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Foreword

Each year, the Pendo marketing team surveys hundreds

of product leaders across the US and the UK in order to gain
a deeper understanding of their responsibilities, priorities,
and place in the organization. We then collect our findings

in our annual State of Product Leadership report, publishing
discrete versions for US and UK product leaders. But this
year, we had a realization: Why keep those results separate?
Instead of solely looking at the profiles of product leaders
from different regions in isolation, why not also compare
them? That’s how the idea for this guide was born.

In Battle of the PMs, we compare three different product
leader profiles: product managers from the West Coast

of the US, product managers from the East Coast of the
US, and product managers from the UK. Specifically, we

hone in on the differences (and similarities) between these
professionals across several criteria, including career path,
decision-making, organizational alignment, effectiveness,
and job satisfaction.

Our goal with this guide isn’t to declare that one type of
product manager is superior to another. Instead, we want to
highlight how product management styles differ by region
and identify areas where product managers from different
regions can learn from one another.

Regardless of the coast or country you call home, we hope
this guide will provide you with a broader perspective of
what it means to be a product leader.

Jake Sorofman

CMO, PENDO


https://www.pendo.io/state-of-product-leadership/
https://www.pendo.io/

P R O D U C T

M A N A G E R S

To the untrained eye, the role of product manager may
seem uniform and universal — especially for those working
in B2B and SaaS. Whether you’re in the metropolitan areas
surrounding San Francisco, Boston, or London, if you're a
product manager at a software company, your job is pretty
much going to be the same, right?

Well, yes ... And no.
The product manager role is full of nuance, and as you’re about

to discover, there’s plenty of variation based on where you are
on the map.

For beer aficionados, you can find a parallel in the different
styles of India pale ales, or IPAs: There are West Coast

IPAs, New England IPAs, and English IPAs, all of which offer
something a little bit different in terms of flavor. But on balance,
they’re more similar than they are different.

That’s one of the biggest takeaways from our analysis. While
West Coast, East Coast, and UK product managers all have
distinct profiles, there’s more connecting them than separating
them. Here’s a high-level look at what those three product
manager profiles look like:



Reportsto...

Engineering 28%

Line of Business 24%

Believes they are
reponsible for. ..

Product Development 27%

Design / UX 24%

Believes in having strong
alignment with . ..

Design / UX 31

NICKNAME:

"The Promoter"

The typical West Coast PM works hand-in-hand
with marketing to launch products and features
that customers go crazy for.

Customer Success 29

Makes decisions
basedon...

Product Team
Brainstorming 25%

Competitors 22%

Uses the following tools
regularly . ..

User Feedback

[¢)
Collection / Mgmt 52%

Roadmapping 46%

Before becoming a PM,
worked in...

Project Mgmt 17%

Engineering 12%

Job Satisfaction 7
NPS Score: -

Believes they have an edge
on competitors when it
comesto. .

Feature Adoption / 38
Usage )

Product Adoption /

37
Usage

* The percentages above do not always add
up to 100% because of rounding, "all that
apply" selection, and the narrowing of the
responses to the top three. The data that is
not expressed as a percentage, reflect the
average rating on a 1-5 scale.



EAST COAST

NICKNAME:

"The Specialist"

The typical East Coast PM is part of a dedicated

product team and works closely with their
product coworkers to drive feature adoption.

Reportsto...

Product 30%
Marketing 27%
Engineering 24%

Believes they are
reponsible for. ..

Vision / Strategy 33%

Product Development 32%

Roadmap / Prioritization 30%

Believes in having strong
alignment with . ..

Marketing 3.3
Customer Success 29
Design / UX 2.8

Before becoming a PM,
worked in...

Marketing 27%
Project Mgmt 18%
Design / UX 14%

Job Satisfaction 1 3
NPS Score: -

Makes decisions
basedon...

Product Team
Brainstorming

Customer Feedback 28%

36%

Internal Suggestions 19%

Uses the following tools
regularly ...

Prototyping 57%
User Feedback o

Collection / Mgmt 48%
Roadmapping 38%

Believes they have an edge
on competitors when it
comesto. .

Feature Adoption 37
/ Usage ’
Product / Feature 36
/ Roadmap Delivery :
NPS CSAT OSAT 35

* The percentages above do not always add
up to 100% because of rounding, "all that
apply" selection, and the narrowing of the
responses to the top three. The data that is
not expressed as a percentage, reflect the
average rating on a 1-5 scale.



UK

NICKNAME:

"The Money-Maker"

The typical UK PM is focused on a single line
of business and does everything they can

(including product experiments) to grow revenue.

Reportsto...

Line of Business 41%
Marketing 26%
Product 22%

Believes they are
reponsible for. ..

