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Introductions

e Take 5 Minutes

e Turn to a Person Near You

* Introduce Yourself

regoUniversity2025

Let Rego be your guide.




Your Journey?

@ How many of you are All Waterfall, All Agile, or a Mix?

Q Are you considering a Product Model over the Projects? O

regoUniversity2025

Let Rego be your guide.




Rethinking How We Define, Fund, and Deliver Work

In recent years, technology organizations have increasingly shifted from managing work through projects to
delivering value through products. This evolution offers significant advantages — but only if we
fundamentally change how we define, fund, and execute development.

First, we must move from prescribing specific solutions to articulating the outcomes we seek to
achieve. This shift empowers teams to solve for impact, not just output.

Second, we must rethink funding. Rather than allocating budgets to a fixed scope of work, we
should invest in the ongoing capacity to evolve and improve products over time.

This session will explore how these changes can be embedded within Clarity to align strategy, funding, and
delivery — enabling your organization to unlock the full potential of a product-led approach.

Let Rego be your guide. regOUHiVGrSityZOZS



What is a Product



Product Defined and Product Lifecycle

 What is a Product? Ideation
A product is anything that delivers
value to a defined customer | 7 ~ -
segment and can be offered to a Retirement @ Definition
market to satisfy a need or want. f \

(%)

Product
,\ Lifecycle

 What is a Product-Led Organization? Decline
A product-led organization places
the product experience at the center

of its growth, customer acquisition,
and retention strategy. Maturity

Development

Growth

Let Rego be your guide. regOUﬂiverSityZOZS



From Projects to Products

PROJECT MANAGER FOCUSES ON: PRODUCT MANAGER FOCUSES ON:
[ DEVELOPMENT STRATEGY ]
Project requirements Evolving customer needs
Investment delivers scope Investment delivers benefits/KPls
[ PLAN VISION ]
Predictive Planning (up-front) Adaptive planning (iterative)
[ TEAM-ORIENTED BUSINESS-ORIENTED ]
Short-lived Project Team Long-lived Feature Team
[ TECH KNOWLEDGE INDUSTRY KNOWLEDGE ]
Beginning and end date Permanent (until decommissioned)
One-off delivery Continual Improvements
[ BUDGET TCO ]
Isolated costs Product-level P&L
[ COMPLETION GROWTH ]
Focus on delivery Focus on outcomes

Let Rego be your guide. regOUHiVGrSityZOZS




Key Advantages of Product-led Organizations |

) e Cross-Functional Faster Time-to-
Customer-Centric Increased Agility Collaboration Market

Sustainable Data-Driven Total Cost of
Growth Decision Making Ownership

The shift to a product-driven culture is a strategic decision that involves changes in
processes, mindset, and sometimes organizational structure.

It’s not just about developing products but about building a culture that values
customer satisfaction, collaboration, and continuous learning.

Let Rego be your guide. regOUHiVQrSityZOZS



Product Funding
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Why shift from Project to Product?

Paradigm Shift

; Requirements Resources Time
Fixed ' (Scope) (Cost) (Speed) '
The Project Funding model ’
in Waterfall creates a Fixed / \

Requirement. While we
think the resources and/or
time are estimated and
flexible the reality is that
one or both are fixed as

The Product Funding Model in
Agile fixes what we reasonably
know, and then we estimate

what we can fit into those two

well. ‘ factors.
Resources Time Requirements
Estimated ' (Cost) (Speed) (Scope) '
Costs and estimates result in a project plan Customer priorities deliver scope valve

Let Rego be your guide. regOUﬂiverSityZOZS



Project Funding vs Product Funding

* Projects are time-boxed. There is an * Products are NOT timeboxed. Products exist if
assumed start and stop date. This results in they are profitable and provide customer value.
creating many Projects in many different * A physical, software, or service Product can only
processes and tools. exist if it meets customer needs and provides

* Teams and resources are staffed on value.

Projects, often resulting in resources being * Teams and resources are static and support a
“veanut-buttered” across multiple Projects single Product or Product Group. Work is brought
at the same time to these static teams, simplifying budgeting and

. o planning.
* Annual planning a.CtIVItIES: take months and * Annual planning is reduced to weeks, since static
force teams to estimate time-to-market teams establish budgets and costs.

and costs based only on very high-level
requirements.

