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The Bright Spot Playbook 

A Builder PM Guide to Strengthening the Product Spine 
 

When to Use This 
Use this playbook when a new capability is being developed and you want to ensure it 
strengthens the Product Spine instead of becoming a bright spot. 

 

Step 1 — Run the Bright Spot Diagnostic 

Ask four questions: 

1. Which offer does this capability strengthen? 

2. Which solution becomes more complete? 

3. Where will it appear in the sales motion? 

4. Which business signal should move? 

If two or more answers are unclear, the capability is likely becoming a bright spot. 

 

Step 2 — Run Three Builder PM Checks 

1. Architecture Review 
Ensure the capability strengthens the product architecture. 

2. Solution Whiteboarding 
Place the capability in the customer workflow. 

3. Sales Motion Markup 
Confirm sales can actually use the capability. 

 

Step 3 — Update Product Context 

Each iteration should update: 
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• Offer context 
• Architecture knowledge base 
• Solution diagrams 
• Sales plays 
• Business signals 

This keeps the Product Spine aligned while capabilities ship. 

This playbook compliments the article How to Move Fast Without Pulling the Product Apart. 

 

1. Introduction: How builder PMs connect capabilities to offers, 
solutions, sales and growth 

Builder PMs work in high-speed environments.  They build context that helps other teams 
move with confidence.  This diagram shows the builder PM role. 

 

Capabilities ship quickly.  However, these capabilities can result in bright spots in the  
product context. 

That context includes: 

• offers 

• architecture 

• solution positioning 

• sales motion 

https://amycmitchell.substack.com/p/builder-pm-product-context
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The Product Spine is this business focused part of product context. Using this playbook,  
Builder PMs handle the architecture changes to the Product Spine as they build new 
capabilities. 

The diagram below shows the Product Spine. 

 

This guide shows three practices to keep the Product Spine aligned while you build. 

1. Architecture review 
2. Solution whiteboarding 
3. Sales motion markup 

 

2: The Product Spine Rule 
Builder PMs often use a simple rule. 

Before a capability ships, ask: 

• Which offer does this strengthen? 

• Which solution becomes more complete? 

• Where does this appear in the sales motion? 
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• Which business signal should move? 

If a capability clearly connects to three or more, it is strengthening the Product Spine. 

If the connections are unclear, it is likely becoming a bright spot instead. 

 

3. The Bright Spot Diagnostic 
Before diving into architecture reviews or solution whiteboarding, start with a quick test. 

Builder PMs often sense when a capability is becoming a bright spot. 
This diagnostic helps you confirm it quickly. 

Question If the answer is unclear 

Which offer does this capability strengthen? It may be outside the product packaging. 

Which solution becomes more complete 
because of it? 

Customers may not see the value. 

Where in the sales motion will this appear? Sales will struggle to use it. 

Which business signal should move if this 
works? 

Leadership will question the investment. 

 

If two or more answers are unclear, the capability is probably becoming a bright spot.

 

4: Architecture Review  

Purpose: 

Ensure the capability strengthens the product architecture instead of fragmenting it. 

This is not a heavy review board. 

It’s a quick architectural check. 

Questions to include: 

• Does this extend existing capabilities or introduce a new pattern? 

• How does this change the offer or the offer hierarchy? 

o What are the ordering rules for this? 
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o What is the name of the capability that is used in the Product Spine? 

• Are we creating another configuration or simplifying one? 

o What are the units of measurement? 

• Will other products need to integrate with this later? 

Outcome: 

Architecture note added the plan that lays out the offer changes from the new capability. 

Example: 

New capability: AI inference pipeline 

Architecture extension: 

- integrates with existing data ingestion layer 
- reuses telemetry framework 
- introduces model lifecycle abstraction 

This outlines the changes that the builder PM plans to make and keeps the offer coherent. 

 

5: Solution Whiteboarding  

Purpose: 

Make sure the capability completes part of a solution story. 

