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A Guide to CIT’s Product Management Support Services

Many CIT staff members have responsibility for managing the organization's products, either as a small or a large part of their daily responsibilities. If you manage a product or service, this guide is designed to help you carry out your product management role.

The list below includes a number of product management activities, beyond the technical realm, which you may need to pursue during your product’s introduction, growth and mature phases, as well as its termination (product life cycle). The remainder of this guide answers questions about these activities and shows who in CIT provides services that will help you.


Product managers need to:

· Understand the nature and scope of the need for a particular product in the Cornell community.
· Develop a business case and funding model.
· Knit the pieces of CIT together which are required to create the technical and operational infrastructure for your product. Create clear expectations around mutual requirements.
· Plan for quality assurance.

· Arrange technical support for consumers and users of the service and for distributed IT support providers.

· Determine the type of training program and support needed by the product developers and the consumers/users of the product/service.

· Evaluate the type of documentation program and support needed by the product developers and the consumers/users of the product/service.

· Communicate to the community about your product.

· Create a project plan in support of various product management activities.


Product Manager’s Responsibility

	Understand the nature and scope of the need for a particular product in the Cornell community.


FAQ

Q: How can I be sure I’m developing the right product for Cornell?
A: You should use market research tools such as surveys to assess customer satisfaction with existing products, discover features you should incorporate in your products, and gauge demand for new products. In addition to input from user groups, oversight committees, or other sources of insight into your consumers’ needs, the services listed here will help you determine what Cornell wants and needs CIT to provide.
Q: Once my product or service is initially developed and launched, how can I be sure it will continue to meet Cornell’s needs?

A: Product management is not a once-and-done proposition. Every product goes through four-stages: introduction, growth, maturity, and decline. You need to continually monitor which stage your product is in and plan appropriate steps: Do you need to add features or services? Do you need to revise prices? What does the next generation of your service look like? Draw on the services in this guide to help with issues that arise during each stage of the product life cycle.
Services and Contacts: Market Research Services
	Service: Initial marketing research consultation 


Service consists of identifying and recommending appropriate market research tool(s). When arranging for market research, start with a marketing research consultation to determine which marketing services are best suited for answering your questions about consumer wants and needs.
Contact: CSM Marketing, Bob Bourdeau, rjb52@cornell.edu, 
255-2232

Service: Primary research 

Research process consists of gathering “raw” data and synthesizing it using any number of standardized techniques including focus groups, surveys, customer visits, choice modeling etc.

Depending on the request, marketing can either conduct the research itself or coordinate the research project with a qualified service provider.

Contact: CSM Marketing, Bob Bourdeau, rjb52@cornell.edu, 
255-2232

Service: Secondary research
Research uses data gathered for purposes other than the project in question. Secondary research sources can be either internal to Cornell or external to Cornell.

· Internal: HelpDesk, trouble tickets, earlier surveys, etc.

· External:  Industry data, government information, Forrester etc.

Contact: CSM Marketing, Bob Bourdeau, rjb52@cornell.edu, 
255-2232


Product Manager’s Responsibility

	s or concepts to pursue.lysis may help you determine which of several idet markets

	and analyze how target markets will respondDevelop a business case and funding model.


FAQ

Q: Why do I need a business case and a funding model?

A: A business case helps you as the product manager, as well as the senior managers supporting you, decide if CIT should continue with the next phase of product development. It should “make the case” that the product is the right thing at the right time, with the right benefits. The business case provides information to help determine the cost and funding models. The cost and funding models, in turn, should show that the product can be created, supported, and maintained at a reasonable cost to CIT and the product users.
Services and Contacts: Business, Funding and Financial Services
	Service: Business case development


Consists of developing a decision package. Business cases describe what is driving the need for the product (market demand, business need, customer request, technological advance, legal requirement or social need) and present alternative solutions, assumptions, constraints, and risks. They are supposed to help decision-makers decide whether to move forward with product development.
Contact: CSM Marketing, B. Bourdeau, 255-2232, rjb52@cornell.edu
Service: Development of cost and funding models and pricing and fee structures


Based on an understanding of the product or service and its market, business analysts construct a total cost model as well as a funding model. The funding model shows how the costs will be paid for. CSM contributes to this modeling process by estimating costs, on request, for any Customer Service, T&D, or Marketing service.

Contact: Administration and Finance division business analysts:

· Erica Jessup, CSM & ATMS, ej36@cornell.edu, 255-5183

· Pat Nelson, S&O, pas2@cornell.edu, 255-5525

· Agelia Dumas, IS and ATA, ayd1@cornell.edu, 255-5528

· Scott Sheavly, NCS & OIT, sls26@cornell.edu, 255-1363

Service: Financial services

Ongoing reporting and tracking of product and service costs. Ad hoc analysis to address financial questions and issues that arise on an ongoing basis when managing products and services.

