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About the Author Chad McAllister, PhD
I help product leaders and product managers 
perform at their highest level, what I call being a 
product master.
‒ Host of The Product Mastery Now podcast

‒ Recognized as a Product Management Top 40 Influencer

‒ Author of Turning Ideas into Market Winning Products

‒ 30+ years of product management experience

‒ Electrical engineer, software developer, project manager

‒ Innovation and product management professor

‒ Small and large company experience

‒ Executive team of two startups

‒ PhD with Innovation emphasis

‒ NPDP, CIL, PMP certifications

‒ Love my family, friends, country, and God
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4 Stages to Mastery

4.  Master

3.  Expert

2.  Confident

1.  Competent

The following pages will describe each stage of the Product Mastery Roadmap 

and help you identify the stage you are at as a product manager. Most product 

managers, as many as 98% according to one source, never pursue professional 

training to refine their skills. That means there is little competition for those who 

truly want to excel in product management and eventually rise to senior levels, 

extending their influence beyond products to the entire organization.
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Average Product 
Managers

60% of 

products 

fail

Companies seldom share information about their failed products, so not 

surprisingly, it is challenging to determine the number of failures vs successes. 

You’ll find “80% of products fail” often quoted in sources. The professional 

group PDMA has studied product failure and success rates since 1990. They 

estimate across industries the average product failure rate is 60% – 3 out of 5 

products launched fail to meet commercial objectives. However, the best 

organizations achieve a 20% or lower failure rate. The best see 80% or more of 

products launched being successful.

As you move from product manager to product master, you can expect to 

create the right products, those that customers love, more often and in less 

time.
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Better Products
More Often

develop

products

customers love

Consequently, the critical metric toward product mastery is the ability to 

develop better products more often. Think of this as your product success rate. 

Many product managers prefer the term “right products” because they have 

had the painful experience of developing the wrong product – a product that 

customers did not want.

While time-to-market is important, getting the wrong product to market faster 

is not improving the effectiveness of product management. This is why “right 

products more often” is the key success metric. Time-to-market is secondary.

The “right” product creates value for customers and the organization in a 

way that is more desirable than competitors’ products. 



The 4 stages toward 
product mastery —

explained  
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Overwhelmed

become 

Competent

by

Building Your Base

Stage 1 – Become Competent.  Many product managers share the feeling of 

being overwhelmed, asking the question, “What do I need to focus on now?” 

Product managers are pulled in many directions, drowning in internal tasks 

while needing more time to work with external customers. 

You can gain control over your responsibilities and know where to focus at any 

given time by building your base and moving from being a capable product 

manager to truly comprehending your work as a product manager. Then you 

can recognize what tasks must be done now while proactively planning for the 

next tasks. The next page provides details to Build Your Base.
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Build Your Base

IDEA

framework

Stage 1 – Become Competent.  Your foundation for product mastery is built on 

4 pillars. I created the IDEA Framework to make them easy to remember. Ideate

is the managed front end of product management and is where ideas are 

generated in a manner that is aligned with organizational strategy. Develop is a 

structured product development process. Evolve is managing the product life 

cycle at and after launch. Accelerate are practices that mature the other three 

pillars.

Recognizing which pillar your product project is in enables you to be proactive 

and know what to do now. It provides the focus you need.
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Frustrated

benefits of

earning 

Professional Credibility

Stage 2 – Become Confident. People become product managers for two key 

reasons:

1. they want to build products that customers want and love, and

2. they want more influence in the organization to impact the big picture.

The frustration that occurs is not having the influence they need. To overcome 

this and move from being involved in product management to truly influencing 

the products launched, you grow your confidence. You have many actions that 

contribute to this and I recommend one of them be Earning Professional 

Credibility. 

This is not easy, which is exactly the point. Few product managers set 

themselves apart from others and demonstrate their commitment to their 

profession with professional certification. The next page provides 2 options.
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Earn Professional 
Credibility

independent

professional

certification

to increase 

your confidence

Stage 2 – Become Confident.  If you were a project manager, professional 

certification is a requirement for most jobs, with PMI being the frequent choice 

for independent certification. Product management has not yet matured to the 

same level but there are credible internationally recognized certifications. 

I endorse certifications from both PDMA and AIPMM. These are independent 

professional organizations, not companies merely providing a certificate of 

completion for attending a workshop.

