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Foreword

As more customer experiences have moved onto digital platforms, the
expectations for companies to deliver a seamless and intuitive product
experience are higher than ever. Gartner reported that by 2025, more

than half of customers will resist using applications that deliver a poor

user experience (UX). And this expectation applies to any industry and

any business—users expect brands to use technology to shape their
experience. To deliver on these expectations, companies are investing
more in tech and product development. Investment in European tech firms
reached a record high last year, soaring to $93.3 billion last year, or a 142%

increase year over year.

While product teams have undergone immense pressure to adapt, build,
and launch quickly, now the stakes are even higher to evaluate the digital
experiences they’ve built and deliver more value to customers and the
business. As a result, organisations are focused on optimising their product
investments and seeking the data and technologies to help them make
strategic decisions about their innovations.

In our 2022 State of Product Leadership report, we explore how European
product leaders are meeting these demands by focusing on data-driven
approaches, drawing insights from both quantitative and qualitative
sources, and switching to robust, business-based metrics to show value
and impact.

The report begins with six key findings that surfaced from respondents
across product teams in the United Kingdom, France, and Germany.

At the end of the report, we synthesize these findings into actionable
recommendations to help you put these learnings into practice.


https://www.cbinsights.com/research/report/venture-trends-2021/
https://www.cbinsights.com/research/report/venture-trends-2021/

Methodology

In January-February 2022, we surveyed 350+ product managers and executives working
largely for B2B software companies and traditional enterprises in France, Germany, and

the United Kingdom. All respondents are partly or wholly responsible for digital product
management within their organisations, from across a range of business sectors spanning both
B2B and B2C. We also looked at business performance across a range of product management
metrics to identify a segment of leading companies from our group of respondents.
Throughout the study, we compare the performance of leading companies against other
respondents.

Below is a summary breakdown of the respondent profile:

Table 1. Company type

Hybrid software SaaS provider Traditional enterprise On-premise Other
provider with digital offering software provider
Table 2. Company size Table 3. Levels
<$25 million _ 7%

$25-50
million

[ 19%

800 N 30%

million

$101-500
million

[ 23%

$501 million
o | 149
- $1 billion 14%

>$1 billion 7% Executive Management Individual
| contributors
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KEY FINDING 01

Product managementis
growing as an influential function

Product managers reported they are more focused on how customers experience their digital
products. For example, 41% of survey respondents reported that “customer use of digital
products and services” is the biggest factor shaping their approach to product management.

For their approach to succeed, respondents recognise the need to elevate the product
management function throughout the business—31% of respondents reported that product
development teams have greater influence in the organisation compared to previous years.
Especially within product-led organisations, there’s more pressure on and inclusion of product
management teams to help shape and influence how products impact the customer.

Table 4. Trends shaping product management approaches

Growing sh.|ft. towards customer use of 40% 19%
digital products and services

Greater use of data to shape product 36% 49% 15%
management roadmap

Better technology for exjcraf:ting 32% 47% 21%
customer insights

Increased_ |n_f|uence of prodgct 31% 1% 28%
developement teams within the organisation

Increased dechratlsatlon qf dgta 64% 16%
within the organisation

. Major impact . Minor impact No impact




The growing influence of product management is also evident in the growing areas of
responsibilities that respondents reported. Our survey found that product teams’ work is
spilling into more cross-functional areas. For example, product management involvement in
customer onboarding and customer education/training increased by 14 and 13 percentage
points in the last year, respectively.

As the influence of product development continues to grow outside of the product
organisation, leaders will be pressed to operationalise decision making and knowledge sharing
to drive alignment and consistency.

Table 5. Product management responsibilities: Change in % of respondants from 2021 to 2022

Customer onboarding +14%
Competitive intelligence +13%
Customer education/training +13%
Sales enablement +12%

Roadmap/prioritisation
Pricing/packaging

Customer feedback/satisfaction
Customer insight

Product vision/strategy

Digital adoption

Product development
Achieving revenue goals
Go-to-market strategy
Product positioning/messaging
Go-to-market execution
Product design, UX

Achieving product/feature adoption goals

| The percentage of respondents taking on responsibility has
] I increased for 16 of the 17 functions surveyed.




