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The presence of a clear product strategy enables coordinated actions among internal 

stakeholders, reduces deviations from requirements, and supports the delivery of products 

that meet customer expectations. Thus, a shared and accurate understanding of the product 

strategy is critical to achieving product goals. 

This thesis examines existing literature on product strategy, focusing on its key aspects and 

the mechanisms through which it is communicated to product team members. The literature 

review is complemented by qualitative, semi-structured interviews with eleven software 

professionals who both, develop and consume the product strategy within a product 

organization.  

The study results present the key aspects of product strategy considered important by product 

team members, examine how understanding of the product strategy is assessed, and outline 

challenges encountered in perceiving the strategy. Based on these findings, the study 

presents propositions to help teams better internalize the product strategy and evaluate the 

level of understanding. 
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Selkeän tuotestrategian olemassaolo mahdollistaa sisäisten sidosryhmien koordinoidun 

toiminnan, vähentää poikkeamia vaatimuksista ja tukee asiakkaiden odotuksia vastaavien 

tuotteiden toimittamista. Näin ollen yhteinen ja tarkka ymmärrys tuotestrategiasta on 

ratkaisevan tärkeää tuotetavoitteiden saavuttamiseksi tuoteorganisaatiossa. 

Tämä opinnäytetyö tarkastelee olemassa olevaa tuotestrategiaa käsittelevää kirjallisuutta 

keskittyen sen keskeisiin näkökohtiin ja mekanismeihin, joiden kautta se viestitään 

tuotetiimin jäsenille. Kirjallisuuskatsausta täydentävät laadulliset, puolistrukturoidut 

haastattelut 11 ohjelmistoalan ammattilaisen kanssa, jotka sekä kehittävät että käyttävät 

tuotestrategiaa tuoteorganisaatiossa. 

Tutkimustulokset esittelevät tuotetiimin jäsenten tärkeinä pitämät tuotestrategian keskeiset 

näkökohdat, tarkastelevat, miten tuotestrategian ymmärtämistä arvioidaan, ja hahmottelevat 

strategian hahmottamisessa kohdattuja haasteita. Näiden havaintojen perusteella tutkimus 

esittää ehdotuksia, jotka auttavat tiimejä sisäistämään tuotestrategian paremmin ja 

arvioimaan ymmärryksensä tasoa.  
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 Introduction 

Software products have become an integral part of our everyday lives. From working from 

home, staying connected with people, to booking appointments, streaming movies, reading 

books, and even getting cooking tips, software supports us in numerous ways. Maximizing 

the value of software products requires addressing precise user needs while maintaining 

usability, guided by a clear, high-level plan, ‘Product Strategy’ that defines the path to 

achieving the business objectives. 

Achieving this outcome requires the final product to effectively meet identified user needs, 

with product strategy serving as the high-level plan that sets direction and guides product 

execution. This strategy, formulated by the product management team, provides essential 

guidance and contextual understanding to the development teams responsible for product 

realization. Therefore, to ensure the final product is built exactly as defined in the product 

strategy, it is crucial that both the product management and development teams have a 

complete understanding of every aspect outlined in the product strategy. This thesis 

primarily focuses on the various aspects of the product strategy, related communication and 

the importance of its thorough understanding by all product teams. 

1.1  Background and aim of the study 

For many years, software companies have followed the structured approach of creating a 

product strategy, aligning teams around it, and developing products guided by its details. 

But, especially in today’s competitive and rapidly evolving environment, effective 

communication of product strategy across all levels of the organization has become essential, 

as accelerating change, intense competition, and rising customer expectations demand 

alignment, agility, and speed for success. In general, clear and consistent product strategy 

communication at all levels of the organization prevents misaligned efforts, duplicate work, 

unresolved dependencies and helps connect day-to-day work with the long-term company 

objectives. 
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Existing research on software product strategy has largely focused on how such strategies 

are conceived and developed. While product strategies existed during the use of the waterfall 

model, they became prominent with the rise of agile development practices, leading to 

extensive research on software product strategy creation. In 2016, the first edition of 

Strategize introduced various aspects of product strategy and product roadmap practices for 

the digital age. In 2017, a pivotal book, ‘Software Product Management: The ISPMA-

Compliant Study Guide and Handbook’ was published. In 2018, ‘Escaping the Build Trap: 

How Effective Product Management Creates Real Value’ a book by Melissa Perri explained 

the importance of retaining the strategic focus and connecting strategy and outcomes. Many 

product development companies or even major training institutes published many articles, 

papers related to software product strategy. 

Organizational communication has long been recognized as a critical area of study. 

Published in 2018, ‘Strategic Communication: An introduction’ explained theoretical 

approaches to generate communication strategy and solutions. The first edition of 

‘Organizational Communication in an Age of Globalization: Issues, Reflections, Practices’ 

was published back in June 2003. In general, a wide range of books, papers, and articles 

address organizational communication, as it is a broad topic that spans all levels and 

functions within an organization. 

While extensive research exists separately on product strategy and organizational 

communication, literature focusing specifically on 'product strategy communication' as a 

standalone subject remains limited. This thesis explores software product strategy 

communication and its interpretation. The objective of this work is to investigate how 

employees in product management and product development teams perceive and internalize 

the software product strategy communicated to them by senior management. Discussion of 

this topic and the resulting conclusions are intended to help senior management assess the 

effectiveness of product strategy communication within their organization. 
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1.2  Research questions 

This thesis is organized around one main research question and four supporting sub-

questions. The main research question is formulated to answer how employees in a product 

organization perceive and internalize the high-level product strategy. The four sub-questions 

are designed to support the main question by focusing on sub-topics on the main question. 

Main Research Question: How do employees in a Product Organization perceive and 

internalize the high-level product strategy? 

 

The main research question aims to evaluate how well employees in various roles within 

a product organization understand the organization’s software product strategy. 

Sub-question 1:  How is a product strategy designed and what does it include?  

Sub-question 2: How does the Product Management Organization communicate the 

product strategy to its employees? 

Sub-question 3: How do the organizations measure the level of understanding of the 

product strategy by its employees? 

Sub-question 4: What are the challenges in perceiving and internalizing strategy by the 

employees? 

The first sub-question aims to explore various elements of software product strategy. The 

second, third and fourth sub-questions focus on how the product strategy is communicated 

within the organization, how well employees understand it, and what challenges they face 

in grasping the group’s product strategy. 

Table 1. Research Questions 

1.3  Research Methods and Structure 

Two research methods were employed in this thesis. The first method is a literature review, 

which was conducted to analyze existing studies and gather theoretical knowledge relevant 

to the research topic. The second method is an empirical approach, applied to obtain practical 

insights into the subject. The thesis is structured as follows: Chapter 2 reviews relevant 

literature and establishes the theoretical framework for this thesis. Chapter 3 presents the 
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empirical research carried out for this thesis. Chapter 4 and 5 examine and interpret the 

research results. Chapter 6 presents the conclusions of this thesis and identifies topics for 

further research. 
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 Literature Review 

This chapter presents the literature review around the topics of developing software product 

strategy, product strategy frameworks, product strategy communication flow and tools, 

measuring the effectiveness of product strategy communication and challenges faced in 

perceiving the product strategy. 

2.1  Software product strategy: Introduction 

Product strategy serves as the foundation for success in any business as it defines what you're 

developing, why and for whom. It is necessary to prevent misaligned efforts, and conflicting 

priorities across organization. Product strategy development involves a comprehensive set 

of activities, spanning from initial ideation to successful execution. Although product 

strategy development follows common principles across software businesses, the specific 

approaches differ from one organization to another. This thesis explores the role of product 

strategy in the software industry, outlining its key components and providing perspectives 

on the variations in product strategies. 

2.1.1  What is a software product strategy? 

While trying to understand the term ‘product strategy’ fundamentally, this thesis synthesizes 

the definitions by the domain experts. Following are some of those example definitions,  

¨A product strategy is a high-level plan that defines your product’s vision, goals, and 

initiatives. It serves as a roadmap for product development, aligning teams and stakeholders 

around a common objective.¨ (Atlassian 2025) 

¨Product strategy is a high-level plan that helps you realise your vision and states how you 

intend to achieve product success. It explains who the product is for, and why people would 

want to use and buy it; what the product is, and what makes it stand out; and what its business 

goals are.” (Pichler R. 2022) 
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“Product strategy is a system of achievable goals and visions that work together to align the 

team around desirable outcomes for both the business and its customers.” (Perri M. et al. 

2023) 

As mentioned in most of the definitions, the aim of the product strategy seems to achieve a 

high-level objective or a goal, which is mostly referred as the ‘product vision’. To fulfil the 

product vision with the help of a plan, the plan should be prepared and executed by someone, 

for someone. All the entities involved in preparing and executing the plan are ‘internal 

stakeholders’ of the product strategy, and the entities for whom the plan is prepared and 

executed are the ‘external stakeholders’ of the product strategy. 

Considering all the above concepts referred by the domain experts, this thesis proposes the 

definition of product strategy as ¨A high-level plan prepared and executed for a product by 

the internal stakeholders, considering requirements from the external stakeholders¨. 

Internal stakeholders: Product management, engineering, marketing, sales, customer 

support, finance, legal 

External stakeholders: Customers, partners, vendors, investors  

 

 

 

 

 

Figure 1. Defining product strategy 

2.1.2  Why is a product strategy needed? 

The final deliverable of a team working on a product is ‘the product’ that works exactly as 

desired by the external stakeholders. To begin with, the external stakeholders express their 

desires in terms of the ‘product requirements’, then the journey towards developing the 

Product strategy Definition 

¨A high-level plan prepared and 

executed for a product by the 

internal stakeholders, considering 

requirements from the external 

stakeholders¨ 

Requirements by  

External stakeholders 

High-level plan 

prepared by internal 

stakeholders 
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product adhering to these requirements starts. In this journey, why would a product strategy 

be needed then? 

While considering why a product strategy should be in place, the question arose: what 

happens if it is not? The simplest conclusion is that, in the absence of a product strategy—

the only high-level plan—activities carried out by internal stakeholders may proceed in an 

unstructured way. Over time, this increases the likelihood of deviating from the intended 

direction, ultimately resulting in a loss of traceability between the original requirements and 

the final product delivered.  

By having a product strategy in place, all the activities by internal stakeholders would 

proceed in a coordinated manner, without deviating from the requirements, finally delivering 

the product exactly as desired by the external stakeholders. 

2.1.3  Domain expert’s view – Importance of product strategy 

Experts have emphasized the importance of having a product strategy, each highlighting its 

value from their unique perspectives. Below are the key aspects that highlight the importance 

of a product strategy: 

 

Figure 2. Domain expert’s view – Importance of product strategy 
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Based on above details, following seem to be the most important aspects of the product 

strategy,  

Product strategy; 

Translates the high-level business goals into focused product goals 

Communicates the approach chosen to realize the product vision, bridging the 

gap between conceptualizing a product to creating a development plan 

Ensures that the team works towards the same objective 

Helps allocate resources effectively 

2.1.4  Evolution of product strategy                                                                                                                      

The product strategies developed when waterfall model was predominantly followed, were 

linear and rigid in nature. Companies used to design and develop products mainly as per 

their own priorities and self-defined requirements. Role of the customers during product 

design and development process was limited. These product strategies are referred as the 

traditional product strategies.  

After the rapid changes in technology, and increase in the number of software development 

companies, customer behavior and market as well experienced a significant change. This 

was the beginning of agile era. The traditional practices of product strategies would not have 

been compatible with the agile product development needs. This called for a transition in the 

nature of product strategies. To adapt these changes, the product strategies had to undergo a 

significant change in the focus and execution, and they became modern in nature. 

From product-centric to customer-centric: 

A product-centric strategy is the one that focuses its attention on the product regardless of 

the customers and demand in the market, whereas a customer-centric strategy puts the 

customers at the core and focuses on creating solutions that satisfy the customer needs. For 

example, the early product strategies of VMware, AWS and many similar products in the 

storage and cloud technologies focused on introducing solutions that customers didn’t even 

realize they needed until they experienced them, reflecting a distinctly product-centric 
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approach. However, in the later updates of these products, growing competition likely 

pushed their strategies to become more customer-centric, relying heavily on user feedback 

and prioritizing features most demanded by the majority of customers.  

Thus, the traditional software industry operated in a less competitive environment with 

slower-paced innovation. As a result, product strategies were traditionally product-centric, 

since customers had limited influence on the product features. As the software landscape 

grew increasingly competitive, the need for faster time-to-market emerged. With the more 

options available, customers gained significant influence over product features, starting the 

era of customer-centric product strategies. 

From ‘rigid, long-term’ to ‘agile, iterative’: 

Traditionally being product centric, waterfall model was predominantly being followed by 

the companies, resulting in the product strategies that included sequential phases from 

requirements gathering through maintenance. With this shift towards customer-centricity, 

product strategies needed to adopt iterative, agile roadmaps to accommodate evolving 

requirements and enable faster delivery. 

From ‘heuristic’ to ‘data-driven’: 

A heuristic approach is a way of making judgments or decisions under uncertainty by using 

simple mental shortcuts rather than detailed analysis (Daniel et al. 1982). On the other hand, 

in a data-driven approach, one relies solely on the analysis and interpretation of data to guide 

the actions, without any approximation.  

Previously, once customer requirements were received, the product strategy was shaped 

largely by the team’s interpretation and practical judgment. In cases where information was 

incomplete, assumptions or hypothetical data were often used, reflecting a heuristic 

approach. Modern product strategies are based on the real-time data and insights from the 

customers. 
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Taking the above aspects, and some additional parameters into account, the following 

diagram illustrates how the product strategy has evolved over time: 

  

      Traditional product strategy                                             Modern product strategy 

 

 

 

 

 

 

 

 

 

 

Figure 3. Traditional vs. Modern product strategy 

The modern approach has certain benefits such as faster time to market and possibility of 

delivering a product in multiple chunks targeted to specific functionalities, and continuous 

feedback loops - engagement with the customers, hence the optimum customer satisfaction.  

