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Introduction

“Tactics without strategy is the noise before
defeat.” — Sun Tzu

Hello, I'm Brian Carroll, founder of Gray Carroll Consulting
and a passionate advocate for the power of Product Marketing
(PMM). With over 20 years of experience, I've built, led, and
contributed to high-performing Product Marketing teams at
globally recognized brands like Nasdaq, Invesco, and Salesloft.
Through my work with SaaS startups and established
technology companies, I've had the opportunity to learn, grow,
navigate challenges, and celebrate successes. Driving go-to-
market strategies, shaping category-leading positioning, and
launching products that create real business impact isn’t just
what I do—it’s my professional passion.

I've been lucky enough to have mentored rising PMM leaders,
and fostered cross-functional collaboration to align Product,
Sales, and Marketing around a unified growth strategy.
Whether working with emerging startups or Fortune 500
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enterprises, my mission has always been the same: to bridge
the gap between product vision and market reality, ensuring
that great ideas don’t just get built—but succeed.

A Passion for Solving Problems

I've always been someone who relishes a challenge. Early in my
career, I discovered that Product Marketing gave me a unique
lens to tackle complex issues—from bridging the gap between
technical teams and frontline sales to shaping a product’s entire
story for the market. For me, PMM is the perfect marriage of:

Strategic Thinking: Understanding what the business needs,
aligning it with customer pain points, and orchestrating a plan
that moves the needle.

Creative Storytelling: Crafting narratives that capture the
imagination of busy executives or front-line users—sometimes
in just a few words.

Data-Driven Problem-Solving: Drawing on market insights,
customer interviews, and competitor research to refine every
element of messaging, roadmap, and launch execution.

Learning, Growth, and Service

Over the years, I've realized that my passion for solving
problems runs deeper than just closing a deal or shipping a
feature. It’s about fostering continuous learning—both for
myself and for the teams I work with and driving real growth for
organizations. Whether I'm helping a client identify a new
market, mentoring an up-and-coming product marketer, or
rallying a cross-functional group around a big launch, I see each
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interaction as a chance to learn something new and help others
thrive.

Why I Wrote This Book

In writing this, my goal is to share the practical frameworks and
unifying philosophies that have shaped my own approach to
Product Marketing. I believe in leading with empathy and
executing with precision, two values that have guided my career.
When done well, PMM is the ultimate catalyst for sustainable
growth, customer satisfaction, and team empowerment.
Through the pages that follow, I'll walk you through the entire
PMM spectrum: from understanding your customers at a
granular level to orchestrating product launches that truly
resonate; from hiring the right talent to evolving your product
marketing function as your company scales. My hope is that
you’ll leave with fresh ideas, proven tools, and the inspiration to
make Product Marketing a standout capability in your
organization.

I'm grateful you’ve chosen to read this. Let’s dive in—together
we’ll explore how Product Marketing can elevate not just your
product or brand, but your entire team’s mindset, unlocking new
levels of collaboration, creativity, and growth.
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Product Marketing Defined

The Role and Purpose of Product Marketing Product

Marketing is the lifeblood of any tech company that

wants to ensure its products solve real-world problems and are
communicated to the right audience in the right way. Where
many departments focus on a single aspect of the business—
Product focuses on building, Sales on closing deals—Product
Marketing’s job is to stand on the balcony, see the bigger picture,
and then translate each team’s perspective into a cohesive
market-facing strategy.

We Are the Voice of the Market: PMM researches and interprets
customer and competitive data, turning it into actionable
insights.

We Connect Product Strategy to Sales & Marketing Execution:
Without PMM, product launches can feel tactical instead of
strategic, and marketing campaigns can misfire if they don’t
address real buyer needs.

We Drive Alignment: PMM orchestrates cross-functional
alignment, ensuring product features, messaging, and pricing all
support top-level business goals.

In other words, we help ensure you build the right product

and

sell it to the right people with a clear and compelling
narrative.
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Why PMM Is Critical in Tech

Tech—particularly SaaS—moves at a relentless pace. New
software products can be conceived and spun up rapidly, thanks
to advancements in cloud computing, Al-driven development,
and generally lower barriers to entry. This dynamism propels
innovation but also leads many companies to adopt a “build it
and they will come” mindset—an assumption that simply
launching a feature-rich application will automatically attract
customers. While it’s an iconic line from the movie Field of
Dreams, it’s rarely true in the modern tech world.

Easy to Develop, Hard to Differentiate

Software is more affordable to build than ever, and with AI tools
on the rise, time-to-market can be drastically reduced. However,
this same accessibility fuels intense competition in nearly every
SaaS category. PMM ensures you're not just building quickly,
but building something that matters—aligning product features
with clear market needs and a well-defined unique selling
proposition.

Abundance of Solutions, Short Customer Attention

Buyers have a dizzying array of choices, often with near-identical

dffepings at face value. Standing out requires a
understanding of what problem you’re solving and how to
communicate your distinct value.

9
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PMMs handle the critical work of clarifying differentiation,
crafting resonant messaging, and sharpening positioning so your
product doesn’t get lost in a sea of me-too solutions.

The “Field of Dreams” Trap

IF YOU BUILD IT,
THEY WILL COME

Too often, technology startups adopt this philosophy—spending
weeks or months in heads-down development, only to realize
they’ve built something that doesn’t truly address a market gap
or align with commerecial realities. Meanwhile, potential
competitors might already have traction or better timing in the
same space.

The Myth of Purely Product-Led Growth

While a great product is essential, it must be grounded in
tangible customer insights. PMM drives the research,
prototypes, and feedback loops that validate if an idea is worth
pursuing before major budget or resources are committed.
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If you launch without due diligence and discover you’ve missed
the mark, you risk wasted development, lost credibility, and
potential pivot chaos.

Disciplined Product Strategy & Go-to-Market

A strong PMM function ensures your team invests in problem
discovery, user interviews, and minimal viable product (MVP)
testing. That disciplined approach mitigates the risk of releasing
irrelevant or underwhelming features.

Product Marketing also orchestrates how you’ll bring it to
market—defining target segments, designing compelling
messaging, and scheduling the right marketing motions so
customers understand the value, not just the feature set.
Data-Driven Validation & Iteration

1. Testing Responsibly & Rapidly

PMM helps design alpha or beta programs, fosters user feedback
sessions, and aligns agile sprints with real market signals.
Instead of “build now, refine later,” you can test responsibly in
smaller cycles—minimizing guesswork.

Each iteration includes clear exit criteria (e.g., user adoption
thresholds, satisfaction scores) that confirm whether a product
update or new feature is ready for broader release.

2. Continuous Feedback Loops

Once you have an MVP, PMM sets up the processes for ongoing
user input: surveys, focus groups, advisory councils, etc. Armed
with these insights, you iterate effectively—pivoting early if
needed or doubling down on high-potential opportunities.

11
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3. Strategic & Commercial Alignment PMM defines success

criteria beyond features by forcing the

question, “What does ‘success’ look like for this product?”—
beyond just shipping it. This includes clarifying revenue goals,
adoption targets, target buyer personas, and usage metrics that
truly signal product-market fit. By focusing on measurable

outcomes, PMM ensures each
feature or product line serves a purposeful role in overall
business growth. 4. Tying Product Roadmap to Market Demand

Rather than blindly adding features to keep up with a
competitor’s bullet list, PMM helps you prioritize updates that
genuinely solve user pain points or expand into validated new
segments.

A close eye on competitor movements, user feedback, and
changing market dynamics keeps your product strategy agile but
purposeful.

PMM as the Antidote to “Build It and Hope”

In an ever-crowded SaaS landscape, it’s not enough to release
software and hope the audience finds you. PMM stands at the
intersection of user research, competitive awareness, business
objectives, and storytelling—ensuring each release or new
product is informed by real-world insights, validated quickly,
and introduced to the market with a clear, strategic narrative.
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Key Takeaway: When PMM is “installed correctly,” tech
companies avoid the “Field of Dreams” mindset, sidestepping
expensive missteps and unvalidated assumptions. Instead, they
craft solutions that resonate with actual customer problems, test
responsibly and rapidly, and launch with the kind of clarity and
differentiation that cuts through the noise—ultimately driving
sustainable growth in a fiercely competitive sector.

13
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The Fundamentals of Product
Marketing

“Your marketing efforts will only
achieve the desired results if you have a
deep understanding of your customers’
needs, pain points, buying behaviors,
and motivations.”

Market & Customer Intel

In an age of abundant data, companies can easily become
overwhelmed by scattered stats and superficial anecdotes. True
market and customer intelligence goes beyond just a heap of
information; it’s the strategic process of analyzing and applying
insights to ensure your products, positioning, and go-to-market
(GTM) strategies align with what buyers actually need and
want.

To succeed, you must look at two complementary perspectives:

1. Market Intelligence (Macro View)

* Total Addressable Market (TAM): How large is the
potential universe for your solutions?
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« Growth Trends: Which verticals or customer segments
are expanding most rapidly, and which are contracting?

« Competitive Dynamics: Who are your direct and indirect
competitors, and how does their positioning or
innovation roadmap affect your own?

2. Client Intelligence (Micro View)

* Ideal Customer Profiles (ICPs): Among that total
universe, which customer types are the best match for
your capabilities (and profitability)?

» Buyer & User Personas: What specific roles are involved
in the purchase or usage of your product, and how do
they differ in motivations, success metrics, and
objections?

Buyer’s Journey: How do prospects discover, evaluate,
and purchase solutions like yours? Are they guided by

peer referrals, online research, or analyst
recommendations?

When you invest in both the macro (market) and micro (buyer)
levels, you avoid the classic trap of building a product—or
running a campaign—that no one wants to pay for. Instead, you
align your strategic direction (e.g., which markets to pursue)
with tactical execution (how you reach and resonate with the
people who matter).

15
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Tools & Approaches to Gather Intel

Gathering market and customer intelligence doesn’t have to be
complicated or expensive—but it does need to be consistent,
structured, and ongoing. A few tried-and-true methods include:

1. Win-Loss Interviews

What It Is: Conduct short phone or video calls with new
customers (wins) or lost prospects to understand how they made
decisions and what factors influenced their final choice.

Why It Works: You'll learn about the buyer’s decision process,
competitive evaluations, and any deal-breakers or “aha!”
moments.

Real Example: At one SaaS organization, a 15-
minute “win interview” revealed that how we pitched
our solution was as important as what we pitched.
Our best customers wanted fast, ROI-focused demos,
not lengthy technical deep-dives. That single insight
led us to create a new “ROI pitch deck,” which
shortened sales cycles by nearly 30%.

2. Surveys & Focus Groups

What It Is: Structured surveys (online or paper) and small-
group sessions to validate hypotheses about messaging,
features, or usability. Why It Works: You capture both

quantitative and qualitative
data. Surveys help you see broader trends, while focus groups
give you deeper context.

17
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3. Third-Party Research / Analyst Input What It Is: Industry

analysts, specialized research firms, or
vendor platforms that benchmark products and market
opportunities. Why It Works: Provides external validation of

market sizing,
growth trends, and competitor activity, helping you see where
you truly stand in the broader landscape. 4. Customer Advisory

Boards What It Is: A standing “council” of trusted customers

who
regularly share feedback on your product roadmap, marketing
messages, and industry trends. Why It Works: It fosters a

two-way dialogue that keeps your
organization plugged into real-world use cases, unmet needs,
and fast-moving market shifts. Voice of Customer (VoC)

Interviews & Persona

Development

While surveys and industry reports have their place, nothing
replaces direct, first-hand conversations with the people who
use—or might buy—your product. However, many companies
struggle with building a consistent pipeline of objective, first-
hand feedback about their target personas and influencer
committees. Several factors contribute to this gap:

1. Time & Resource Constraints

Teams in product marketing or product management often
juggle numerous tasks, leaving little time for ongoing customer
interviews and deeper analysis.
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2. Limited Executive Engagement

Organizations struggle to connect regularly with C-suite
executives or senior decision makers who play a crucial role in
buying decisions. As a result, they miss critical insights into top-
level priorities and budget considerations.

3. Unreliable CRM Data

CRM systems often contain unstructured or biased information.
Many fields remain incomplete, or worse—filled with inaccurate
assumptions that sabotage accurate persona-building.

4. Generic or Outdated Buyer Personas

Sometimes, companies do have buyer personas, but they’re not
rooted in current, contextualized research. Instead, they were
created via internal brainstorming or outsourced, third-party
templates that never get tested or updated.

This lack of credible knowledge impacts every stage of
marketing and sales: from designing relevant product features
to crafting messaging that speaks to a buyer’s real challenges. If
you don’t fully understand your buyer’s success metrics,
technology stack, or research process, your product launches
and campaigns will likely feel disconnected.

19
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Voice of Customer (VoC) interviews produce in-depth,
contextual insights that no third-party data can replicate:

* Objective & Unfiltered: Customers describe their roles,
pains, and success metrics in their own words, revealing
motivations and constraints that might never appear in
a CRM field.

