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What is Product Management?
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The PM is the 
CEO of the 

product

Be the voice of 
the customer

Take ultimate 
accountability 
for outcomes

Lead by influence 
without authority

Set the vision 
and roadmap

Own the “What” 
and the “Why”

Work with Eng 
and DesignQuarterback 

of the team 



There’s truth in all of that!

Sort of…
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Agenda
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1. What is Product Management?

2. Product Sense

3. Product Execution

4. Building Your Career



Your goals as a PM…
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Grow 
business 
impact

Create 
value for 
customers

Assemble and 
align the team



Building products is a team sport
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Every function has its specialty
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But we’re one team. We win together. We lose together. 

● Product owns the “What” and “Why”

● Engineering & Design own the “How” and “When”

● Everyone must push each other to make best decisions

● But ultimately the “Decide” should be owned by the specialist
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Trust is earned; never gifted. 

Influence but not control

Customer Product PM

Exec

Eng

Design

Marketing

Sales

Support

Legal

Finance

Ops

DS



First to take accountability.

Last to take credit.
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Further reading on the PM career and 
interview process

Additional resources.

What is product mgmt?

● Cracking the PM Career
● Lenny’s Newsletter
● Shreyas Doshi (good pod ep.)
● Marty Cagan on “product teams”
● Nikita Bier
● Interview Prep:

○ Decode and Conquer
○ Cracking the PM Interview

https://www.amazon.com/Cracking-Career-Frameworks-Practices-Interview/dp/0984782893
https://www.lennysnewsletter.com/
https://x.com/shreyas
https://www.youtube.com/watch?v=YP_QghPLG-8
https://www.youtube.com/watch?v=h-KVGHoQ_98
https://x.com/nikitabier
https://www.amazon.com/Decode-Conquer-Answers-Management-Interviews-ebook/dp/B07ZV8BM2S/ref=sr_1_2?crid=YR6KI8RDIWVE&dib=eyJ2IjoiMSJ9.pXG8sPv2Zr9RTUsn-eR5c6o6qOeROepzi0W8_jDutM5_WVXcZaaxh6BubSE9bwz6MnrwqfyZpxbWlKPAW1mMDtUe8NOSB7Vlcs3bT0OFy02asnB622RK33c0tcN2GarvJuBXSr0W6_JxhBRerSC4EMjRS5ikCLlh5pWxHDIGd6cIFNT5m8RZP2mkECg8W81zQ-5m4JT7ALpGssgi0RcdXqu2B0vMgXMtFDnQr5pvFRk.-dDjOdVknxY2rm4ObWNnp1I6bQihJmPbObF1usbU4eE&dib_tag=se&keywords=decode+and+conquer&qid=1763285991&s=books&sprefix=decode+and+conquer%2Cstripbooks%2C92&sr=1-2
https://www.amazon.com/Cracking-PM-Interview-Product-Technology/dp/0984782818/ref=pd_lpo_d_sccl_1/146-0115946-1252140?pd_rd_w=PBlnc&content-id=amzn1.sym.4c8c52db-06f8-4e42-8e56-912796f2ea6c&pf_rd_p=4c8c52db-06f8-4e42-8e56-912796f2ea6c&pf_rd_r=RNTKGV7PB47G06MPATY4&pd_rd_wg=VnK4Z&pd_rd_r=9311d8fe-be6f-403c-9681-35e133a8e09b&pd_rd_i=0984782818&psc=1
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Product Sense

12
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Product development lifecycle: product sense
Product sense involves figuring out the “What” and the “Why” of the build.



Always comes back to these two things.
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How to figure out what to build?

Talking to 
Customers

Analyzing 
Data
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● Email and ask them
● User interviews (“customer discovery” interviews)
● User research studies (co-led with UXR function)
● Talking with Sales
● Reports from Customer Support with aggregate findings
● App store reviews
● In-app surveys 
● Social media, including direct engagement
● VIP chatrooms / Slack channel / Discord servers
● Et cetera…

The goal is to gather primary data, straight for the horse’s mouth.

How to talk to customers

https://www.youtube.com/watch?v=qAws7eXItMk


Know your business inside and out. Identify the biggest levers. 

How to analyze data

● Define your “North Star” metric(s). Every teammate should know it. 
○ Revenue (when available) should be included
○ Understand the biggest drivers into each metric

● Build a “HQ” dashboard page. Treat it as a product — the “customer” is Exec.
○ Can a leader with 2 free mins extract the right takeaway?

