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1 Introduction 

 

Technical Product Manager (TPM) is the key player in the product’s life cycle man-

agement. The technical product manager is the one who follows the product through its 

whole life from the design phase up to the obsolete phase. The objective of the tech-

nical product management process is to increase the service revenues by managing 

the product through the whole life cycle. The TPM’s actions will influence or start sev-

eral other processes which have the process descriptions where the TPM’s are already 

implemented. However, the role of the technical product management in the case 

company is not clearly defined. There are actions which the other stakeholders expect 

the TPM to take but which do not actually belong to the current TPM responsibilities. 

On the other hand, there are some responsibilities which are performed by the TPM 

actions but which are not clearly defined as controlled by TPM. These issues make the 

focus of this study. 

 

1.1 Case Company 
 

The case company of this study is a global corporate group which works in the fields of 

power and automation technologies. The company is divided into five divisions: Power 

Products, Power Systems, Discrete Automation and Motion, Low Voltage Products and 

Process Automation. The case company Drives unit belongs to the Discrete Automa-

tion and Motion Division among Power Electronics, Programmable Logic Controllers, 

Motors and Generators and Robotics. The Drives unit is manufacturing frequency con-

verters (known also as drives) and providing life cycle services for them. 

 

The Drives Service unit in the case company (Drives) provides life cycle services for 

the case company frequency converter in the different life cycle states. The organiza-

tional structure of the unit is presented in Figure 1 below. 
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Figure 1. Organizational structure of the Drives Service.  

 

Figure 1 shows that the Drives Service unit is divided into six departments under the 

profit center manager. Technical Product management is under Product Lifecycle 

Management & Support along with Training Center and Product Quality. 

 

1.2 Research Problem 
 

The problem in the unit is that the technical product management process is currently 

not modelled clearly. As a result, the unit experiences some lack of information in those 

areas where the processes are not standardized. Some tasks can even stop when no 

one follows their progress. 

 

The objective of the study is to clarify the role and responsibilities of the technical prod-

uct manager compared to the unit’s processes and tasks. In addition, the study also 

aims to make a proposal to position the technical product management process into 

the Drives Service’s main process flow.  

 

Presently, the technical product manager is a vital link between different processes and 

stakeholders in the unit. TPM communicates to all stakeholders and also to the cus-

tomers about the status of the product, about ongoing or possible changes, availability 

etc. However, there is currently no common understanding of who is responsible for the 
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certain tasks. Therefore, the role of the technical product manager makes an important 

issue that needs to be clarified. 
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2 Research Method and Material 
 

This section describes the research approach used in this study and overviews the 

data sources and analysis methods to be able to answer to the research question.  

 

2.1 Research Approach 
 

This study is a field research study which uses the interviews and internal case com-

pany databases to investigate the research problem. The research method is a case 

study research which uses qualitative methods in order to find out the current practices 

in the single department of the unit and offer a specific solution.  

 

The study starts by diagnosing the business problem. Then the data is collected by 

investigating the existing practices and interviewing the stakeholders (Data 1). Based 

on the results from the collected data and best practices, an initial proposal of the out-

come is made. This initial proposal is then validated (Data 2) and the final proposal is 

suggested to the case company. 

 

2.2 Research Design of the Study 
 

The study focuses on the role and responsibilities of the technical product manager. 

The research method is chosen to gather information as for the activities that the tech-

nical product manager is currently involved in, and what other stakeholders are requir-

ing and expecting from TPMs. The research design is presented in Figure 2 below. 
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Figure 2. The research design of the study. 

 

As shown in Figure 2, the study starts with the identification of the problem and formu-

lating the research objective. The second stage is a combined step based on with re-

viewing the literature and gathering the data for current state analysis (Data 1). As new 

information was received from the current state analysis, the suitable literature was 

reviewed. The model building phase combined the result from the current state analy-

sis and the finding from literature search into the conceptual framework. The formulat-

ed model was validated (Data 2) and a final model was then presented.  

 

2.3 Data Collection and Analysis Methods 
 

The data was collected by using two main data sources. First, the relevant data was 

gathered from the existing material, company databases, presentations and other 

company internal documents. These materials included important insights for the stud-
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ied role and responsibilities but they do not form a complete view over the research 

objective. Therefore, some documents on the studied material were developed in the 

study as they are relevant for the thesis. 

 

The second source of the data was the interviews with the stakeholders about the role 

of technical product manager and also one TPM was interviewed. Figure 3 presents 

the interviewed stakeholders.  

 

 
Figure 3. Interviewed stakeholders and TPM. 

 

In Figure 3, the interviewed stakeholders are marked with red color. The stakeholders 

were interviewed in semi-structured interviews order to collect the current views on the 

technical product manager’s role and activities. Also one TPM was interviewed to gath-

er their expectations towards other stakeholders. The interviews were performed indi-

vidually except one where there were two persons. Table 1 presents the details of the 

interviews conducted in this study. 
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Table 1. Interviews conducted with the stakeholders and the technical product manag-
er. 

Interview Title Date Data 

1 Product information manager, 

System specialist 

11.3.2014 Field notes,  

Recording 

2 Supply Manager 11.3.2014 Field notes,  

Recording 

3 Product Manager, Factory 11.3.2014 Field notes,  

Recording 

4 Manager, Service Product 

Management 

12.3.2014 Field notes,  

Recording 

5 Project Manager 17.3.2014 Field notes,  

Recording 

6 Technical Product Manager 1.4.2014 Field notes,  

Recording 

 

Table 1 shows the details of data collection including the interviewee’s position, inter-

view date and used data collection methods. In addition, the table indicated the method 

that the researcher used to gain significant amount of information. The interviews were 

field-noted during the discussion. The interviews were recorded and the recordings 

were transcribed and categorized afterwards in order to analyze the data gained in the 

interviews. In addition, the results of the interviews were shared in an unofficial discus-

sion at work. The received information was also used as an idea when building the final 

proposal and model. 

 

Finally, data (Data 2) source was the review of the proposed model with the manage-

ment. This was done in a face-to-face meeting where the researcher presented the 

proposal to the management. The final model was then adjusted based on that review. 

