
MAKING YOUR 
CASE FOR PDM

Convincing your boss the team needs 
Product Data Management



If you’ve taken the time to download this eBook, 

there’s a reasonably high chance that you’re  

interested in convincing your manager,  

your team, your business partner, all or  

some of the above, to take a serious look at a  

Product Data Management (PDM) solution. 

Welcome. This is a safe space. 

WHY READ THIS REPORT?



If you’re like most people, you find yourself in this 

position because you’re the engineer who’s finally 

had enough of hacked together CAD file manage-

ment solutions. “Solutions” that don’t know any-

thing about engineering rules or don’t make it any 

easier to share files with non-CAD users. Maybe 

you’re also the engineer who’s come to terms with 

the idea that a well-organized (and well-meaning) 

file naming system is not, in fact, infallible. 

Our hope is that you’ve arrived at this opinion 

before someone grabbed an old version and 

worked on it for half a day. We’re also hopeful that 

every part sent to manufacturing has been the 

right part. But we know that isn’t always the case. 

We’ve found that our customers are remarkably 

candid about why they buy PDM, especially if it’s 

to ensure that no one ever makes the mistake that 

just cost them their weekend ever again. The mes-

sages we receive about the failings of customer 

file management systems are usually delivered 

with a bit more verve and colorful language than 

we’re able to replicate here, but you get the idea.

Not everyone has the “luxury” of having a painful, 

completely avoidable mistake in their engineering 

group’s recent past to buoy arguments for a PDM 

solution. For the most part, CAD file management 

is like anything else—management is inclined to 

stick with what’s working, especially if it’s free. 

Smart managers understand there’s an element 

of risk in an unmanaged environment, but given 

what else is on their plate (deadlines, budgets, 

deadlines again), it can be a challenge to push 

CAD file management to the top of the list. 

Fortunately, you’re in the right place. This 

eBook explains how you, the CAD-using 

engineer who’s had quite enough of naming 

conventions and Dropbox, can bring together 

the elements needed to support an investment 

decision in a modern, industrial-strength 

product data management solution. 

In other words, the aim here is to give you what 

you need to convince your boss that your team 

needs PDM.

WHY AM I HERE?

http://info.grabcad.com/guide_to_CAD_file_management.html
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• Every PDM solution is supposed to solve the same problems—

that’s why you see the same list of pain points across vendors. 
Your job is to identify which pain points hurt your team the 
most and use that as your argument’s foundation.

• Put yourself in your boss’ position and imagine he had to turn

around and pitch your idea to a VP. What ammo can you give

your boss to make that next-level conversation go smoothly?

How does this new tool solve some problem the VP has been

on your boss to solve?

• Look for influential people in your organization who have a

successful track record of developing and implementing ideas;

people whose opinions carry weight with your organization’s

decision-makers. Informally present your idea to these people

and ask for their input.

KEY TAKEAWAYS



IDENTIFY THE BIGGEST  
FILE MANAGEMENT  
HEADACHE, THEN PRIORITIZE

Before building a case, it’s critical to first orient yourself. 

What specific problems are you trying to solve? What’s 

the biggest problem that you’re trying to solve? If “version 

control” just popped into your head (and now you’re feel-

ing a kind of low-level rage combined with vague nausea), 

it’s safe to assume that that’s your biggest pain point. But 

other people might experience transcendental fury about 

how long it takes to find the file they’re after. Emailing files 

to a manufacturer—and guaranteeing they’ll disregard that 

version when you send a design update a week later—can 

be stressful even if you’ve got a great relationship with that 

manufacturer. 

The point here is that what sells engineers on the benefits of 

product data management isn’t always the same at every 

company. The problems themselves are the same, but what 

irritates one organizational culture more than another should 

be taken on a case-by-case basis. It’s your job to identify what 

annoys your team the most about CAD file management, rank 

those based on how much time is wasted on tasks that could 



easily be automated or safeguarded against, and then convert 

that time to dollars. We’ll get to that part later.

If you’re right in the middle of evaluating PDM, you’ve no 

doubt seen some permutation of this list in nearly every piece 

of collateral from nearly every vendor. There’s a reason for 

that. PDM is supposed to fix these headaches. Whether a  

particular solution does or doesn’t (at a price your manager 

finds palatable) is for you to decide. To help you with that part 

of the decision-making process, you can find a free buyer’s 

guide written by a third-party analyst here.

WHAT DOES OUR  
RESEARCH SHOW?

Figuring out what hurts the most is both easy and obvious. 

