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Pearson’s Commitment to Diversity,
Equity, and Inclusion

Pearson is dedicated to creating bias-free content that reflects the diversity
of all learners. We embrace the many dimensions of diversity, including but
not limited to race, ethnicity, gender, socioeconomic status, ability, age,
sexual orientation, and religious or political beliefs.

Education is a powerful force for equity and change in our world. It has the
potential to deliver opportunities that improve lives and enable economic
mobility. As we work with authors to create content for every product and
service, we acknowledge our responsibility to demonstrate inclusivity and
incorporate diverse scholarship so that everyone can achieve their potential
through learning. As the world’s leading learning company, we have a duty
to help drive change and live up to our purpose to help more people create a
better life for themselves and to create a better world.

Our ambition is to purposefully contribute to a world where:

e Everyone has an equitable and lifelong opportunity to succeed
through learning.

e QOur educational products and services are inclusive and represent the
rich diversity of learners.

e Our educational content accurately reflects the histories and
experiences of the learners we serve.

e Our educational content prompts deeper discussions with learners
and motivates them to expand their own learning (and worldview).

While we work hard to present unbiased content, we want to hear from you
about any concerns or needs with this Pearson product so that we can
investigate and address them.



e Please contact us with concerns about any potential bias at
https://www.pearson.com/report-bias.xhtml.
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Definition of stance
/sta:ns, stans/
noun

The way in which someone stands, especially when deliberately
adopted (as in jujutsu, golf, and other sports), a person’s posture.

“She altered her stance, resting all her weight on one leg”

—Oxford Languages
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Foreword

The Product Owner is accountable for maximizing the value of the
product resulting from the work of the Scrum Team. How this is done may
vary widely across organizations, Scrum Teams, and individuals.

The Product Owner is also accountable for effective Product Backlog
management, which includes:

Developing and explicitly communicating the Product Goal,

Creating and clearly communicating Product Backlog items,

Ordering Product Backlog items, and,

Ensuring that the Product Backlog is transparent, visible, and
understood.

The Product Owner may do the above work or may delegate the
responsibility to others. Regardless, the Product Owner remains
accountable.

For Product Owners to succeed, the entire organization must respect
their decisions. These decisions are visible in the content and ordering of
the Product Backlog, and through the inspectable Increment at the Sprint
Review.

The Product Owner is one person, not a committee. The Product Owner
may represent the needs of many stakeholders in the Product Backlog.
Those wanting to change the Product Backlog can do so by trying to
convince the Product Owner.

—Scrum Guide 2020!
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For many organizations, the accountabilities of Product Ownership are a
challenge. When discussing the subject, people working in those
organizations ask questions like, “Is a Product Owner a Business Analyst?”
or “Is the Product Owner a Product Manager from the business?”” The
reality is that when organizations adopt Scrum, there is a mindset change
that might make it hard to fit into an existing organizational structure.
Ultimately, these organizations are wrestling with the idea that someone
will be accountable for ensuring that the work on the product will be the
most valuable. Single accountability in most organizations does not fit.
They want groups of people, hierarchies, processes, controls, and
governance to ensure that the right thing will be done. Or, if there is a
mistake, everyone, which means no one, 1s accountable for that mistake.
The Product Owner was introduced to Scrum to enable teams to deliver
stuff and to remove the impediment of traditional organizational decision
making. The purpose is clear, but the details are vague. How does the
Product Owner decide what is most valuable? What does the Product
Owner do every day? How do they interact with stakeholders and the team?
How many teams do they support?

Those questions are tough to answer because the application of Scrum is so
varied, and context matters. For example, a Product Owner at a genetic
research organization will need a very different set of skills from one at a
bank or retail organization. Also, how Scrum is being used in each
organization will be different. For some organizations, Scrum teams are
connected directly to customers and have the autonomy to deliver value
directly. For others, Scrum teams are part of an elaborate and complex
release process comprising tens of teams working toward connected,
dependent goals. Each situation will encourage a different focus and
approach to ordering value and working with the team.

