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Abstract:  This systematic review examines the evolving role of product manager (PM), from its incep-
tion in the early 20th century to its current state, with a focus on how technological advancements, shift-
ing market dynamics, and evolving company’s strategy have shaped the profession. While numerous 
studies have explored the responsibilities of PMs, there has been little consolidation of these insights, 
leading to an unclear understanding of the role’s full scope. This review synthesizes the existing literature 
to clarify the key responsibilities of PMs in various contexts, including business-to-business (B2B) and 
business-to-consumer (B2C) environments, large enterprises (LEs) and small–medium enterprises 
(SMEs), Waterfall and Agile methodologies, and the unique challenges posed by artificial intelligence 
(AI)-driven products. By consolidating these insights, the paper provides a clearer understanding of the 
current state of product management and offers direction for future research to further define and enhance 
the role in an increasingly AI-centric world. 
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1 Introduction 
 
The concept of product management has evolved sig-
nificantly since its inception, adapting to changing 
market dynamics, technological advancements, and 
customer needs (Maglyas, et al., 2017). Initially rooted 
in brand management principles, the product manage-
ment role has expanded to encompass a diverse set of 
responsibilities, including strategic planning, market 
analysis, customer insights, and technological integra-
tion (McDaniel and Gray, 1980; Maglyas, et al., 2013). 
This evolution has been particularly pronounced in the 
software industry, where rapid innovation demands a 
high degree of agility and data-driven decision-making 
(Fricker, 2012). Today, product managers (PMs) are 
not only responsible for a product’s market success, 
but also for aligning product strategies with broader 
business goals, responding to customer feedback, and 
integrating emerging technologies such as artificial in-
telligence (AI) (Tkalich, et al., 2022). Understanding 
the historical evolution of the product management 
role is crucial, as it provides valuable context and in-
sights for navigating the complexities of modern prod-
uct development and strategic decision-making 
(Geracie and Eppinger, 2013; Maglyas, et al., 2017). 
This section reviews the key historical milestones that 

have shaped product management, tracing its journey 
from brand management in the early 20th century to 
the strategic, AI-focused function it has become today. 

Historical Milestones of Product Management: Under-
standing the evolution of product management is cru-
cial, as it highlights how the role has adapted to 
changing market dynamics, technological advance-
ments, and customer needs. This historical perspective 
provides valuable insights for current and future PMs, 
helping them navigate the complexities of modern 
product development and strategic decision-making. 

The journey of modern product management began in 
1931 when Neil H. McElroy, who later became the 
President of Procter and Gamble, introduced the con-
cept of the “Brand Man” in his famous memo. This 
memo proposed assigning dedicated roles to manage 
individual brands, linking product success to specific 
individuals. McElroy’s idea was revolutionary at the 
time and laid the foundation for modern product man-
agement by emphasizing accountability for a product’s 
success (McDaniel and Gray, 1980). 

In the 1940s, Hewlett-Packard (HP) brought product 
management into the technology industry. HP assigned 
PMs the responsibility of working closely with engi-
neering teams, while keeping a focus on customer 
needs and market alignment. This role bridged the gap 
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between technical development and market demand, 
establishing PM as the internal voice of the customer 
(Eriksson, 2015). 

The 1950s saw a significant shift with the introduction 
of the Toyota Production System, which revolution-
ized manufacturing processes by emphasizing effi-
ciency, minimal waste, and high-quality output. PMs 
played a critical role in overseeing these processes, en-
suring that production aligned with customer demand. 
The role of PMs evolved further as companies began 
to realize the importance of streamlining operations to 
meet market needs (Eriksson, 2015). 

In 1965, Theodore Levitt introduced the concept of the 
product life cycle (PLC), outlining the stages of market 
development, growth, maturity, and decline. This 
model required PMs to make strategic decisions about 
product development, marketing, and phasing out 
products throughout these stages. Although PLC was 
initially sales focused, it became a widely adopted 
framework in product management to guide strategy 
and decision-making across the product’s life cycle 
(Geracie and Eppinger, 2013). 

The period from the 1970s to the 1990s marked the in-
creasing recognition of product management as a 
cross-functional role. Researchers like McDaniel and 
Gray (1980) and Lysonski (1985) highlighted the im-
portance of boundary-spanning behaviors, as PMs be-
gan to work across departments to ensure cohesive 
product strategies. The formation of the Product De-
velopment and Management Association (PDMA) in 
1976 further formalized the discipline by promoting 
best practices and providing a collaborative platform 
for PMs. 

By the 1990s, product management had become a key 
role in technology companies like Google, Microsoft, 
and Amazon. PMs were expected to operate at the in-
tersection of business, technology, and customer expe-
rience, with an expanded focus on user interface (UI) 
and user experience (UX) design. The role now in-
volved not only managing the product’s technical as-
pects, but also ensuring a seamless customer 
experience (Fricker, 2012; Eriksson, 2015). 

The publication of the Agile Manifesto in 2001 marked 
another significant milestone, fundamentally changing 
how products were developed. Agile methodologies 

emphasized iterative progress, customer feedback, and 
cross-functional teamwork. PMs adapted to these 
methodologies by often taking on the role of product 
owners, collaborating with engineers to ensure contin-
uous value delivery to customers (Kittlaus, 2012; 
Tkalich, et al., 2022). 

A critical milestone in the evolution of product man-
agement, particularly for software products, was the 
establishment of the International Software Product 
Management Association (ISPMA). Founded in 2009, 
ISPMA aimed to address the growing complexity of 
software product management (SPM) by creating a 
comprehensive body of knowledge tailored specifi-
cally for the software industry. ISPMA developed the 
SPM framework, a result of comprehensive academic 
research and industry collaboration. This framework 
has become a cornerstone in defining roles, activities, 
and competencies for successful product management 
in software environments (Kittlaus and Fricker, 2017). 
Unlike earlier models that primarily focused on physi-
cal products, the ISPMA framework provides detailed 
guidance on managing the entire software product life 
cycle-from ideation and development to market intro-
duction and eventual retirement. 

By the 2010s, extensive research had been conducted 
with a focus on SPM highlighted in Section 2. The 
product management evolved into a strategic function, 
influencing not just product development but also 
overall business strategy. The rise of AI and machine 
learning in the 2020s added new layers of complexity 
and opportunity, requiring PMs to be more tech-savvy, 
customer-centric, and agile in their approach. Today, 
PMs are responsible not only for managing products, 
but also for driving innovation, staying ahead of AI ad-
vancements, and ensuring their products meet evolving 
market demands (Tkalich, et al., 2022; Finch, et al., 
2023; Parikh, 2024).  

Today, product management continues to evolve as AI 
and machine learning introduce new layers of com-
plexity. PMs are now required to manage not only the 
technical and strategic aspects of their products, but 
also the ethical, data-driven, and continuously evolv-
ing nature of AI technologies (Parikh, 2024). The role 
has expanded from its origins in brand management to 
become a critical, cross-functional driver of business 
success in the modern, AI-driven world.
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Figure 1. Evolution of Product Management 

(Source: Author’s own elaboration) 

 

 

Figure 1 illustrates the evolution of the product man-
agement. 