Persona-Enriching: VoC interviews bring your personas
to life with specific quotes, stories about day-to-day
challenges, and details about how decisions are really
made.

Ongoing & Adaptive: By periodically interviewing new

- customers, loyal advocates, and lost prospects, you keep
your buyer intelligence current as markets and
technologies change.

These interviews form the basis of robust buyer persona
profiles—not the generic “off-the-shelf” kind that lumps all
CFOs or all marketing directors into one bucket. Instead, you
capture the nuances: different success metrics, technology
preferences, risk thresholds, and even content consumption
habits.

Combining Macro & Micro Intelligence for Maximum
Impact

Market Sizing & Prioritization: If your total addressable market
is large, you don’t have to chase every corner. Use detailed
persona insights to focus on the segments most receptive to your
solution, fueling faster, more profitable wins.

21
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Messaging & Positioning: Competitive intelligence helps you
define how you differ from others in your space (the macro).
Persona insights tell you which benefits and proof points
matter most to each buyer type (the micro).

Product Roadmap & Pricing: Market-level data can reveal
emerging trends that guide your feature development. VoC-
based intel uncovers what users will actually pay for and how
your pricing aligns with their perceived ROI.

Bottom Line: When your high-level strategy (TAM, competitive
analysis, etc.) syncs with a deep understanding of the individual
people involved in each sale, your GTM approach is both
thorough and deeply relevant.

Making It a Continuous Process

Effective market and customer intelligence isn’t a one-and-done
project. Markets, technologies, and buyer behaviors evolve.
Your intel-gathering process should evolve as well.

1. Regular Cadence: Set up monthly or quarterly intervals
for your win-loss calls, surveys, advisory board meetings,
or persona refreshes.

2. Cross-Functional Sharing: Present a distilled version of
your findings to Product, Sales, Customer Success, and
Executives. Translate the data into insights they can act
on—like refining the product roadmap, adjusting
messaging, or creating new sales enablement materials.

3. Measure the Impact: Track how updating your
intelligence influences key metrics—e.g., shorter sales
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cycles, increased deal size, or higher product usage.
Celebrate (and replicate) success stories.

Closing the Gap Between Strategy and Reality

In short, market intelligence gives you the sweeping, macro-
level vision of where your product can compete and how large
the opportunity might be. Client intelligence zooms in on the
real human beings—at your current customers or ideal
prospects—who will champion (or block) your product’s
adoption. Master both, and you’ll transform how your
organization approaches everything from product development
to sales calls.

Key Takeaway: By systematically combining macro-level
market analysis with micro-level persona research—especially
through Voice of Customer interviews—you’ll build GTM
strategies that resonate strongly in the marketplace and yield
faster, more sustainable growth.

Positioning & Messaging

“Brand positioning is how you set yourself apart
in the market; brand promises are what you
consistently deliver. Effective messaging connects
these elements so that every touchpoint resonates
with the audience’s needs and beliefs.”

23
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Positioning: Owning a Place in the Market Positioning is about

defining the unique space your brand—and
product—occupies in the minds of customers. It goes beyond
slogans or taglines. Instead, positioning asks:

« Where do we fit in a crowded marketplace?

« Why are we the best choice for our specific target
audiences?

« What do we offer that no one else can match—or hasn’t
articulated clearly?

A strong position does two critical things:

1. Differentiates You from Competitors: It highlights how
you solve a problem differently or more effectively than
others.

2. Clarifies Value: It communicates a core reason for buyers
to trust you, whether it’s ease of use, cutting-edge
innovation, cost savings, or some combination of
advantages.

Positioning vs. Brand Promise

Brand Positioning: The spot you want to claim in the market and
the perception you want to create in buyers’ minds.

Brand Promise: The foundational “pledge” you make to
customers—what they can expect every time they engage with

your brand or product.

Although related, these two elements serve slightly different
purposes. Think of positioning as your external strategic stance
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and promise as the emotional and experiential pledge you

deliver.
Example:

Positioning might be: “Our platform is the most user-friendly
accounting software for small businesses.”

Brand promise might be: “We ensure you never spend more
than 10 minutes a day reconciling your books.”

One is about where you fit in the market (fast, simple
accounting), and the other is about the experience (speed and
ease) you consistently deliver to your customers.

Messaging: Translating Positioning into Resonant
Stories

Once your positioning is clear, you turn it into compelling,
memorable messaging—the narrative that resonates at every
stage of the buyer’s journey. Messaging isn’t just about catchy
taglines; it’s an orchestrated set of communications that:

* Convey the brand promise in tangible, emotional terms.
Address buyer pain points and demonstrate solutions.

Highlight proof points that validate your claims (e.g.,
customer testimonials, data on ROI, competitive
comparisons).

Messaging Architecture & Templates

A common approach, inspired by frameworks like those from
Aha! or Pragmatic Marketing, involves creating a messaging
hierarchy:

25
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1. Core Value Proposition

* A succinct statement of the overarching value your
solution provides.

« Example: “We empower manufacturing teams to reduce
downtime by up to 50%.”

2. Key Messages or Pillars

Three or four main themes that support the core value.

Example Themes: Efficiency, Cost Savings, Reliability,
Scalability.

3. Support Points or Proof

Tangible evidence—statistics, case studies, customer
quotes—that back each key message.

Example: “Pilot customers saw a 30% decrease in
material waste within twwo months.”

4. Persona-Specific Variations

Adapt each key message to address the unique
motivations and concerns of different buyer or user
personas.

* Example: For the CFO persona, emphasize cost savings
and ROI; for the Production Manager, highlight process
automation and day-to-day simplicity.

The following exhibit is one I've adapted and used many times
at companies and with clients. What I love about this framework
is that you can tailor it to multiple needs, regardless of whether
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you are a single product company or have a portfolio of products
and services. As you tailor specific value propositions and
benefit statements to verticals and personas, you want to ensure
the messaging is consistent and ties back to the overall company
and product level positioning.

This messaging map can serve as a ‘source of truth’ that internal
artifacts can be built from (sales training and enablement, etc.).
Marketing teams and third party contractors can use it to create
everything from campaigns, event materials, social media and
web content. Utilizing this correctly creates consistency in
messaging internally and to the market.

Working in unison with product to create this ensures they have
approved of any product specific messaging. In doing so, you
build trust and create a strong commercial partnership and
avoid situations where they may feel out of the loop and later
object to the way products are being marketed. This further
positions PMM as the trusted bridge with marketing and saves
them from having to do revisions after the fact.

With these layered messages, your entire organization—
Product, Sales, Customer Success, and Marketing—can
communicate consistently, yet tailor details to each audience

27
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Crafting Positioning & Messaging: A Step-by-Step Approach
Step 1: Ground Yourself in Insights

* Before you define or refine positioning, revisit the
Market & Customer Intelligence you've gathered.
Understand where your product stands relative to
competitors and why customers choose you.

Step 2: Identify What You Stand For

* Clarify the attributes that best differentiate your solution
in the eyes of your target customers.

Decide how you want them to think and feel about you.
(This will shape your brand promise.)

Step 3: Formulate the Positioning Statement
A classic positioning template might look like this:

Need]Target Customerjwho [Statemeniof
[Regeduct/Brand]is a [Category] that
Differentiator/Benefit]. Unlike [Primary Competitor], we
[Uniquely Deliver X]

Keep it short, but make sure it captures the who, what, why, and

unlike whom.

Step 4: Develop Your Messaging Hierarchy

* Core Value Proposition: A single, overarching statement.

3—4 Key Themes: The anchor points that describe how
you deliver that core value.
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Step 5:

Step 6:

Step 7:

Proof Points: Facts, figures, or stories that prove each
theme.

Validate & Test

Share drafts with internal teams and potential
customers.

Gather feedback: Does it resonate? Does it differentiat
us? Does it sound authentic to our culture?
Refine as needed before rolling out more broadly.

Roll Out Internally

Conduct training sessions or workshops to align
everyone—Sales, Marketing, Product, Support—on the
new (or updated) positioning and messaging.

Provide easy-to-use resources: a “messaging playbook,”
FAQ, email templates, etc.

Embed Across Touchpoints

Update your website copy, product collateral, pitch
decks, and brand visuals to reflect this refined
messaging.

Reinforce consistent usage in campaigns, social media,
webinars, etc.
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Ensuring Consistency Across the Buyer’s Journey A

common pitfall occurs when your brand promise or product
claims are not consistently reinforced across all channels.
Consistency builds trust; inconsistency breeds confusion. 1. Top

of Funnel (Awareness)

* Potential buyers see your ads or social posts. Ensure the
top-level messaging conveys the essential brand promise
and resonates with their known pain points.

2. Middle of Funnel (Consideration)

* Prospects attend webinars or read case studies.
Reinforce the same key themes but deepen the content
with use-case examples and ROI data.

3. Bottom of Funnel (Decision)

* This is where you highlight your unique differentiators
and brand promise in final proposals, product demos, or
proof-of-concept engagements. Provide direct proof of
how you’ll deliver on your positioning.

4. Post-Sale (Adoption & Advocacy)

* For new customers, everything from onboarding emails
to customer success outreach should echo that same
brand promise.

* Their experiences (and satisfaction) will ultimately
validate whether your messaging is genuine—or just
corporate lip service
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Real-World Example: The ROI Deck Revelation

Story: At a SaaS company launching a new analytics platf
we initially focused on “cutting-edge features” as our ma
messaging. However, after a round of voice-of-customer
interviews, we discovered that our prospects—time-stra
line-of-business managers—mainly cared about time-to-1
and ease of adoption. We pivoted our positioning to empi
“fast ROI, minimal IT resources,” creating a short, visua
driven deck that showcased how quickly customers saw
measurable gains. Within a quarter, our lead-to-deal
conversion improved, and new clients reported that the
Jelt far more relevant to their real-world needs.

Maintaining & Evolving Your Positioning & Messaging
No market stands still. As you collect more feedback (through

win-loss interviews, customer success conversations,
competitive analysis, etc.), you'll likely discover:

Shifts in Buyer Priorities: e.g., “Sustainability” or
“Security” might become hot-button issues.

New Competitive Threats: A new entrant might undercut
on price or innovate faster.

Adjacent Opportunities: Perhaps a neighboring vertical
finds your product valuable, forcing you to adapt your
messaging to a slightly different set of personas.

Treat positioning and messaging as living documents, refreshed
when major external or internal shifts occur—like a rebrand, a
significant product update, or a strategic pivot.
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Key Takeaways

1. Positioning is about where you fit in the market; your
brand promise is what you consistently pledge to deliver.

2. Messaging translates those concepts into resonant
narratives, addressing specific buyer pains, aspirations,
and proof points.

3. Consistency across all buyer touchpoints solidifies trust
and brand recognition.

4. Data & Insight from your market intelligence and buyer
interviews should shape and constantly refine these
messages.

5. Long-Term Success depends on regular evaluation. As
markets, competitors, and customers evolve, so should
your positioning and messaging.

By grounding every promotional, sales, and customer success
interaction in a clearly defined position and well-crafted
messaging hierarchy, you ensure that your entire organization
speaks the same “language” to the market—and that language
deeply aligns with real buyer needs and expectations.
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Product Launch

“A product launch isn’t a one-time event—it’s an
orchestrated journey that starts with ideation,
moves through rigorous validation, and
culminates in a synchronized go-to-market (GTM)
strategy.”

A product launch is an orchestrated event that can either
catapult a tech solution to the forefront of customer attention—
or result in half-hearted adoption if done poorly. To keep all
stakeholders informed and set the appropriate expectations, I
recommend a tiered launch approach, ensuring you right-size
the investment and effort to the market impact.

Why a Structured Launch Matters

Companies often treat product launches as a flurry of
announcements followed by a quick pivot to the next initiative.
However, the most successful launches systematically integrate:

* Strategic Planning (the “why” behind this launch and
how it connects to overarching business goals)

*  Prodstdtunctional Alignment (ensuring
Marketing, Sales, and Customer Success each know their
roles)

« Comprehensive Execution (coordinated timeline,
content, partner readiness, and feedback loops)

A well-structured launch doesn’t just generate initial buzz—it
drives adoption, increases pipeline velocity, and cements your
product’s position in the market.
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From Idea to Market: The Product Process

A launch typically follows a lifecycle that starts well before any
public announcement. While exact phases can vary, a common
model includes:

1. Ideation

* Capture raw ideas from customers, sales feedback, or
market research.

Perform quick “lean” validation (e.g., a Lean Canvas) to
gauge potential ROI and strategic fit.

2. Concept Validation

Deeper market research, preliminary ROI analysis, and
internal tollgate approvals.

. Often includes building a rough prototype or early proof-
of-concept to confirm the idea solves a real problem.