But there is a set of skills from which all Product Owners need to draw.
And more importantly, those skills can be grouped into stances that provide
context and boundaries. Stances are a fun way to describe the approach the
Product Owner takes. I was first introduced to the preferred and
misunderstood stances of the Product Owner by Chris and Robbin when we
developed the Professional Scrum Product Owner-Advanced course for


https://scrumguides.org/scrum-guide.xhtml#product-owner

Scrum.org. These stances became a great way to teach the ideas of Product
Ownership and form a bridge to Product Management. They also can
enable Product Owners in challenging situations to clarify what is essential.

For example, in a complex, multi-team environment where the Product
Owner is more of an order taker than an order maker, the stance of the
Visionary can add some clarity to how the Product Owner supports the
backlog helping the team to at least understand the context of the Product
Backlog items. Using the Visionary stance will not change the situation for
the Product Owner, but it will encourage the use of additional skills that
might help the team see more context in the Product Backlog items they
receive. By applying the stances, a Product Owner will slowly expand their
reach.

Each stance includes connections to product management, Lean UX, Lean
Startup, Coaching, Facilitation, and other bodies of work. This illustrates
the breadth of skills a good Product Owner can draw on to drive value
effectively. It is also ironic that the description in the Scrum Guide, four
paragraphs and one bulleted list, can introduce so much. But that is the
power of Scrum as described by the often-used phrase “easy to learn, hard
to master.”

In this book, Chris and Robbin present a comprehensive list of the stances
and skills a Product Owner can use. They present great examples that
illustrate both the challenge of Product Owners and the value that can come
from excellent Product Ownership. As the Product Owner of Scrum.org, I
have applied many practical examples and ideas from the book. Reading the
book also made me refresh my focus, which often gets sidetracked by detail
and distractions. Value is my destination, but other things often confuse and
obscure my route. In this book, Chris and Robbin have presented a
flashlight, or six flashlights, that can help me find my way to delivering
more value for my organization.

The accountabilities of the Product Owner are not easy to master, and
maybe you will never master them. From personal experience, I still wrestle
with balance, focus, and communication, and I have been on this path for
many years. But with every excellent increment, delivered Sprint Goal, and


http://scrum.org/
http://scrum.org/

every Product Goal realized, you are changing the world! Good luck, and
enjoy the book.

Dave West
CEO & Product Owner, Scrum.org
December 2022
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Introduction

Practical Product Management for Product Owners helps Product Owners
understand and avoid common pitfalls that inexperienced Product Owners
face. It provides them with better alternatives; more effective behaviors;
and useful tools, concepts, and techniques to become great Product Owners,
delivering products and services that delight their customers. It uses a case
study approach to illustrate these problems and describe alternative
solutions. The case study, while fictitious, is based on the authors’
experiences working with, and in various cases as, real Product Owners.

Everyone has experienced poorly conceived products or services, despite
the vast amounts of time and vast sums of money that organizations spend
building these products and creating the services. We believe this is because
Product Owners (Agile product managers) often lack the fundamental
accountabilities, experience, and skills they need to deliver great products
and services. Because of their inexperience, they fall into bad habits such as
trying to please stakeholders by agreeing to build what stakeholders want,
even when those stakeholder ideas may not be best for customers.

Inexperienced Product Owners lack the skills, and often the empowerment,
to chart their own course based on feedback from real customers. They
frequently don’t even understand what customers are trying to achieve with
the product or service; they make decisions based on anecdotal and
subjective secondhand information that doesn’t reflect real customer needs.
In short, they are largely shooting in the dark, hoping to hit something.

Book Structure



The book helps Product Owners and Product Managers to replace
ineffective and destructive Product Owner behaviors that lead to bad
products with effective behaviors that lead to great products. It starts with
an introduction to the misunderstood and preferred stances.

The Customer Representative stance is then discussed. Readers learn how
advanced Product Owners empathize with customers, how they identify
value for customers, and how they connect customers, value, and features in
a coherent story.