Product management is essential at every stage of 
PLC, yet there is no universally accepted model defin-
ing this process. Levitt (1965) introduced the four-
stage model-market development, growth, maturity, 
and decline-focused mainly on the product's life after 
its launch. Later, Cooper (2008) proposed the stage-
gate process, covering new product development from 
ideation to launch, but leaving the post-launch phase 
unaddressed. Recent definitions of product life cycle 
management (PLM) by Stark (2020) and Haines 
(2014) encompass the entire life cycle, from ideation 
to retirement. However, these frameworks mainly ad-
dress physical products and do not fully capture the it-
erative and unique nature of SPM. Geracie and 
Eppinger (2013) offered a more comprehensive frame-
work, but often blurred the distinction between product 
management and marketing roles, leading to ambigu-
ity around the specific responsibilities of PMs. 

Problem Statement: A top reason for product manage-
ment failure is a lack of clarity in PMs’ roles and re-
sponsibilities (Springer and Miler, 2022). Despite the 
considerable evolution of the role of PM, particularly 
with the advent of frameworks such as Agile and 
emerging technologies like AI, there remains signifi-
cant ambiguity regarding PM responsibilities. Existing 
studies, while extensive, have focused on isolated as-
pects of the role of PM without consolidating their 
findings, leading to fragmented views and a lack of 

clarity on the full scope of PM responsibilities. These 
inconsistencies are especially prevalent when compar-
ing PMs' activities in different organizational sizes 
(e.g., SMEs vs. large enterprises [LEs]), product seg-
ments (business-to-business [B2B] vs. business-to-
consumer [B2C]), and development methodology 
(Waterfall vs. Agile). As AI and Agile continue to re-
shape product management, the lack of a unified un-
derstanding of the evolving role of PM presents 
challenges for both academic research and practical 
implementation. This systematic review aims to ad-
dress this gap by synthesizing the current literature, 
clarifying PMs’ responsibilities, and providing in-
sights into how technological advancements, shifting 
market dynamics, and evolving company’s strategy are 
reshaping the role. 
 
2 Relevant study  
 
PM coordinates with the company’s cross-functional 
teams to align the product with organizational pro-
cesses and activities (Fricker, 2012). PM ensures that 
the product and stakeholders’ activities align with the 
product strategy. The role involves close cooperation 
with marketing management for market success and 
with the product development team to successfully ex-
ecute a product or incremental product feature for the 
product release. For the launch and delivery of a prod-
uct release, PM collaborates with the operations team. 
PM also collaborates with sales to enable the custom-
ers to take advantage of the product’s values. In 
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addition, PM works with customer service and support 
to deliver user training, consultancy, maintenance ser-
vice, and upgrades, and with legal, who provides ad-
vice regarding license use and protection and defense 
for the product against competitors and new market en-
trants. 

As per Maglyas, et al. (2017), the ISPMA SPM frame-
work draws on reference frameworks (Weerd, et al., 
2006; Ebert, 2009; Kittlaus and Clough, 2009; Fricker, 
2012). This framework represents the latest viewpoint 
on the organization and evolution of SPM. It is im-
portant to highlight that the referenced scientific re-
search contributes to the ISPMA SPM framework, but 
does not inherently render the ISPMA SPM framework 
scientific in itself. Kittlaus and Fricker (2017) and 
other sources (Geracie and Eppinger, 2013; Steinhardt, 
2017; Pragmatic Institute, 2022;) have focused on the 
entire product management framework, but they often 
mix roles and responsibilities with other functions, 
such as marketing, leaving PMs in a gray area. None 
of the aforementioned studies have a clearly defined 
framework for PMs that differs from the broader 
framework for product management. 

The Agile Manifesto and the Scrum Guide focus on 
software development (Kittlaus, 2012). The Agile 
Manifesto is an umbrella for several methods. The 
Scrum Guide is the most popular, with 56% adoption 
(COLLAB.NET VERSIONONE, 2017). Another ver-
tical, called the Scaled Agile, has the same Agile prin-
ciples and values, but focuses on LEs. SAFe is the most 
popular scaled Agile framework (CPRIME, 2017). 
Agile does not have a defined PM role, but scaled Ag-
ile does. This study uses the SAFe framework to com-
pare a traditional PM to an Agile PM due to its 
popularity. The product owner’s role differs from that 
of PM, as the product owner delivers Agile values with 
PM. 

Agile products impact the role of PM, and the product 
owner’s role is often confused with the role of PM 
(Tkalich, et al., 2022). Tkalich, et al. found that PMs’ 
responsibilities in the academic literature did not align 
with how PMs functioned in Agile organizations. The 
authors identified three groups of activities in which 
PMs engage: product related, team related, and sup-
porting. Tkalich, et al. argued that PMs should be a 
continuous link between business needs and software 
development, which is the essence of product 

management, regardless of the company context. They 
suggested choosing product management practices 
based on their contribution to achieving this goal. 
However, Tkalich, et al. did not clarify how these ac-
tivities differ from traditional PM activities. In addi-
tion, there is no implication defined in the extant body 
of knowledge, such as the ISPMA SPM Framework or 
ProdBOK®. 

PM roles and responsibilities vary based on company 
size (Tyagi and Sawhney, 2010; Maglyas, et al., 2017; 
Springer and Miler, 2018; Finch, et al., 2023). Springer 
and Miler (2018) identified different approaches to 
SPM depending on organization size. In a company’s 
early stages, the founders and core team members 
share responsibilities. As the company expands, the 
leaders often hire dedicated software PMs. Springer 
and Miler (2018) suggested that product characteristics 
also influence the software PM’s role. For example, 
the B2B model requires negotiating with clients and 
creating additional documents for business clients. 
Software PMs in the B2B model use specific tech-
niques (e.g., client workshops). In contrast, the B2C 
model requires understanding the users, their segmen-
tation, sources of origin, and behaviors to adapt the 
product to the target group with the highest business 
potential. Similarly, Finch, et al.’s (2023) findings 
highlight that the resources organizations seek when 
recruiting PMs are shaped by contextual factors such 
as firm size, sector, and organizational age. These fac-
tors influence the priority placed on different compe-
tencies. Larger firms or more mature companies may 
emphasize different skills compared to startups, espe-
cially regarding agility, innovation, and strategic align-
ment. 

The existing literature offers a fragmented perspective 
to practitioners, and no comprehensive systematic re-
view has been conducted to consolidate the evolving 
role of PMs, address limitations, and outline future re-
search directions. 

 
3 Review Questions 
 
The following research questions (see Table 1) were 
the center of the systematic review study. 
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Table 1. Research Questions and Motivation 
(Source: Author’s own research) 

Research questions Motivation 

1. What are the evolving responsibilities 
of a software PM? 

Software product management is a continuously evolving field, 
and more and more organizations are adopting the discipline. 
Keeping track of how a PM’s role is evolving is imperative 

2. How do organizational and product 
factors—such as B2B versus B2C, 

large enterprises (LEs) versus small–
medium enterprises (SMEs), Waterfall 
versus Agile methodologies, and AI—

impact PM's role? 

