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Overview

NS 1251: Product Management Process Training - Basic Skills is an
intensive eight-day, group-paced course for up to twenty Product Planners.
Key knowledge and skills are introduced in lectures with supporting activities.
Participants are then given the opportunity to integrate the knowledge and
skills in a real-world SIMULATION. This one-day SIMULATION is held
four times during the course. The following skills are developed during the
SIMULATION:

• Systematic planning and management of products throughout the
life cycle

• Facilitating Product Team meetings

• Assessing opportunities and risks

• Creating business cases and annual product plans

• Analyzing financial and economic analyses
- Income statement
- Balance sheet
- Cash flow statement
- Cumulative discounted cash flow analysis.

Client Situation and Need

AT&T Network Systems Product Management Organizations are responsible
for the bottom line performance of Network Systems' multi-billion dollar
product lines. As AT&T moved from a regulated to an extremely competitive
environment, it became necessary to provide a training vehicle to assist
management in the transition. This transition included the development of
new attitudes, knowledge and skills across a population of 800 Product
Planners.

These 800 Product Planners are spread across five Business Units, which are
divided into forty Strategic Business Units. They manage a very diverse set of
over 500,000 products and services.

Working within the Strategic Business Unit structure further segregates the
job function. The Strategic Business Units utilize different practices deter-
mined by local management, and are organized very differently from each



Client Situation and Need (continued)

other. There seem to be almost 800 distinct jobs across the 800 people with
the job title of Product Planner.

Another challenging issue was the target audience's extremely varied back-
grounds. Entrants ranged from new college graduates with no business
experience to company veterans of 20+ years with no experience in the
markets, products or organizations involved.

How could a singular set of training be performance-based given this environ-
ment?

Projects Undertaken

The marketing organization of Network Systems undertook a Curriculum
Architecture Design Project and multiple course development projects to meet
the priority needs. The analysis leading to the Curriculum Architecture first
had to define the tOUlIfunctionality of the Product Management (PM) effort.
TIle following PM Performance Model is the result.
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Projects Undertaken (conLinued)

By its three dimensional nature, the PM Performance Model emphasizes t.hat
the integrated responsibilities on the face of the cube:

• Strategic and Business Planning and Integration
\ Tactical Planning and Implementation
• Financial Analysis and Integration
• Market Data Analysis and Integration

drive the planning and management of the functional areas listed on the side:

• Product Development
• Product Manufacturing and Physical Distribution
• Sales Support
• Product Support.

The top of the PM Performance Model indicates that the PM responsibilities
and functional planning areas can be applied to Business Units, Strategic
Business Units and/or products.

Curriculum Architecture

The Curriculum Architecture designed in response to this situation specified
118 modules of training segregated into three phases. This highly modularized
design allowed core content, needed by all, to be developed into a minimum
number of modules (courses). Most of the modules responded to unique needs,
determined by the Product Planner's Business Unit, customers/markets,
products/services, competitive situation, technology, previous work and
educational background, etc.

TIle NS 1251 module is the culmination of the first phase of training. It is the
keystone of the Product Management Curriculum.

Workshop/Simulation Design

NS 1251 provides SIMULATION practice in the roles and tasks of the Product
Planners. It ties together and reinforces a broad spectrum of knowledge and
skills obtained in the lectures, previous training modules and previous experi-
ence. Content covered in NS 1251 includes:
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Workshop/Simulation Design (continued)

• Product Life Cycles and Participating Organizations
• Product Plan and Business Case Formats
• Financial Planning
• The Product Management Role
• Situation Analysis
• Risk Analysis
• Marketing Strategy Development
• Development Planning
• Manufacturing and Physical Distribution Planning
• Sales Planning and Sales Channel Planning
• Product Support Planning
• SBU Structure and SBU Planning.

The heart of NS 1251 is the SIMULATION exercise. This exercise uses a
case-study approach to simulate the management of a product family through-
out its life cycle. The case company used in the SIMULATION is customized
to closely parallel the client's:

• Mission/philosophy
• Organizational structure
• Internal politics
• Competitors.

Case-study products have client-specific business issues and opportunities.
However, they are physically different enough to avoid technical debates. The
products are industrial video equipment and supplies:

• Video camera
• Video recorder
• Video edit deck
• Cables and connectors
• Video tape.

There is one SIMULA TION phase for each phase of the product life cycle .
. Product managers lead a cross-functional product team whose other members
consist of representatives from:

• R&D
• Manufacturing
• Sales and Sales Support
• Product Support (Service).
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Workshop/Simulation Design (continued)

The product management role consists of running a product team meeting (to
develop strategies and solve problems), preparing the annual product plan (to
document the strategies and compute the financial results), and presenting that
plan back to the team (to identify risks, problems, changes, etc.). This training
process includes extensive feedback and evaluation by the instructor and other
class participants.

The instructional strategy is shown below.

Simulation

KnowlcdRclSklllllcms

10 next
KIS sectlon

What this means to each participant is that they will conduct four meetings,
and develop and present four plans, as the product manager. But there is even
more reinforcement! Since the goal is to develop skills, ~ participant
must have an opportunity to practice the role of PM. To accomplish this, the
other team roles rotate among the class participants. You might be product
manager for the camera product, R&D for recorder, manufacturing for edit
deck, etc.

Rotating the roles allows the participants to see the differcnttypcs of issues
associated with each product at different points of the life cycle. It also allows
them to observe and learn from the way others run a team meeting. Finally, it
enlightens them to the real world problems, constraints, biases, etc. of the
product team organizations they will face in their real jobs.

Workshop/Simulation Measured Results

An evaluation conducted six months after the training session with the module
participants mill their supervisors calculated a 457% return on the investment,
Unsolicited feedback from participants has been extremely positive. The
session rated an average of 4.4 out of 5 on job relevance, and a 4.6 on the
effectiveness of the SIMULATION exercises.
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Workshop/Simulation Measured Results (continued)

Participants acknowledge that the training provides them with valuable job
skills, is hard work, and for most is a lot of fun.

Applicability

The SIMULATION can be very effective when customized to fit a specific
environment. It is applicable to any team effort, and best serves complex
situations:

• Product/Service Development Teams
• Quality Circles, Steering Committees, Task Forces
• Complex Systems Sales/Installation/Service
• Management of an Organizational Unit
• Etc.

For More Information

If you are interested in learning more about how a SIMULATION can be
customized to meet your business needs, contact:

• Guy Wallace, Principal
• Peter Hybert, Associate
• Dee Kane, Associate

Phone: (708) 416-3323.

If you want to discuss the client's perspective of this project, call AT&T
Network Systems' Product Management Training Manager:

• Gerry Kaufhold
Phone: (201) 631-7084.
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