 

2.4 Reliability and Validity 
 

To increase the validity of the study, all interviews will be held face-to-face, recorded 

and field notes will be taken. All the recordings will be held in the researcher’s posses-

sion. Similar questions will be made to all stakeholders and the questions will be visible 

almost the whole time during the interview. The technical product manager will be in-
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terviewed to tell about his activities more broadly. In total, six interviews will be held. 

These interviews will not represent all the stakeholders in the departments. However, 

the chosen stakeholders are involved with the technical product management via their 

own processes or are linked to the technical product management activities. Other 

stakeholders do not represent a direct link with the technical product management or 

require actions from the technical product managers in process wise.  

 

To avoid possible researcher’s bias, the researcher will try to be open-minded during 

the interviews and discussions and will not to let his own position as a technical product 

manager to lead in the discussion. 
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3 Current State Analysis 
 

This section describes the current state of the roles of the technical product managers 

and the stakeholders in the case company. The current state analysis was performed 

to find out the current work practices, examine the written work instructions and pro-

cess descriptions. The current activities and practices between the technical product 

management and the stakeholders were also investigated by performing the interviews.  

 

In the first part of the section, the life cycle services for products in the company are 

presented. The second part presents technical product management and its position 

amongst the stakeholders. The section continues by analyzing the current descriptions 

from the company’s databases. Findings from interviews are analyzed and presented 

as the current strengths and weaknesses of the current practices between technical 

product managers and the stakeholders. Finally, three conclusions from the current 

state analysis are introduced. 

 

3.1 Life Cycle of a Product in the Case Company  
 

Presently, life cycle services for the Drives include pre-purchase, order and delivery, 

installation and commissioning, operation and maintenance. Upgrade and retrofit, re-

placement and recycling, training and technical support also belong to the offered life 

cycle services. The case company drives life cycle is divided into four parts: Active, 

Classic, Limited and Obsolete. The active phase starts when the product is released. 

The product is available for sale and all life cycle services are available. The classic 

phase starts when the production of the drive is stopped and all life cycle services are 

still available. In the limited phase life cycle services of the drive will be limited e.g. re-

placement for the spare parts are not searched and on-site and remote support will be 

run down. In the obsolete phase life cycle services of the drive except retrofit, replace-

ment and recycling are not available. Normal life time of the one drive family is approx-

imately 25 years: 12 years in Active, 10 years in Classic and 3 years in Limited. How-

ever, length of each phase can vary depending of the installed base when the life cycle 

is reviewed. Figure 4 illustrates life cycle model of the products in Drives. 
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Figure 4. Drives life cycle management model (Case company 2014).  

 

The top coloured column in Figure 4 illustrates the four life cycle stages of the product. 

The product is in one stage at the time and normally it is moved sequentially from left to 

right of the stages e.g. from Active to Classic. There might be also cases that the prod-

uct is moved directly from Active to the Obsolete. This may be the case when the pro-

duction quantity of the product has been rather small and there are no life cycle ser-

vices required. Figure 4 also briefly describes the product and services availability in 

different life cycle stages. The lowest row briefly suggests an idea of the timing for the 

replacement of the product.  

 

3.2 Technical Product Management 
 

The technical product management team is taking care that the life cycle services are 

defined for each product. Their responsibility is to ensure that required services are 

available through the whole life cycle of the product. 

 

Technical Product Managers (TPM) are responsible for the planning and execution of 

the life cycle of their own products. The life cycle is written in the service plan where 
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current and planned services are defined. The service plan is updated before the next 

life cycle change and communicated to the other stakeholders. 

 

Figure 5 shows an overall model of how to manage the life cycle of the product from 

the R&D to the end of all support. 

 

 
Figure 5. Brief model for managing the life cycle. 

 

The technical product manager’s work begins already in the R&D phase by defining the 

services of the product based on the service portfolio, shown on the bottom line left 

hand corner of Figure 5. The service portfolio includes all the services which are avail-

able for the product in each life cycle state. The technical product managers specify the 

service portfolio for their own product. The available and planned services are written in 

to the Service Plan. Service plan status presents the status of defined services and 

communication plan is basically the presentation of the current service plan status.  

 

Figure 6 illustrates the stakeholders in the Drives Service unit and also views the tech-

nical product management’s position towards them. 
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Figure 6. Stakeholders in the Drives Service unit and their position towards the tech-
nical product manager. 

 

In Figure 6, the dark blue sections around the yellow section have a direct interaction 

link between the stakeholders and the technical product management. The light blue 

sections have direct interaction link to the dark blue section stakeholders. The technical 

product management is responsible for the life cycle, quality and technical support ser-

vices for the case company manufactured drives. The purchasing takes care of the 

material supply from the suppliers to the logistics. The factories are producing the case 

company frequency converters and components. Logistics stores the materials and 

takes care of the deliveries to the local ABB and channel partners. The Drives Service 

Workshop (DSW) is an authorized repair center for the ABB drives. The customer ser-

vice handles the orders and serves the local ABB and the channel partners. The sales 

sell the services to the local ABB, channel partners and to the end customers. The 

technical quotations serve the local ABB and channel partners by processing the tech-

nical inquiries and quoting the requested parts. The service product management is 

responsible for creating the services which are defined in the service portfolio. Network 

management is responsible for global training and service network. The product infor-
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mation management takes care of the material information, prices and ECM process in 

the unit. 

 

3.3 Current Descriptions of the Role and Responsibilities 
 

During the years some of the processes of the Drives Service unit have been put into 

visual and written form. Some or even most of them require data or decisions from the 

technical product manager. As stated earlier technical product manager is the one who 

defines the service plan based on the service portfolio for the product and then updates 

the service plan through the product’s life cycle.  

 

There are four main processes in the unit. They are Customer relationship manage-

ment, Material delivery management, Expert services delivery and Product manage-

ment. The main processes are defined in Figure 7 below.  
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Figure 7. The Drives Service main processes in the case company. 

