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Executive summary
You’ve perfected your messaging frameworks. Your positioning 
cuts through market noise. Your competitive analysis is thorough 
and insightful. Yet somehow, Product still treats your roadmap 
recommendations as suggestions, Sales continues to ignore your 
battlecards, and executives view you as a campaign executor 
rather than a strategic partner.

The harsh reality? Your individual expertise means nothing if you 
can’t get others to act on it.

The most successful PMM leaders understand that influence 
isn’t just a personal skill - it’s a team capability that needs to be 
developed across their entire function. While you might master 
these techniques individually, scaling organizational influence 
requires every PMM on your team to understand how to navigate 
cross-functional relationships, build credibility, and drive adoption 
of their recommendations.

This playbook reveals the influence frameworks that separate 
high-impact PMM teams from those constantly fighting for 
relevance. You’ll discover how to audit your current influence levels, 
build strategic relationships across the organization, and create 
measurable systems for driving cross-functional adoption of your 
team’s work.

Most importantly, you’ll understand why developing these 
capabilities across your entire PMM team - not just yourself - is 
essential for transforming your function from order-takers to 
strategic partners who shape business direction.



The strategic partnership playbook

Chapter 1: 
The influence audit - where do you 
actually stand?
Every PMM leader believes they have strong working relationships across the organization. Yet when 
push comes to shove, their strategic recommendations get deprioritized, their positioning gets modified 
beyond recognition, and their market insights get ignored in favor of internal opinions.

The problem isn’t your expertise - it’s your influence. And until you accurately assess where you stand 
with key stakeholders, you can’t develop a plan to improve it.
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The PMM influence assessment

Before building influence, you need to measure it. This assessment 
evaluates your current standing across four critical stakeholder 
groups, using specific behavioral indicators rather than 
subjective feelings.

Product influence indicators

Rate each statement on a 1-5 scale (1 = never, 5 = always):

1.	 Product managers seek your input before making feature 
prioritization decisions

2.	 You’re included in product strategy sessions from the 
beginning, not just for updates

3.	 Your customer research findings directly influence product 
roadmap changes

4.	 Product teams proactively share early feature concepts for 
market validation

5.	 Your competitive analysis changes product positioning and 
feature emphasis

6.	 Product managers defend your market insights in 
leadership discussions

7.	 You have standing agenda time in product planning meetings

8.	 Product teams implement your feedback on user experience 
and messaging

Scoring interpretation:

1.	 32-40: Strong product influence

2.	 24-31: Moderate influence with growth opportunities

3.	 16-23: Limited influence requiring focused improvement

4.	 Below 16: Minimal influence demanding immediate attention

Sales influence indicators

Rate each statement using the same 1-5 scale:

1.	 Sales representatives actively use your battlecards and 
positioning in deals

2.	 Sales leaders involve you in deal strategy discussions for 
major opportunities

3.	 Your competitive intelligence directly influences sales’ 
approach and pricing

4.	 Sales teams report back on message effectiveness and 
market feedback

5.	 Your enablement content gets referenced in real 
customer conversations

6.	 Sales managers ask for your input on territory planning and 
account strategy

7.	 You receive credit when your positioning helps close 
significant deals

8.	 Sales teams proactively bring you customer insights and 
competitive updates
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Executive influence indicators

Assess your executive relationships:

1.	 Leadership asks for your opinion on strategic decisions, not just 
status updates

2.	 Your market insights influence company direction and 
investment priorities

3.	 Executives reference your research in board meetings and 
investor discussions

4.	 You’re included in strategic planning sessions and 
business reviews

5.	 Leadership seeks your input on market expansion and new 
opportunity evaluation

6.	 Your competitive analysis influences executive positioning 
and messaging

7.	 Executives ask you to present market insights to 
external stakeholders

8.	 Your recommendations drive budget allocation and 
resource decisions

Marketing influence indicators

Evaluate your relationships with broader marketing teams:

1.	 Demand generation teams seek your input on campaign 
messaging and targeting

2.	 Your positioning gets implemented consistently across all 
marketing channels

3.	 Content teams collaborate with you on strategic 
narrative development

4.	 Marketing operations incorporates your feedback into lead 
scoring and attribution

5.	 Campaign teams involve you in channel strategy and 
audience segmentation

6.	 Your competitive insights influence advertising and 
content strategy

7.	 Marketing leadership positions you as the voice of 
market intelligence

8.	 Other marketing functions defer to your expertise on customer 
and competitive insights
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The influence gap analysis
Create a stakeholder influence map using this framework:

Step 1: Identify key players 

List the 15-20 most important people for PMM success across:

•	 Product leadership (CPO, VP Product, Senior 
Product Managers)

•	 Sales leadership (CRO, VP Sales, Sales Directors)

•	 Executive team (CEO, CMO, other C-level executives)

•	 Marketing leadership (CMO, VP Marketing, Growth leaders)

Step 2: Influence assessment 

For each person, rate your influence level (1-5) and their influence 
on PMM success (1-5). Plot them on a 2x2 matrix:

•	 High influence/High importance: Champions 
(maintain and leverage)

•	 Low influence/High importance: Critical gaps 
(immediate focus)

•	 High influence/Low importance: Potential advocates 
(activate when needed)

•	 Low influence/Low importance: Deprioritize 
(minimal investment)

Here’s an example of what that matrix might look like: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Step 3: Root cause analysis  

