
Scaling Product Teams
Building and Scaling a Highly Effective Product Team 



Agenda for today 

Intro 

Product 

Scaling 

Thoughts 

Q&A
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1997-2000
Getting Started

Cornell
Washington DC, Denver
Travel Tech Companies 
Business Analyst
Product Manager

2001-2006
Orbitz Era

Chicago
Orbitz.com
Product Manager
Director of Product 

2006-2011
Entrepreneur

Chicago
ShopLocal.com
Sears.com
HauteLook
Senior Director, VP of Product 

Chicago
Gogo
McDonalds
Global Head of Product

2016+
Giving Back

Chicago + TBD
Smoked Ribs, LLC
Helping Others 
Who knows?

My professional timeline

2011-2015
Executive Fun
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Key themes to {hopefully} take from today

Agile Improvement Curiosity
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A framework to use for relating to our discussion

Intrapersonal (Me)

What can I learn?

What can I change?

How can I improve?

What are my strengths?

Where can I invest to 
improve?

Interpersonal (Team)

What can we learn?

What can we change?

How can we improve?

What are our team 
strengths?

Where can we invest as a 
team to improve?

Systemic (Enterprise)

What are our values?

What are our incentives?

What is our leadership 
culture? 

What is our level of 
systemic self-
awareness?
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Product 
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“I discovered that there was a tremendous 
difference between how the best companies 
produced products, and how most companies 
produced them.” 

Marty Cagan
Author of “Inspired, How to Create Products Customers Love”
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Role of Product varies widely across organizations
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Strategy
All great products start 
with a clear strategy 
that is customer and 
market-driven.

Consider your strategy 
the "why" that can be 
evangelized within and 
outside your 
organization.

Strategy is comprised 
of three parts: Vision, 
Goals, and Initiatives.

Every aspect of product is necessary and needed 
Management
The product manager 
is often considered the 
CEO of their product 
and is responsible for 
the strategy, roadmap, 
and feature definition 
for a product or 
product line. 

The role of product 
management spans 
activities from 
strategic to tactical. 

Development
Product is often the 
bridge role between 
other functionals 
groups, including 
development, sales, 
and marketing. 

Key emphasis on 
product as the voice of 
the customer - either 
directly or indirectly 
with strong 
stakeholder 
management.

Marketing
Key role is to bring 
products to market. 

One of the few job 
functions that touches 
product, marketing, 
and sales. 

Great product 
marketing comes 
down to understanding 
the customer. 
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Often product teams are highly executional
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Product and project roles can overlap 
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What should a great product function look like?

1. Be appropriate for your needs
2. Be right-sized
3. Have a clear charter
4. Be customer-centric 
5. Have the right levels
6. Be clear on intersections with other functions 
7. Follow the right cadence
8. Produce the right deliverables
9. Always be selling 
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Be appropriate to the needs of your organization 

B2B vs. B2C vs. B2B2C?

Sales-driven vs. engineering-driven organizations?

Startup, mid-stage, or established organization?

Product and/or service lines?
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Be right-sized to the organization 

Not a bottleneck nor an empire

Follow tested ratios

Progress over effort 

Be a value-add, not a cost-center
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Have a clear charter

Define for the organization the role of product

What it is, and what it isn’t

Write a manifesto and share it

Inspect and adapt 
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Be customer-centric
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Have the right levels

Structure follows strategy

Someone has to do the work 

Find the right span and layer mix

Cut out the fat 
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Be clear on intersections with other functions

Address the white elephants

Pick your acronym 

Leverage retrospectives to improve
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Follow the right cadence 

Not just about waterfall vs. agile

Stakeholder management

Planning and budgets
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Produce the right deliverables 

At the right time

For the intended audience

Master the domain

Keeping things fresh 
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Always be selling

Inside and outside

Up and down

Across and within 
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“The strength of the team is each member. The 
strength of each member is the team.” 

Phil Jackson
Greatest Coach in NBA History and Zen Master 
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Scaling
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“Sometimes the only thing wrong with it is there 
isn’t enough of it.” 

