s so it  was a  long time ago but  there
wasn't really any books I mean good or bad there wasn't really any books there were some

books from the old what we call product marketing but there wasn't on product management and I remember
the person who was coaching me saying you know there's no books on this it's the tech industry is not that big
there aren't that many of us that do this the main way you learn it is from other people that have done it learned
it before and so I um and I realized of course after I left the bubble of Silicon Valley and kind of

went to more companies around the industry and around the world that there was so few resources for people
who wanted to learn product  um and of  course today is  very different  today there are so many resources  but
today we kind of have a different problem um because there are many different views on on how to do product
and so um it's hard to uh it's hard to get

heard above the noise what are the principles that you've seen in the best companies but we kind of Define this
starting at the highest level starting at the highest level the very highest level it's really about all about moving
from output  to  out  comes  so  if  you had to  say  in  one  phrase  what  it's  about  it's  about  changing  to  delivering
outcomes which as everybody knows who has even ever tried that is  very hard uh outcomes is  hard output is
easy so at

the  highest  level  it's  about  out  but  what  does  that  really  mean  because  that's  that's  just  a  phrase  that  doesn't
really mean much so if you double click on that there are three dimensions that we see in every good product
company and it it talks about when you transform three dimensions the First Dimension is changing how you
decide  what  problems  you  need  to  solve  in  other  words  making  your  decisions  on  strategy  what  is  most
important work to do the way the best

companies do that is very different than how most companies do with their big annual road maps and planning
meetings and stuff like that so the first topic is changing how you decide which problems are important to solve
that's  really product strategy this  episode is  brought to you by work OS if  you're building a SAS app at  some
point your customers will start asking for Enterprise features like samle authentication and SCM provisioning
that's where work OS comes

in making it fast and painless to add Enterprise features to your app their apis are easy to understand so that you
can ship quickly and get back to building other features today hundreds of companies are already powered by
work OS including ones you probably know like versel webflow and Loom OS also recently acquired warrant
the  fine  grained  authorization  service  warrant's  product  is  based  on  a  groundbreaking  authorization  system
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called zanzabar which was originally designed for Google to power Google Docs and YouTube this

enables fast  authorization checks at  enormous scale while maintaining a flexible model  that can be adapted to
even the most complex use cases if you're currently looking to build ro-based access control or other Enterprise
features like single sign on SC I am or user management you should consider work OS it's a dropin replacement
for off  zero and supports up to 1 million monthly active users for free check it  out at  work.com aash to learn
more that's work.com aash trust isn't just earned

it's  demanded  whether  you're  a  startup  founder  navigating  your  first  audit  or  a  seasoned  professional  scaling
your GRC program proving your commitment to security has never been more critical or more complex that's
where  vanta  comes  in  businesses  use  vant  to  establish  trust  by  automating  compliance  needs  across  over  35
Frameworks like sock 2 and ISO 271 centralized security workflows complete questionnaires up to five times
faster and proactively manage vendor risk vanta can help you start or scale

your  security  program  by  connecting  you  with  Auditors  and  experts  to  conduct  your  audit  and  set  up  your
security program quickly plus with Automation and AI throughout the platform vant gives you time back so you
can focus on building your company join over 9,000 global companies like atlassian Kora and Factory who use
V  to  manage  risk  and  proove  Security  in  real  time  for  limited  time  my  listeners  get  $1,000  off  vanta  at
fanta.com aash that's V n.com A K A for $1,000 off the second

dimension  is  changing  how  you  solve  those  problems  and  other  words  the  old  you  know  one  way  which  is
what's  used  still  in  most  of  the  world  is  the  stakeholders  to  find  a  bunch  of  features  and  projects  that  they
prioritize onto road maps and the team just knocks them out one after another that's a feature team and in good
companies they don't work that way those teams are given good problems to solve and then they're empowered
to come up with a solution

that delivers the outcome that you need so and that's product Discovery so the second big Dimension is product
Discovery really changing how you solve problems and the third big Dimension and I would argue all three of
these are interrelated but the third big Dimension is changing how you build test and deploy your products and
this is um uh if you want to prove outcomes you need to make sure you have the data which means you have

to  have  it  everything  instrumented  you  have  to  have  everything  monitored  it  means  if  you  especially  if  you
want to take care care of your customers and not hurt your customers then uh which sounds obvious but this is
the  difference  between  being  agile  and  doing  agile  right  so  if  you're  being  agile  you  are  actually  releasing
continuously now as you both know you don't have to be following any agile method to do that all you have to
do is

truly be agile you have to con you know small frequent uncoupled releases for by each team so that often means
uh  changing  how  you  build  um  that  20  years  ago  that's  why  companies  moved  to  Agile  today  of  course  you
probably know a lot of the agile movement has been sort of taken over by what I would call fake agile or agile
theater and so if if the first thing they tell me is they release
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every quarter  I'm like  don't  bother  me you're  not  agile  in  any sense  at  all  so  if  you want  to  take  care  of  your
customers you're going to have to change I've been struggling with this a lot because I started my journey with
scrum and later I  discovered that scrums is  nothing about releasing your increments and also doesn't  mention
how you select what to build so there is no Discovery and no release just uh verifying uh the