3. Trial & Beta Testing

Alpha Testing: Usually internal, to verify basic
functionality and user flows.

Beta Testing: Real customers or pilot groups test in a
“real-world” setting.

Identify show-stoppers or needed feature tweaks; gather
* early feedback to refine messaging and positioning.
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4. Launch Prep (Go/No-Go Decision)

« Decide if the product meets Minimum Marketable
Product (MMP) standards—i.e., it’s both technically
stable and addresses a meaningful market need.

Finalize market tier for the launch (Tier 1, 2, or 3, etc.).

Build out all sales enablement, marketing campaigns,
and training materials needed for the official release.

5. General Availability (GA)

« Product is publicly released, with all GTM motions—
announcements, marketing campaigns, internal
training—going live.

« Execute on the aligned GTM strategy, measure results,
and adjust if needed.

6. Post-Launch Adoption & Feedback Loop

Track key adoption metrics, funnel stats, and user
feedback.

Gather insights for incremental improvements or next-
phase features.
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Product Launch Tiers: Identifying Business Impact and
Marketing Support

To ensure every launch receives the appropriate level of
planning, resources, and promotion, we categorize releases into
five distinct tiers—from transformational market-defining
events to incremental maintenance updates. Each tier aligns
with a GTM objective, details recommended example support,
and outlines planning timelines plus launch frequency.

Tier 1 (Major)

+ Example Releases: New product line, major launch

GTM Objective: Lead the market, achieve mainstream
awareness, and drive significant revenue growth
Example Support: Tiers 2—5 plus high-impact paid
media, dedicated events/roadshows, robust PR/comms
strategy

Planning: 3—5 months

Launch Frequency: 1-2 times per year

Why Tier 1? These launches can reshape your brand or open
entirely new revenue streams. They demand the highest
investment and cross-functional involvement—often with
executive sponsorship and multi-channel marketing.
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Tier 2 (Significant)

Example Releases: Major version updates, key industry
milestone, major collaborations

GTM Objective: Generate broad awareness, reinforce
industry/category leadership, validate solutions for
upsell opportunities

Example Support: Tiers 3—5 plus new product collateral,
short PR push, targeted campaigns, sales & partner
training

Planning: 6—8 weeks

Launch Frequency: Quarterly

Why Tier 2? These events are substantial but don’t always
redefine the company. They still require a significant marketing

push to inform customers, attract prospects, and maintain a
leadership stance.
Tier 3 (Focused)

Example Releases: Notable feature enhancements, key
integrations, targeted market expansions

GTM Objective: Strengthen brand credibility, influence
the existing sales pipeline, validate updates in specific
segments

Example Support: Tiers 4—5 plus audience-specific
campaigns, partner enablement, competitive capture
tactics

Planning: ~4 weeks
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* Launch Frequency: Opportunistic

Why Tier 3? While smaller in scope than Tier 1 or 2, these
launches can still significantly impact specialized audiences or
geographic regions. The focus is on precision marketing—
reaching the right stakeholders at the right time.

Tier 4 (Incremental)

+ Example Releases: Minor version releases, UI/UX
overhauls

. GTM Objective: Maintain brand presence, support
existing user adoption, encourage moderate upsell or
cross-sell

Example Support: Tier 5 plus social campaigns, feature
benefit updates across relevant channels, short-run
promotions

Planning: 6—8 weeks

. Launch Frequency: Multiple times per year

Why Tier 4? These updates keep momentum going between
major releases, showcasing continuous improvement and
reinforcing that the product is evolving in response to user
needs.

Tier 5 (Minor)

* Example Releases: Bug fixes, minor performance
upgrades, small patches
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*  GTM Objective: Ensure product stability, deliver
incremental enhancements, strengthen customer
satisfaction and retention

+ Example Support: Release notes, simple blog posts, user
community updates

Planning: Continuous or near-real-time

« Launch Frequency: Weekly or as needed

Why Tier 5? Smaller fixes or patches typically don’t require
broad marketing pushes. Instead, they’re about transparency
and ensuring customers are kept informed, reinforcing trust.

Launch Tiers Overview

Tier 1

Major launches that reshape the
brand

@

Tier 2

Significant events requiring
substantial marketing

<

Tier 3

Focused launches impacting
specialized audiences

X%

I

Tier 4

Incremental updates maintaining
momentum

Tier 5

JoT

Minor fixes ensuring transparancy
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GTM Planning & Documentation Once you know what

you’re launching and how critical it is, the

GTM plan becomes your blueprint for execution. The following
are recommendations for keeping the entire product launch
team on task and accountable. These also help keep expectations
met with executive stakeholders. 1. GTM Guide A “central source

of truth” describing the product’s target
markets, unique value props, competitive positioning, and
launch timelines. Typically includes key success metrics, risk

assessment, and the
roles of cross-functional stakeholders.

2. Product Launch Checklist

An itemized list (often managed in a project management tool)
of every deliverable: from finalizing product docs to scheduling
internal training sessions.

Assigns clear owners and deadlines to avoid confusion or
redundancy.
3. Product Launch Deck

Typically used in a formal kickoff meeting with cross-functional
teams.

Focuses on launch objectives, key deliverables, timelines, and
each function’s responsibilities (Product, Marketing, Sales, CS,
Partners, etc.).
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Building Outbound Momentum: “Discovery
Execution” Framework

In addition to the product development phases, follow a
discovery execution approach to ensure that the final
marketing and sales strategies are grounded in real customer
and market insights:

Discovery & Strategy

During this discovery phase, the first step is to gather market
intelligence—through voice-of-customer interviews, competitor
analyses, and field data—to inform the product’s direction.
Next, you develop positioning and messaging, ensuring that the
product’s unique value is clearly articulated by focusing on the
most pressing customer pain points. Finally, you classify each
release into the appropriate tier based on its potential market
impact, so your organization can allocate resources and
attention where they’ll make the greatest difference.

Execution & Market Impact

Armed with these insights, the next step is execution—turning
validated messaging, positioning, and proof points into tangible
marketing and sales assets. This often includes developing or
refining enablement materials such as competitive battlecards,
ROI calculators, and pitch decks, ensuring that internal teams
are prepared to communicate value effectively. From there, you
launch external campaigns—spanning email, paid media,
events, and press releases—so that the product’s story reaches
the right audience with maximum impact.
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Key Insight: By thoroughly testing your messaging and
aligning with real-world feedback (the “inbound” stage), your
outbound activities land with far more impact

Cross-Functional Alignment: Roles & Responsibilities
A successful launch demands alignment across all major teams:

Product: Finalizes development timelines, ensures readiness for
alpha/beta, clarifies product differentiators, and supports
solution packaging (pricing, bundles, etc.).

Marketing: Crafts the messaging and campaigns, drives
awareness, orchestrates content creation, manages tier-based
external communications (PR, blog, social, demand-gen).

Sales & Sales Enablement: Prepares the field with updated
decks, talk tracks, and training sessions to handle new product
questions or objections.

Customer Success: Preps resources (FAQ, knowledge base,
support training) for existing customers. Identifies candidates
for pilot or early adoption.

Fesertdees: Provide strategic  direction, ensure
allocation, act as brand champions or thought leaders during
high-visibility launches.

Monitoring & Measurement (Post-Launch)

The “launch” doesn’t end on release day—measurement is
crucial. The following is a recommendation of areas you want to
track post any major launch:

1. Adoption Metrics
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» Weekly or monthly active users, net-new signups, user
retention over 30/60/90 days.

2. Revenue & Pipeline

Net-new pipeline generated, size of opportunities
influenced by the new feature, number of deals closed.

3. Customer Feedback

Satisfaction scores (NPS/CSAT), community forums,
anecdotal comments from the field or support
interactions.

» Win-Loss analysis to see if the new product positively
impacted close rates or ARPU.

4. Competitive Impact

Track whether you're winning more deals against
specific competitors, or if your new features have shifted
the playing field in RFPs or industry reviews.

Tip: Set up a post-launch retrospective about four to six weeks
after the product is Generally Available (GA). Gather cross-
functional leads to discuss what went well, what didn’t, and how
to improve next time.

Real-World Illustrations

Story: “In one Tier 1 launch, we leveraged a structured |
with 20 early customers. Their feedback helped refine ci
messaging. We then orchestrated a big-bang external

campaign—website homepage takeover, PR coverage, co-
marketed webinars with major partners—coinciding wii
official GA date. Within 60 days, we saw a 40% increas
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qualified leads directly tied to the new product.
The pilot customers, now success stories, became
brand ambassadors that our sales team referenced
in nearly every subsequent call.”
Key Takeaways
1. Plan Early & Involve All Teams: The earlier you align
Product, Marketing, Sales, and CS, the smoother your
launch will be.

2. Tier Your Launches: Not all releases deserve a full-blown
marketing push; invest resources proportionally.

3. Use a GTM Roadmap & Toolkit: A central GTM strategy
doc, checklists, and a executive ready presentation keep
teams aligned on goals and timelines.

4. Beta Programs & Validation: Real customer testing
refines product readiness and helps shape messaging
that resonates in the wild.

5. Measure & Iterate: Post-launch data and feedback loops
ensure you keep refining your product, messaging, and
future launch processes.

A structured product launch is more than a deadline—it’s a
roadmap that transforms a promising product into a market
success story. By balancing thorough pre-launch groundwork
(inbound) with a strategic outbound blitz—and by unifying your
organization around each stage of the process—you lay the
foundation for a product that doesn’t just debut but thrives in a
competitive marketplace.
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Enablement & Marketing Revenue Support

“Product Marketing acts as the strategic linchpin
that aligns teams, creates high-impact collateral,
and ensures everyone — from Sales to CS to
Partners — can communicate value in a
consistent, compelling way.”

Why Enablement Matters

In many organizations, there’s a gap between product vision and
market execution. Sales reps might not have the right talk tracks.
Partners may struggle to differentiate your offering from a
competitor’s. Customer Success might not have the content or
training to nurture adoption.

Enablement closes this gap by giving each revenue-generating
or customer-facing team the tools, knowledge, and confidence
to effectively communicate your product’s value. When properly
executed:
* Sales converts lead to opportunities faster and with
higher win rates.
Partners position your solutions consistently, delivering
the same brand promise.
Customer Success drives stronger onboarding and cross-
» sell opportunities.

Ultimately, robust enablement accelerates revenue, shortens
sales cycles, and boosts adoption—turning your product into a
growth engine rather than just a feature set.
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Sales Enablement Sales enablement is the most recognized

subset of enablement.

It focuses on providing sellers—whether in-house reps, field
teams, or business development managers—with the insights
and assets they need to close deals:

1. Battlecards & Competitive Intelligence

Battlecards are concise resources that highlight your product’s
key differentiators against top competitors, offering talk tracks
for common objections and practical ways to showcase
strengths. However, it’s vital to avoid reducing these materials
to feature comparisons alone, which can devolve into a price
war. Instead, sellers should learn how to position any data or
intelligence in the context of the prospect’s real pain points,
steering conversations toward value rather than raw specs.

2. Messaging & Pitch Decks

Messaging and pitch decks play a crucial role in tailoring
product narratives to persona-specific needs—emphasizing the
pains, success metrics, and business outcomes that matter most
to each buyer. The most effective decks blend short, compelling
stories with ROI or time-to-value highlights, ensuring that
conversations focus on tangible benefits instead of purely
feature-based selling.

3. ROI & Value Calculators

Often presented as interactive tools or spreadsheets, ROI and
value calculators help estimate a prospect’s potential cost
savings or revenue gains. These become especially persuasive
when targeting executive-level personas, such as CFOs or
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COOs, who prioritize financial justification. By quantifying
your product’s impact, you make a stronger case for investment
and address one of the biggest hurdles in enterprise sales: the
bottom-line question of “Why now?”

4. Use Cases & Case Studies

Real-world examples—be they use cases or in-depth case
studies—offer both context and social proof, showing how your
product solves tangible, urgent problems. They allow you to
highlight sector-specific wins or quick victories and can be
woven into sales conversations to illustrate immediate relevance
and credibility.

Training & Certification

Finally, building training and certification programs ensures
that the latest content—whether it’s updated messaging, new
features, or ROI assets—reaches the sales team in an engaging,
memorable format. Hosting live sessions, webinars, or e-
learning modules not only boosts rep confidence, but also
encourages a “sales certification” process where representatives
demonstrate mastery of the pitch or new features. This approach
nurtures a culture of continuous learning and positions your
sales force to convey consistent, high-impact messages.

Key Success Factor: Incorporate direct feedback loops from
sales. If they find certain materials outdated or less useful, pivot
quickly. Sales enablement lives and breathes on constant
iteration.
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Partner & Channel Enablement If your go-to-market

strategy involves third-party partners,

“enablement” extends beyond internal sales. These partners also
need robust support to deliver your solution to the end-
customer with consistency and credibility:

1. Partner Portals & Resource Libraries

Provide on-demand access to product briefs, pitch decks, demo
videos, and brand guidelines. Remember to keep materials up-
to-date, labeled by product release or version.

