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Unifying Product and Project 
Management in Clarity



Introduction
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• Take 5 Minutes

• Turn to a Person Near You

• Introduce Yourself

Let Rego be your guide. 

3

Introductions



How many of you are All Waterfall, All Agile, or would describe your 
model as Hybrid?

Are you considering a moving towards a Product Based Model instead 
of project based?

If so, is that move considered a tooling change or a business 
transformation?

Let Rego be your guide. 
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Your Journey?



Let Rego be your guide. 
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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.

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.

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.



What Is a Product?



• What is a Product?
A product is anything that delivers 
value to a defined customer 
segment and can be offered to a 
market to satisfy a need or want.

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

Let Rego be your guide. 



Let Rego be your guide. 
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• Development
• Project Requirements 

• Investments that deliver fixed scope 

• Plan

• Predictive Up-front Planning

• Resource Oriented

• Short Lived Project Teams

• Technical Knowledge
• Start and End Date

• One off Delivery 

• Budget
• Isolated costs

• Completion 
• Focus on Delivery 

• Strategy
• Evolving Customer Needs

• Investments that deliver Value

• Vision 

• Adaptive Iterative Planning 

• Business Oriented

• Long Lived Cross Functional Team

• Industry Knowledge
• Permanent 

• Continual Improvements 

• TCO
• Product Level P&L

• Growth 
• Focus on Outcomes 

Project Mgmt. Focuses on: Product Mgmt. Focuses on:

Changing the Focus 



Let Rego be your guide. 
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Why Shift from Project to Product?

Paradigm Shift



Let Rego be your guide. 
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• 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. 

• 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. 

• Teams move to high-margin Products. 

• Principles align to typical Agile methodologies 
and frameworks. 

Project Based Approach Product Centric Approach

Key Variables



Let Rego be your guide. 
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Evolving the Funding Model (Essential)



Let Rego be your guide. 
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Open Mic

Any examples of new funding 
models in the group?



Let Rego be your guide. 
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Key Advantages of Product-led Organizations

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.

Customer-Centric Increased Agility
Cross-Functional 

Collaboration
Faster Time-to-

Market

Sustainable 
Growth

Data-Driven 
Decision Making

Total Cost of 
Ownership



How To Build Product-led 
Organizations 



Let Rego be your guide. 
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Moving from Project to Product – A Mindset Shift

Culture & Mindset 
Shift

Customer-Centric 
Approach

Continuous 
Delivery & 

Improvement

Organizational 
Structure

Budgeting & 
Funding



Are We Ready to Be a Product Organization?
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Strategic—Do our products align with 
the overall business objectives, vision, 
and Strategy?

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

Process—Does our development 
process accommodate continuous 
feedback loops, iterative development, 
and cross-functional team 
collaboration?

Technical/Tooling—Does our technical 
infrastructure and tooling support 
Product, DevOps, continuous 
integration/continuous deployment, 
and both waterfall and agile project 
management?

Governance—Are our governance 
structures setup to support rapid 
decision-making, reduced 
administration, and increased 
autonomy at the team level?

Financial—Does our financial planning 

and budgeting processes 
accommodate the dynamic nature of 
product delivery? 

Stakeholders—Are we engaging all 
relevant stakeholders in our 
development lifecycle, including our 
customers? 

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?

If the answer is not “Crystal Clear” to any of the following, further alignment is necessary for the adoption of a product 
organization model that maximizes the benefit of both traditional and agile methods.



Let Rego be your guide. 
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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.

Rename the “Projects” 
to “Products”

Internal components 
are Products

Capabilities labeled 
as Products

Services that are 
provided within the 
business

Common anti-patterns of Product



Let Rego be your guide. 
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So What Is a Product? 