Contact: Division business analysts. See above.



Product Manager’s Responsibility

	Knit together the pieces of CIT which are required to create the technical and operational infrastructure for your product. Create clear expectations around mutual requirements.


FAQ
Q: Where do I get the technical and operational resources and commitments to build my product?

A: Building a product often requires that multiple units within CIT work together. You will need to identify skills necessary for product development and assemble people with those skills into a product team. Your product team should also include a variety of communicators and trainers, customer support folks, operational specialists, and others. You may be able to get facilitation services from the CIT Project Management Consulting Practice (see page 12) to help manage the efforts of the team.
Services and Contacts: Resource Management Services
	Service: CIT Project Prioritization List


This list of large, prioritized projects is under development in order to help CIT managers manage resources across divisions. Product and project managers can use it to enter human resource needs and milestones for their projects. This developing tool will help CIT do a better job of deploying its resources on priority projects, and is a precursor to a full-fledged portfolio management program. To submit projects that require 30 or more hours of resource from 

	another division and that have an approved plan in place, visit http://www.cit.cornell.edu/internal/Business_Reports/index.html and click on the CIT Project Prioritization List.


Contact: SAM (Supervisors and Managers) sub-group: CIT Project Prioritization List

Andrea Beesing, Chair, amb3@cornell.edu, 254-7441

Sebastian Carello, sgc28@cornell.edu, 255-9726

Rick Jones, fej1@cornell.edu, 255-8458

Catherine McNamara, cmm4@cornell.edu, 255-6956

Service: CIT Product/Service List


The list is a valuable tool for CIT product managers who are assembling a product team: they can use it to locate CIT services they might leverage to benefit their own products. The list is also a way to let CIT, and eventually the Cornell community, know about the existence of your product or service and who supports it.


Contact: To request a copy of the current Product/Service List or to add a product or service to it, contact ps_list_changes@cornell.edu
The CIT Product/Service List will be available on the CIT internal web site in the future and is managed by CSM Marketing.

Service: Service Agreements


Service agreements are the end result of a formal process for fulfilling non-standard requests for service from internal (CIT) or external consumers. The process involves developing requirements and costs and using a standard CIT process and set of templates to document them and gain approvals. Forms and instructions are on CITFS.
Contact: CIT business analysts. See page 4.


Product Manager’s Responsibility

	Plan for quality assurance.


FAQ
Q: What does quality assurance include?

A: It involves specifying the level of product/service availability that is required and designing, developing, and implementing an infrastructure that supports that level. Your quality assurance program should include before-launch testing and after-launch performance monitoring, and you should expect the Contact Center to be an active stakeholder in planning for these. Training, documentation, and marketing communicators will incorporate specific quality assurance techniques, such as editorial and technical reviews, into their development processes, and a variety of team members may need to participate in these reviews.
Services and Contacts: Quality Assurance Services
	QA policies and approaches are under development as an extension of CIT’s emergency planning program. QA services will be included here as they become available.



Product Manager’s Responsibility
	Arrange technical support for consumers and users of the service and for distributed IT support providers.


FAQ
Q: What does technical support include?

A: Technical support includes product or service assistance provided by the Contact Center and/or other CIT “front doors.” It also includes help provided by the distributed IT support community.
Services and Contacts: Technical Support Services

	Service: Initial support planning consultation

Service involves determining the appropriate technical support mix for the product/service. Many front-line support options may be considered (including self-service support, no support, e-mail-only support, etc.) in the course of developing a support profile. The consultation also includes a discussion of back-line support and escalation paths: Customer Service will work with the product manager to detail the various levels of support in place to help with any functional, technical, or order entry/billing issues that arise for the product/service. 

Contact: CSM Customer Service, Michael Swenson, 255-7260, mjs252@cornell.edu

Service: Contact Center end user support

Service includes creating and implementing end user support plans that involve Contact Center support services.
Contact: CSM Customer Service, JP Brannan, 255-2523, jpb1@cornell.edu
Service : OnSite Solutions

OnSite Solutions provides direct computer and networking support to departments on a planned or ad hoc basis. A for-fee service.

Contact: cit-onsitesolutions@cornell.edu (preferred contact method) or call 254-3535 (messages returned by members of the OnSite Solutions team)


Product Manager’s Responsibility

	Determine the type of training program and support needed by the product developers and the consumers/users of the product/service.