2. Co-Branding Opportunities

Creating co-branded collateral that resonates with each
partner’s specific audience can be a great way to help them
articulate joint value propositions (e.g., how your solution plus
their services amplify ROI).

3. Regular Communication & Training

Host partner-focused webinars or short workshops on new
releases. You can also share monthly or quarterly partner
newsletters, highlighting best practices and new success stories.

4. Partner Incentives & Certification

Reward partners who invest in deeper product knowledge or
who drive revenue. Creating certification programs encourages
them to master your positioning and messaging and gives them
confidence both teams are speaking the same language to
prospects and customers.

Key Success Factor: Treat channel partners like an extension
of your sales force—invest similarly in their training and
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empower them with the same (or adjusted) enablement
materials to ensure brand alignment.

Customer Success Support

Customer Success plays a pivotal role in nurturing the post-sale
journey and turning satisfied buyers into loyal advocates. To
facilitate that, one of the first steps is creating onboarding
toolkits—a combination of step-by-step guides, quick-start
documents, and tutorial videos designed to ensure new users
discover key features early on. By fostering these early “quick
wins,” you can boost adoption and build confidence in the
product’s value from the start.

1. Onboarding Toolkits

Create Step-by-step guides, tutorial videos, and “quick start”
documents that ease new users into your product. Ensuring key
features are discovered early allows your team to foster quick
wins.

2. Upsell & Cross-Sell Playbooks

Outline relevant expansions or complementary products that
existing customers might adopt as they grow. Be prepared to
provide messaging around incremental ROI and success metrics
for expansions.

3. Renewal & Retention Content

Equip CSMs with personalized performance reports, case
studies, or user communities to keep engagement high. If your
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product has intangible benefits (e.g., brand reputation),
articulate them in measurable terms.

4. Advocacy & Referral Programs

Provide structured ways for satisfied customers to become
references, success stories, or community contributors. Enable
CSMs with templates or frameworks to request public reviews or
customer quotes.

Key Success Factor: CS teams live on the frontline of “post-
sale” relationships. The better they are enabled, the better your
net retention, product adoption, and brand advocacy.

Marketing & Demand Generation

Effective launches hinge on more than just internal coordination
with Sales or CS; the Marketing department needs tailored
support to amplify the product’s unique value. This involves
guiding the creation of thought leadership content, ensuring
digital and social campaigns reflect your core messaging pillars,
aligning on event themes, and setting up robust analytics to
measure how each initiative contributes to pipeline and overall
success. When Product Marketing and Marketing teams
collaborate seamlessly, every external touchpoint—from
whitepapers to landing pages—reinforces the same compelling
story, driving both immediate interest and long-term brand
credibility.

1. Thought Leadership Content

Work with marketing teams across performance marketing,
demand generation and content to create whitepapers,
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webinars, blog series, or e-books that expand on key product
differentiators.

Use data from real user stories or pilot programs to reinforce
credibility.

2. Digital & Social Campaigns

Align on the same messaging pillars used in sales pitches,
ensuring ads and landing pages reflect consistent brand
promise. Providing short “messaging blocks” to the marketing
team will ensure any email sequence or paid campaign speaks to
the product’s benefits accurately.

3. Event & Webinar Support

Collaborate on event themes, ensuring the product storyline fits
into broader brand narratives. Arm marketing with session
titles, bullet points, and product visuals that highlight the
product’s real-world impact.

4. Analytics & Reporting

Create a clear dashboard of marketing KPIs (e.g., lead quality,
pipeline contribution, cost per MQL) that tie back to product
marketing initiatives and messages. Encourage closed-loop
reporting between marketing, sales, and product marketing for
continuous improvement.

Key Success Factor: When marketing teams use the exact
proof points and persona-specific messages curated by Product
Marketing, buyers experience a consistent narrative from first
awareness to final sale (and beyond).
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Measuring the Impact of Enablement It’s crucial to show

that enablement goes beyond “nice-to-have”
initiatives—it drives tangible outcomes. Consider tracking:

1. Sales Metrics
Win rate against key competitors; average deal size; sales cycle

length. Look for direct correlation between new enablement
materials (e.g., a new ROI calculator) and improved close rates.

2. Adoption & Expansion

Increases in product usage post-onboarding; net revenue
retention (NRR). Cross-sell or upsell revenue attributed to
specific playbooks or training content.

3. Marketing Metrics

Engagement rates on content developed from product
marketing insights; MQL to SQL conversion changes. Impact on
lead velocity or pipeline contribution.

4. Partner Performance

Partner-generated deals or expansions; partner certification
completions. Speed of ramp-up for new partners who go
through structured enablement.

5. Qualitative Feedback

Sales rep or CSM satisfaction with new tools. Comments from
customers who felt the product was pitched exceptionally well,
or found onboarding straightforward.
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Key Takeaways

1. Enablement is a Growth Engine: Properly enabled teams
close deals faster, grow existing accounts, and keep
messaging consistent.

2. Focus on Practical Tools & Training: From battlecards to
pitch decks, clarity and accessibility matter more than
volume or complexity.

3. Extend Beyond Sales: Partners, CS, and marketing teams
all need the right assets and knowledge to build pipeline,
boost adoption, and drive loyalty.

4. Iterate & Measure: Continuously track performance
metrics and gather feedback to refine your enablement
arsenal.

5. Unify Through a Central Repository: Eliminate
confusion and outdated content by providing a single,
always-updated source for all materials.

6. Internal Communication & Collaboration
To achieve truly holistic enablement, start by creating a
central repository—whether a shared drive or specialized
platform—so every team can access the latest pitch
decks, demos, and competitor insights with ease. Then,
host regular update meetings or circulate newsletters
that highlight new product enhancements, marketing
campaigns, and notable competitor moves. Finally,
solicit feedback from frontline teams (like Sales reps,
partner managers, and CSMs), as they’re often the first
to spot gaps or issues in your existing assets.
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When enablement and marketing support are done right,
everyone speaks from the same playbook. Each conversation—
whether it’s a sales demo, partner pitch, or a renewal
discussion—reinforces the core brand promise and product
value. That synergy drives momentum from first touchpoint to
long-term customer advocacy, making enablement one of the
most impactful investments a product marketing function can
make.
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Connecting GTM to Business
Strategy

“A GTM strategy is the bridge between a
company’s overarching business
objectives and its tactical marketing
and sales activities. When done right, it
unifies the entire organization around a
shared mission and measurable
outcomes.”

Why Alignment Matters Business strategy defines your

company’s overarching vision

and priorities—whether that’s growth in a new market,
profitability in an existing one, product innovation, or mergers
and acquisitions. Meanwhile, go-to-market (GTM) strategy
focuses on how youll engage with customers in specific

markets,
!gr)r%lv you’ll deliver your offerings, and how you’ll build long-

competitive advantages. Too often, GTM efforts are treated as a

standalone marketing
exercise. A robust GTM plan acts as the operational extension of
business strategy, translating high-level goals into concrete

actions:
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Resource Allocation: If your business strategy prioritizes a new
vertical, your GTM plan details the budget, staff, and timeline
for penetrating that vertical.

Market Focus: The “where” and “when” from your strategy
determines the timing, scope, and direction of product launches.
Revenue & Growth Targets: If the C-suite aims for 30% year-
over-year revenue growth, the GTM strategy clarifies how your
products, sales motions, and marketing campaigns will help you
achieve it.

Business Strategy GTM  Marketing Strategy

A helpful way to visualize these layers is as a chain of intent:
1. Business Strategy

« Covers financing, operations, M&A, long-term mission,
overall brand vision, and big revenue or market-share
goals.

Answers why the business exists, where it will invest,
and when to scale or pivot.

2. Go-to-Market Strategy

Zeroes in on how you'll bring products or services to
market in a repeatable, scalable way.

Answers who are the target customers, what problem
you solve, where you'll distribute, and how you’ll
position against competitors.

3. Marketing Strategy
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*  Evolves once products have traction.

* Details the specific campaigns, channels, content
calendars, brand initiatives, and integrated tactics to
drive consistent growth.

Put differently, GTM is about transitioning a product or service
from development to a thriving market presence—carrying

forward the what and why from business strategy, while
marketing strategy sustains and amplifies traction over time.
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Key Questions to Align GTM with Business Strategy
1. Market Selection:

« Which markets or segments matter most to our
strategic objectives?

« If the business wants to diversify revenue streams, GTM
might involve launching a new product or forging
strategic partnerships in a different vertical.

2. Value Proposition:

How does this product or solution directly support top-
level goals (e.g., revenue, brand leadership)?

« If the business aims for premium branding, your GTM
must emphasize high-value messaging, white-glove
onboarding, etc.

3. Timing & Phases:

« When do we launch, and in what phases?

If the corporate strategy sets quarterly or annual
milestones, ensure the GTM roadmap aligns with those

windows—for instance, a phased rollout that matches
your fiscal calendar.

4. Resources & Constraints:

« What budget, personnel, or operational capabilities do
we have to support the GTM?
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* Evaluate whether current teams can handle new market
expansion or if you need additional hires, partner
networks, or tooling.

5. Success Criteria & Metrics:

*  How will we measure success in a way that ties bac
business-level targets?

« Maybe it’s net-new ARR from a key segment, or brand
awareness metrics that feed a broader expansion play.

Business Impact of a Well-Aligned GTM

When each function aligns with the organization’s overarching
strategy, the Product team ensures its roadmap directly
supports critical initiatives—like building solutions for targeted
verticals—while Sales narrows in on the most promising
accounts or territories tied to high-level revenue goals.

Meanwhile, Marketing invests in campaigns that reflect the
brand’s positioning and emphasize unique differentiators, and
Customer Success & Support devise robust adoption plans
rooted in success metrics such as net retention or upsell
potential.

The outcome is a seamless cycle—stronger messaging, less
wasted spend, quicker transitions from concept to revenue, and
ultimately a brand that consistently delivers on its promise.
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Ensuring C-Suite & Operational Buy-In Keeping your

executive team bought in often means going
beyond simple status updates to engage senior leadership in
shaping the GTM approach. One key practice is scheduling

regular checkpoints, where

milestones and market developments are reviewed at leadership
meetings to stay aligned with shifting strategic goals—
particularly important in fast-moving industries. It also helps to
define clear accountability, assigning executive sponsors or
cross-functional leads who can allocate resources and champion
GTM initiatives. Finally, implementing a unified dashboard—

tracking strategic

KPIs like market share, funnel progression, and product usage—
keeps the entire leadership team informed and invested in the
GTM’s progress and impact.

Example: Linking Strategy & GTM in Action

Story: Imagine your company’s strategic priority is to move
upmarket into enterprise clients, aiming to increase average
contract value (ACV) by 50%. The GTM plan might detail a
specialized “Enterprise Edition” of your core product—paired
with an advanced support package, dedicated enterprise sales
reps, and brand messaging that speaks to enterprise-level
security and compliance.

Marketing strategy then builds on that foundation: new
content funnels, ABM campaigns targeting enterprise
accounts, and premium event sponsorships to raise credibility.
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Meanwhile, sales teams adopt longer, more consultative
with newly developed ROI calculators. Because the GTM
directly tied back to the strategic upmarket push, every
Junction marched in sync—and the business saw a 40% 1
in enterprise leads by year-end.

Pitfalls of Poor Alignment

1. Market Mismatch: If the exec team expects quick wins in
enterprise but your GTM targets mid-market, you'll see
revenue shortfalls and misaligned expectations.

2. Fragmented Messaging: Without a clear link to
overarching goals, marketing teams might produce
conflicting narratives, confusing prospects.

3. Resource Overload or Underload: A robust GTM might
require a specialized sales team or additional marketing
budget. If that’s not budgeted at the strategy level, you
risk half-baked market entry.

4. Siloed Execution: Product teams might launch features
irrelevant to business priorities; sales might chase deals
that don’t fit the high-margin or strategic product line.

Maintaining Flexibility as Strategy Evolves

Business strategies aren’t static—they react to market shifts,
competitor moves, and internal developments like M&A or
leadership changes. Your GTM must adapt accordingly:

67



Brian Carroll

Ongoing Market & Customer Intel: Keep an ear to the ground
for changing buyer preferences that might require
repositioning or re-segmentation.

Tiered Launch Updates: A minor shift in strategic focus might
move a new product launch from a Tier 2 priority to Tier 1,
warranting a bigger marketing push.

Real-Time Feedback Loops: Use data from sales, marketing
campaigns, and product usage to gauge if your GTM is delivering
the strategic outcomes the business aims for.

Key Takeaways

1. GTM is a Conduit: It translates lofty business goals into
tactical steps that marketing, sales, and product teams
can execute.

2. Interlock & Communication: Maintaining continuous
dialogue between executives and operational teams
ensures consistent focus on the “why” behind each GTM
motion.