Yet, though majority of the IT products adapted the modern product strategies, certain 

industries still continued using traditional product strategies, especially due to certification 

process constraints. These were mainly the software products for industries developing 

safety critical and business critical applications. For example, embedded systems, defence, 

aerospace, medical devices, automobile, core banking etc.  

Regulatory standards governing the product development for these industries require the 

creation of detailed documentation and fully traceable requirements. Hence they prefer 

traditional approach to product strategies as they provide clear requirement traceability and 

make clear to auditors that all possible considerations have been taken to ensure the product 

safety and security. Contrasting this with the agile approach, new requirements that are 

Product-centric 

Rigid 

Long-term 

Heuristic 

Sequential delivery cycle 

Assumptions / hypothetical data 

Limited customer influence 

Less competitive environment 

Relaxed time to market 

Post-delivery customer feedback  

Format – simple documentation 

 

 

Customer-centric 

Flexible 

Short-term 

Data-driven 

Iterative delivery cycles 

Real-time data 

Significant customer influence 

Highly competitive environment 

Fast time to market 

Continuous customer feedback 
during delivery cycles 

Format – multiple frameworks 
available 
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slipped into a product development lifecycle (and more importantly, their impact on the 

existing system) may not be thoroughly verified and validated, potentially causing quality 

issues in production—if not found by regulators first. (General Digital 2022) 

2.1.5  What is a Business Strategy? 

While trying to understand the term ‘business strategy’ fundamentally, this thesis 

synthesizes the term defined in various ways by the domain experts. Following are some of 

those example definitions,  

“Business strategy is the strategic initiatives a company pursues to create value for the 

organization and its stakeholders and gain a competitive advantage in the market.” (Harvard 

Business School Online 2022) 

“Business strategy is the determination of basic long-term goals and objectives of an 

enterprise, and the adoption of course of action and the allocation of resources necessary for 

carrying out these goals.”(Campbell D. et al. 2002) 

Thus, business strategy seems to be foundational to achieve the highest-level organizational 

goals to gain competitive advantage, and to create sustainable value for all the functions in 

the organization. 

2.1.6  Relation between the business strategy and product strategy 

With the understanding of business strategy and the insights gained so far into product 

strategy, we can now explore relation between the two. 

 Hierarchically, the product strategy appears under the business strategy. E.g. If 

business strategy has an organizational goal of expanding into another country, the 

product strategy will have the goals to develop features addressing the specific needs 

of the new market. 

 The business strategy encompasses the entire organization, whereas the product 

strategy is focused specifically on the development and management of individual 

products. 
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 While the business strategy sets the high-level direction and strategic priorities, the 

product strategy translates the set priorities into targeted product goals. 

 While the product strategy operates within the business strategy, it influences the 

business strategy by providing insights from customer feedback and market data 

related to the products. 

 

 

 

 

 

 

 

Figure 4. Relation between the business strategy and product strategy 

2.1.7  Designing the product strategy – product strategy framework 

So far, we have explored all the fundamental concepts pertaining to product strategy. But, 

what does the actual implementation of a product strategy look like?  

A product strategy integrates the key elements such as product vision, customer 

requirements, product goals, product roadmap, resource allocation, risk management, 

metrics, and KPIs. These elements are continuously shaped, aligned, and refined to ensure 

coherence and responsiveness, forming a cohesive and evolving approach to guiding product 

decisions and outcomes. 

 A structured approach is needed to align and coordinate the activities involved in gathering 

data for each of these components, finally organizing them into a cohesive and well-defined 

product strategy. The approach is provided by ‘Product strategy framework’, also referred 

as the ‘Product strategy model’. 

Business strategy 

 Spans the entire organization 

 Sets high-level direction 

 

Product strategy 

 Emphasizes a specific 

product line 

 Sets product goals 

Insights from 

customer feedback 
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Although the terms, 'Product strategy Model' and 'Product strategy Framework' are often 

used synonymously, they represent fundamentally different approaches. Product strategy 

model is often a suggestive, conceptual approach, while product strategy framework is a 

structured template that formulates the conceptual approach.  

From a broad perspective, the product strategy framework; 

 offers a structured approach to articulating and aligning the product vision, goals, 

and roadmap 

 takes into account customer needs, resource allocation, and risk management 

 provides measurable outcomes through metrics and KPIs 

Organizations adapt specific product strategy frameworks customized for their unique needs, 

deriving from the generic components outlined above. Now a days, companies no longer 

need to create their own frameworks from scratch; instead, they can choose from a wide 

variety of well-established product strategy frameworks readily available in the market. 

Key factors influencing product strategy design: 

While defining the product strategy, product management should begin by aligning with the 

organization’s overall business strategy and developing a clear understanding of the key 

factors that influence the product. For example, before shaping the product strategy, product 

management should collect data on the following key considerations. 

1. Does the business strategy emphasize products or customers? 

2. Does the organization adopt a linear or iterative product development process? 

3. Does the organization have access to real-time data for product design and testing? 

4. Competitor insights on product features, performance, and other key factors. 

5. Relaxed/faster time to market? 

 



  

24 
 

2.1.8  Categorizing the product strategy frameworks 

Fundamentally, products exist to deliver value to customers, and organizations implement 

processes designed to achieve desired results. Consequently, product strategies naturally 

involve varying degrees of attention to customers, processes, and measurable outcomes. 

While analyzing existing frameworks, it becomes clear that each one emphasizes a specific 

dimension—such as processes, customers, or outcomes—allowing them to be categorized 

based on their primary focus. 

Also, rather than centering on a particular focus such as processes, customers, or outcomes, 

some frameworks provide broad guidance for developing a product strategy in a more 

flexible manner. 

1. Process-centric frameworks: These frameworks focus on defining various components 

centered on adherence to the established process. While these frameworks are initially 

driven by customer requirements, the subsequent steps leading up to product delivery do 

not focus necessarily any customer-centric activities. Roman Pichler’s Model, Aha!, 

MoSCow method, Weighted Scoring Model, Double diamond, Stage-gate process are 

some of the examples of process centric frameworks. All of these frameworks are guided 

by processes, yet each one highlights a unique central concept, hence are suitable for 

different type of organizations or teams. 

Process-centric 

Framework 
Central theme 

Roman Pichler’s 

Model 

(Pichler R. 2022) 

An End-to-end product strategy framework. 

Process of defining the key artefacts in the sequence: 

 

Vision → Strategy → Roadmap → Backlog → Features 

Aha! 

(Aha! 2026) 

A product strategy-supporting prioritization tool. 

Process that encompasses all stages of taking a concept through 

market launch: 

 

Strategize → Discover →  Capture → Explore → Plan → 

Showcase → Build    → Document → Launch → Analyse 

MoSCoW Method 

(Vijayakumar et al. 

2024) 

A product strategy-supporting prioritization tool.  

Process of categorizing product requirements into four categories:  

 

'Must-have' or → 'Should-have' or → 'Could-have' or → 'Won't-

have' 
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Weighted Scoring 

Model 

(Product School 

2025) 

A product strategy-supporting prioritization tool. 

Process of defining key criteria and assigning weight to reflect 

importance of each criterion:  

 

Define the criteria → Assign weight to each criterion → Calculate 

the weighted scores → Prioritize the criteria considering the scores 

Double Diamond 

(Design Council 

2005) 

An End-to-end product strategy framework. 

Process of product discovery to delivery, traversing through two 

diamond shaped loops: 

 

Loop 1, to[ define the problem (Discover, Diverge → Coverage → 

Define ) → Loop 2, to deliver the solution (Develop, Diverge → 

Converge → Deliver) 

Stage-gate Process 

(Cooper 2001) 

 

An End-to-end product strategy framework.  

Process defining the journey of an idea from inception to launch. 

Each intermediate stage is separated by gates, which act as decision 

points to evaluate whether a project should move forward: 

 

Discover|<Gate 1>|→ Scope|<Gate 2>| → Design|<Gate 3>| → 

Develop|<Gate 4>| → Scale up|<Gate 5>| → Launch 

 

Table 2. Process-centric frameworks 

 

2. Customer-centric frameworks: These frameworks adopt an approach that places 

customer needs, problems, and experiences at the core, with all elements and steps of 

the product strategy development and execution organized around these insights. Kano 

model, Business model canvas, RICE scoring model, Product vision board, OKRs, 

CIRCLES framework and JTBD are some of the examples of customer-centric 

frameworks. While all these frameworks maintain a strong customer focus throughout 

the execution of product strategy, each employs a distinct approach to designing 

activities around customer needs. 

 

Customer-centric 

Framework 
Central theme 

Kano Model 

 

(Kano et al. 1984) 

Customer satisfaction' drives the classification of product 

features, a product strategy-supporting prioritization tool. 

 

PS elements: Feature classification as 'Must haves, Performance, 

Delighters, Indifference, Reverse'. 
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Business Model 

Canvas  

 

(Osterwalder et al. 

2010) 

Majority of customer focused elements considered while 

designing the product strategy using nine key elements, an End-

to-end product strategy framework 

 

PS elements: 'Customer Segments, Value Propositions, 

Channels, Customer Relationships, Revenue Streams, Key 

Resources, Key Activities, Key Partnerships, and Cost Structure'  

RICE Scoring model 

 

(McBride S. 2018) 

Quantifying customer reach and customer impact to decide 

confidence and effort, a product strategy-supporting 

prioritization tool. 

 

PS elements: Reach, Impact, Confidence, Effort 

Product Vision Board 

 

(Pichler R. 2022) 

Customer segments and customer needs decide the product 

features and the overall business goals, an End-to-end product 

strategy framework 

 

PS Elements: Vision, Target group, Needs, Product, Business 

goals 

CIRCLES 

Framework 

 

(Lewis C. Lin 2013) 

Focus on identifying and understanding customer needs, 

followed by building solutions based on real-time customer 

problems, a product strategy-supporting prioritization tool. 

 

PS Elements: Comprehend the situation, Identify the customer, 

Report the customer needs, Cut through prioritization, List 

solutions, Evaluate trade-offs, Summarize recommendation 

JTBD 

(Clayton et al. 2016) 

Focus on understanding the customer's goals and the job they 

want to get done, followed by building solutions based on real-

time customer problems, an End-to-end product strategy 

framework. 

 

PS Elements: Job statements, Struggles, Context, Desired 

Outcomes 

 

Table 3. Customer-centric frameworks 

 

3. Outcome-centric frameworks: These frameworks establish some measurable outcomes, 

with all stakeholder efforts and strategic elements structured to achieve them. 

Outcome-centric 

Framework 
Central theme 

OKRs 

 

(Atlassian 2026) 

A goal-setting framework used to define measurable goals as the 

outcome and track the progress towards the set measurable 

goals, a product strategy-supporting prioritization tool. 

 

PS Elements: Objectives → Key Results → Initiatives 

North Star Metric 

(Suurkuukka et al. 

2020)  

Focuses on identifying a single, overarching metric that best 

represents the core value a product delivers to its users, an End-

to-end product strategy framework. 
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Table 4. Outcome-centric frameworks 

 

 

4.   Knowledge-driven frameworks: These frameworks do not emphasize a specific focus,       

such as process-centric or customer-centric, but, they offer high-level, flexible guidelines 

for structuring a product strategy without prescribing a particular focus. 

Knowledge-driven 

Framework 
Central theme 

ISPMA SPM Framework 2.0 

 

(ISPMA 2022) 

Suggests various organizational functions, 

responsibilities and artefacts distributed in three major 

areas, participation, core and orchestration, an End-to-

end product strategy framework. 

DVF 

  
(Gomez J. 2023) 

Provides insights into three key factors, Desirability 

(user need), Viability (business value), and Feasibility 

(technical capability) enabling evaluation of each idea, 

an End-to-end product strategy framework. 

Pragmatic Institute 

framework             

 

(Pragmatic 2025) 

Helps understand what to focus on at each stage of 

product lifecycle using 37 boxes arranged in 7 categories 

that represent key activities and responsibilities, an End-

to-end product strategy framework. 

 

Table 5. Knowledge-driven frameworks 

2.2  Software product strategy communication 

2.2.1  Defining ‘Strategic communication’ or ‘Corporate communication’  

Product strategy communication is essentially a specialized form of organizational, 

corporate, and strategic communication. While trying to understand the term ‘product 

strategy communication’ fundamentally, this thesis synthesizes the term defined in various 

ways by the domain experts. Following are some of those example definitions,  

A definition by Joep Cornelissen in his book, ‘Corporate Communications’, “Corporate 

communications is a management function that offers a framework and vocabulary for the 

effective coordination of all means of communications with the overall purpose of 

establishing and maintaining favorable reputations with stakeholder groups upon which the 

organization is dependent.( Cornelissen 2004) 
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A definition by Dennis K. Mumby in his book, ‘Organizational communication: A critical 

introduction’, “Communication: the dynamic, ongoing process of creating and negotiating 

meanings through interactional symbolic (verbal and nonverbal) practices.” (Mumby, D. K. 

2019) 

A definition by Jesper Falkheimer & Mats Heide, “Strategic communication is purposeful 

communication used by an organization to fulfil its mission” (Falkheimer et al. 2018). 

