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Getting started
As you prepare for your PIM implementation, it’s critical to avoid costly mistakes, such 

as wasted time and bad partnerships. As a project sponsor and lead, you’ll want to show 

progress within your organization quickly, but your solution must be scalable to optimize 

future product launches. How do you balance all these priorities and accomplish the 

daunting task of overhauling the current way of managing your product data?  

This e-book was written to help you prepare for success and avoid common pitfalls with 

four critical steps to take before you begin your PIM implementation.  
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You don’t want to get it wrong.  

What are the stakes of a PIM implementation?  

“As competition ramps up in B2B ecommerce, businesses that build their strategy 

with a PIM at the core will have a much higher rate of success now and in 

the future.”

Successful businesses derive 25% or more of their annual revenue from new product launches1. And since as 

much as 85% of new products fail within the first two years2, it is more important than ever before to launch 

digital transformation projects smoothly and in alignment with overarching business goals.  

Product data problems are often the result of a bad handoff between R&D and sales/marketing. Perhaps 

silos between departments are preventing collaboration, or your team is unable to predict and deliver your 

downstream channel partner needs1. 

PIM is critical for endless manufacturing, distribution, and retail needs: product launch readiness, multi-

channel distribution and content syndication, ecommerce, and even print. PIM helps navigate the 

complexities of multiple buyer and seller types. If your implementation goes wrong, it can disrupt your entire 

go-to-market strategy. But if you get it right, you can jump several organizational hurdles with one platform.   

You’re likely well aware of this—that’s why you’re here. You know that accurate, standardized product data 

can transform your business, streamline product launches, and help you influence specific KPIs. 

– Digital Commerce 3603
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Staff the  
right team
Resourcing your PIM prep and 
implementation

Step 01:
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Staff the right team

PIM initiatives often fail due to inadequately resourced teams. The problems aren’t purely due to bandwidth; 

they’re more frequently due to lack of stakeholder alignment and buy-in.  

PIM requires input and buy-in from many disciplines. To enrich your data, you’ll need the assistance of 

marketing, product, IT, and research and development. To maintain momentum, you’ll need support 

from these functions and more. For that reason, it’s important to create a PIM team that can produce and 

advocate for the project.    

Depending on your company, you may identify additional staff who should contribute to the steps outlined in 

this document. They could come from a variety of departments, including operations, procurement, human 

resources, and more. 
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PIM Lead Product Manager

Enrichment Team

You need someone to manage 

the entire project. This person is 

the go-to for all members of the 

PIM team and will work closely 

with your PIM implementation 

partner. 

Product Team
These subject matter experts 

need a seat at the PIM table 

to ensure accurate product 

information is captured 

throughout the product 

creation processes.  

Establish a primary internal 

contact on the project to work 

closely with the PIM lead and 

funnel communication across 

the rest of your internal team. 

They will contribute knowledge 

from their areas of expertise 

through the product data 

enrichment. You need writers, 

editors, and approvers from 

across the business. 

Marketing IT
These team members can 

contribute information 

around product bundling, 

product planning, and 

related campaigns—and they 

understand the downstream 

needs.  

Your team has a vested interest 

in streamlining existing systems 

and ensuring data quality. 

You’ll inform requirements and 

work to optimize your new 

infrastructure.  



  
Map your 
product process 
Identifying the data points that will 
move your product  

Step 02:
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Map your product process  

Goals of end-to-end product process analysis  

Your PIM implementation should make a broad and lasting impact on your business. To uncover every 

opportunity, begin by identifying every step in your product process, from inception to sourcing to 

manufacturing to the shelf. Knowing this process backwards and forwards is critical to effective selling. It’s 

about capturing the full product story and identifying which data points from each part of the process can 

help your business sell products in the future. 

A high-end clothing manufacturer went to great lengths to source the best wool in the world. They used 

that wool to create the best fabric and used that fabric to make the best jackets. As we uncovered these 

product details in a process analysis workshop, the eyes of every marketer in the room lit up. It became 

clear that the marketing team hadn’t heard these data points before, therefore they didn’t know the full 

product story. By gathering the right people to have these conversations, they could craft a better story to 

sell more product.

Identify the correct product attributes Establish your PIM users 

What to expect: 
example process 
analysis 

You aren’t just looking for “what marketing needs to know.” You 

need every known detail about the lifecycle of each product. This 

will help standardize the way your team thinks about product 

data and optimize how you capture your most critical information 

moving forward.  

