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How to Become (or Work With)
a Product Manager
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About You
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About You
Where do you work?
What do you do?
What do you want to do?
What do you want to learn?
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Engineering
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Enterprise
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Big Company
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Small Company in Big Company
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Joined a Startup
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Side Project / Mobile
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Product Management
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Starting a Company
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http://www.flickr.com/photos/dotdoubledot/2208867228/

Should I Become a PM?
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I don’t know
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I don’t know
It depends
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My PM is an idiot.
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Understand their job
They might still be idiots, though
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UX Product
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UX Product
1
2
3
4
5
6

7
8
9
10

Design vs. Product Quiz Courtesy Jeff Lash
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“You%must%enjoy%spending%time%
in%the%market%to%understand%
(customers’)%problems.”
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“You%must%enjoy%spending%time%
in%the%market%to%understand%
(customers’)%problems.”
A:%Product

1
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“Understanding%user%wants,%needs%
and%expectations%...%Working%with%
the%Customer%Insights%department%
to%plan,%execute%and%analyze%
quantitative%and%qualitative%
research%...%DeKining%user%
requirements” 2
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“Understanding%user%wants,%needs%
and%expectations%...%Working%with%
the%Customer%Insights%department%
to%plan,%execute%and%analyze%
quantitative%and%qualitative%
research%...%DeKining%user%
requirements”
A:%User%Experience
Manager,%Usability%and%Information%Architecture%(Circuit%City) 2
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“Lead%researching,%understanding%
and%passionately%advocating%target%
customer%requirements,%deKining%
feature%sets,%and%developing%and%
communicating%product%
requirements.” 3
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“Lead%researching,%understanding%
and%passionately%advocating%target%
customer%requirements,%deKining%
feature%sets,%and%developing%and%
communicating%product%
requirements.”
A:%Product
Senior%Product%Manager%(Adobe) 3
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“DeKine%product%requirements%
and%plans%that%meet%the%
strategic%goals%of%the%business.%
Propose%and%lead%appropriate%
project%deKinition%activities.%”

4
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“DeKine%product%requirements%
and%plans%that%meet%the%
strategic%goals%of%the%business.%
Propose%and%lead%appropriate%
project%deKinition%activities.%”

A:%User%Experience
Information%Architect,%Site%and%Marketing%(Walmart.com)% 4
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“Specifying%market%
requirements%for%current%and%
future%products%by%conducting%
market%research%supported%by%
onQgoing%visits%to%customers%
and%nonQcustomers.” 5
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“Specifying%market%
requirements%for%current%and%
future%products%by%conducting%
market%research%supported%by%
onQgoing%visits%to%customers%
and%nonQcustomers.”
A:%Product 5
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“Gather%user%and%market%insights,%analyze%
product%metrics,%articulate%requirements,%and%
launch%new%features%…%DeKine%global%product%
requirements,%including%writing%scope%
requests,%product%requirements%documents%
(PRDs)”

6
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“Gather%user%and%market%insights,%analyze%
product%metrics,%articulate%requirements,%and%
launch%new%features%…%DeKine%global%product%
requirements,%including%writing%scope%
requests,%product%requirements%documents%
(PRDs)”

A:%Product
Senior%Product%Manager%(eBay) 6
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“Drive%research%&%customer%
analysis…run%consumer%
product%advisory%groups”

7
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“Drive%research%&%customer%
analysis…run%consumer%
product%advisory%groups”

A:%Product
Product%Manager%(Yahoo!)
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“Understanding%target%
audiences’%needs,%tasks,%and%
goals”
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“Understanding%target%
audiences’%needs,%tasks,%and%
goals”

A:%User%Experience
User%Experience%Lead%(Avenue%A/RazorKish)
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“You%will%be%responsible%for%understanding%the%
client%interaction%with%the%product%and%their%
workQKlow.%You%will%bring%this%understanding%
to%the%table%and%work%closely%with%Sales,%
Marketing,%Product%Management%and%end%
users%to%help%enhance%the%usability%of%our%
application.”

9
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“You%will%be%responsible%for%understanding%the%
client%interaction%with%the%product%and%their%
workQKlow.%You%will%bring%this%understanding%
to%the%table%and%work%closely%with%Sales,%
Marketing,%Product%Management%and%end%
users%to%help%enhance%the%usability%of%our%
application.”