A definition by Strategic Communications Education and Research Unit ,” Strategic 

Communications is understood to be a mind-set; a holistic approach to communicating with 

individuals, communities or societies based on values and interests that encompasses 

everything an actor does (or does not do) to achieve its objectives.”(SCERU 2022) 

A definition by Ansgar Zerfass, “Strategic communication is the purposeful use of 

communication by an entity to engage in conversations of strategic significance to its 

goals.”(Taylor et al. 2018) 

Considering all above reference definitions, this thesis defines the Product strategy 

Communication as, “The practice of clearly conveying the product strategy to all relevant 

stakeholders to ensure the alignment and successful achievement of the business objectives.” 

2.2.2  Why is communicating product strategy to its employees crucial?  

Communication reflects organizational life, which itself mirrors profound transformations 

taking place in our societies. For communications about organizational culture, for example, 

we really need to inculcate a sense of trust and psychological safety. The healthiest 

organizational cultures are those in which people feel connected, have a shared future, and 

sense they are safe. Communicators and leaders cannot make those things happen by relying 

solely on the language of Power. (McHale 2022) 

 

The article, “The Importance of Developing Internal Communication Strategy” says, 

“Internal communications in a company need to be based on certain policies, which need to 

be clear to the team in order to result in the achieved goals. The language should to be simple 

in order to ensure that the team can grasp the message. Especially the leader or line manager 

of a company has the responsibility to communicate what the team is expected to do and 
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how they are supposed to do it. The leader’s obligation to the team involves the internal 

communications strategy and plan. The result should be everyone’s awareness of what needs 

to be done, since according to James Farrant, it is a two-way encounter. Therefore, every 

leader needs to know that an overall internal communication strategy is essential and that it 

has an impact on the success of a project.” (Stegaroiu et al. 2014) 

 

After reviewing the above and related literature, particularly in the context of product 

strategy, the following points summarize why effective communication of product strategy 

is crucial. 

 Alignment of individual goals with the product goals: When team members clearly 

understand the product strategy, they can align their individual goals and tasks with 

broader product objectives, fostering a cohesive and focused workforce united in 

pursuing common goals. 

 Motivation and Engagement throughout the product delivery: When the team 

members understand how their contributions fit into the bigger picture, they feel 

more motivated. Clarity about the product’s purpose and direction fosters greater job 

satisfaction and stronger engagement. 

 Improved decision-making: When team members understand the strategic product 

priorities, they are better equipped to make decisions that align with them. This 

minimizes conflicting actions and keeps efforts focused on achieving the product’s 

strategic goals. 

 Risk response: When the team members are well-informed about the product 

strategy, they are better able to recognize the potential risks and challenges in their 

own tasks. The awareness allows the product teams to address issues proactively 

before they escalate into major problems. 

2.2.3  Product strategy communication flow and communication tools 

‘Having the right tools and communication strategy in place’ is the key to successful internal 

communication. The right communication tools can make a huge difference in everything 

https://blog.talkspirit.com/en/how-to-choose-your-internal-communication-tool/
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from how effectively information is shared across the organization to how well teams and 

individual contributors are able to collaborate.                                                                                                      

When considering how management should communicate product strategy to employees, 

the approach begins with exploring synchronous and asynchronous communication 

methods, followed by determining the most effective blend of both. 

“Many projects are performed by teams that interact primarily through electronic 

communication and are, therefore, called virtual teams. To avoid miscommunication that 

can harm trust and to include team members in a project culture, the project team needs a 

plan for communicating reliably and in a timely manner. This planning begins with 

understanding two major categories of communication. If all the parties to the 

communication are taking part in the exchange at the same time, the communication is 

synchronous. Getting a team together at the same time can be a challenge—especially if they 

are spread out across time zones. Many types of communication do not require that the 

parties are present at the same time. This type of communication is not synchronous; it is 

asynchronous.” (Darnall et al. 2012) 

In my opinion, while it’s given that organizations will be using both, synchronous and 

asynchronous styles of communication, being able to decide when to use what may make a 

huge impact on productivity and the collaboration. 

Reflecting on the discussions above, and focusing on product strategy communication, it 

becomes clear that when presenting the strategy to stakeholders, 

1) Synchronous modes such as audio or video conferencing can be leveraged initially to 

foster employee engagement, gather real-time feedback, and promote effective 

collaboration. 

2) Asynchronous modes such as chats, group channels, emails, wikis, and SharePoint can be 

utilized to make the product artefacts accessible for future reference and to address queries 

as product development progresses. 

As explained above, cohesive communication aligns product goals and drives engagement 

through effective messaging strategy. Categorically planned communication within the 

organization is a must to support effective collaboration in the product organization. 

https://blog.talkspirit.com/en/4-steps-to-build-successful-internal-communications-strategy/
https://blog.talkspirit.com/en/4-steps-to-build-successful-internal-communications-strategy/
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2.2.4  Why is it important to measure the communication of  product 

strategy 

While we explored how the product strategy can be communicated within the organization, 

it is equally important that employees understand, interpret, and internalize the strategy in 

the way intended by senior management. Employees can collectively develop a product that 

achieves the outcomes envisioned by senior management only when there is a shared and 

consistent understanding of the product strategy. Therefore, it is crucial to establish 

mechanisms to measure how well employees understand the product strategy.  

Measuring the effectiveness of product strategy communication establishes a baseline for 

tracking progress, highlights communication gaps, and identifies areas for improvement. It 

reveals employees’ preferences, informs targeted messaging, and demonstrates 

responsiveness to feedback. Additionally, it guides strategic allocation of communication 

resources, ensuring investments are effective and efficient. Symmetrical, two-way 

communication fosters accountability, participation, and positive employee outcomes, 

including engagement, commitment, and advocacy. Effective channel selection—such as 

face-to-face for trust-building and email for official updates—further strengthens 

communication effectiveness. (Linjuan 2014) 

In summary, the following points highlight the importance of assessing how well all 

employees within the product organization understand the product strategy.  

Measuring the product strategy communication effectiveness helps; 

Assess whether a shared and consistent understanding of the product strategy exists across 

the entire product organization. 

Identify gaps in the communication of the product strategy and adjust the communication 

framework accordingly. 

Gain insights into employees’ preferred communication channels. 

Ensure employees feel heard and valued, fostering trust. 
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2.2.5  How to measure the communication of the product strategy 

The effectiveness of product strategy communication can be assessed through quantitative 

methods, qualitative methods, or a combination of both.  

The quantitative methods involve Employee engagement survey-questionnaire scores, 

communication audits, usage metrics, attendance at internal meetings, response rates to 

internal messages etc.  

The qualitative methods include one to one or group conversations with the employees at 

various levels, watching day to day communication, descriptive survey answers etc.  

Following could be the steps to achieve reliable product strategy communication 

measurement: 

1) Understand and develop skills to conduct the evaluation with the product teams 

2) Evaluate whether communication activities have reached the goals in practice. 

3) Use the insights to advance and manage future activities 

2.2.6  Challenges in perceiving the product strategy  

This section focuses on some common challenges faced by the product and delivery team 

members in perceiving and internalizing the product strategy. Team members define their 

individual goals and determine product-related tasks based on their interpretation of the 

product strategy. The prioritization of deliveries and  awareness of cross-team dependencies 

by product and development managers is guided by their understanding of the priorities 

perceived from the product strategy communication. When market shifts or internal 

feedback drive frequent adjustments, teams may perceive goals as moving targets. 

Therefore, it is essential that both product and delivery teams have a strong understanding 

of the product strategy. 

The review of the literature on organizational communication revealed many challenges 

faced by employees in perceiving the strategic communication. Most of those could be 

applicable to product strategy communication as well.  
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Lack of Trust: “It is not just a question of communication. It is also a question of trust. In a 

2005 survey of 1 1 00 employees by Mercer Human Resource Consulting in the UK, just 36 

per cent of workers trusted management ‘to always communicate honestly’. A similar survey 

of 800 US employees found that 40 per cent of respondents felt the same.”(Jones 2016).  

This distrust may reflect in the way employees execute the product strategy. They may 

deliver less or different than expected. 

Lack of clarity: Lack of clarity in communication is when the message being communicated 

is not understood by the receiver. This can happen for a number of reasons, such as the 

sender is not clear about what they want to say, the receiver is not paying attention, there is 

a language barrier, there are cultural differences. (Duncan 2025) 

Communication silos: Communication silos is one of the most common communication 

problems in business and refers to isolated pockets of information sharing within teams or 

departments, hindering cross-functional collaboration and overall organizational efficiency. 

Lack of engagement. Employees need to feel like they're part of the team and that their 

opinions matter. If employees don't feel engaged, they're less likely to be productive and 

more likely to leave the company. 

Information overload: Information overload is one of the challenges when employees are 

bombarded by many emails and notifications from different apps and tools all day long. It 

can lead to employees feeling overwhelmed, stressed, and unable to focus on the most 

important information. 

Ineffective communication channels: Using inefficient internal communication channels can 

cause business communication issues, as it can lead to delays, misunderstandings, and 

reduced productivity. Important information might be buried in long email threads or 

overlooked in cluttered chat platforms. Team cohesion may suffer due to a lack of clarity, 

leading to errors and frustration. 

The following considerations can help improve internal strategic communication: 

Understand your organization's communication challenges. 

Select platforms aligning with your goals and employee preferences. 

Define guidelines for different communication channels. 
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Share frequent updates, keeping everyone informed. 

Encourage feedback and open dialogue. 

Tailor content to different teams and roles. 

Use images, videos, and info graphics to enhance engagement. 

Ensure that communication tools are mobile-friendly. 

Provide guidance on effective tool usage. 

Monitor metrics and adjust strategies for continuous improvement. (Duncan 

2025) 

2.2.7  Research gaps 

While numerous studies have explored organizational strategies and strategic 

communication in general, relatively few have focused specifically on product strategy and 

its communication. This leaves a gap in understanding how product strategy communication 

influences overall product design and development operations.  

Studying how product strategy and its communication are implemented in practice within a 

product organization should allow for a deeper and more comprehensive exploration of the 

concepts. 
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 Empirical study 

As a part of the data collection process, an empirical research involving 11 interviews within 

a product group were conducted. The objective of the interviews was to collect detailed data 

to gain insights into product strategy–related perceptions among product team members 

across various roles. The structured data enabled conclusive insights into how employees in 

different roles perceive the software product strategy. This section describes the interview 

and data collection process.  

3.1  Research method 

Research methods are techniques to conduct research that allows the researcher to collect, 

sort, and analyse data, to be able to conclude and validate the information gathered 

(Walliman, N. 2011). If the research starts by collecting data to explore a phenomenon and 

you generate or build theory (often in the form of a conceptual framework), then you are 

using an inductive approach (Saunders et al. 2023). Based on the nature of the thesis work, 

qualitative study - grounded theory based on interviews was the chosen research method.  

Based on the knowledge gained from literature review, a questionnaire was prepared and 

semi structured qualitative interviews were conducted to explore and confirm the initial 

findings from the literature review.  

3.2  Research context  

The empirical research was conducted in a large product-based organization operating within 

a specific industry domain. The company offers multiple product lines and serves a diverse 

customer base, including individual consumers, small and medium-sized businesses, and 

large Nordic enterprises. The organization has a streamlined approach to developing product 

strategies by adopting an outcome-centric product strategy framework. For the data 

collection of this thesis, interviews were conducted within one of the product groups, which 

develops few of the products targeted at enterprise customers in Finland, Sweden, Denmark 

and Norway. Consequently, the product is developed in four languages—Finnish, Swedish, 
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Danish, and Norwegian—to cater to the respective markets. Being part of a broader product 

ecosystem, the group’s products have dependencies with each other and with other products 

within the parent portfolio. The product group operates as an end-to-end product business 

and delivery organization with interdependent functions like Product Management, 

Application Management, Project Management, Design, Development, Testing, and Release 

Management.  

The product group follows the Scaled Agile Framework (SAFe) in its operations, hence uses 

OKRs as the product strategy framework. The organization uses Jira by Atlassian for project 

management and issue tracking. The group starts with a five-year parent product strategy as 

its long-term direction. A one-year product strategy is created based on this long-term plan, 

and each PI uses a subset of the one-year product strategy for detailed planning.   

The group consists of three interdependent Scrum teams, and also has external dependencies 

on several parent products and downstream applications within the organization. 

The parent organization develops a five-year strategy and shares it with all employees 

through a virtual meeting. The meeting is only partially interactive, with employees allowed 

to ask questions only in the chat. Follow-up, interactive virtual meetings take place within 

the group analyzed in this thesis to present its derived PS. The product management team 

presents the short-term PS in the business context sessions conducted prior to each PI 

planning. PS updates are discussed in the monthly staff calls. 

3.3   Data Collection  

The aim of the data collection was to collect information from the participants to further 

obtain insights from them to understand how the product strategy is communicated within 

the organization and product group, how well employees comprehend it, and what 

challenges they encounter in understanding the group’s product strategy. 

The interviews included predetermined questions formulated in alignment with the study’s 

theoretical framework and designed to address the research topic. Data collection was carried 

out using a semi-structured interview format, involving two participants—the interviewer 

and the interviewee. All the interview questions were qualitative in nature. (Kallinen et al. 

2021)  
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3.3.1  Interview planning 

The interviews were conducted with various team members of the product group, 

representing diverse professional backgrounds and roles. A total of eleven participants took 

part in the research interviews. Participant’s roles were Business Analyst, Product Owners, 

Scrum Masters, IT Analysts, Application Owner, Release Train Engineer and Product 

Manager. These professionals come from diverse cultural and national backgrounds and 

work globally across different locations. Pre-determined questions were used in the 

interviews; however, the format allowed respondents to provide more detailed and in-depth 

explanations in their responses. After collecting the interview data, the aim was to review 

the responses across different roles and analyze whether there were any notable differences 

between them. The following table precisely explains the interviewee data. 