results of your work with the stakeholders yeah that it's it's people try to think you know they think of it as a
much different thing they don't really know how to think of it but it's really just a delivery process and it's fine
there's  nothing  wrong  with  if  they  do  real  scrub  you  know  releasing  say  at  least  once  every  two  weeks  I'm
usually okay that's  okay that's  not anything to brag about that's  not very impressive today the best  practice is
continuous

deployment so it's  not there obviously but it's  a  whole lot  better than releasing once a quarter or even once a
month so  okay you could  be  okay that  way all  right  so  back to  Pav's  question these  are  the  three  dimensions
changing how you decide which problems to solve changing how you solve those problems and changing how
you deploy your Solutions that's uh again at a high level in order to do those things

consistently  we argue  there  are  four  new competencies  that  you need in  your  organization and there  are  five
new  product  Concepts  you  need  in  your  organization  and  these  are  tricky  because  you  probably  already  use
these words but they don't mean the same thing so for example this is where if I get too detailed and I haven't
even reached the level of the principles yet pav there are 20 principles that we outline in the book but I will get
to your your direct

answer  in  a  minute  but  in  terms  of  the  competencies  the  first  one  is  real  product  man  you  know  and  most
companies  don't  have  that  they  have  product  owners  or  they  have  feature  team  project  manager  types  they
don't have real product managers but if you're going to have empowered product teams that are responsible for
achieving outcomes I can promise you you're very few designers can cover that outcome responsibility very few
Engineers can cover that they

cover other responsibilities that are critical but that leaves a big hole if you don't have it filled on the team for
somebody that  can take responsibility  for  the value and the viability of  the solution so you need real  product
managers you also need real designers product designers not just graphic designers real product designers and of
course you need real engineering tech leads these are Engineers that care just as much about what you build as
how you

build and then hardest of all for most companies is that they need real product leaders and most of them don't
have that they have managers that manage you know people with these titles  but they don't  have people that
have ever done this job in a product model company so they have a big hole in product leadership and product
leadership is really two things they're the ones responsible for coaching and developing the people and they're
the ones responsible

for providing the Strategic context which is how teams make good decisions so the product Vision the product
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strategy the team topology the objectives for each team in other words what is the work the team needs to do
which problems do they need to solve that comes from the Strategic context so the product leaders have a very
big  role  to  play  so  those  are  the  four  new  product  competencies  and  and  I  will  tell  you  this  is  where  most
transformation

efforts  fall  down  is  because  the  company  thinks  they  have  these  people  but  they  don't  can  those  companies
transform at all absolutely yeah I mean that's what you know I absolutely they can but that does mean they have
to introduce these competencies and yes that's hard I mean that is hard but one of the things I knew we had to
do in this book was to provide many examples of companies that have successfully transformed and it was

also clear that none of those examples should be Silicon Valley companies because the Silicon Valley companies
have the advantage of being born in this model they started in this model it's much harder to be a company say
based in London or based in anywhere that has never worked this way before to change and so all the examples
uh in the book there are 11 if I remember right 11 case studies they all were from

companies all all everywhere else in the world uh including places like Brazil Saudi Arabia uh and of course uh
England and several other places okay so those are the four competencies I warned you to stop me if this gets
too much um there are five critical Concepts that make up the product model uh starting with some of the ones
we've talked about already you need this concept of product strategy it

is a thing that is uh that spans the product teams it's another common misconception they think product teams
are  supposed  to  have  their  own  product  strategies  and  product  Visions  but  they  just  have  never  worked  in  a
product company I think the people let say that okay so uh product strategies critical the concept of a product
team  across  you  know  what  Spotify  calls  a  squad  but  a  cross  functional  truly  cross  functional  empowered
product team that

is uh has the skills in order to come up with effective solutions that are valuable usable feasible viable that's why
teams are really the center of all this and then of course what do the teams do they do product Discovery and
product delivery so they need those Concepts as well and the final concept really underlies all of these which we
refer to is product culture which are things that span all of them and they're things like um what

is the role of experimentation what is the role of innovation what is the role of predictability these are critical
cultural  aspects  okay  so  those  are  the  five  product  Concepts  and  then  underlying  all  this  is  a  set  of  by  our
enumeration 20 product principles and that's  what pavle started with but in order to get to those principles I
kind of needed to work my way down that stack but the principles are thing like paabo

was asking for some examples of principles well  one is  for example that you're going to tackle all  the risks up
front if you don't tackle all the risks up front you're going to spend all this time and money building in the stuff
that doesn't work so you have to make sure you tackle those risks another one is that you have to embrace the
concept of experiments if you don't run experiments you're never going to be able to do the things you need to
do
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you'll  be  a  very  risk  averse  company  those  are  examples  another  one  is  what  I  was  referring  to  before  with
deployment if you don't have that principle of small frequent reliable uncoupled releases you won't be able to
get these things live measure the results iterate like you need to you also won't be able to prove outcome like you
need to so those are just a handful but there are quite a few principles and it's the principles I