For each critical gap, identify the underlying cause:

•	 Awareness gap: They don’t understand what PMM does or how 
it helps them

•	 Value gap: They haven’t experienced meaningful value from 
PMM partnership

•	 Trust gap: Previous negative experiences or lack of credibility

•	 Access gap: Insufficient touchpoints or 
communication channels

•	 Priority gap: Their goals don’t align with PMM objectives

Critical gaps Champions

(immediate focus)

[Name] - [Job title]
[Name] - [Job title]
[Name] - [Job title]

(maintain & leverage)

[Name] - [Job title]
[Name] - [Job title]

Deprioritize  
(minimal investment)

[Name] - [Job title]
[Name] - [Job title]

Potential advocates 
(activate when needed)

[Name] - [Job title]
[Name] - [Job title]
[Name] - [Job title]
[Name] - [Job title]
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Team-wide influence assessment
Then, for each PMM on your team, evaluate their ability to:

1.	 Build credibility with technical product teams

2.	 Communicate market insights in business terms that executives understand

3.	 Navigate sales team dynamics and resistance to change

4.	 Influence without direct authority across different personality types

5.	 Present complex competitive analysis in actionable formats

6.	 Build coalitions and find champions for their recommendations

Assessment method:

Use a 1-4 scale for each capability:

•	 4 - Strong: Consistently demonstrates this skill across multiple situations

•	 3 - Developing: Shows capability, but is inconsistent or needs refinement

•	 2 - Limited: Struggles with this skill or avoids these situations

•	 1 - Needs Development: Little to no demonstration of this capability
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Here’s an example matrix:

Team 
Member

Product 
credibility

Executive 
communication

Sales 
navigation

Cross-
functional 
influence

Competitive 
analysis

Coalition 
building

Overall 
score

Priority 
development area

Sarah 
(Senior PMM)

4 3 4 3 4 2 3.3 Coalition Building

Marcus 
(PMM)

3 2 3 2 3 3 2.7
Executive 
Communication

Jennifer 
(Junior PMM)

2 1 2 2 3 2 2.0
Executive 
Communication

David 
(PMM)

3 3 2 3 2 3 2.7 Sales Navigation

Lisa 
(Senior PMM)

4 4 3 4 3 4 3.7 Sales Navigation
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And here are a few tips for your data collection approach to your 
team’s assessment:

Direct observation (40% of assessment):

•	 Attend meetings where team members interact 
with stakeholders

•	 Review email communications and presentation materials

•	 Observe how they handle challenging stakeholder situations

•	 Note stakeholder responses and engagement levels

Stakeholder feedback (30% of assessment):

•	 Brief 5-minute conversations with 2-3 key stakeholders per 
team member

•	 Ask: “How effectively does [team member] communicate 
insights to you?”

•	 Ask: “How comfortable are you seeking their input on 
strategic decisions?”

Self-assessment & discussion (30% of assessment):

•	 Have team members rate themselves on each capability

•	 Discuss specific examples where they felt confident 
vs. struggled

•	 Identify situations they avoid due to discomfort

Documentation: Create a simple matrix showing each team 
member’s scores across all six capabilities. This identifies both 
individual development needs and team-wide skill gaps requiring 
group training.

Most PMM teams have influence skill gaps that limit 
organizational impact, e.g.:

•	 Individual contributors who excel at analysis but 
struggle with stakeholder management

•	 Senior PMMs with deep expertise but limited executive 
communication skills

•	 Team members who avoid difficult conversations and 
compromise rather than influence

•	 High performers whose influence techniques can’t be 
replicated by others
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Chapter 2: 
The four pillars of PMM influence
Building cross-functional influence isn’t about charisma or politics - it’s about creating repeatable 
frameworks that demonstrate value and drive action. The most influential PMM teams excel across four 
specific areas that create credibility, trust, and stakeholder dependence on their insights.

PMM 
EXCELLENCE

1 2 3 4
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Pillar 1: Market intelligence authority
When you become the person others turn to for market insights they can’t get anywhere else, 
you’ve built the foundation of organizational influence. But this requires more than sharing 
occasional competitive updates - it demands creating intelligence systems that predict market 
changes and provide actionable guidance for strategic decisions.

The intelligence brief framework

Create a weekly/biweekly/monthly market intelligence brief that executives forward to others 
and reference in strategic discussions.

Structure and content:

Opening summary (2-3 sentences)

•	 One key market trend that impacts business strategy

•	 One competitive development that requires attention

•	 One customer insight that changes current assumptions

Market movement analysis (150 words)

•	 Emerging trends that will impact your market in 3-6 months

•	 Competitor strategy shifts based on recent actions and announcements

•	 Customer behavior changes that affect your go-to-market approach

Strategic implications (100 words)

•	 Specific actions your company should consider

•	 Opportunities competitors might be missing

•	 Risks that require a proactive response

Customer voice highlight (75 words)

•	 Recent customer feedback that contradicts internal assumptions

•	 Win/loss insights that reveal market positioning gaps

•	 Usage pattern changes that signal market evolution
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Weekly market intelligence brief
Week of June 9, 2025 | SaaS Marketing Automation Sector

Opening summary
Enterprise buyers are increasingly demanding AI-powered personalization capabilities, with 73% of Q2 RFPs including specific AI requirements 
compared to 31% in Q1. Our primary competitor, HubSpot, announced a $200M acquisition of conversational AI startup ChatFlow, signaling aggressive 
expansion into automated customer engagement. Customer interviews reveal that 68% of our enterprise accounts are evaluating conversation 
intelligence tools as standalone solutions rather than integrated platform features.