Understanding how different organizational structures, product 
segments, development methodologies, and technological advance-
ments shape the product manager’s role is essential for both practi-

tioners and researchers. These factors influence day-to-day 
responsibilities, decision-making processes, and strategic focus, 

providing insights into how product managers can adapt their ap-
proaches to fit specific business environments and emerging 

trends. This question seeks to clarify these influences, offering a 
comprehensive view of how the PM role is evolving across diverse 

contexts 
 

Table 2. Database Sources and Search Strings 
(Source: Author’s own research) 

No. Source Search string Number of results 

1 Google Scholar 
allintitle: (Role OR Roles OR Responsibility OR Re-

sponsibilities) AND ("Product Manager" OR  
"Product Managers" OR "Product Management") 

50 

2 ACM Digital Library1 (role* OR responsibilit*) AND Product AND  
manage* 5 

3 EBSCOhost2 TI (role* OR responsibilit*) AND TI ("product  
manage*") 30 

4 IEEE Xplore ("Document Title":product manage*) AND ("Docu-
ment Title":role* OR "Document Title":responsibil*) 10 

5 ProQuest Central3 ti(role*) AND ti("product manage*") 91 

6 Springer Link (role* OR responsibilit*) NEAR/1 "product  
manage*" 147 

7 ResearchGate (role* OR responsibilit*) AND "product manager" 19 
8 Books - 4 

Total 356 
Note. All the data sources returned results based on the search strings. However, there were additional steps taken for the data 
sources: 

1For the ACM Digital Library, the advance search option was selected, and the search string “role* AND product AND 
manage*” (without quotes) was used in the title search.  

2For EBSCOhost, the following databases were used: Academic Search Premier, Business Source Premier, eBook Collection, 
Education Resource Information Center (ERIC), and Applied Science and Technology Source. The search showed 26 results 
initially; when the page option was selected to 20 results per page to export citations, the website removed duplicates and 
showed 13 results.  

3For ProQuest Central, the full-text filter was applied and excluded trade journals; wire feeds; newspapers; magazines; and 
blogs, podcasts, and websites from the Source type. 

 

 

 

 

 

 

 

 



42 Nishant PARIKH  

4 Review methods 
 
The research is based on a systematic literature review 
(SLR). SLR followed the guidelines of Kitchenham 
and Charters (2007). The reasons for undertaking an 
SLR include summarizing the current research, identi-
fying gaps in the recent literature, providing future di-
rection, and avoiding bias in resource selection and 
result representation (Kitchenham and Charters, 2007). 
In this study, SLR showed the comprehensive roles 
and responsibilities of a software PM. ISPMA (2022) 
body of knowledge is used to synthesize PM’s activity 
names. 

In this study, SLR and snowball sampling techniques 
found a total of 14 results for the analysis, as shown in 
Appendix A. 
 
4.1 Data sources and search strategy 
 
A search was performed to collect literature from da-
tabases (see Table 2) to study the current state of the 
research. Source selection occurred based on academic 
preferences and resource availability. The search 
strings were based on the research questions and key-
words, role OR product management. Few keywords 
returned numerous resources related to the core topics. 
The sources included peer-reviewed articles, journals, 
conference documents, and books related to product 
management body of knowledge. Comprehensive 
sources were selected to reduce publication bias and 
perform a thorough SLR. 
 
4.2 Study selection 
 
Table 3 shows each data source's search criteria (inclu-
sion and exclusion). The goal was to collect infor-
mation for all years, all sources, full text, and in the 
English language only. The preliminary result con-
tained 89 sources. Further exclusions occurred based 
on the duplicates, title scan, abstract review, and full 
article review (see Table 3 and Figure 2). 

Wohlin’s (2014) snowballing technique occurred after 
the database searches and filtering. Stage 6 (Figure 2) 
results were an initial set for the snowballing technique 
(see Figure 3). One of the main advantages of snow-
balling is that it finds further references from relevant 
papers. Snowball sampling involves scanning study 

references to identify relevant papers. The citation 
analysis could result in examining many papers, espe-
cially those with numerous citations. In this study, 
snowball sampling found additional resources, for a to-
tal of 14 results for the analysis as shown in Appendix 
A. 
 
4.3 Data extraction 
 
Data extraction and synthesis was performed with At-
las.ti tool, with all copies of the full-text resources im-
ported into the tool. Next, each article underwent 
analysis and coding for relevant information. The cod-
ing involved labeling information to find activities 
based on the PM’s role.  

The data extracted from each paper included  

• the different produce manager roles and 
• PM activities. 

 
4.4 Data synthesis 
4.4.1 Synthesis of PM Roles 
 
The data extraction process showed the different PM 
roles used in the literature review. The roles included 
Product Leader, strategic PM, Agile product owner, 
technical PM, and product marketing manager (Mag-
lyas, et al., 2013; Geracie and Eppinger, 2013; Tkalich, 
et al., 2022). 
 
Product Leader 
 
Maglyas, et al. (2013) define this role as a leader who 
has a high level of authority and decision-making 
power, involvement in both strategic and tactical deci-
sions, access to necessary resources, including budget 
and personnel, a balanced role, managing both strate-
gic vision and implementation of that vision through 
various departments like engineering, sales, and mar-
keting. Leader PMs have authority over resource allo-
cation and can actively influence the success of the 
product by ensuring alignment between the strategy 
and its execution. They act as true product owners (dis-
tinct from Agile product owners) and are also referred 
to as vice presidents (VPs) of the product, taking re-
sponsibility for outcomes and steering the product 
from development to market. 
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Table 3. Database Sources and Inclusion/Exclusion Criteria 
(Source: Author’s own research) 

No. Source Search criteria (inclusion/exclusion) 
Number of results  

after applying  
the criteria 

1 Google Scholar 
Inclusion: any time (default selection); any type  

(default selection) 
Exclusion: include citations (custom selection) 

27 

2 ACM Digital Library Inclusion: ACM full-text collection (default); all dates 
(default) 5 

3 EBSCOhost Inclusion: full text (custom); all time (default) 
Exclusion: magazines, trade publications 13 

4 IEEE Xplore Inclusion: all years (default) 10 

5 ProQuest Central 

Inclusion: full text (custom) 
Exclusion: source type: blogs, podcasts, and websites; 

trade journals; wire feeds; newspapers (custom);  
magazines 

9 

6 Springer Link Inclusion: discipline: computer science 
Exclusion: preview-only content 16 

7 ResearchGate Inclusion. full-texts only 
Exclusion: data, preprints, presentations, posters 5 

8 Books Selection by credible authors 4 
Total 89 

Note. In this table, the default selection indicates that the selection was made by default from the source, while the custom 
selection indicates the author explicitly made the selection. 

 
Figure 2. Study selection procedure 

(Source: Author’s own study) 
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Figure 3. Snowballing Procedure 

(Source: Author’s own study) 
 

Product Manager (Strategic) 
 
PM is a general role for a team member who manages 
one or more products within an organization. PMs 
channel market needs into the organization and seek an 
optimal balance between customers’ needs and the or-
ganization’s capabilities. Maglyas, et al. (2013) define 
this role as a strategist who focuses on defining the 
product vision, strategy, roadmap, and shaping the 
product's direction, but often without full control over 
resources. PMs play an important role in maximizing 
the return on an organization’s investment over the 
product life cycle (Geracie and Eppinger, 2013). PMs 
have a boundary role at the intersection of the market 
and the organization (Lysonski, 1985). Hence, it is also 
called a market-facing or outbound role. So, PM, stra-
tegic PM, and market-facing PM are all the same role 
with different titles. 
 