3. Resource Alignment: Adequate budget, talent, and
technology must be planned at the business-strategy
level to support the GTM.

4. Ongoing Adaptation: As strategic directions change, so
must your GTM—agility is a competitive advantage in
evolving markets.

5. Unified Metrics & Dashboards: By connecting GTM
performance metrics to overarching business KPIs,
leadership sees the direct link between daily execution
and long-term success.
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When go-to-market strategies are rooted in and continuously
guided by business strategy, every product launch, market
expansion, or campaign invests in the future of the organization.
It’s not “random acts of marketing”—it’s cohesive, strategic
growth that strengthens market position, accelerates revenue,
and builds a long-term competitive edge.
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The PMM Tech Stack

Introduction The modern Product Marketing Manager

(PMM) operates in a

fast-moving, data-driven environment, where technology is
essential to staying ahead. From market research and
competitive intelligence to messaging, GTM execution, and
enablement, the right tech stack can streamline workflows,
automate repetitive tasks, and improve decision-making.

In this chapter, I provide optional tools for PMMs, categorized
within the key practice areas already outlined in this book.
Whether you’re conducting market research, refining
positioning, launching a product, or enabling sales and
customer success, these tools help PMMs work more efficiently
and deliver greater impact.

*Please note I am not personally recommending or

endorsing

ﬂpyviafngﬂfﬁ%‘i’n jgols and vendors, rather, I'm

examples/options for you to explore and decide if

they may be
right for your team and company.
1. Market Research and Competitive Intelligence

Understanding the market is foundational to great product
marketing. The right tools allow PMMs to track competitors,
gather customer insights, conduct win/loss analysis, and
develop data-backed ICP and persona profiles.
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Available Tools in This Area

*  Competitive Intelligence Platforms: Klue, Crayon

Market Research & Trend Analysis: Gemini Deep
Research, ChatGPT, Statista

» Win/Loss Analysis & Sales Insights: Clozd, Gong.io

* Social Listening & Sentiment Analysis: Sprout Social,
Mention, Brandwatch

Example Workflow: Competitive Benchmarking

A PMM using Klue can set up automated tracking for
competitor messaging, pricing, and feature updates. These
insights can then be synthesized using ChatGPT or Gemini
Deep Research into a report that helps refine positioning or
inform sales battlecards.

Example Workflow: Al-Assisted Market Research &
Opportunity Analysis

When entering a new market, a PMM needs to understand
competitive dynamics, customer pain points, and potential
demand. Using Gemini Deep Research, the PMM aggregates
and analyzes data from hundreds of websites, reports, and
product documentation. The output is then refined in
ChatGPT, which helps organize a summary report tailored to
specific business questions. Finally, a structured PowerPoint
outline is generated, making it easy for executives to review
findings and inform decision-making.
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Positioning and Messaging

Crafting clear, compelling messaging is at the heart of PMM.
The right tools can help refine value propositions, generate
content efficiently, and ensure message consistency across
teams.

Tools in This Area

*  Messaging Frameworks & Brand Guidelines: Olivine
Marketing Guide, Userpilot Messaging Framework,
Atlassian Brand Guide

+ Content Creation & Copywriting: Jasper, ChatGPT,
Grammarly
Collaboration & Document Management: Google Docs,
Atlassian Confluence

Example Workflow: Al-Assisted Messaging Development

A PMM crafting a new positioning statement can use the
Olivine Messaging Framework to outline core messaging
pillars, then refine wording with ChatGPT or Jasper to create
multiple variations. The finalized messaging can then be stored
in Google Docs or Confluence for easy team access.

Product Launches

Bringing a product to market is a high-stakes process that
requires strong project management, coordination, and
execution. The right tools help PMMs keep launches organized
and measure success.
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Tools in This Area

*  Project Management & GTM Execution: Monday.com,
Asana, Jira, Wrike, Smartsheet

Customer Communication & Onboarding: Chameleon,
Product Fruits, Appcues

Go-to-Market Planning & Strategy: Product School’s
Product Launch Checklist, Fluvio, Pragmatic Marketing

Example Workflow: GTM Project Management & Launch
Execution

For a major product launch, a PMM sets up a Monday.com
workspace to track key milestones, stakeholder deliverables,
and dependencies across teams. Weekly check-ins ensure
alignment with Marketing, Sales, and Product. Meanwhile,
Chameleon or Appcues is used to develop in-app walkthroughs
and feature adoption prompts, ensuring a smooth customer
onboarding experience once the product goes live.

Enablement and Support

Once a product is live, PMMs must empower internal teams to
sell, market, and support customers effectively. The right tools
streamline sales enablement, training, and performance
measurement.

Tools in This Area

+ Sales Enablement & Content Management: Highspot,
Showpad, Seismic

Customer Relationship Management (CRM): HubSpot,
Salesforce, Zoho CRM
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* Sales Engagement & Outreach: Salesloft, Outreach,
Gong.io

Example Workflow: Sales Enablement Content
Management

A PMM can upload sales collateral (pitch decks, battlecards,
product one-pagers) into Highspot or Showpad, where sales
teams can easily access them. Engagement metrics from these
platforms help determine which assets are most effective and
which need refinement.

Example Workflow: Win/Loss Analysis & Sales Enablement

To improve sales effectiveness, a PMM conducts win/loss
interviews via Zoom, then uploads the recordings into Otter.ai
for transcription. Light edits ensure accuracy before the
transcript is processed by ChatGPT, which generates a concise
summary report highlighting key themes, insights, and action
recommendations. Findings are then compiled into a
battlecard in Highspot, equipping sales teams with better
objection handling strategies.

Final Thoughts

A well-optimized PMM tech stack is not about having the most
tools—it’s about having the right ones that fit your business
needs. Whether you’re working with a lean startup budget or
an enterprise-level stack, choosing and integrating these tools
effectively can enhance your productivity, improve decision-
making, and elevate your impact as a Product Marketer.
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Aligning Product Marketing
to Your Organization

“How you organize your product
marketing function has a direct impact
on speed, focus, and cross-functional
alignment. There's no one-size- fits-all,
but intentional structure prevents silos
and confusion.”

Why Organizational Alignment Matters I often describe

Product Marketing as the “glue” between

Product, Sales, Marketing, and Customer Success—ensuring
each function leverages the same market insights and speaks
with one cohesive voice to the customer. But this “glue” only
works if Product Marketing is aligned and empowered within
the organizational structure. To check this, evaluate how well
you are doing the following:

* Clear Accountability: A well-defined PMM function
clarifies who owns tasks like messaging, sales
enablement, competitive intel, or GTM strategy—
reducing overlap with other teams.

« Strategic Influence: When properly aligned, PMM
leaders have a seat at the table for high-level decisions,
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ensuring product/market fit and strategic direction
remain connected.

Efficient Communication: A structured PMM team can
streamline how feedback flows from the market to
Product and from Product to Sales/Marketing.

Common Product Marketing Alignment Models

There are several models for structuring Product Marketing
based on business priorities, product complexity, and market
segmentation. None is universally right or wrong; the key is
matching the structure to your unique context.

Model 1: By Segment (Vertical, Customer Type, or
Region)

Overview: Each PMM or “pod” focuses on a distinct segment,
vertical, or geography—e.g., enterprise vs. SMB, healthcare vs.
finance, EMEA vs. North America.

* Pros:

o0 Deep Customer Empathy: Each PMM team becomes
an expert in the nuances of a particular segment
(market drivers, regulation, buyer personas).

o Tight Sales Alignment: Sales teams selling into that
segment know exactly which PMM to work with for
messaging or competitive intel.

0 (llewpyPrioritizationt the business
emphasizes expanding in a specific vertical, that
PMM function can scale quickly.
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* Cons:

o Overlap in Product Knowledge: If multiple segments
use the same product, PMMs must coordinate

heavily to avoid conflicting messaging or asset

duplication.

o Risk of Silos: Each PMM team might optimize for its
own segment instead of the overall product portfolio
or brand consistency.

Best For:

* Companies with diversified product lines serving distinct
verticals or geographies.

Larger B2B organizations aiming for deep domain
expertise per market.

Model 2: By Function (Market Intel, Launch,
Enablement, etc.)

Overview: PMM is split into specialized teams or roles—for
instance, a Market Insights lead, a Launch/Go-to-Market lead,
a Sales Enablement lead, etc.

* Pros:

o dfamlcpronaExcellenceEach role
significant expertise in their specialty (e.g., the
Enablement team always stays up-to-date on
best training practices).
Efficiency & Scalability: Standard processes can
be replicated across products or segments.
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* Cons:

o Disconnect from End-to-End View:
individual PMM might focus exclusively on
research or enablement, losing sight of the entire
product lifecycle.

o Complex Handoffs: More cross-communication
is needed as one functional team passes insights
to another that handles launch.

Best For:

* Larger organizations with robust resources, where depth
in each PMM discipline is critical.

Teams that want to centralize certain specialized tasks
(e.g., a single competitive intelligence hub) for the whole
company.

Model 3: By Product or Product Line

Overview: Assign a dedicated product marketing manager or
team to each major product or solution area (e.g., Product A has
one PMM, Product B has another).

*  Pros:

oDedjM Product Knowledge: Each
thoroughly understands one product, from
features and roadmaps to user personas.

o Close Partnership with Product Management: .
1:1 pairing fosters consistent communication and
collaboration.
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* Cons:

o Customer Querlap Issues: If multiple products
serve overlapping customer bases, different

PMMs may approach the same buyers with

different angles.

0 Resource Allocation: Some products may need
more dedicated PMM resources, while others
remain understaffed.

Best For:

* Organizations with multiple distinct products, each
needing its own tailored GTM strategy.
Situations where product complexity demands constant

back-and-forth between @ PMM and  product
management.

Model 4: By Business Unit

Overview: PMM aligns directly to each major business unit
(BU)—each BU typically has its own P&L, engineering resources,
or product suite.

* Pros:

o Built-in Accountability: PMM goals align with
BU revenue and strategic KPIs.

o High-Level Ownership: PMMs can engage at a
strategic level, shaping the BU’s overall
marketing, roadmap, and success metrics.
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* Cons:

o Potential Duplication: Across multiple BUs, you
could see repeated efforts in market research or
competitive analysis.

o Coordination Overhead.: If BUs share customers
or technology components, PMMs must
coordinate  heavily to maintain = brand
consistency.

Best For:

* Medium to large enterprises that structure around
separate lines of business, each with distinct market and
revenue targets.

Model 5: By Strategic Objective (Brand Awareness,
Retention, Expansion)

Overview: PMM is organized around key business goals—
for example, one team focuses on new customer acquisition,
another on retention/expansion, another on brand or thought
leadership.

* Pros:

o Laser-Focused on Qutcomes: Each group
measures success by tangible results linked to
top-level strategy.

o Holistic Ownership: Teams create messaging
and tactics specifically tied to, say, expansion or
brand positioning, spanning multiple products or
segments.
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Cons:

o Product-Specific Gaps: A single PMM might
need to juggle multiple products if all relate to,
for instance, retention.

o Risk of Over-Lapping Work: The boundary
between new customer acquisition and brand
building can blur; coordination is essential.

Best For:

Organizations that revolve strongly around cross-
product goals (e.g., a “Land & Expand” business model).
Mature marketing organizations that pivot often based
on specific strategic imperatives.

Key Criteria for Choosing a Model

Market Complexity: Do you serve multiple distinct
verticals or mainly one broad segment?

Product Portfolio Depth: Are there numerous product
lines, or just one flagship product?

Company Size & Stage: Startups might prioritize
functional breadth in a single PMM role, while
enterprises can afford specialized teams.

Business Strategy: If your strategy is to expand
internationally, a regional (segment-based) PMM
approach might be best. If your plan hinges on cross-
sells, functional or BU alignment could be preferable.
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Special Considerations: Scaling & Evolution of the

PMM Function

“The core principles of Product Marketing remain the :
across all company stages—but the focus, resourcing, an
processes can shift dramatically as an organization grou

As with any department, your PMM structure will and should
evolve as your company grows or pivots. Keep in mind there is
no golden rule for the ‘right’ number of PMM’s or arrangement
for the team, but given where most tech companies are in their
maturity stage, the following is common:

+ Early Stage: One or two PMMs often handle multiple
roles—market research, messaging, enablement—for a
single product.

« Mid-Stage Growth: You might split responsibilities by
product line or by segment, allowing each PMM to
specialize.

« Enterprise Maturity: Dedicated functional teams
(e.g., a specialized team for competitor analysis, another
for launch orchestration) or “mini departments” within
each BU.

Early-Stage Companies (Seed — A Round Startups)
Breadth Over Depth

Often, there’s just one PMM (or none!), who handles everything
from competitive research to sales decks to basic brand
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messaging. Expect to juggle multiple tasks with limited budget,
requiring scrappy problem-solving.