 

Market movement analysis
Emerging trends (3-6 months impact): The convergence of marketing automation and conversation intelligence is accelerating faster than 
predicted. Gartner projects 85% of B2B marketing platforms will integrate real-time conversation analysis by Q4 2025, up from their previous 60% 
forecast. This shift is driven by CFO pressure to demonstrate marketing ROI through direct conversation-to-revenue attribution.

Competitor strategy shifts: HubSpot’s ChatFlow acquisition positions them to launch an integrated conversation intelligence suite by Q3, directly 
targeting our enterprise segment. Salesforce quietly hired 50+ conversation AI engineers in the past 60 days, suggesting a major product 
announcement. Meanwhile, Marketo is struggling with platform stability issues, creating a 4-month window where their enterprise renewals are 
vulnerable to competitive displacement.

Customer behavior changes: Buyers are now evaluating marketing automation platforms based on AI capabilities first, traditional workflow 
automation second. This represents a fundamental shift from feature-driven to outcome-driven purchase decisions, with 40% shorter evaluation 
cycles for AI-native solutions.

Here’s an example of what this could look like in practice:
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Strategic implications 

Immediate actions: We should accelerate our conversation intelligence roadmap by 2 quarters and consider strategic partnerships with AI vendors to 
bridge the gap. Our Q3 product launch messaging must emphasize AI-driven outcomes over feature functionality.

Market opportunities: Marketo’s stability issues create a 6-month window to capture 15-20 enterprise accounts worth $3-5M ARR. Their customers are 
actively seeking alternatives, and our platform stability gives us a significant advantage.

Proactive risk response: HubSpot’s integrated offering will pressure our pricing model by Q4. We need competitive positioning that emphasizes our 
superior data integration capabilities and enterprise security features to justify premium pricing.

 

Customer voice highlight 

Assumption challenge: Three enterprise prospects this week stated they prefer “best-of-breed AI tools” over integrated platforms, contradicting our 
assumption that integration drives purchase decisions.

Win/loss insight: We lost TechCorp ($450K deal) because our conversation analytics were “too basic” compared to standalone specialists, despite 
superior workflow automation.

Usage evolution: Existing customers are using our platform primarily for lead scoring and attribution (up 340% quarter-over-quarter) while traditional 
email campaign usage declined 15%, indicating a fundamental behavior shift toward data-driven marketing.
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Here are some pointers for your distribution strategy:

•	 Send to the executive team with a personalized cover note

•	 Share with product and sales leadership with specific implications

•	 Post in the company Slack (or your equivalent) channels with discussion questions

•	 Reference insights in cross-functional meetings and presentations

And finally, here are some ways you could go about measuring your market intelligence authority 
after you’ve rolled out your briefings:

•	 Frequency of executives referencing your insights in meetings

•	 Number of strategic questions directed to you weekly

•	 Requests for additional analysis on topics you’ve covered

•	 Other teams adopting your intelligence frameworks
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Pillar 2: Business impact storytelling
Most PMMs describe their work in marketing terms (campaigns launched, content created, 
events executed) rather than business outcomes (revenue influenced, deals accelerated, 
competitive wins achieved). This language barrier prevents executives and other teams from 
understanding PMM value and limits your influence on strategic decisions.

The attribution framework

Create clear connections between PMM activities and business results:

Revenue attribution model:

1. Direct attribution tracking

•	 Campaign influence on pipeline generation and deal closure

•	 Win/loss analysis impact on competitive deal success rates

•	 Product launch effectiveness measured through adoption and revenue metrics

•	 Pricing and packaging optimization impact on deal size and margin

2. Influence attribution documentation

•	 Meetings where your insights changed strategic decisions

•	 Product roadmap modifications based on your market research

•	 Sales process improvements driven by your competitive analysis

•	 Executive presentations that referenced your market intelligence

3. Leading indicator measurement

•	 Message adoption rates across sales and marketing teams

•	 Stakeholder engagement with your research and recommendations

•	 Request frequency for your input on strategic decisions

•	 Cross-functional meeting inclusion and agenda influence
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Monthly business impact summary template:

This template transforms PMM activities into executive-friendly business language that 
demonstrates measurable value rather than marketing metrics. Use it monthly to communicate 
with leadership, quarterly for performance reviews, and annually to justify budget increases or 
team expansion. 

Executive summary: “PMM initiatives contributed $X in measurable revenue impact this month 
through Y key activities that drove Z specific business outcomes.”

Direct revenue impact

•	 Deals won using competitive battlecards: $X revenue, Y% win rate improvement

•	 Launch campaign performance: $X pipeline generated, Y% above target

•	 Pricing optimization recommendations: $X additional revenue per deal

Strategic influence impact

•	 Product roadmap decisions influenced: X features prioritized based on market research

•	 Sales process improvements: Y% efficiency gain from competitive analysis integration

•	 Executive strategy modifications: Z strategic decisions incorporating PMM insights

Forward-looking indicators

•	 Pipeline influenced by recent PMM initiatives: $X

•	 Competitive deals in progress using PMM frameworks: Y deals worth $Z

•	 Market opportunities identified for future development: X opportunities valued at $Y
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Pillar 3: Strategic partnership positioning
Most PMMs wait to be invited into strategic discussions rather than 
proactively positioning themselves as essential strategic partners. 
This reactive approach limits your influence to tactical execution 
rather than strategic direction.

