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You can read all the highlights 
in the following whitepaper or 

reach out to Riana  for more support 
& advice with building your high 

performing product team.

What makes a high performing product team?
How do you measure performance?
How can businesses adapt to changing customer consumption behaviour?
How can businesses adapt recruitment processes for remote candidates?
How should you grow high performing teams?
Have hiring managers expectations of candidates have changed?
How are product teams and roles structured?

INTRODUCTION
Maxwell Bond and Trusted Tech Talks partnered with Adam Warburton, Head of Digital Products 
at Co-op, to deliver two roundtable sessions to eight product leaders from the North West to explore 
how to build and manage high performing product teams.

The sessions covered business-critical topics such as: 
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WHAT MAKES A HIGH PERFORMING
PRODUCT TEAM?

Stakeholder, client, and customer satisfaction are key to many businesses, because this satisfaction 
indicates the delivery of a high quality, valuable product which is fit for purpose. However, it is also 
about much more than this. It’s about being able to work the full product spectrum, from discovery to 
delivery, e�ciently, and being able to add true value, through a thorough understanding of the 
business’ overall strategy. 

High performance is about much more than becoming a ‘function factory’ which churns out lots of 
updates or new features constantly, without putting any thought into why you are doing so. It’s 
fundamental to understand why you are delivering certain products, in order to ensure you are 
adding true value to the overall business. From this you can understand that meeting requirements 
doesn’t always equate to adding value. As Carla Jarrett suggested, ‘ you can release 20 new 
features, which sounds great, but when you dive into the data you might have 5 features that 
aren’t being used, and another 4 that have had negative feedback, and so on. So, what is the 
overall true value-add there?”

There’s also a requirement to balance the everyday requirements, whilst also keeping in mind the 
long-term business strategy, and being able to align these. This can be challenging as there are lots 
of di�erent stakeholders who might see success and value as di�erent things at di�erent times. So 
the ability to communicate and collaborate e�ectively to align strategic vision and everyday 
requirements is critical.

Factors that define a high performing team will vary from one business to the next, 
but there are a few consistent factors that most businesses will agree are important. 



PERFORMANCE METRICS: 
HOW TO MEASURE HIGH PERFORMANCE

Collecting data on something as intangible as performance can be very challenging, but it’s  
important to avoid adopting a tick box approach to these metrics. As explained above, a higher 
amount of feature releases doesn’t necessarily equate to a high performing team. It’s important 
to collect data, but leaders should be re-framing this data, and questioning which bits of data are 
really important, in order to tell a fuller story.

As Product as such a new market, especially in software, many companies rely on lagging metrics 
such as revenue, user experience (through user feedback), and team attrition to measure 
team performance and health. For example, tracking how well people are using a system you have 
produced (e.g. how many people successfully complete the desired process) will indicate where the 
problems are and how many customers have been gained, but will not indicate the level of 
satisfaction with each part. These metrics are only available after release compared to leading 
metrics which aim to get ahead of the issues. Another measure of performance could look at 
customer acquisition and retention which could be a good indicator of where the business is adding 
value and to whom.  

Having a happy and healthy team is fundamental to business success, but this can be di�cult to 
measure. Sta� turnover and attrition are lagging metrics, and don’t o�er the opportunity to make 
changes and prevent issues. This is where a people-led culture, with lots of incentives, transparency, 
communication, and openness is important, as it is much easier here to ask people questions about 
happiness at work in an open culture.

SETTING TEAMS UP FOR SUCCESS

Teams can set themselves up for success by carefully defining and communicating the team charter, 
roles, responsibilities, and who is accountable for what. Having a strong focus on the team and how 
they operate as a unit enables optimal team health and e�ciency.

Individuals who feel valued are more likely to invest themselves in the business, which also 
highlights the importance for training, opportunity, and having a clear progression path for every 
employee. Some businesses use a matrix approach to try and standardise metrics around team 
health and individual happiness, although to many Product teams, this is still in a very early stage.
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GROWING HIGH PERFORMING TEAMS

It can sometimes be challenging to maintain culture and performance whilst growing Product 
teams. That’s why it is important to instill and stick to team values and understand that 
communication and collaboration are critical.