Rapid Iteration & MVP Focus

Product often changes frequently based on early customer
feedback, so PMM must continuously update messaging,
pivoting quickly when a major feature or pivot emerges. Launch
cycles might be shorter and less formal— often resulting in “mini
launches” that happen weekly, culminating in bigger public
releases occasionally.

Close Collaboration with Founders

Founders typically drive product vision and may need help
articulating it in investor decks, press interviews, or trade
shows. PMM can influence the overall positioning from an early
stage, establishing foundational brand pillars.

Challenges & Tips
« Challenge: Minimal resources, uncertain product-market fit,

pressure to show quick traction.

Tip: Prioritize what truly moves the needle—e.g., a
compelling pitch deck for early adopters, or competitor

analysis to refine the product roadmap.

Mid-Stage Growth Companies
Emerging Processes & Teams

PMM likely expands from one person to a small team, each
member possibly specializing in a product line or function (e.g.,
enablement vs. market intel). Basic frameworks (launch
processes, messaging templates) start forming.
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Scaling GTM Efforts

More formal tiered launches. Beta programs become structured,
with pre-defined success metrics. Demand gen ramps up, so
PMM invests more in persona-based messaging, brand
consistency, and deeper competitive intelligence.

Balancing Short-Term & Strategic Goals

The company is often chasing aggressive revenue targets while
building brand awareness and operational maturity. PMM must
juggle urgent sales requests with longer-term brand positioning
initiatives.

Challenges & Tips

« Challenge: Managing new product lines or acquisitions, each
requiring distinct messaging yet still under the same brand
umbrella.

Tip: Ensure cross-functional alignment with a centralized
GTM roadmap that clarifies priorities and responsibilities.

Mature or Enterprise-Oriented Companies
Specialization & Complex Structures

PMM might be split by function, segment, or product line.
Dedicated resources for competitive intel, launch management,
or strategic partner enablement exist. Formal processes, tollgate
reviews, and cross-functional committees standardize the
approach.

Global Market Dynamics
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Enterprise companies may span multiple regions, each with
unique cultural and regulatory considerations. PMM must adapt
messaging or enablement materials to local nuances.
Partnerships or channel alliances become major GTM routes,
often with ISVs, VARs and Global Integrators, requiring robust
co-marketing strategies.

Focus on Brand Leadership & Deep Vertical Expertise

The product is often well-known in the market, so the challenge
shifts to defending market share, fending off upstart
competitors, or expanding into new adjacent categories. PMM is
more strategic, interfacing heavily with senior execs on big
initiatives and acquisitions.

Challenges & Tips
* Challenge: Siloed departments, slower decision-making,
potential friction between business units.

« Tip: Maintain a “Center of Excellence” for PMM to share best
practices, unify messaging, and keep processes consistent
across large teams.

Key Takeaway: Regardless of stage—startup or enterprise—
the foundational PMM principles remain (know your market,
create consistent messaging, enable teams effectively). The
difference lies in how you implement these principles given
constraints like budget, headcount, and organizational
complexity.

Tip: Reevaluate your structure at least annually, especially if
your product portfolio or market strategy shifts significantly.
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Key Takeaways

1. Start with Strategic Goals: Let your business model and
growth objectives dictate how PMM is organized.

2. TRegaent-hsed, Perfect  Blueprint:
functional, product-based, or hybrid structures each
have pros and cons—pick what fits your product
complexity and market approach.

3. Ensure Continuous Collaboration: Leverage shared
dashboards, regular cross-team meetings, and best-
practice repositories to keep PMM teams aligned.

4. Stay Agile: Revisit your PMM structure periodically,
especially if you add new product lines, new markets, or
significantly shift strategy.

5. Invest in Leadership & Processes: PMM needs clear
leadership to champion cross-functional alignment and
robust frameworks to keep everyone on the same page.

When product marketing is intentionally aligned to your
organization, it becomes easier to unify product strategy, define
consistent messaging, run successful launches, and continually
drive revenue across all markets. The goal is always to empower
PMM as a strategic partner—one that orchestrates the voice of
the customer, amplifies the brand promise, and steers your
entire go-to-market motion.
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How to Work with Product
Marketing

“The key to successful Product
Marketing is recognizing that each
department—Product, Sales, Customer
Success, Marketing, and Executives—
brings unique perspectives and needs.
PMM  harmonizes these  functions
around a unified, market-driven
approach.”

Introduction: Department Mandates in a Modern Tech
Organization
Product

The Product team is responsible for the conception, design, and
delivery of products or features that directly address market
needs. They define what gets built, why it matters, and how it
will function from a technical perspective. This involves
meticulous roadmap planning, feature prioritization, sprint
management, backlog grooming, and product quality assurance
to ensure continuous improvement. By balancing customer
feedback, business objectives, and technical feasibility, the



Aligned

product team ensures that development efforts translate into
meaningful innovation and competitive differentiation.
Sales

The Sales team serves as the driving force behind revenue
generation, turning product value propositions into real-world
transactions. Their role extends beyond simply closing deals;
they are responsible for prospecting leads, managing pipelines,
delivering demos, negotiating contracts, and ultimately
converting opportunities into customers. Whether in a B2B or
B2C environment, sales professionals must understand the
nuances of customer pain points and tailor their approach to
demonstrate how the product solves those challenges.

Customer Success

Once a customer has made a purchase, the Customer Success
team takes over, ensuring seamless onboarding, training, and
ongoing support to drive long-term satisfaction, adoption, and
retention. Their mandate is to proactively manage accounts,
ensuring customers extract full value from the product while
identifying opportunities for renewals, upsells, and cross-sells.
As the voice of the customer internally, CS also plays a crucial
role in gathering feedback that influences future product
enhancements and overall user experience.

Marketing

The Marketing team is responsible for building brand
awareness, generating demand, and driving lead acquisition
through integrated campaigns. This involves a mix of content
creation, digital marketing, public relations, event marketing,
and brand management to ensure consistent positioning and
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market engagement. Additionally, marketing nurtures leads
through the pipeline, crafting messaging that resonates with
potential customers at every stage of their journey and aligning
closely with sales to optimize conversion.

Executive Leadership

The Executive team provides the overarching strategic vision,
directing resource allocation and overseeing company-wide
performance. They shape corporate priorities, investment
decisions, business models, and market positioning, ensuring

alignment with long-term growth objectives. Their
responsibilities span culture shaping, M&A strategy, and high-
level stakeholder communication—including interactions with
board members, investors, and major customers. By setting a
clear direction, executives empower each department to execute
their mandates effectively while ensuring the business remains
agile and competitive in a dynamic market.

The Role of Product Marketing: A Cross-Functional
Orchestrator

Product Marketing functions as the bridge connecting each of
these departments to the market. It provides market insight to
Product, gives Sales the messaging and tools for effective
pitches, empowers CS with customer-focused enablement, arms
Marketing with persona-driven content strategies, and offers

Executives data-driven insights that influence strategic
decisions.

Let’s explore how PMM works with each of these five teams.
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Product & Product Marketing
Roadmap Alignment

PMM offers voice-of-customer insights, competitive intel, and
market trend data to shape the product roadmap. Product
managers then use these insights to prioritize features with the
highest potential market impact.

Beta/Pilot Collaboration

PMM helps identify ideal pilot customers, aligning user
personas with early release features. Together, both teams
collaborate on exit criteria for alpha/beta stages, ensuring that
product quality and messaging readiness coincide.

Launch Planning

Product sets the release timeline and readiness criteria; PMM
translates that into tiered launch strategies, messaging, and go-
to-market assets.

Continuous Feedback Loop

Post-launch, PMM gathers win/loss insights, user feedback, and
adoption metrics. Product uses this data to refine features or
plan subsequent releases.

Sales & Product Marketing
Buyer Persona & Messaging

PMM develops deep, persona-specific messaging—highlighting
key pains, success metrics, and relevant case studies. Sales uses
these narratives and talking points to connect more effectively
with prospects.
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Sales Enablement & Tools Battlecards, ROI calculators,

competitive tear-downs, and pitch

decks all fall under PMM’s purview. By training Sales on how to
leverage these resources, PMM helps reps handle objections and
shorten sales cycles.

Real-Time Deal Support

PMM may join sales calls for strategic deals or high-level
product discussions. Sales is in a prime position to capture
feedback from the field to refine or adjust messaging when new
competitor tactics emerge.

Pipeline & Feedback Integration

Sales shares pipeline intel and reasons for losses. When
combined with more objective data and context from loss
interviews (as part of the win/loss program), PMM can use these
data points to refine the positioning or create new collateral that
addresses recurring objections.

Customer Success (CS) & Product Marketing
Post-Sale Onboarding

PMM'’s deep knowledge of persona pain points helps design
effective onboarding materials or user guides. The CS team can
ensure new users discover high-value features quickly, driving
early adoption.

Upsell & Cross-Sell Strategy

PMM develops playbooks highlighting how additional modules
or product lines solve evolving customer needs. CS leverages
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these documents in quarterly business reviews or milestone
check-ins, increasing net retention.
Customer Advocacy & Case Studies

PMM collaborates with CS to identify satisfied users, gather
success stories, and produce case studies. This real-world proof
becomes marketing and sales collateral that resonates with
prospects.

Voice of Customer Feedback
CS captures daily feedback on feature usage, pain points, or

brand perception. PMM centralizes and translates this feedback
into actionable insights for Product or strategic GTM updates.

Marketing & Product Marketing
Demand Generation

PMM provides persona briefs, messaging pillars, and
competitive angles that Marketing translates into targeted
campaigns (emails, ads, webinars, etc.). Marketing works on
aligning the brand promise with the product’s unique value
proposition across inbound and outbound channels.
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Content Strategy Working together, PMM and Marketing craft

thought leadership

(whitepapers, eBooks) based on real product differentiators and
customer pain points. Marketing ensures all content (blogs,
social posts, event collateral) is consistent with the core
messaging PMM has developed. Events & Webinars PMM

shapes product-centric narratives for events, while

Marketing handles execution—booth design, promotions,
attendee outreach. Post-event, PMM analyzes lead quality and
shares win/loss data from event-driven deals.

Brand Consistency

PMM ensures product-level messaging doesn’t deviate from the
overall brand positioning or promise. Marketing monitors brand
style guides, voice, and visuals to confirm alignment across all
channels.

Executives & Product Marketing
Strategic Insights & Data

PMM aggregates market intelligence, competitor moves, and

edeqtiore-lenadtrics, presenting them in

dashboards or reports. This influences high-level decisions on
pricing, market expansion, partnerships, or M&A opportunities.
Resource Allocation

Executives rely on PMM to justify budgets for product launch
tiers, major campaigns, or enabling tool investments. PMM
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provides ROI projections or market share forecasts to support
strategic resource decisions.
Thought Leadership

In collaboration with PMM, executives can produce industry-
facing content (keynotes, opinion pieces) that highlight the
product’s value and future vision. PMM ensures these narratives
remain consistent with broader GTM themes and validated
proof points.

Cultural & Organizational Alignment

Executives set the tone for collaboration; PMM demonstrates
how cross-department synergy delivers better customer
outcomes. PMM can also highlight structural or process gaps
(e.g., missing cross-functional steps in launch planning) so
leadership can address them.
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Partnering with PMM Across the Business

Executives
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Keys to Successful Collaboration

Set Clear Boundaries & Responsibilities: For each major
initiative (e.g., new launch, sales training, content campaign),
define who owns which piece of the puzzle to avoid duplication
or confusion.

Embed PMM Early: Bring PMM into product planning from the
start so messaging and market validation can inform the
development process.

In sales or marketing, invite PMM to planning sessions to ensure
all tactics align with validated market insights.
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Share Data & Wins: Track metrics like pipeline progression,
adoption rates, or brand mentions. Celebrate cross-functional
successes—like a big deal closed thanks to a new pitch deck or
an onboarding sequence that halved time-to-value.

Maintain Continuous Feedback Loops: Encourage Product,
Sales, CS, Marketing, and Executives to regularly provide PMM
with updates on what’s working and what’s not. It’s then on

PMM to transforms these insights into actionable
recommendations or new collateral.

Cultivate Mutual Respect & Education: Product Marketing
thrives when each department understands the value PMM
brings—there should be a two-way exchange of expertise, not
just a one-way push of content.

Key Takeaways

*  Product relies on PMM for market validation, messaging
alignment, and structured feedback loops.

Sales partners with PMM for persona-driven pitches,
competitive positioning, and dynamic enablement tools.
Customer Success and PMM collaborate on effective
onboarding, expansions, and advocacy programs driven
by real customer success stories.

Marketing leans on PMM’s data-driven messages to
*  build cohesive campaigns and brand-aligned content.