Role of the interviewee Participants  

Members of Product Management team Participants A, D, F, H, I, K 

Members of Technical teams Participants B, C, E, G, J 

Table 6. Interview participants’ data 

 

Three of the interviews were conducted in person, while the others were held via Microsoft 

Teams video calls because the interviewees were located in different countries. The duration 

of the interviews ranged from 30 minutes to 1 hour and 15 minutes. The interviews were 

recorded and the transcript was saved for the further data analysis. 

Interview invites were sent approximately a week before the actual interviews. Interview 

questions are presented in appendix 1. All interviews were done in September and October 

2025. The identities of the participants have been kept anonymous. All interviewees have 

over 10 years of experience in the software industry. The participants were located in India, 

Sweden and Finland, and all the interviews were held in English, which is the business 

language of the organization. 
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3.3.2  Interview questions 

Each interview included seventeen questions, and the interview questions are mentioned in 

appendix 1. To gain insights into how the product group formulates and communicates the 

Product PS, how effectively it is understood across internal stakeholders, and what 

challenges arise in its adoption, interview questions were created and grouped into the 

following categories: PS Practices, PS Communication, Measurement, Challenges, and 

General awareness 

All interviews were carried out in a semi-structured format. The semi-structured nature of 

the interviews provided respondents with the opportunity to share more in-depth personal 

insights and elaborate on their responses. Some questions specifically invited discussion on 

what works well, what does not meet expectations, and what challenges have increased. 

3.4  Interview themes 

Grounded Theory (GT) was adopted as the primary analytical framework to generate a 

qualitative analysis grounded in participants’ experiences. The analysis followede structured 

stages of open, axial, and selective coding. (Charmaz 2014) 

Open coding - In the open coding phase, the data was scrutinized line by line to capture 

emerging concepts and generate initial codes that reflected participants’ meanings and 

experiences. This phase aimed to identify the actions, strategies, and meanings participants 

attached to their day-to-day PS related practices. 

Codes such as “understanding of PS–task alignment,” “efficient communication within the 

team,” “need for a priority-based roadmap view,” and “end-to-end traceability from 

organizational strategy, PS to team tasks” began to emerge during this phase. Coding was 

intentionally broad and inductive, allowing categories to emerge naturally from the data 

rather than being imposed prematurely.  

 

Axial coding - In the second phase, open codes were compared, clustered, and refined into 

higher-level categories based on conceptual similarity and relational meaning. For instance, 

codes such as “Clear PS format”, “Multiple interpretations” and “Granularity in the PS 
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communication” were grouped under the category “PS usability and clarity”. Similarly, 

codes reflecting “Team understanding through direct communication”, “Structured 

retrospective at epic level to identify gaps” and “Using DOR/acceptance criteria to gauge 

PS understanding” are merged “Evaluating the PS understanding”. 

This phase helped establish connections between causal conditions (e.g. PS details), 

actions/interactions (e.g. PS communication), and consequences (e.g., increased awareness 

of the PS components). 

Selective coding – In this phase, the categories were integrated to construct coherent 

interview themes describing how employees within a product organization interpret the 

group’s product strategy. 

For example, a core concept, “Assessment of PS Understanding” was identified as the central 

analytical theme for examining how employees in diverse roles comprehend the PS.  This 

core category represented the continuous effort to balance the usability of the PS with the 

need to measure how well it is understood. Other categories such as “Formal PS 

communication” and “Team collaboration for PS” were integrated into a theme, “PS 

communication and accessibility” describing the importance of structured PS 

communication and ease of access. 

In some of the last interviews, only a few new codes emerged. The analysis was thus 

informed by Grounded Theory coding procedures that provided an empirically derived 

model of how the employees in a product organization perceive and internalize the group’s 

product strategy. 
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Finally, following themes were derived from the interview data: 

 

Table 7. Interview themes 

The following section presents an example of open, axial, and selective coding, illustrating 

three interview themes selected from the eleven identified above: 

 

Figure 5. Coding Diagram (illustrating three interview themes selected from the eleven identified) 
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 Findings 

This chapter provides a summary of the results derived from the interviews and the data 

gathered during the study. It offers a comprehensive overview to support the analysis and 

interpretation of results in the subsequent chapters, discussion and conclusions. This section 

offers a detailed examination of the themes that emerged from applying grounded theory to 

the interview data. 

4.1  Assessment of PS understanding 

Ensuring that all stakeholders fully understand the PS is essential for the successful delivery 

of any product. Questions were asked to assess the interviewees’ level of understanding of 

the PS and the PS format.  

Understanding the PS: Out of eleven, nine participants mentioned that they understand the 

PS easily. For example, 

“The current product strategy is easily understandable. No suggestions to the 

format.”(Participant H) 

Two participants indicated that the PS is not easily understandable to them. For example, 

“I won't say I always understand product strategy easily.”(Participant G) 

Hence it appears that majority of the participants easily understand the PS. 

Following suggestions related to the PS format were received: 

“Format should indicate a clear link to the parent business strategy. Complete traceability 

from business strategy to features is expected.” (Participant D) 

“Product strategy could be more extensive. The product strategy at present contains more 

strategic aspects, but does not provide the details at product level. It'll help if it does.” 

(Participant F) 
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PS Framework: The organization uses OKRs as the PS framework. The participants were 

aware of OKRs being used as the PS framework. One participant mentioned relying more 

on the information in Jira than on the framework.  

 

PS usability: 

Nine participants expressed their opinions about the PS usability and clarity. They mentioned 

that contents of the PS are useful to them to plan their work.  

Following are insights and recommendations on certain specific areas, with most inputs 

coming from one or two participants each: 

High level business 

strategy and PS 

Limited need to access high-level business strategy directly as the 

participant gets all the details required from PS (Participant A) 

Futuristic vision The participants seek future-oriented functional guidance from PS 

(Participant E and G) 

Timelines The participant expects decision making about timelines to  be 

more specific and clear in the PS (Participant J) 

Granularity Detailed functional details are missing in the PS communication 

(Participant G) 

Compliance details PS helps legal, compliance issues to be addressed in the products 

(Participant H) 

Technical details The product strategy is primarily business-focused, which can 

make it challenging to interpret from a technical perspective. 

Including more technology-oriented details would improve its 

usefulness for technical stakeholders (Participant C) 

Domain knowledge Domain knowledge could be a challenge for new epics. It would 

help if PS includes some pointers. (Participant J) 

Table 8.PS recommendations from the interview participants 

Evaluating the PS understanding: Seven of the eleven participants mentioned the approaches 

they employ to assess the extent to which their team members understand the product 

strategy.  

For example, 
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“A clearly written acceptance criteria tells me that the team member has understood the 

feature details, which they get through Jira epics detailed out by PO” (Participant B) 

“To know if right things are being developed, regular code reviews take place. For business 

logic implementation, SITs and UATs take place” (Participant E) 

“Through requirements setting and refinement sessions with dev team, I get a pulse of 

internal team's understanding of the PS” (Participant F) 

“We do not have any specific evaluation techniques. We have streamlined process, IT 

analysts work with PM, and then explain the details to team members. Business people carry 

out UATs to evaluate the features.”(Participant J) 

“Clarity of the acceptance criteria”, “Code reviews”, “SIT / UAT test results”, “Requirement 

setting”, ”Refinement sessions”, “Efficiency of analysts – PM – team flow members work-

”, “Direct communication with the team” are the indicators emerged to evaluate the level of 

PS understanding. Further to assess internalization of product strategy by the team members, 

these indicators can act as the proxy measures that build the perceived understanding about 

the PS. 

Participants B, C, D, H, I, and K mentioned that the organization’s periodic, overall surveys 

include questions designed to evaluate their understanding of the product strategy. But apart 

from these, they do not receive any surveys specifically focused on the product strategy. 

One participant indicated the need for structured retrospective at epic level to identify gaps, 

“A formal retrospective at epic level would help to understand the gaps.” (Participant G) 

Following question was posed to all participants to gauge their overall understanding of the 

product strategy over the short-term (one PI), medium-term (one year), and long-term (five 

years). 

“Please indicate your confidence in understanding the product strategy for the short-term 

(one PI), medium-term (one year), and long-term (five years).”    

The results were as follows: 

“Please indicate your confidence in understanding the product strategy for the short-term 

(one PI), medium-term (one year), and long-term (five years).” 
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Confidence level Low Medium High 

Span Number of participants 

One PI 0 0 11 

1 year 0 4 7 

5 years 4 3 4 

 

Note:  For example, in the above table, 7 participants indicated High confidence in 

understanding medium-tern (one year) PS 

Table 9.Team’s confidence in understanding the product strategy 

4.2  PS communication and accessibility 

The questions aimed to assess the effectiveness of current PS communication and the ease 

with which the documentation can be accessed when needed.  

All interview participants mentioned that they rely on virtual meetings conducted for PS-

related updates to obtain the necessary PS information.  

For example, 

“I feel informed. We have regular teams meetings for product strategy.” (Participant D) 

“Teams meetings for product strategy happen at fixed intervals”. (Participant G) 

“OKRs, roadmaps are explained in detail in meetings.” (Participant H) 

“I do get the updates to product strategy from the PM in the monthly staff calls - teams 

meetings”. (Participant A) 

Most participants mentioned that for later reference, they access the PS document and related 

information via emails, confluence, and share point and teams channels. Seven interviewees 

mentioned that the PS is easily accessible to them whenever required. Four of them 

mentioned that they need help from other team members or their supervisor to locate the PS 

document.  

All participants believe that the PS-related communication is effective. Following were some 

of the positive responses in the context of PS communication: 
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“Teams meeting are regular those provide me the business/functional clarity” (All 

participants) 

“Teams meetings, Country specific physical meetings, Intranet articles and video clips up 

to one level up, all are useful” (Participant F) 

“PS helps understand current state of the feature, futuristic view and dependencies” 

(Participant E, Participant G) 

Participants also indicated that they obtain all necessary PS-related information from either 

their peers, supervisors and product management team members indicating good 

collaboration within the team. Almost seven participants mentioned that they approach 

product owners or product managers to ask for the information they need. For example, 

“Product strategy in nicely explained by the PM team when I go to them” (Participant A) 

“I get the updates to the product strategy, especially through discussions with the PO” 

(Participant B) 

“I get updates to the product strategy through RTE and PO. They are well aware.” 

(Participant C) 

The participants also suggested following improvements to the current PS development, 

communication and documentation, with most inputs coming from one or two participants 

each: 

More details in the PS Since the PS contains limited information, a lot of time is later 

spent seeking clarification from the PMs about the items 

mentioned in it. Therefore, including more detailed information 

directly in the PS document would be beneficial. 

 

Unexpected elements PS communication should be free of unexpected elements. For 

instance, certain features emerged directly in the PS 

communication despite not being part of any prior discussions 

with the PMs. 
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PS dashboard A dashboard should be implemented to facilitate streamlined 

follow-up and ongoing updates to the PS 

Details from the PM 

team 

The PM team can further strengthen collaboration by providing 

more comprehensive background and contextual details to the 

team 

Bottom-up approach A bottom-up approach could be adopted when developing the 

PS. For example, developers could propose features 

Table 10.Improvements suggestions from the participants 

All participants were asked the following question to evaluate the effectiveness of PS-related 

communication: 

“Please indicate your confidence in the effectiveness of communication related to the 

product strategy.” 

 The results were as follows: 

“Please indicate your confidence in the effectiveness of communication related to the 

product strategy.” 

 

Confidence level Low Medium High 

Number of participants 1 6 4 

Table 11. Team’s confidence in the effectiveness of product strategy communication 

The following question was posed to all participants to assess whether they can evaluate the 

team’s understanding of the PS: 

“Please indicate your confidence in assessing your team’s understanding of the PS.” 

 The results were as follows: 

“Please indicate your confidence in assessing your team’s understanding of the PS.” 

Confidence level Low Medium High 

Number of participants 7 0 2 

 

Note 1: For example, one participant indicated that he can effectively assess how his 

team has understood the PS. 



  

47 
 

Note 2: Missing responses = 2 (participants did not vote for the question) 

Table 12. Team’s confidence in assessing team’s understanding of the PS 

4.3  PS and Prioritization 

The questions were designed to assess whether team members are fully informed about 

priorities communicated through the PS. The responses primarily reflected the ways in which 

participants rely on the PS to set priorities, as well as the difficulties they experience in this 

process. 

Five participants mentioned that they depend significantly on the PS to establish the 

priorities for their future tasks. For example, 

“I mainly need to refer to the PS for deciding priorities with internal teams.”(Participant F) 

“I refer to the product strategy especially for the PI planning for feature details. Also to 

check the priorities if PO isn't available.”(Participant C) 

“I need to access the product strategy related documents to check the feature 

prioritization.”(Participant B) 

The same participants also described following challenges they face when trying to 

determine the priorities: 

“Lack of clarity in PS creates challenges in epic prioritization. Sometimes it’s difficult to 

decide the priorities when everything comes as P1. Trade-offs for deciding priorities and 

managing timelines are not that smooth” (Participant B) 

“Product roadmap has only timeline view. It would help if it has priority view as well.” 

(Participant J) 

4.4  PS and Dependencies 

The questions were designed to assess whether team members are fully informed about the 

dependencies communicated through the PS. The responses primarily reflected the ways in 
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which participants rely on the PS to understand the dependencies, as well as the difficulties 

they experience in this process. 