think that  are  most  important  because there's  as  everybody knows there's  a  lot  of  different  cultures  out  there
there's  a  lot  of  different  kinds  of  products  if  you're  building  an  i  phone  it's  a  different  thing  than  if  you're
building say you know Amazon Prime is a very different kind of product one's a loyalty product one's a device
but those principles you'll find in each of those at all of those I should say and that's why I think the principles
are the most

important and I've always been much more interested in the principles than any process or any framework or
any  tool  that  might  sometimes  help  you  get  there  sorry  for  that  very  long  answer  to  that  question  I  want  to
double click um right before we got to the principles I think you emphasized like the five key requirements and
all of those were related to the team so I actually want to double click on some of the frictions I've encountered
in teams that I've LED

or teams I've been a part of and curious how you try to tackle those so I think the most common frictions I see
are with PMS and Engineering managers OR tech leads and PMs and designers so with designers I think that
one of the things that was crazy was you know when Brian chesky said he eliminated of course we all know he
didn't eliminate the product management function designers were so happy and I find this universally is

that  designers  carry  a  little  bit  of  resentment  almost  towards  their  product  manager  kind  of  taking  some
decisions so I'm curious about that component and then with the engineering manager it's a little bit different
it's where they're often tasked with the how to build something sometimes they're often tasked with the when
like give me this estimate of when we can also deliver it and then they're wondering like how do I have more of
a say in the why or what and so

I'm curious for both of those tensions how um teams can work to overcome them well the most important thing
to realize is that by the way I see those tensions all the time but not in real product teams I see them in feature
teams in fact they are clear symptoms of feature teams now why it's worth really double clicking on that why is
that because in a feature team the product manager is not doing what I've described

before they what what does that mean to even do that they're already handed a road map of output they have to
deliver so in a feature team you have this person with a title product manager product owner whatever they're
called  yet  they're  not  doing  the  job  we  talk  talked  about  what  they're  really  doing  and  I  believe  they're
dramatically overpaid for this but they're what they're really doing is project management and that's why you
see in these companies that people bend over

backwards in order to try to defend the job they're saying like well our job is to explain the why or our job is to
heard the cats  or  our  job is  to  communicate  and like  the designers  are  listening to  this  and go seriously  that's
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your job I could do that job with a little bit more of what I already do or the engineers are looking at and saying I
could do that job with a little more than what I

already do you're not adding value they're not that's the truth they're not really adding value they're certainly
not  adding  enough  value  to  justify  their  existence  if  the  company  is  in  trouble  and  as  you  know  a  lot  of
companies today are in trouble and they are worried about costs  and that is  a  tough job to defend and I  keep
trying to warn people like if that's your job if you're on a feature

team you are vulnerable a lot of roles are vulnerable but that one is got a huge Target on its back and so but you
have to realize that that's just a symptom of lack of Ro Clarity because really what what is it that they're doing I
always tell anybody that tells me oh the job is the why I'm like that's 10 minutes a week 10 minutes a week what
are you doing the rest of the time how hard is it to rearticulate

the why it comes from the product strategy anyway so what are you you're just really reiterating that to the team
and that's your job or you know hurting the cats okay well the truth is we've got a lot of project managers that
are already in the engineering organization they're probably doing most of that anyway so it's uh you're you're
seeing a symptom of being in a different kind of team from what I'm talking about and I I

see  those  symptoms  all  the  time  it's  a  very  strong  clue  about  how  they're  really  working  but  if  you  talk  to  a
product team a real product team at a good product company the designers are not saying oh well the job is a
noise job the designers are like I'm glad we have this person because I don't I wouldn't want to be doing that job
that is a hard job because fundamentally the product manager they're responsible for the

value and the viability and that's they take ownership of the outcome the designer is responsible of course for
the usability that's obvious but they also more generally take responsibility for the customer experience which is
a huge responsibility and the engineers of course are respons for the technical feasibility but more generally they
take responsibility for the delivery of the product so we've got a very busy team the designers have no time to
play

product manager and the product manager has no time to play designer and so uh you you don't see that muddy
role that you see in feature teams but I  tell  companies you know if you're going to do the feature team model
you really don't need the product manager you need good designers and you need good engineers and I would
rather cha trade that product manager head for another designer and if you are that product manager that's kind
of in that position

or even product leader I would say even when I was a VP of product management and I was in some of these
types of positions can you realistically Drive the transformation or is it really like try to incept your leaders to
buy a more into this type of thinking more like how do we approach it as middle of the organization product
folks who might be in that situation I think that's one of my favorite question and topics uh now
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but  the  answer  is  going  to  be  different  on  whether  you're  an  individual  contributor  or  a  leader  because  you
described you know both scenarios there um as a as a as a leader you actually have a lot of ability to influence
change here as an individual contributor the main thing I'd say is you have a lot more ability than you probably
realize uh one of the things I've been talking about a lot lately is uh agency sense of

