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Introductions

e Take 5 Minutes

e Turn to a Person Near You

* Introduce Yourself

Let Rego be your guide. regOUHiVGrSity2025



Your Journey?

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

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

Let Rego be your guide. regOUHiVGrSity2025



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
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Product Defined and Product Lifecycle

 What is a Product? Ideation
A product is anything that delivers
value to a defined customer ot 7 ™S -
etirement %74 Definition
segment and can be offered to a @ @
market to satisfy a need or want. \/

Product
Lifecycle

 What is a Product-Led Organization?
A product-led organization places
the product experience at the center :
of its growth, customer acquisition, Maturity @
and retention strategy.

Let Rego be your guide. regOUHiVGrSity2025



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/KPlIs
[ 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. regOUHiVGrSity2025



Key Advantages of Product-led Organizations |

Customer-Centric Increased Agility Cross-Functional Faster Time-to-

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. regOUHiVGrSity2025



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

The Product Funding Model in

time are estimated and Plan Agile fixes what we reasonably
flexible the reality is that

_ driven know, and then we estimate
one or both are fixed as 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 value

Let Rego be your guide. regOUHiVGrSity2025



Project Funding VS

Product Funding

* Projects are time-boxed. There is an
assumed start and stop date. This results in
creating many Projects in many different
processes and tools.

* Teams and resources are staffed on
Projects, often resulting in resources being
“peanut-buttered” across multiple Projects
at the same time.

* Annual planning activities take months and
force teams to estimate time-to-market
and costs based only on very high-level
requirements.

* Principles align to typical Waterfall
processes.

Let Rego be your guide.

* Products are NOT timeboxed. Products exist if
they are profitable and provide customer value.

* A physical, software, or service Product can only
exist if it meets customer needs and provides
value.

* Teams and resources are static and support a
single Product or Product Group. Work is brought
to these static teams, simplifying budgeting and
planning.

* Annual planning is reduced to weeks, since static
teams establish budgets and costs.

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

* Principles align to typical Agile methodologies
and frameworks.

regoUniversity2025



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

Let Rego be your guide. regOUHiVGrSity2025
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Strategy Over a Plan

Strategic—Do our Products align with our overall business objectives,
= vision, and strategy?

Treating a plan as a Mistaking strategy
strategy is an anti- fora planis a
pattern common mistake

Strategies are meant
to drive outcomes

Let Rego be your guide. regOUHiVGrSity2025



his Is How We Have Always Done |[t!
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Cultural: Does our culture prioritize long-term customer value and

continuous improvement?

“Culture eats Strategy
for Breakfast”
— Drucker

Culture change
comes last
— Kotter

» Instill, cultivate, and nurture continuous improvement

Let Rego be your guide.
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Fit-for-Purpose Supporting Toolset

.1, Technical / Tooling—Does our technical infrastructure and tooling
oy 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. regoUniverSi’[y2025
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Governance Adds Value

Governance: Are our governance structures setup to support
o9 e . . . . . e . .
Zm: rapid decision-making, reduced administration, and increased
autonomy at the team level?

01 02 03 04 05

Governance Governance Governance Governance Governance

provides a clear structures helps in ensures that promotes
direction and facilitate managing risks resources are accountability
alignment effective associated with used efficiently and

across the decision- the product. and effectively. transparency.

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. regOUHiVGrSity2025
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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. regoUniverSityZOZS



Challenges

Shifting to product-led is not always straight forward

regoUniversity
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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” Internal components
to “Products” are Products

Services that are
provided within the
business

Let Rego be your guide. regOUHiVGrSityZOZS

Capabilities labeled
as Products
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What Is a Product? Examples!

e No, this is a component

_ Yes
S dialr-a of selling insurance

Yes, Hardware, Software, ~ (B Eey Could be
App Store Model KLUl

Point of Sale
Software

Could be either ChatGTP V¥

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.

regoUniversity2025
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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. regOUHiVGrSity2025
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Characteristics of Products

N
<@,) Relevant fﬂ\ Unique E Problem-Solver
Vg . High-Quality N Comprehensive
pi=s User-Friendly Design ~ Documentation
— T Brand
Cost Effective
[e] Scalable ---‘.‘ Awareness

,\ Adaptable
/

Let Rego be your guide. regOUHiVGrSity2025
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Product Lifecycle Examples

Product Lifecycle

. New Product .
Ideation Maintenance
/" Development /£
| \

Lean business cases. Maintain existing functionality. Gracefully end Product.
Product/market research. Additional new functionality. Transition to new Product.
Initial funding sources ID. I Incremental improvements. I Cleanup infrastructure
Grow revenue. and/or contracts.
/ /

Develop prototypes. Maintain existing functionality. Close Product.

Determine MVP. Small enhancements.