 

In Figure 7, the main processes on left have several sub-processes which are linked 

together over main processes. The customer relationship management contains the 

customer satisfaction process, the quotations process of the product to the customer, 

the material pricing process and the DriveHelp process. The DriveHelp is a warranty 

case handling for OEM-customers. Material delivery management handling includes all 

sub-processes which are related to the service portfolio and services which Drives Ser-

vice is providing. The expert service delivery main process includes technical support 

and training services sub-processes. The training services include the processes for e-

learning (computer) and classroom training. Technical support process consist the re-

mote technical support. Product information management includes material creation 

material changes in the ECM. 
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Technical Product Manager has to input data to most of the sub-processes processes. 

Figure 8 presents one of the sub-processes involving Technical Product Manager’s 

actions. 
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Figure 8. An example of sub-process involving actions from TPM (Case company 2014). 
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Figure 8 shows how for as an example in the material number creation process there 

are already activities which are to be performed by the technical product manager. It is 

still unclear whether these process models and instructions have been distributed to 

the whole unit or are they just made to satisfy the requirement from the management. 

Everyone in the unit has anyhow access to these databases. 

 

The Drives service of the case company has their own service portfolio where there are 

listed all the services which are currently available for the products. However, it is not 

clear how technical product manager is linked in to the different services. It is said that 

the TPM gives input to service portfolio but questions what, how and when remain non-

responded. Current service portfolio of the Drives Service is presented in Figure 9 be-

low. 

 



22 

 

 
Figure 9. The Drives Service portfolio (Case company 2014). 

. 
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In Figure 9, there are eight main services which include one or more sub-processes. 

These are placed in the dark blue boxes in the top. Each is made up of one or more 

light blue sub-processes below the dark blue box. For example, Training, the second 

box from the left, includes three sub-processes: hands-on training in the classrooms, E-

learning via computer and On-site Training on customer’s facilities. 

 

3.4 Strength and Weaknesses of Current State  
 

In the interviews the interviewees were asked to describe the current situation of the 

daily intercourse with the technical product manager. Also needed type of communica-

tion and timing was asked. Interviewed technical product manager was asked to de-

scribe how these issues are seen from the TPM’s side. 

 

A total of six interviews were conducted. Interviewees were asked whether they are 

interested to give “feedback” of the process and help developing the process. Inter-

viewees were mostly process owners who are responsible for a single or several sub-

processes in the organization. One interviewee took her subordinate along to the inter-

view since this person has been involved in the life cycle change process earlier and 

worked with the technical product managers. This interview is noted with two partici-

pants in Table 1 in Section 2. One additional discussion was held with product infor-

mation management team member who heard about this research in a separate orien-

tation for the author. This discussion is not marked as interview but material related to 

discussion is used since it is directly linked in to researched problem.  

 

In the interviews interviewees questioned what actually means when life cycle of the 

product is changed. Predicted life cycle status change can be seen from the life cycle 

plan but this does not state whether product has been transferred in to life cycle status 

or not. It only indicates the current knowledge and predictions. Life cycle of the product 

is not fixed so timing to move to next phase can be advanced or delayed. This is mostly 

depending on the installed base and/or if there is a replacement available in the prod-

uct portfolio. 

 

During the interviews one major issue that was raised up was the lack of common 

working model between the TPM and the other stakeholders. There are almost as 
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many working models as there are TPMs’ and products. The working models were de-

scribed as personal or product based. 

 

“There are as many working models and styles as there are technical 

product managers and products so almost each time the work is done dif-

ferently.” 

 

There is no common working model for the TPM so the work with the other stakeholder 

becomes more project-based than constant work. 

 

The stakeholders also expect more dedicated actions from the technical product man-

agers to take care of the product life cycle. The other stakeholders see the TPM as a 

project manager who has the product as a life cycle lasting project in his hands. Even 

though the TPM does not have an authority to command the other stakeholders he has 

the responsibility to follow up that all tasks that he has given to others will be done. 

This is seen as a weakness at the moment. The tasks are given but no follow up is 

performed. The interviewed technical product manager however stated that this follow 

takes much time from the other tasks. The TPM sees the process that when some task 

is given to other stakeholders it should be done automatically without follow up. 

 

“Sometimes giving some tasks feels like pushing a rope. No one takes 

the hold of that or pulls from the other end.” 

 

Information is given and distributed but no one takes the responsibility of executing the 

tasks.  

 

When there is an upcoming life cycle change the technical product manager should 

gather information from the stakeholders to prepare the presentation to higher level 

authorities who are then making the final decision of the life cycle change. When the 

decision has been made the decision should be informed also to the stakeholders and 

especially how this affects in this particular stakeholder. This is seen as a weakness at 

the moment. 

 

“You can see it from the schedules that life cycle state should have 

changed but has it? There is no detailed and shared information availa-

ble.” 
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The decision is made but the stakeholders do not know the effects.  

 

There is a brief model of the responsibilities and decision making for the technical 

product management. It is a six level model which defines the tasks of different groups 

of in the product management. This brief model is presented in Figure 10 below. 

 

 
Figure 10. Decision making authority levels in Drives Service. 

 

It can be seen from Figure 10 that TPM’s decision making authority (DMA) level is 1. 

Still in the interview it was pointed that sometimes TPM needs to make level 2 or 3 de-

cisions. This is difficult to avoid since in the meetings where TPM is joining also partici-

pates level 2 or 3 personnel from other organizations. They expect the same level de-

cisions from the participating TPM as well. 

 

“Sometimes there is a line or unit manager in the same meeting and you 

are required to make that level decision of which you do not hold the au-

thority for.” 

 

The interviewed technical product manager stated that factory itself does not neces-

sarily understand the life cycle model. It is seen as separate model from the service 

units. However almost all actions that factory takes in R&D and active phases effects 
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on later life cycle stages. TPM should then be able react on these changes and distrib-

ute the relevant information to other stakeholders.  

 

Internal communication was seen as a difficult issue in the interviews. It can be stated 

that expectations from the technical product manager’s side and from the stakeholders’ 

side do not meet each other. The other stakeholders expect the TPM to distribute the 

information and the data but the TPMs do not see them as messengers. Nevertheless 

TPMs hold the most relevant data concerning the life cycle services. However not all 

data should be coming from the technical product managers. Service product manag-

ers are responsible for certain tasks and decisions where technical product managers 

are giving their input. 