agency  not  enough  people  realize  how  much  they  can  impact  how  their  companies  work  because  you  know
nothing's worse and I feel so sorry for those people that feel like a victim they feel like you know they can't do
anything because their company sucks and their leaders suck and they can't they just can't do anything but really
there's a lot they can do and I like them to take more ownership of what they can do at a

minimum I promise it will help their career in a minimum in a maximum it might actually change the course of
their company so there's a lot there are factors outside of their control but let's let's so let's answer that first for
the individual contributor so one of the most common questions I get is uh a product manager will say okay now
I I totally understand my situation I'm a feature team product manager and that's why I'm so

unhappy and so their question usually is do I have to change companies if I want to have a real job you know be
a  real  product  manager  and  you  know  I  tell  them  honestly  sometimes  but  not  usually  usually  um  you  can
significantly  Inc  improve  your  role  at  your  company but  it  does  take  you taking  some initiative  to  raise  your
skills so for example the classic

especially in Europe is to go from a product owner which as you probably know has had almost no training in
product but they do know one or more delivery processes like scrum or Coman so they're they're raising their
skills  from a role on a process to a real job now that mean means they they do some work like you both have
done like I did which is we go learn what a product manager really is

and what does that mean we have to go talk to a lot of customers I remember the person who was coaching me
wouldn't  as  a  new  product  manager  would  not  let  me  make  a  single  decision  until  I  visited  in  person  30
customers 15 in the US 15 in Europe and and it was the best thing I ever did and uh and that that was not the
end of my customer visits that was my start of my customer visits

but when you you can't do the job of product manager if you don't deeply engage with your users and customers
another big thing that I didn't I just I was an engineer that moved into product so I had some skills but not many
um so  for  example  I  knew nothing  about  the  go  to  market  I  knew nothing  about  the  marketing  the  sales  the
service how our products actually made it into the hands of customers I knew nothing about the

financial analytics the cost structure or the monetization and all that I had to learn I was able to learn that in all
all  of  it  in less  than three months most  people can't  but  it  does take a  willingness  and I  remember the person
who was coaching me the first question he asked me was are you willing to put in the effort to do what I tell you
you need to do because if I had said no he was going to
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say well I'm not interested because he wasn't getting any extra money to coach me it was just part of his he was
doing it as a good citizen as a leader in the company and um and I said absolutely I wanted to genuinely wanted
to learn this I'm like you tell me what I need to learn I will I will do everything I can to learn it it doesn't take
that long that's the ironic part it really doesn't

If  you're  sort  of  pointed  in  the  right  direction  now I  was  super  lucky  to  have  somebody who was  amazing  at
product coach me on this but today there's a lot more now this is separate from the issue of the noise we were
talking about before because unfortunately the vast majority of resources I see out there and you know I'm not
including you two in this that's why we're doing this call but the vast majority of the resources are just

trying to help people become a better feature team product manager which is not useful so what I want to help
them  do  is  become  a  real  product  manager  defining  real  as  how  the  best  companies  actually  do  this  and  that
means  they  have  to  do  some work they  have  to  learn  the  customers  they  have  to  learn  the  data  they  have  to
learn the business Dimensions they have to learn the industry but you can all do that and

what  I  tell  individuals  is  once  you've  done  that  at  a  minimum  your  comp  your  leaders  your  manager  will
recognize  that  all  of  a  sudden you know a  lot  more  than you did  before  and by the  way what  the  things  you
know are incredibly helpful  I've seen people get  promoted just  from that and then of course now they're in a
product leader position where they can now influence more than just this but to your original question what can
an

individual do they can raise their skills the next thing they can do is try to win the hearts and minds of their own
team so that means going to your designer going to your engineers and helping them uh see the advantage of
working this way now most designers and engineers in my experience are not the problem they were trained to
work this way they're they're frustrated they haven't been able to but one way or another you need to get get

on the same page with your team so as an individual you can do yourself and you can do your team and then you
can  start  showing  your  company  what  you're  capable  of  today's  episode  is  brought  to  you  by  Gibson  AI  the
future of backend development imagine design designing deploying and scaling your database as effortlessly as
having a conversation with Gibson AI That's now a reality Gibson AI is your AI powered database engineer in
just minutes you can chat

with Gibson to create production grade data models deploy them on Gibson's Cloud infrastructure and instantly
generate secure rest  apis  connect your front end directly to your Gibson built  database or drop the API specs
into  cursor  v0  or  bolt  to  build  a  full  stack  application  seamlessly  from  idea  stage  to  millions  of  users  Gibson
scales with you Gibson optimizes your database as you grow and enables easy schema updates and migrations so
head over to gibson.com

