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“INSPIRED is the authority on how to build a product that customers
actually want. It’s not about hiring product managers - it’s about estab-
lishing a culture that puts the user furst, and builds the organization
and teams around that customer to ensure that you are building the best
product possible. From CEOs to APM, this is required reading.”

—Amanda Richardson, Chief Data and Strategy Officer,
Hotel Tonight

“We furst started working with Marty when ImmobilienScout was enter-
ing growth-stage, and be helped us set the organization up to rapidly
scale and grow to become one of the largest and most successful technology
startups in Germany. He remained a friend and advisor to the company
for many years. His book INSPIRED helped people from all across the
company, and the new version is sure to help many more companies.”
—Jirgen Bohm, Co-Founder, Immobilien Scout GmbH

“It does not matter if you are a seasoned product leader or a new product
manager, INSPIRED will make you realise that you have the best job in
the world and can have incredible impact - especially if you follow Marty
Cagan’s words of wisdom. His book has been the bible of our industry
for the past decade, and it will no doubt continue to be so with this latest
update containing the most exciting best-in-class product practices.

—Tanya Cordrey, former Chief Digital Officer at Guardian
News & Media

“Building a great product that nails Product/Market Fit is always
a key first step to any successful start-up. However, organizing the
product and engineering teams, in ways that ensures scalability, speed,
and quality is usually the mext biggest challenge. Marty’s insights
and lessons learned can be applied to build highly productive teams to
manage through dependencies, and build a culture that is positioned to
scale. This applies whether your business is in need of a serious course

corvection, or on a rocket ship.”
—Scott Sahadi, Founder and CEO, The Experience Engine



“Marty offers actionable advice on product management without being
too prescriptive, making his wisdom applicable in many contexts. He
draws from a wealth of experience, illustrating bis advice with dozens
of real-world stories. If you want to create digital products that people
love, this book will get you started on the right path.”

—Teresa Torres, Discovery Coach

“We have worked closely with Marty shaping product and building
product management organisations in several of our portfolio companies.
Marty’s insight and advice is leading-edge and world-class.”

—Harry Nellis, Partner, Accel

“Early in my career in Product Management, I had the good fortune of
meeting Marty Cagan. Since then, be bas been an incredible mentor for
me and the teams 've led. I have seen, fursthand at multiple companies,
how Marty transforms product teams and unlocks sustained innovation
and growth. Marty literally and figuratively wrote the book on Product
Management for today’s technology industry.”

—Sarah Fried Rose, Product Leader and COO

“Pve been lucky to work with some of the best product managers and
product minds in the business. In my experience Marty Cagan is bands
down the absolute best product management mind alive today. This book

packs years of experience into 250 pages.”
—Marty Abbott, CEO, AKF Partners, former CTO, eBay

“Great products delight customers. Marty Cagan has led and inspired
countless product teams and in INSPIRED, you will learn bow to build
those products, both strategically and tactically.”

—Shripriya Mahesh, Partner, Omidyar Network



“CEOs, Chief Product Officers, and anyone who cares about creating
great products, must read this book. Your customers will love you for it.”
—Phil Terry, Founder and CEO of Collaborative Gain,

co-author, Customers Included

“Marty is not only a seasoned expert on all aspects of the often ambiguous
discipline of product management, his book also provides inspiration, tools
and techniques, and really practical belp.”

—Judy Gibbons, Startup Advisor and Board Member

“Building great products is hard. Marty gives great insight into best
practices and skills that really can only be discovered after years of experi-
ence and study. Fust about every product person I respect learned product
management from INSPIRED.”

—Jason Li, CEO and Founder, Boolan, Shanghai

“If you want your customers to love your products, INSPIRED is an
‘everyone in the company’ must read book.”
—TJana Eggers, CEO, Nara Logic

“What I really love about working with Marty is that bis techniques
are applicable to building really great enterprise products - not just new
consumer apps. INSPIRED is our true north. Anytime I feel the orga-
nization moving sideways, it’s time to read it again!”