A total of nine responses were received regarding dependencies. One participant stated that 

internal epic dependencies (e.g., Phase 1 and Phase 2) are clearly visible in the PS. Two 

participants indicated that the PS does not provide sufficient visibility into dependencies 

with external teams. For example, “Dependencies with the external teams are not much clear 

from the product strategy communication” (Participant I) 

Another participant suggested that documenting dependencies at the epic level would be 

more suitable than providing extensive details in the PS. One participant reported that there 

are delays from external teams in communicating issues pertaining to the PS. For example, 

the legal team may identify and communicate compliance gaps only during the later phases 

of the project, resulting in reduced reaction time for the PM team. 

4.5  PS traceability and PS-work alignment 

A few questions were developed to gather participants’ thoughts and suggestions on 

traceability within the product planning process. All the participants expressed their thoughts 

about traceability.  

Nine participants indicated that they are able to establish a clear connection between the PS 

and their tasks.  

For example,  

“I mostly understand how my tasks are aligned to the product strategy” (Participant A) 

“I am generally aware about how my work relates to the product strategy” (Participant C) 

“My team's task to product strategy are traceable” (Participant G) 

“I am very much aware how my tasks link to the overall product strategy” (Participant J) 

Two participants indicated that establishing such traceability is not easy for them. 

For example, 
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“There's no system as such to check if what we are doing adheres to the product strategy. 

It's by what we feel” (Participant E) 

Participant K spoke positively about the linkage between epics and the PS—stating that “the 

process of linking tasks has significantly improved, as Jira epics are now manually aligned 

with their respective buckets in the PS”— four other participants viewed the manual linking 

process as a traceability gap. 

While Participant H expressed confidence in presenting end-to-end traceability up to the 

organizational-level business strategy, three other participants indicated that they cannot 

easily establish the link from the organizational strategy to their tasks. For example, 

“Business Strategy to features traceability is not clear” (Participant D) 

“I get the traceability of team's task to group product strategy level but not to the business 

strategy as such” (Participant J) 

Participant I indicated that while traceability is achievable for major tasks, it becomes 

challenging when dealing with minor tasks. 

Participant D mentioned, “I have a suggestion for the PS format. Format should indicate 

clear link to the parent BS. Complete traceability from BS to features is expected in the PS 

format.”        

Following table captures some important findings related to traceability. 

Able to establish a clear traceability 

between PS and tasks 

Yes = 9  

No = 2 

Manual linkage between Jira epics and PS 

is a traceability strength 

Yes = 1 

No = 4 (”it’s a traceability gap”) 

Presenting end-to-end traceability up to the 

organizational-level business strategy is 

possible 

Yes = 1 

No = 3 

                         Table 13. Important findings related to traceability                                                       

PS-work alignment: During the discussion, some of the interviewees mentioned if, and in 

what ways, their daily work relates to the PS. All of them stated that they mostly understand 

the connection between their work and the PS.  
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Participant B added the disclaimer “if the epics are well defined”.  

Participant C mentioned that, if uncertain about alignment, he reaches out to the PM team to 

inquire, “What is the value of this task?” 

4.6  PS deviations 

Six participants indicated that certain tasks lie outside the PS. For example, 

“It's common that we work on something outside of the product strategy” (Participant A) 

“There are few minor things we work on, they are kind of out of PS” (Participant D) 

Three participants indicated no observed deviations. Two participants indicated that 

deviations typically consist of mandatory technical tasks mandated by higher-level 

management. For example, 

“There are some things added later but are mandatory.” (Participant A) 

“There are run-time mandatory items.” (Participant J) 

Two participants indicated that the PS contains a bucket for incorporating ad hoc items at a 

later stage. For example, 

“There’s a bucket to specify those later and whole team is aware of it” (Participant J) 

The participants indicated that collaboration within the team on these deviations is very 

effective. 

Thus, some tasks are not as directed by the product strategy, often due to minor or mandatory 

additions, though a few report no deviations. The flexibility and strong team collaboration 

are positives, but out-of-scope work suggests occasional misalignment. 

4.7  PS and budget allocations 

A question was incorporated to assess the participants’ general awareness of budget 

allocations. Only one participant stated that he does not understand the budget allocations. 

Five participants indicated that they understand the budget allocations. Some of them are 
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closely involved in supplying the supporting data required for the allocation process. For 

example, 

“I am heavily involved in providing the technical data needed for budgets related decisions” 

(Participant B) 

“I know how the budget is allocated” (Participant I) 

“I do understand the internal budget allocations” (Participant F) 

Participant F mentioned, “I feel some disconnect in the alignment of strategic objectives to 

tech funding.”  

Most participants understand budget allocations and are actively involved, which is a 

positive. However, limited awareness in one case and some misalignment with strategic 

goals highlight areas for improvement. 

4.8  PS and market trends 

Following question was included in all the interviews, “Do you understand how the PS is 

aligned to the current market trends? Functional and tech?” Eight interviewees answered 

‘Yes’ to the question. For example, 

 “I very much know how product strategy aligns with the market trends, it helps decide the 

scope accordingly” (Participant H) 

“I am always aware how market trends influence the product strategy” (Participant I) 

“Business strategy, hence product strategy are quite aligned to the market trends in the 

domain.” (Participant F) 

Four participants highlighted that the business leaders provide clear explanations of how the 

PS relates to market trends. For example, 

“Business leaders explain the current market trends in meetings” (Participant A) 

“I attend country head meetings and try to understand the latest market trends related to our 

domain.” (Participant C) 
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Participant F mentioned, “Many times we lack the execution capability to catch the market 

trends”.  

Participant J mentioned. “I understand the PS alignment with some common technical 

trends, but not for the trends related to business and domain”. 

According to Participant K, feedback provided by Sales and the Commercial Manager—

particularly concerning current and emerging market trends—plays a significant role in 

shaping the PS. 

Most participants understand how the product strategy aligns with market trends, supported 

by clear leadership communication. However, gaps in execution and limited understanding 

of some business trends highlight areas for improvement. 
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 Discussion 

This chapter presents an overview of the research results and connects them to the literature 

discussed in the theoretical framework, particularly in relation to the perception and 

internalization of PS. The answers to the main research question and its four sub-questions 

are discussed to provide a comprehensive understanding of the findings.  

The thesis employs three key constructs: perceived understanding, demonstrated 

understanding, and an internalization proxy. When introduced to a concept, process, or 

system, individuals form a subjective interpretation based on prior knowledge and judgment, 

referred to as perceived understanding, and when the individual applies the understanding in 

a practical context, it may be termed demonstrated understanding. To assess internalization, 

indirect indicators appear to have employed which can be referred as internalization proxies. 

The primary objective of the study was to understand how product strategy is developed, 

how the product management team communicates that strategy to engineering teams, how 

effectively the teams comprehend the strategy, and what challenges the engineering teams 

face in perceiving, internalizing, and executing it.  

Here, ‘perceiving the product strategy’ means developing a thorough understanding of every 

aspect of the product strategy. It involves understanding why the product strategy is being 

developed, what it includes, and how it will be implemented. By “internalizing the product 

strategy,” it is meant to retain your understanding of the product strategy so well that you 

can recall and apply it effortlessly throughout the product’s journey ahead. 

The study aims to identify ways to help teams more effectively understand, interpret, and 

execute the product strategy, which is detailed out through the main research question and 

sub-research questions outlined in section 1.2 
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5.1  Respond to Research Questions 

5.1.1  The design of product strategy and what does it include (RQ 1)  

The first sub-question aimed to understand how the product strategy is designed and what 

does it include. While studying about designing the product strategy, perceived 

understanding built through the literature review mentioned the generic elements, such as 

customer requirements, product vision, product goals, product roadmap, resource allocation, 

risk management, and relevant metrics - KPIs to be a part of the product strategy. Alongside 

these primary components, the empirical studies built the demonstrated understanding that 

emphasized on including prioritization, dependencies, and relevant market trends as well in 

the product strategy. (Section 2.1.7 and section 4). 

Following are some key recommendations for PS contents that emerged from the empirical 

study: (Table 8.PS recommendations from the interview participants) 

1) More explicit and clear timeline and priority related decisions in the PS would be 

helpful.  

2) If the product strategy is mainly business-focused, it can be hard to interpret 

technically. Including more technology-focused details would help technical 

stakeholders.  

3) Including domain knowledge pointers in the PS would assist with understanding new 

epics. 

As indicated in section 4.1, ‘Assessment of PS understanding’, the majority of participants 

demonstrated an understanding of these primary PS components. Participant F also remarked 

that the PS should be more extensive, recommending the inclusion of more detailed product-

level information alongside the overarching strategic content. Participant J indicated that the 

PS should provide clearer and more detailed guidance on timeline-related decision making. 

According to Participant C, the PS should balance business and technology perspectives by 

providing more technical details alongside the strategic business information.  

Overall, the findings suggest that stakeholders’ expectations regarding the PS have become 

more demanding. Although the common practice in product organizations has been to 
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include only high-level, generic content in the PS and defer more detailed decisions to later 

stages, as mentioned in the previous paragraph, participants indicated a preference for 

addressing these specifics during the initial PS development phase. 

The literature review outlines a process for selecting the appropriate PS framework. Based 

on this perceived understanding, Figure 6 describes a step by step process to define the PS 

framework, and ‘Case 2’ (Section 5.1.2) explains the PS framework selection process for 

large product organizations. As per the demonstrated understanding through empirical 

studies, the organization already uses OKRs, an outcome-centric framework as the PS 

framework. Therefore, this discussion does not aim to map the complete PS framework 

selection process. However, when comparing this with the framework selection process, the 

‘Decision 1’ and ‘Decision 2’ steps presented in the literature review help explain why OKRs 

may have been chosen as the PS framework. The organization’s PS appears to focus on 

establishing clear, measurable product goals; therefore, an outcome-centric framework 

seems appropriate. Additionally, as an established organization with well-defined 

development processes and a strong track record of delivering high-quality products on time, 

the PM team is able to set clear objectives and measure progress through key results. 

Therefore, selecting the OKRs framework appears to be an appropriate choice. 

5.1.2  How does the Product Management Organization communicate the product 

strategy to its employees? (RQ 2) 

The second sub-question focused on how the product management team communicates the 

PS to others.  

As per the perceived understanding built through the literature studies, while the business 

strategy sets the high-level direction and strategic priorities, the product strategy translates 

the set priorities into targeted product goals. The role of the product management 

organization is pivotal, as it develops the group-level PS in alignment with the overarching 

business strategy and effectively communicates it to relevant stakeholders within the product 

group. Synchronous modes such as audio or video conferencing are predominantly favored 

by organizations as the primary mode for conveying the PS to foster employee engagement, 

gather real-time feedback, and promote effective collaboration.  This was further supported 

by the empirical findings, in which most participants reported, and helped build the 
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demonstrated understanding that the product management team primarily relies on 

interactive video calls for communicating the PS.  

Perceived understanding is built through the literature review that asynchronous modes such 

as chats, group channels, emails, wikis, and SharePoint can be utilized to make various 

artefacts accessible for future reference and to address queries as product development 

progresses. The empirical studies built the demonstrated understanding which indicated that 

for later reference, the interview participants access the PS document and related information 

via emails, confluence, and share point and teams channels. Four of them mentioned that 

they need help from other team members or their supervisor to locate the PS document. 

Consequently, a recommendation for product management would be to develop a centralized 

repository that offers links to PS documentation and facilitates continuous communication 

regarding its contents. According to the empirical studies, all participants reported that PS-

related communication is generally effective, with no major issues noted. Additionally, 

during the product development phase, continuous support from the PM team is essential to 

guide the team on PS-related queries, and empirical studies have indicated strong 

collaboration in this area. (Sections 2.1.6, 2.2.3, 4.2) 

Following are some key recommendations for PS-related communication that emerged from 

the empirical study: (Table 10.Improvements suggestions from the participants) 

1) The limited information in the PS leads to frequent clarification requests to PMs. 

Adding more detailed content to the PS document would help reduce this effort. 

2) A dashboard should be implemented to streamline PS follow-up and updates. 

3) Collaboration can be improved if the PM team shares more background and 

contextual details. 

 

5.1.3  How do the organizations measure the level of understanding of the product 

strategy by its employees?  (RQ 3) 

The third question was intended to explore ways to assess employees’ understanding of the 

PS. This also serves as an implicit measure of the effectiveness of PS communication. To 
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achieve this, as per the perceived understanding through literature review, using quantitative 

methods—such as employee engagement survey scores, communication audits, usage 

metrics, attendance at internal meetings, and response rates to internal messages—alongside 

qualitative methods, including one-on-one or group conversations with employees, 

observing day-to-day communication, and analyzing descriptive survey responses could be 

considered. (Section 2.2.5)  

Empirical studies indicated that some organizational surveys included a few questions 

related to employee engagement in the PS. The studies further indicated that the organization 

depends largely on networking and direct communication with peers for PS-related 

discussions. The findings indicate that the participants mentioned, “Clarity of the acceptance 

criteria”, “Code reviews”, “SIT / UAT test results”, “Requirement setting”, ”Refinement 

sessions”, “Efficiency of analysts – PM – team members work-flow”, “Direct 

communication with the team”, as the indirect measures they use to assess how well their 

team members have built the perceived understanding of the product strategy. These indirect 

measures act as the proxy indicators of the internalization of product strategy. (Section 4.1, 

4.2) 

Table 9 shows that the participants have high confidence in having understood the short-

term PS, but confidence in understanding decreases for longer-term PSs. As indicated in 

Table 11, many participants expressed medium confidence in how effectively PS 

communication is currently conducted. Table 12 shows that many participants reported low 

confidence in their ability to assess their team’s understanding of the PS. 

Overall, the empirical studies suggest the need for a concrete mechanism to measure PS 

communication effectiveness, enabling participants to confidently assess both, the 

communication and their team’s understanding of the PS. 