I chose these as I have worked with each for several years and have testimonials 

from product managers who earned certifications. They attribute their 

increased confidence and influence in part to the work required for the 

certification.

https://www.pdma.org/
https://aipmm.com/
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Constrained

leverage the

wisdom

of the

community

Stage 3 – Become an Expert. As you become an expert in product 

management, you will encounter specific problems and opportunities that need 

your attention while leading others in the organization. These are wide-ranging, 

such as implementing a new approach to innovation, coaching a junior product 

manager on ethnography, or conducting a pricing analysis for a product retiring 

next year.

You need specific and focused help to quickly learn what you need and avoid 

making mistakes as problems and opportunities arise. The solution is to be 

continually learning. There are many ways to do this, but I’ve found being part 

of a peer-learning community is efficient, effective, and enjoyable.

The next page shows examples.
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Activate a Peer-
Learning 
Community

get help

and

be helpful

Stage 3 – Become an Expert.  Becoming an expert and leading others presents 

daily challenges and opportunities. The right insights and responses to specific 

situations remove constraints and further increases your influence.

At this stage, many people learn the hard way after making some mistakes. 

What if you could make fewer mistakes and more confidently take action in new 

situations?

This is one of the many benefits of a peer-learning community. In the 

community you receive help from others who have experience with the 

challenges you face, you help others, and you deepen your professional 

network in the process. The right community propels careers. 
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Driven

transform

Organization 

Design

Stage 4 – Become a Master.  Unlike any other role in organizations, master 

product managers have unique experiences gained from the cross-functional 

work that is required. In the process, they have created business opportunities 

and solved business problems. The knowledge, skills, and abilities they 

developed can be leveraged to even higher levels of responsibility. 

Consequently, they are positioned to become organizational architects. As 

architects, they can design an organization that is more profitable, build an 

environment where people love to work, and receive the respect of their 

communities.

To accomplish this goal, product masters transform their organization. The 

next page describes this path to executive and C-suite positions.
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Transform 
Organization Design

move from

creating a better product

to

creating a better company

Stage 4 – Become a Master.  At this last stage of product mastery, you have 

mastered launching “right” products, creating value for customers and your 

organization. Now the opportunity is to move from artfully orchestrating 

products to architecting the organization. Executives are needed that can 

achieve higher levels of performance for a sustainable business, improving the 

dimensions of profit, people, and planet. It is a bit like driving a car on a 

highway while trying to change the tires at the same time. Pretty challenging to 

say the least! 

You have accumulated the skills to be successful in guiding the executive team 

in transforming the organization. With the right frameworks and tools, you’ll be 

positioned for success. My colleague, John Latham, has spent his professional 

career researching and helping organizations transform. He has distilled what it 

takes into the frameworks and tools you need.

https://orgdesignstudio.com/
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Not a Cog

real

influence

Instead of having the influence you expected as a product manager, you might 

feel like just another cog in the organization. You would not be alone – many 

product managers feel this way.

The Product Mastery Roadmap is your way to stop being a cog and start being 

an influencer.

Wherever you are on your journey towards product mastery, use the Roadmap 

to take the best next step for you.
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Product Mastery 
Roadmap

4.  Master

3.  Expert

2.  Confident

1.  Competent

You now have a charted Roadmap from product manager to product master. 

The roadmap has been used and proven over and over by numerous product 

mangers and organizations. 

It will guide you to have dramatically more influence and create products 

customers want and love.

Identify where you are on the Roadmap and plan your next step towards 

mastery.
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Tools to Accelerate 
Your Journey

purposefully

move towards

product mastery

1. Product Mastery Now Podcast: Listen to weekly episodes filled with 

insights, experiences, and mindsets to help you increase your success. 

Topics emphasize stages 1-3 of the product master roadmap. Find it on your 

podcast player or search all episodes.

2. Product Mastery Now Community: The community is the best place to 

accelerate your growth towards product mastery. Deepen your knowledge 

by learning frameworks with your peers, learn from each others’ 

experiences, access experts, and grow your professional network. Apply 

now to join the community.

3. Rapid Product Mastery Experience: The RPM Experience is the fastest path 

to higher-performing product managers and teams.  It empowers teams to 

master the product innovation process and to use the power of 

collaboration to quickly develop products customers love. Schedule time to 

discuss how it can help your organization.

https://productmasterynow.com/mastery/
https://productmasterynow.com/community/
https://productmasterynow.com/rpm/