A:%Product%/%UX
Product%Manager%Q%Usability%(Gridstone%Research) 9
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“Work%directly%with%customers%
to%understand%their%goals”

10
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“Work%directly%with%customers%
to%understand%their%goals”

A:%Project
Project%Manager%(Endeca)

10
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Design vs. Product Quiz Courtesy Jeff Lash
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IA IxD

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

IxD VisDe
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What would you say product 
managers do…?
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A product manager is a facilitator, 
building consensus across teams and 
disciplines.
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A product manager is a hub, taking input 
from all sources and keeping everyone 
informed.

http://www.flickr.com/photos/stuckincustoms/4481941106/
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The product manager is an editor, 
responsible for the success and vision 
but not contributing directly.
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PM
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PM

UX
Eng

Biz
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PM

UX
Eng

Biz

Legal PR
Mktg

CS Sec

Friday, April 20, 12



kevin cheng @k #howtopmhow to become (or work with) a product manager

ENGINEERS AND 
DESIGNERS

CREATE
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PRODUCT 
MANAGERS
SET THE GOAL 
AND CLEAR 
THE WAY
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RESPONSIBILITIES
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RESPONSIBILITIES
‣ Roadmap and Goal Setting
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RESPONSIBILITIES
‣ Roadmap and Goal Setting
‣ Scoping and Prioritizing
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RESPONSIBILITIES
‣ Roadmap and Goal Setting
‣ Scoping and Prioritizing
‣ Scheduling and Project Management
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RESPONSIBILITIES
‣ Roadmap and Goal Setting
‣ Scoping and Prioritizing
‣ Scheduling and Project Management
‣ Coordination and Consensus
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RESPONSIBILITIES
‣ Roadmap and Goal Setting
‣ Scoping and Prioritizing
‣ Scheduling and Project Management
‣ Coordination and Consensus
‣ Measuring and Iterating
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RESPONSIBILITIES
‣ Roadmap and Goal Setting
‣ Scoping and Prioritizing
‣ Scheduling and Project Management
‣ Coordination and Consensus
‣ Measuring and Iterating
‣ Shipping
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PRODUCT 
MANAGERS

SHIP
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PRODUCT 
MANAGERS

SHIP
THE RIGHT 
PRODUCT
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Roadmap and 
Goals
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What is Important?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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…for Instagram?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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‣ popular items
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…for Instagram?
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‣ take a photo
‣ add friends
‣ popular items
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‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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…for Facebook?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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…for Facebook?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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…for Facebook?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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…for Foursquare?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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…for Foursquare?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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…for Foursquare?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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…for Path?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

…for Path?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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…for Path?
‣ fast load time 
‣ take a photo
‣ add friends
‣ popular items
‣ add location
‣ recent activity from friends
‣ feedback/comment on posts
‣ see others at location
‣ share on other networks
‣ post status
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Title“To instantly connect people 
everywhere to what’s most important 
to them”
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Title“Help Twitter users create and 
consume the most useful content for 
their context.”
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TitleTitle“Increase the monthly usage of search 
for core users.”
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“Do No Evil”
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“Organize the World’s Information”
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“More than 170 million people have 
upgraded to Google+….”

Friday, April 20, 12



Increase minutes of engagement per 
user per day.
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Call it what you want
‣ Goals
‣ Mission
‣ Core Message
‣ Objectives
‣ Outcomes and Key Results (OKR)
‣ Key Performance Indicators
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Donna
‣ Meeting Assistant
‣ Birthday Reminder
‣ To-do Assistant
‣ Conference Assistant
‣ Email Assistant
‣ Travel Assistant
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What We Looked At
‣ Customer need / market opportunity
‣ Technical feasibility / difficulty
‣ Time to market
‣ Existing competitors / differentiation
‣ Investor alignment
‣ Long-term goals
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Donna
‣ Meeting Assistant
‣ Birthday Reminder
‣ To-do Assistant
‣ Conference Assistant
‣ Email Assistant
‣ Travel Assistant
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Where UX Fits
‣ Help define goals through user research 

(but it’s just one input)
‣ Define experience that meets the goals.
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Scoping and 
Prioritizing
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The Hunt
‣ Player receives push notifications that are alerts that ghosts are nearby. 