AOS that's GBS o n ai.com a to sign up for free and experience the future of automated data modeling now you
have to do that in a resp responsible way so you don't just ignore the road map it's just that you start doing a lot
better job delivering what's on that road map so um once you that's that's what I recommend for the individual
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product

leader  of  course  has  a  much  bigger  span  of  impact  there  they  now  can  raise  the  skills  of  their  the  their  first
responsibility if you're a product leader is to raise the skills of your product manager ERS in fact I tell product
leaders that they will be judged by their weakest product managers so they need to take that personally and that
needs to be their job their responsibility now the biggest issue that most of them have is they

don't they never work this way so they don't really they they know they need to get good at this but they don't
know how that is literally why I wrote the book empowered was to share the biggest section in empowered is on
coaching and it tries to share this so I I usually encourage those people just take one chapter a week do one-on
ones with your people raise their skills and you're raising your own skills at the same time

the other thing that can help is an experienced product leadership coach you may know that over the last couple
years  uh  my  partners  have  and  I  have  been  uh  reaching  out  to  meet  a  lot  more  product  coaches  out  there
because  we  get  asked  to  produce  and  refer  product  coaches  almost  every  day  and  we  had  a  few  that  we've
known for a long time Teresa Torres is wonderful Jeff Patton is wonderful we've been recommending them for
many many years

but  we  overwhelmed them a  long  time  ago  and so  we  needed  a  bigger  Network  today  we  have  a  network  of
about 50 product coaches around the world that we think are good we don't have any money relationship with
any of  them we don't  want  many money relationship  we  just  want  to  know which  ones  are  good when I  say
good I'm talking about the people that I know have been there done that at a good product company and can
genuinely

help another company get there and today there are good coaches in most parts of the world I'm hoping to see
that  really  grow  and  be  more  uh  more  like  that  um  because  if  you're  a  product  leader  that's  got  this
responsibility  but  you've  never  done  it  before  then  a  product  leadership  coach  the  your  best  bet  for  quickly
coming up to speed I I love the point about uh taking the initiative as an individual because the at the end of the
day I think this is

what  leadership  is  about  that  you don't  not  necessarily  need to  influence  other  with  having formal  Authority
and if you can do that just by um acquiring new skills and uh winning the minds and HS of of people around
that's  even  better  I  like  the  concept  you  kind  of  talked  about  which  is  basically  like  your  ins  world  and  your
outside world and like as the VP of product I think you can be a little bit of a umbrella there's

still  infinite  companywide  planning  processes  okr  processes  but  you  don't  necessarily  need  to  subject  your
company to those waterfall processes you can actually fill out all those forms for them and you can tell them hey
you go be empowered you go do continuous Discovery and so I  think just  identifying kind of  your sphere of
influence the areas where you are able to make decisions and then the areas that you're able to cover them is a
really effective way as you move up
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the ladder you know it's I don't mean to make this sound easier than it is because the product leaders especially
the within the product organization in my experience it's not that hard I mean if you do your job most of the
people want to work the way we're talking about there's some but most don't most are very enthusiastic about
this change the bigger issue is the rest of the company and you know the rest of the

company has  never  worked this  way before  they don't  really  understand they're  they're  worried about  losing
control they're worried about losing you know what happens if I'm still accountable to the numbers but I don't
have this in you know this same influence I had before so the real Nuance comes to these product leaders to win
over the hearts and minds of the rest of the company especially the key stakeholders and the key executives and
that takes building trust

and  sort  of  being  very  smart  about  picking  your  battles  um  what  you  know  you  can  go  in  and  say  we're  not
going  to  do  any  of  this  stuff  anymore  and  if  you  don't  like  it  tough  luck  that  doesn't  go  over  well  in  most
companies uh especially if the CEO is also nervous which most of them are so what we want to do is work a lot
more you know gently with those leaders to understand like look are you also

frustrated that you keep funding all these features and they're not generating the results you want so am I how
about we do some experiments together to see if we can't do this better for you literally for you and they you
know not many of them are going to most of them are going to be pretty excited about that possibility because
this is a very different framing in fact that's why we chose the term product operating model as you know most a
lot

of people like product Le company and product driven company but you know when you talk about the to these
stakeholders they do not like those terms and it's not hard to understand why yeah I think that labeling it and
being  having  a  the  truly  um  influential  product  leader  that's  kind  of  the  real  Rarity  amongst  those  five
requirements you mentioned that a lot of these companies are struggling with if that product leader hasn't lived
it then they

can't influence it it's a very tough process for some teams well in fact I would argue that the real key to successful
transformation there's a lot of things that have to go right a lot of things that are hard but the real key are those
product  leaders  especially  the head of  product  and the head of  engineering if  those two leaders  do what  they
need to do the company has a real solid chance it's succeeding

on this but if they don't it's almost impossible yeah could we maybe go into a specific example or a case study
where you worked with um maybe like a head of product and head of engineering and how did they how did
they approach it how long did it take them and how did they um did they I've heard you talk about in previous
interviews like finding like maybe like a set of teams even where they um piloted in is that like the