 

“What are the roles of the technical product managers and service prod-

uct managers? Those should be clarified since people do not know who is 

responsible for each task.”  

 

3.5 Conclusions from Current State Analysis 
 

Firstly, as interviewees stated that the role of the Technical Product Manager is un-

clear. What are their responsibilities and how those responsibilities are handled? A 

model for defining the role and responsibilities of the technical product managers in the 

organization is needed. 

 

Secondly, communication in all stages is an issue. Expectation from the technical 

product manager’s and form the stakeholders’ sides do not meet each other. This can 

also be improved by the model and it requires the clarity of the responsibilities of differ-

ent activities. 

 

Thirdly, the technical product managers are already making decisions which are out of 

their authority. Currently, by the authority level table the TPM’s should only take the 

information to upper level that then makes the decision. Still the TPM is responsible for 

the functionality of the product management process. Review of the authority model 

needs to be made. 
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4 Best Practice for Product Management 
 

This section presents the main findings of the literature review. The literature review is 

aimed to investigate what would be adopted as the best practises for the life cycle 

management, the product and process management and internal communication. The 

section also presents a model for displaying the responsibilities in the organization. 

 

4.1 Product Life Cycle Management 
 

The product life cycle management is a tool for managing the company’s products all 

the way from the first idea to the disposal. The product lifecycle management manages 

the individual products and the product portfolio. The objective of the product life cycle 

is to increase the product revenues, reduce the product related costs, maximize the 

value of the product portfolio and maximize the value of current and future products for 

both customers and the shareholders. (Stark 2011: 1) 

 

Figure 11 illustrates a product life cycle management system. 

 

 
Figure 11. The product lifecycle management system (Saaksvuori et. al. 2008: 14). 
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In Figure 11, the product life cycle management system is considered as a common 

and central databank for the within the field of operation of the process oriented manu-

facturing enterprise. (Saaksvuori et. al. 2008: 14) 

 

Saaksvuori et. al. (2008: 191) divide the product life cycle management into two seg-

ments from the financial point of view: market life cycle for new products and service 

life cycle for delivered products. Saaksvuori et. al. (2008) use the classical life cycle 

model (Figure 12) to visualize the business performance of the product over time 

frame. 

 

 
Figure 12. Business performance of the product over time frame (Saaksvuori et.al. 
2008: 192). 

 

In the planning and in the introduction phase the product is defined and designed and 

also its delivery to the markets is defined. In the growth phase the product is brought to 

the markets. The maturity phase changes the focus from the volume building in to the 

up keeping. In the decline phase the production of the product is ended. Saaksvuori 

(2008: 193-194) 

 

The relation of the new product life cycle to the service life cycle according to 

Saaksvuori et.al. (2008) is presented in Figure 13 below. 
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Figure 13. Relation of the new product and service product life cycles (Saaksvuori et.al. 
2008: 194) 

 

In Figure 13, these life cycles phases are identical but the time scales differ significant-

ly from each other. The service life cycle can be several times longer than the new 

product life cycle. 

 

The technical product managers are taking care of the product’s life cycle and they are 

responsible for seeking the correct timing for moving from phase to phase. They must 

also see the relation between the new product and service product life cycles. 

 

The next section describes the basics of the process management and presents the 

theory of the functionality of the process. Next section also presents a responsibility 

charting tool. 

 

4.2 Business Process Management 
 

Process management is a systematic, structured approach to analyse, improve, con-

trol, and manage processes with the aim of improving the quality of products and ser-

vices, and reducing the cost. It involves continuous analysis of, and improvement in, 

fundamental processes (such as marketing, execution, warranties, operation, and 

maintenance) as well as other supporting processes of the organisation. The main fea-

tures of the process management are that it is a structured, analytical process based 

on cross-functional teamwork, and that it strives for continuous improvement of the 

core processes of organisation. (Sandhu et.al. 2004: 678) 
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4.2.1 Process Forming 
 

Hammer (2010: 6) states the business process management to be a customer-centred 

approach to the organizational management. Hammer (2010) draws an essential pro-

cess management cycle which is a constant flow to improve the process according to 

the measurements. Figure 14 illustrates this process management cycle. 

 

 
Figure 14. The essential process management cycle (Hammer 2010: 5). 

 

The cycle begins with the designing, documenting and implementing the process. This 

will ensure the compliance of the process. After setting the target and developing it is 

always required to loop back to ensure the compliance of the process. Hammer (2010: 

5) 

 

Sandhu et.al. (2004: 675) define the business process to be the study of work tasks. It 

involves an independent functional unit that can transform the input of one type into the 

output of the same or different type, with the assistance of specified mechanisms and 

control information. Such an approach can be applied to accomplish a complete work 

package of the project. In Figure 15, Sandhu et al. (2004) portray the functional view of 

the process. 
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Figure 15. Functional view of a process (Sandhu et al. 2004: 675). 

 

The process requires control from the responsible person and a defined purpose and 

goal. They help to conduct the process from the input into the desired output (Sandhu 

et.al. 2004: 675). 

 

Sandhu et.al. (2004: 675-676) have evaluated the generation of a process by the fol-

lowing criteria:  

• It should add value to the business process and avoid non-value-adding pro-

cesses; 

• A process should be designed in a way that represents the essence of the 

whole project; 

• A set of processes should be designed in a way that represents the essence of 

the whole project 

• All processes in a particular project should be coherently related. 

 

According to Hammer (2010: 8-9), there are five critical enabler which will run the pro-

cess. These enablers are presented in Table 2 below. 
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Table 2. Five critical enabler to run the process (Hammer 2010: 8-9). 

Enabler Function 

Process design Questions: What, who, when, where, how 

Process metrics How to measure the process performance? 

Process performers People, who work in the process. 

Process infrastructure IT and HR 

Process owner 
Individual with authority and responsibility across the organ-

ization. 

 

 

Rummler et.al. (2009: 6) argue that the traditional functional organization models make 

people think that all the work and processes happen in the individual silos. They do not 

see the interaction of works between different sections. Also the work becomes man-

aged within the functions. 