* Principles align to typical Waterfall
processes.

* Product backlogs are prioritized and ranked.
* Teams move to high-margin Products.

* Principles align to typical Agile methodologies
and frameworks.

Let Rego be your guide. regoUniverSityZOZS



How To Build Product-Led
Organizations
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Moving from Project to Product - A Mindset Shift

Culture & Mindset
Shift

Budgeting & Customer-Centric
Funding Approach

Continuous
Delivery &
Improvement

Organizational
Structure

Let Rego be your guide. regOUHiVGrSityZOZS
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Are We Ready to Be a Product Organization?

<0

2% Strategic ‘.. Process

1, Technical / . .
Lol filt  Financial

" Tooling

228  Governance

— Training and
ﬁl ®
=» Stakeholders “= skills

Let Rego be your guide. regOUHiVQrSityZOZS
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Strategy Over a Plan

Strategic—Do our Products align with our overall business objectives,

L2 vision, and strategy?

Mistaking
strategy for a
planis a

Treating a Strategies are
JERERE: meant to
strategy is an drive
common

anti-pattern ) 11
P mistake outcomes

Let Rego be your guide. regOUHiVGrSityZOZS
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his is How We Have Always Done [t!

B2 Cultural—Does our culture prioritize long-term customer value
©  and continuous improvement?

“Culture’ eats Stratey Culture change

for Breakfast” comes last
— Drucker — Kotter

» Instill, cultivate, and nurture continuous improvement

Let Rego be your guide. regoUniverSi’[yZOZS



18

Are you listening to your Heartbeat?

see Process—Does our Product development

°"®  process accommodate continuous
feedback loops, iterative development,
and cross-functional team collaboration?

ETTEETE
B T

e [RA VA K] -]

16 naTey ll In

CUSTOMER JOURNEY MAP

& “Our tools are our process”

Utilize Personas and Customer Journey Maps
early to surface existing and future process needs
and challenges

Let Rego be your guide. regOUﬂiverSityZOZS
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Fit-for-Purpose supporting Toolset

o1 Technical/Tooling—Does our technical infrastructure and tooling
e~ support Product, DevOps, continuous integration / continuous
deployment, and both Waterfall and Agile project management?

Tool changes should support Adopting DevOps and/or Tackling debt should have an
the process, not dictate the DevSecOps is a deliberate choice in allocation every iteration
process supporting product-led

organization

Let Rego be your guide. regOUﬂiverSityZOZS
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Governance adds value

Governance—Are our governance structures setup to support
09 e . . . . . . . .
Z= rapid decision-making, reduced administration, and increased

autonomy at the team level?

04 05

Governance Governance

01 02 03

Governance Governance Governance

ensures that promotes
resources are accountability
used efficiently and

and effectively. transparency.

provides a clear structures helps in
direction and facilitate managing risks
alignment effective associated with
across the decision- the product.

organization. making.

In a product-led organization, governance is not about bureaucracy or slowing things down, but
rather about providing a framework that enables speed, innovation, and customer value.

Let Rego be your guide. regOUHiVGrSityZOZS
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Fund the products and value streams

m Financial—Does our financial planning and budgeting processes accommodate
the dynamic nature of product delivery?

Who determines where the budgets are allocated?

What will it take to move to continuous planning around funding allocations?

Is the organization open to bringing work to the teams, and not teams to the work?
Funding based on finish date creates anti-patterns.

Funding scope impacts teams' ability to deliver complex products.

Let Rego be your guide. regOUﬂiverSity2025



Collaboration is Essential
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o) Stakeholders—Are we engaging all relevant stakeholders in our

development lifecycle, including our customers?

Faster Product
Development:

Diverse Perspectives
Lead to Better Ideas:

Improved Problem-
Solving:

Collaboration allows for
work division and
simultaneous tackling of
different aspects of a
project, resulting in a
shorter overall
development time.

A collective of individuals
can combine their
resources and knowledge
to discover solutions to
complex challenges,
enhancing efficiency in
problem-solving.

Collaboration brings
together individuals with
different backgrounds
and skill sets, leading to
unique insights and
breakthroughs.