—Jeff Trom, Founder and CTO, Workiva

“Ive known Marty for nearly 20 years. By now, youd think 1d have
heard everything he has to say. And yet, every time I see him, bis con-
tinued interest in learning about our field means that be always new



ideas to share. And with honesty, bumanity, frankness, and most of
all ... perspective that never fails to give me fresh energy and a new
approach. Thrilled that be’s bottled it for us once more in this new edition

of INSPIRED!”
—Audrey Crane, Partner, DesignMap

“Marty’s practical approach to building great products transformed the
way we approached product development for the radical betterment of
the Company and our customers. Just as importantly, his methodology
helped shape multiple people’s career trajectories both inside the Company
and outside of it as they’ve gone on to drive product development in other
organizations - from Fortune 500 companies to other VC backed bigh
growth companies. If you’re in a leadership role or on the product team
at an organization trying to build products your target audience loves,
this should be the next book you read.”

—Shawn Boyer, Founder, Snagajob and goHappy

“When I needed to stand up a productive, scalable product management
function at Etsy, I turned to Marty. His playbook for establishing product
management as a distinct discipline is invaluable for any team working
on products powered by software and made by engineers.” Rarely is a
business book so clearly written and packed full of concrete advice. We
used it as our product management guide in scaling Etsy, and I've used
it in every company since.”

—Maria Thomas, Board Member and Investor

“The art of Product Management is the art of life itself. Surround your-
selves by great people, focus on your mojo, build great stuff with integrity,
hold strong opinions but lightly. And Marty is one of the best teachers of
this art.”

—Punit Soni, Founder and CEO, Robin, Former Google APM



“Marty was a coach and mentor for my early years in product man-
agement and the book INSPIRED became the go to guide whenever
I needed some clarity on the product manager’s role, skill set or the daily
challenges from product discovery to execution. And it still was a solid
reference while stepping up to a product leadership role. Now, in my role
as discovery coach, I recommend the book to every mew client. It’s not a
methodology book; this book helps product people to get the right mindset
regardless of the frameworks and techniques they are using.”

—Petra Wille, Discovery Coach

“Marty’s 2" Edition builds on an amazing base of knowledge and expe-
rience, and provides even more insights, lessons, and frameworks that
are imperative to every product-based company.”

—Chuck Geiger, CTO/CPO Chegg

“Marty has a way of elegantly simplifying decades of experience lead-
ing and teaching product organizations to excel in value creation for
their customers into one actionable, inspiring, quick read. From organi-
zational assessments, tools for aligning teams against a real user need,
to the nitty gritty of pulling off continuous product discovery & delivery,
INSPIRED is my go-to reference and recormmendation for any Prod-
uct Leader looking to up their game for the sake of building winning
products.”

—Lisa Kavanaugh, Executive Coach

“Marty is legendary among the best product leaders for cutting to the
heart of where their teams need to improve. His advice is practical,
actionable and will excite you and your team to better address customer
needs immediately. Your engineers and customers will thank you for
reading this book.”

—Hope Gurion, Product Leader



“Marty is the go-to expert for how to build great products. He has per-
sonally trained and educated product managers from all over the world
across every industry. Marty has coached and guided some of the most
successful Internet companies of our time. This second edition shares even
more from bis vast expertise and knowledge about how the best companies

in the world are able to build products that their customers love.”
—Mike Fisher, CTO, Etsy

“Marty reminds us of the importance of why we build products.
The product mindset and focusing on our customers, builds better
entrepreneurs, companies and better solutions for all of us. This mindset
is the foundation of building successful product companies at any stage.”

—ZErin Stadler, Discovery Coach, Boomtown Accelerator
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This book is dedicated to my father; Carl Cagan. In 1969, be
received the first PhD in computer science in the United States
(prior to that computer science was part of electrical engineering

programs), and be authored the first book on databases (Data

Management Systems, in 1973, also by Jobn Wiley & Sons).