A significant part of t his is being open to bringing in people of varying seniority. Be w illing to give 
people the opportunity to come in to learn and grow, whilst also giving more experiences employees 
the opportunity to mentor and lead. Empower people to learn, make decisions, and grow into roles, 
and spend time educating people on how to work e�ciently as a team and utilise each others 
experiences and skills. Of course, it here becomes important to manage expectations in terms of 
growth speed, because if you’re investing in training and mentoring for new starters, this will likely 
take longer. However, this can be appeased by having a good blueprint for teams as well as robust 
training and processes in place.

It’s important to be willing to be vulnerable and take risks, but also to define what success looks 
like. Success doesn’t happen on day one. Being honest about things that haven’t gone well allow 
you, as a team, to make more informed decisions moving forwards about processes that need to be 
changed in order to enable high performance.  

DEFINING PRODUCT ROLES

Product is relatively new to the Manchester scene, and it has become apparent that each company 
has their own expectations and definitions of what di�erentiates a Product Owner from a Product 
Manager from a BA and so on.

Amongst some of our roundtable panellists, there was a general consensus that Product Owner is a 
role traditionally within Scrum and is a role that everyone can do. Product Manager is the job title. 
However, it is common for those working in Product to wear a lot of di�erent hats. Roles are often 
shared, especially things like Product Marketing and UX. This is especially prevalent in new teams 
and smaller teams, whereas more mature teams often have the sign o� to expand and potentially 
use a full stack approach, where each Project Manager will completely own one module, with some 
shared and common components. 

Others choose to outsource certain components, such as UX, in order to focus purely on other 
aspects of the Product lifestyle. This prevents burnout and delays, and allows the allocation of  
limited resources to business-critical areas. 

Essentially business roles will change from one business to the next. Two people, in two di�erent 
businesses may be doing the same jobs but might be called two di�erent things. Most importantly, 
for each business, the focus should really be on the purpose of the role, not the title.
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INDUSTRY ADAPTATIONS TO COVID-19

Undoubtedly, the pandemic was a catalyst for huge business changes across all industries, but not all 
industries were impacted in the same way. Many consultancies, for example, saw a drastic drop in 
demand due to companies cutting external agencies before making internal redundancies, although 
this was shown to depend on what type of clients were involved and within what industry.

Some agencies, such as Apadmi, experienced a really diverse client reaction to the pandemic, with 
some putting all projects and growth plans on hold, whilst others were pushing to accelerate their 
growth. In many ways, remote working increased collaboration with companies who wouldn't normally 
have worked with businesses who were geographically so far away. Although virtual collaboration 
introduced its own set of challenges in terms of aligning tools and technology with clients.

Digital healthcare businesses, such as Well Pharmacy, saw a huge increase in demand and users 
during the lockdown. Well Pharmacy's users doubled within just three days, and the customer 
group shifted away from just younger adults, towards a more diverse demographic. In order to 
keep up with demand, they had to accelerate strategic changes.

Travel was one industry that was arguably hit the hardest, as people stopped travelling, booking hotels, 
and using rented vehicles. Demand dropped significantly, leaving many travel and tourism businesses 
with no option but to announce redundancies and mass furloughs, in order to attempt to control 
increasing overheads. Whilst demand is slowly returning, customer behaviour and consumption has 
changed. In this example, more people are booking domestic holidays and using/ booking di�erent 
modes of transport in order to decrease risk and avoid public transport.

Market research and adaptability became critical to staying afloat as markets and 
industries became unpredictable and volatile.



Consumer habits in a B2B setting, especially when working with multiple consumers, really di�ers client 
to client. Some spaces, such as mobile development / app focused agencies, includes many clients 
who are already on a digital journey. However, their willingness to proceed with this journey has 
really relied on what industry that client is working in. Other industries, such as Insurance which have 
a captive audience and saw a drop in claims and  payouts during lockdown, have had the 
opportunity to reinvest money into their platforms. Thus, COVID's impact on consumer behaviour, 
and subsequently business performance, has really di�ered from industry to industry.

Other factors influencing clients, included their level of risk adversity, their prioritisation of 
technology and digital transformation, and their preparedness and capabilities for remote 
working. A key takeaway from these rapid changes in consumer behaviour, is that it has become 
fundamental to be user and data focussed.
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CHANGING CONSUMER BEHAVIOUR

Businesses not only had to adapt to changing working patterns and practices internally, but also to 
external changes in consumer behaviour and consumption. Industries that saw a drop in demand often 
had to make cuts in areas such as User Research, removing it completely, or decreasing the size of 
peer groups. This limited the amount of research around customer behaviour, and then made it 
more difficult to judge consumer patterns and attitudes and thus strategically plan ahead. In many 
cases the behaviour simply wasn't there to start with due to a halt in demand, which leaves 
businesses to question "what is the new normal? Is this a temporary trend or a permanent shift?"