KEY FINDING 02

Product managementis a driver of
digital transformation initiatives

Last year we reported that product management teams are at the forefront of digital
transformation in Europe, likely due to their visionary and multidimensional thinking
capabilities. This year we compared digital transformation responsibility for leading
companies’ against their peers and found that product development teams at leading
organisations are almost 2X more likely to be responsible for the company'’s digital
transformation efforts than those at mainstream competitors (61% for leading companies vs.
35% for mainstream).

Within these leading organisations, responsibility for digital transformation is also more likely
to be spread across different business functions. The product management department
plays an important role in digital transformation efforts, partnering with sales/marketing and
the executive team. Within mainstream companies, product management is significantly less
involved in digital transformation than other functions.

Table 6. Digital transformation responsibility

The executive team Sales/marketing Product/R&D Services We don't have a

digital transformation
initiative

. Leaders . Mainstream

1 Leading companies are identified as respondents who outperformed
all respondents in key product management metrics.



KEY FINDING 03

Product leaders prioritise quality
and impact over quantity

Historically, product leadership has been valued and measured by adherence to the product
roadmap and the number of features and products launched. Last year, for example, delivery
against the product roadmap was the single most important metric of product management
success. It was seen as a primary metric by two-thirds (67%) of respondents, compared to
less than half who said the same for revenue (45%), product usage (40%), or product
adoption (38%).

Today, product management success is more likely to be judged on revenue. In our 2022
survey, 56% of respondents reported that revenue and product usage are the most important
metrics, followed by product/feature/roadmap delivery. This finding further suggests that
companies are becoming more focused on optimizing and driving adoption of the products
they’ve already launched, rather than introducing new ones.

Table 7. Success metrics

45%
Revenue
(ARPU/LTV/ACV) | 56%

0,
Product usage: 40%
DAU/WAU/MAU | 56%

0,
Product/feature/ 67%

roadmap delivery I 53%

38%

Product adoption/usage
| 44%

30%

Retention/churn I 43%
(]

38%

Feature adoption/usage

| 25%

28%

Customer satisfaction
(NPS, CSAT, OSAT) | 23%

B 2o L 2022



KEY FINDING 04

Data is driving more
decision making

As the previous finding indicated, the stakes for product leadership to build products that
drive the business forward are even higher. This means it's become more important for
product development teams to be able to measure and optimise product usage

and engagement.

To address this, more product management organisations are using data-driven insights

to inform product decisions. Our 2022 survey found that more product management
organisations are using data to make product roadmapping decisions, with the percentage of
data-driven companies using quantitative insights doubling, from 37% in 2021 to 71% in 2022.

Table 8. How roadmap decisions are made: 2021 vs. 2022

2021

2022

. Quantitative . Qualitative

Those who have invested in becoming more data driven are making a bigger impact.
According to our 2022 study, leading companies are 6X more likely than mainstream
organisations to lead with data in their decision making. What’s more, these companies are
34% more likely to base product decisions only on quantitative data.

However, there is also a significant group of leaders (32%) that continue to be mainly or

fully instinct driven. These findings indicate there’s value in both quantitative and qualitative
data. While qualitative instincts and customer feedback are valuable for digging deeper into
trends and identifying new opportunities, quantitative data is essential for getting teams and
departments around a shared foundation for measurement, driving adoption, and growth—
metrics that are critical to business health.



While data is becoming more integral to the product development function, it doesn’t

replace the collaboration, ideation, and creativity that are essential to the job. Rather, both
quantitative and qualitative data feed group decision making and collaboration. Brainstorming
discussions and collaboration are smoother, more efficient, and more effective when you have
the data you need to inform them.

Table 9. How roadmap decisions are made: Quantitative vs. qualitative

Very Quantitative Slightly Slightly Qualitative Very qualitative
quantitative quantitative qualitative

. Leaders . Mainstream

Table 10. How roadmap decisions are made: Data vs. instinct

Very data-driven Data-driven Slightly Slightly Instinct-driven Very instinct-

data-driven instinct-driven driven

. Leaders . Mainstream




KEY FINDING 05

Investment in the product
tech stack is growing

The smartest product organisations understand that to deliver the best software experiences,
you have to understand exactly what’s happening inside the product: where users are
struggling, where they succeed, and which features are being used the most. They're also
aware that customer expectations are changing fast, and that simply delivering against a
roadmap is no longer enough. Our research found that leading companies are more likely

to draw on insights from a variety of data and analytics sources, including usage/product
analytics, CSAT surveys, competitor market intelligence, and real-time user feedback.