The proactive insight system

Transform from reactive support to proactive strategic partnership 
through structured insight sharing:

Weekly strategic insight development:

Market opportunity identification

•	 Analyze customer usage patterns for expansion opportunities

•	 Monitor competitive gaps that create market openings

•	 Identify customer segment needs that suggest product 
development priorities

•	 Track industry trends that create new market categories

Strategic risk assessment

•	 Evaluate competitive threats based on market intelligence

•	 Identify customer satisfaction risks that could impact retention

•	 Assess market position vulnerabilities based on 
win/loss analysis

•	 Monitor industry changes that could disrupt the 
current strategy

Performance optimization recommendations

•	 Product positioning improvements based on 
customer feedback

•	 Sales process enhancements based on competitive analysis

•	 Marketing message optimization based on 
campaign performance

•	 Pricing strategy adjustments based on market research

Strategic insight communication process:

Format: “Strategic insight brief”

Frequency: Weekly to key stakeholders

Length: 200-300 words maximum

Structure:

•	 Insight summary (what you’ve discovered)

•	 Business implication (why it matters)

•	 Recommended action (what should be done)

•	 Success metrics (how to measure impact)
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Strategic insight brief
To: Executive Team, Product Leadership
From: Product Marketing
Date: June 9, 2025
Subject: Mid-Market Customer Expansion Opportunity

 
Insight summary

Customer usage data analysis reveals that 78% of our mid-market accounts (50-200 employees) are using advanced features typically associated 
with enterprise plans, but only 23% have upgraded to enterprise pricing. These customers have increased their user count by an average of 140% 
over the past 6 months while remaining on standard pricing tiers. Additionally, support ticket analysis shows mid-market customers are requesting 

enterprise-level integrations and compliance features at 3x the rate of Q1 2024.

Business implication

We’re experiencing significant revenue leakage in the mid-market segment, with an estimated $2.8M in annual recurring revenue left on the table. 
These customers demonstrate enterprise usage patterns but haven’t been presented with appropriate upgrade paths. More critically, 34% of these 
high-usage mid-market accounts are approaching their contract renewal dates in Q3, creating either a major upsell opportunity or churn risk if 

competitors offer better-aligned pricing models.

Recommended action

Launch a targeted “Mid-Market Plus” pricing tier within 45 days, positioned between our current standard and enterprise offerings. This tier should 
include advanced integrations and basic compliance features at a 40% premium to standard pricing. Simultaneously, deploy Customer Success 

outreach to the 67 identified high-usage accounts with personalized upgrade proposals and ROI calculators showing cost-per-user efficiency gains.

Success metrics
•	 30-day target: 25% of identified accounts (17 customers) schedule upgrade conversations

•	 60-day target: Convert 15 accounts to new pricing tier, generating $420K additional ARR

•	 90-day target: Achieve 90% renewal rate among high-usage mid-market accounts vs. current 73% baseline

Here’s an example of what this brief could look like in practice:



19

The strategic partnership playbook

Executive advisory positioning framework:

This framework transforms your team from a reporter of market data into a strategic advisor 
who shapes business decisions. 

Use these communication patterns in executive meetings, strategic planning sessions, and 
informal conversations to position yourself and your team as someone who provides solutions, 
not just information. The language patterns signal that you’re thinking strategically about 
business implications rather than just delivering marketing insights.

1. Context setting communications

•	 “Based on market intelligence, here’s what I recommend for Q4 strategy...”

•	 “Customer research reveals an opportunity that could impact our planning...”

•	 “Competitive analysis suggests a strategic risk we should address...”

2. Strategic question framing

•	 “Given market trends, should we consider adjusting our positioning approach?”

•	 “Customer feedback suggests potential product strategy implications...”

•	 “Competitive developments raise questions about our go-to-market focus...”

3. Solution-oriented recommendations

•	 Present problems with proposed solutions, not just issues

•	 Include implementation timelines and resource requirements

•	 Provide measurement frameworks for tracking success

•	 Offer to lead or support solution implementation
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Chapter 3: 
Stakeholder-specific influence strategies
While the four pillars provide foundational influence capabilities, each stakeholder group requires tailored 
approaches that address their unique priorities, communication styles, and decision-making processes. 

These stakeholder-specific strategies must be developed across your entire PMM team, not just at the 
leadership level - every team member needs to understand how to effectively communicate with and 
influence their assigned product managers, sales counterparts, and executive stakeholders. 

The frameworks in this chapter should become standard operating procedures that your team uses in their 
daily interactions, from routine product planning meetings to executive briefings, ensuring consistent and 
effective influence across all PMM touchpoints in your organization.
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Influencing product teams
Product teams often view PMM as “marketing” rather than “product,” which creates inherent 
resistance to PMM input on product strategy and roadmap priorities. Building influence requires 
demonstrating deep product understanding and providing insights that help product teams 
make better decisions.