In addition to being a terrific father;, be taught me to program a
computer when I was nine years old—decades before this became a

thing—and he instilled in me a love of technology when so many
of the technologies we depend on today were just being conceived.
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Preface to the Second Edition

hen I first considered publishing an update to the first edition

of my book INSPIRED, I estimated that maybe I would modify
something like 10-20 percent of the content. That’s because there was
very little of the first edition that I wished I could change.

However, once I got started, I quickly realized that this second
edition would require a complete rewrite. Not because I regretted what
I had written, but because I believe I have much better ways of explain-
ing these topics now.

I had no idea that the first edition would be as successful as it
has been. Thanks to the book, I have made friends all over the globe.
"The book has been translated into several languages, and despite being
nearly 10 years old as of this writing, sales continues to grow, all by
word of mouth and reviews.

So, if you have read the first edition, I thank you, and hope you
enjoy the second edition even more. If you are new to INSPIRED, I am
hoping this new edition accomplishes its objective even better.

When [ wrote the first edition, it was before Agile was well estab-
lished in product companies, and before Customer Development and
Lean Startup nomenclature became popularized. Today, most teams
have been using these techniques for several years and are more inter-
ested in what’s beyond Lean and Agile, which is what I focus on here.

I have kept the basic structure of the book intact, but the tech-
niques I describe have improved significantly over the past decade.

Beyond changing how I explain the topics and updating the tech-
niques, the other major change to the book is that I now go into detail
on what I refer to here as Product @ Scale.

Xvii



Xviii PREFACE TO THE SECOND EDITION

In the first edition, I focused more on startups. In this edition,
however, I wanted to expand the scope to look at the challenges of
growth-stage companies and how product can be done well at large,
enterprise companies.

There’s no question that scale introduces serious challenges, and
over the past decade, much of my time has been spent coaching com-
panies through rapid growth. Sometimes we call that surviving success,
if that gives you an indication of how hard it can be.

I've received a lot of great feedback from readers of the first
edition, and there are a couple of important things I've learned that I
would like to address here.

First, there really is a critical need to focus on the specific job of
the product manager. In the first edition, I talked a lot about prod-
uct management, but I tried to speak to product teams more broadly.
"Today, there are many excellent resources for product designers and
engineers, but precious little available specifically for product managers
who are responsible for technology-powered products. So, in this edition
I decided to concentrate on the job of the technology product manager.
If you are a product manager at a technology company, or if you aspire
to be one, I am hoping this will become your go-to resource.

Second, there are many people looking for a recipe for product
success—a prescriptive guide or framework to how to create products
customers love. While I understand the desire, and I know I’d likely sell
many more copies if I positioned this book that way, the unfortunate
truth is that’s just not how great products are created. It is much more
about creating the right product culture for success, and understanding
the array of product discovery and delivery techniques so that you can
use the right tool for the specific issue you are facing. And, yes, this
means that the job of the product manager is not in any sense easy, and
truth be told, not everyone is equipped to succeed in this job.

All that said, the tech product management job is today one of
the most desired jobs in our industry, and is the leading source—the
proving ground—of startup CEOs. So, if you've got the desire and are
willing to put in the effort, I'd like nothing better than to help you
succeed.



PART

Lessons from Top Tech
Companies

n the mid-1980s, I was a young software engineer working for

Hewlett Packard on a high-profile product. It was a time (the first
time) when artificial intelligence was all the rage, and I was fortunate
enough to be working at what was then one of the industry’s best
technology companies, as part of a very strong software engineering
team (several members of that team went on to substantial success in
companies across the industry).

Our assignment was a difficult one: to deliver Al-enabling tech-
nology on a low-cost, general-purpose workstation that, until then,
required a special-purpose hardware/software combination that cost
more than $100,000 per user—a price few could afford.