Smartphone

Electric Vehicle

Online Banking

Streaming Service

Payroll Service

CRM Software

Insurance Policy

Industrial Robot

Consulting Service

Battery

Processor Chip

Database

Login Screen

Payment Processing Engine

Manufacturing Assembly Line

Insurance Underwriting

Onboarding Workflow

Reporting Engine

API Gateway

Mobile App

Website

AI Assistant Data Platform



Let Rego be your guide. 
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What Is a Product? Examples!
Rule of Thumb: If customers would recognize it, buy it, subscribe to it, or measure value from it, you're probably 
looking at a product. If it exists mainly to support something else, it's probably a capability or component.

Products Maybe NOT Products
Electric Vehicle

Streaming Service

Battery

Database

Insurance Underwriting

Website

AI Assistant

Payroll Service

Insurance Policy

Industrial Robot

Consulting Service

Login Screen

Manufacturing Assembly Line

Onboarding Workflow

API Gateway

Smartphone

Online Banking

CRM Software

Processor Chip

Payment Processing Engine

Reporting Engine

Mobile App

Data Platform



A Clarity Journey from 
Projects to Products



Programmes

Project

Programmes

ProjectProject

Product Led - Current State with Capabilities

Project

Current State - Clarity OK R Budgets Cost Time RAID
Resource
/ Teams

Status Reporting

Product Led 
Capabilit ies 

Task / MilestoneTask / MilestoneTask / MilestoneTask / Milestone

Existing 
Capabilit ies 

Current state is focussed on Programmes & Projects 

All Clarity data captured at (and reported from) Programme / Project / Task Level 

Product Hierarchy and concept of “Product Led” does not exist across current processes or 

tooling and even where work may be product aligned it is not consistent.

Limited/no integration with Clarity and Agile Tooling (if used for Work Management)

Work hierarchy is project-led, focused on outputs (i.e. tasks and milestones)

Manual input
(Limited automated sync 

between systems)

Current State – Work Management

Business Case / Outcome 
/ Theme

Epic

Story / Task

Sub-Task

Business Initiative / 
Portfolio Epic / Initiative



Programme

Project

L1 - Division
Ecommerce

L2 – Product Family
Shopping

L3 - Product
Payment Processing

L3 - Product
Shopping Cart

Programme

ProjectProject

Epic

Project Features as Tasks

Product Led – Basic Concept

Division / Portfolio – “Grouping” Largely Aligned to value Streams

Product Family – Grouping of Dependent Products

Product – Can be part of multiple value streams

Epic – Represents something of business value (£/$)

Feature – Represents incremental customer value. A go live unit of work

Story – Typically sized to be completed in < 2 weeks

Sub-task – Optional execution details



Programmes

Project

L1 - Division

L2 - Product Family 

L3 - Product L3 – Product

Project

Epic

Product Led - Transition State with Capabilities

Clarity (Transition State) Product Centric Work Management

Product Hierarchy

Strategy

OK R Budgets Cost Time RAID
Resource
/ Teams

Reporting

Roadmap

Time
Resource
/ Teams

Reporting

Status Reporting

Feature
Task / MilestoneTask / Milestone

Product led 
Capabilit ies 

Existing 
Capabilit ies 

Info Only

Transition state designed to maintain Programmes & Projects construct for existing data 

related to financial, time, milestones, output goals and associated status reporting until new 

ways of working and governance can be but in place.

Existing Programmes & Projects will be aligned to the Product Hierarchy at L3 or L2.

Agile Tooling (if used for Work Management) to Clarity integration will be “live” to begin to roll 

Epics & Features (and associated referential data) into Clarity aligned to the Product 

Hierarchy 

Work Hierarchy

Epic

Feature

Status

Integrated
Automated sync 

between systems



Programmes

Project

L1 - Division

L2 - Product Family 

L3 - Product L3 – Product

Project

Epic

Product Led - Transition State with Capabilities

Clarity (Transition State) Product Centric Work Management

Product Hierarchy

Strategy

OK R Budgets Cost Time RAID
Resource
/ Teams

Reporting

Roadmap

Time
Resource
/ Teams

Reporting

Status Reporting

Feature
Task / MilestoneTask / Milestone

Product led 
Capabilit ies 

Existing 
Capabilit ies 

Info Only

Consolidated reporting unlocked at L2 (and in some cases L3) as all 

items roll up to Product Hierarchy

Product Hierarchy in some areas may be more than 3 layers (e.g. 