 

4.2.2 RACI Model 
 

Quite often, organizations find it difficult to implement the decision making. The matrix 

organizations generate complex reporting relations and roles and the new decision 

making relations. There are relatively few methods to present these difficult connec-

tions. For an example organization charts do not reveal the interactions which do not 

have direct organizational roles. (McCann et.al. 1983: 3)  

 

One technique called Responsibility charting is presented in Figure 17 below.  

 

 
Figure 16. Responsibility charting (RACI-model) (Stanbra 2010). 
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As seen from Figure 16, responsibility charting identifies decision-making role and re-

sponsibilities across the activities. It gives the vision for the actors about the other’s 

and their own roles. It also views the role gaps and overlaps. McCann (1983: 3) and 

Stanbra (2010) describe the RACI-model to identify also the decision points where 

there is uncertainty. 

 

There are four main roles in the responsibility charting: Accountable, Responsible, 

Consult and Inform. Accountable is the one who has the ultimate responsibility. Ac-

countable has the “yes or no” power. There can be only one Accountable for each task. 

Responsible actually performs the task and is responsible for action but is not account-

able. There can be several Responsibles for each task and then the responsibility is 

shared. Consult is consulted prior the action or decision. Inform needs to be informed 

when action or decision has been taken. (Stanbra 2010) 

 

Next partition describes the skills which are required from the product manager. The 

partition also discusses the difference and similarity of the product managers and the 

project managers. 

 

4.3 Product Management 
 

A product manager can be seen as information center which provides up-to-date data 

of the product. Job coordination becomes easier and the product manager is able to 

react on arising problems with the surrounding organization. (Sands. 1979: 30) 

 

Gorchels (2003: 40) defines the product management as following: 

 

“Product management is the entrepreneurial management of piece of business 

(product, product line, service, brand, segment, etc.) as a “virtual” company, with 

a goal of long-term customer satisfaction and competitive advantage. Product 

managers are generally accountable for this piece of business without having di-

rect authority over the entities that “make it happen”. It may include, but is not 

synonymous with, project management, new product development, or sales sup-

port.” 
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Gorchels (2003: 40) lists the competencies which are needed from the product manag-

er. The product manager needs business skills to manage his or hers area of business 

and the product manager must be able to work through other people without direct au-

thority. The product manager needs to understand customer needs and also convert 

these needs into specific products and services. Finally these all are grounded with the 

time management, the project management and the organizational skills. 

 

Gorchels (2003: 41) has packed the skills defined above into the five behavioral clus-

ters. These clusters are presented in Figure 18 below. 

 

 
Figure 17. Product Manager Competency Model (Gorchels 2003: 41). 

 

In Figure 17, Gorchels (2003: 42) calls drive business results to be the “most” concrete 

competence because it can be simply measured with standard metrics. Product man-

ager needs to build a strategy and plan how to utilize his own knowledge and markets 

to increase the revenue and profit etc. 

 

Gorchels (2003: 42-43) says that by delivering results through people the product 

managers must drive their plans through the other people. However, normally the 

product manager does not have direct authority over these people. Therefore the prod-

uct manager must use his communication skills to provide clear and understandable 

message to the all levels. The product manager has to be able to convince, inspire, 

motivate and encourage the others to reach the common target.  
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Product managers must ensure market-driven direction and they have to be really fo-

cused in creating the value to the customer. It is also vital for the product manager to 

understand the importance of the channels partners and their role in the customer pro-

cess. The product manager needs to be able to adapt in to the customer point of view 

of the product. (Gorchels 2003: 43-44) 

 

Product manager is the link between customer and the actual product by guide product 

“fit” and function. The product manager is the one to define whether the products speci-

fication fits in to the customer’s specification or not. The product manager manages the 

products lifecycle from the designing phase all the way to the end. Ability to turn prod-

uct’s features in to the benefits is a competence for the product manager to have. 

(Gorchels 2003: 44-45) 

 

Gorchels (2003: 45) builds a view of product manager as a fire fighter by manage mul-

tiple priorities. Several small separate tasks come up during the day which interrupts 

the constant work continuously. Still the product manager has to be able to see the big 

picture over these small tasks. 

 

Product managers, who hold these competencies, enjoy the challenges which the work 

gives to them. However, these types of product managers might get too close to their 

product and might not see the lacks which might affect to the customer. Therefore 

managers must have entrepreneurial traits and skills. (Gorchels 2003: 47)  

 

It should be also learned the difference between the product manager and project 

manager. Lash (2007) states that those two definitions are close to each other but their 

scope of work is different. The project manager handles a project with goal, scope, 

deadline, budget and constraint. The product manager on the other hand follows the 

product through its entire life cycle. There may be some other projects related to the 

product where the product manager defines the goals and guides the project team. 

 

According to Chen (1997: 27), the project manager needs to have a view and man-

agement to the future changes. The project manager is the one who brings the issues 

and the proposals to the management level. It is the project managers’ responsibility to 

report the projects’ situation to the management. 
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Chen (1997: 27) has adopted the Carter’s (1998) figure (Figure 19) to illustrate the 

function of the project manager as an integrator of the project. The project manager 

joins the technology, the business and the management together. 

 

 
Figure 18. Puzzle of the Project Management (Chen 1997: 27). 

 

In Figure 18, Chen (1997: 28) brings up the four essential skills for project manager: 

people skills, management skills, business expertise and technical knowledge. The 

people skills include the guiding the multidisciplinary teams, motivating people by en-

couraging them to use their best competencies and involve people in all levels of the 

organization. One of the major component of the management skills is the working with 

other organizations which the project manager does not have any authority. The busi-

ness expertise brings up the ability to schedule and plan the projects. The technical 

knowledge does not include only the technology itself but also the tools and methods 

for the project execution. 

 

Lysonski et. al. (1995) say that the product managers need more authority. They define 

that without the responsibility can be dysfunctional. Gorchels (2003) instead brings out 

a softer view. Gorchels (2003) points out that the product managers must actively 
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communicate their targets and these ways try to gain the commitments and the support 

from the other stakeholders instead of the authority.  

 

On top of the presented skills important for technical product managers, they are han-

dling the tasks related to the product’s life cycle. These can help an individual to clarify 

what is actually expected from them. 