 

5.1.4  What are the challenges in perceiving and internalizing strategy by the 

employees? (RQ 4) 

Fourth sub-question aimed to study the challenges in perceiving and internalizing PS by the 

employees. Literature review built the perceived understanding that employees encounter 
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challenges in perceiving the PS, such as lack of trust, lack of clarity, lack of engagement, 

lack of communication, communication silos, information overload and ineffective 

communication channels. Out of these only ‘lack of clarity’ was demonstrated to some extent 

in the empirical findings. According to the empirical findings, the demonstrated 

understanding reports following challenges falling into the category of ‘lack of clarity’: 

1) The PS does not fully trace the connection from high-level business strategy to 

product features. Also, manual linking of Jira epics to the PS prevents team members 

from gaining a holistic view of the business objectives. Therefore, the overall 

traceability is unclear, which may risk tail-end engineers deviating from the shared 

business goals.  

2) The PS at present contains more strategic and business aspects, but does not provide 

the details at product level. The absence of detailed product-level functionality may 

prolong the product discovery phase, especially for engineering teams. 

3) Ambiguity in decision-making around timelines can extend the product planning 

phase, as epic prioritization takes longer. 

No major challenges related to the internal communication and collaboration were evident 

in the empirical findings. (Section 2.2.6, Table 13, Table 8) 

5.2  Application of findings – Proposed solutions 

The following sections suggests some applications derived from the theoretical and 

empirical findings, the 'Product strategy framework selection process', 'Product strategy 

communication process', 'Unified Product Management and Engineering platform with a 

Product strategy dashboard', 'Product strategy checklist', and 'Product strategy workshop'. 

These suggestions are based on the study’s findings but were not implemented or evaluated 

within the scope of this thesis. 
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5.2.1  Product strategy framework selection process 

The product management organization is responsible for leading and facilitating the 

selection of the most suitable product strategy framework. A straightforward process for 

selecting the framework is recommended as follows: 

 

Step 1: Understand the business strategy – organization's strategic priorities, market 

focus, and commitment to customer-centricity 

Step 2: Collect internal organizational data – Team capabilities, resource availability, 

budget constraints, and operational readiness 

Step 3: Collect external data – customer insights, market trends, and competitive 

analysis 

Step 4: Facilitate cross-functional workshops with the stakeholders (E.g. Executive 

team, Product managers, and Engineering / Marketing / Sales leaders) to evaluate the 

product strategy framework options 

Step 5: Finalize the framework as a result of a comprehensive and informed evaluation 

Step 6: Establish continuous feedback loops and define key performance indicators 

(KPIs) to track and validate the effectiveness of the chosen product strategy framework 

 

Selecting a process-centric, customer-centric, outcome-centric, or knowledge- driven   

framework: In Step 5, the team should finalize the product strategy framework—choosing 

from process-centric, customer-centric, outcome-centric, or knowledge-driven approaches, 

as outlined earlier. 

Selecting the right framework from these categories can be a complex task that requires 

thoughtful evaluation and careful consideration of multiple factors such as ‘Organizational 

focus reflecting through the business strategy’ and ‘Company size and maturity’. 
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The following guidelines address each of the factors discussed above and aim to support the 

selection of the most suitable product strategy framework. 

Organizational focus reflecting through the business strategy: While analyzing the business 

strategy, product managers should make a deliberate effort to understand its core focus 

related to the product line.  

For example, if the business strategy emphasizes delivering complex features aligned with 

market needs, and calls for continuous customer involvement and iterative validation, a 

customer-centric framework would be well-suited. 

When the business strategy involves minimal feature enhancements, a process-centric 

framework can be suitable, given that ongoing customer involvement may not be essential 

during development. 

If the business strategy defines clear, measurable outcomes and places more emphasis on 

achieving those outcomes than customer-centricity, an outcome-driven framework may be 

the most appropriate choice. 

Company size and maturity: Company size and process maturity plays a vital in deciding the 

product strategy framework.  

For mature organizations operating with well-defined legacy processes, a structured, 

process-driven product strategy framework is often best suited to effectively align with the 

business goals.  

For larger organizations with a dedicated customer base that already trusts the brand, 

continuous customer involvement throughout the product development may be less critical, 

and thus a customer-centric framework might not be required. These organizations may 

benefit more from the process-centric or outcome-centric frameworks. 

For start-ups or emerging organizations without an established customer base, ongoing 

customer engagement and validation throughout the process are essential to ensure customer 

satisfaction. A customer-centric product strategy framework would be highly appropriate in 

this context. 
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In the early stages of a start-up, when the organizational structure is still evolving, adopting 

a knowledge-driven framework can help align stakeholders effectively around key tasks and 

objectives. 

The availability of expertise and resources should also be taken into account when selecting 

a product strategy framework. For example, in a resource-constrained environment, selecting 

a strategy framework that allows flexibility in execution can be particularly beneficial. 

 

Selecting within the existing process-centric, customer-centric, outcome-centric,   or 

knowledge-driven framework: Selecting from the existing frameworks within various 

categories can again be subjective and highly dependent on an organization's unique context 

and influencing factors. Product managers can follow a structured process of defining 

evaluation criteria, prioritizing them by importance, and selecting a framework that aligns 

with the highest-priority needs. 

Following table suggests some recommendations for the selection of framework as per 

primary evaluation criteria: 
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Table 14. Recommendations for the selection of framework 

 

 



  

63 
 

 
Figure 6. Product strategy framework selection process 

Some examples of selecting a product strategy framework 

Case 1: Selecting framework for a start-up developing a new product for a small set of 

committed customers 

Step 1 (Understand the business strategy): The business strategy highlights the following 

points:  

a. Customer-centricity, focusing on meeting the needs of committed customers and 

developing the product according to their specifications 

b. An iterative process to incorporate continuous customer feedback 

c. Hypothetical data to be collected from customers 



  

64 
 

d. An accelerated time to market is expected 

 

Step 2 (Collect internal organizational data): Product manager collects the internal data such 

as resource availability, team size and expertise, expenses, investor and board’s expectations 

etc. 

Step 3 (Collect external data):  Product manager collects external data such as hypothetical 

product data provided by the customers, customer personas, high-level feature requirements, 

compliances and legal, similar competitor products etc. 

Step 4 (Facilitate cross-functional workshops with the stakeholders): Product manager 

organizes meetings with the internal stakeholders to analyse the collected data, seek inputs.  

 

Decision 1 (Select the category of product strategy):  

Given the business strategy’s emphasis on customer centricity, the team decides to 

incorporate continuous customer validation throughout the product development process.  

Hence the team decides to select a ‘Customer-centric’ framework. 

 

Decision 2 (Select the framework from existing frameworks available):  

The team decides to focus on identifying and understanding customer needs, followed by 

prioritizing features based on the real-time customer problems and hypothetical data 

provided by the customers. At the same time, the team recognizes that a streamlined process 

could enhance efficiency and focus. Hence, the team selects ‘CIRCLES framework’ to 

develop the product strategy ahead. 

 

Case 2: Evaluating and selecting the framework for a large enterprise to enhance an existing 

product with new features, serving a broad and established customer base. 

Step 1 (Understand the business strategy): The business strategy focuses on enhancing 

customer experience by adding new functionalities to the existing products.  

The business strategy highlights the following points:  
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a. A balance of product and customer-centricity, aiming to add new features aligned 

with market expectations and the design team’s assessment. 

b. An iterative development process is followed, but select few intermediate customer 

validations are planned 

c. Real-time data to be collected from existing customers 

d. Not prioritizing a rapid market launch 

Step 2 (Collect internal organizational data): Product manager for each group collects the 

internal data such CRM data, new functionality adoption rates, delivery velocity, release 

cadence, technical debts, QA metrics, escalation patterns, cross-functional dependencies, 

resource availability, team sizes and expertise, expenses etc. 

Step 3 (Collect external data):  Product manager collects external data such as emerging 

industry-customer behavior-technology trends, competitive analysis, GTM strategy, 

compliances and legal etc. 

Step 4 (Facilitate cross-functional workshops with the stakeholders): Product manager 

organizes meetings with the internal stakeholders to analyse the collected data, seek inputs.  

Decision 1 (Select the category of product strategy):  

Aligned with the business strategy's focus on product enhancements, the team finalizes an 

approach to prioritize the establishment of clear, measurable product goals.  Hence the team 

decides to select an ‘Outcome-centric’ framework. 

Decision 2 (Select the framework from existing frameworks available):  

As an established organization, the teams have well-defined development processes in place 

and a strong track record of delivering high-quality products on time. The product 

management team recognizes the opportunity to define clear objectives and measure 

progress through key results. Hence ‘OKRs’ framework is selected to develop the product 

strategy ahead. 
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5.2.2  Product strategy communication process 

Following could be the steps involved in communicating product strategy to various 

stakeholders in the organization: 

Step 1: Organizational Business strategy is prepared by the top level management and is 

communicated to the product management organizations of various sub-groups in the 

organization 

Step 2: Product management organization creates the group-level product strategy based on 

the business strategy and communicates the same to the internal stakeholders in the group. 

The PMO also shares the related artefacts via wikis, SharePoint, email, and chat tools so it 

can be continuously referenced during product delivery. 

Step 3: Product management organization updates the group-level product strategy, tracks 

the progress continuously and communicates the same to various stakeholders in the 

organization 
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Figure 7. Product strategy communication process 

5.2.3  Unified PM and Engineering platform, and Product strategy Dashboard 

A key recommendation emerging from the review of the current Product strategy-to-

engineering workflow is the need for a direct link between the product strategy and Jira 

(Table 13). Establishing this connection would enable end-to-end PM-to-engineering 

traceability within a single system. Rather than developing and maintaining the strategy 

documents outside the tracking environment, they should reside in a tool that integrates 

directly with Jira. Leveraging the proposed integrated backend platform, a dashboard could 

then be built to monitor and track progress against the product strategy.
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Figure 8. Unified PM and Engineering platform, and product strategy dashboard 

5.2.4  Product strategy specific checklist 

Effective planning and execution are highly dependent on a clear business context and 

supporting details such as timelines, priorities, and dependencies outlined in the strategy 

artefacts. For planning to be successful, it is essential that all internal stakeholders have a 

shared and complete understanding of the product strategy. 

A checklist can be used as part of the planning activities to help assess and align 

stakeholders’ understanding of the PS. The checklist may gather quantitative inputs from 

each internal stakeholder on the following aspects of the PS: 

Rate on a scale of 1 to 10, 1 indicating strong disagreement, 10 indicating strong agreement. 

For the upcoming planning activity, do you have complete understanding of?  

1) The business context related to your tasks? 

2) The timelines for your tasks? 

3) The priorities of your tasks? 

4) The internal dependencies pertaining to your tasks? 
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5) The external dependencies pertaining to your tasks?  

6) The compliance aspects pertaining to your tasks? 

7) The high-level technical details for your tasks? 

8) The deviations you may need to accommodate? 

9) The risks you may face in completing your tasks? 

An example of the checklist is presented below: 

1 = Strongly Disagree  10 = Strongly Agree 

 #   Checklist Item Rating (1–10) 

 1 Understanding of business context related to your tasks  

 2 Understanding of task timelines  

 3 Understanding of task priorities  

 4 Awareness of internal dependencies  

 5 Awareness of external dependencies  

 6 Knowledge of compliance aspects  

 7 Understanding of high-level technical details  

 8 Awareness of required deviations  

 9 Awareness of risks affecting task completion  

Table 15. Product strategy specific checklist 

Based on data collected from the entire team, individual reports can be generated for each 

checklist item, as needed, to support further decision-making. 

For example, 1) Dependencies awareness rating, 2) Priorities awareness rating etc. 

5.2.5  Product strategy Workshop 

Workshop by the Product Management team for communicating the product strategy and 

establishing the traceability: 

Human brains grasp and retain interconnected systems most effectively when they are 

presented in an engaging, game-like format. This approach could also be used for the PM 

team’s communication of the PS to internal stakeholders.                                                                           
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The core concept (Workshop theme):                                                                                                                                       

The workshop is structured around the following core product management elements: 

1. Current market trends 

2. Top-level organizational business strategy objectives 

3. Group level product strategy goals 

4. Product epics or features 

5. Internal / external dependencies 

The following diagram illustrates the alignment between the aforementioned elements: 

 

Figure 9. Product strategy traceability 

As illustrated in the diagram above, top-level management defines organizational goals in 

response to prevailing market trends. Based on these organizational goals, individual product 

groups establish their respective group-level objectives. Product epics and features are then 

derived from these group-level goals. Prior to proceeding with the product development 

process, relevant internal and external dependencies are identified. 

The aim of this workshop is to clarify this alignment for all internal stakeholders involved 

in the product strategy and to build a shared understanding of the product strategy. 

The workshop could be conducted in the following way: 

Organizers PM team members 

Attendees Stakeholders of the product strategy 

Mode In-person / Online 
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Pre-work for 

organizers 

One colour is to be assigned to each of the streams. 

Each stream is a collection of connected elements, 1, 2, 3, 4 and 5 above. 

There would be as many streams as the number of product 

epics/features. 

For example, 

 

Facilitating 

the Workshop 

1. The organizers ask each of the workshop participants to pick-up one 

coloured post-it note 

2. An organizer announces a colour, and all the participants with the 

same coloured post-it notes gather in the front. Organizers ask them 

to get themselves arranged in a sequence of Market trend -> BS -> 

PS -> Epic/s -> Dependencies. 

3. Each of the participants then explains to the audience who they are 

and who are they linked to, i.e. the next element in-line. In this way 

the complete traceability for each stream is explained. 