Product Group between Family & Product)

Master data to migrate from Programmes & Projects to Product across 

agreed transition period

Work Hierarchy

Epic

Feature

Status

Integrated
Automated sync 

between systems



L1 - Division

L2 – Product Family

L3 - Product L3 – Product

Single Product Epic

Product Led – End State with Capabilities

Work Hierarchy

Multi Product Epic

OK R / Goal Cost Time Reporting Roadmap

Product Hierarchy

Strategy OK R Budgets Cost Time RAID
Resource
/ Teams

Status Report ing Roadmap

Feature Feature

Product Led 
Capabilit ies 

Existing 
Capabilit ies 

Feature

L3 - Product

Resource
/ Teams

Focused on Product delivery and all work 

in the Work Hierarchy aligned to Product 

Hierarchy (L1-2-3) in Clarity.

Existing Programmes/Projects/Task 

constructs migrated to Product / Epic / 

Feature. *Possibility if there is no cross-

functional team and need temporary 

team to deliver some elements may 

remain  -> project/programme. 

Agile Tool (if used for work management) 

to Clarity integration used to drive data 

from Epics & Features which is used as 

the primary data for status of work 

aligned to each product – Features are 

aligned to single Product.



L1 - Division

L2 – Product Family

L3 - Product L3 – Product

Single Product Epic

Product Led – End State with Capabilities

Work Hierarchy

Multi Product Epic

OK R / Goal Cost Time Reporting Roadmap

Product Hierarchy

Strategy OK R Budgets Cost Time RAID
Resource
/ Teams

Status Report ing Roadmap

Feature Feature

Product Led 
Capabilit ies 

Existing 
Capabilit ies 

Feature

L3 - Product

Resource
/ Teams

Time tracking against Tasks in Clarity 

replaced with automated time spent on 

each Feature which can then be 

monetised in Clarity at agreed levels of 

capitalisation (requires Finance & 

Governance alignment)

Consolidated reporting and traceability 

unlocked at ALL levels of the Product 

Hierarchy

There will still be an element of 

programme and projects, however for 

simplicity they have not been 

represented on the diagram



Product Led – Full Product Example
Product Hierarchy

Product led 
Capabilit ies 

Existing 
Capabilit ies 

Info Only

Work Hierarchy
OK R / Goal Cost Time Reporting Roadmap

Resource
/ Teams

Strategy OK R Budgets Cost Time RAID
Resource
/ Teams

Status Reporting Roadmap



Product Led – Full Ecosystem Journey

VS Portfolio Project

Feature Backlog Feature Backlog

Clarity (Inc. Interface with Work Management)

Work Management (Jira/Rally etc)

Shopping Cart Team

S
h

a
re

d
 B

a
c
k
lo

g

Service Now (Inc. Interface with Work Management)

Support Triage Project for VS

Strategic SAFe Epic

Annualized Run 

OpEx Product Epics

Strategic SAFe Epic
Build CapEx Epic

Support issue for L3
Support issue for L3

Support issue for L3

Team B

Team C

Fireline Team Triage

Payment Processing Team 

Team A

F

S

S

S

S

F F

S

B
a

c
k
lo

g

S

S S

S

SS

S

Epic Backlog

E

E

Value Stream Ideation / Intake

Discovery BacklogI
Product-Led Business Hierarchy

Division 

Business Unit 

Product Family

Product

Product Management 

Strategy

Objectives

Key Results

Clarity or Work Management



Product Mgmt. in Clarity - 
Screenshots 



Let's bring this to Life 

Let Rego be your guide. 
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Clarity Demonstration 

❑Product Hierarchy CIT Structure  

❑Product As an Investment

❑Hierarchies 

❑Roadmap

❑Reporting



Product as an Investment
Using Custom Investments in Clarity – data can be captured and all the core modules (OKR, RAID, Status Reporting) can be enabled at any level – allowing users to capture all strategy, funding, 
RAID and associated data against each Product to demonstrate the value it aims to deliver.