 

As presented above, the technical product manager must be able to perform tasks 

where there are other people related. Therefore, good internal communication makes 

an important competence for technical product managers. 

 

4.4 Internal Communication 
 

Kalla (2005: 309) defines the communication to be a responsibility and a right for eve-

ryone within an organization. According to Kalla (2005: 304), in some other studies the 

internal communication has been defined as exchange of the information and ideas 

within an organization and also as creating an atmosphere of respect by more hierar-

chical communication. Kalla (2005: 304) however defines the internal communication to 

be all formal and informal communication internally in all levels. 

 

Price et.al. (2004) draws a model of influencing on consensus presented in Figure 19 

below.  
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Figure 19. Model of influencing on consensus (Price et al2004: 10).  

 
In Figure 19 described factors are linked together in order to the find the consensus 

between the stakeholders. The knowledge and trust increase the power as well as the 

cooperation and compromise. Communication process is dependent on the power, the 

corporate culture and intersubjectivity. (Price et.al. 2004: 2-5) 

 

Kalla (2005: 311) summarizes that the effective knowledge sharing increases the effi-

ciency of the employees. Kalla (2005) reminds that the efficiency and the motivation 

are not independent from each other. Open communication increases motivation and 

efficiency.  

 

Even though some stakeholders play a small part in the processes they need to be 

informed as well as the major players (Verzuh 2008: 40-41).  

 

The technical product managers can improve the efficiency of the stakeholders by 

sharing their own knowledge and by keeping the stakeholder informed of the tasks and 

actions. As described the all stakeholders should be informed. Not only those who are 

in the direct interaction with the technical product managers. 
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The best practices from the literature are gathered in to the conceptual framework 

which is presented in the next section. 

 

4.5 Conceptual Framework 
 
Based on the best practices discussed in Section 4, a conceptual framework of the 

study can be drawn as shown in Figure 20 below. 

 

 
Figure 20. Conceptual framework of the study. 

 

As described in Figure 20 the technical product management is responsible for the life 

cycle of the product which requires planning and timing. All actions need to be planned 

based on the inputs of the stakeholders. Timing of the life cycle changes is vital to keep 

the product alive and customers satisfied. The process is started with an input which is 

the controlled by the resources and the responsibilities in order to achieve the desired 

output.  
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The tools for defining the roles and responsibilities are organization charts and RACI-

model. With the help of the RACI model, the role and responsibilities of the technical 

product manager through the whole organization can be described. In order to manage 

the product, the technical product manager needs to be able to coordinate the func-

tions and use one’s management authority to reach the desired targets. The technical 

product manager also represents the highest technical knowledge of the product.  

 

Finally, communication between the technical product managers and the other stake-

holders is crucial. It will improve the knowledge sharing and effect positively on the 

people’s efficiency and motivation. 

 

The conceptual framework unites all these aspects into one vision which will be applied 

in the next section to build the models for clarifying the role of the technical product 

manager. 

 

  

 



41 

5 Building a Proposal for the Role of the Technical Product Manager 
 

This section gives proposal to the main process diagram regarding the position of the 

technical product management in a bigger picture. This section also proposes a re-

sponsibility model for the activities of technical product managers. Finally a proposal for 

adjusting the decision making authority to include the technical product manager is 

given. 

 

5.1 Process 
 

The technical product manager is required to give input to several areas in the current 

Drives Service operations. The technical product manager is also responsible for cer-

tain actions during the life cycle of the product. The enablers which will make the pro-

cess work need to be defined, as expressed in the best practice in Section 4. They 

need to be visualized in the process diagrams in order to see which functions are relat-

ed to each process. 

 

In the Drives Service unit, the processes are divided into two parts: the main processes 

and the sub-processes. As the current state analysis shows, it is rather unclear for the 

stakeholders and even to the technical product managers themselves to position the 

technical product management process in the unit’s processes. There are activities for 

the technical product manager written in the sub-process description but the main pro-

cess figure does not give any vision where the technical product management process 

is related. 

 

As defined in the current state analysis, the technical product manager is part of the 

several processes. The activities can be seen and found from the different sub-

processes in the material delivery management, expert services delivery and product 

information management. The only main process which is excluded is customer rela-

tionship management where the technical product management does not link to. 

 

In the product information management, the technical product managers act as initia-

tors who define the technical content for the product, its part or component. Also in the 

expert services delivery sub-processes, the technical product managers act in different 

roles. In training services sub-process, the technical product manager acts as an initia-
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tor. The technical product managers act in a specialist role also in the technical support 

sub-process. In material delivery management process, the technical product manag-

ers again perform as the initiators who define the technical content for the services. 

 

5.2 Role and Responsibilities 
 

As it was found in the current state analysis, it was quite unclear to the stakeholders 

and to the technical product managers themselves who has the responsibility for cer-

tain activities. It was needed to draw a responsibility charting to present the activities 

which belong to the technical product managers. In this study, a RACI-model of the role 

and responsibilities of the technical product managers is adopted. The RACI-model 

represents activities which the technical product managers are related to and also 

shows whether the technical product manager is accountable or just responsible for 

performing this certain activity.  

 

The RACI-model adopted to the related activities of the technical product management 

is presented in Figure 21 below. 
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Figure 21. RACI-model of the technical product management activities. 
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As shown in Figure 21, the column on the left contains the activities which are related 

to the technical product management during the life cycle changes. In the top row, the 

RACI model presents all the stakeholders in the Drives Service.  

 

5.3 Decision Making Authority 
 

Based on the results of the current state analysis, the technical product managers face 

the situations where they have to make the decisions in which they are not authorized 

to act. Currently, according to their decision making authority level, the technical prod-

uct managers are assigned to prepare the decisions to higher authority levels but are 

not authorized to make these decisions. Therefore, a new model is needed to correct 

these distortions. 

 

5.4 Proposals 
 

This section shows the proposals for the main process diagram, the responsibility 

charting and the decision making authority table. 

 

5.4.1 Main Process Diagram 
 

The technical product management could be presented in the main process diagram as 

in Figure 22 below. 