If people are constantly overwriting each other’s work you 

don’t have to be a genius to understand the virtues of file 

locking. But after that, ranking CAD file management has-

sles can be a little tricky—especially if it’s not a lesson your 

team has learned the hard way (yet). 

The best way to make an abstract concept more real—in 

other words, something that could happen to your team but 

• Revision/version control

• Collaboration and file 
sharing with both internal 
and external partners 

• Managing the realities  
of a multi-CAD world

• Accommodating the  
needs of non-CAD  
users (Sales, Marketing, 
the CEO)

• File naming conventions 
that won’t scale

• Establishing a single 
source of truth

• Placing CAD files/IP in  
an environment that is  
appropriately secured 

PROBLEM
SOLVED

PDM SOLUTION 
EVALUATION CRITERIA

http://info.grabcad.com/PDM_Buyers_Guide.html
http://blog.grabcad.com/blog/2014/11/03/cloud-safe-place-data/


hasn’t yet—is to go to your manager with research data. But 

where to find primary research data on CAD file manage-

ment challenges? 

Funny you should ask. One of the nice things about hosting 

a community of a 1.5 million engineers is that they don’t 

really mind answering an occasional survey question or 

two. A few months ago, we asked our community to tell us 

which aspects of CAD file management and collaboration 

costs them the most time and money. 

of respondents had to go 
back and work on a product 
design again because a client 
didn’t give feedback early 
enough in the process

of respondents spend time 
every month reconciling  
two versions of the same 
design after someone else 
unexpectedly made changes

of designers had frustrated 
clients who couldn’t stay  
up to date on their design 
because they don’t have  
access to CAD

of engineers and designers 
spent time working on a 
model while unaware that 
someone else recently  
made changes

ANNOYANCES A LA CARTE:

Helping non-CAD 

users is awful

So is reconciling  

multiple design versions

Waiting on IT grinds 

everything to a halt

MAJOR THEMES

TRUE COST
FILE MANAGEMENT & COLLABORATION

88%

80%

73%

71%

http://resources.grabcad.com/time-go/
http://resources.grabcad.com/time-go/


You’ll want to make note of this stuff. Nothing irritates 

engineers more than wasted time and effort. Even if your 

manager hasn’t been a practicing engineer in a few years, 

he was once. And now his bosses give him a hard time about 

budgets, cost overruns, and project deadlines. If someone’s 

hardwired to loathe inefficiency, they’re likely to have a 

passing interest in streamlining processes. If they’re hard-

wired to loathe inefficiency and their boss wants to know 

why the department is having such a hard time finding and 

reusing a flange file that hasn’t changed in five years—you’ve 

got yourself an opportunity to make a pitch.

BUILDING YOUR CASE

THE BASICS

When you’re talking about PDM, two things are invariably true: 

1. It’s tough to make a convincing argument without genu-

inely understanding where current processes are coming

up short and attaching a dollar figure to that inefficiency

2. No matter what you decide, you’ll have to engage in a

bit of “internal selling” if the goal is to either get others

excited or to avoid a scenario where everyone with an

http://onlinelibrary.wiley.com/doi/10.1002/smi.1386/full
http://onlinelibrary.wiley.com/doi/10.1002/smi.1386/full


engineering degree sets off to do their own research—

slowing the decision-making process and, ultimately, 

implementation. 

Remember, it’s likely going to either/or. Either no one will 

care or everyone will.

Attaching dollar figures to inefficiencies isn’t always as easy 

as calculating the cost of manufacturing the wrong part. 

Some managers don’t particularly care if you work 40 hours 

a week or 80. However, all managers and executives care 

about additional sources of revenue (especially if they’re 

the owner of the company). Take Jason Kalich, former 
General Manager of the Relationship Experience Division 

at Microsoft:

When thinking about pitching PDM, think about what types 

of new projects might become available if the team can 

easily collaborate with dispersed teams. As a last resort, 

“Don’t bring me a good idea—I’ve already got plenty of good ideas. 
Don’t even bring me cost savings. Cost savings are nice, but they’re 
not what I’m really interested in. Bring me revenue growth and you’ve 
got my ear. Bring me new value, new products, new customers, new 
markets: then you’ve got my attention, then you’ve got my support.”  



how may new projects could the team work on if they were 

spending those 80 hours being an engineer and not wres-

tling with CAD file management?

THINK OF SALES AS YOUR ALLY

This is going to sound weird, and no one would blame you 

if the notion of trusting a salesperson gives you pause. But 

once you’ve chosen a vendor/solution, who better to help 

you attach dollar figures to time spent recreating CAD files? 