"Paranormal activity detected. Investigate? Yes/No"
‣ Upon opening the application, the app detects where you are in the 

background.
‣ A map of the area you're in appears.
‣ There's an area marked around you, indicating a ghost is nearby.
‣ When the phone is flat/horizontal, the device is a PKE like meter. Essentially a 

hot/cold meter that can tell you if you're getting closer or farther. Player walks 
the streets trying to get closer to the ghost while watching the meter.

‣ When you get very near the ghost, the meter freaks out.
‣ Holding the camera vertically switches it to ecto-goggle mode.
‣ Use sound to potentially help locate
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Combat / Capture
‣ You take out your gun. Press on the screen to shoot but the stream is not easy 

to control and oscillates randomly.
‣ Phone continuously vibrates.
‣ Ghost reacts to the beam and starts running away.
‣ Player will need to continue to move their finger and the phone to keep up with 

the ghost.
‣ Once the beam connects, player continues to hold the ghost and then points 

their phone down to put it in a trap.
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Progression
‣ Players can level up to catch more powerful ghosts
‣ Players may unlock
‣ different ways of capturing (skills)
‣ different weapons
‣ different sensors (to find more menacing ghosts)
‣ ability to contribute their own content
‣ Achievements for variety of ghosts as well as number
‣ Achievements for catching date/location specific rare ghosts
‣ Ability to contribute back to the game (placing ghosts, creating ghosts, writing 

lore)

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

New Powers
‣ New powers:
‣ shake for an attack
‣ use your shadow for an attack
‣ blow into it for an attack
‣ different sounds give different attacks

‣ http://www.youtube.com/watch?v=TvDWleKmhYs
‣ Deploying your ghosts to fight other ghosts
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Ghost Placements
‣ Allow players to visit a website where they submit their own / build their own 

ghost
‣ Include "lore" on the ghost
‣ Other players vote on whether this ghost should actually exist in game
‣ Popular ghosts are included in the almanac and the game for capture
‣ Some ghosts are rare
‣ Some ghosts will utilize real lore (e.g., London specific ghosts from Jack 

the Ripper)
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‣ Ghost were placed on startup
‣ No respawns
‣ Intro movie
‣ Sound effects and soundtrack
‣ No gallery of caught ghosts
‣ Sharing of ghost screenshots

The Real Product
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“It%was%more%important%to%say%
‘No’%to%new%features%instead%of%
‘Yes.’”—Techcrunch%(on%Instagram)
http://techcrunch.com/2012/04/09/instagram-story-facebook-acquisition/

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

“Let’s%say%it%again%lest%we%
forget:%%your%job%as%a%product%
manager%is%to%take%features%out%
of%a%product%not%put%them%in.”
—@jdrumgoole,%Apr%12,%2012
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Your Turn
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Scheduling and 
Project 
Management
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Product
Manager

Project
Manager
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FORWARD
MOMENTUM

TRACK
PROGRESS
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Just a Spreadsheet
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Week 1
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Week 2

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

Week 3
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Week 4
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Week 4
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Week 5
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Week 6
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Week 7
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Week 7
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Week 8
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497.2