Vision / Strategy 35%
Revenue 30%
Product 26%

Development

Believes in having strong
alignment with . ..

Business Ops 45
Design / UX 4.3
Marketing 4.2

Before becoming a PM,
worked in...

Project Mgmt 22%

Marketing / Consulting  20%

Makes decisions
basedon...

Product Team
Brainstorming

Customer Feedback 43%

44%

Competitors 9%

Uses the following tools
regularly . ..

Experimentation 51%
Roadmapping 42%
Usage / o

Product Analytics 40%

Engineering 18%

Job Satisfaction
NPS Score: 43

Believes they have an edge
on competitors when it
comesto. .

Product Adoption / 4.5
Usage )
Product Usage: 4.4
DAU, WAU, MAU )
R :

evenue 44

ARPU, LTV, ACV

* The percentages above do not always add
up to 100% because of rounding, "all that
apply" selection, and the narrowing of the
responses to the top three. The data that is
not expressed as a percentage, reflect the
average rating on a 1-5 scale.



Perhaps not surprisingly, product managers from the East Coast
and West Coast of the US tend to have more in common with
each other than with their UK counterparts, who, overall, have

a much stronger focus on revenue and business success.

This makes sense, of course, when you consider that UK
product managers are more likely to report to individual lines
of business.

However, East Coast and West Coast product managers are
by no means perfectly aligned across the board. For example,
West Coast product managers are more similar to their UK
counterparts when it comes to sourcing ideas and

making decisions:

Both lean heaviest on customer feedback during the decision-
making process, whereas East Coast product managers are
more likely to rely on internal feedback and the opinions of
their teammates.

Keep reading for a more in-depth analysis of the key differences
and similarities between West Coast, East Coast, and UK
product managers.




Where PMs

Most
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Over the past several years, there’s been a growing trend

of product teams gaining more influence and independence
within organizations. Increasingly, product leaders are earning
a seat at the executives’ table, and the role of chief product
officer (CPQO) is becoming more common. However, it’s also
clear that this increase in product’s influence is catching on
more quickly in some locations than in others.

Case in point: Our survey revealed that East Coast product
managers are nearly 2x more likely than West Coast product
managers to work on a dedicated product team. West Coast
product managers, on the other hand, are most likely to report
to a marketing team (31%), followed by an engineering team
(28%) or an individual line of business (24%). Just 16% report
to a dedicated product team.

When we look across the pond, the plot thickens: UK product
managers are most likely to report to an individual line of
business (41%). The next closest is marketing (26%), followed
by a dedicated product team with 22%.

Taken together, this means each product manager profile has

a different “number one” when it comes to organizational
structure. While the typical East Coast product manager reports
to a dedicated product team, the typical West Coast product
manager reports to marketing and the typical UK product
manager reports to an individual line of business.

East Coast product managers are almost twice as

likely to work on a dedicated product team than
West Coast product managers.

10



To what function does
product management
report in your organization?

@® LINE OF BUSINESS @® MARKETING

@® PRODUCT

Did You Know: Product managers in the UK
are more likely to report to an individual line of

business compared to East Coast and West Coast
product managers.
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Now that you’ve seen which departments product managers
are most likely to report to, let’s look at the departments

to which product managers believe they need to have the
strongest alignment.

For both East Coast and West Coast product managers,
marketing is their number one, with design/UX and customer
success rounding out the top three (albeit in different orders).
For UK product managers, however, it’s a different story.

"



How important is alignment ® uk

with the following functions? ® wesT

For UK product managers, aligning with

business operations is most important.

Engineering

Design /UX

Marketing

Sales

Customer Success

Business Analytics

Services / Support

Finance

Human Resources

Business Operations

Unlike their American counterparts, UK product managers
believe that having strong alignment with business
operations is the most important — which makes a lot of
sense when you consider that most UK product managers

report to an individual line of business (as you learned earlier).

Based on these few data points alone, it’s clear that
product management in the UK is more geared around
driving business results compared to in the US (where
product management is more closely tied to marketing).

12
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D ECI1SI ONS-MA A KI NG

How do product managers decide which products and features closest to your product — the people using it day in, day out.

they’re going to develop or prioritize? For many, the answer And while customer feedback certainly plays a role in decision-
probably seems obvious: Ask your users and customers. After making for all three of the product manager profiles we'’re
all, in order to create a product-led organization, you need to studying, the data reveals that some value it more than others.

regularly communicate with and gather feedback from those

Source of your
best idea:

® Customer Feedback

® Product Team Brainstorm

11.7%
%L 0V

® Internal Suggestion

West Coast product managers are most likely to get their

best ideas from customer feedback, but those on the 25.3%
East Coast and in the UK turn to their own product team.