Executives depend on PMM for strategic market insights
. and measurable ROI indicators, shaping high-level
resource and growth decisions.
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Ultimately, Product Marketing is the cross-functional
orchestrator—constantly weaving together data, insights, and
storytelling so that every department is aligned on the same
vision and delivering value to the right audience, at the right
time, in the right way.
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Leadership

“A strong PMM leader balances
technical acumen with empathy, vision,
and the willingness to champion their
team. The result is a culture of
accountability, growth, and genuine
collaboration.”

My Perspective on PMM Leadership From my own

experience as both a Product Marketing Manager

and eventually a PMM leader, I've learned that effective
leadership isn’t simply about credentials or frameworks—it’s
about people. Yes, a leader must be able to map complex product
strategies, run GTM processes, and dissect competitive
landscapes, but the true differentiator lies in soft skills:
empathy, collaboration, and humility.

* Empathy is Key: A genuine leader prioritizes their team,
putting themselves last. They listen actively, care about
each person’s growth and well-being, and lead by
example.

Servant Leadership: People respect a leader who isn’t
afraid to do the hard work alongside them—whether it’s
rolling up sleeves for an urgent competitive analysis or
jumping into a late-night product launch call.
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*  Empower and Showcase: One of my former CEOs told me
that my greatest strength was my ability to spotlight my
team, giving them credit for successes. Elevating others
not only boosts morale but also fosters a sense of
ownership and pride across the organization.

. Strategic Partner & Influencer: A great PMM leader
understands the company’s high-level business strategy
and sees how Product Marketing fits into it. By aligning
PMM priorities with overarching goals—and forging
genuine collaboration with other leaders—they can
shape decisions that drive growth.

Mentor Mindset: As leaders, it’s our job to nurture
empower and ultimately elevate the next generation of
PMM leaders. Identifying strengths, recognizing
weaknesses, and positioning each team member to
succeed is both an art and a responsibility.

“Hard” technical skills and frameworks—competitive analysis,
positioning, messaging, GTM orchestration—are table stakes.
The soft skills of empathy, mentorship, and collaboration are
what elevate a PMM leader from merely good to truly
exceptional.

PMM Career Path & Skills Evolution

In most organizations, Product Marketing roles progress
through several stages, each with evolving responsibilities and
expectations. Below is a high-level overview along with the key
leadership behaviors at each stage.
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Early Career PMM (1-5 Years)

Primary Focus: Developing foundational skills: writing,
basic positioning, conducting research, delivering
straightforward enablement materials.

Key Skills: Competitive analysis, basic persona
development,  messaging creation, cross-team
communication.

Leadership Behaviors: Usually more about self-
management than managing others—taking feedback,
learning rapidly, and showing initiative when asked to
tackle new challenges.

Mid-Level PMM (5-12 Years)

Primary Focus: Leading larger projects or launch
initiatives, increasingly shaping product positioning,
and guiding cross-functional teams in a matrix
environment.

Key Skills: Advanced positioning & messaging, go-to-
market orchestration, deep knowledge of demand-gen
strategies, sales enablement best practices.

Leadership Behaviors:

0 Team Imfluence: Even without formal direct
reports, a mid-level PMM can act as a mentor to

junior marketers, offering feedback on

messaging or product briefs.

Self~Awareness: Knows when to escalate an

issue, how to facilitate alignment across sales,
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product, and marketing, and how to remain calm
under deadline pressure.

Director of Product Marketing

Primary Focus: Managing multiple product lines or
strategic initiatives, shaping PMM processes (e.g.,
competitive intel programs, persona frameworks) for the
entire org.

Key Skills: People management, budgeting, strategic

cross-functional alignment, vendor management,
advanced competitive strategy.

Leadership Behaviors:

o Empathy & Mentorship: Actively invests in
growing team members’ skills, giving them
visibility and responsibility in cross-functional
collaborations.

Ownership
0 Takes &  Accountability:

responsibility for large-scale launches or a
segment’s performance, stepping up to correct
course when things don’t go to plan.

VP of Product Marketing / Head of PMM

Primary Focus: Overarching strategic leadership of the
dadi¥ionfunction, influencing executive
championing the voice of the customer at the highest
levels.
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* Key Skills: Corporate strategy alignment, executive
stakeholder management, extensive partnership with
finance and operations for resource planning.

+ Leadership Behaviors:

o Executive Influence: Acts as a trusted advisor to
the C-suite on market trends, competitor threats,
M&A opportunities, and more.

o Culture Builder: Shapes an environment of

continuous learning, cross-team collaboration,
and empowerment within the PMM
organization.

Core Leadership Behaviors for PMMs

Across all career stages, certain leadership behaviors remain
universally valuable. The following are at the crux of what I look
for or work to develop.

Empathy & People-First Management

Listen before directing. Offer genuine praise and constructive
feedback. Acknowledge personal circumstances or challenges—
people produce their best work when they feel understood and
supported.

Accountability & Ownership

Leaders own failures and pass along credit for successes. This
fosters trust and cultivates an environment where team
members feel safe to innovate.
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Strategic Vision & Storytelling An ability to see the bigger

picture. PMM leaders don’t just react;

they anticipate trends, connect the dots between market intel
and product strategy, and then articulate a coherent vision that
unites stakeholders.

Collaboration & Influencing

PMM leaders must be comfortable influencing without direct
authority—often guiding Product, Sales, Marketing, and CS to
adopt new narratives or pivot strategies based on market shifts.

Mentorship & Empowerment

Great leaders see it as their duty to develop others. They provide
growth opportunities, create safe spaces to learn from mistakes,
and celebrate personal as well as business achievements.

Why “Soft Skills” Are Often the Hardest—And Most
Essential

Some might argue that product marketing is about frameworks,
ROI calculations, messaging templates, and competitive
analyses. Those matter, indeed—but in modern organizations,
the ability to influence both behavior and decision making,
determine the success of an individual and a team:

Empathy ensures messaging resonates internally (so that
teams buy in) and externally (so that customers see the real
benefit).

Collaboration breaks down silos and aligns a GTM plan across
departments.
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Humility prevents power struggles, ensuring data and the
customer’s voice guide decisions.

Vision keeps everyone inspired and on track, even under the
pressures of aggressive targets or shifting market conditions.
Leaders who master these “human” qualities earn trust across
the organization and inspire teams to go the extra mile.

Key Takeaways

1. Blend Hard & Soft Skills: Technical prowess (product
knowledge, GTM expertise) is the baseline, but empathy,
collaboration, and accountability set great PMM leaders
apart.

2. Embrace a Career Progression Mindset: PMMs evolve
from tactical executors to strategic visionaries;
leadership behaviors scale in importance with each role.

3.Put  People First: Showcase your team, take
responsibility, help them grow. That investment pays
back in loyalty, innovation, and organizational success.

4. Model the Culture: PMM leaders shape how cross-
functional teams perceive product marketing. Leading
by example fosters trust, respect, and strong alignment.

5. Always Be Mentoring: Whether you have direct reports
or not, share knowledge, open doors, and champion
others’ success. This ultimately strengthens the entire
PMM discipline within your organization.
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When PMM leadership revolves around empathy, strategic
acumen, and sincere collaboration, you cultivate an environment
where top talent thrives, cross-functional partners trust you, and
executive leaders see Product Marketing as a fundamental,
value-driving function of the business.
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How to Hire

“Product Marketing is like a Swiss
Army knife— part left-brain data
analysis, part right-brain creative
thinking. No candidate will excel at
everything, so it’s crucial to define the
right balance of skills for your team
and product.”

PMM’s Hybrid Nature: Why Hiring Is Tricky

At its core, Product Marketing demands proficiency across a
broad range of disciplines—from market research and analytics
@left-brain) to creative messaging, storytelling,
collaboration (right-brain). This unique requirement makes
finding the “ideal PMM” challenging because most candidates
naturally lean toward one end of the spectrum or the other.
That’s okay—rarely do you find a single “unicorn” who can do
everything equally well.

Understanding Your Context & Needs

Before you even begin sourcing or screening candidates, take a
close look at the following:

1. Your Product’s Complexity & Audience
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Highly Technical (e.g., enterprise software, specialized
hardware): You may need someone with a stronger technical
background who can interface directly with engineers and
discuss complex features in detail.

Brand-Focused or Creative-Focused (e.g., consumer-facing
apps, marketing tech for SMBs): You might emphasize
storytelling ability, design sensibility, or brand strategy
skills.

Existing Team Composition

« Identify skill gaps. If you already have a PMM team of
technical wizards, do you lack someone with a knack for

sales enablement, copywriting, or creative campaign

ideation?

Think about personalities and chemistry as well. A more
introverted data-driven analyst might complement an
extroverted sales-enablement specialist.

Business Priorities

If your company’s focus this year is market expansion and
brand-building, you might prioritize strong GTM and
campaign-planning experience.

If the priority is launching multiple new products, you may
need someone adept at rapid product launch orchestration
and cross-functional alignment. Industry Knowledge vs.

PMM Expertise In some cases, you must decide whether

deep domain
expertise (e.g., someone who knows the industry cold but is
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lighter on formal PMM frameworks) is more critical than
having a seasoned PMM who’s new to your market.

There’s seldom a perfect overlap. If you pick an industry
insider, plan to train them on PMM fundamentals and
provide an extended onboarding to help them ramp up on
frameworks, positioning, and launch processes. If you pick a
strong PMM generalist with limited domain knowledge,
invest in domain education—perhaps assigning them to

shadow product managers or doing targeted
reading/training to quickly grasp your market.

Defining Your PMM “Spectrum”

A helpful way to navigate the hiring process is to map out the
two major axes of PMM skill sets in your organization,
recognizing that Product Marketers rarely excel equally in both
areas. Most PMMs lean toward either left-brained, analytical
thinking or right-brained, creative thinking, with only a few
“unicorns” mastering both.

Left-Brained PMMSs: Data-Driven & Analytical

These PMMs excel in competitive analysis, pricing strategy,
analytics, and technical product specs. They are highly
structured thinkers who thrive on research, validation, and
bridging the gap between R&D and the rest of the org. Their
strength lies in translating technical complexity into clear,
factual insights that guide business decisions.

Right-Brained PMMs: Creative & Persuasive

These PMMs shine in crafting compelling messaging,
storytelling, visual and written content, and sales enablement.
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They have a natural ability to persuade, engage, and bring a
product’s unique value to life through branding, marketing
campaigns, and field alignment. Their strengths often lie in
brand positioning, emotional resonance, and customer-
centric narratives.

While most PMMs will lean one way or the other, building a
balanced team means identifying which type of marketer fits
best with your product needs and existing team composition. If
you already have strong analytical minds on board, adding a
persuasive storyteller might complement the team, and vice
versa.Note: Many candidates will have some balance of both,
but typically skew one way or the other.
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Hiring to Complement Your Team’s Gaps Assess Current

Weaknesses; If your PMM team consistently

struggles to create dynamic sales playbooks or talk tracks, find a
candidate with sales-enablement or sales background. If you
lack someone who can dissect product us age metrics or perform
advanced market sizing, look for a data-savvy PMM comfortable
with analytics tools and methodology.

Consider Industry Knowledge vs. PMM Experience: If you need
immediate credibility with a sophisticated audience (e.g., med-
tech, financial services, cybersecurity), hiring someone who
already speaks that language could mean a faster ramp. But
you'll likely have to coach them on core PMM processes. On the
other end, a proven product marketer can apply frameworks,
orchestrate launches, and develop positioning. They’ll need
extra time (and resources) to immerse themselves in your
domain.

Plan & Expectations: Whichever route you choose, create a clear
onboarding plan that addresses either PMM fundamentals or
domain education—so the new hire feels supported and your
team gets the skills they need.

Look at Personality & Culture Fit: For instance, if your sales org
is big on high-energy, face-to-face interactions, you may want a
PMM candidate who is approachable, outgoing, and thrives in
live training sessions. Conversely, if your company culture is
highly collaborative and intellectually curious, find someone
with a track record of cross-functional bridging and open
communication.
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The Art of Matching Skill Sets to Roles

Not all PMM roles require the same exact skill profile. For
example, a Mid-Level PMM for a single product line might need
to be more tactical, creating collateral, running small launches,
and supporting day-to-day enablement tasks.

A Senior/Director might be more strategic, shaping overarching
GTM frameworks, forging alignment with execs, possibly
managing multiple products and direct reports.

Someone who has a strong enablement background will
probably lean more toward extroversion, strong relationship-
building, direct sales experience, or proven success in bridging
marketing and sales.

Technical PMMs typically combine product management
fundamentals with strong domain knowledge, adept at taking
complex features and articulating clear value propositions.

Clarify these role distinctions in your job descriptions to attract
the right candidates and filter out those who aren’t a match.

Soft Skills & Mindset to Look For
Curiosity & Adaptability

PMMs often need to dive into new markets, new technologies,
or new buyer personas quickly. Look for a track record of
learning fast and enjoying the process.