Product as an Investment
Using Custom Investments in Clarity – data can be captured and all the core modules (Staffing, OKR, RAID, Status Reporting) can be enabled at any level – allowing users to capture all strategy, 
funding, RAID and associated data against each Product to demonstrate the value it aims to deliver.



Product Reporting (Health)
By surfacing “Products” in Clarity and connecting Clarity to the wider ecosystem for other reporting metrics, organisations can centralise strategy, funding, and performance metrics at the 
Product level—from a variety of sources to provide a comprehensive dashboard that visualises the real-time value and health of every product.” 



Product Reporting (Strategy)
Replace static offline data and documents with dynamic, one-click exports such as Product Strategy summaries for quarterly review, ensuring executive-ready reports are always product quickly 
and driven directly from live source data for total accuracy.



Align the Work to a Product
Even when the “Work” is happening in Rally/JIRA or other Agile tooling – it can and should be integrated to provide some read only visualisation and reporting at Product level in Clarity. Allowing 
users to drill down into a Product and see the status and key metrics of the underlying work.



Align the Work to a Product
Epics > Features (and even User Stories where appropriate) can be created as Investments with underlying “Tasks” in Clarity to leverage OOTB functionality to view the progress, status and key 
metrics of the underlying work being performed by the Product Teams without needing to leave Clarity.



Product Hierarchy
Model and View the whole hierarchy form Organisation through Division > Product Family > Product – and then associate the work as Projects/Programmes/Epics to the Product Hierarchy.



Product Hierarchy - “Top Down” & “Bottom Up” Aggregation
Summarise data from the top down or aggregate from the bottom up – using the hierarchy to show how Product funding is being allocated and utilised



Product Hierarchy – Team Utilisation 
Hierarchies provide a consolidated view of a Product or Group of Products (Product Family/Division/Organisational) allowing Product & Portfolio Managers as well as Senior Leadership to quickly 
spot bottlenecks and get a live picture of the “Value” being delivered across the portfolio.



Product Hierarchy – Release Roadmap
Hierarchies provide a consolidated view of a Product or Group of Products (Product Family/Division/Organisational) allowing Product & Portfolio Managers as well as Senior Leadership to quickly 
spot bottlenecks and get a live picture of the “Value” being delivered across the portfolio.



Product Hierarchy – Financial Overview
Hierarchies provide a consolidated view of a Product or Group of Products (Product Family/Division/Organisational) allowing Product & Portfolio Managers as well as Senior Leadership to quickly 
spot bottlenecks and get a live picture of the “Value” being delivered across the portfolio.



Product Hierarchy – Executive Snapshot By Product
Hierarchies provide a consolidated view of a Product or Group of Products (Product Family/Division/Organisational) allowing Product & Portfolio Managers as well as Senior Leadership to quickly 
spot bottlenecks and get a live picture of the “Value” being delivered across the portfolio.



Product Hierarchy – Executive Snapshot By Product Family
Hierarchies provide a consolidated view of a Product or Group of Products (Product Family/Division/Organisational) allowing Product & Portfolio Managers as well as Senior Leadership to quickly 
spot bottlenecks and get a live picture of the “Value” being delivered across the portfolio.



Product Hierarchy – Product Discovery
Utilise the Idea module (or a custom investment) in Clarity for Product Discovery so users can visualise not just the work in progress but the backlog of Epics being priorities and impact assessed 
to pull into the workstack. Roadmapping in Clarity can be used for OOTB “What if” scenario planning to underpin the prioritisation and approval of Backlog items alongside the existing portfolio.



Product Hierarchy – Executive Snapshot By Product Family
Hierarchies provide a consolidated view of a Product or Group of Products (Product Family/Division/Organisational) allowing Product & Portfolio Managers as well as Senior Leadership to quickly 
spot bottlenecks and get a live picture of the “Value” being delivered across the portfolio.