 

As described in Section 5.1, the technical product management is part of the three 

main processes and their sub-processes excluding the customer relationship manage-

ment. The customer relationship management has been excluded since process-wise 

the technical product managers do not have direct relation with the customers. The 

technical product management process has been positioned to cover all the processes 

which it is related to. 
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Figure 22. Re-designed Drives Service main process diagram. 

 

As shown in Figure 22, the technical product management process relates to three 

Drives Service main process. The new feature of the main process diagram introduced 

into Figure 22 is that the technical product management process has been positioned 

to cover all the processes which it is related to.  

 

5.4.2 Responsibility Charting 
 

The responsibility chart was constructed by identifying and placing the accountable, 

responsible, consult and informed roles into the chart. At first, it was decided who was 

the accountable stakeholder for each task since there can be only one accountable to 

the task. Then, the responsible stakeholder or stakeholders were chosen, and finally, 

the consult and the informed stakeholders were positioned into the matrix to the corre-

sponding tasks. The proposed responsibility matrix based on the RACI-model is pre-

sented in Figure 23 below.  
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Figure 23. Initial proposal for the responsibility matrix. 
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As shown in Figure 23, the column on the left contains the tasks and actions which 

technical product manager is related to. The following columns comprise all the stake-

holders in the Drives Service unit. The rows represent the tasks and action in which 

technical product management is involved. The green cells show the responsible per-

son who perform the task or action. The red cells indicate the accountable who has the 

authority over the task or action. The yellow cells point to the consulted persons that 

needs to be consulted before an action or decision is taken. The blue cells mean that 

the stakeholder needs to be informed when action has been taken. In this matrix, the 

same stakeholder can be accountable and responsible for one task. It can be also that 

the stakeholder needs to be consulted before the action or decision, but the same 

stakeholder needs to be informed after the action or decision has been taken. 

 

As seen from Figure 23, in most of the activities the technical product manager is both 

responsible and accountable. It means that the technical product manager will start the 

activities and follows that they become completed. In life cycle statement, life cycle 

assessment, Service Plan and Service Plan status update activities, the technical 

product manager needs to acquire information from the other stakeholder in order to 

finalize the activities. After the activities have been completed, the result of the activi-

ties is also required to be distributed to the other stakeholders.  

 

In the Technical maintenance and Technical support activities, the technical product 

manager will act as a consultant who will distribute the information when required. In 

these activities, the other stakeholder has the accountability to the technical product 

manager. 

 

Product quality and Product changes activities are independently responsible and ac-

countable in the technical product management department. The Product quality lies in 

the hands of the technical product manager but there is a product quality manager to 

assist him. 

 

As stated earlier, the technical product manager acts as an initiator for the Service port-

folio. The technical product manager defines the services in the Service Plan which 

belong to the product, but the service product management has the responsibility to 

implement them as services. The service product manager is also accountable for the 

Service portfolio. 
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5.4.3 Decision Making Authority 
 

The model of the current decision making authority was presented in Section 3.4.  

 

To overcome the current challenges in the decision making, a proposal is to remove 

the level between the technical product managers and the managers. This would also 

give the decision authority to technical product managers for certain tasks.  

 

This study proposes that the technical product managers should have the same deci-

sion making authority level as the other managers in the same hierarchical level. The 

technical product managers are currently making decisions anyway, but the current 

decision making authority model does not give them any authority. Therefore the level 

“0” has been removed. The lowest level is “1” and the highest level is “5”. The technical 

product manager is now on the same decision making authority level as the other 

managers in the department. They are allowed to perform a minor process and working 

method changes. Functional and department managers have been moved to the higher 

decision making authority level in order to retain the hierarchical decision making. 

Thus, this table only applies to the process levels. It should not have any influence on 

the traditional organizational and hierarchical authority. 

 

The proposed decision making authority model is presented in Figure 24 below. 
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Figure 24. Initial proposal for the decision making authority model. 
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In Figure 24, the leftmost column shows the actors of the technical product manage-

ment process. In the second column, the roles of the actors in the R&D project are de-

scribed. The third column indicates the DMA level. In the fourth column, there are the 

decision making authority tasks of each actor. Each vertical row presents one actor and 

its role, DMA-level and DMA-task. 

 

 

5.5 Validation of the Proposed Models for Clarifying the Role 
 

To validate the proposal a discussion was held to go through all the proposed models. 

First, the main process diagram should have been presented to the management team 

of the Drives Service unit. Due to lack of time it was not validated with the whole team, 

but only shown to the department’s management.  

 

Second, responsibility charting was reviewed by technical product management de-

partment management. It was recognized that the comments from the other stakehold-

ers should have been collected as well but this was not performed because of the tim-

ing issues. 

 

Third, the validation discussion concerned the decision making authority model. Since 

it represented the department’s internal model, it was only needed to be validated by 

the department’s management. The comment on the proposal from the management 

was: “This kind of proposal can be done.”  

 

5.6 Final Proposals 
 

Based on the initial proposal presented in Section 5.4 and validation of the initial pro-

posal discussed in Section 5.5, the final proposals are suggested below. The final pro-

posals consist of three models: main process diagram, responsibility matrix and deci-

sion making authority model. 

 

5.6.1 Main Process Diagram 
 

The final proposal for the main process diagram is presented in Figure 25 below. 
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Figure 25. Final proposal for main process diagram. 

 

The final proposal is kept the same as the initial proposal. The technical product man-

agement process is positioned in the main process diagram in order to visualize its 

involvement into the key unit’s processes. 

 

5.6.2 Responsibility Charting 
 

The final proposal for the responsibility matrix is presented below in Figure 26 below. 
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Figure 26. Final proposal for the responsibility matrix. 
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In the final proposal for the responsibility matrix, as compared to the initial version, 

there is one stakeholder added in the column on the right which is the management. 

The management has the accountability for the Life cycle statement. Technical mainte-

nance and Technical support accountability and responsibility are changing according 

to the life cycle states. The sales are responsible for the technical maintenance activi-

ties in the Active life cycle phase, but in the Classic phase their responsibility is moved 

to the technical product management. In the Technical support activities, the factory is 

accountable in the Active phase, but its accountability moves to the technical product 

management in the Classic phase. Finally, all the stakeholders are needed to be in-

formed of the actions taken in Product quality and Product changes. 