Empathy & Collaboration

Unless only having worked in seed or growth stage startups, a
PMM rarely works solo; they must function as a connector
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between Product, Sales, Marketing, CS, and even Finance. High
EQ fosters better stakeholder relationships and fosters trust.

Storytelling & Persuasion

Whether it’s writing a pitch deck or presenting to executives, top
PMMs craft compelling narratives. Even more data-driven
PMMs need a minimum baseline of communication clarity.

Ownership Mentality

PMMs with an ownership mindset treat product success and
market response as partly their personal responsibility. They're
proactive in solving problems and taking initiative.

Interview & Assessment Strategies

1. Portfolio Review or Work Samples: Ask for examples of

the}iz}]&nch decks, battlecards, or product  briefs
produced. See if the content resonates with clarity and

alignment to buyer needs.

2. Case Studies or Whiteboard Exercises: Provide a scenario
(e.g., launching a product in a new vertical) and see how they
approach building a strategy, identifying buyer pain points,
or measuring success.

3. Peer Interviews: Let potential cross-functional partners
(Product leads, Sales managers, etc.) talk to the candidate.
Observe how well they communicate, empathize, and build
rapport—since these will be daily interactions if hired.

The Mutually Beneficial Fit

As the hiring manager, remember, your goal isn’t just to fill a
role—you want a true fit:
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For the candidate, you should be excited by your product,
culture, and the chance to learn from existing team members or
leaders. They should also see a clear path for growth in the skill
areas that interest them.

Your Team is there to fill a gap (or multiple gaps) that no one
else covers right now. They should complement the personalities
and workflow styles already on board—especially if you want to
avoid friction or confusion about overlapping responsibilities.
Note: Hiring well means fewer disruptions and stronger
performance long-term, as each PMM thrives in their niche
while learning from others with complementary skill sets.

Key Takeaways

1. PMM Is a Wide Spectrum: Accept that no single
candidate will be masterful in all aspects (technical,
analytical, creative, empathetic, strategic). Prioritize
what you need.

2. Ahigrductwith  Your Org Needs: Consider
complexity, market focus, and current team composition
when defining the role.

3. Weigh Industry Knowledge vs. PMM Expertise:
Sometimes you need immediate domain credibility;
other times, a robust PMM foundation is more
important. If you can’t find both, have a plan to train
whichever skill the candidate lacks.

4. Use Targeted Interviews: Scenario-based questions and
portfolio reviews can confirm both skill and mindset
suitability.
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5. Hire for Complementary Strengths: Aim to fill gaps on
your existing team, ensuring a balanced array of left-
brain and right-brain PMM capabilities.

Ultimately, successful PMM hiring is about seeing beyond “the
perfect resume” and identifying how a candidate’s unique blend
of technical proficiency, creative insight, domain knowledge,
and collaborative spirit can support your organization’s strategic
goals. With a thoughtful approach to balancing industry
background and PMM fundamentals, you’ll build a team primed
to deliver true market impact.



Aligned

Measuring Success &
Continuous Improvement

“What gets measured gets improved.
Product Marketing should track not
only product or marketing outcomes,
but also how effectively it influences
strategic decisions and organizational
alignment.”

Why Measure Product Marketing?

Product Marketing tends to operate behind the scenes,
orchestrating research, positioning, launches, and enablement.
Without clear metrics, PMM can be perceived as an intangible
“nice to have,” rather than a key revenue driver. By setting
quantifiable goals—and reviewing them regularly, you:

* Validate PMM’s Impact: Show direct correlations
between PMM initiatives and business outcomes (e.g.,
shorter sales cycles, higher average deal size).

+ Identify Gaps & Opportunities: Spot where additional
training or updated messaging is needed, or whether a
certain vertical underperforms.
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* Foster a Culture of Learning: Treat each launch,
enablement push, or segment strategy as an experiment.
What went well? What didn’t? How can we improve next
time?

Positioning & Messaging Efficacy

*  Message Recall / Consistency: Survey internal teams
(and potentially prospects) to check if they understand
and consistently repeat core value propositions.

+  Competitive Differentiation: Monitor frequency of
“competitive mention” in deals. Are your battlecards
reducing competitor-related losses?

Product Launch Impact

* Time-to-Adoption: Measure how quickly new customers

or existing users adopt the launched feature/product.

Pipeline Contribution: Track net-new or expanded

pipeline directly attributed to the launch.

Content Utilization: In tools like Seismic or Highspot,

» see which launch assets (pitch decks, one-pagers) get the
most usage and correlate that with deal outcomes.

Enablement & Marketing Support

* Sales Cycle Length: If your new ROI calculator or
updated pitch deck speeds up the process, watch for a
downward trend in average days to close.

+ Training Completion & Feedback: For each enablement
session, gather feedback scores or anecdotal comments
from sales/partners/CS on usefulness.
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Business-Level Outcomes

* ARR or Revenue Growth: Especially for new products or
major launches, measure how PMM-driven strategies
influence top-line or retention metrics.

+ Market Share or Brand Metrics: If your company invests
in brand-building campaigns, track brand awareness,
website visits from targeted segments, or share of voice.

Continuous Improvement: The PMM “Kaizen” Mindset
Retrospectives & Post-Mortems

After each major launch or campaign, host a structured debrief
with cross-functional teams. Document lessons learned—both
successes to replicate and pitfalls to avoid. Keep a “living”
retrospective log that new team members can access to quickly
see past insights.

Ongoing Feedback Loops

Regularly solicit input from Sales, Product, and Customer
Success about your content relevance and user adoption.
Conduct short, quarterly surveys among internal stakeholders.
Ask: “What can PMM do better?” or “What PMM resource have
you found most valuable recently?”

Data-Driven Adjustments

If the metrics reveal a weak point (e.g., high churn in a particular
vertical), investigate. Is the messaging off? Are you missing a
critical feature? Has a competitor pivoted aggressively?
Prioritize fixes (like revised messaging, new content, or
additional product training) in your next quarter’s plan.
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Knowledge-Sharing & Documentation Maintain a central

knowledge base or wiki where PMM best

practices, updated frameworks, and new insights get
documented. Encourage new hires or recently rotated PMMs to
contribute fresh perspectives.

Key Takeaway: Measuring success is more than checking off
KPIs—it’s about embarking on a cycle of insight, action, and
refinement that shapes the future of product marketing in your
organization.

Evangelizing Product Marketing Internally

“When stakeholders understand the value that
Product

Jictheiileghrings, collaboratiorbecomes

Evangelizing PMM is about demonstrating impact, sharing
wins, and fostering mutual trust.”

Why PMM Evangelism Matters

Many cross-functional teams (or executives) may not fully grasp
the breadth of Product Marketing’s responsibilities. Some might
see PMM as “the deck creators” or “launch organizers.” By
actively evangelizing PMM, you:

« Win Allies: Build momentum for cross-departmental
cooperation.
Attract Resources: Justify budget allocations, headcount
growth, or specialized tools.
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* Improve Speed & Quality: If teams come to PMM early
with product or sales needs, you can deliver more
polished, on-target outcomes.

Methods to Evangelize the PMM Function

1. Internal Roadshows

« Host short sessions (in-person or virtual) to explain PMM’s
role, recent wins, and upcoming projects.

Showcase how your market data or messaging frameworks
directly helped a big deal close.

2. “PMM Office Hours”

Dedicate a weekly or bi-weekly timeslot where anyone in the
org (Sales, Product, CS, Marketing) can drop in for quick
questions or feedback.

*  Use these sessions to strengthen relationships and discover
untapped collaboration opportunities.

3. Cross-Functional Workshops

Bemsonimteractive workshops on topics like
development, competitive analysis, or “how to pitch with
empathy.”

* Co-lead them with a partner function (e.g., a sales leader or
product manager) to demonstrate unity.

4. Celebrate Success Stories
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» Whenever a new product launch achieves target adoption or
a sales team wins a key deal leveraging your battlecards,
circulate a brief success story.

Highlight cross-functional heroes: e.g., the CS manager who
flagged a crucial feature gap, or the salesperson who tested a
new pitch deck in the field.

5. Regular Performance Reporting

» Create simple dashboards or highlight reels of your PMM
metrics (win/loss data, content usage stats, key adoption
curves).

Present them at leadership or all-hands meetings to keep
everyone informed of your ongoing impact.

Position PMM as a Strategic Partner

The most valuable skill you can have as a PMM is to speak the
language of each department you interact with (remember,
empathy). With Product, emphasize how PMM saves dev time
by clarifying priorities. For Sales, talk about shortened sales
cycles or improved conversions. When you are presenting to the
Executive team, show how PMM influences revenue or strategic
pivots.

Second, be proactive. Don’t wait to be asked—if you see a new
competitor, share a quick summary with recommended actions.
If you notice product naming confusion, propose a short naming
workshop.

Lastly, be a thought leader and an company champion. Offer to
help executives craft external-facing content (keynotes, byline
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articles). This both showcases PMM’s strategic thinking and
invests in the company’s brand.

Key Takeaway: Evangelizing PMM is an ongoing process of
demonstrating tangible value, building trust, and embedding
Product Marketing at the heart of every strategic or operational
decision.
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Conclusion

“Product Marketing is the unifying
thread that weaves strategy, product,
and the voice of the customer together
—no matter your company’s size,
stage, or complexity.”

The Path Ahead

With a strategic approach to Product Marketing, you're not just
“shipping features” or “creating content”—you’re continuously
bridging the gap between your company’s vision and the
evolving reality of your customers. Through empathy, data-
driven decision-making, collaborative leadership, and an
unwavering focus on delivering real value, PMM transforms
from a set of tasks into a competitive advantage.

Across the chapters of this book, we’ve journeyed through the
essential pillars of Product Marketing;:

« Market & Customer Intelligence to ground
decisions in real insights;

« Positioning & Messaging that resonates with your
audience’s core needs;
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*  Product Launch frameworks that transform ideas into
market success;

« Enablement & Marketing Support that arms sales,
partners, and CS with the right tools;

« Connecting GTM to Business Strategy so that every
campaign or launch propels your overarching goals;

e Structuring PMM to fit your unique organization and
drive collaboration;

» Cross-Functional Workflows with Product, Sales,

CS, Marketing, and Executives;

Leadership that blends empathy, accountability, and

strategic thinking;

Hiring practices that ensure you build a PMM team

+ with the right blend of technical savvy, creative flair,
domain expertise, and collaborative spirit;

» Measuring Success & Continuous Improvement
to keep refining your impact;

« Evangelizing PMM internally so all teams understand
and support your function;
Special Considerations for early-stage vs. mature
companies to tailor your PMM approach.

Your Next Steps

1. Assess Your Maturity: Where does your organization
sit on the spectrum—early, mid-stage, or enterprise?
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Select the frameworks that apply most to your current
reality.

2. Prioritize Gaps: Identify the areas (e.g., persona
research, sales enablement, or leadership development)
that promise the biggest returns for your product and
market.

3. Implement & Measure: Start small—run a pilot
launch or develop an updated messaging deck—and
measure results. Refine based on what you learn.

4. Build Internal Momentum: Evangelize PMM’s
successes. Share metrics, highlight cross-functional
victories, and continue integrating feedback loops with
Product, Sales, CS, Marketing, and Executives.

Thank you for reading and engaging with these ideas.
May they guide you in building a product marketing function
that not only drives revenue and market share, but also elevates
your entire organization’s culture of customer-centric
innovation.
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In today’s crowded tech landscape, building a great product isn’t enough—you need to position
it effectively, launch it strategically, and drive adoption with precision. Product Marketing (PMM)
bridges the gap between product, sales, and the market, ensuring that innovation translates into
real business impact.

In Aligned, Brian Carroll—founder of Gray Carroll Consulting—shares practical strategies,
real-world insights, and proven frameworks from his 20+ years leading PMM teams at Nasdaq,
Invesco, and other high-growth technology companies. Drawing from his experience working
with clients across SaaS, FinTech, and MarTech, Brian delivers a clear, actionable guide to
elevating product marketing as a key driver of growth.

This book will help you:

Master the fundamentals of PMM—from market intelligence to positioning.
Execute high-impact product launches with structured GTM planning.
Enable sales and marketing teams with the tools they need to win.

Measure success and refine your strategy with data-driven insights.

Build and scale a world-class PMM function that aligns with business goals.

Perfect for:
¢ Product Marketers ¢« PMM Leaders ¢ Startup Founders ¢« GTM Executives

Get ready fo transform the way your company approaches product marketing—because in a
crowded tech world, only the best-positioned products win.

“Aligned has quickly become an essential reference on my shelf, it's clear, insightful, and

refreshingly actionable. Brian distills product marketing into practical frameworks and shares

empathetic leadership principles that genuinely elevate teams and drive growth. Whether you're
launching products or scaling your marketing function, this book offers clarity at every step.”

- Job Sanderman

Founder, Private Equity Marketeer,

Former Head of Marketing, Investment Management Insights at Nasdaq