The data-first credibility builder

Product teams respect data-driven insights over intuition or market opinions. Establish credibility 
by leading with quantitative analysis:

Customer usage analysis framework:

1. Feature adoption and usage patterns

•	 Analyze which features drive customer engagement and retention

•	 Identify usage patterns that predict customer success or churn

•	 Document correlations between feature usage and customer lifetime value

•	 Present findings in product terminology and metrics

2. Customer feedback integration

•	 Quantify customer feedback themes using structured analysis

•	 Connect customer feedback to specific product features and user experiences

•	 Track customer satisfaction changes correlated with product releases

•	 Present feedback using product team measurement frameworks

3. Competitive feature analysis

•	 Benchmark your product capabilities against competitive alternatives

•	 Analyze competitive feature adoption and customer response

•	 Identify gaps that create customer acquisition or retention risks

•	 Frame analysis in terms of product differentiation and competitive advantage
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Roadmap integration method

Position yourself as essential to product planning by providing insights that improve 
roadmap decisions:

1. Market validation process

•	 Research customer demand for proposed features before development

•	 Validate product concepts with target customer segments

•	 Test messaging and positioning approaches for new capabilities

•	 Provide competitive context for feature prioritization decisions

2. Go-to-market readiness assessment

•	 Evaluate market readiness for proposed product features

•	 Assess the competitive landscape for new product categories

•	 Identify messaging and positioning requirements for successful launches

•	 Determine the sales enablement and marketing support needed for adoption

3. Strategic opportunity identification

•	 Identify market opportunities that suggest product development priorities

•	 Monitor competitive gaps that create product differentiation opportunities

•	 Track customer behavior changes that indicate new product needs

•	 Evaluate market trends that impact product strategy and roadmap timing
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Influencing sales teams
Sales teams prioritize tools and insights that directly help them close deals and exceed quotas. 
Building influence requires demonstrating immediate value through materials, processes, and 
support that measurably improve sales performance.

The revenue connection system

Establish direct links between PMM support and sales results:

Deal impact tracking framework:

1. Battlecard effectiveness measurement

•	 Track which competitive battlecards get used in active deals

•	 Monitor win rates for deals where specific battlecards were utilized

•	 Measure deal velocity changes when competitive materials are employed

•	 Document revenue attribution for competitive intelligence and positioning support

2. Messaging and positioning impact analysis

•	 Analyze deal progression when updated messaging is implemented

•	 Track conversion rate improvements following positioning changes

•	 Monitor customer feedback on messaging effectiveness during sales processes

•	 Measure deal size and margin impact from improved value proposition communication

3. Sales process integration measurement

•	 Track adoption of PMM-developed sales tools and processes

•	 Monitor the effectiveness of PMM-supported sales methodologies

•	 Measure sales team productivity improvements from PMM enablement

•	 Document sales cycle improvements from enhanced competitive intelligence
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The competitive intelligence network

Position yourself as the indispensable source for competitive intelligence that wins deals:

1. Real-time intelligence delivery

•	 Monitor competitive activity and share relevant updates immediately

•	 Provide competitive analysis for specific deals and opportunities

•	 Create competitive briefings for sales calls and presentations

•	 Develop competitive response strategies for sales team implementation

2. Competitive positioning optimization

•	 Analyze win/loss patterns against specific competitors

•	 Develop positioning approaches that differentiate against competitive alternatives

•	 Create competitive advantage messaging that sales teams can implement

•	 Test and refine competitive approaches based on deal outcomes and feedback

3. Sales team competitive training

•	 Conduct regular competitive training sessions with sales teams

•	 Role-play competitive scenarios and objection handling

•	 Share competitive intelligence that impacts sales territory and account strategies

•	 Provide competitive coaching for specific deals and opportunities
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Influencing executive leadership
Executive teams care about business outcomes, market position, and strategic advantage rather 
than marketing activities or PMM expertise. Building influence requires connecting PMM insights to 
business strategy and demonstrating measurable impact on company performance.

The strategic context framework

Position PMM insights within broader business strategy and market dynamics:

Business strategy connection process:

1. Company objective alignment

Connect market insights to specific 
company goals and strategic priorities

Example: "This emerging AI trend directly supports 
our goal to capture 25% market share in enterprise 
accounts by enabling the automation capabilities 
our Q3 roadmap targets."

Frame competitive analysis in terms of 
market position and strategic advantage

Example: "Competitor X's pricing changes create a 
6-month window for us to capture the mid-market 
segment leadership position we've been targeting."

Present customer research as validation 
or challenge to current business strategy

Example: "Customer interviews reveal 73% prefer 
integrated solutions over best-of-breed tools, 
validating our platform consolidation strategy over 
the modular approach."

Link PMM recommendations to revenue 
growth, market expansion, and 
competitive differentiation

Example: "Implementing this positioning change 
could accelerate our European expansion timeline 
by 2 quarters and potentially add $3M ARR based on 
similar market responses."
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2. Market opportunity assessment

•	 Identify market trends that create growth opportunities or strategic risks

•	 Analyze competitive landscape changes that impact the company’s market position

•	 Evaluate customer behavior shifts that suggest new business opportunities

•	 Present market intelligence that influences strategic planning and resource allocation

3. Strategic risk identification

•	 Monitor competitive threats that could impact the company’s market position

•	 Identify customer satisfaction or loyalty risks that threaten revenue growth

•	 Assess market changes that could disrupt the current business model or strategy

•	 Provide early warning analysis that enables a proactive strategic response

Executive communication framework:

Monthly executive brief format:

•	 Strategic market intelligence that impacts business planning and decision-making

•	 Competitive developments that affect the company’s market position and 
strategic advantage

•	 Customer insights that validate or challenge current business strategy and priorities

•	 Market opportunity analysis that suggests strategic initiatives or resource 
allocation changes
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Monthly executive brief
May 2025 Market Intelligence Summary
To: Executive Team
From: Product Marketing Leadership

 
Strategic market intelligence
Enterprise AI adoption acceleration: Enterprise software buyers are compressing AI evaluation cycles from 12-18 months to 4-6 months, 
driven by Q2 board mandates requiring “AI implementation roadmaps” by year-end. This shift creates a narrower window for positioning 
our platform as the AI-enablement solution, but also accelerates deal velocity for properly positioned opportunities. Gartner projects 40% of 
enterprise software budgets will require AI justification by Q4 2025.