approach you recommend or  how do they go about  that  one to  twoe strategy of  transforming their  company
yeah and pilot teams are one of our core techniques that everybody you know it's a smart idea instead of rolling
it out to a whole company you know it's just like an AB test but on the organization instead of on your product
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uh right you you're taking a small group you're letting them run this and even if everything goes perfect and it
never

does but if even if everything went perfect the rest of the company is able to observe and you know how people
are some people hate chain some people need time for change this is uh pilot teams really helped companies uh
get through that but to your question so um in in one of my favorite examples in the book is uh the company in
based in London called train line train line uh if you ride the trains and in fact a little

know fact Monday through Friday train Line's app is higher rated than Uber that's how popular it is and train
line a few years ago was was nothing it was it sold some tickets although they didn't even have a mobile app it
was all you'd have to go to a laptop or something and and buy a ticket but it was nothing in the industry and uh
one of the big private Equity firms decided that that's crazy that should be an

amazing tech powerered company and so they bought the company and the first thing they did this is normal
when when it's a private Equity Firm is they brought in a CEO that knew what she was doing they brought in a
woman named Claire Gil Martin she had come from eBay and they said look you turn this around uh set it up
like you would set up a product company and uh the first thing she did was she brought in a head of

product and a head of engineering now I realize in that case they had almost nothing it was all outsourced it was
all  obsolete  Tech  stack  it  was  very  small  number  of  developers  and  like  I  said  most  of  them  weren't  even
employees they were remote it was um you know not what we're talking about so she brought in the two leaders
and the three of them got to work now it normally takes somewhere between one and three years to

transform depending on the size of the organization this was like a mid midsize company it was a real Enterprise
that  had  been  around  several  years  but  it  was  you  know  it  was  not  designed  around  uh  the  principles  we're
talking about so these leaders had to introduce those principles they started by looking at the staff they had and
uh seeing which ones wanted to learn how to work this way um and there was uh a few Engineers

that were on staff and wanted to that was fine there were but they had to do a lot of hiring and then same with
product there were more that Jonathan the head of product was a guy named Jonathan Moore who's uh uh I've
known for  many years  he  is  um in fact  he's  now a  partner  at  svpg uh Jonathan but  um Jonathan had led the
transformation at the guardian many of you know the guardian he I first met him as a brand

new product manager at the BBC where he was responsible for one of the most famous properties today BBC
News so um it's uh Jonathan and uh his head of engineering they got to work putting these things in place you
heard  me  say  that  the  two  big  responsibilities  of  these  product  leaders  are  developing  their  people  hiring
coaching and then developing the Strategic context in this case the product Vision the product

strategy the team topology the architecture and they got to work and they uh after about 3 years they became
the  UK's  biggest  IPO  to  date  at  as  of  that  date  uh  that's  why  you  transform  and  by  the  way  they  went  from
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nothing to literally one of the country now they're all over northern Europe too it's not just UK but um to one
of the favorite apps you talk to people in London ask

them for their top three favorite apps it's usually includ I have related question because Marth you mentioned
that uh the CEO brought the head of pro product so is it possible to coach a product leader that doesn't have a
product experience as a individual contributor so what would you advice yeah and some of the yeah no that's a
fair question because one answer is like like Claire did just go recruit somebody strong and let them do

it  again  that's  one  answer  the  other  answer  is  if  your  company  has  leaders  that  they  think  are  good  in  fact
another story we told in the book is a company called CarMax uh and CarMax is uh the biggest used car sales
company in the US they're based in the other side of the US on the east coast and not a Technology Center and
they're a car sales company they're not they weren't born a tech company in

any way but they had strong people that they believed could be coached and that's exactly what they did in fact I
was one of those people helping but they had other people helping as well um and these are people that had the
right mindset and the right sort of motivation they just didn't have the experience and that's why I was saying
that in many cases a product leadership coach is very much what you need by the way there are

also CTO coaches that do the same thing for engineering leaders they um that's what they do they are you know
somebody  who  may  have  been  an  i  T  manager  but  now  wants  to  become  a  technology  you  know  head  of
engineering and so those are different skills and so they learn that that's the main those are the two main ways I
know you either bring in people that have the experience or you you have a leadership coach that

helps them learn the experience on the job how have people messed up hiring a coach in your example like what
what's the anti pattern what should they avoid well by far and I am worried about this I'm always worried about
this  the  by  far  the  biggest  problem is  that  they  hire  a  coach because  the  person says  they're  a  coach but  they
don't actually have the experience they've never actually done product uh at a serious company the

biggest  example  of  this  I  know the single  biggest  example  and I  this  is  very frustrating is  the  vast  majority  of
people people teaching cspo and pspo classes in other words teaching product owners have never done product
they are just agile coaches that have been trained in a method like scrum or worse and uh they think they can
train these people and what they're really teaching them is like okay you