0@
D

Increased Innovation:

Collaboration fosters an
environment where
individuals can build on
each other’s ideas and
think outside of the box,
leading to more
innovative solutions.

Let Rego be your guide.

regoUniversity2025
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Continuous Learning

Training and Skills—Do we have the right skills to support customer-
=~ centric design thinking, data analytics, and agile methods necessary
for product development and management?

Does your organization
Do your teams have the right embrace psychological safety
roles and skill sets? and promote failing fast and
learning faster?

Are your teams ready to
practice and implement what
they are trained in?

Let Rego be your guide. regOUHiVGrSityZOZS



Challenges

Shifting to Product-Led is not always straight forward

g Yy
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Anti-Patterns of Product Implementations

Due to misconceptions about Product-Focused Development, organizations
often treat Products and Projects interchangeably and undermine their
efforts to realize the value of Product-Focused Funding and Development.

Common anti-patterns of Product

Rename the “Projects”
to “Products”

Capabilities labeled
as Products

Internal components
are Products

Services that are
provided within the
business

Let Rego be your guide.

regoUniversity2025
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What is a Product? Examples

O REe No, this is a component
S ravaiatar- of selling insurance

Yes, Hardware, Software,
App Store

_ ;l ll Large Language Could be
Eam! Model either

Point of Sale

I Could be either ChatGTP gV

All trademarks, logos, and brand names are the property of their respective owners. All company, product, and service names
used in this presentation are for identification purposes only.

Let Rego be your guide. regoUniverSityZOZS
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Essential Traits of Successful Products

Product Traits:
* Should have the potential to be revenue-generating

* It must be a service, functionality, or capability that the customers can
identify

* It should follow a defined product lifecycle
* Products can be tangible goods, intangible offerings, or combinations

Tangible Intangible

Physical items like  Services, digital Integrated solutions
devices, clothing, experiences, or blending software,
consumer goods, or intellectual hardware, and
machinery property service

Let Rego be your guide. regOUﬂiverSityZOZS
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Characteristics of Products

2
<@/) Relevant f@ Unique E Problem-Solver
: High-Quality \ Comprehensive
=" User Friendly Design ~ Documentation
é‘] f T Brand
Cost Effective
Scalable ----‘.‘ Awareness

'\j\ Adaptable
/
Let Rego be your guide. regOUﬂiverSityZOZS



Product Lifecycle Examples
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Product Lifecycle

Ideation

New Product __ Active
Development / pZ

Maintenance

Lean business cases.
Product/market researc

Maintain existing functionality.
h. Additional new functionality.

Initial funding sources ID. Incremental improvements.

Grow revenue.

Gracefully end Product.

Transition to new Product.

Cleanup infrastructure
and/or contracts.

Develop prototypes. Maintain existing functionality. Close Product.
Determine MVP. Small enhancements.
Define monetization. Maintain revenue.

Let Rego be your guide.

regoUniversity2025



Understanding Your Products
Means
Understanding Personas
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Using Personas in Product Development

* Design user experiences that meet
specific user needs.

* Create more targeted and effective
marketing campaigns.

* Tailor product features to specific
user groups.

* Prioritize product development
based on user needs.

* Base user persona on actual data.

Let Rego be your guide. regOUHiVQrSityZOZS
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The Art of Discovery: The Benefit of Creating Personas

* Personas provide often missed context This is Dizne
for Product Development. = -

* They help teams better understand user
needs and behaviors through data.

* They force teams to think deeply about

the "pains" and "gains" to be addressed
by the Product.

* They lead to more effective Product
design and development.

* They result in happier customers.

Let Rego be your guide. regoUniverSi’[yZOZS



Future of Product: Al
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Al can be enabler of Product Growth

Deep Customer . 4 Smarter Product
eh Understanding KDevebpment

* Behavioral analytics at * Rapid prototyping and
scale design assistance

e Predictive Insights * Automated testing and
guality assurance

~—._ Hyper-Personalized «, I # Integrated Customer + Strategic Decision
!K\(\\\\ Experiences L‘_, 1 »* Engagement “ Support
~* e Dynamic onboarding e Conversational support * Portfolio Prioritization
e Adaptive in product e Proactive outreach * Market sensing
guidance

Let Rego be your guide. regOUﬂiverSityZOZS
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An Al Tale

This Photo by

Unknown Author

This Photo by Unknown Author is licensed under CC BY-SA-NC L
is licensed under
CCBY-SA

Let Rego be your guide. regOUﬂiverSityZOZS
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Conclusion
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Final Thoughts on Product-Led Success

“We've always

Avoid the done it this way...’

