
Product Management Health Framework
Org Goals KPI’s Signals (Market + User)

Are we building toward something that matters? Are we measuring meaningful progress? Are we grounded in real behavior and real demand?

Essential Elements

 
DETACHED: Decisions disconnected from reality 

Goals shift frequently or reflect politics. KPIs become vanity metrics or are manipulated. Signals are ignored or overridden. The roadmap turns 
reactive. Success is declared rather than demonstrated. Teams lose clarity on what good looks like. Trust erodes and impact declines. 

Arc of Product 
Health 
Product 

organizations 
move along a 
trajectory — 

upward toward 
clarity and impact, 

or downward 
toward 

disconnection.

Product only works for the market and users when goals are clear, KPIs measure real outcomes, and market and user signals are trusted.

 
ALIGNED: Strategy → Metrics → Roadmap → Impact 

Goals are clear and stable. KPIs directly measure progress toward those goals. Market and user signals shape prioritization. Tradeoffs are 
transparent. Teams understand why they are building. Impact is measurable and trusted. The system reinforces itself. 

 
DRIFT: Activity without reinforcement 

Goals exist but feel abstract or distant from daily work. KPIs are tracked but rarely drive decisions. Signals are gathered yet selectively applied. The 
roadmap feels busy but not directional. Urgency begins to outweigh impact. Coherence is weakening. 



UX Health Framework
Experience Intent Behavioral Evidence Experience Coherence

Are we designing toward a meaningful user outcome? Are we grounded in observed behavior, not opinion? Is the experience consistent end-to-end?

Essential Elements

 
DETACHED: Aesthetic without evidence 

Design is asked to “make it better” after decisions are made. Research is ignored or selectively cited. Experience becomes fragmented. Usability 
issues are discovered post-launch. Teams cannot articulate the intended behavior change. Trust in UX erodes. Adoption stagnates. 

Arc of UX Health 
UX organizations 

move along a 
trajectory — 

upward toward 
clarity, coherence, 

and behavior 
change, 

or downward 
toward 

fragmentation and 
surface design.

UX only works when user outcomes are clear, behavior is measurable, and insight is trusted.

 
ALIGNED: Insight → Experience → Behavior Change → Value 

User outcomes are clearly defined. Research informs priorities early. Design decisions are grounded in observed behavior. Experience is coherent 
across touchpoints. Usability and adoption are measurable. The experience drives real behavior change. The system reinforces learning. 

 
DRIFT: Design without strategic gravity 

Research exists but arrives late. Insights influence interface but not direction. Experience is optimized locally, not systemically. Usability improves, but 
impact is unclear. Teams debate preferences more than outcomes. Coherence begins to weaken. 



Health-Driven 
Operating Model 

(HDOM)

Frame Opportunity
Market POV + User Insight define where to play 
and why it matters. PM defines economic intent. 
UX defines behavioral intent. Decision: Is this 
worth investing in? 

Define Experience

To-be scenarios, Hills, and measurable 
outcomes are articulated. Sponsor users 
validate direction. Decision: Does this 
meaningfully differentiate us? 

Commit as Business

Revenue model, KPIs, investment envelope, 
and experience roadmap align. Cross-functional 
commitments are explicit. Decision: Are we 
committing real resources? 

Built for Impact

Experience is built to the defined Hills. Metrics 
are instrumented at launch. GTM and 
experience readiness are verified. Decision: Are 
we ready to expose this to the market? 

Sense & Respond

Behavior, adoption, financial performance, and 
experience signals are reviewed together. The 
offering evolves — or sunsets. Decision: Do we 
adjust, double down, or stop? 
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ALIGNED: Insight → Experience → 

Behavior → Value 
User outcomes are clearly defined. Research shapes 
direction early. Design decisions are grounded in real 
behavior. Experience is coherent across touchpoints. 

Usability and adoption are measurable. The 
experience drives meaningful behavior change. The 

system reinforces learning. 

 
DRIFT: Design without gravity 

Research exists but arrives late. Insights inform 
interface but not priorities. Experience improves 
locally but lacks system coherence. Usability is 
optimized, yet impact is unclear. Teams debate 

preferences more than outcomes. Coherence begins 
to weaken. 

 
DETACHED: Aesthetic without 

evidence 
Design is asked to “make it better” after decisions are 

made. Research is ignored or selectively cited. 
Experience becomes fragmented across channels. 
Usability issues surface post-launch. Teams cannot 
articulate the intended behavior change. Trust in UX 

erodes. Adoption declines. 

Health-Driven Operating Model (HDOM)