have to use jira to prioritize a backl that's not product that's Administration that's why they're called you know
these  are  backlog  administrators  so  what  we  need  are  people  who actually  know product  to  teach  product  to
coach product and so I you know you there's no way in a in a relatively free market world there's no way to to
for anybody I think to stop someone from saying I'm a product coach uh to me the only thing we

can do is try to educate the consumers educ the the people at a company that is hiring these coaches and try to
help  them  understand  what  to  look  for  so  I  did  something  unusual  in  the  new  book  transformed  I  was  so
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worried about this I am so worried about this because if if what does it mean to be an agile coach today almost
nothing if that same thing happens to product coach we lose so I was so worried about

that  I  decided to  profile  file  seven real  product  coaches  in  the  book and I  do  this  because  I  want  people  who
want to transform to be able to get a really good idea of what good looks like and every one of them has serious
experience  doing  product  at  a  good  product  company  and  they  care  about  coaching  one  of  the  problems  we
have I probably shouldn't even mention this one

is just uh I know that uh you're Bo you're both based in Europe right I'm I think so no aash is in Poland yeah
Poland I'm in North Carolina and I spent 10 years Bay Area yes not exactly Europe sorry um but you are not
that far from carmax's in Virginia yes I have chatted with a couple PMS they're readers yes but um in Europe
there is this whole uh

there  is  a  big  you  know  there's  a  big  movement  around  coaching  but  for  for  that  movement  coaching  is  a
different thing it's uh it's some and and don't get me wrong it's good but it's not the kind of coaching that these
people need if  if  they they talk about you know sort of career coaching life coaching that's  nice but that's  not
what this about I have never met a coach like that that could actually help you do a good

product strategy sorry they can say all the nice things to you and they can make you feel good but that doesn't
help you do a product strategy so um there are some softer skills that those people could probably help you with
indirectly  but  I  would  much  rather  have  a  proven  leader  that  has  already  worked  with  these  kinds  of
stakeholders and can help you tangibly to do this so this is an especially sensitive topic in Europe

because  there  they  have  a  very  different  definition  of  coaching  and  I  don't  know  what  to  do  about  that  you
know in the US we have a very strong institution about coaching the famous book trillion dooll coach about Bill
Campbell  and  really  what  differentiates  a  coach  and  I  think  this  is  the  part  that  surprised  me  about  Europe
Europe loves  football  as  everybody knows and a  football  coach is  not  a  touchy Fey person a  football  coach is
there to help you be an amazing

football  team  help  you  develop  your  skills  if  you  go  to  a  golf  coach  you're  expecting  them  to  have  deep
knowledge about the mechanics of golf and could help you with that they're not just about you know helping
you have a good attitude or something so anyway we need people that know how to do things like coach other
product managers that know how to do things like a real product vision and a real product strategy that that is
probably the key to successful

Transformations  at  scale  there  are  20  principles  is  that  okay  correct  in  the  book  so  how  should  we  interpret
those principles as best practices as something that works or Works in most cases or can we break some of those
principles depending on the situation or all are required to to have a good product organization

so no it's a good question it's a hard question um I you know when you look at this the craft of product over the
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last  10  years  20  years  40  years  I  don't  know  how  far  back  you  want  to  look  in  some  ways  things  have  not
changed much at all in other ways they've changed dramatically I would argue the things that have not Chang
CH much at all are the principles and I would argue that things

that have changed dramatically are the tools and methods of applying those principles dramatically product is so
much the tools to do product today are so much better than when I first learned but interestingly the principles
have barely changed my belief is that the principles if they're really true product first principles then and they're
probably very durable and it's worth pointing out a

principle doesn't say how you do it it just says that you need to do this you need to find a way for example one
of  those  principles  I  already  mentioned  was  an  experimentation  culture  well  as  you  know  the  tools  and
techniques  for  doing  experiments  have  gone  from  very  primitive  to  very  Advanced  so  but  we  still  do
experiments they were harder before but we still did them but the point is not how to do

those  experiments  I  have  different  advice  with  every  company when I'm working  with  a  device  company it's
very different on how to do an experiment than when I'm working with a pure software company but they still
need  to  do  experiments  in  fact  the  the  counterintuitive  thing  is  a  device  company  has  to  do  more  of  them
because the the the downside of messing up with a device is  much worse than if  we mess up in software so it
that's where the

differences I think really are now will new principles emerge I don't know probably but I don't think it will over
the next couple years I think those principles emerg very slowly um if they're really principles that that they're
lasting when I look at the principles in the book it's hard to um I mean I I'm I would say they always have existed
they more

principles  speak  more  to  the  nature  of  Technology  powerered  products  and  not  about  the  particular
Frameworks or process or methods those change constantly and um and to me are much less important what's
the your favorite book that you've read recently well do you mean work rated or not work rated that reflects a
lot about you which you choose we're curious to see