Agile Product Owner 
 
There has been a PM role since 1931, when Neil H. 
McElroy introduced the role. The product owner role 
became more popular in 2001 with its introduction in 
the Agile manifesto. The Agile method has a clearly 
defined product owner role, and PM maximizes the 
business value of the output of the scrum development 
team. In most environments, the product owner and 
PM have separate roles, but remain linked for optimal 
communication. They have clearly defined and distinct 
tasks and responsibilities comparable to those of the 
strategic and technical PMs (ISPMA, 2022). None of 
the sources in this study showed the distinction be-
tween the technical PM and product owner; instead, 
they presented the roles as overlapping and necessary 
in an organization. This study reveals that activities 
performed by the technical PM and Product Owner are 
almost aligned, and hence both roles should be consid-
ered as a single role. While the Product Owner is 

Agile-specific role, the technical PM is a widely ac-
cepted, generic, and development-methodology-inde-
pendent role. 
 
Technical PM 
 
Maglyas, et al. (2013) define this role as an expert who 
has deep technical expertise, typically focused on a 
specific area, such as product development, engineer-
ing, or feature prioritization, has limited involvement 
in broader strategic planning and resource manage-
ment, and has a strong understanding of the product's 
technical details and how these align with customer 
needs and business goals. The technical PM commonly 
partners with market-facing PMs to serve the market’s 
needs. Technical PMs spend significant time support-
ing the product development team. Hence, any activi-
ties which require product engineering collaboration 
should be considered as the technical PM’s responsi-
bility. 
 
Product Marketing Manager 
 
The product marketing manager’s role focuses on go-
to-market activities, dividing the product life cycle into 
separate parts as the company expands. PM, who used 
to manage the entire product life cycle, now handles 
prelaunch activities in the product life cycle, while the 
product marketing manager assumes responsibility for 
postlaunch activities (Geracie and Eppinger, 2013). 
Kittlaus and Fricker (2017) indicate that the product 
marketing manager’s role is separate from that of the 
strategic PM. However, in some organizations, one 
person takes on both roles as a strategic PM or product 
marketing manager. This study's purpose was to define 
a PM's role as distinct from other roles. Thus, the study 
did not include the product marketing manager’s role 
due to the assumption that software organizations have 
a separate role for product marketing. 
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4.4.2 Synthesis of PM Activities 
 
Synthesis of the PM activities was the most exhausting 
task of the research. The biggest challenge was the lack 
of common activity namings for PMs in the literature 
review. Therefore, synthesizing PM responsibilities 
and accountabilities was difficult. The first action was 
to find the activity naming standards most researchers 
and authors used. ISPMA (2022) was the reference for 
categorizing the activities found in the research. Most 
activities fell under the ISPMA super activity name 
(see Appendix B). However, a few changes were made 
to the ISPMA activity category to distinguish PMs’ ac-
tivities. For example, ISPMA’s full product manage-
ment framework has an activity called development 
execution that falls under development (product engi-
neering). However, supporting the product engineering 
team is a responsibility specific to PMs. Therefore, the 
activity was changed to supporting the product engi-
neering team. Appendix B presents the activity naming 
standards and the rationale for changing certain 
ISPMA activities to focus on PMs. 

Many researchers and authors considered identifying 
solution as a technical PM’s responsibility. The tech-
nical PM shares this responsibility with the product en-
gineering team. However, ISPMA (2022) does not 
have a separate category for identifying solution, as 
this activity falls under the product definition. With 
several studies, including Geracie and Eppinger 
(2013), it was necessary to illuminate the activity as a 
separate category before presenting the product defini-
tion in the life cycle. ISPMA does not have a category 
for a product’s end-of-life (EOL) plan. Therefore, an-
other new activity was created. 

Appendix B identifies two key super activities which 
are not illuminated in ISPMA (2022). One is Identify 
Solution and Another is product EOL. Furthermore, 
the synthesis via literature review illuminated 18 PM’s 
activities and how they are impacted by various organ-
izational and product contexts. 

The following is a synthesis of each activity, showing 
the responsibilities of PMs. 

Market Analysis. Market research is a multifaceted 
process essential for successful product development 
and positioning. It begins with user research, where in-
depth insights into user behaviors, needs, and pain 
points are gathered (Springer and Miler, 2018). 

Product discovery, or product ideation, follows, in-
volving the generation and validation of ideas to create 
innovative solutions (Tkalich, et al., 2022). PMs con-
duct thorough market research and competitor analysis 
to understand trends, customer preferences, and 
emerging technologies. Maglyas, et al. (2012) found 
that all LEs had separate departments for market and 
customer analyses that provided necessary data to 
PMs. Maglyas, et al. (2017) perceived the market anal-
ysis as sporadic and informal in small–medium enter-
prises (SMEs). 

In B2C, PMs analyze market trends, consumer behav-
ior, and preferences using surveys, A/B testing, and 
user feedback to identify opportunities. In contrast, 
B2B PMs focus on industry trends, competitor analy-
sis, and specific client requirements, often engaging di-
rectly with corporate clients and conducting in-depth 
research to meet business needs (Springer and Miler, 
2018). 

For PMs who manage AI products, market analysis 
heavily relies on the availability of high-quality data 
that adds data sourcing and acquisition activities, in ad-
dition to the traditional PM activities (Parikh, 2024). 
However, generative AI significantly speeds up tasks 
like secondary research, competitive analysis, and 
gathering user feedback, making it easier to identify 
market opportunities while reducing the manual work-
load (Parikh, 2023). 

Customer Insight. PMs interacts with customers to 
gather requirements and feedback (Tkalich, et al., 
2022). ISPMA defines customer insight in the product 
planning phase. However, customers are involved 
throughout PLC. The conceive phase involves custom-
ers in a market analysis activity to understand their 
pain points and validate solutions/prototypes. In the 
development phase, customers validate incremental 
delivery (sprint demo) as part of the user stories ac-
ceptance criteria, an Agile-specific activity. In the 
qualify phase, customers get involved in product veri-
fication/user acceptance testing, a traditional Waterfall 
activity. In launch and delivery, customers provide 
feedback and complete a satisfaction survey as part of 
the continuous market analysis activity.  

Identify Solution. Identifying solutions or concept is a 
crucial process that involves proposing and evaluating 
potential answers to identified needs and problems. It 
begins with proposing solutions that align with the 
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initial requirements and objectives (Springer and 
Miler, 2018). These proposed solutions are then sub-
ject to idea evaluation through mock-ups or working 
prototypes, allowing for a tangible representation of 
the concept (Tkalich, et al., 2022). Throughout this 
process, identifying detailed requirements remains 
critical, as it helps to refine the solution and ensure it 
addresses all necessary aspects and constraints (Bek-
kers, et al., 2010). This systematic approach to solution 
identification ensures that the final product is both vi-
able and aligned with user needs and business goals. 

For AI-based products, the identify solution activity 
becomes more nuanced, as it involves not just creating 
a new feature, but also ensuring that the AI model can 
effectively address the problem. This phase requires 
evaluating data availability, model feasibility, and eth-
ical considerations (Parikh, 2024).  