● Every product launch should have success & guardrail metrics
○ Success metrics show if the product is having the intended effect. 
○ Guardrail metrics show if it’s having unintended consequences elsewhere. 

● Competitor data can also lead to insights
○ Market share and competitive strengths drive product strategy
○ Caution: stay customer-obsessed; never competitor-obsessed 
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Product strategy precedes PRDs
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v3

PRD LearnLaunch

PRD Launch Learn
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All that you will build, and why it will work. Launches iterate toward the goal.

Product strategy tells the end-state vision

Product 
strategy

End-state 
vision

PRD Launch Learn

v1 v2



Build a multi-quarter roadmap
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The roadmap is constantly evolving
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And your team needs to be bought-in. 

● Google Sheets can be more nimble than Jira

● Keep it in rank-sort order, with P0/P1/P2/P3 priority tags

● Have an impact estimate for each entry

● At quarterly/annual planning, draw a cutline based on current resourcing



Become excellent at saying “no.”

Graciously…
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Build design sense by being an observant user
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Study the products you love. What makes them incredible? 
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Further reading to develop your 
product and design sense

Additional resources.

Product sense

● Zero to One
● Working backwards
● The Innovator’s Dilemma
● Marc Andreessen’s blog archive
● Paul Graham (“PG”) essays
● Fred Wilson’s MBA Mondays posts
● Chris Dixon’s blog highlights
● Design sense:

○ Don’t Make Me Think
○ Design of Everyday Things

https://www.amazon.com/Zero-One-Notes-Startups-Future/dp/0804139296/ref=sr_1_1?crid=2F8R7NOO0T73N&dib=eyJ2IjoiMSJ9.UVD16rZX1MWNQSMY3NudiFzY_MeUSPqesqldjlObtDi0ZpywIsIC4s39OA5Q_JUmEAX6Q-O4BtIICG-2jjNCCecCS-ShJiD2SHzrM5_35_GBa6ausQkqLQ0TE7FfAo6OL5JWn-2qjy1S54UVybcvmoihkCFWMU0zlKGTA59fF0ouvGhZpw10kqdiY5InAlyih2g4yD7pJQuscXtoOPdrp0rywzEKAoxai3Ojv1ebEw4.Apt-M8mRzaovv_Q0CQseyuT6mDPM6n3lcr0LpIeKjY0&dib_tag=se&keywords=zero+to+one&qid=1763333110&s=books&sprefix=zero+to+one%2Cstripbooks%2C103&sr=1-1
https://www.amazon.com/Working-Backwards-PB/dp/1529033845/ref=sr_1_1?crid=14LQX88LQQWU1&dib=eyJ2IjoiMSJ9.fhRQOC_MzQT8xSUvU4Lkk_POeJrgZrXD0427XBS3cPd1_ABE-0U-qkV2PuZuDdLxRAe6YMoTQIDMGcrvFh3rnoorg4arI0mi0Qa4inCdX6nlPcMCrv8PzRK5p8Dv5F_A34dfXsBzOVFD400JDeZJkhBvjfUAMZTnWa_M4U9kxt1IySbUiIK0ehFEJgNWvnw5ur2OxZaIjxr7kNde1GuAI-5qDetJKKTo7QBVwcDbqVU.puzVws8FkOliQVpV5aIe_8DRbjbuY7Y2JkV53kQEtZM&dib_tag=se&keywords=working+backwards&qid=1763333161&s=books&sprefix=working+bac%2Cstripbooks%2C109&sr=1-1
https://www.amazon.com/Innovators-Dilemma-Technologies-Management-Innovation/dp/1633691780/ref=pd_lpo_d_sccl_2/146-0115946-1252140?pd_rd_w=5bQXq&content-id=amzn1.sym.4c8c52db-06f8-4e42-8e56-912796f2ea6c&pf_rd_p=4c8c52db-06f8-4e42-8e56-912796f2ea6c&pf_rd_r=EN98JSYCSAR76C4YW69E&pd_rd_wg=2f2LG&pd_rd_r=ca155d8b-fcf3-46cc-80f1-68f0369731f8&pd_rd_i=1633691780&psc=1
https://a16z.com/wp-content/uploads/2021/08/The-pmarca-Blog-Archives.pdf
https://paulgraham.com/articles.html
https://avc.com/archive/?type=mba_mondays
https://cdixon.org/
https://www.amazon.com/Dont-Make-Think-Revisited-Usability/dp/0321965515/ref=sr_1_1?crid=19AGFP626LAXX&dib=eyJ2IjoiMSJ9.qQS_-gDkiKpoayqMU5wKaDmadXrTToCoqZ2vLYDRlZoYyoDl2KEWOTdNs4CVGtzDi-gVshMWBqL0_QLJfqF8sQcbI9UT8l8Gd-fHy1dtNPggdjJrwvMriBdxhoIT2VuVshVdGf30_UpTXjTGO4mfaTE4ooNkVE9R_7mvYSIE9Ukiu7vnrckDtZT3NvRWSdGkFaml73_1TPuNXR0cLajsyEOS6Kmqm4QUm4fPxYxfeN4.ezEpz2eqcYn2hhBOvEiZR07pyzJrXxGBX9u_BkyP-p8&dib_tag=se&keywords=don%27t+make+me+think&qid=1763333204&s=books&sprefix=don%27t+make+me+think%2Cstripbooks%2C100&sr=1-1
https://www.amazon.com/Design-Everyday-Things-Revised-Expanded/dp/0465050654/ref=tmm_pap_swatch_0?_encoding=UTF8&dib_tag=se&dib=eyJ2IjoiMSJ9.ROml6VaVT-LreMrwfkgU0xrlOOXWUgmJKVJqfCet-5D1DEcTk8eNfDZ8hrlShHaNG8Ub-xeaPYwW1rZHVJEnVf_FDTJxKum3zR76WdX5ZWiTp-U_jn3yAGwJm2FFJyC5ZpDV8fcScqijTrws1kjyk6qOMxX0a52nGeDB-2BFBGjZoIzQTT3rG5OFwOMFGeCO2LtW5nHb-ZET1TzAfjGOnVyINjPJ3TnakUUpXM_T9y0.16tAn_xJMoK4K3kZ_4vAVnaiujghdhQ5-GL5-vAGyfE&qid=1763333233&sr=1-1
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Product Execution

