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productschool.com
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	5. Free Product Management  Resources
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	6. Leverage the
Business Model  as
Part of a Product
Manager’s Toolbox
“The difference between market takers and market
makers isn’t product innovation, it is business model
innovation” - Vala Afshar, Salesforce Evangelist
 


	7. E. Michael Rosales,  MBA, CSPO, CPIP, CSM
Product School Webinar
Digital Product Leader and Business Strategist
Contact information:
● Email: emichael.rosales@gmail.com
● LinkedIn proﬁle: www.linkedin.com/in/emlrosales15/
Leverage the Business Model as Part of
the Product Manager’s Toolbox
 


	8. Introduction
I am an  experienced, innovative,
user-centered, and entrepreneurial Product
Leader, Thinker, and Business Strategist with
Digital DNA leveraging 10+ years of product
management experience.
Speciﬁcally, in managing the ideation,
development, launch and scaling of digital
products for organizations in multiple
industries utilizing various business models
as well as building and implementing product
management operational models to
continuously capture and deliver value.
Webinar > About me
Notable organizations that I have worked with:
● Blue Cross Blue Shield -
Massachusetts
● Nike, Inc,
● City National Bank
● Ingram Micro
● Avery Products Corporation
● Honda North America
● Core Logic
 


	9. The Business Model
●  A business model describes the rationale of how an organization creates, delivers and captures value.
It can be described through 9 building blocks: Customer Segments, Value Propositions, Channels,
Customer Relationships, Revenue Streams, Key Resources, Key Activities, Key Partnerships & Cost
Structure. (Source- Strategizer)
● In our current economy which is more and more being driven within digital ecosystems, the impact,
scale, reach and speed that business models are shaping and transforming industries and market
landscapes is parallel to how emerging and foundational technologies have sped up the need for digital
transformation- a digital transformation where business models are in the center of.
● Value is created by helping people get jobs done, meet their needs, and gracefully turn problems into
solutions in the form of products and services. As product and business leaders who are serious about
innovation and optimizing the value exchange between our organization's and the market, we need to
take on the challenge of the role that business models play in innovation and update outdated models.
● A viable, effective and dynamic business model that is reﬂective of an organization's technology and
business strategy is no longer a nice-to-have, but as we say in the product space, a must-have
Webinar> Topic and Purpose
 


	10. Our takeaways and  learning outcomes for today's webinar are to:
● Gain a deeper understanding of the purpose of a business model from a Product Manager's point of view
● Learn how the organization's business model ﬁts into its product operations and the "ways of working"
for a product manager
● How to continuously deliver and capture value by keeping the business model top of mind
Webinar> Takeaways and Learning Outcomes
 


	11. The webinar deck  is organized by the following chapters:
● Chapter 1: The Product Manager and the Business Model
● Chapter 2: The impact and relationship between the business model, product operations (prod ops)
and the Product Manager
● Chapter 3: Connecting the business model to a Product Manager’s day-to-day work
Webinar> Chapter breakdown
 


	12. Chapter 1: The  Product Manager and the Business Model
● Who are we as Product Managers and what is expected of us?
● Types of Product Managers
● What is a business model and its purpose?
● Most notable and utilized types of business models
Webinar> Chapter 1
Name Surname
Product Manager
 


	13. Who are we  as Product Managers and what is expected of us?
Product Management is a dynamic, complex and multi-faceted business discipline and organizational
function where Business, Technology, and User Experience (UX) intersect.
Webinar > Chapter 1
 


	14. The Value Exchange
At  our core as Product Managers with Digital DNA,
we are digital business leaders, evangelists,
thought-leaders, outcome-driven, customer obsessed
and orchestrators of cross-functional teams to create
and capture value for the business via products and
services, also known as the "value exchange".
Webinar > Chapter 1
● We continuously translate and activate the organization's vision by strategically driving
product ideation to launch (and all of the product functions in between) and the continual
support and improvement of a business's products and services.
● As Product Managers, we are ultimately responsible and accountable for deﬁning and
articulating the “what, who, where, why, and when” of products while we view the world with
our "business model" colored glasses.
 


	15. Types of Product  Managers (Source: Product School)
There are many titles that Product Managers hold, but the common goal regardless of title is that we thrive and are
tasked to efﬁciently design, build and deliver value to market that maximizes the value exchange. PMs work in various
industries, markets, businesses operating with various business models, selling unique products and services and within
cross-functional teams that implement their own version of an Agile framework (Scrum, Kanban, Lean Extreme
Programing XP, Feature Driven Development, Dynamic Systems Development Method, etc.)
● Product Manager (progression: Associate,
Product, Senior, Lead, Group Principal, Director,
VP, CPO)
● Product Owner
● Technical Product Manager
● Data Analytics/Product Manager
● Growth Product Manager
● Proﬁt and Loss Product Manager
Webinar> Chapter 1
● The business model and the dynamics that it
produces is at the center of a PMs toolbox as we
seek to capture the hearts, minds and wallet of
our users/customers.
● Depending on the expectations of your role as a
PM and to an extent the business units that you
engage and partner with, you will have varying
exposure and impact to said dynamics of a
business model.
 