The Visionary stance covers how to tell better stories, set clear Product
Goals, create effective product roadmaps, and work company value and
product pricing.

Readers then learn about the Experimenter stance, discovering how to do
business model innovation, design and run experiments, and scale products
effectively.

Great Product Owners are great Decision Makers. Making decisions,
deciding how to make decisions, deciding whom to involve, and effectively
evaluating decisions are the main topics of the Decision Maker stance.

Of course, collaboration with other people is done continuously, but there
are some patterns around Agile governance, Agile budgeting, and Agile
contracting that will help readers to become great Collaborators.

Finally, readers learn about the Influencer stance. Great Product Owners are
masters at influencing their customers, users, stakeholders, and teams.
Mastering the Influencer stance is critical for success.

Target Audience

The primary target audience for this book includes Product Owners, product
managers, and product leads who wish to advance their careers and/or
increase their personal impact on the product. After having attended a
Professional Scrum Product Owner I (PSPO-I), Certified Scrum Product
Owner (CSPO) training, or having read The Professional Product Owner,?
people will understand the basic principles of their role within the Scrum



framework. However, turning understanding into effective behaviors and
turning effective behavior into actual value maximization of a product is a
whole different matter. The audience typically has a few years of working
experience as a Product Owner/Manager.

2. Don McGreal and Ralph Jocham, The Professional Product Owner: Leveraging Scrum as a
Competitive Advantage, Addison-Wesley, 2018.

A secondary target audience includes Agile Coaches/Consultants and
Scrum Coaches/Masters. The practitioners struggle to effectively coach,
train, and mentor their Product Owners, managers, and leads. Many of them
struggle to coach product people and company management on effective
product management practices and skills, resulting in misunderstood
stances of the Product Owner. This book will help Agile Coaches and
Scrum Masters to learn about the Product Owner stances, tools, and
techniques needed for success so that they can help their Product Owners to
become better visionaries, customer representatives, collaborators, decision
makers, experimenters, and influencers.

Finally, many product and company leaders, managers, and executives
struggle with advancing the profession of product ownership/management
in their organizations. This book will help them to coach and guide their
product people and teams on a journey of personal growth and growth of
the product team and product.

Register your copy of Practical Product Management for Product
Owners on the InformlIT site for convenient access to updates and/or
corrections as they become available. To start the registration process, go
to informit.com/register and log in or create an account. Enter the
product ISBN (9780137947003) and click Submit. Look on the
Registered Products tab for an Access Bonus Content link next to this
product, and follow that link to access any available bonus materials. If
you would like to be notified of exclusive offers on new editions and
updates, please check the box to receive email from us.
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The Stances of the Product Owner

Your stance against the world is more important than the stance of the
world against you!

— Mehmet Murat Ildan

Quick Quiz

To connect to Part I, answer each of the following statements by checking
the Agree or Disagree column. The answers are shared in the Part |
Summary.

Statement Agree Disagree

Product Owners and product managers require the
same knowledge, skills, and competencies to be
successful.

A Product Owner should be concerned only with
product development and is only a tactical and
development-execution role.

A Product Owner is essentially an Agile project
manager with subject matter expertise or product
development skills.




Statement

Agree Disagree

The Product Owner accountability is implemented in
the same, consistent way across organizations.

Being an effective Product Owner requires
versatility. You can’t be a great Product Owner
unless you take different stances in different
situations.

If you are not responsible for contracts, governance,
pricing, budgeting, or marketing, then you do not
need to learn about and demonstrate ownership for
these topics.

A Product Owner is a product manager. A product
manager can be a Product Owner.




Agile Product Management

Is It Product Owner or Product Manager?