24
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Product development lifecycle: product execution
Product execution turns vision into shipped product.



0. Your strategy informs what to build next

1. Write a PRD. Host a kick-off call with XFNs

2. Eng drafts a TDD. Design leads mockups. PM iterates and locks the PRD.

3. Eng begins implementation. PM focus shifts to GTM with PMM & Sales. 

4. Dogfooding is the responsibility of every teammate

5. Launch the product. Kick off the marketing campaign. 

6. Measure your metrics. Proactively report-back to Exec & the team. 

Research

Plan

Design

Implement

Test

Release

Measure

There is a repeatable process for executing the product lifecycle.

Order of operations
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Principles for working with others
“To go fast, go alone. To go far, go together.”

● Colleagues want the same thing, but we have different lenses of the world

○ Legal is biased toward protection. Product toward growth. Eng toward hardness.

● When you disagree, the first step is to listen and get curious

○ Distill and recite their point before making yours 

● Give positive feedback in public; constructive feedback in private

○ Feedback is a gift. It shows you care about their growth.

● Put decisions and agreements in writing



● Concision is key. Write in a brief, structured, and precise way. 

● Start with a “TLDR” (“Executive Summary”) for any doc >2 pages

● Communicate the good and the bad

● Write down decisions, action items, and notes. You’ll thank yourself later.

● Your documents are your artifacts. They will reflect on you for years later.

Communication is the job.

How to communicate
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● It’s time to escalate when you and a disagreeing team reach a stalemate.

● Write down the steelman argument for both POVs.

● Bring in both side’s manager and discuss together, objectively. Get a decision. 

● “Disagree and commit”-ing to the final decision is important

● Don’t talk negatively about colleagues behind their back.

Escalation is a good thing, but not when done dirty.

How to clean escalate
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● Exec feedback is directional, not 
literal, unless you’re told explicitly

● Take a “yes, and” approach to 
leaders in meetings. Never a “no.”

● Follow-up privately and directly if 
you disagree with their POV 

● Know the levels of feedback…

30

Optics and managing upward are important.

How to take Exec feedback

Level 1
Just another person in the room

Level 2
Think you 

should do this

Level 3
Not a choice
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Further reading on execution

Additional resources.