4. This process is repeated for every colour, covering all the elements. 

Workshop 

Outcome 

By the end of the workshop, the internal stakeholders should have a 

shared understanding and clear view of the complete traceability for 

each  ’Epic -> Product strategy -> Business strategy -> Market Trend’ 

Table 16.Product Strategy Workshop 

5.3  Different internalization of product strategy by different roles  

At its core, the training, evaluation, and accountability frameworks for PMs, coordinators, 

and engineers differ across each role. Hence these three roles in a product organization 

internalize the product strategy differently, viewing and interpreting through the lens of their 

own responsibilities in the organization.  

Empirical studies indicate that the PM team members rely heavily on information provided 

by OKRs to define their charters, guide their product-related tasks and set priorities. They 
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think that Jira does not reflect the high-level view of the product strategy. They are also 

better informed about current market trends, their impact on product strategy, and the 

relationship between product strategy and the organization’s overall business strategy. Thus, 

product management assimilates business strategy, focusing on business goals, market 

value, customer needs, and long-term direction, especially to define why and what should be 

built. Through this internalization of the business strategy, they identify, ‘Translating 

business strategy into product goals’, ‘Defining long-term (5-year), mid-term (1-year), and 

PI-level strategy’, ‘Defining feature priorities’, ‘Balancing trade-offs’, ‘Providing direction 

for upcoming PIs and releases’, ‘Ensuring traceability from business strategy → product 

strategy → features ’ as their primary tasks towards the product strategy. 

Empirical studies indicate that the technical team members rely on the product strategy to 

assess the functional and technical scope, dependencies and also to gain a forward-looking 

perspective on the product’s technological direction. They report a perceived lack of systems 

that help them assess whether their tasks align with the product strategy, and they also expect 

more detailed explanations of functionality in product strategy communications. Through 

this internalization of the product strategy, the technical team participants identify, 

‘Assessing the feature implementation’, ‘Translating epics to stories to code’, ‘Defining 

acceptance criteria, SIT/UAT scope’, ‘Handling dependencies’, ‘Identifying risks and 

constraints’ as their primary execution tasks. Overall, engineering teams assimilate the 

product strategy keeping focus on actionable work, technical feasibility, dependencies and 

implementation details.  

Empirical studies indicate that coordination team members rely on the product strategy to 

provide clear priorities for product development tasks. Sometimes they require assistance in 

interpreting the product strategy, particularly when making trade-offs related to priorities or 

timelines. For them, Jira epics serve as the primary representation of the product strategy, 

providing a clear view of their team’s tasks and helping them establish traceability between 

their work and the product strategy. Thus, the coordination roles assimilate the product 

strategy to ensure that the strategy is consistently understood and executed across teams, 

emphasizing alignment, communication, planning processes, and traceability making sure 

that the product is actually developed as per the original strategy. Through this 

internalization of the product strategy, they identify, ‘Facilitating PS communication’, 
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‘ensuring alignment of daily work with the PS’, ‘translating strategy into executable plans’, 

‘Managing dependencies’ as their primary execution tasks. 

Thus, it is evident that different roles require different levels and types of product strategy 

information. 

 

 

Figure 10. Strategy internalization by different roles 
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 Conclusions 

Conclusions section offers an overview of the extent to which the study fulfilled its purpose, 

outlines the theoretical contributions and practical implications, and concludes by 

highlighting the study’s limitations and suggesting avenues for future research. 

The thesis explored how internal stakeholders within a product organization understand and 

adopt a software product strategy. The main research question made it clear that the study 

centered around three key constituents, internal stakeholders, the software product 

organization and the software product strategy. The four sub-questions  tried exploring how 

the PS is designed, how it’s communicated within the organization, how the level of 

understanding of the PS is measured and what are the challenges faced in understanding the 

PS. (Table 1. ‘Research questions’) 

Answering the main research question, “How do employees in a Product Organization 

perceive and internalize the high-level product strategy?” Here, ‘perceiving the product 

strategy’ means developing a thorough understanding of every aspect of the product strategy. 

It involves understanding why the product strategy is being developed, what it includes, and 

how it will be implemented. The empirical study indicates that the product strategy is 

designed to align products with current market trends while also incorporating a forward-

looking, future-oriented approach to product development. The study also suggests that the 

product strategy includes indicators for priorities-timelines trade-offs, information about 

dependencies, compliances and pointers to budget allocations. 

By “internalizing the product strategy,” it is meant to retain your understanding of the 

product strategy so well that you can recall and apply it effortlessly throughout the product’s 

journey ahead. This study primarily captures perceived understanding and operational 

proxies of internalization, not cognitive internalization measured by recall tests. Based on 

the overall literature and empirical studies, as an answer to the main research question, it can 

be concluded that employees in a product organization understand and internalize the 

product strategy by interpreting the product charter through its key elements—such as 

product vision, objectives, KPIs, roadmap, customer requirements, and risk mitigation, 

arranged in a structured format called, the product strategy framework, which are 
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communicated through a well-designed communication strategy that integrates both 

synchronous and asynchronous communication modes.  

 

Answering the Sub-question 1, “How is a product strategy designed and what does it include 

?”: For the stakeholders to meaningfully perceive and internalize the product strategy, the 

first step is to clarify precisely what a product strategy is, how it is designed and what does 

it include. The literature review presented several definitions of product strategy. Based on 

these perspectives, this study defines product strategy as “a high-level plan developed and 

implemented by internal stakeholders for a product, incorporating the requirements of 

external stakeholders.” (Section 2.1.1). The next task involved examining the process 

through which a product strategy is designed. The product management team derives the 

product strategy from the high-level business strategy. In addition, the design of a product 

strategy can be selected from a wide range of product strategy frameworks, and product 

vision, customer requirements, product goals, product roadmap, resource allocation, risk 

management, matrices, and key performance indicators (KPIs) are the main components of 

a product strategy (Section 2.1.6, 2.1.7). The empirical studies mentions that the organization 

wherein the studies were carried out uses OKRs as the product strategy framework and nine 

out of eleven participants mentioned that contents of the strategy artefacts are useful to plan 

their work ahead. For example, 

“Product strategy details are needed to decide objectives.”(Participant D) 

“Product strategy details are useful to know the features coming in future. It helps me design 

current features accordingly. Helps mainly from functional perspective.”(Participant E) 

“Product strategy shows futuristic view.”(Participant G) 

“I need to visit the strategy artefacts frequently for planning, especially while analyzing and 

preparing high level plans for features.”(Participant J) 

The participants also have some recommendations of some additions such as Futuristic 

vision, Timelines, Granularity, Compliance details, Technical details and Domain 

knowledge. (Section 4.1, Table 8) 

Answering the Sub-question 2, “How does the Product Management Organization 

communicate the product strategy to its employees?” The Product Management 



  

76 
 

Organization communicates the product strategy to the internal stakeholders using a blend 

of synchronous and asynchronous communication methods. Synchronous modes such as 

audio or video conferencing can be leveraged initially to foster employee engagement, gather 

real-time feedback, and promote effective collaboration. Asynchronous modes such as chats, 

group channels, emails, wikis, and SharePoint can be utilized to make the artefacts accessible 

for future reference and to address queries as product development progresses. Empirical 

studies mentions that the participants rely on virtual meetings conducted for PS-related 

updates to obtain the necessary PS information. They mentioned that for later reference, they 

access the PS document and related information via emails, confluence, and share point and 

teams channels. All participants believe that the PS-related communication is effective. 

(Section 2.2.3, 4.2). 

For improved product strategy communication, the interview participants have some 

recommendations such as, ‘More details needed in the PS’, ‘PS communication should be 

free from any unexpected elements’, ‘Need of a PS dashboard’, ‘Need of comprehensive 

details from the PM team’, ‘Inclusion of developer proposed features’. (Table 10).   

Answering the Sub-question 3, “How do organizations measure the level of understanding 

of the product strategy by its employees?” The organizations may measure the level of 

understanding of the product strategy by its employees by measuring the engagement levels, 

message retention, timely responses, and employee actions aligning with the product goals. 

The quantitative measurement methods may involve employee engagement survey-

questionnaire scores, communication audits, usage metrics, attendance at internal meetings, 

response rates to internal messages etc.  The qualitative methods may include one to one or 

group conversations with the employees at various levels, watching day to day 

communication, descriptive survey answers etc. (Section 2.2.5).  

The empirical study examines how the group’s understanding of product strategy is assessed. 

For the assessment of internalization of product strategy, the study primarily relies on self-

reported understanding and indirect measures. Mechanisms used for this purpose include, 

“Clarity of the acceptance criteria”, “Code reviews”, “SIT / UAT test results”, “Requirement 

setting”, ”Refinement sessions”, “Efficiency of analysts – PM – team members work-flow“ 

and “Direct communication with the team”. The outcomes derived from these measures 

serve as proxy indicators of how well employees have built the perceived understanding and 

have internalized the product strategy through the same. Some participants mentioned that 
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the organization’s periodic, overall surveys include questions designed to evaluate their 

understanding of the product strategy. But apart from these, they do not receive any surveys 

specifically focused on the product strategy. (Section 4.1)  

For example, 

“Pulse surveys contain some questions those would ask about product strategy 

understanding” (Participant C) 

“Organizational surveys have some questions related to product strategy” (Participant D) 

The empirical studies indicated that all the participants fully understand the short term 

product strategy, for the quarter ahead, around 60% of the participants fully understand the 

medium-term product strategy - for about an year, only about 30% of the participants fully 

understand the long-term product strategy – the strategy for next 5 years (Table 9). 

Participants also indicated that they obtain all necessary PS-related information from either 

their peers, supervisors or product management team members indicating good collaboration 

within the team. 60% of the participants indicated medium confidence in the effectiveness 

of the product strategy communication (Table 11). Also, 7 out of 8 participants indicated 

that they have low confidence in being able to assess the team’s understanding about the 

product strategy (Table 12).  

Answering the Sub-question 4, “What are the challenges in perceiving and internalizing 

strategy by the employees ?”: The main challenges faced by employees in perceiving and 

internalizing the product strategy are lack of trust, lack of clarity, communication silos, lack 

of engagement, information overload and ineffective communication channels. As per the 

empirical studies, three challenges are mentioned by the participants in the area of ‘lack of 

clarity’. The challenges are related to traceability of product strategy, product-level 

functionality and decision-making around timelines. No major challenges related to the 

internal communication and collaboration were evident in the empirical findings. (Section 

2.2.6, 5.1.9) 

In a SAFe team structure, the engineers building the product are often few layers away from 

the PM organization, interacting mainly through execution leads. This indirect 

communication introduces a risk of misinterpretation or loss of critical context. As a result, 
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engineers may execute on tasks without fully understanding the broader product strategy—

particularly the underlying “why” behind key decisions. 

6.1  Some key findings 

In the interviews, the participants discussed not only general topics such as the effectiveness 

of product strategy communication, basic understanding, availability, and accessibility, but 

also practical aspects such as prioritization, usability, dependencies, traceability, work 

alignment, deviations, budget allocation, and market trends.  The empirical study also has 

some recommendations for the product strategy, including “more explicit and clear timelines 

and priority-related decisions,” “technology-focused details,” and “pointers to domain 

knowledge”. (Table 8) 

Also, following are some key recommendations for product strategy related communication 

that emerged from the empirical study: “The limited information in the PS leads to frequent 

clarification requests to PMs. Adding more detailed content to the PS document would help 

reduce this effort.”, “A dashboard should be implemented to streamline PS follow-up and 

updates.”, “Collaboration can be improved if the PM team shares more background and 

contextual details.” (Table 10). The empirical also suggested the need for a concrete 

mechanism to measure PS communication effectiveness, enabling participants to confidently 

assess both, the communication, and their team’s understanding of the PS. (Section 5.1.7) 

Viewed in a broader context, the findings suggest that internal stakeholders see the product 

strategy not as a preliminary, high-level plan meant to simply initiate the project, but as a 

comprehensive directive that clearly explains what we are building, why we are building it, 

and how it will be developed. Alongside the business aspects, the PM team should also 

incorporate technical considerations and domain knowledge references into the strategy 

artefacts. Product goals within the product strategy should explicitly demonstrate how they 

align with the overarching business strategy. Overall, instead of deferring the specifics of 

product goals to the product planning phase, they should be defined as thoroughly as possible 

within the product strategy itself. Instead of relying on asynchronous communication 

methods such as email, SharePoint, Teams channels, or wiki pages, product team members 

prefer synchronous and interactive sessions to gain a clear understanding of the product 

strategy. The continued support provided by PM team members throughout the product 
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development phase, particularly in addressing product-strategy queries, is highly valued by 

the engineering teams and contributes to a more collaborative and motivated working 

environment. Ideally, the issue tracking system used by the engineering team should be 

seamlessly integrated with the strategy artefacts so that no manual updates are required. 

Progress on all product strategy items should be automatically displayed on a dashboard. 

The product organization may consider conducting product-strategy-specific surveys to 

assess the strategy’s effectiveness and identify areas for improvement.  

Overall, based on the empirical data, a unifying model, cascading alignment process can be 

suggested, in which product strategy influences execution through a series of intermediate 

stages. First, the product strategy is communicated through organizational channels, its 

effectiveness depending upon the easy accessibility through documents and tools. 

Individuals then form a role-specific interpretation of the strategy based on their 

understanding and expertise. This understanding must be internalized, meaning that 

employees should be able to relate the strategy to their own tasks and validate it through 

interactions and processes. The internalization of product strategy enables decision 

alignment, such as setting priorities and making trade-offs, which ultimately shapes 

execution outcomes. This model suggests that even if communication is perceived 

effectively, actual alignment depends upon the clarity and consistency across the 

intermediate stages, and gaps such as limited details and weak traceability need to be 

mitigated to avoid misalignment in decisions and execution. 