4 120

5 120

6 120

7 120

8 120

600
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Pivotal Tracker
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Sprint.ly
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Trello
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Coordination and 
Consensus
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~70%people%contributed%to%
#newTwitter
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~70%people%contributed%to%
#newTwitter…but%the%core%
team%was%just%13.
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“We%began%having%daily%standQ
up%meetings%(more%than%50%
people)”%—Google%Instant
http://googleblog.blogspot.com/2010/09/google-instant-behind-scenes.html
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Cross Team Checks
‣ Analytics
‣ Communications
‣ Trust and Safety
‣ Support
‣ Operations
‣ Legal
‣ Internationalization
‣ Documentation
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NOT ABOUT
PEOPLE
SAYING NO
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Stakeholders%are%not%blockers%
for%signQoff;%They're%experts%
who%can%help%you%ship%a%better%
product.
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Get%the%right%people%to%give%
their%input.%Then%make%(and%
justify)%your%decision.
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Started With This
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User Testing Every Week
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“If any of the individual groups 
win, everyone loses.” 
—Ed Catmull, Founder and President of Pixar
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Shipping the Right 
Product
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Everybody Cared About Details
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BEWARE THE
1%
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“Perhaps%as%a%result%of%Enable%
Float%Alignment,%I%now%feel%
designers%should%be%a%little%
more%Kirm%is%creating%just%the%
experience%they%feel%is%best%
overall.”%—Jason%Goldman,%Google%(at%the%time)
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Cut Ruthlessly
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Cut Rather Than Ship Half-Baked
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Easing In
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Every Word Matters
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Even%with%applications,%there%
is%an%unboxing%process.
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Measuring and 
Iterating
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What to Measure
‣ user signups
‣ return visits
‣ photo uploads
‣ checkins
‣ photos with location
‣ app open
‣ friends
‣ external shares
‣ visits to popular
‣ comments per photo
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Good Metrics…
‣ Have a baseline
‣ Are aligned with strategy/goals
‣ Are actionable:
‣Measure per user (or per active)
‣Split the testing (A/B)
‣Measure cohorts or funnels 

http://www.fourhourworkweek.com/blog/2009/05/19/vanity-metrics-vs-actionable-metrics/
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Foursquare
‣ checkins per user per week
‣ checkins on weeknights and weekends per user

‣ non-checkin app opening, followed by 
checkin

‣ % active users who have created lists
‣ friends per user
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Instagram
‣ photos per user per week
‣ <3 per photo
‣ comments per photo
‣ followers per user
‣ following per user
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A/B Testing
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http://500.co/2011/02/08/build-a-killer-product-faster-the-secret-of-user-activity-streams-and-cohort-metrics/
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http://52weeksofux.com/post/646711369/cohort-analysis-measuring-engagement-over-time
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“Netflix tests everything. They're very proud that 
they A/B test interactions, offerings, pricing, 
everything. 

http://sethgodin.typepad.com/seths_blog/2011/01/a-culture-of-testing.html
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“Netflix tests everything. They're very proud that 
they A/B test interactions, offerings, pricing, 
everything. 

Except they didn't test the model of renting DVDs 
by mail for a monthly fee, the model of having an 
innovative corporate culture, and the idea of 
betting the company on a switch to online delivery.

Sure, go ahead and test what's testable. But the 
real victories come when you have the guts to 
launch the untestable.”

http://sethgodin.typepad.com/seths_blog/2011/01/a-culture-of-testing.html
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So, is it cool?
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You get to…
‣ Help define many aspects of the 

experience
‣ Participate in strategy
‣ Work with a lot of functions
‣ Make the final call
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Less fun…
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‣ Managing schedules
‣ Managing people, with no authority
‣ Communicate with upper-management
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Less fun…
‣ Point person, win or lose
‣ One step removed from creation
‣ Managing schedules
‣ Managing people, with no authority
‣ Communicate with upper-management
‣ Make the final call
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You don’t get to…
‣ Make recommendations
‣ Use “it depends”
‣ Go into details of design
‣ Create!
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You need to be good at…

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

You need to be good at…
‣ Synthesizing

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

You need to be good at…
‣ Synthesizing
‣ Coordinating

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

You need to be good at…
‣ Synthesizing
‣ Coordinating
‣ Empathy

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

You need to be good at…
‣ Synthesizing
‣ Coordinating
‣ Empathy
‣ Many languages

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

You need to be good at…
‣ Synthesizing
‣ Coordinating
‣ Empathy
‣ Many languages
‣ Documentation

Friday, April 20, 12



how to become (or work with) a product manager kevin cheng @k #howtopm

You need to be good at…
‣ Synthesizing
‣ Coordinating
‣ Empathy
‣ Many languages
‣ Documentation
‣ Numbers
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You need to be good at…
‣ Synthesizing
‣ Coordinating
‣ Empathy
‣ Many languages
‣ Documentation
‣ Numbers
‣ Leading
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If%you’re%more%inclined%
towards%“good%enough”,%you%
should%be%a%PM;%If%you’re%more%
inclined%towards%“perfect”,%you%
should%be%in%UX.
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kevin cheng @k
kc@kevnull.com

thanks!
you were great!
questions?
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kevin cheng @k
kc@kevnull.com

thanks!
you were great!
questions?

psst. we’re hiring.
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