Positioning and Product Definition. Positioning and 
product definition are essential steps in ensuring a 
product's market success. This process begins with 
proposing solutions aligned with the strategic vision 
(Springer and Miler, 2018; Tkalich, et al., 2022) and 
identifying detailed requirements (Bekkers et al., 
2010). Creating a compelling product vision and artic-
ulating a future vision inspire and guide the develop-
ment team (Maglyas, et al., 2017). PM defines the 
product vision by understanding market trends, con-
sumer needs, and technology, guiding development.  

Cross-Functional Collaboration. PMs coordinate be-
tween departments like marketing, engineering, sales, 
and finance, ensuring alignment with the product strat-
egy and vision. They facilitate communication, bridge 
gaps, resolve conflicts, and ensure all teams align with 
the product's goals and broader business objectives 
(McDaniel and Gray, 1980). Lysonski and Woodside 
(1989) explored the concept of boundary spanning in 
product management. They emphasize the unique po-
sition of PMs in handling role conflicts, particularly in 
industries where organizational boundaries are rigid. 
Their findings highlight the need for PMs to adeptly 
manage stakeholder relationships and navigate con-
flicting expectations from different departments. SAFe 
(2023) indicates that PMs provide support and enable 
key functions in the operational value stream to realize 
the full value of every release.   

AI products introduce an additional layer of cross-
functional collaboration by requiring PMs to work 

closely with data scientists and machine learning engi-
neers. This collaboration focuses on refining data qual-
ity, selecting appropriate models, and continuously 
monitoring AI performance to ensure it aligns with 
product goals and ethical standards (Parikh, 2024). 

Sourcing. PMs identify resource gaps and constraints 
and predict upcoming resource shortages to enable 
timely action. In Waterfall, the project manager han-
dles resource management or acquisition. SAFe (2023) 
does not indicate who should handle the resource man-
agement or acquisition. PMs often work with the re-
sponsible line manager, typically the development 
manager. An external website identified that poor re-
source planning is the top disadvantage of Agile 
(Lynn, 2023). Tkalich, et al. (2022) identified that PMs 
in many companies compete with each other to acquire 
resources. Bekkers, et al. (2010) highlighted PMs also 
engaged in build/buy/partner analysis. Sourcing is a 
shared responsibility between PMs and product engi-
neering as per the given budget, and Leadership is con-
sulted for Approval.  

Financial Analysis. Tkalich, et al. (2022) describe that 
PMs are responsible for profitability of the product. 
PM puts together pricing, revenue, and cost in a finan-
cial business case. PM consults the marketing or pric-
ing manager (if available) for pricing, product 
engineering for the cost to build, and sales for revenue 
forecast. PM influences the pricing determination in 
product-led organizations; however, in the sales-led 
organization, it may be sales that drive the pricing. In 
software products, marketing has less influence on 
product pricing. SAFe (2023) indicates that PM finds 
economically viable solutions with more value than 
costs. However, the business owner creates a lean busi-
ness case containing financial aspects such as cost and 
revenue forecasts. If the business owner is not in a sep-
arate role, PM handles financial analysis in Agile. Fur-
thermore, in LEs, PMs make decisions and lead the 
product independently. PM addresses financial man-
agement while consulting with the leader. In SMEs, 
leaders handle financial analysis and PMs are informed 
optionally. 

Legal and Compliance Management. Geracie and Ep-
pinger (2013) and other sources did not provide legal 
and compliance management details, but briefly ad-
dressed the need for legal contracts and documents. 
ISPMA (2023) suggested that software PMs are 
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usually not legal experts and do not have to be. How-
ever, legal risks can significantly impact a product’s 
success. Therefore, PMs should remain aware of and 
take action to avoid or mitigate legal risks. PMs can 
turn to legal experts for guidance, but should know the 
important questions to ask the legal experts (ISPMA, 
2022).  

Roadmapping. Tkalich, et al. (2022) found that PMs in 
a large company are more committed to the roadmaps 
than PMs in a smaller company, which flexibly apply 
their roadmaps. Agile has flexible roadmaps that con-
tinuously change as organizational objectives and cus-
tomer needs change (SAFe, 2023b), while Waterfall is 
a more predictable, long-term roadmap, but less agile. 

Release Planning. According to ISPMA (2022), re-
lease planning defines the detailed contents of a forth-
coming product release to maximize the value of the 
release in relation to the product’s success over its life 
cycle. In Agile, releases are broken into sprints to de-
liver incremental value. The technical PM or product 
owner works with the engineering team on the detailed 
release and sprint planning. 

In B2C, release planning involves shorter cycles and 
frequent updates driven by market feedback, allowing 
quick iterations to match changing consumer prefer-
ences. In contrast, B2B PMs follow longer release cy-
cles, prioritizing stability and aligning with client 
schedules to address specific business needs (Springer 
and Miler, 2018). 

Product Requirements Engineering (or Prioritized 
Product Backlog in Agile). Product requirements engi-
neering is a structured process involving the meticu-
lous analysis and documentation of product needs to 
ensure alignment with customer and business objec-
tives. This begins with the detailed analysis of require-
ments (Springer and Miler, 2018) and extends to the 
gathering of comprehensive information from stake-
holders (Bekkers, et al., 2010). Managing the backlog 
and writing user stories further break down these re-
quirements into actionable tasks, facilitating an itera-
tive and responsive development process (Kittlaus, 
2012). PMs are responsible for gathering of require-
ments from different sources (e.g., sales, support, and 
evolving market needs). Changing requirements 
throughout the life cycle are often specified in stand-
ardized documents (in Waterfall) or sorted lists called 
backlogs (in Agile). Sales, customer service, and 

support teams are consulted to understand customer 
pain points and generate opportunities, which turns 
into product requirement engineering. Technical PM 
helps manage requirements regarding prioritization, 
elaboration, and roadmapping. 

Supporting the Product Engineering Team. PMs play a 
pivotal role in supporting the product development 
team by fostering close cooperation and providing con-
tinuous guidance throughout the development process 
(Springer and Miler, 2018). They ensure that individu-
als on the team are consistently followed up to address 
any concerns and maintain alignment with project 
goals (Tkalich, et al., 2022). Supporting the team in 
their delivery efforts is crucial, as it involves removing 
obstacles and facilitating a smooth workflow (Tkalich, 
et al., 2022). Effective product development requires 
managing scope changes adeptly, ensuring that any 
modifications are well communicated and do not dis-
rupt the project timeline or objectives (Bekkers et al., 
2010). By integrating these responsibilities, PMs en-
sure that the development team is well supported, mo-
tivated, and capable of delivering high-quality 
products (Maglyas, et al., 2017). In SMEs, the software 
PM may assume the product owner role; however, that 
construct does not scale up. In larger environments, ad-
ditional team members cooperating with the strategic 
PM fill the product owner role (Kittlaus, 2012). 

Detailed Requirements Engineering (or Define User 
Stories, Acceptance Criteria, and Prioritized Backlog 
in Agile). Detailed requirements engineering is part of 
the development phase. After defining the release con-
tents, PM submits and refines the corresponding prod-
uct requirements for development (ISPMA, 2022). The 
phase also includes UX development. The UX design 
scope and product expectations fall under the product 
definition activity, which happens in the conceive 
phase. The minor UI/UX enhancements are handled as 
a part of ongoing development. Detailed requirements 
engineering is a shared responsibility of the technical 
PM and product engineering team. The technical PM 
coordinates with UX and developers. In Agile, the 
product owner writes functional stories and the product 
engineering team writes nonfunctional stories. The 
user stories contain detailed acceptance criteria, in-
cluding UX considerations. 