Regulatory impact on European expansion: The EU’s AI Compliance Framework (effective Sept 2025) mandates data residency and 
algorithmic transparency requirements that favor our current architecture over cloud-native competitors. This regulatory advantage could 
accelerate our European market entry timeline and differentiate against US-based competitors lacking compliance infrastructure.

Competitive developments
Strategic threat - Salesforce acquisition: Salesforce’s $1.2B acquisition of DataFlow positions them to launch an integrated customer 
intelligence platform by Q1 2026, directly targeting our enterprise segment with embedded analytics capabilities. Their combined customer 
base of 150K+ accounts creates immediate cross-sell opportunities that could pressure our renewal rates.

Market opportunity - TechCorp struggles: TechCorp’s platform outages (3 major incidents in 60 days) have triggered enterprise customer 
reviews, with 23% actively evaluating alternatives. Their customer satisfaction scores dropped 31% quarter-over-quarter, creating a 6-month 
window to capture high-value accounts worth an estimated $8-12M ARR

Here’s an example of what one of these briefs might look like in practice:
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Customer insights
Strategy validation: Enterprise customer interviews confirm our multi-product platform strategy aligns with buyer preferences, with 78% 
stating they prefer “single vendor solutions” over point solutions. This validates our Q3 product integration roadmap and supports premium 
pricing positioning.

Strategy challenge: However, 67% of prospects cite “implementation complexity” as their primary concern, contradicting our assumption that 
feature richness drives purchase decisions. This suggests our sales process should emphasize implementation simplicity and time-to-value 
over comprehensive capabilities.

Pricing power confirmation: Customer willingness-to-pay analysis reveals 43% of enterprise accounts would accept 15-20% price increases 
for AI-enhanced features, supporting our Q4 pricing strategy discussions.

Market Opportunity Analysis
Immediate resource allocation opportunity: The TechCorp customer disruption creates a 90-day window requiring dedicated sales 
engineering resources to capture displaced accounts. Investing 2 additional SEs for Q3 could yield $8-12M ARR with 6-month payback period.

Strategic initiative recommendation: EU regulatory advantages suggest accelerating European expansion by 2 quarters, requiring $2.3M 
additional investment but potentially capturing first-mover advantage in the $850M European market before US competitors achieve 
compliance.

Competitive response priority: Salesforce’s integration capabilities will pressure our positioning by Q1 2026. Consider strategic partnerships 
or acquisition targets in the customer intelligence space to maintain competitive differentiation and platform completeness.

Next Brief: July 15, 2025

Board Deck Summary: Available upon request
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The market opportunity identification system

Establish yourself as the source for identifying new business opportunities and 
market developments:

Market trend analysis and business implication assessment

•	 Monitor industry trends and evaluate business impact and strategic implications

•	 Analyze customer behavior changes that suggest new product or market opportunities

•	 Track competitive landscape evolution that creates market gaps or advantages

•	 Identify technology or regulatory changes that affect market dynamics and business strategy

Customer segment opportunity identification

•	 Research underserved customer segments that represent growth opportunities

•	 Analyze customer usage patterns that suggest expansion or new product possibilities

•	 Identify customer satisfaction gaps that competitors might exploit

•	 Evaluate customer feedback that indicates unmet needs or market opportunities

Competitive advantage development

•	 Identify sustainable competitive advantages based on market position and capabilities

•	 Analyze competitive weaknesses that create market opportunity and strategic advantage

•	 Develop differentiation strategies that strengthen market position and competitive moats

•	 Create competitive positioning that supports premium pricing and market leadership
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Chapter 4: 
The 90-day influence building plan
Building meaningful cross-functional influence requires focused effort over time, not sporadic 
relationship-building activities. This structured 90-day implementation plan systematically develops 
your influence capabilities while creating measurable improvements in stakeholder relationships.
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Foundation assessment and quick wins 
(Days 1-30)
Week 1-2: Comprehensive relationship audit

Days 1-3: Complete the PMM influence assessment from Chapter 1 
for yourself and each team member. Document current influence 
levels across product, sales, executive, and 
marketing relationships.

Days 4-5: Create stakeholder maps for your team, identifying the 
15-20 most critical relationships for PMM success. Include both 
formal authority figures and informal influencers who 
shape decisions.

Days 6-7: Conduct stakeholder perception interviews. Schedule 
15-20 minute conversations with key stakeholders to understand:

•	 How they currently perceive PMM value and contribution

•	 What they wish PMM provided that you’re not 
currently delivering

•	 Their priorities and challenges where PMM insights could help

•	 Their preferred communication style and frequency

Interview framework:

Opening: “I’m working to ensure our PMM team provides 
maximum value to [their function]. I’d appreciate a few minutes to 
understand how we can better support your priorities.”