FAQ
Q: Do I need training for my development staff to complete this project successfully?

A: Sometimes the skill set needed to deliver a product/service solution does not exist within the current staffing. Finding and scheduling the appropriate training for the development staff becomes part of project planning.

Q: What type of training will the end users of my product/service need to use my product successfully?

A: Knowing the types of training suited to your end users will enhance the usability of any product/service. Adequate training programs minimize technical support calls and increase efficiency.

Services and Contacts: Training Services
	Service: Job task/skill assessment
Service includes

· Analysis of job activities.

· Needs assessment findings.

Contact: CSM Training and Documentation, Sebastian Carello, sgc28@cornell.edu, 255-9726

Service: Usability assessment

Service includes 

· Analysis of how the product/service is used by the targeted audience.
· Usability assessment report.

Contact: CSM Training and Documentation, Candice Dias, cd65@cornell.edu, 255-7337

Service: Training needs assessment

Service includes: Gap analysis study. Training program recommendations.
Contact: CSM Training and Documentation, Sebastian Carello, sgc28@cornell.edu, 255-9726

Service: Custom training
Service includes: Training needs assessment for on-going program or product enhancements. Training program recommendations. Training delivery.
Contact: CSM Training and Documentation, Sebastian Carello, sgc28@cornell.edu, 255-9726


Product Manager’s Responsibility

	Evaluate the type of documentation program and support needed by the product developers and the consumers/users of the product/service.


FAQ
Q: Do I need internal technical, system, or application documentation for my development staff to complete this project successfully?

A:  Sometimes, internal product/service documentation is omitted from the project plan. Adequate internal documentation shortens the maintenance effort and compresses the time-to-market for product/service enhancements. Runtime, restart, and operations documentation are other useful forms of information that contribute to successful project implementation.

Q: What type of external documentation will the end users of my product/service need to use my product successfully?

A: Knowing the types of documentation suited to your end users will enhance the usability of any product/service. Adequate documentation minimizes technical support calls and increases end user efficiency and product satisfaction.

Services and Contacts: Documentation Services
	Service: Documentation needs assessment

Service includes: Analysis of product/service feature functions. Recommended documentation plan. 

Contact: CSM Training and Documentation, Sebastian Carello, sgc28@cornell.edu, 255-9726
Service: Usability assessment

Service includes: Analysis of the usability of current or proposed documentation elements. Usability assessment report.

Contact: CSM Training and Documentation, Jeff Truelsen, jst8@cornell.edu, 255-7387
Service: Custom documentation

Service includes: Documentation assessment for on-going program or product enhancements. Documentation program recommendations. Documentation delivery.
Contact: CSM Training and Documentation, Candice Dias, cd65@cornell.edu, 255-7337 or Jeff Truelsen, jst8@cornell.edu, 
255-7387



Product Manager’s Responsibility

	Communicate to the community about your product. 


FAQ
Q: How do I know what, when, and how to communicate with Cornell?

A: Product managers usually collaborate with Marketing Communications, a unit within CSM Marketing, to create a communications plan. That plan specifies what communications will be created, who will get them, and when and how they will be distributed. The Marketing Communications group has access to a number of campus vehicles to get the word out. It can also help communicate unplanned, urgent information if it falls outside what the NOC and IT Security Office are responsible for.
Services and Contacts: Communications Services
	Service: Initial consultation to plan marketing communications

Service consists of consulting on appropriate communication strategies based on the product manager’s concerns and objectives and the stage of the product life cycle the service is in. Formal communications planning is recommended when multiple, integrated communications are needed.


	Contact: CSM Marketing Communications, Diane Sempler, 
255-5570, dms4@cornell.edu

Service: Development and delivery of marketing communications 

Researching, writing, designing, and delivering communications that increase general awareness, educate, or stimulate demand. Communications may be “one-offs” or part of an integrated plan.

Contact: CSM Marketing Communications, Diane Sempler, 
255-5570, dms4@cornell.edu

Service: CIT News

Development of articles, press releases, and announcements about CIT products, services, people, and the organization.

Contact: CSM Marketing Communications, Diane Sempler, 
255-5570, dms4@cornell.edu

Service: Distribution of unplanned/real-time communications

· Information about real-time operational issues (problems, service outages, etc.). Contact: S&O Network Operations Center, NOC Staff 24 x 7, (607) 255-9900 noc@cornell.edu

· Unforeseen/unplanned general communications to campus. Contact: CSM Marketing Communications Diane Sempler, 
255-5570, dms4@cornell.edu

· Urgent IT security notifications. Contact: IT Security Office, security-response@cornell.edu



Communications Services continued

	Service: Product Identity 

Includes:

· Developing visual identities

· Naming products and services
· Preparing product/service themes 
Often thought of as “branding,” marketing can develop, advise or coordinate creating a visual identity (logo), a product/service name, and product/service themes (often referred to as tag lines).  
Contact: CSM Marketing Communications, Diane Sempler, 
255-5570, dms4@cornell.edu
Service: Advertising 
Development of advertisements. Consultations on how to advertise a product or service: includes guidance on attributes to focus on pre-testing to determine if advertising will be effective, and post-testing to evaluate impact of advertising.

