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The technical craft of building
software is genuinely hard.

But building the right software is a
different challenge entirely. Engineers
might lean toward building “cool” features
or technically optimizing the product, even
when those improvements don't align with
business priorities or customer needs.
That's not a character flaw. It's a natural
consequence of training that focuses
entirely on the how without touching

the why.

The problem compounds at scale.

& Research on software project failures
frequently identifies unclear, incomplete,
or ambiguous requirements as a leading
contributor to budget overruns — often
outweighing execution-phase issues.
Many overruns are not created during
execution; they are built into the project |
foundation from the start. Engineers who
understand product management principles
can catch these problems before a singl
line of code is written.
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The numbers on late-stage ™ g FEEDBACK |
rework are sobering.

Industry analyses suggest that a significant

share of rework stems from misunderstood

or incomplete requirements — not just a
technical problem, but a business loss. :
And research going back to Barry Boehm's k)
foundational 1981 work has long held that \
defects discovered late in the lifecycle cost
substantially more to resolve than those

caught during discovery — though the exact \
multiplier varies by context and has been (
debated in the literature. The practical
implication holds: catching problems earlier

is almost always cheaper than fixing l
them later. [

| EARNING TO THINK LIKE A PRODUCT MANAGER
DOESN’T MEAN ABANDONING YOUR ENGINEERING

INSTINCTS. IT MEANS GIVING THOSE INSTINCTS
MORE CONTEXT TO WORK WITH.
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ASKING THOSE QUESTIONS "

| DOESN'T SLOW DEVELOPMENT DOWN. & f”‘l =
’ T F OCUSES ’ 1: /m: \%,ia 4
THE PRINCIPLE IS SIMPLE:

TRACK PROGRESS AGAINST OUTCOMES,
1 NOT OUTPUTS. DON'T MEASURE FEATURES
DELIVERED. MEASURE PROBLEMS SOLVED.
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FRAMEWORKS E NGINEERS
CAN ACTUALLY USE

R ’ CE Reach, Impact, Confidence, Effort
Score = (Reach x Impact x Confidence) / Effort

FEATURE A FEATURE B

Keyboard Shortcut Fix Mobile Onboardlng
Redesign Flow

5, 000

5
[Muderate] (High)

Reach
(per month)

Confidence 90% 60%
(1-100%) (High) (Medium)
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Helps teams separate critical re uirements
from nice-to-have ideas.
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ROADMAPS

ARE SETS OF BETS.
EVERY PRIORITY HAS

A REASON.
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ROADMAPS ARE BETS.
Each priority is shaped by assumptions,
trade-offs, and business constraints.

ENGINEERS INFLUENCE OUTCOMES.

Share context only you have: effort estimates,
technical debt, dependencies, and
architectural impact.

SPEAK STAKEHOLDER.

Translate trade-offs into what sales,
marketing, and customers care about.

MOVE FROM ORDER-TAKERS
TO STRATEGIC PARTNERS.

Ask better questions, surface evidence
earlier, shape better outcomes.

UNDERSTAND THE
WHY, INFLUENCE
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AND HOW FREQUENTLY DO THEY
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THOSE QUESTIONS AREN'T OBSTRUCTIONISM. THEY'RE DISCOVERY.

What starts as a small gap in scope definition or ownership during
discovery c-n cascade into rework, delays, and tech debt later on.
Research on large project failures consistently finds that many cost
overruns trace back to decisions made early, not late, in the lifecycle.

WRITING A LINE OF CODE IS DOING SOME OF THE HIGHEST-LEVERAGE
WORK ON THE TEAM. THEYRE PREVENTING EXPENSIVE MISTAKES,

-
apd 2 NOT SLOWING THINGS DOWN. o

ﬂ AN ENGINEER WHO ASKS GOOD DISCOVERY QUESTIONS BEFORE
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Discovery used to be considered
exclusively the product manager’s job.
That model is increasingly outdated.

Modern teams are redesigning rituals
so overlap is built in: shared discovery,
joint spec-writing, and reviews where
product, design, and engineering
critique the work together instead of

in separate lanes.

For engineers, participating in discovery
means showing up to user interviews
with genuine curiosity. It means reading
support tickets and analytics before
sprint planning, not just during it. Tt
means being willing to say “I don't
think we understand the problem well
enough yet" when the evidence for a

feature is thin. 26-13, 26-14

User story mapping is not about creating
a set of written requirements, but a

way of thinking. Telling stories through
words and pictures builds understanding
and helps solve problems for
organisations, customers, and users.

| USER STORN

mindset brings that thinking to every | | ACTWATE ‘U"&Lﬁ“?-?: _
planning conversation. i ' T

An engineer who internalizes this
USER

The payoff is concrete.

Evidence consistently shows that

teams investing more heavily in discovery
reduce downstream rework — the

earlier problems are surfaced, the less
costly they are to address.

Engineers who contribute meaningfully
to discovery aren't doing less engineering.
They're doing better engineering,
because the problems they're

solving are the right ones.
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You don’t need to become a
product manager to benefit from
these ideas. The goal is fluency,
not a career change.

Start by sitting in on product
o0 planning sessions with genuine
i curiosity rather than waiting

to receive tickets.

When you get a new requirement,

@ spend five minutes asking who it's
for and what outcome it's meant
to drive.

MoSCoW .  Try applying MoSCoW
to your own backlog in
your next sprint planning.

Sketch a simple user story
-i map for a feature you're
- about to build, even if it's
Just on paper.
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‘ ‘ The best advice for engineers
interested in product thinking is
to start acting like a product
manager today, right in your
current engineering role.

Get obsessed with the customer
and the business outcome
of your work. 99

Technical skill remains the foundation.
But engineers who have the most
impact — whose work consistently
matters to users and to the business —y,
tend to be those who pair technical = ==
craft with product judgment. They
know how to build. They also know
when not to, and what to build instead:zg

That combination is rare.
It’s also learnable.
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