	16. What is a  business model and its purpose?
A business model is deﬁned as the structural framework, building blocks and interdependent ﬂuid and dynamic
dimensions for an organization to deliver on its product’s value propositions that optimize their value exchange.
Webinar> Chapter 1
● As PMs we live and work in that value zone as we work with teams to ideate,
design and build products that meet and continuously scale product-market ﬁt.
 


	17. Product-Market Fit and  the Product Manager
Product-market ﬁt, speciﬁcally for this topic, according to Lean Startup and Co. "The Product-Market Fit Pyramid is an
actionable model that deﬁnes product-market ﬁt using ﬁve key components. In this hierarchical model, each component
is a layer of the pyramid and is directly related to the levels above and below it. From bottom to top, the ﬁve layers of the
Product-Market Fit Pyramid are: your target customer, your customer’s underserved needs, your value proposition,
your feature set, and your user experience (UX).
Webinar> Chapter 1
 


	18. Most notable and  utilized types of business models (Source:
Digital Transformation expert Benjamin Talin)
● Free-Model (ad-supported): A free business
model is one that makes use of and is supported
by ads from platforms like Google and Facebook.
● Freemium Model: This model is commonly used
and allows users to get free access to a basic
version of a product. This version may be
somewhat limited, but the user has the option to
upgrade and pay for a premium version should
they want additional features.
● On-Demand Model: This model refers to a
virtual product or service such as online video
stores like Amazon Prime Video or Apple TV
where you can watch a video for a certain period
of time.
Webinar> Chapter 1
● eCommerce Model: The buying and selling of
goods and services, or the transmitting of funds
or data, over an electronic network, primarily the
internet. 6 types of traditional ecommerce
business models include:
○ Business-to-consumer, or B2C
○ Business-to-business (B2B)
○ Consumer-to-business (C2B
○ Consumer-to-consumer (C2C)
○ Business-to-Business-to-Consumer
(B2B2C)
 


	19. Most notable and  utilized types of business models (Source:
Digital Transformation expert Benjamin Talin)- Continued
● Marketplace Model: This model refers to a
two-sided marketplace where sellers and buyers
use a third-party platform to buy, trade and sell
goods and services. (i.e., Amazon, Uber, etc.,).
● Digital Platform Ecosystem Model: This model is
one of the most complex, scalable and robust
digital business structures that leverages
emerging technologies such as Big Data, AI, and
iOT to name a few.. (i.e., Alibaba, Amazon, Apple,
Google, Tesla, Uber, Meta).
● Sharing Model / Access-Over-Ownership
Model: The digital economy opened the door to
the "shared economy". This model enables an end
user you to pay for a product or service for a
speciﬁed time without the need of ownership.
(i.e., Airbnb, Turo).
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● Experience model: Adding value to goods and
services using digital technologies. (i.e. Tesla).
● Subscription model: This model's main
component is having a customer pay a recurring
price at regular and scheduled intervals for
access to a product or service. (i.e., Netﬂix,
Pandora)
● Open-Source model: This model is an open
source community and collaborative project to
develop and continuously work to improve open
source software.
● Generating Hidden Revenue model: This model
is based on and driven by revenue that is
generated where the user or customer is the
product.
 


	20. Chapter 2: The  Impact and Relationship Between the Product
Model, Product Operations (prod ops) and the Product Manager
● What is Product Operations (product ops)?
● Role of business models in product ops
● How does the PM impact and inﬂuence the business model?
Webinar> Chapter 2
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Product Manager
 


	21. What is Product  Operations (prod ops)?
● As the product management operations organization evolves, it has put the product or service at the
center of the value exchange. The Product has become the business! And this is further evident of the
presence and scaling rise of "product-led growth”.
● Pendo.io deﬁnes Product Operations "An operational function that optimizes the intersection of product,
engineering, and customer success. It supports the R&D team and their go-to-market counterparts to
improve alignment, communications, and processes around the product".
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	22. Role of business  models in product ops
● As the business model deﬁnes the structural framework,
building blocks and interdependent dynamic dimensions for
an organization to deliver on its product's value propositions
and value exchange, the prod ops model deﬁnes and sets the
plan, processes and mechanisms of how an organization will
optimize the value exchange by aligning cross-functional
teams within the organization with a single purpose.
● Businesses and product cross-functional teams are
becoming more product-driven and embracing a
customer-focused product operating model.
● Prod ops has become connected from the top and integrated
into and across all functions and operations, centered around
product teams delivering value for customers
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● The product ops model ultimately merges the
why (strategy) with the how (process) which
is governed by the dynamic elements of the
business model which is guided by:
● Who is the customer?
● What are the value propositions?
● What are the revenue streams?
● What are the channels and touchpoints?
(CPE)
● How do we manage customer relationships?
● Who are our key partners?
● What are the key activities?
● What are our key resources?
● What is our cost structure?
 