Contact: CSM Marketing Communications, Teresa Sawester, 
255-9917, tsw3@cornell.edu



Product Manager’s Responsibility

	Create a project plan in support of various product management activities.


FAQ
Q: What does a project plan include and how do I get started creating one?
A: The Cornell Project Management Methodology (CPMM) provides a complete and detailed guide to project management. A project plan, or Project Implementation Plan as it is called within CPMM, lays out the purpose of a project, its timing, deliverables, schedule, stakeholders, interdependencies, risks, and more.
Q: How do I keep the product team on task, on track, and focused on the requirements?

A: In addition to planning, CPMM provides many other approaches and tools for managing projects. Use the Cornell Project Management Methodology to organize and manage the activities of the team.

Services and Contacts: Project Management Services
	Service: CIT Project Management Consulting Practice
Provides templates, guides, training, and facilitation in the project management methodology and a consistent, CIT-wide method for managing projects.

Contact: Catherine McNamara, 255-6956, cmm4@cornell.edu, projectmanagement.cornell.edu/
Each CIT division has a CPMM facilitator who is responsible for helping peers implement the methodology:

Admin/Finance: Patricia A. Nelson

ATA: Open

ATMS: Noni Korf Vidal

CIT/OIT: Catherine McNamara
CSM: Candice Dias

IS: Nancy VanOrman
NCS: Sasja M. Huijts

Security: Tom Young
S&O: Open


Special Services
The following special services may be available from CSM. Please contact the CSM Liaison (page 14) to arrange for service.

· Innovation process facilitation—Nine-step innovation process. Leader provides tools and techniques for brainstorming.

· General facilitation—Facilitation skills are primarily offered in support of fleshing out requirements. Facilitation capability also available for meetings that would benefit from a third-party facilitator.

· Requirements definition—Development of requirements.

· Use case analysis—Analysis of how various user groups make use of a service or feature. Can be associated with requirements definition.

· Business process mapping—Development of flow charts that illustrate how transactions move through an organization. 

· Project management—Planning, tracking, and facilitating a project via CPMM.

· Application testing—Assistance with development of customer acceptance test plans; implementation of customer acceptance test plans.
· Opportunity exploration / discovery—Exploration of the problem to be solved, the impact, the context, and constraints surrounding any given issue.

· Customer impact assessment—Customer feedback on issues, decisions, offerings. Feedback provided from a support perspective.

Getting Access to CSM Resources (Funnel Management Replacement)
Who should I contact?
CIT product managers are encouraged to directly contact the CSM specialists and managers listed in this guide. 
· If you are not sure who to contact, you are welcome to get in touch with the CSM liaison. 
· If your project requires services from more than one CSM unit, you may contact and work directly with each unit or streamline the start-up process by contacting the CSM liaison. The CSM liaison will match you up with the appropriate resources in CSM and may ask for some basic information about your project in order to do this. 
CSM liaison: Teresa Craighead, 255-8320, tmc1@cornell.edu

What needs to be in place so CSM specialists can help you?
CSM uses the Cornell Project Management Methodology and is set up to work with clients, project managers and product managers who use it too. 
· Minor projects requiring a few hours or less of effort do not require formal planning; just contact us to outline your need and get started. 

· For more substantial projects, we always begin with a project implementation plan (PIP). We can work with a PIP you have developed or we can collaborate on PIP development with you and other stakeholders. 
· If your project is fairly small or limited in nature, plan on spending some time with a CSM specialist who will work with you to focus on project objectives and outcomes as well as other information specified in the CPMM PIP snapshot template. (We rarely use the comprehensive Project Initiation Plan template for these types of projects.) 
· If your project is large, each CSM unit that needs to contribute services to the project should be represented among the stakeholders collaborating on the PIP. Please identify these representatives by contacting each CSM unit or the CSM liaison and then include them in your planning and team meetings. 
Product Management Resources
· George Gruenwald, New Product Development Checklists

· Linda Gorchels, Product Manager’s Handbook
· Linda Gorchels, Product Manager’s Field Guide
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