We worked long and hard for well over a year, sacrificing count-
less nights and weekends. Along the way, we added several patents
to HP’s portfolio. We developed the software to meet HP’s exacting
quality standards. We internationalized the product and localized it
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for several languages. We trained the sales force. We previewed our
technology with the press and received excellent reviews. We were
ready. We released. We celebrated the release.

Just one problem: No one bought it.

The product was a complete failure in the marketplace. Yes, it
was technically impressive, and the reviewers loved it, but it wasn’t
something people wanted or needed.

The team was of course extremely frustrated with this outcome.
But soon we began to ask ourselves some very important questions:
Who decides what products we should build? How do they decide?
How do they know that what we build will be useful?

Our young team learned something very profound—something
many teams have discovered the hard way: It doesn’t matter how good
your engineering team is if they are not given something worthwhile to
build.

When trying to track down the root cause of our failure, I
learned that the decisions about what to build came from a product
manager—someone who generally resided in the marketing organiza-
tion and who was responsible for defining the products we built. But
I also learned that product management wasn’t something HP was
particularly good at. I later learned that most companies weren’t good
at this either, and, in fact, most still aren’t.

I promised myself that never again would I work so hard on a
product unless I knew the product would be something that users and
customers wanted.

Over the next 30 years, I have had the very good fortune to work
on some of the most successful high-tech products of our time—first at
HP during the rise of personal computers; then at Netscape Communi-
cations during the rise of the Internet, where I worked as vice president
of platform and tools; later at eBay during the rise of e-commerce and
marketplaces, where I served as the senior vice president of product and
design; and then as an adviser to startups working with many of what
have become today’s most successful technology product companies.

Not every product effort has been as successful as others, but I
am happy to say that none were failures, and several became loved and
used by millions of people around the world.

Soon after I left eBay, I started getting calls from product orga-
nizations wanting to improve how they produced products. As I began
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working with these companies,

I discovered that there was a AP - diﬁ‘é ence
tremendous difference between

how the best companies produced between how the best
products and how most companies companies PVOd”“’d
produced them. products and how most

I realized that the state Of the Compﬂnieypyoduced them.
art was very different from the state of
the practice.

Most companies were still using old and inefficient ways to dis-
cover and deliver products. I also learned that there was precious little
help available, either from academia, including the best business school
programs, or from industry organizations, which seemed hopelessly
stuck in the failed models of the past—just like the one I worked in
at HP.

I have had some great rides, and I am especially thankful that I
have had the chance to work for and with some of the best product
minds in the industry. The best ideas in this book are from these people.
You will find a list of many of them in the acknowledgments. I have
learned from them all, and I am grateful to each one of them.

I chose this career because I wanted to work on products that cus-

1 discovered that there was

tomers love—products that inspire and provide real value. I find that
most product leaders also want to create inspiring and successful prod-
ucts. But most products are not inspiring, and life is too short for bad
products.

My hope in writing this book is that it will help share the best
practices of the most successful product companies and that the result
will be truly inspiring products—products that customers love.






CHAPTER

Behind Every Great Product

tis my strong belief, and the central concept driving this book, that

behind every great product there is someone—usually someone
behind the scenes, working tirelessly—who led the product team to
combine technology and design to solve real customer problems in a
way that met the needs of the business.

These people usually have the title product manager, but they
might be a startup co-founder or CEO, or they might be someone in
another role on the team who stepped up because they saw the need.

Further, this product management role is very distinct from the
design, engineering, marketing, or project manager roles.

"This book is intended for these people.

Within modern technology product teams, the product manager
has some very specific and very challenging responsibilities. It’s a
tremendously difficult job, and anyone who tries to tell you otherwise
is not doing you any favors.



The product manager role
is usually very much a full-time
assignment. I don’t personally know
many who are able to do what they
need to do in less than 60 hours
a week.