Agile Veneer

Doing the same thing, but

] ) “Our tools define
expecting different results

the process...”

* A shift in terminology does not change the way we work.

* We must change how we define work, along with the process that manages the work.
* Promote continuous exploration and learning.

* Avoid sunken costs, be open to “pivots.”

* Fund capacity to support Product strategy, Operations, and Maintenance.

Let Rego be your guide. regOUﬂiverSityZOZS
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Key Takeaways

From Projects - Products: Align work around enduring value streams, not temporary initiatives.

Benefits at Scale: Improved customer retention, market penetration, and brand loyalty.

Cultural and Process Shift: Evolve mindsets, workflows, and tooling to support a product-led
approach.

Outcome-Driven: Define the “why” and “what impact,” not just the “how” or “what feature.”

Funding for Capacity: Invest in sustained product teams, not fixed scopes.

Full Potential: A well-executed shift increases agility, efficiency, and customer impact.

Let Rego be your guide. regOUﬂiverSityZOZS
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Conclusion

The shift from managing through projects to leading with products has accelerated in
recent years, delivering tangible benefits such as stronger customer loyalty, deeper
market reach, and higher satisfaction. Yet these gains only materialize when organizations
evolve their culture, processes, and tools to match.

This means redefining success in terms of:
* The outcomes we aim to achieve — not the solutions we prescribe

* Reimagining funding models to invest in the capacity to develop and improve
products continuously

When executed well, this transformation becomes a catalyst for unlocking organizational
potential, driving greater agility, and enabling more effective, impactful product
development.

Let Rego be your guide. regoUniverSityQOZS
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> Y
regoUniversity

Master Clarity with
Rego University

Earn Certifications in
Administration, Leadership,
and Technical Proficiency

Let Rego be your guide.
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Elevate Your Professional Expertise with Rego University Certifications

Rego is excited to continue our certification programs, designed to enhance your expertise in Clarity
administration, leadership, and technical skills. These certifications provide hands-on experience and
knowledge to excel in your career.

AT \\
regoUniversity X

regoUniversity regoUmversﬁy

Best Practice Best Practice

Best Practice
ity £ ini Clarity Lead Clarity Technical
Certification Certification Certification
Program Program Program
%* k Kk

* % %

@ Certification Requirements:
/" Completion: 12 units per certification track " Eligibility: Open to all Rego University attendees

o Important Reminder:
To have your certification credits tracked, ensure you complete the class surveys in the app after each
session. This step is critical for certification progress.

Let Rego be your guide. regOUﬂiverSityZOZS
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Surveys

Please take a few moments to fill out the class survey.
Your feedback is extremely important for future events.

Let Rego be your guide. regOUﬂiverSityZOZS
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hank You For Attending Rego University

Instructions for PMI credits

Access your account at pmi.org —° Let us know how we can improve!
Click on Certifications =

Fill out the quick class survey.

Click on Maintain My Certification
Click on Visit CCR’s button under the Report PDU’s

Click on Report PDU’s Phone

Click on Course or Training 888.813.0444

Class Provider = Rego Consulting D

Class Name = regoUniversity

Course Description @ Email
Date Started = Today’s Date info@regoconsulting.com
Date Completed = Today’s Date

Hours Completed = 1 PDU per hour of class time

Training classes = Technical Website

WWW.regouniversity.com

Click on I agree and Submit

Let Rego be your guide. regOUﬂiverSityZOZS


mailto:info@regoconsulting.com
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Continue to Get Resources and Stay Connected

Use RegoXchange.com for instructions and how-tos.

Talk with your account managers and your
Rego consultants.

Connect with each other and Clarity experts at
RegoGroups.com.

Sign up for webinars and join in-person Rego groups
near you through at RegoConsulting.com

Join us for the next Rego University!

Let Rego be your guide. regOUﬂiverSityZOZS
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