Determine which roles within your company have a role in the 

product process and, therefore, will also need a role in your PIM 

system. This can include anyone involved at any point, from initial 

ideation to the management of downstream channels. Doing this 

ahead of time will expedite your PIM implementation.

Product + attributes Systems + processes

•  What types of things do you sell? 

•  How are they the same? 

•  How are they different? 

•  Who initiates new products?  

•  How do they get from inception to market? 

•  What systems and integration points exist? 
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Audit your 
product data  
Assessing existing data to identify 
gaps and enrichment opportunities  
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Marketing

Engineering

Safety

Suppliers

Audit your product data  

Goal of product data audit  

Businesses waste tens of thousands of hours per year tracking down the “right” version of their product 

data and putting it into the “right” format. Before PIM, product data exists in multiple places—spreadsheets, 

PDFs, various internal systems, inside people’s heads. Countless versions of the same document often exist 

across the company and within individual departments. And multiple variations of the same data type often 

exist within each document (e.g., 4.5”, 4.5 inches, 4 ½ inches). The sooner you identify and standardize your 

product data, the sooner you can begin an efficient PIM implementation.  

Assess the current state of your product data

Your PIM Lead and Product Manager should speak with people throughout the organization to identify all known product 

documentation. This will take a while, so plan accordingly. Once they’ve identified every document, they will review and 

pare down, combining like data documents together until there is one source of truth.  
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We see a lot of hand-built files, which can be difficult to interpret. If you expect to find these in 

your universe of data, budget time for speaking with their creators. You’ll need to understand 

where the documents came from, how the creators use them, and the strategy behind  

their formatting.

PRO TIP:

Review and 
pare down

Establish one 
source of truth

Identify all known 
product documentation



  
Build a scalable  
data strategy  
Hierarchical framework for 
enriching data 
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Build a scalable data strategy  

Product data modeling  

Internal workflows  

This fourth and final step is all about scalability. If you’ve followed every step thus far but aren’t fully prepared 

to enrich and grow your data set, then everything you’ve done to prepare will be in vain. Your team will 

need a shared understanding of product data, related attributes, relationships, and interdependencies. They 

will also need to speak the same language. And they need a thorough understanding of how data must be 

formatted for your downstream channel partners.  

The process of defining your data, its attributes, and its relationship with other data 

Determining who within your organization plays what role in enrichment 

Eventually, you’ll want all your data in one, centralized, standardized system. To get there, you must create a 

framework or “data model.” This will grow over time to account for each type of product, each detail about 

those products, and the relationships between them.  

Before you can enrich your product data, you have to know who is doing what. Who generates data? Who 

fills in which blanks? Who approves what? Establishing this upfront will minimize confusion and expedite 

optimization. It will also give you visibility into the workflow, so you can keep tabs on where each set of 

product data is within the process. 
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Taxonomy
The standardized nomenclature used for product data 

Internal taxonomy External taxonomy 

Your PIM solution must be scalable. If you aren’t careful, you can build a system that doesn’t accommodate your existing products, 

much less new ones. To create a PIM solution that scales, you must define two types of taxonomy: internal and external. 

• 

•

•

• 

•

•

Internal language referring to products and SKUs 

Standardized and does not change 

Your team will use this to find, create, and enrich your  
product data 

Established based on how output channels want to  
receive information 

Broader and will change over time  

Your team must understand downstream channel 
requirements  

Many downstream channels, such as Amazon and Ebay, publish their unique requirements online. 

PIM offerings such as inRiver’s Syndicate4 can expedite this process and help you meet the varying 

requirements of each channel by automating with more than 250 templates. 

PRO TIP:



Starting a PIM project? 
Let’s talk about your product information needs. 

connect@ntara.com

www.Ntara.com/PIM  

Pulling it together
PIM is an investment of both time and money. Because this is a complex enterprise 

system change, it is critical to ensure your PIM implementation goes off without a hitch. 

Additionally, your team has a lot to learn before they can take the reins. As such, taking 

these steps as outlined will be critical in showing progress and time savings to your C-suite 

throughout the implementation. 

With accurate product data documentation, data enrichment workflows, and established 

taxonomies, your organization will save time and money on its PIM implementation. Taking 

these steps upfront will save your organization hundreds of hours of work in the future and 

could save significant time and money on your PIM implementation.
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