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According to Gartner, Inc. 

In a 2018 survey, 85% of 
participating respondents said 
their organization has adopted 
or plans to adopt (fully or 
partially) a product-centric 
model

Main drivers: 
• Faster delivery 
• Digital business transformation

Gartner, Survey Analysis: IT Is Moving Quickly From Projects to Products, 
Bill Swanton, Matthew Hotle, Deacon D.K. Wan, 23 October 2018.
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In today’s talk

• The 5 stages of the shift
• 7 dimensions to self-assess
• State of the industry and what we’ve learned
• The impacts on flow and value delivery
• Practical tips for advancing through the stages
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5 stages to this multi-year process

1 
Starting out 2 Experimentation 3

Expansion
4

Operationalizing

5
Approaching 

maturity

Operating primarily in 
a project-based 
model. 
Teams are constantly 
being formed, 
stormed, etc. 
Application integrity 
and dependencies are 
hard to manage. 
Characterized by large 
batch sizes and long 
release cycles.

Typically, digital 
portfolios are the first 
to implement new 
approaches, such as 
long-lived cross-
functional teams and 
the product manager 
role. Frequently 
coupled with the 
adoption of other lean 
and agile frameworks.

Expanding the 
mindset, but the 
principles are not 
evenly applied,
particularly between 
internal and external 
products. Agile, DORA 
and engineering
metrics are the 
primary measures of 
success. Funding is still 
fixed annually, and 
lead times exceed a 
quarter.

The product operating 
model is increasingly 
widespread across the 
entire technology 
portfolio. Most 
products have an 
independent path to 
production and can 
incorporate customer
feedback within a 
quarter. Metrics 
evolve to emphasize 
business outcomes 
and flow.

Entire portfolio is 
organized in 
continuously funded 
cross-functional build-
and-run teams. Product 
management discipline 
is strong. Customer 
feedback is incorporated 
within weeks. Strong 
culture of continuous 
improvement.
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differences 
between project 
and product 
operating models

7

Project to Product, Mik Kersten, IT Revolution, 2018.
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dimensions to practically 
assess the shift
7

Team organization 
& resourcing

Customer 
centricity

Definition 
of value

Backlog management 
& prioritization

Dependency 
management

Feedback 
speed

Delivery team 
metrics
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How are teams 
organized and 
resourced?

• Funding projects
• People brought to the work
• Build and run are separate

• Funding products (external, internal and platform)
• Work is brought to the people
• Stable, long-lived, build-and-run teams

How strong is 
customer-
centricity?

• Loose affinity with customers
• A shallow understanding of customer needs
• No feedback loops

• Good understanding of customers and what they value
• Programmatic mechanisms to gather, respond and react 

to customer feedback

How clear is the 
definition of 
value?

• Emphasis is on being on time and on-budget
• Most people don’t understand how they contribute to 

the business

• Emphasis is on achieving clear business outcomes
• Value is a focal point for everyone on the teams
• Focus is on incremental value delivery

How are backlogs 
managed and 
prioritized?

• Project plan drives priorities
• Long-term implications (like tech debt) are not 

considered
• Gantt charts drive waterfall-like behavior

• The product manager drives product vision and 
roadmap; cares about long-term viability

• Business imperatives drive roadmap, tradeoffs, and 
prioritization

How are 
dependencies 
managed?

• Execution path involves SLAs with functional areas (QA, 
Security)

• Heavy coordination required

• Dependencies are consumed as self-service capabilities
• Handoffs and coordination is minimal

How rapidly can 
feedback revise 
planning?

• Highly governed release windows
• Difficult to apply principles of feedback and continual 

learning

• Products have automated independent paths to 
production

• Feedback can be incorporated within weeks

How are delivery 
teams measured? • Siloed metrics (Agile, engineering, QA, DORA)

• Leading metrics: Flow Metrics measure across horizontal 
delivery processes

• Lagging metrics: Business outcomes

From Project to Product
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The Project to Product Maturity Assessment

• 5 minutes: 7 easy multiple-
choice questions

• Find out your stage, 1–5
• Get recommendations on how 

to advance 
• Get an eBook that details the 

entire journey to maturity

tasktop.com/assessment
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A little about the survey

US
45%

UK
13%

India
8%

Canada
4%

Germany
4%

Rest of 
World
26%

COUNTRY

259 responses

223 companies

166 unique job titles
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How is the shift 
going?
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How is the shift going?

• Early findings show the majority of 
organizations (84%) have not yet 
fully operationalized the shift, 
where the true ROI is captured

• Two hypotheses: 
• Expansion is proving difficult
• Expansion simply takes a long time

1 2 3 4 5
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Based on 259 respondents to the Tasktop Product to Product Maturity Assessment 
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What increases the likelihood of crossing the chasm?

Team organization & resourcing

• The entire portfolio is organized in continuously funded 
cross-functional build-and-run teams

• Most of the portfolio, including some internal platforms, is 
delivered by cross-functional build-and-run teams; funding is 
annual or semi-annual

• Internal platforms and shared services are operationally 
funded; external-facing products are delivered by cross-
functional teams

Feedback speed

• All products have an automated and independent path to 
production and can incorporate customer feedback within 
weeks

Delivery team metrics

• Flow metrics and business outcomes are incorporated in 
operational reviews at all levels

• Flow metrics are measured in addition to Agile, DORA, and 
Engineering metrics

Seven most important factors (highest in green)
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What decreases the likelihood of crossing the chasm?

• Customer centricity
• Our external-facing applications can clearly 

identify their customers, but we have no 
programmatic feedback mechanisms in place

Single most important factor
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What increases the likelihood of getting past 
experimentation?

• Even progress across all dimensions!
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Tips for Experimentation

1. Develop success criteria 

2. Carve out one experience or 
product to start the journey

3. Carve out some money for a cross-
functional build-and-run team

4. Include a product manager/owner

5. Measure your baseline from the 
customer’s perspective

6. Follow your process and product 
dependencies to investigate your 
constraints

7. Experiment to improve speed and 
throughput

8. Make the improvement itself work 
visible
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Don’t rush into Expansion

1. Maximize learnings and don’t begin expansion 
before you’ve developed good patterns 

2. Go deep: apply product patterns to internal and 
platform products

3. Carefully select expansion to areas with 
supportive IT and business leaders

4. Use stories to drive culture change across 
portfolios

5. Be open to continuous learning as you go
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Anti-patterns to avoid

1. Starting with big re-orgs

2. Having no clear metrics to measure success or progress

3. Time-boxing 

4. Setting conflicting OKRs and incentives

5. Ignoring internal and platform products

6. Not considering the human element
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tips to manage the culture change

1. Not just for the cool kids: demonstrate you are invested in all your associates

2. Empower teams: give license to creativity and experimentation, reward the 
effort — not just results

3. Remove red tape and slow approval cycles

4. Forget the big bang! Appreciate the cumulative baby steps of progress

4
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Take the Project to Product Maturity Assessment

• 5 minutes: 7 easy multiple-
choice questions

• Find out your stage, 1–5
• Get recommendations on how 

to advance 
• Get an eBook that details the 

entire journey to maturity

tasktop.com/assessment



Thank you!
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naomi.lurie@planview.com

tasktop.com/assessment
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