This is often done quickly with: 

• product 

• sales engineer 

• architect 

Whiteboard exercise: 

Start by drawing the customer workflow. 

Example: 

Customer goal → Data ingestion → Model training → Inference → Monitoring 

Then place the new capability on the map. 
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Questions: 

• Where does this capability sit in the workflow? 

• Does it close a gap or create a new one? 

• What capability needs to exist next to complete the solution? 

• Do any interfaces change? 

• Any key customer touch points affected: 

o Onboarding to the solution 

o Getting support and additional services 

o Monitoring and maintenance 

Outcome: 

Solution diagram updated 

This becomes a tool for: 

• sales conversations 

• demos 

• roadmap clarity 

 

6: Sales Motion Markup  

Purpose: 

Ensure sales can actually use the capability. 

Builder PMs often skip this step because it feels like sales work. 

Sales motion markup is simple. 

Take an existing sales play or pitch deck and annotate it. 

Example questions: 

• Is there any special customer qualification criteria? 

• Where in the customer conversation does this appear? 

• Is this a deal opener, deal accelerator, or expansion lever? 
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• What demo moment shows this capability clearly? 

• Does it shorten or lengthen the sales cycle? 

• How does a customer order this? 

o Are there ordering rules? 

Outcome: 

Updated sales motion 

Sales can immediately incorporate the capability. 

 

7: Business Signal Mapping 
This is the leadership bridge. 

Ask: 

If this capability succeeds, what signal should move? 

Example mapping: 

Capability → GPU scheduling optimization 

Expected signals: 

- higher attach rate of GPU nodes 
- faster deployment cycles 
- higher expansion revenue in AI clusters 

Outcome: 

Metric tracked alongside capability adoption 

This creates credibility with leadership. 

 

8: Product Context Updates 
Tie the whole process together. 

Each builder iteration should update: 

1. Offer context 

2. Architecture knowledge base 
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3. Solution diagrams 

4. Sales plays 

5. Business signals 

These updates keep the Product Spine strong. 

Without them, capabilities accumulate but the product doesn’t compound. 

 

9: Builder PM Workflow 
A typical workflow. 

Example: 

1. Prototype or review requirements for the capability 
2. Architecture check 
3. Solution whiteboard 
4. Sales motion markup 
5. Business signal mapping 
6. Update product context 
7. Release capability 

The key idea: 

Shipping the capability is step 6, not step 1. 

 

10. How Builder PMs Connect Capabilities to the Product Spine 
Builder PMs don’t just ship features. 

They strengthen the product system that turns capabilities into growth. 

Each capability should: 

• reinforce the offer 

• complete a solution 

• enable a sales motion 

• produce a business signal 
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Builder PMs don't just ship features. 
They strengthen the system that turns capabilities into growth. 

That is how bright spots become compounding product momentum. 

 

Related articles 
- How to Move Fast Without Pulling the Product Apart Connects your new capability 

to the rest of the product 
- Builder PM Moves to Make Product Work Easier Establishing your product context as 

a builder PM 
- Context Engineering for Product Managers 5 steps to turning your product materials 

into product context 
- Monetization for Product Managers How to respond to monetization questions 
- Business Fluency for Product Managers 15 business topics and free product 

manager resources on business acumen. From Prove Your Business Case. 
- Developing Standard Offers Learning path for paid subscribers with examples and 

checklists.  Offer definition, maturity model and operational sellability for product 
managers. (paid subscribers only) 

 

 

 

https://amycmitchell.substack.com/p/builder-pm-product-context
https://amycmitchell.substack.com/p/builder-pm
ttps://amycmitchell.substack.com/p/context-engineering-for-product-managers
https://amycmitchell.substack.com/p/monetization-for-product-managers
https://amycmitchell14-create.github.io/PM-catalog/content/business%20impact%20free%20resource%20for%20product%20managers.pdf
https://amycmitchell.substack.com/p/premium-pm-resources