Who better to help you sell internally? These are literally 

the two things salespeople do all day long. Most of them are 

really good at it. 

Plus, you both want the same thing. And they have the ammo 

you’ll need to make your case. If they don’t have the answer 

to your question, they’ll find out. If they don’t have the col-

lateral on hand, they’ll make it. It’s not a bad idea to consider 

including them in the pitch you make to your boss. They do 

this all day every day. No matter how much prep you put into 

the pitch, there’s a possibility someone on your team (or your 

boss) will ask a question that you didn’t anticipate.

DON’T FORGET TO LEARN FROM OTHERS

From Advanced Soft Skills:

“Look for influential people in your organization who have 

http://www.ncmahq.org/files/Articles/CM0808 - pages 56-61.pdf


a successful track record of developing and implementing 

ideas; people whose opinions carry weight with your orga-

nization’s decision-makers. Informally present your idea to 

these people and ask for their input.” 

According to Scott Berkun, Author of The Myths of Innovation: 
"If your idea is interesting and possibly beneficial, it 

shouldn’t be hard to get a coworker or two to also want to 

try the new thing. Provided the boss respects their opinion, 

their interest in participating helps support your arguments. 

In some cases it might even be better if someone other than 

you makes the pitch. If you have a good relationship with the 

peers of your boss, especially peers they respect, consider 

trying to get them involved."

GET THE TIMING RIGHT
Timing is everything, and the same is true when making a 

case for enterprise software. Did the company lose out on a 

bid because it didn’t have a way to securely share files with 

an overseas vendor? Maybe that’s a good time to bring up 

PDM. So is a few days before a management meeting where 

your boss needs to talk up all of the great projects the team 

is working on and systems it’s improving.

Is the company struggling to meet basic performance goals? 

http://scottberkun.com/2014/how-to-convince-your-boss-to-try-new-things/
http://www.amazon.com/The-Myths-Innovation-Scott-Berkun/dp/1449389627


It’s probably not the best time to talk about introducing 

new systems. No one outside of the company can help you 

with this one. If you’re not sure, ask around. Nothing kills an 

initiative faster than getting the timing wrong.

LAUNCH A PILOT & MAKE IT SUCCEED

There’s not a lot of mystery behind the appeal of a pilot 
program. It gives the project sponsor a way to introduce 
new solutions without forcing a manager to commit to the 
costs associated with a full-blown implementation. Even 
the most skeptical of managers will have a hard time 
saying “no” to trying a compelling new solution when 
there aren’t any real strings attached. Even a failed pilot 
offers new lessons learned for the organization.  

THE PITCH

While attaching a dollar amount to anything and everything 

seems like common sense (and it is, you should absolutely 

do that), there’s empirical evidence that confirms what you 

probably already know: wasted time and effort makes en-

gineers really, really angry. So what, you say? Who actually 

likes wasting time? That’s a fair point. But if you read the 

study, not only is wasted time far and away the most an-

noying thing to engineers out of a series of other annoying 

things (work overload, interpersonal conflict, etc.), you’ll also 

http://onlinelibrary.wiley.com/doi/10.1002/smi.1386/full


notice that engineers hate wasted time and effort more than 

any other professional group measured (academics, clerical, 

and sales, respectively).

Put yourself in your boss’ position and imagine he had to 

turn around and pitch your idea to a VP. What ammo can 

you give your boss to make that next-level conversation go 

smoothly? How does this new tool solve some problem the 

VP has been on your boss to solve?

More from Scott Berkun:

Consider what problems your boss needs to solve. 

"Don’t start with your problems or what things you want to

try. Instead think about the world from the perspective of 

your boss. What are their goals? What do they need to do 

to suc-ceed? What achievements are they striving for? 

What will get them promoted?"

Frame your proposal in terms of their goals. "Frame

anything you want to try in terms of how it might help your 

boss. Will it have a chance of helping reach their sales 

quota? Will it help them get better clients? Will it save them 

budget? At minimum, think about your own productivity and 

morale: why should your boss care about improving these 

things?"

http://scottberkun.com/2014/how-to-convince-your-boss-to-try-new-things/


If you’d like to know more about Workbench, 

you can view the overview here. 

https://grabcad.com/workbench
http://www.slideshare.net/grabcad/grabcad-whypdmv2
http://www.slideshare.net/grabcad/grabcad-why-pdmnowv2