One of the biggest problems that Product Owners face is that the
accountabilities and authorities they should have are not connected to only
a single person in the organization. Their accountabilities are commonly
distributed among multiple people and positions. For example, defining and
communicating the product vision is (traditionally) done by folks other than
those who order the work to be done. The difficulty may come from the fact
that the words “Product Owner” originate from and are used mostly in the
context of the Scrum framework. Since not all teams and organizations have
adopted Scrum, organizations struggle to connect all the Product Owner
accountabilities to a single person in the organization.

Ken Schwaber and Jeff Sutherland! managed to grab everybody’s attention
when communicating that things are different when applying Scrum. With
the creation of the Scrum framework and Product Owner accountability,
Schwaber and Sutherland revealed an important question: Who owns the
product? What we found and experienced is that this is a difficult question
to answer in many organizations, as they often have a product management
team but also business teams, I'T teams, design teams, and software
development teams. In most organizations, people from each department
claim to know what is best for their customers and their product(s). We
often find that there is a need for a clear owner of a product.

1. Jeff Sutherland and Ken Schwaber are the creators of the Scrum framework.



Before we dive into the nuts and bolts, let’s go back in time to the point
where the concept of Product Management was first introduced.

What Is Product Management?

The year was 1931, and Neil McElIroy was working for Procter & Gamble,
where he noticed that much of the competition he faced came from people
within the company. There seemed to be little alignment and focus on the
different aspects of making a product successful. Ownership and
management of products were divided over many people in the company.
Based on his observations, McElIroy wrote a memo in which he introduced
the concept of brand men—individuals within the company who would be
accountable for a brand, including its sales, marketing, product
management, development, supply chain management, and so on. Procter &
Gamble implemented McElroy’s idea and became one of the first brand-
centric organizations. With this introduction of brand men, the profession of
product management was born.

A couple of years later, McElroy worked with two young entrepreneurs,
Bill Hewlett and David Packard, the founders of HP. These gentlemen
interpreted the brand men concept as “putting decision making as close as
possible to the customer.” With this implementation, HP became one of the
first companies to implement product management as a job. It changed the
way they worked as they started organizing themselves by products, and
thus the concept of a product-led company was born.

In the late 1970s, product management got more systematic with the help of
Michael Porter, who wrote about the five forces that impact products and
the classic marketing mix that product managers need to focus on to fulfill
the needs of the customers. However, as the world became increasingly
complex, the role of product manager, rather than being expanded to handle
the added challenges, was split over multiple people and domains. The idea
of splitting roles was that various departments could focus almost
exclusively on specific aspects or complexities of a product. Consequently,
we saw a move away from the original brand men concept, which recreated
some of the problems it was meant to solve.



This approach led to a split between marketing, engineering, and strategy in
many organizations. Unfortunately, many organizations today still separate
these domains. As a result, all departments feel that they “own” the product,
that they know what is best for customers, and that they best understand the
marketplace.

Since the 1970s, marketing has evolved to be more about owning the brand
and about customer acquisition. Engineering owns the development
(process) of the product. The product organization owns the products,
services, and/or value proposition, but this part of the organization doesn’t
formally exist in all organizations.

The alignment of the different aspects that contributed to product success
led to attempts to clarify the interfaces. And so, marketing created
requirements, production did the same, and both passed the requirements on
to engineering. When the product failed, people doubled down on
documenting and clarifying specifications rather than increasing the
collaboration between the departments. This whole approach slowed down
product development, and it became increasingly difficult to respond to
changes in the market, adopt new technologies, or incorporate new insights.

In the 1990s, a rise of agile development frameworks, practices, and ways
of working emerged. The common denominator is that they focused on
speeding up the feedback cycle by simplifying the process and, ironically,
getting back to the idea of brand men. A single person manages the product
and the value it generates for customers, users, society, and the organization
itself.

This approach led to a new problem in the industry. For the last 60 years,
the accountabilities of managing a product had been implemented in a way
that was not in line with the concept of a single “owner” of the product.
Initially, industry innovators talked about the “agile product manager,” but
the concept led to more confusion than real change. So, somewhere
between 1995 and 2001, the title was changed to Product Owner to signal
the importance of mapping accountabilities to a single person.