While product leaders understand that the right analytics are needed to deliver actionable
insights, they report they lack the technology needed to collect and analyse product data—
with 33% of respondents reporting that lacking the right tools is a barrier to data-driven
product development.

Table 11. Barriers to success

Culture of relying on instincts
rather than data

Data sources are fragmented or siloed in
disparate parts of the organisation

Lack of investment in the right tools

Poor technology (restricting ability to gather
data and produce actionable analytics)

Lack of resource or knowledge to extract
insights from data

Lack of metrics or KPIs in place to help
drive required behaviour

. Major barrier . Minor barrier Not a barrier

To help teams meet demand and expectations, respondents report their organisations are
investing more in product management technology. Our survey found that 52% of respondents
said their organisation planned to increase its investment in product management technology
in 2022, compared to 45% which expected to keep investment the same.



With the investment in and integration of more tools, organisations will need to be mindful

about how these tools support the broader product tech stack. Whether you're investing in
a comprehensive platform or integrating bespoke tools into an existing stack, it's crucial to
operationalise how new investments will intersect across product-facing teams.

Table 12. Technology investments in 2022

. Increased investment

. Same level of investment

. Decreased investment




KEY FINDING 06

More data and more tools can
lead to more complexity

As product teams become more data driven, they experience challenges that hinder their
ability to use data efficiently and effectively. Survey respondents report the leading barrier to
effective product management is lack of process, followed by failure to leverage data and poor
technology. To help product management and development teams efficiently leverage the data
and technology at their disposal, we see companies employing a new product function focused
on operations, known as “product operations” or “product ops.”

The more strategic and influential the product development organisation becomes throughout
the business, the more they will need support to streamline and operationalise their work.
Product operations teams are responsible for helping product management make more
reliable decisions by equipping them with relevant product data. Product ops also works to
make product data more accessible throughout the business, enabling more teams within and
outside product development to leverage product data in decision making.

Table 13. Challenges for product management

20%

10%

0%

Lack of Failure to take  Poor technology  Lack of right Lack of Lack of
processes data-driven internal culture  understanding executive buy-in
approach around user

behaviour
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This year’s report suggests that in a world with escalating expectations, the most successful
companies are leveraging their influence and changing the way they develop and optimise
products. As a result, product leaders and their teams are becoming increasingly important
to their businesses. They are working to integrate the product into more departments across
the organisation and put product data at the center of their decision-making approach. All the
trends identified in this report are driving product management toward a more central and
strategic role. Product leaders who lean into this shift will be well-equipped to elevate their
products, their businesses, and the product management field in 2022 and beyond.

Below are three strategies organisations can employ to elevate the influence and impact of

product leadership:

RECOMMENDATION 01

Define your product
analytics strategy

Our survey found that product management teams have become more data driven over the
last year. More product managers are seeking out metrics that will help them understand
how users navigate their product, how product usage correlates with positive outcomes, and
how their product impacts the bottom line. But just because you're tracking product metrics
doesn’t mean you'’re tracking the right product metrics.

While more product leaders are putting data at the center of nearly everything they do,
effective decision making requires product teams to align on which product metrics matter

most. The right KPIs for any one company to track will ultimately depend on its product,
growth stage, and overall goals.

RECOMMENDATION 02

Streamline tools to
reduce complexity and
improve collaboration

Product management teams report they lack the tools to get the insights they need to make
data-driven decisions. The growing investment in product management technology is a
positive indicator that organisations are committed to enabling product teams with the right
tools to help them succeed.

As product leaders evaluate their investment opportunities, they will need to consider how
new solutions may support, elevate, or hinder their tech stack. Oftentimes product teams



rely on a variety of point solutions to support different areas of their strategy and operations.
However, this usually leads to having to work with a complex, patched-together tech stack.
Organisations can simplify and improve operations by considering an all-in-one solution that
offers a broader suite of tools to support key product management activities.