Key questions:

1.	 “What’s the most valuable thing our PMM team currently 
provides to your work?”

2.	 “What would you like to see more of from us that would help 
you succeed?”

3.	 “How do you prefer to receive market insights and 
competitive intelligence?”

4.	 “What are your biggest challenges right now where market 
perspective might help?”

5.	 “How often would you find value in PMM updates and insights?”

Closing: “Thank you for the feedback. I’ll follow up in 30 days to 
show you how we’re implementing your suggestions.”
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Week 3-4: Quick win implementation

Based on stakeholder feedback, implement 3-5 immediate improvements that demonstrate 
responsiveness and value:

Information sharing improvements:

•	 Weekly competitive intelligence briefings for sales leadership

•	 Monthly market trend summaries for product planning teams

•	 Quarterly strategic briefings for the executive team

•	 Real-time competitive alerts for relevant team deals

Process integration enhancements:

•	 Regular attendance at product planning meetings with market insights

•	 Structured input on sales training and enablement programs

•	 Market research support for executive strategic planning sessions

•	 Competitive analysis contribution to marketing campaign development

Value demonstration activities:

•	 Case studies connecting PMM work to business outcomes

•	 Win/loss analysis presentation showing competitive intelligence impact

•	 Customer research summary highlighting product and strategy implications

•	 Market opportunity analysis with specific business recommendations
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Strategic positioning and value creation 
(Days 31-60)
Week 5-6: Market intelligence authority development

Week 5 implementation:

•	 Design brief template based on stakeholder feedback 
and preferences

•	 Establish intelligence collection processes and sources

•	 Create a distribution list and a communication schedule

•	 Launch your first weekly brief with an introduction explaining 
the value and format

Week 6 optimization:

•	 Gather feedback on brief format, content, and frequency

•	 Track engagement metrics (open rates, responses, references 
in meetings)

•	 Adjust content and format based on stakeholder response

•	 Expand distribution to additional stakeholders showing interest

Week 7-8: Proactive strategic partnership building

Schedule strategic discussions with key stakeholders to position 
yourself as an advisor rather than an executor:

Product team strategic sessions:

•	 Monthly product strategy discussions incorporating 
market intelligence

•	 Quarterly roadmap planning meetings with competitive and 
customer insights

•	 Product positioning workshops based on market research and 
competitive analysis

•	 Customer research briefings that influence product 
development priorities

Sales team strategic collaboration:

•	 Weekly competitive intelligence and market update sessions

•	 Monthly win/loss analysis presentations with strategic 
recommendations

•	 Quarterly territory and account planning support with 
market insights

•	 Deal strategy consultation for major opportunities

Executive team strategic contribution:

•	 Monthly market briefings with strategic implications 
and recommendations

•	 Quarterly business reviews, including market position and 
competitive analysis

•	 Strategic planning sessions with market opportunity and 
risk assessment

•	 Board meeting support with market intelligence and 
competitive positioning
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Influence scaling and team development 
(Days 61-90)
Week 9-10: Coalition building and political capital development

Champion identification and recruitment:

•	 Identify 5-8 potential champions across product, sales, 
executive, and marketing functions

•	 Initiate strategic relationship-building conversations focused 
on mutual value creation

•	 Provide immediate value through relevant insights, support, 
and collaboration

•	 Establish a regular communication rhythm and 
collaboration opportunities

Coalition activation process:

•	 Request champion support for PMM initiatives and 
strategic recommendations

•	 Ask champions to reference PMM insights in their meetings 
and strategic discussions

•	 Coordinate messaging across coalition members for 
key initiatives

•	 Leverage champion relationships to access new stakeholders 
and strategic opportunities

Week 11-12: Team influence capability development

Based on your capability assessment from month one, implement 
team development programs:

Core influence skills training:

•	 Market intelligence communication workshop focused on 
stakeholder-appropriate language and presentation

•	 Cross-functional relationship building training emphasizing 
trust development and value creation

•	 Executive communication skills development, including 
strategic thinking and business language

•	 Conflict navigation and difficult conversation training for 
challenging stakeholder situations

Function-specific influence training:

•	 Product team collaboration workshop, including technical 
knowledge and research methodologies

•	 Sales team partnership training emphasizing deal support and 
competitive intelligence delivery

•	 Executive advisory skills development, including strategic 
thinking and business impact articulation

•	 Marketing collaboration enhancement focusing on campaign 
strategy and message development

Team implementation support:

•	 Peer learning and development through monthly 
skill-sharing sessions

•	 Quarterly stakeholder feedback reviews to identify 
improvement opportunities

•	 Cross-team collaboration projects that develop influence skills 
through practical application

•	 Mentorship programs pairing high-influence team members 
with those developing capabilities
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90-day progress measurement and future planning
At the end of 90 days, complete a comprehensive influence assessment:

Quantitative measurement:

•	 Repeat the initial influence assessment and compare scores across all 
stakeholder categories

•	 Track measurable changes in meeting inclusion, strategic consultation, and 
recommendation implementation

•	 Document business impact, attribution, and revenue influence from PMM initiatives

•	 Measure stakeholder satisfaction and perceived value improvements

Qualitative assessment:

•	 Conduct follow-up stakeholder interviews to assess relationship quality and value 
perception changes

•	 Evaluate team confidence and capability in cross-functional influence situations

•	 Assess organizational perception of PMM strategic contribution and business value

•	 Review coalition strength and political capital accumulation

Team capability development review:

•	 Review each team member’s influence skill development and relationship 
quality improvements

•	 Identify continued development needs and opportunities for further capability building

•	 Document success stories and best practices for replication across the team

•	 Plan individual development paths for continued influence capability enhancement
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Sustainable influence development planning:

Sustainable influence development means creating systems that continuously develop your 
team’s capabilities, measure relationship quality, and reinforce PMM’s strategic value across 
the organization. 