Define monetization. Maintain revenue.

Let Rego be your guide. regoUniverSityZOZS
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Get clarity.

STRATEGY STRATEGY & OBJECTIVES

PLANNING PRODUCTS PEOPLE & FUNDING BUSINESS VALUE

Ji P14 —
o it bl =<

EXECUTION

ROADMAP  PRIORITIZE  ALLOCATE  WORK  COLLABORATE  ANALYZE
@ BROADCOM'
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Starting with CITs

Investments

Value Streams Portfolio Epics Features

Technology Portfolio Management

Products Product and Service Lines Business Capability Applications

Let Rego be your guide. regOUHiVGrSity2025



Starting with CITs
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Investments P Products p

Digital Banking Application Pro00000001

Properties CX Score Analysis

Experience Data

v Collapse all

> Summary

v Market Understanding

Customer Journey

Customers have a need to get information anywhere from
multiple sources. Focus is on chat and Al technologies
primarily delivered via mobile capabilities.

Application forms with Al enabled chatbots asks for basic
information such as your address, phone number and
date of birth, plus information that we use to verify your
identity and that helps us make our approval decision.

Geo

APJ; EMEA; LATAM; North America A 4

Hierarchy  Staff

Needs Help

Financials Risks Links Tasks

Target Market

Young high earning professionals who are just entering
the credit market and are looking for easy online loan
application process and access.

Industry Ranking

Top Tier

Let Rego be your guide.

*-o 00

Unique Value

Easy to apply online. Users get notified of loal
matter and kept updated during the process.
will see lower rates and fewer bills to pay with
consolidation feature

YoY % Growth Usage Score

50 7

regoUniversity2025




Starting with CITs
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Investments P Products »

Digital Banking Application Pro00000001 Needs Help L 2K &L £

Properties  Experience Data  CX Score Analysis  Hierarchy  Staff Financials Risks Links Tasks

d = | — View
Yy Q Search... Y =] v CX Score Data Review
MAX CX Score MIN CX Score Average CX Scores Score Makeup
25%  25% B2B
Direct
96.97 89.51 :
° ° Partner
25% 25% Other
Select all
Group By
0 Name * ID * Business Service Cross Service Score CX Date v CX Inverse
(] Digital Banking Application CX0934 Partner 95.30 Feb 27,2024 4.29
(] Digital Banking Application CX0935 Web 95.30 Feb 27,2024 4.80
(] Digital Banking Application CX0936 B2B 95.30 Feb 27,2024 4.72
(]  Digital Banking Application CX0937 Direct 95.30 Feb 27,2024 4.99
(] Digital Banking Application CX0938 Partner 95.82 Feb 26, 2024 4.32
(] Digital Banking Application CX0939 Web 95.82 Feb 26, 2024 4.60
[ PN L~ P A 1. . PPN NN NN A A~ —— A~~~ s PRECPN

Let Rego be your guide.

CX Score

95.71
95.20
95.28
95.01
95.68
95.40

regoUniversity2025
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Leveraging Hierarchies

Hierarchies p

Product Program Project Heirarchy Ho0000032

Investments  Tasks  Status Risks Issues Changes Lessons lLearned Financials KeyResults Staff Properties Staffing Dashboard  Stat

R View
Import W Fg'ﬁ = = € Enterprise Strategy Default v

Omni Channel Product

« Edit Diagram

Finish Investmen,

Mar 3,2027 PRO00000008

Cloud Transformation Program

Finish Investmen.

Mar 9, 2026 PRG00000002
DPM Loan App Rel 5.0 DPM Loan App Rel 6.0 Digital Banking User Experie Payment APl Work Cybersecurity 1ISO27001 Audit SaaS SSO Integration

nce

Finish Investmen Finish Investmen. Finish Investmen Finish Investmen, Finish Investmen Finish nvestmen.
Jul9, 2027 PR2018 Jun 3, 2026 PR2020 Oct 12,2026 PR2024 Sep 24,2025 PR2036 Dec 7, 2027 PR2091 Jul 15,2026 EPI00000043

Let Rego be your guide. regOUHiVGrSity2025




Product Roadmaps — Link to Strategy
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Roadmaps »

2025 Digital Banking Product Line Roadmap RD00035

Roadmap Items  Highlights  Conversations  Properties = Roadmap Ranking

Scenario 1 ) - — View
& Defaur POR ¥ Q search.. P = = L ARREYY

-

¥  Save

In Plan T Shirt Value Accelerate Growth Digital Transformation Optimize Innovation
Target 3K Target 600 Target 1.2K Target
54% In Plan 2.48K In Plan 150 In Plan 1.02K In Plan
Variance 525 Variance 450 Variance 175 Variance
4
None < Funnel < Reviewing < Analyzing Backlog
a a a