RECOMMENDATION 03

Empower more teams to
leverage product insights

As the influence of product management continues to expand into other areas of the
business, product leaders have an opportunity to scale how more teams (across marketing,
sales, customer success, and others) leverage the product and product data to propel the
business forward. With effective measurement in place, teams can base decisions on a
shared set of data, and deliver customer experiences that both meet and exceed expectations
at every stage.
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Table 1. Company type

31%

37%

24% 23%
° 21%
18%
14%
17% 0% 0%
- - "
Hybrid software SaaS provider Traditional enterprise On-premise Other
provider with digital offering software provider
. UK |:| France . Germany
Table 2. Company size
27% 27%
19%
14%
8%
5%
<$25 million $25-50 million $51-100 million ~ $101-500 million $501 million - >$1 billion
$1 billion

.UK

|:| France

. Germany



Table 3. Levels

56%
46%
37% 37%
17%
7%

Executive Management Individual contributor

. UK |:| France . Germany

Table 4. Trends shaping product management approaches
Proportion of respondents saying the following trends will have a ‘major impact’ on how their
organisations approach product management through 2022 and beyond

0% 10% 20% 30% 40% 50%
. _ UK
Better technology for extracting
S | | France
customer insights
Germany

Growing shift towards customer | ]
use of digital products and services

Greater use of data to shape
product management roadmap

Better product | ]
optimisation technology

Increased influence of
product development teams | |
within the organisation

Increased democratisation of

data within the organisation —




Table 5. Product management responsibilities
Proportion of respondents saying they’re responsible for these functions

Product vision/strategy

Roadmap/prioritisation

Digital adoption

Competitive intelligence

Go-to-market strategy

Customer onboarding

Customer feedback/satisfaction

Achieving revenue goals

Pricing/packaging

Customer education/training

Sales enablement

Product development

Product positioning/messaging

Product design, UX

Customer insight

Go-to-market execution

Achieving product/feature adoption goals

0% 10% 20% 30% 40% 50%

_UK

| | France

= Germany

0% 10% 20% 30% 40% 50%



Table 6. Digital transformation responsibility
Which departments are perceived to be responsible for digital transformation
at your company?

50%

25%

o m

The executive team Sales/marketing Product/R&D Services We don't have a
digital transformation
initiative

. UK |:| France . Germany



Table 7. Success metrics

What are the most important methods for measuring product management success?

Revenue
(ARPU/LTV/ACV)

Product usage:
DAU/WAU/MAU

Product adoption/usage

Product/feature/
roadmap delivery

Retention/churn

Feature adoption/usage

Customer satisfaction
(NPS, CSAT, OSAT)

0% 5% 10% 15% 20%
— UK
| | France
Germany

|
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Table 9. How roadmap decisions are made
Quantitative vs. qualitative

UK
5%

2

%

Germany

Very
qualitative

Very
quantitative

Slightly Slightly

quantitative qualitative I Qualitative

I Quantitative

Table 10. How roadmap decisions are made
Data vs. instinct

UK

France

Germany

. Data-driven . Instinct-driven

Pendo.io
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Table 11. Barriers to success
Proportion of respondents regarding the following as ‘major’ barriers
to data-driven product development

0% 10% 20% 30% 40%
— UK
Lack of investment in the right tools | | France
Germany

Culture of relying on instincts
rather than data

Poor technology (restricting ability to gather
data and produce actionable analytics)

Data sources are fragmented or siloed in
disparate parts of the organisation

Lack of resource or knowledge to extract
insights from data

Lack of metrics or KPIs in place to help [ I

drive required behaviour —

Table 12. Technology investments
How would you describe your organisation’s likely investment in product management
technology in 20227

53%
49% 49%
43%
4%
2% 2%
- f G @000

Increased investment Same level of Decreased investment
investment

. UK |:| France . Germany



Table 13. Challenges for product management
What do you regard as your organisation’s greatest challenge
in the context of effective product management?

Poor technology

Failure to take data-driven approach

Lack of right internal culture

Lack of understanding around user behaviour

Lack of processes

Lack of executive buy-in

0%

10%

20%

30%

—UK

| France

Germany



49 pendo

Pendo helps teams of all sizes put their product at the center of their
business so they can create the best customer experiences possible. With
Pendo’s complete product adoption platform, you can combine retroactive
usage analytics, in-app messaging, and feedback tools to better
understand, guide, and close the loop with your users. And it all works at
scale—-no coding necessary. Pendo customers include the world’s leading
software companies and digital enterprises, including Verizon, Morgan
Stanley, Labcorp, OpenTable, Okta, Salesforce, and Zendesk.

Learn more: www.pendo.io

Discover how to become a product-led organisation: www.pendo.io/product-led



http://www.pendo.io
http://www.pendo.io/product-led