Product execution

● “Communication is The Job”
● High Output Management
● High Growth Handbook

https://boz.com/articles/communication-is-the-job
https://www.amazon.com/High-Output-Management-Andrew-Grove/dp/0679762884/ref=sr_1_1?adgrpid=183278971181&dib=eyJ2IjoiMSJ9.y_lbaHL0Xcw6L4SsvFuRd4EVi0gHQ23pQ_5rwZ0HKkgJCshNOq7Dj7u_BbnB1uhTYYq0tFYvZLl5G-GTMrEsSzQxi1BOTl2RuZUE_Bwk8QmcBN-y8c100d-Os-WN4sLeM5Vn6EGUKAiZxfwZ2fp-RmHNfdjmoA3vcUVHXD3HHJaub7XZfD97FL2uDEdQbMFxvYK-l4p8ooeU1qn-HeY7rvr7nzJDGs-cuOnBUSPjpkk.DYDPOfRJurfuPevhnW1yMdIT2Rb2-uhwYxNV0Z9YzVg&dib_tag=se&hvadid=779553450606&hvdev=c&hvexpln=0&hvlocphy=9007216&hvnetw=g&hvocijid=5095494857011470586--&hvqmt=e&hvrand=5095494857011470586&hvtargid=kwd-300404946229&hydadcr=21902_13324200_9915&keywords=high-output+management&mcid=46b71cad14c83cbdb407855712d0b771&qid=1763342141&sr=8-1
https://www.amazon.com/High-Growth-Handbook-Elad-Gil/dp/1732265100/ref=sr_1_1?dib=eyJ2IjoiMSJ9.OhfNXErBSdxSbFM4kJgHIAKCIqIZ0yLHkQ3DqriB8Lu0Qihez8tPa42Pvshn7YDbbcEQ2bApll-KVsUSFmqvW7kgmnB4vYbfO_yzXGmDvFUGzZbeCPzA-d_91Uu214MV8lV8JjrDuwEB7I1W0CCzf_o1H0XF6axHVrh06mfHBG-tuKz5RDwNYeFUQV5juJOrvF-SaVjXY862cLXfDe5LEJCkm7BmzVRvyo76oGGOknM.8CZep8hhvRI5vLsx8R-lkg8tnJzoWII9hkvCngNRJzo&dib_tag=se&hvadid=713624152043&hvdev=c&hvexpln=0&hvlocphy=9007216&hvnetw=g&hvocijid=7399858409559602923--&hvqmt=e&hvrand=7399858409559602923&hvtargid=kwd-458383828502&hydadcr=22560_13730715&keywords=high+growth+handbook&mcid=cee206b5aa1031a3b6013f379a30acd1&qid=1763340882&sr=8-1
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Building Your Career

32



0. Graduate! 🎓
1. Banking / consulting

2. “Private equity”

3. MBA

4. Now what???

Credentials won’t lead to satisfaction. 

Avoid the elite road to nowhere
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Choose thoughtfully where to focus
Use the Japanese framework of Ikigai.



Where you live matters
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Serendipity and talent density will improve your odds of success.

● Seek a high density of smart people who are 
interested in the same things

● Every city has a culture; don’t force a bad fit

● For some industries, only 1 city matters

● For a tech career, generally:

○ Tier 1: San Francisco & NYC

○ Tier 2: Austin, Los Angeles, Seattle

○ Tier 3: Boston, Miami, Denver/Boulder, Atlanta



Manifestation is real

Have a clear vision. Never think small. Work your ass off.
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“Work backwards” with your career

Set long-term goals. What must be true in year (n–1)?
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Optimism is a choice

Optimists tend to be successful and pessimists tend to be right.
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Think like an investor. Join a pre-IPO company that is scaling rapidly and could be #1 in their market.

How to make a lot of money in tech
m

ar
ke

t c
ap

time
IPOPMF

High compensation
Limited upside
Steady learning

Good compensation
Life-changing upside
Fast, functional learning

Low compensation
Unlikely upside
Fast, generalized learning
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Further musings on careers & life

Additional resources.

Building your career

● Steve Jobs’ graduation speech
● Sheryl Sandberg on rocket ships
● Naval’s insights
● TBPN daily tech podcast
● How to Win Friends & Influence People
● Be Useful
● Stoicism

https://www.youtube.com/watch?v=UF8uR6Z6KLc
https://www.youtube.com/watch?v=2Db0_RafutM
https://www.amazon.com/Almanack-Naval-Ravikant-Wealth-Happiness/dp/1544514212
https://open.spotify.com/show/2L6WMqY3GUPCGBD0dX6p00
https://www.amazon.com/How-Win-Friends-Influence-People/dp/0671027034
https://www.amazon.com/Be-Useful-Seven-Tools-Life/dp/0593655958
https://www.amazon.com/dp/1567926118?ref_=ppx_hzsearch_conn_dt_b_fed_asin_title_1
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Share:  johnzettler.com/pm-excellence

Discuss:  @johnzettler

Thank you!

https://johnzettler.com/pm-excellence
https://x.com/johnzettler