 

5.6.3 Decision Making Authority 
 

Based on the results of the validation session, the proposal for the decision making 

authority model, shown in Figure 27 below, was kept the same as in the initial proposal. 

Technical product managers are positioned in the same level as the stakeholders in the 

similar hierarchical level. Functional management has been raised to a higher level in 

order to keep the hierarchical decision making principles. 

 

The final proposal for the decision making authority model is presented in Figure 27 

below.  
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Figure 27. Final proposal for the decision making authority model. 
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6 Discussion and Conclusions 
 

This section discusses and summarizes the results of the study. First, the research 

objective and process to achieve the results are presented. Then, the reliability and 

validity of the study are evaluated. 

 

6.1 Summary 
 

The objective of the study was to define the role and responsibilities of the technical 

product managers in the Drives Service unit’s processes and tasks. This has been ap-

proached, first, by inspecting the existing knowledge of the product management, build-

ing the processes, and the internal communication, and second, by investigating the 

current situation in the Drives Service unit. The existing data related to the tasks and 

processes was gathered from the company databases and the semi-structured inter-

views which revealed the current views and expectations of the stakeholders. 

 

Based on the literature search, the current state analysis and the views and expecta-

tions for the technical product manager’s role, the three proposals were generated. The 

initial proposals were reviewed with the technical product management department’s 

management before the final proposal were formulated. The comments from the valida-

tion session were taken into account and integrated into the final proposals. 

 

The final proposal was built into three sections. First, the technical product manage-

ment process was implemented into the Drives Service unit’s main process. The tech-

nical product management is now presented and involved in three out of four main pro-

cesses. This clarifies the position of the technical product managers in the unit’s pro-

cesses. 

 

Secondly, a responsibility charting for the activities of the technical product manage-

ment was introduced. The responsibility charting lists the activities in which the tech-

nical product manager is either accountable, responsible for or consulted with. The 

responsibility charting also presents the other stakeholders and their roles in these ac-

tivities. 
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Thirdly, a revised decision making authority model was presented. The decision mak-

ing authority model displays DMA levels for the actions in which the technical product 

managers may need to take part. The technical product managers were positioned in 

the same level as the other stakeholders of the same hierarchical level. 

 

The role of the technical product manager was clarified a lot during the work. Especially 

the responsibility is now clear because the tasks and actions need to have both re-

sponsible and accountable. It should be easier to say in the future if certain task be-

longs to the technical product manager or not. 

 

6.2 Practical Implications 
 

If the case company’s unit decodes to take the three proposed models into practice, 

there are some practical implications that need to be taken into account.  

 

First, the new main process diagram should be presented for a more detailed discus-

sion to the management team of the Drives Service with the aim to discuss some par-

ticular steps towards the implementation. It could also be investigated if the other pro-

cesses, such as service product management, for example, should be implemented 

into the main process diagram as well.  

 

Second, the responsibility matrix needs to be further verified with the technical man-

agement team. The technical management team have the vision of the tasks and ac-

tions that they are performing daily. Verification with other departments should be also 

considered. As a result, the responsibility matrix could be further expanded and made 

more detailed, and show the interconnections between the departments. Especially the 

actions which are related to or change due to the life cycle changes should be made 

clear. 

 

Finally, more discussions based on the decision making authority model should be 

held. It is needed to be clarified on a more detailed level what kinds of decisions belong 

to each level. This way the technical product managers will be able to make decisions 

and implement them more successfully, but they will know their limitations more clearly. 
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6.3 Evaluation of the Objective vs the Results 
 

The objective of the study was to clarify the role and responsibilities of the technical 

product manager. The results of the study give three models to improve the under-

standing and current practices in the technical product manager’s work. As the re-

search objective was different when the study was started, all the material gathered did 

not fully support the current objective. However, most of the interviews and discussions 

were finally guiding to this current objective: “What is the overall role of the technical 

product manager in the current processes of the unit?” 

 

6.4 Reliability and Validity 
 

This study aimed to clarify the role and responsibilities of the technical product manag-

ers. The proposed models have overviewed the role and responsibilities without ex-

cluding the shareholders. Therefore validity requirements in this study have been met. 

 

Validity has also been covered by interviewing the shareholders of the unit. The stake-

holders interviewed have been representing different perspectives of the requirements 

for the technical product managers and have brought their views to define the role and 

responsibilities. Internal validity could have been improved by reviewing the field noted 

from the interviews with the interviewees, however, this has not been made. But validity 

has been improved by quoting the interviews in the study. 

 

To secure the reliability of the study, several data sources were used. Existing material 

in the company’s own databases was examined to find out the current tasks in order to 

better understand the role and responsibilities of the technical product manager. Inter-

views were made to gather the views from the stakeholders on the current situation. 

The study could be repeated by using the same data and methods as described in 

Section 2.3. 

 

The study faces certain limitations which have been identified. Firstly, there were only 

certain stakeholders interviewed instead of all stakeholders in the Drives Service unit. 

These, however, represented the most important stakeholders which have a direct link 

with the technical product management in daily business. Secondly, the field notes 

from the interviews were not validated by the interviewees. There are however direct 

quotes from the interviews in the study. Thirdly, the proposed models were only vali-
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dated by the management of the technical product management department. This was 

due to the lack of time. 

 

As for the researcher’s bias, it can be mentioned that the researcher knew almost all 

the interviewees personally and has worked with some of them for several years. The 

researcher has also been involved with the technical product managers in his earlier 

position in the organization and has some knowledge of the process and its perfor-

mance. The researcher also works as a technical product manager himself. Therefore, 

lack of bias is but impossible. However, the researcher’s insights into the operations 

can also be seen as strength, as the aim is to improve the processes which he oper-

ates with every day.  
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Appendix 1 

1  

 
Interview questions 
CSA, Data 1 
 
 

1. What is your role towards Drives Service Technical Product Manager? 

2. How do you interact with the Technical Product Manager (TPM) at the moment? 

3. What are your expectations from the TPM during product life cycle? 

4. What kind of communication and in what time is vital between your department 

and TPM from your point of view? 

5. Which decisions are needed from TPM for your department during product life 

cycle? 
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