This requires both internal team development programs and organizational integration that 
positions influence effectiveness as a core competency for PMM career advancement. The goal 
is to transform influence from an individual skill set into an organizational competitive advantage 
that compounds over time.

Here are some ways you could create long-term plans for continued influence development:

Ongoing development programs:

•	 Quarterly team influence skill development workshops and training sessions

•	 Annual stakeholder feedback and relationship assessment processes

•	 Continued coalition building and political capital investment strategies

•	 Regular process improvement and optimization based on results and feedback

Organizational influence integration:

•	 Systematic approach to including influence development in new hire onboarding

•	 Career development planning that includes influence capability as advancement criteria

•	 Performance review integration of influence effectiveness and stakeholder 
relationship quality

•	 Organizational process changes that support and reinforce PMM’s strategic contribution
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Conclusion
The difference between PMM teams that drive strategic decisions and those constantly fighting 
for relevance isn’t expertise - it’s influence. 

You can perfect every framework, master every methodology, and produce brilliant analysis, 
but without the ability to get others to act on your insights, your impact remains limited to the 
confines of your own function.

This playbook has provided you with a systematic approach to transform that reality. From 
conducting honest influence audits that reveal where you actually stand with stakeholders, 
to building the four pillars of market intelligence authority, business impact storytelling, 
strategic partnership positioning, and cross-functional relationship mastery. You now have the 
frameworks to move from order-taker to strategic partner.

But remember: individual influence creates personal success, while team-wide influence 
capabilities create organizational competitive advantage. The most successful PMM leaders 
don’t just master these techniques themselves - they scale them across their entire team, 
creating a function where every team member can drive adoption of their work and contribute 
to strategic decision-making.

The 90-day implementation plan gives you the roadmap to get started, but sustainable 
transformation requires ongoing commitment to developing these capabilities across your 
team. When you successfully build this foundation, you create something competitors can’t 
easily replicate: a PMM function that shapes business direction rather than simply supporting it.
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Upskill your entire team, get everyone speaking the same language, and level-up your PMM 
impact with accredited certifications and bespoke training your team can use to learn 
today and apply tomorrow.

•	 Strategic workshops

•	 Team membership

•	 Team certifications

Explore team training options with PMA

Build, retain, and train a gold-standard 
product marketing team

https://learning.productmarketingalliance.com/product-marketing-team-training?utm_source=docsend&utm_medium=playbook&utm_campaign=strategic_partnership_playbook
https://learning.productmarketingalliance.com/product-marketing-team-training?utm_source=docsend&utm_medium=playbook&utm_campaign=strategic_partnership_playbook
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Why Product Marketing Alliance really is 
the #1 choice

Born from product marketers, built for product marketers.

While others offer broad business training across multiple 
disciplines, we exist for one purpose: advancing product marketing 
excellence. Every course, framework, and resource is laser-focused 
on the unique challenges PMMs face.

The world’s largest product marketing intelligence network.

We’ve hands-down assembled the biggest collection of product 
marketing expertise on the planet. Our training doesn’t come 
from outdated textbooks - it’s powered by real-time insights from 
practitioners currently solving the challenges you face every day.

This isn’t just training. It’s collective intelligence at scale.

Today’s product marketing, not yesterday’s.

The product marketing landscape has evolved dramatically. 
AI-driven insights, product-led growth strategies, community-
driven GTM approaches, and data-driven positioning require 
fresh thinking. Our content is refreshed weekly with cutting-edge 
methodologies that reflect what product marketing looks like 
today - not what it was a decade ago.

Agility that moves with your business.

Unlike rigid, one-size-fits-all programs, our approach adapts to 
your pace. Whether you need just-in-time learning for an urgent 
product launch or comprehensive skill development, our modular 
training ecosystem grows with your needs. Real scenarios from our 
community inform real solutions you can implement immediately.

Leaders teaching leaders.

Our instructors aren’t just trainers - they’re current product 
marketing leaders from high-growth companies who understand 
the pressures you face. Every framework, every case study, every 
template comes from practitioners who’ve scaled products 
from zero to millions in ARR and continue to shape the function’s 
evolution.

The choice is clear: learn from the world’s most concentrated 
source of product marketing expertise, or settle for generic 
business training that treats product marketing as an 
afterthought.



Thank you for 
reading

https://www.productmarketingalliance.com/join-slack/?_gl=1*33y64q*_up*MQ..*_ga*NDQ0NTUyOTI5LjE3MzIxMTAxNzU.*_ga_KVYRMDNSEY*MTczMjExMDE3NS4xLjAuMTczMjExMDE3NS4wLjAuMA..
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https://twitter.com/PMMalliance
https://www.youtube.com/channel/UCzvoAoVXV9PDK8j3NdPURnw
https://www.facebook.com/productmarketingalliance/
https://www.tiktok.com/@pm_alliance?lang=en