Buy now, pay later (BNPL)
solution

Configuration Options Credit Score Highlighting Automatic Deal Structuring

Roadmap Item Roadmap Item Roadmap Item Roadmap Item and Decisioning

Roadmap Item Roadmap Item Configuration 1D Credit Score Hi ID
Buy now, pay | ID Options RI00417 ghlighting RI00406
ater (BNPL) sol RI00428

Roadmap Item Roadmap Item
Automatic Dea ID
| Structuringa RI00415

) Manager Manager o °
ution Q q nd Decisioning
Manager Manager

T Shirt Value Total Cost T Shirt Value Total Cost Q

50 $0 50 $0
T Shirt Value Total Cost T Shirt Value Total Cost

200 $43.5K 300 $4.8K
Digital Loan App Content Economic pattern analytic

Let Rego be your guide.

Build read-write API for
handling loan applications
Roadmap Item Roadmap Item
Build read-writ 1D

e API for handl RI00403

ing loan applic

ations

Manager

T Shirt Value Total Cost
50 $14.7K

900
400

500

regoUniversity2025



Product Roadmaps
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Roadmaps »

Minimal Online Product Roadmap RD00003

Roadmap Items  Highlights  Conversations

Scenario
gc Customer Facing Roadmap v 2
2024-Q1

Events

Properties  Roadmap Ranking

Q Search...

2024-Q2 2024-Q3

*

il = EIEIC

2024-Q4

View

2025-Q1

*

v BackOffice Refund management

‘ Search for products

User Profile

‘ Duplicate order fulfillment

Customer Facing Roadmap

2025-Q2 2

*

‘ Backorder fulfillment

Roadmaps »

v Customer Product Listings

‘ Product purchase confirmation

‘ ‘ Auto-renewal

‘ Roadmap Items

Shopping Cart

‘ Homepage

t ‘ Promotional Campaigns

Scenario
g’} Default Scenario

v Finance Online refunds

Credit card payments

Support cash/check by mail

‘ ‘ Shopping Cart Renewal

Cost by Manager

Credit card error messaging

‘ ‘ Sale Credits and Returns

19% 30%
A
25%
26%
Select all
Group By
InPlan 1t
0[3 In Plan
O In Plan
O In Plan
(@ In Plan
PR

Highlights

Bauer, Joyce
Other
Arpel, lan

Childers, Va...

Conversations

Application Rationalization RDo00027

POR ¥

Avg Value

52.69

Roadmap Item * 2t

Altus Online Order
APM
Benefits Admin

Blue Drive

Properties

Roadmap Ranking

Q Search...

Max Risk

90

Transformation Strategy

Refactor
Replatform
Rehost

Retire

{  Per-Period Metrics - 5 Periods

View
Application Rationalization

Min Tech Potential Retirement Savings

Goal 5M

1 0 Planned Retirements 3.18M

Variance 1.82M

Manager Risk Score Value Score
Beasley, Frank 26
Beasley, Frank 50
Arpel, lan 64
Amos, Cheryl 12

Let Rego be your guide.
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41
78
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Tech

regoUniversity2025
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Let's Take a Look!

DEMO

Product Investment
Product Line

Product Roadmap
Value Stream

Let Rego be your guide. regoUniversity2025
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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...”

e 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.

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

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

Let Rego be your guide. regoUniverSi’[yZOZS
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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.

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.

Build Product CITs in Clarity: Product and Project Investment can both be Managed in
Clarity. Leverage Hierarchies and Roadmaps to aggregate and visualize Product
investments.

Let Rego be your guide. regOUHiVGrSity2025



Questions?

*\’@5 UE@QS "
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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.
regoUniversity regoUniversity

Best Practice Best Practice

regoUniversity

Best Practice
ity Adrninictrat Clarity Lead Clarity Technical

Certification
Program

* k k

Certification
Program

* %k *

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

a 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. regOUHiVGrSity2025
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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. regoUniversity2025
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hank You for Attending Rego University

Instructions for PMI credits

Click on Certifications

Click on Maintain My Certification

Click on Visit CCR’s button under the Report PDU’s
Click on Report PDU’s

Access your account at pmi.org E’ Let us know how we can improve!

Fill out the quick class survey.

Phone

Click on Course or Training 888.813.0444

Class Provider = Rego Consulting
Class Name = Rego University

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

Website

www.regouniversity.com

Training classes = Technical

Click on I agree and Submit

Let Rego be your guide. regoUniverSi’[y2025
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Continue to Get Resources and Stay Connected

Q Use RegoXchange.com for instructions and how-tos.

a Talk with your account managers and your
Rego consultants.

a Connect with each other and Clarity experts at
RegoGroups.com. O — ‘

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

e Join us for the next Rego University!

Let Rego be your guide. regOUHiVGrSity2025
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