Product Verification (and/or Accept User Stories in 
Agile). PM gets heavily involved in product 
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verification testing as a proxy user to ensure the overall 
functionality. Many PMs review and prioritize quality 
issues to determine which issues to correct before 
launch. PMs may also handle formal acceptance and 
approval with the test team. PM may also become in-
volved with the customer in planning and creating user 
acceptance testing (Geracie and Eppinger, 2013). In 
Waterfall, the customer participates in the qualify 
phase to validate the whole product. However, in Ag-
ile, the customer participates in the development phase 
to validate incremental features and in the qualify 
phase for the whole product verification. Typically, the 
quality engineering team (a part of product engineer-
ing) handles detailed product testing and ensures qual-
ity assurance, while PMs handle the whole product or 
release signoff. Technical PMs or product owners ad-
dress user stories acceptance. 

Operations Readiness. PMs support and enable key 
functions (e.g., marketing, sales, legal and compliance, 
customer service and support) to ensure the full value 
of every release (SAFe, 2023b). Product support read-
iness enables the support team to maintain the product 
after the sale. According to ISPMA (2022), support 
consists of the product-related services provided to ex-
isting customers, such as maintenance, training, oper-
ations, and the user help desk. Kittlaus and Fricker 
(2017) indicated that product-specific training is im-
portant to product success. The company’s sales and 
marketing, technical support, and, if applicable, cus-
tomers should receive product-specific training. In 
larger companies, training requires a multiplier ap-
proach. Developers and PMs conduct initial training 
for the staff (i.e., by training the trainers) who subse-
quently conduct the training.  

Orchestrate Product Launch. PMs are responsible for 
creating and executing the product launch strategy, 
collaborating with sales and marketing to ensure 
proper market positioning and messaging. They over-
see comprehensive launch preparations, coordinating 
efforts across various teams to ensure readiness and 
alignment with launch goals (Bekkers, et al., 2010).  

Product Performance Management. Product perfor-
mance management is a critical responsibility for PMs, 
involving continuous assessment and adjustment to en-
sure product success. This begins with assessing risks 
to identify potential issues that could impact the 
product's performance (Tkalich, et al., 2022). 

Monitoring the product and making necessary adjust-
ments are essential to respond to real-time data and 
feedback (Tkalich, et al., 2022). SAFe (2023) does not 
present product performance management as PM’s re-
sponsibility. However, Tkalich, et al. (2022) found that 
product monitoring and adjustment occurred in all 
companies with Agile PMs. 

In AI-driven products, performance monitoring be-
comes even more critical, as it involves tracking not 
only user interactions, but also the performance of the 
AI models themselves. This includes continuously as-
sessing model accuracy, detecting bias, monitoring 
drift over time, and ensuring the ongoing effectiveness 
of AI models to maintain the product's value and trust-
worthiness (Parikh, 2024). 

EOL Plan. Jansen, et al. (2011) explored the critical 
aspects of managing the EOL phase for products, em-
phasizing the importance of strategic planning and ex-
ecution. Their findings highlight that EOL 
management involves not only the cessation of produc-
tion, but also the careful consideration of customer 
support and communication strategies. Effective EOL 
management can mitigate risks associated with prod-
uct discontinuation, such as customer dissatisfaction 
and potential market gaps. The study underscores the 
necessity for companies to develop comprehensive 
EOL plans that address both internal and external 
stakeholders' needs, ensuring a smooth transition and 
maintaining customer trust even as a product exits the 
market. Legal considerations and contract terms can 
indicate the appropriate approach and timing for the 
product’s retirement. Another important factor is prod-
uct support. While company leaders may choose to 
withdraw a product from the market, they may main-
tain some product support past the point of the prod-
uct’s retirement. A well-thought-out plan enables 
customers to plan and manage their transition to alter-
native products (Geracie and Eppinger, 2013). While 
PM outlines the strategic EOL for customers, the tech-
nical PM outlines the technology decommissioning 
plan with the engineering consultants. 
 
5 Findings and discussion 
 
SLR revealed a comprehensive set of roles and respon-
sibilities for software PMs, synthesizing findings from 
various sources. Key roles identified include Product 
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Leader, Strategic PM, Agile Product Owner, and Tech-
nical PM (Maglyas, et al., 2013; Geracie and Eppinger, 
2013; Tkalich, et al., 2022). The strategic role is cus-
tomer facing and impacts the product, while the tech-
nical role is internal, except in Agile, where it extends 
to gathering customer feedback during sprints. The 
technical PM influences team product engineering. 
Strategic activities require strong business acumen, 
customer communication, and product management 
skills, whereas technical activities require technical 
knowledge and an understanding of the development 
environment. The strategic PM focuses on product dis-
covery through continuous market analysis, while the 
technical PM focuses on continuous delivery. Agile 
Product Owner and Technical PM turned out to be the 
same role working close with product development 
team and delivery. The extant literature review has fo-
cused on Strategic PM role as an ideal persona. How-
ever, there is still lack of clarity with the Product 
Leader role in the literature. 

SLR identified how AI, product segment, organiza-
tional size, and Agile methodology shape the evolving 
role of PMs. 
 
5.1 AI Impact on Product Management 
 
AI has added new dimensions to PM's role, particularly 
in market analysis, solution identification, and perfor-
mance monitoring. AI products require PMs to ensure 
data availability and quality for model training and de-
ployment (Parikh, 2024). Generative AI enhances sec-
ondary research by quickly synthesizing user feedback 
and market trends (Parikh, 2023). In addition, PMs 
must work closely with data scientists and machine 
learning engineers, focusing on ethical considerations 
and the ongoing monitoring of AI model accuracy, 
bias, and drift. 
 
5.2 Product Segment 
 
The responsibilities of PMs differ significantly be-
tween B2C and B2B products, impacting their daily 
activities and strategic focus. In B2C environments, 
PMs emphasize rapid iteration, user-centric design, 
and market adaptability, requiring them to be agile and 
responsive to consumer feedback (Springer and Miler, 
2018). They focus on market analysis, user research, 

and frequent release planning to quickly respond to 
changing trends and preferences. Conversely, B2B 
PMs must navigate longer development cycles, priori-
tize stability, and align features with specific client 
needs (Springer and Miler, 2018). Their responsibili-
ties include direct client interactions, detailed require-
ment gathering, and coordinating complex 
customizations, which often involves balancing multi-
ple stakeholders and ensuring long-term client satis-
faction. This difference in focus requires B2C PMs to 
be more market-driven, while B2B PMs need to be 
adept at managing relationships and tailored solutions. 
 
5.3 Organizational Size 
 
Organizational size significantly affects the distribu-
tion of product management roles. In LEs, roles are 
more specialized, with dedicated teams for market re-
search, customer analysis, and product strategy (Mag-
lyas, et al., 2017). SMEs often combine these 
functions, resulting in a more flexible yet informal ap-
proach to product management activities. LEs tend to 
have formal processes for market analysis and cross-
functional collaboration, while SMEs rely on adapta-
bility and resource sharing among PMs. 
 