Pete Seeger
American Folk Singer 

24



Scaling is defined as spreading excellence

Challenges are similar across different types of organizations. 

Scaling takes both persistence as well as patience. 

Not about growing fast to make the largest possible imprint. 

Long-term goals must be clear and be the “North Star” for expansion.
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Scaling adds complexity  

Every organization and project gets 
more complex as it expands. 

More processes, layers, locations, 
and people are required. 

Scaling adds “cognitive load” on 
people and teams and can lead to 
people feeling overwhelmed. 

It becomes hard to get simple things 
done. 

The reality is you do 
need more roles, more 
hierarchy, more 
process...

Just not too much :-)
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Focus to ruthlessly eliminate complexity

When the Oracle USA sailing team started training for the America’s Cup, they 
expanded from five to 11 crew members, and it was a mess. All of the guys on the 
boat were mic'd up with headphones so they could talk to each other, but it gets 
loud on the open ocean. They're on a 72-foot boat going 50 miles an hour in 25-
knot wind. You can hardly hear or focus on anything.

Things only started coming together when they took earpieces and microphones 
away from half of the crew so there wasn’t so much cross-chatter and they could 
just follow the movement of the people working near them. 
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You need to slow down so you can spread behaviors and beliefs first.

Make sure the people you’re working with are on the same page.

There is no one right way to do things, do what is right for your organization.

You have to have a relentless restlessness to make things better all the time.

Set the right mindset, right away
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Addition and subtraction
Scaling is often all about more: More 
employees, more customers, more revenue, 
more processes, more tiers of management. 

This drive toward more masks what you are 
losing, what you should lose, and how it will 
impact your business.

There are probably a bunch of things you’ve 
always done that slowed you down without you 
realizing it.

You have to be aware of necessary subtractions 
even as you keep your eyes fixed on additions.

There's all this stuff 
that everyone else 
does even if it's 
stupid, so you do it 
too…

...Then stop!!!
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Forward momentum is a key part of scaling

“There’s good research that shows that even if people 
don’t like the direction you want them to go, or even if 
they don’t believe you, if you keep them going in a 
direction long enough, their beliefs will change.” 

Robert Sutton
Professor of Management Science & Engineering 

Stanford University
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Thoughts on Scaling Product
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Key things to make sure you have 

Vision 

Strategy 

Themes

KPIs 

Roadmaps

Stories/requirements 

Marketing deliverables 
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Defining the roles and ratios within the team 
Role Responsibilities 

Current project or 
sprint 

Analyst Research, analysis, testing, requirements with an emphasis on learning the “big picture” of a 
product or service. 

Senior Analyst Usually an analyst with more experience or education, sometimes tasked with more complex work 
with more autonomy. 

Analyst efforts + next 
6- month roadmap

Manager Sometimes viewed as the CEO of a product or service. Subject and domain expert. Can be either an 
individual contributor or people manager. 

Senior Manager Often a manager with advanced education or experience. May manage a team of analysts or 
managers. Ideally manage no less than 4 and no more than 8 resources. 

Manager efforts + 
forward looking 18 
months

Director In larger and/or more complex organization, can also be the CEO of a product line or service line. 
Usually a people manager, with 4-8 analysts and managers. 

Senior Director Often a director with advanced education or experience. Sometimes manages a team including 1-
many directors. Usually a people manager, with 4-8 analysts and managers. 

Director efforts + 
long-term strategy, 
vision, and roadmap 

Vice 
President/CPO

Leads the overall product organization, with responsibilities for overall product portfolio, strategy, 
and vision. 
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A few more thoughts on scaling a product team 

Digitize everything 

Democratize access to information across the organization 

Continually inspect and adapt 

Fail fast
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There is no one 
right answer nor is 
there a one size fits 
all solution.
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Q&A
Brad Jaehn

bjaehn@gmail.com
https://www.linkedin.com/in/bradjaehn
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