6.2  Theoretical Contributions 

The literature study analyzed multiple existing definitions of product strategy and introduced 

a context-specific definition emphasizing stakeholders. Rather than depending on generic 

notions, the literature review examined the significance of product strategy through an 

analysis of insights provided by domain experts. The study traced the evolution of product 

strategy by providing a detailed comparison between the defining characteristics of 

traditional and modern strategies. The study detailed how a product strategy is designed 

within a structured framework, how such frameworks can be categorized, and analyzed 

around fifteen existing frameworks available in the market. Within the literature review, a 
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systematic, stepwise process for selecting a product strategy framework from existing 

options was developed and demonstrated through two case studies. 

During the review of organizational communication literature, only a limited number of 

works were found that dealt explicitly with product strategy communication. Therefore, a 

simple model for communicating product strategy was established. The study further 

investigated methods for assessing the effectiveness of product strategy communication, as 

well as the difficulties internal stakeholders encountered in interpreting it. 

6.3  Practical Implications  

The insights from the literature study can benefit Product Managers, Product Engineering 

leaders, team members, and other relevant stakeholders, and may also offer value to 

academia.  

Basic and core concepts such as defining product strategy, understanding its need and 

evolution, recognizing its importance from domain experts’ perspectives, exploring its 

relationship with business strategy, and details about product strategy design, frameworks 

and categorization of frameworks can be valuable for both, academic use and organizational 

trainings.  

The structured approach presented for choosing the right product strategy framework can be 

applied by product management teams to identify the framework that best fits their 

organization. 

The explanation of the importance of product strategy communication, the communication 

flow and related tools, methods for measuring communication effectiveness, and the 

challenges involved in understanding product strategy can help product management 

organizations evaluate and enhance their product strategy communication processes. 

Section 5.1.3 outlines a process that organizations of any size can use to select the product 

strategy framework best suited to their needs. 

Section 5.1.5 proposes a simple process that any organization can adopt to enable structured 

communication of product strategy across the organization. 
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Tables 9, 11, and 12 can serve as guidelines for creating similar matrices to evaluate product 

strategy understanding, the effectiveness of product strategy communication, and the team 

leader’s confidence in assessing their team’s comprehension of the product strategy. 

As mentioned in Section 5.1.6, organizations can implement a single integrated strategy 

artefacts and engineering issue-tracking system, complemented by a product strategy 

tracking dashboard.  

As discussed in Section 5.1.10, organizations may conduct a product strategy workshop to 

communicate the product strategy effectively to internal stakeholders, enhance their 

understanding, and foster team collaboration. 

Themes emerging from the empirical studies can serve as a guideline for developing a 

checklist to evaluate product strategy coverage and communication within any product 

management organization. As discussed in Section 5.1.8, product management organizations 

may adopt a ‘product strategy specific checklist’ to assess the internal stakeholder 

comprehension of the product strategy. 

6.4  Limitations of the Study 

The empirical study involved eleven interviews conducted within a single sample 

organization. All participants provided informed consent prior to participation, and 

interviews were recorded with permission, transcribed, and anonymized to protect individual 

identities. Data were securely stored and handled in accordance with confidentiality 

requirements, including safeguarding sensitive organizational information. While these 

measures support the ethical conduct and trustworthiness of the study, certain limitations yet 

remain. The single-organization setting restricts the breadth of perspectives, and the reliance 

on experienced participants may limit the representation of less experienced viewpoints. In 

addition, the study primarily draws on self-reported data and indirect measures of 

internalization, which may not fully capture underlying attitudes or behaviors. Responses 

may also be influenced by social desirability bias, with participants potentially presenting 

views they perceive as more acceptable. Finally, the researcher’s interpretations may 

introduce bias, despite efforts to maintain reflexivity and consistency throughout the 

analysis. 
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6.5  Recommendations for Future Research 

This thesis advances the understanding of how employees perceive and internalize software 

product strategy, and emphasizes the importance of deliberate, structured, and transparent 

strategic communication in fostering cohesive and effective product organizations. 

To gain broader and more diverse perspectives, the study could be extended to multiple 

organizations and different domains. Further research could be conducted to develop 

customized matrices, checklists, and applications for assessing product strategy 

understanding. 
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Appendix 1. Interview questions  

No. Question 

1 Why do you need a PS in your day to day work? 

2 How do you access and use the PS?  

3 What details you look for in a PS? 

4 Are you satisfied with the PS communication overall? Any suggestions? 

5 Do you like the current format of the PS strategy document? Do you 

have any suggestions?  

6 Any thoughts about the PS framework used? 

7 Overall, do you think there are any challenges related to PS? 

8 What are your thoughts about traceability from your tasks to PS? 

9 Do you understand priorities from PS? 

10 Do you understand dependencies from PS? 

11 Do you understand the link between PS contents and budgets? 

12 How do you evaluate that your employees have understood the PS, and 

they'll develop the right things as desired? 

13 Do you develop something not relevant to PS? Is it encouraged? 

14 Do you understand how the PS is aligned to the current market trends? 

Functional and tech?  

15 Please indicate your confidence in understanding the product strategy 

for the short-term (one PI), medium-term (one year), and long-term (five 

years). 

16 Please indicate your confidence in the effectiveness of communication 

related to the product strategy. 

17 Please indicate your confidence in assessing your team’s understanding 

of the PS. 
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Appendix 2. Open Codes 

1. Product roadmap communicated during PI planning 

2. Limited need to access high-level business strategy directly as get the details from PS 

3. Efficient communication within the team 

4. PS updates communication by PMs 

5. Inadequate information in Jira 

6. Inadequate information in Jira 

7. Team member satisfied with OKRs framework 

8. Some mandatory things added later 

9. Team member gives inputs for budgeting 

10. Regular team meetings for PS communication 

11. PM team provides clear PS explanations 

12. Disconnect between Jira and PS 

13. Understanding of PS-tasks alignment 

14. Business leaders share market insights 

15. Manual traceability process 

16. Understanding budget allocations 

17. Out of PS scope 

18. Understanding the PS easily 

19. Communication of product strategy and its updates by the PM team 

20. Teams meetings for PS communication 

21. Teams meetings for organizational communication 

22. PS contains feature prioritization 

23. PS does not reflect clear priorities many a times 

24. PS ppt by PM provides the data required for planning 

25. Involvement in providing data for budgets decisions 

26. PS in needed while refining backlog 

27. PS interpretation needs help, especially for priorities and timeline adjustments 

28. Clear PS format 

29. Unexpected updates in PS communication 

30. Dependence on well-defined Jira epics, to understand PS alignment 

31. Effective communication by country heads 

32. Clarity of acceptance criteria as indicator of understanding 

33. Dependence on PO for PS updates 

34. Clear linkage between team's tasks and the PS 

35. Ease of PS information access 

36. Facing difficulty prioritizing when all tasks are labelled as top priority 

37. Experiencing challenges in balancing priorities and timelines 

38. Lack of clarity in PS creates challenges in epic prioritization 

39. Challenging PO on perceived low-priority features 

40. Accessing PS through PO and RTE 

41. Frequently consulting Jira epics and roadmap for ongoing work alignment. 

42. Using PS for PI planning and priority checks in PO’s absence 

43. Comfortable with the PS format 

44. Involved in providing data for budgets 

45. Receiving PS updates through RTE and PO as informed channels. 

46. Relying on virtual meetings for team communication 

47. Struggling to interpret PS from a technical perspective due to business-oriented presentation 

48. Awareness of work–PS alignment 

49. Clarification through business value inquiry 

50. Market trend awareness via leadership meetings 

51. Relying on Jira traceability to assess alignment with PS. 

52. Seeking PO support to connect Jira issues with PS. 

53. Time consuming information retrieval from the PS 

54. Clarifying purpose with Product Owner 

55. Using pulse surveys to assess understanding of PS 

56. PS easily accessible 
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57. PS used for planning and prioritization 

58. PS used for planning and prioritization 

59. No improvement needed for OKRs 

60. Regular communication ensures awareness 

61. PS content is received clearly 

62. Need for PS-BS traceability 

63. Good internal communication 

64. Open query culture 

65. Using DOR/acceptance criteria to gauge PS understanding 

66. PS awareness measured via surveys 

67. Traceability gap from BS to features 

68. Work outside PS scope 

69. Understanding of PS specifications 

70. Multiple sources communicate strategic info 

71. Limited accessibility of PS 

72. Future-oriented functional guidance from PS 

73. Regular meetings provide business/functional clarity 

74. Improved PS accessibility 

75. Market awareness through PM updates 

76. Code reviews, SIT, UAT as PS verification mechanisms 

77. Lack of formal PS adherence mechanism 

78. Good awareness of PS updates 

79. Difficulty mapping features to PS 

80. Budget-linked cancellation awareness 

81. PM-guided feature planning 

82. Multiple PS access channels 

83. PS used for internal priority setting 

84. Indirect contribution to budgeting 

85. Multiple communication channels used for PS awareness 

86. PM team discussions to translate BS to PS 

87. Partial control over enhancement priorities 

88. Clarity of internally created PS 

89. Gap in BS regarding sustaining products 

90. Need for PS tracking dashboard 

91. Need for product-specific details in the PS 

92. Clarity in alignment between daily tasks and product strategy 

93. Product strategy follows market direction 

94. competency challenge in delivery, lack of execution capacity 

95. Using requirement setting and refinement sessions to gauge PS alignment 

96. Ensuring alignment with business strategy for requirements 

97. Consistent awareness of PS updates 

98. Lack of visibility into top-level funding decisions 

99. Clarity on internal budget distribution 

100. Regular KPI reviews 

101. Lack of visibility into development delays 

102. Lack of clarity in the PS, high-level items mentioned 

103. Multiple interpretation risk 

104. Internal reasoning clarity 

105. PS-to-epic alignment gap 

106. Disconnect between strategic goals and budget allocation 

107. Dependency management challenge 

108. Lack of bottom-up innovation culture 

109. Easy access to PS 

110. dependencies in the PS 

111. Futuristic view  

112. PO helps getting details 

113. Need for structured retrospective at epic level to identify gaps 

114. Regular teams meetings for PS 

115. Difficulty interpreting PS 
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116. Lack of detailed granularity in the PS communication 

117. Lack of detailed functional details in the PS 

118. Dependency on PM/PO to seek information 

119. Understanding alignment to PS 

120. Limited visibility of market insights in PS 

121. Difficulty in continuous PS alignment monitoring 

122. Task–PS traceability exists 

123. Budget communication in place 

124. Unaddressed tech debt in PS 

125. Using Confluence and roadmap PPT 

126. PS informs scope changes tied to budget shifts 

127. PS guides compliance considerations 

128. Positive impact of OKRs 

129. Open communication / Direct access to team & leads 

130. Clear strategy artefacts format 

131. Delayed cross-functional feedback 

132. Effective internal team communication 

133. Vendor time-commitment challenges 

134. Strong awareness of PS–market trend alignment 

135. Detailed explanation of OKRs and roadmap in meetings 

136. Monthly OKR review meetings with leadership 

137. End-to-end traceability from org strategy to team tasks 

138. Reliance on informal networking for effectiveness 

139. Team discussions when deviating from PS 

140. Use of shared PS slide deck for objectives reference 

141. Well-organized information available in Jira 

142. PS guides objective setting 

143. No OKR improvement suggestions 

144. PS communicated via team meetings 

145. Satisfaction with PS communication and format 

146. Awareness of market trends influencing PS 

147. PS alignment checked through regular team meetings 

148. Traceability gap for minor changes 

149. Awareness of budget allocation 

150. Communication of work outside PS 

151. Consistent access to PS 

152. Frequent reference to PS for high-level feature planning 

153. Need for clearer timeline decisions in PS 

154. Regular PS updates through team meetings 

155. Use of team meetings for communication 

156. Perceived ease in understanding PS 

157. Need for priority-based roadmap view 

158. Need for better background/context sharing by PO 

159. Clear awareness of task–PS linkage 

160. Limited understanding of alignment of PS with domain-specific market trends 

161. Traceability only up to PS level, not business strategy 

162. Evaluation of understanding via analyst–PM-team members workflow and business UAT 

163. Use of integrated tools (Jira + Power PPM) to track PS status and timelines 

164. PS communicated one-way without discussion 

165. Team understanding through direct communication 

166. Lack of domain knowledge for new epics in the PS 

167. PO's awareness of minor tech debt outside of formal PS scope 

168. Mandatory out of scope things 

169. External dependencies are not finalized at the product strategy level, but later in the analysis 

170. Dependencies are detailed out while defining the Epics 
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Appendix 3. Axial Codes 

1. Formal PS communication 

2. High level business strategy 

3. Team collaboration for PS 

4. PS usability and clarity 

5. OKRs 

6. Mandatory tech items 

7. Understanding the budget allocations 

8. Efficient PS communication 

9. Traceability gaps 

10. PS-work alignment awareness 

11. Communicating the Market Trends 

12. Activities Outside PS Scope 

13. Understanding the PS 

14. Effective prioritization 

15. Challenges in prioritization 

16. PS ppt 

17. PS and backlog refinement 

18. Communication gaps 

19. Evaluating the PS understanding 

20. Traceability strength 

21. Jira epics 

22. PS format 

23. Collecting feedback on the PS 

24. Setting objectives 

25. Futuristic vision 

26. PS-work alignment gap 

27. PS development 

28. Granularity 

29. Following the market trends 

30. Budget allocation gaps 

31. Delays due to dependencies 

32. Dependencies on external teams 

33. Dependency coverage 

34. Technical debts 

35. Compliance details 

36. PS and timelines 

37. PS and domain knowledge 

38. Dependencies at epic level 

39. Internal dependencies 
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