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An organization’s cultural approach to products and services, be it

technology-, sales- or market-led, impacts the responsibilities

within the product team. Product leaders must define who leads or

supports activities across the product life cycle by assessing the

effects of organizational culture.

Overview

Key Findings

Recommendations

To excel at product leadership, product leaders working to improve collaboration within

the product team should:

Different cultural approaches for bringing products to market lead to significant

differences in the operational model of the product team across the entire product

life cycle.

■

Failure to appreciate the impact of these cultural differences leads to misaligned or

unclear responsibilities, especially between product management and product

marketing, impacting overall effectiveness.

■

While collaboration between product management, product marketing and other

internal stakeholders is key to mutual success, where activities are shared,

ownership cannot simply be assigned without considering the underlying culture

toward products.

■

Identify the organizational culture that most closely fits your company by assessing

how your organization approaches the product life cycle and go-to-market activities.

■
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Analysis
There is no “one size fits all” approach to the allocation of roles and responsibilities

across the product life cycle. Ownership of key activities varies across different

organizations, with these responsibilities often being shared between product

management and product marketing. Figure 1 shows the views of over 170 product

marketing survey respondents who were asked which option best describes the team that

leads/owns agendas and activities within their organization.

Evaluate how the organizational culture maps to the skill sets and capabilities of the

product team by reviewing the indicative responsibilities matrix most aligned to your

organization.

■

Institutionalize the use of a responsibility matrix to clarify the ownership of activities

and build closer collaboration between product management and product marketing

teams.

■
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Figure 1: Ownership of Shared Function Between Product Marketing and Product
Management

Because the roles and responsibilities of product management frequently overlap with

other groups within an organization, not recognizing the dynamics associated with

organizational culture can easily result in product organizations that are misaligned and

poorly defined. This leads to both suboptimal results and unnecessary double handling,

coupled with increased friction, especially between product management, product

marketing and the sales organization, including the broader marketing functions

supporting demand generation and digital marketing.

To address this, product leaders must first recognize the type of organizational culture

prevalent within their organization and consider how this impacts the ability of their team

to achieve strategic goals. Second, they must align the roles and responsibilities of their

product teams with the underlying organizational culture in order to meet business

objectives.
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How Technology/Engineering-, Revenue/Sales- or Market/Customer-Led
Cultures Impact Product Teams

All of these cultures can be valid for a particular organization or at a particular time in

their maturity development. Such cultures can be the cause of success and, equally, a

contributing factor to failure. Product teams have a degree of influence on organizational

culture, but in the majority of instances, they are unable to exert enough influence to drive

change. Instead, product leaders must organize their teams to optimize performance

within the underlying culture.

Technology and service provider (TSP) organizations can generally be grouped into three

types of organizations based on their cultural approach to products (see Table 1). All three

cultural models can be suitable approaches, especially at specific stages of an

organization’s, market’s or product’s maturity. However, while a particular organizational

culture may be successful in the short term, it does not mean it is not without potential

longer-term issues or pitfalls.
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Table 1: Types of Organizations Based on Their Cultural Approach to Products 
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Organizations that take a customer/market-led approach may also be adopting

product-led-growth strategies, leveraging their deep customer insights and data.

However, they may also be using other approaches to drive growth, as the approach to

product management may vary from the approach used by product marketing and

sales.

How to Optimize Your Product Team Within an Organizational Culture

Success, in whatever approach your organization exhibits, requires an appreciation of the

organization’s underlying culture and a clear understanding of the target market’s drivers

and objectives. Success also needs best practices, processes and tools, with the right

skills and experience across the product team and wider organization, coupled with the

right allocation for ownership and responsibilities across key activities.

Using the example descriptions of product team dynamics and behaviors listed in Table 2,

product leaders should assess their own organization to determine which of these three

organizational cultures best describes their specific situation and how this impacts their

team.

Is a Product-Led Cultural Approach an Option?

Many organizations that fall under the definition of “customer/market-led” or

“technology/engineering-led” may refer to their processes and approaches as being

“product-led” (see Can Software Products Generate and Qualify Their Own Leads to 

Drive Growth?). Unfortunately, the use of this term often creates confusion with the go-

to-market strategies described as “product-led growth.” In order to minimize confusion 

between these terms, we have chosen to use the term “customer/market-led.”
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Table 2: Typical Product Team Dynamics and Behaviors Exhibited 

Align Responsibilities Across the Product Team to Support the
Organization’s Culture

Each of the three cultural approaches result in differences in the activities undertaken

across the product team. In all three approaches, many tasks are often shared between

the various constituents, for example, market segmentation. Collaboration through shared

activities is a hallmark of many successful product teams and organizations; however, it

is all too easy to regard collaboration as alignment. Equally, without a leader or owner,

shared activities often translate into multiple siloed activities that share a name or

element of scope only.
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To optimize the product team’s activities and achieve strategic goals, product leaders can 

use the associated indicative responsibility matrices in Tables 3 through 5 to assign who 

should lead, support, contribute and be informed, accordingly. Product leaders should 

ensure there is only one lead per activity (see Critical Steps for Product Managers: Innovate 

Product Management Approaches).

These matrices are provided for guidance only and are based on the consolidated input of 

Gartner analysts and clients. Product leaders should consider the appropriate matrix in 

conjunction with an assessment of their own teams’ capabilities before proposing owners 

of specific activities (see note 1).

Table 3: Example Technology/Engineering-Led Responsibility Matrix
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Table 4: Example Revenue/Sales-Led Responsibility Matrix 



Gartner, Inc. | G00740200 Page 10 of 12

Table 5: Example Market/Customer-Led Responsibilities Matrix 

Conclusion
Collaboration across the product management and product marketing roles is key to both

their success and that of the organization. By using the responsibility matrices provided in

this research note as guidance, coupled with an assessment of their team members’

capabilities, product leaders should ensure all relevant activities have owners identified.

Once agreed and implemented, the responsibility matrix should be reviewed by the

product team, together with sales and engineering leaders, at least annually or when there

is a change in corporate strategy or cultural approach. Any updates must be

communicated across the organization rather than simply within the product team and

immediate stakeholders to ensure alignment.
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Evidence
Gartner’s 2020 Annual Product Marketing Study was conducted to gather a market

landscape for the product marketing role. Topics focused on this year include

organizational structure, KPIs, metrics, agility and personalization.

The research was conducted online from March through 8 June 2020 among 190

respondents from midsize and larger (at least $50 million in revenue) technology

organizations in the U.S., Canada, the U.K., Germany and France.

Respondents were screened for product marketing responsibility, with focus placed on

being within the product marketing function, demand generation and a small sample from

marketing leadership. Respondents were required to have knowledge of the product

marketing function within their organization and have decision-making authority for a

brand/product line or more. B2C organizations were excluded.

The study was developed collaboratively by Gartner analysts and the Research Data and

Analytics team.

Disclaimer: Results of this study do not represent global findings or the market as a whole

but reflect the sentiment of the respondents and companies surveyed.

Note 1: Shared Responsibility Matrices
Other tools, such as a responsible, accountable, consulted and informed (RACI) model,

can also be useful for this task; however, it can be difficult to get agreement as to who is

the person ultimately accountable. This is especially true when all parties feel the activity

is “shared” due to the different connotations attached to the definition of “accountable.”

Often, it is easier to get groups to agree to who leads rather than who is accountable,

despite these terms effectively sharing the same context. Note, there should be only one

lead per activity.
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