Product Hierarchy – Product Roadmap
Native Clarity Roadmapping functionality provides elegant visuals as well as prioritisation and scenario planning support for Product Discovery and Quarterly Planning. Similar to hierarchies a 
roadmap can be created at ANY level in the hierarchy from a single product to a entire division depending on the business need. 



Conclusion



Let Rego be your guide. 
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Key Takeaways

A Shift in Terminology Does Not Change the Way We Work: Moving from projects to products requires 
more than new labels. Organizations must change how they define work, govern investments, allocate 
funding, and measure success.

Not Everything Should Be Managed as a Product: Products should represent enduring value streams with 
clear customers, outcomes, ownership, and investment strategies. The execution layer remains critical, and 
that layer may continue to include projects and programmes.

Products Need Continuous Investment: Unlike projects, products do not end. They evolve, adapt, improve, 
and generate value throughout their lifecycle.

Measure customer and business value, not just delivery success: Success is not On time / On budget / In 
scope. Success is Customer adoption / Business outcomes / Strategic alignment / Realized Value



Let Rego be your guide. 
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Key Takeaways

Teams and Funding Must Follow the Product: As organizations mature, funding, planning, and teams 
become aligned to products and value streams rather than being repeatedly created and disbanded 
around temporary initiatives.

Start Small and Evolve: You do not need to reorganize overnight.

Identify Products → Assign Ownership → Define Outcomes → Align Investments → Grow Maturity

Products and Projects Work Better Together: The goal is not to replace Project Management with Product 
Management. The goal is to connect strategy, products, projects, teams, and investments into a single 
model focused on delivering business value.

Clarity Supports Both: Clarity enables organizations to manage both Product and Project investments. 
Product CITs, hierarchies, and roadmaps provide visibility across product portfolios while maintaining the 
governance and execution capabilities required for execution.
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Questions? Survey
Please take a few moments to 
fill out the class survey.
Your feedback is extremely important
for future events.



Thank you!

Let's continue the conversation! Connect with us on LinkedIn!

Jacob Cancelliere, PMP
VP of Account Enablement

Rego Consulting

Let’s Connect on LinkedIn

Ben Raper
Principal Consultant – Clarity

Let’s Connect on LinkedIn



Your participation in this class may count toward Rego University certification progress.
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Let Rego be your guide. 

Earn Rego University Certifications and Professional Specializations

Important: Complete the class survey in the app after each session so your credits can be tracked.

More info: https://regouniversity.com/certificates

Certifications 
Build recognized Clarity expertise.

Complete 10 eligible learning units 
within a certification track. 

Professional Specializations  
Deepen your skills in focused topic areas.

Complete 4 eligible learning units within a selected 
specialization, with the option to earn multiple specializations.

Best Practice 
Clarity Administrator 

Best Practice 
Clarity Lead 

Artificial 
Intelligence (AI) 

Reporting & 
Analytics

Technical

https://regouniversity.com/certificates/


Eligible Rego University sessions qualify for 
Professional Development Units (PDUs)

• Access your account at pmi.org

• Click on Certifications

• Click on Maintain My Certification

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

• Click on Report PDU’s

• Click on Course or Training

• Class Provider = Rego Consulting

• Class Name = Rego University

• Course Description

• Date Started = Today’s Date

• Date Completed = Today’s Date

• Hours Completed = 1 PDU per hour of class time

• Training classes = Technical

• Click on I agree and Submit

Let Rego be your guide. 
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Earn PMI credit 

Phone
888.813.0444

Email
info@regoconsulting.com 

Website
https://regouniversity.com/pmi-credits/

Let us know how we can improve! 
Remember to fill out the class survey.

mailto:info@regoconsulting.com
https://regouniversity.com/pmi-credits/
https://regouniversity.com/pmi-credits/
https://regouniversity.com/pmi-credits/


Use RegoXchange.com for instructions and how-to 
guides.

Talk with your account managers and your 
Rego consultants.

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

Join us for the next Rego University!

Let Rego be your guide. 
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Continue to Get Resources and Stay Connected

1

2

3

4

https://xchange.regoconsulting.com/
https://regoconsulting.com/
https://regouniversity.com/
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