5.4 Agile methodology 
 
Agile practices have redefined PM's role, emphasizing 
collaboration, iterative development, and flexibility. 
The introduction of the Agile Product Owner role has 
aligned technical PMs with the development team, fo-
cusing on backlog prioritization and sprint planning. 
PMs operating within Agile environments must adapt 
to ongoing changes, integrate customer feedback reg-
ularly, and work closely with engineering to ensure 
rapid, value-driven product iterations. This methodol-
ogy has broadened PMs' involvement across the prod-
uct life cycle, requiring continuous market and 
performance assessments. 
 
6 Discussion and Conclusions 
 
This SLR found 18 key responsibilities for PMs. This 
study found that a technical PM has similar responsi-
bilities as a product owner, a role in the Agile method-
ology.  
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The study synthesizes key research from various 
sources on PM's roles and responsibilities, along with 
the influence of organizational factors on these roles. 
Therefore, this SLR represents the most current per-
spective on the studies discussed in the related litera-
ture section.  

The literature review reveals that the PM's role is com-
plex and multifaceted, shaped significantly by factors 
such as AI integration, product segment, organiza-
tional size, and Agile methodologies. AI has funda-
mentally impacted product management, adding new 
responsibilities related to data quality, model feasibil-
ity, and ethical considerations. On the other side, 
GenAI has been optimizing PM’s day-to-day respon-
sibilities. PMs now collaborate more closely with data 
scientists and machine learning engineers, highlighting 
the need for cross-functional expertise. The use of gen-
erative AI further enhances market analysis and solu-
tion identification, allowing PMs to quickly synthesize 
market trends and generate actionable insights. 

Product segment-whether B2C or B2B-dictates the 
PM's strategic focus and daily activities. B2C PMs em-
phasize rapid iteration, user-centric design, and market 
adaptability, while B2B managers prioritize stability, 
longer development cycles, and client-specific require-
ments. These differences necessitate distinct skill sets, 
with B2C managers being market-driven and B2B 
managers excelling in client relationship management 
and custom solutions. 

Organizational size also influences PM's role. In LEs, 
product management roles are more specialized and 
segmented, supported by dedicated teams for market 
analysis and product strategy. In contrast, SMEs often 
adopt a more flexible, informal approach, where PMs 
wear multiple hats and engage in a wider range of ac-
tivities. 

The adoption of Agile methodologies has redefined 
product management practices by promoting flexibil-
ity, iterative development, and continuous customer 
feedback. The introduction of the Agile Product 
Owner role aligns closely with technical product man-
agement, requiring collaboration with engineering 
teams to prioritize backlogs and plan sprints. This has 
expanded the scope of PMs' involvement across the 
product life cycle, requiring constant market assess-
ment, performance monitoring, and adaptation to 
changing customer needs. 

7 Limitations and Future Research 
 
While this systematic review provides a comprehen-
sive understanding of the evolving role of PMs across 
various contexts, it is not without its limitations. First, 
the literature reviewed primarily focuses on the soft-
ware and technology sectors, which may limit the ap-
plicability of the findings to other industries such as 
health care or manufacturing. The study also lacks em-
pirical validation through interviews or case studies, 
which could provide practical insights into how PM 
roles are implemented in real-world settings. Future re-
search should address these limitations by exploring 
the role of PMs in diverse industries and organizational 
structures, as well as incorporating empirical research 
to validate the synthesized activities and responsibili-
ties. In addition, there is a need to investigate how 
emerging technologies, such as AI, continue to reshape 
PM’s role. 

The additional future research should address the fol-
lowing key topics: 

Clarification of the Product Leader Role: Extant stud-
ies primarily focus on the activities performed by PMs 
as a strategic role, often overlooking activities per-
formed by Product Leaders. While PMs handle the 
day-to-day execution of product strategies, Product 
Leaders play a pivotal role in steering the overall vi-
sion and ensuring that the product's strategic direction 
is in harmony with broader business objectives. Unlike 
traditional PMs, Product Leaders are responsible for 
high-level decision-making, resource allocation, and 
fostering innovation, which are essential for navigating 
complex product ecosystems in dynamic markets. 
Their activities are essential for maintaining coherence 
between a product's vision and its realization, an area 
that remains underexplored in existing literature. Fu-
ture studies could delve deeper into this role, poten-
tially through empirical research, to provide more 
detailed insights. 

Need for Clear Role Definitions in Product Manage-
ment Frameworks: The current product management 
frameworks present comprehensive activities, but of-
ten fail to clearly distinguish the specific roles and re-
sponsibilities of different types of PMs, such as 
Product Leaders, PMs, and technical PMs. There is a 
need to revise these frameworks to provide clearer def-
initions of each role and its associated responsibilities. 
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Evaluating the Criticality of the Activities: Further-
more, additional quantitative studies examining the 
importance of these activities would provide greater 
clarity on the role's overall scope. 

Explore the Impact of Lean Product Management 
Practices on PM’s roles and responsibilities: An im-
portant area for future research is the impact of Lean 
Product Management on the role and responsibilities 
of PMs in software development. While Lean has been 
extensively studied in the context of physical products, 
Lean's emphasis on value delivery remains underex-
plored in the software context. Future studies could ex-
amine how Lean integrates with Agile, its challenges 
in software environments, and its influence on PMs’ 
roles. Addressing this gap would provide valuable in-
sights into how Lean practices shape the evolving re-
sponsibilities of software PMs. 

This study concludes the current state of PM’s roles 
and responsibilities with limitations and future re-
search recommendations. 
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9 Appendix A 

Table 4. Final Study Selection 
(Source: Author’s own research) 

Source type Author and year Research Approach Major focus 

Journal article Maglyas, et al. (2013) Empirical research Roles of software product  
managers 

Conference paper Springer and Miler 
(2018) Interviews 

Role of a software product 
manager in various business 
environments 

Conference paper Tkalich, et al. (2022) Interviews Agile product manager 
activities 

Conference paper Jansen, et al. (2011) Interviews and Case  
studies 

Ending the life of a software 
product 

Journal article Maglyas, et al. (2017) Empirical studies Core software product  
management activities 

Conference paper Bekkers, et al. (2010) 
Action research/literature 
review/case studies/expert 

review 

SPM competency model and 
maturity matrix 

Book Geracie and Eppinger 
(2013) 

Product Management 
Community Collaboration 

Body of knowledge  
(ProdBOK®) 

Book Kittlaus and Fricker 
(2017) Research based SPM body of knowledge 

(ISPMA BoK) 

SAFe Website SAFe (2023) Industry-accepted SAFe 
practice Agile Product Management 

Journal article Lysonski (1985) Primary research based Product Manager’s boundary 
theory 

Book chapter Kittlaus (2012) Primary research based SPM and Agile software  
development 

Journal article McDaniel and Gray 
(1980) Literature review Product Manager 

Journal article Finch, et al. (2023) Primary research based 

What makes a product 
manager? A dynamic 
capabilities view of product 
management 

Journal article Lysonski and Woodside 
(1989) Empirical study 

Boundary role spanning 
behavior, conflicts, and 
performance of industrial 
product managers 

Note. Please note that books are excluded from the literature review for the synthesis of product manager (PM) activities (refer 
to Appendix B). 
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10 Appendix B 
 

Table 5. Activity Mapping to Common Naming 
(Source: Author’s own research) 