13
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West Coast product managers, for example, are most likely
to source their best ideas from customer feedback (41%).
Their second most popular source of ideas is product team
brainstorming (25%), followed by competitors (22%) and
internal suggestions (12%). It’s a fairly balanced approach,
but there’s no denying that customers come first.

East Coast product managers have a balanced approach
as well, only their prioritization is reversed: They’re most
likely to source their best ideas from the product team
(36%), with customer feedback taking a backseat (28%).
And while West Coast product managers value competitors
over internal suggestions, East Coasters once again

do the opposite, with 19% sourcing ideas from internal
suggestions and 17% sourcing ideas from competitors.

Interestingly, UK product managers rely more heavily on
product team brainstorming (44%) and customer feedback
(43%) than either East Coasters or West Coasters. And as
you can see by the percentages, they prioritize both nearly
equally. That being said, the reason why the math works
out the way it does is because UK product managers rely
a lot less on competitors and internal suggestions, with
just 9% sourcing their best ideas from the former and

a mere 4% sourcing their best ideas from the latter.

UK product managers rely more heavily on product

team brainstorming and customer feedback than
their American counterparts.

14



In Pendo’s State of Product Leadership report, we asked
product managers to score their effectiveness in different
categories on a scale from 1to 5, where 1= underperforming
competitors and 5 = outperforming competitors.
® UK ® EAST @ WEST

1 2

E F F ECTI V ENE S S

When we broke down the results by region, one finding
became immediately apparent: On average, UK product
managers believe they are much more effective than do
their American counterparts.

Product / Feature /

Roadmap Delivery

Revenue

(ARPU/ LTV /ACV)

Product Usage:

DAU / WAU / MAU

Retention / Churn

Product

Adoption / Usage:

Feature

Adoption / Usage:

NPS, CSAT, OSAT

&

AN

UNDERPERFORMING

OVERPERFORMING
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As you can see, UK product managers gave themselves
higher scores in nearly every category — including four
categories where they gave themselves scores higher
than 4. In contrast, neither West Coast nor East Coast
product managers gave themselves 4s in any category.
The takeaway here, one could argue, is that UK product
managers have a higher degree of confidence in their
effectiveness compared to American product managers.

When we take a more granular view of the data, it’s worth
noting that each product manager profile ended up with
a different “number one.” UK product managers ranked
themselves top in product adoption/usage, which aligns
with what we already know about them:

They’re focused on business results, and thus want to make
sure that people are adopting and using the product they’re
responsible for (and that it’s driving revenue). Meanwhile, West
Coast product managers, who have a strong relationship with
marketing, believe they’re most effective at product/feature/
roadmap delivery. For them, working with the marketing team
to coordinate successful product and feature launches is
crucial. Finally, East Coast product managers gave themselves
the highest score in the feature adoption/usage category,
which supports the notion that East Coasters care more

about internal measurement (i.e. are people actually using the
features we’re launching?) as opposed to external promotion.

Product managers in the UK are more confident in

their overall effectiveness compared to American
product managers.

16
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If you were under the impression that product managers in
different regions feel pretty much the same way about their
jobs, it’s time to revisit that assumption.

------------------ EAST

True, West Coast and East Coast product managers feel pretty
similarly about the role of product managers ... and their
feelings aren’t particularly good. Both groups gave the role a
Net Promoter Score (NPS) that’s below zero, which, in the world
of NPS, as you likely already know, is not good (to put it lightly).
On average, East Coasters gave the role an NPS of -13, while
West Coasters gave it a slightly less harsh -7.

A C T I O N

In the UK, it’s an entirely different story, with product managers
there giving the role an average NPS of 43. There’s a massive
difference in job satisfaction on either side of the pond. So how
do we account for it? Why are UK product managers so much
happier with what they’re doing, even though they’re basically
doing the same thing?

One explanation: UK workers might just be happier overall.
Compared to US workers, workers in the UK have better job
security, more vacation time, and, in general, more robust
employee benefits. Another potential explanation: Because UK
product managers are laser-focused on business results and
revenue, it’s easier for them to measure success and to see the
positive effects of their work. As a result, they end up feeling
more satisfied with their jobs.

Product managers in the UK have higher job satisfaction

than those in the US.

17



How PMs are the Most



Overall, product managers tend to have similar career paths,
regardless of whether they’re on the West Coast, East Coast,
or in the UK. Specifically, when we look at what roles people
worked in before moving into product management, the two
most common ones that emerge are marketing and

project management.