	23. How does the  PM impact and influence the business model?
● The principal purpose of a business in an economy and society at large is to create and provide goods and
services to meet the wants and needs of its population.
○ Depending on the model, it may or may not operate for proﬁt
● The role of the PM has been described in several ways:
○ "The CEO of the product"
○ "The glue between all the business functions that delivers a product that users want”
○ “The person accountable for what the product does, how it performs and what it means for the
businesses bottom line”.
● The product manager ultimately inﬂuences and decides the work that cross-functional teams invest time
in which literally cuts across all of the dynamic elements listed previously (customer, value props, revenue
partners, etc.)
● Understanding and embracing the challenges and the factors that impact and inﬂuence the business
model, provide guidance to how a PM distributes his/her time, effort and resources to each functions
around the "what, who, when, where and why" of product management.
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	24. Chapter 3: Connecting  the business model to a PMs day-to-day
work
● The 7 faces of Business Model Innovation +2
● Dimensions of a business model and how it impacts the work of a Product Manager
Webinar> Chapter 3
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	25. The 7 Faces  of Business Model Innovation +2 (Source: Business
Model Generation written by Alexander Osterwalder & Yves
Pigneur)
1. The Senior Executive: Focus- Establish a new business model in an old industry
2. The Intrapreneur: Focus- Help exploit the latest technological developments with the right business model
3. The Entrepreneur: Focus- Addresses unsatisﬁed market and customer needs and builds businesses around them
4. The Investor: Focus: Invest in companies with the most competitive business models
5. The Consultant: Focus- Help clients question their business models, and envision and build new ones.
6. The Designer: Focus- Find the business model to launch an innovative product
7. The Conscientious Entrepreneur: Focus- Bring about social and economic change through innovative business models.
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A PM will interact, engage with, and collaborate with various people in an organization. All holding various and distinct
responsibilities, but still share the same goal which is to perform key activities, make informed and sound decisions, and work
within a team structure to help a business actualize its vision. Products help deliver and execute against that vision. The 7
faces of Business Model Innovation as depicted by the Business Model Generation resource:
 


	26. The 7 faces  of BM innovation +2 (Source: Business Model
Generation written by Alexander Osterwalder & Yves
Pigneur)- Continued
The picture is incomplete here. I am adding 2 more faces- The
Engineer and the Product Manager
The Engineer: Focus- Focuses on the design and
development of computer hardware & software systems.
● The Product Manager: Focus- Leads a cross-functional team
in various product ops activities aimed to reach business
objectives for a product to continuously deliver and capture
value.
○
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	27. The Product Manager  is an Orchestrator
Webinar> Chapter 3
Source: Rahul Abhyankar
 


	28. 9 elements of  the Business Model Canvas
Referencing the Business Model Generation Canvas, the canvas provides a matrix of nine essential building blocks and
areas of focus to build an implementable plan and overall business strategy to be successful in an ever-changing
competitive landscape.
How does each element impact the work of a PM?
● Customer segments—Who is going to use this product/service, deliver value to and solve problems for? How will
their needs change as the market evolves and potential alternatives to our products are created? How will we
respond?
● Product value propositions—What is the value that will be delivered to the customer? How will this make their
lives/work better?
○
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	29. 9 elements of  the Business Model Canvas- Continued
● Revenue streams—How will the company make money from this product/services? What will be the revenue
model, pricing strategy and revenue model be?
● Channels—How will the product/service be sold or distributed? How will the target customer ﬁnd you? What are
the touchpoints?
● Customer relationships—What is the success and support strategy for new and existing customers? What is the
plan to feasibly capture and retain customers?
● Key partners—Who are the key partners and suppliers that we need to create and maintain relationships with as
part of the business strategy? What is the resource exchange with them?
● Key activities—What are the essential and key activities that must be reﬂected in our operations and processes
to optimize the value exchange?
● Key resources—What are the key resources (people, materials, data, tools, ﬁnances, etc.) that we need to
develop and manage to deliver on our value propositions?
● Cost structure— What is our system to manage the ﬁxed and variable costs to running the business ﬁnancially
responsible? Are we cost-driven or value-driven?
Webinar> Chapter 3
 


	30. The Innovation Ambition  Matrix
Webinar> Chapter 3
The Ambition Matrix is a tool which helps companies identify ways
to execute their strategy around where to play and how to win.
○ The business model that your organization employs
will be inﬂuenced by where your products and
services are on this matrix.
 


	31. Thank you!
Productschool.com
“Let’s work  to make the world a better place
one sprint at a time”
E. Michael Rosales, MBA, CSPO, CPIP, CSM
 


	32. Part-time Product Management
Training  Courses
and Corporate Training
productschool.com
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