No. ISPMA  
naming 

Different naming used by various 
sources Explanation Changed name 

1 Market analysis 

- User research (Springer and Miler, 
2018) 

- Product discovery (product 

ideation)  
(Tkalich, et al., 2022) 

- Market Research (McDaniel and 
Gray, 1980) 

ISPMA synthesizes well 
on all these concepts and 

comprises under the  
Market Analysis  

category 

No change 

2 - 

- Proposing solutions (Springer and 
Miler, 2018) 

- Idea evaluation (mock-up, working  
prototype) (Tkalich, et al., 2022) 

ISPMA consolidates  
solutioning with the  
Product Definition  

category. Geracie and  
Eppinger (2013)  

describes well to identify  
solution candidate via  

prototype validation, then  
create product definition. 
Hence, identify solution is  

separated out as an  
important activity to hi-

ghlight 

Identify solution 

3 Customer  
insight 

- Interacts with the customer (Tka-
lich, et al., 2022) 

- Gathering user feedback (Tkalich, 
et al., 2022) 

- Requirements identification (Bek-
kers et al., 2010) 

ISPMA naming fits well No Change 

4 
Positioning and  

product  
definition 

- Strategic vision creation (Tkalich et 
al., 2022) 

- Product vision creation (Maglyas, 
et al., 2017) 

- Product vision and strategy (McDa-
niel and Gray, 1980) 

ISPMA naming fits well  
However, Maglyas et al. 

(2017) proposed this cate-
gory to change as vision 
creation. Here, both the 

terms are used for a better 
clarity and product vision 

is used instead of only  
vision to separate out from 

the company vision 

No change 

5 Ecosystem  
management 

- Stakeholder management (Springer 
and Miler, 2018) 

- Engaging internal stakeholders 
(Tkalich, et al., 2022) 

- Cross-functional Leadership 
(McDaniel and Gray, 1980) 

PMs collaborate with them 
cross-functional teams,  

instead of managing them. 
Hence, rename the activity 

to cross-functional  
collaboration 

Cross-functional 
collaboration 

6 Sourcing 

- Make or buy decision (Bekkers, et 
al., 2010) 

- Acquiring resources (Tkalich, et 
al., 2022) 

ISPMA naming and  
definition consolidates 
well on the resource  

planning and  
make versus buy decision  

regards to software  
components 

No change 
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No. ISPMA  
naming 

Different naming used by various 
sources Explanation Changed name 

7 Financial  
management 

- Responsible for the profitability of 
the product (Tkalich, et al., 2022) 

- Partnering and contracting (pricing) 
(Bekkers, et al., 2010) 

For simplicity, pricing is 
consolidated into the  

financial management  
category, and it is named 

as financial analysis 

Financial analysis 

8 

Legal and intel-
lectual property 

rights (IPR) 
management 

- Project compliance (Tkalich, et al., 
2022) 

- Partnering and contracting (service  
level agreements, intellectual  
property management) (Bekkers, et 
al., 2010) 

The legal, IPR, and  
compliance-related  

activities are consolidated 
into a single category as 

they are related 

Legal and  
compliance  
management 

9 
Performance and  

risk  
management 

- Assessing risk (Tkalich, et al., 
2022) 

- Product monitoring and adjust-
ments (Tkalich, et al., 2022) 

- Post-launch evaluation and im-
provement (McDaniel and Gray, 
1980) 

Performance might be  
confusing with system  
performance; so, to be  

specific, product  
performance is used. Risk 

management  
applies to the entire  

product life cycle, so it is  
removed from the naming 

Product  
performance  
management 

10 Roadmapping 

- Prioritizing projects or tasks (Sprin-
ger and Miler, 2018) 

- Gathers and prioritizes features 
(Tkalich, et al., 2022) 

- Presents a prioritized product bac-
klog (Tkalich, et al., 2022) 

- Requirements prioritization (Bek-
kers, et al., 2010) 

- Product roadmapping (Bekkers, et 
al., 2010) 

- Strategic planning (Maglyas, et al., 
2017) 

Universally accepted  
naming for a PM No change 

11 Release  
planning 

- Define goals (Springer and Miler, 
2018) 

- Communicates business needs to 
the  
development team (Tkalich, et al., 
2022) 

- Decides release dates and content 
(Tkalich, et al., 2022) 

- Release definition (Bekkers, et al., 
2010) 

- Release definition validation (Bek-
kers, et al., 2010) 

- Participating in sprint planning and  
reviews (Kittlaus, 2012) 

- Collaboration with product mana-
gement on release planning (Kit-
tlaus, 2012) 

Universally accepted  
naming for a PM No change 

12 
Product  

requirements  
engineering 

- Analysis of requirements (Springer 
and Miler, 2018) 

- Requirements gathering (Bekkers, 
et al., 2010) 

ISPMA naming is  
generally accepted, but 

more traditional.  
Geracie and Eppinger 

Product  
requirements  

engineering or  
prioritized  
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No. ISPMA  
naming 

Different naming used by various 
sources Explanation Changed name 

- Requirements organizing (Bekkers, 
et al., 2010) 

- Managing the backlog (Kittlaus, 
2012) 

(2013) defines well with 
respect to Agile method 
(i.e., prioritized product 

backlog) 

product backlog  
(in Agile) 

13 Development  
execution 

- Cooperation with the development 
team (Springer and Miler, 2018) 

- Individuals follow-up (Tkalich, et 
al., 2022) 

- Supporting team delivery (Tkalich, 
et al., 2022) 

- Product development (Maglyas, et 
al., 2017) 

- Scope change management (Bek-
kers, et al., 2010) 

Many sources have  
confused the generic  
product development  

versus what PM is  
responsible for. The  

development execution is 
a stage of product life 

cycle and not the Product 
Manager responsibility 

Supporting the  
product  

engineering team 

14 
Detailed  

requirements  
engineering 

- Tactical planning (Kittlaus, 2012) 

- Just-in-time (JIT) story elaboration 
and acceptance  
(Kittlaus, 2012) 

- Product development and execution 
(McDaniel and Gray, 1980) 

ISPMA naming looks 
universal, comprising all 
these activities. However,  

missing Agile-specific  
naming in or clause 

Detailed  
requirements  

engineering or  
define user  

stories, acceptance 
criteria, and  
prioritized  

backlog (in Agile) 

15 Quality  
management 

- Build validation (Bekkers, et al., 
2010) 

Geracie and Eppinger 
(2013) naming looks more 

specific as PM’s  
responsibility. ISPMA  

naming is a broader  
category 

Product  
verification 

16 Product launch 

- Launch preparation (Bekkers, et al., 
2010) 

- Training (Bekkers, et al., 2010) 

- Product launch (McDaniel and 
Gray, 1980) 

PMs are not responsible 
for product launch itself. 

However, they are respon-
sible for orchestrating the 

launch 

Orchestrate product 
launch 

17 

Channel  
preparation 

value  
communication 
service planning  
and preparation 

- Product support (Jansen, et al., 
2011) 

There were various  
activities related to the  
operations and support  
readiness, which are  

consolidated into a single 
category instead of having 

many 

Operations  
readiness 

18 - - Product end-of-life (Jansen, et al., 
2011) 

ISPMA framework did not 
define any category for 
end-of-life, so the new  

category is created 

End-of-life plan 

 
 
 

 