It’s great if you’re a designer
or an engineer who also wants to
serve as a product manager—there
are some real advantages to that.
But you’ll find out pretty quickly
that you’re taking on an immense
amount of work. If you’re up for
that, however, the results can be
impressive.

INSPIRED

It is my strong belief, and
the central concept driving
this book, that behind every
great product there is
someone—usually someone
bebind the scenes, working
tirelessly—who led the
product team to combine
technology and design to
solve real customer problems
in a way that met the needs
of the business.

A product team is comprised of at least a product manager and
usually somewhere between 2 and 10 engineers. If you’re creating a
user-facing product, you would expect to have a product designer on

your team as well.

In this book, we explore the situation wherein you might have to
use engineers or designers in a different location or from an agency or

outsourcing firm. But regardless of how you assemble your team, this

job and this book assume you have a team assigned to work with you
to design, to build, and to deliver a product.



CHAPTER

Technology-Powered
Products and Services

here are many kinds of products out there, but in this book, I
concentrate exclusively on products that are powered by technology.
Some of what we explore in this book may help you if you're
building non-tech products, but there are no guarantees in that case.
Frankly, there are already a wide variety of readily accessible resources
for non-tech products such as most consumer packaged goods, and for
product managers of these non-tech products.
My focus is on the unique issues and challenges associated with
building technology-powered products, services, and experiences.
Some good examples of the sweet spot that we explore are
consumer-service products, such as e-commerce sites or marketplaces
(e.g., Netflix, Airbnb, or Etsy), social media (e.g., Facebook, LinkedIn,
or Twitter), business services (e.g., Salesforce.com, Workday, or
Workiva), consumer devices (e.g., Apple, Sonos, or Tesla), and mobile
applications (e.g., Uber, Audible, or Instagram).


http://Salesforce.com
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Technology-powered prod-

ucts do not need to be purely Ay jiosss i 0 g

digital. Many of the best examples issues and cbﬂllenges

today are blends of online and associated with building
offline experiences—like finding a tecbnology-powered
ride or a room for the night, get- products, services, and
ting a home loan, or sending an experiences.

overnight package.

It’s my belief that most products today are transforming into
technology-powered products, and the companies that don’t realize this
are rapidly being disrupted. But, again, I'm only focused here on
technology-powered products, and those companies that believe they
must embrace technology and consistently innovate on behalf of their
customers.



CHAPTER

Startups: Getting to
Product/Market Fit

n the technology world, we generally have three stages of companies:

startups, growth-stage, and enterprise companies. Let’s briefly con-
sider how we characterize each one of these stages, and the challenges
you are likely to face in each.

I loosely define startup as a new product company that has yet to
achieve product/market fit. Product/market fit is an extremely impor-
tant concept that I'll define in the pages that follow, but for now, let’s
just say that the startup is still trying to come up with a product that
can power a viable business.

In a startup, the product manager role is usually covered by one of
the co-founders. Typically, there are fewer than 25 engineers, covering
a range of from one product team up to maybe four or five.

The reality of startup life is that you’re in a race to achieve
product/market fit before you run out of money. Nothing else much
matters until you can come up with a strong product that meets the
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needs of an initial market, so most of the focus of the young company
is necessarily on the product.

Startups usually have a limited amount of early funding, intended
to determine if the company can discover and deliver the necessary
product. The closer you come to running out of money, the more
frantic the pace and the more desperate the team and the leadership
becomes.

While money and time are typically tight, good startups are
optimized to learn and move quickly, and there’s normally very little
bureaucracy to slow them down. Yet the very high failure rate of
technology startups is no secret. The few that succeed are usually
those that are really good at product discovery, which is a major topic
of this book.

Working at a startup—racing

toward product/market fit—is usu- Nothing else much matters

ally stressful, exhausting, and risky. ;47 You can come up with
But it can also be an amazingly

positive experience, and if things
go well, a financially rewarding
one too.

a strong product that meets
the needs of an initial
market.