Well Pharmacy invested heavily in User Research, which meant that when the pandemic hit, and 
their user base doubled, they could use their analytics to predict and fix any potential issues. 
Their analytics demonstrated an uptake in their platform by older people, who now couldn't get out 
to go to the pharmacy. This correlated with the increase in perceived nervousness about using 
technology for medical purposes. To appease this anxiety and worry, Well Pharmacy could 
implement process and content changes, which specifically targeted people who were most 
likely to feel discomfort or encounter issues online. This helped improve user experience and the 
customer journey, helping them cope with increased demand. Whilst this has launched them 18 
months ahead of their predictions in terms of user base, this now leaves questions around how 
best to retain these new customers and prevent churn. As a couple of our roundtable members 
articulated, it's important for all businesses to question the meaning behind new customer uptake 
during these times, and ask: 

“Is this habit forming, or is this lockdown habit forming?”
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RECRUITMENT ADAPTATIONS

Some businesses naturally put all recruitment on hold, particularly those most heavily a�ected by 
COVID. Recruitment freezes soared, with only critical roles being left open. Additionally, internal 
recruitment teams were often the first to be furloughed, meaning that those few remaining vacancies 
became extremely di�cult to fill. Candidates also suddenly became reluctant to voluntarily move jobs 
due to market volatility and uncertainty, meaning that the talent pool shrunk and there was no sta� 
resource available to headhunt or draft a pipeline.

Other companies have successfully continued to grow and have therefore had to adapt their 
recruitment practices in order to attract, hire and retain the top talent. This included a shift to remote 
interviewing and onboarding, something completely new to most businesses. It became di�cult to  
ensure a positive interviewing experience and a smooth onboarding experience. Candidate journey is 
so important, and this became increasingly di�cult wi th th e sudden move to  online ca ndidate 
assessment. It became important to actively listen to feedback from candidates who had been on that 
online journey in order to learn and improve the overall experience.

Additionally, there were issues with sending out equipment, mentoring, and team building. Many 
businesses had to start mailing out laptops and o�ce equipment to  new starters, wh ich naturally 
increased security risks, although some companies opted to buy new equipment and have it shipped 
directly to the new employee. Whilst this sometimes worked out more costly, it was deemed safer and 
more convenient.

In terms of mentoring and team building, it became fundamental to provide new employees with all 
the resources they required, and to clearly state who their points of contact were. Additionally, it was 
useful to identify specific people who could help with different business areas or questions. This 
meant that any challenges or issues could be resolved swiftly or escalated to the right people 
efficiently. Overcommunication, became key to building relationships, and ensuring everything that 
would normally be communicated via conversation was also documented as a reference point.

Making the experience fun was just as important. Hosting show and tell 
calls, quizzes, virtual lunches, and online games were all great ways of 
initiating cross-departmental conversation and interaction to make 
remote teams feel closer.
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The employment landscape was dramatically altered by COVID and lockdown for most businesses, but 
how much of an impact did this have on hiring managers expectations of candidates? And did they 
change or amend their search criteria based on the pandemic?

According to our roundtable of Product leaders, it seemed like for the most part, factors that were 
already important, remained so, although new requirements naturally emerged alongside the new way 
of working. 

As always culture and technical skills remained important in the candidate search process, but some 
new skills in Product hiring became just as attractive: written communication, storytelling, and  
experience with remote working. As emails and video calls became the first form of contact (rather 
than going over to someone in the o�ce in person), it became fundamental that candidates had 
access to good internet, knew how to present themselves on calls, and knew how to coherently 
convey company messages in written text as well as verbally. In order to assess literacy skills, some 
businesses introduced a written task in the assessment phase, with alterations for those with any 
disability.

Essentially, hiring managers were still looking for high quality candidates with a good mix of 
technical skills, cultural fit, and written ability, who also had the drive to add value to the business.

HIRING MANAGERS EXPECTATIONS
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