well I I read a lot of work-related books um but I love reading but um I would say my favorite work rated book
recently is build by Tony Fidel I actually have it here um because I really enjoyed that book here it is um so yeah
build is talking oh yeah bab's got it too I hope you liked it too but it's talking it's describing the product model
the difference is he worked in Hardware companies and I

mostly  worked in  software  companies  uh and but  he  has  he  was  in  the  right  place  at  the  right  time he got  to
work on the original iPod he got to work on the iPhone he got to work he started the company nest and I love
device products I really do um I started my career at a hardware company so love those kinds of products but it
was really fun reading his uh firstperson account of this uh
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and he's you know came from a designer engineer to a CEO so he's got great perspective I thought that was a
very good book and it was interesting because he the subtitle of the book is an an unorthodox guide to making
things worth making but when you read it the reason it's unorthodox is because it's not about any of the modern
processes or anything like that it's all about the principles yep uh M what's your favorite

product culture favorite product culture oh that's a hard one um uh I mean I uh I'm kind of a student of product
culture and I see I've got pretty good at spotting the good and the bad at each culture I'd have to say if I could
um the closest to my dream culture is probably Netflix yeah net Netflix sets the empowerment dial even higher
than really

any other company and they set it even higher than I normally even recommend they sort of set the dial to 12
on a scale of one to 10 you know so high but I also am so impressed with what they've done over the years um
but there are honestly there's things I love about apples culture about Google's culture about strip's culture stripe
is maybe that's the best answer I mean you look they kind of created their culture out

of the best of several other companies um I don't know I think there's a lot of you know there's some very good
cultures out there and there's some uh you know culture is very personal so for example there are some people I
tell you will hate working at Amazon I tell them either you'll quit in the first year or they'll fire you in the first
year because of their culture other people I say you were born to work at Amazon you

will  absolutely  love  it  there  and  most  of  the  time  I'm  right  just  because  I  understand  Amazon's  culture  and  I
understand you know if I know the person but it's so personal right because certain people if I send to Amazon I
know they're going to hate it Amazon X more like a startup than 90% of the startups I know and and a lot of
people do not want that other people that's exactly what they want so it's a tough question

because it's so personal totally um what is the best product you've used recently oh jeez I mean I work I I get to
try a lot of products but of course I try them for a lot of startups and a lot of them have a lot of work to do what
would be a great example of a great product I mean there's I uh I love motorcycles I ride

motorcycles I  own a couple and the state-ofthe-art  in motorcycle technology today has never been better and
the  just  the  the  full  product  of  what  they  deliver  is  pretty  outrageously  good um I  will  tell  you  uh  uh  I  don't
know why you just got me thinking about motor Automotive I don't want to buy a Tesla because of Elon Musk
so I bought a rivan which is um which is a very very good product

they have done an a very impressive job um there's  a  lot  of  overlap with a  Tesla  the difference is  the head of
rivan  is  really  a  designer  a  product  designer  and  you  can  tell  that  in  the  product  it  is  a  beautifully  designed
product  uh that  works  holistically  remarkably  well  amazing um we're  way over  time but  last  question I  guess
what is your least favorite this is the spicy topic so we

left  it  for  last  your  least  favorite  product  concept  that  has  popped  up  oh  my  gosh  you  know  this  is  this  is  a
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sensitive one because there's so many that really uh make me frustrated I think though the thing that bothers me
more than anything else is this you know the the prevalent definition of product management because I think
not only is it not helpful but I think it's the root

reason so many people in that job are not happy so that really does bother me and I think what push you know I
wrote this article recently that was very controversial called product management theater and what you know I
we've seen these issues forever it's not like they were new but what pushed me over the edge was there was this
article that made the rounds online by one of the major product certification programs

that  sort  of  certify  product  managers  and  they  described  their  job  of  the  product  manager  they  had  this  big
graphic and they said this is the job of the product manager and I'm looking at it and saying I can't believe they
think  this  I  can't  believe  they  say  this  I  can't  believe  people  believe  them  it's  terrible  because  all  it  did  was
describe a project manager pure project management and I'm like all right this

is and this is the major group certifying product managers okay this is a problem so that probably drives me nuts
more than anything the not where people can find you well yes um well I hope this was interesting to people um
you can find more of my stuff at svpg silicon valy product group.com amazing well thank you so much for being
here well thanks for inviting me and uh uh yeah I appreciate the

dialogue and I hope encourage you both to keep doing what you're doing what an episode I hope you enjoyed
that as much as me Marty Kagan is one of those people that's made a huge impact on product management and
growth and Tech more broadly and I think that what he's saying really resonates in early 2025 we need to move
to a way of working where product managers it's obvious the impact that they're making and how positive that

impact is and and we need to move to this product operating model and these 20 principles because these 20
principles are what shown to have really worked for high performing product and growth teams so we're going
to  get  into  a  bunch  more  content  like  this  in  the  upcoming  episodes  on  the  podcast  as  always  please  like
comment subscribe all those things really help the podcast and we're going to continue to make the best possible
product and growth career

content for you see you in the next episode
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