C AR EER

P AT H

19



@® BUSINESS ANALYST

What was the last role you had before

@ ENGINEERING / DEV

moving into product management? ® PROJECT MANAGER ® MARKETING

@ UX/ DESIGN
[
E @ . 12% @® Q -
5

18% 12% 8%

: © ®© o 0
- © o -
That being said, there are some nuances to the data. For For UK product managers, that pattern is reversed: They're
example, West Coast and East Coast product managers, on most likely to have worked in project management (22%),
balance, follow career paths that are even more alike compared  with marketing taking second place, where it’s tied with
to their UK counterparts. Both groups are most likely to have consulting at 20%. One takeaway here is that — even though
worked in marketing (24% for West Coasters and 27% for East their backgrounds are similar — UK product managers tend to
Coasters), with project management taking the number two have a more holistic, business-focused career path (re: project
spot (17% for West Coasters and 18% for East Coasters). management and consulting), whereas American product

managers are rooted more strongly in the marketing world.

20



Of all the aspects of the product manager role we surveyed,
functional responsibilities are most common across geography.
On the West Coast, East Coast, and in the UK, product
managers see their number one responsibility as product
vision and strategy. What’s more, all three groups rated product
development in their top three.

UK product managers prioritize achieving revenue
more than those in both coasts of the US combined.

R E S P O N S

21



Responsibilties
per Region:

PRODUCT VISION / STRATEGY
ROADMAP / PRIORITIZATION
PRODUCT DESIGN / UX
PRODUCT DEVELOPMENT
PRODUCT POSITIONING
PRICING / PACKAGING
COMPETITIVE INTELLIGENCE
SALES ENABLEMENT
GO-TO-MARKET STRATEGY
GO-TO-MARKET EXECUTION
CUSTOMER INSIGHT
CUSTOMER FEEDBACK
CUSTOMER ONBOARDING
CUSTOMER EDUCATION
ACHIEVING REVENUE

ACHIEVING PRODUCT GOALS

@ RESPONSIBLE

WEST

UK EAST
I |
L L
L I
L I
. [
[ .
I .
. |
L L
. |
. |
| .
| |
I |
| |
[ |

However, there are some outliers. For example, 30%

of UK product managers said that achieving revenue
was a top responsibility, while just 7% of East Coasters
and 8% of West Coasters said the same. Ultimately, this
aligns with what we’ve already learned about UK product
managers: they’re more focused on business outcomes.

Also worth noting: 30% of East Coast product managers
believe that roadmap/prioritization is a top responsibility,
compared to 23% of West Coast product managers and
25% of UK product managers. This once again points to
East Coasters having a more inward focus when it comes to
product development compared to the other two groups.

22



For East Coast and West Coast product managers, tool usage
patterns are nearly identical. Specifically, both groups have the
same top three tools (and they’re even in the same order):

1. Prototyping
2. User feedback collection and/or management
3. Roadmapping

When we bring UK product managers into the equation,
however, the pattern shifts.

T O O L s O F T H E T R A D E

Turns out, UK product managers are more likely to use
experimentation tools, like feature flagging and a/b testing
tools, as well as product analytics software. This makes sense
given that UK product managers are more business-driven than
their American counterparts; they’re constantly searching for
ways to increase usage (and grow revenue) and use analytics
software to measure the outcomes of their experiments.

UK product managers are more likely to use

experimentation and product analytics tools than
product managers in the US.
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Which of the following tools
does your team use?

@® USE REGULARLY
@ USE OCCASIONALLY

WEST UK EAST

11 1
PROTOTYPING . . .

EXPERIMENTATION / I . I
FEATURE FLAGGING
USER ONBOARDING /
IN-APP GUIDES
USAGE /
PRODUCT ANALYTICS
SESSION RECORDING /
REPLAY

USER FEEDBACK COLLECTION . . .

However, there is one tool that binds all three product
manager profiles together: roadmapping. In terms of
regular usage, roadmapping tools are the second most
popular tools among UK product managers (with 42%
using them), and, as you saw earlier, they’re the third
most popular tools among West Coasters and East
Coasters (with 46% and 38% using them respectively).

So even though East Coast product managers were the
only group to have roadmap/prioritization among their top
three responsibilities (as you saw in the previous section),
it’s clear that all product managers, regardless of location,
view roadmapping tools as essential to the role.

24



We hope this guide helped broaden your perspective of what it
means to be a product manager. Remember: As product teams
continue to gain more influence, it’ll be up to product leaders
— like you — to innovate and to steer everyone within your
organization toward adopting a more product-led approach.

At the end of the day, if you only study and learn from product
managers in the region you live in, you could be missing out on
some potentially game-changing insights.

P.S. Looking to take your product management game to the next level?
Learn how Pendo can help you better understand and guide your
users so you can create product experiences they can’t live without.
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