In the end, the job title does not matter. Whether you call the person who
owns the product a Product Owner or a product manager is up to you and
your company. What matters is that your organization is product led.



Working in a Product-Led, Sales-Led, or
Marketing-Led Organization

Being a product-led company means that an organization is fully focused on
product and product experience. Everyone in such an organization is
relentlessly focused on creating value and great experiences for customers,
users, society, and the organization itself. The core belief in such an
organization is that if they all focus on solving real customer problems,
satisfying their pains and gains, and building the right product or service to
solve their problems, the positive business results will follow naturally.

An organization, however, can also be marketing led or sales led (which
many organizations still are). Being a sales-led organization means that the
company is focused primarily on driving sales with a sales team. Many of
its decisions and actions are driven by opportunities to sell to (big) clients
rather than by delivering the best product (experiences). A sales-led
company is less focused on building an awesome product than on selling
the product. Marketing-led organizations are focused mainly on improving
revenues from a (content) marketing perspective. They invest in and focus
on marketing strategies such as creating whitepapers; eBooks; webinars;
infographics; radio, television, and print ads; social media conversations;
and other forms of content to attract potential buyers to the organization.

Especially in the early stages of an organization, being sales led or
marketing led might be helpful to drive growth. In general, most modern
companies move toward a product-led strategy. Such an organization is
usually where a Product Owner or product manager can have the biggest
impact on the product and make a real difference.

What Is a Product Owner?

Before moving on to the more advanced product management topics of this
book, let’s establish a shared understanding of what a Product Owner in the
context of Scrum really is. The Scrum Guide states, “A Product Owner is
accountable for maximizing the value of the product resulting from the



work of the Scrum Team. How this is done may vary widely across
organizations, Scrum Teams, and individuals.”?

2. https://scrumguides.org/scrum-guide.xhtml#product-owner.

The Scrum Guide does not list all the accountabilities, responsibilities, or
work that a Product Owner does. It is purposefully incomplete, not a
detailed instruction manual. It describes only core Scrum concepts and
acknowledges that many patterns, processes, insights, practices, and
responsibilities can be added to Scrum. Additional practices and concepts
used by an organization are highly context dependent and therefore are not
defined in the Scrum Guide.

Product discovery, customer research, market research, and product
marketing, to list only a few, are various product management activities that
are not listed in the Scrum Guide. They are all, however, core to the product
management function. They are also core to the Product Owner function,
even though not explicitly mentioned in the Scrum Guide.

It’s much like the various implementations of the product manager position.
Some product managers are focused on product development (technical
PM), some are more focused on business (growth PM) or on data and

artificial intelligence (data PM), and others are more generalists (generalist
PM).

The activities a Product Owner performs is context dependent. A Product
Owner may delegate the execution of various activities to other people
while remaining accountable for overall product success and value
maximization. The Scrum Guide states:

The Product Owner is accountable for effective Product Backlog
management, which includes:

e Developing and explicitly communicating the Product Goal.
e (Creating and clearly communicating Product Backlog items.

¢ Ordering Product Backlog items; and,


https://scrumguides.org/scrum-guide.xhtml#product-owner

e Ensuring that the Product Backlog is transparent, visible, and
understood.>

3. https://scrumguides.org/scrum-guide. xhtml#product-owner.

The Scrum Guide does not elaborate on all of the product management
work that Product Owners perform; however, product management
activities are vital. Product Owners may do some of that work themselves
or may delegate the responsibility to others. Regardless, Product Owners
remain accountable. For Product Owners to succeed, it is important that the
entire organization respects their decisions. Product Owners should be the
final decision makers when it comes to product-related decisions. It is also
important to note that the Product Owner is one person, not a committee.
Again, this doesn’t mean that Product Owners will do everything
themselves, but they are accountable and should have decision-making
authority. Product Owners may represent the needs of various stakeholders,
such as customers, users, and internal stakeholders. People who want a
change in the product can try to convince the Product Owner of their idea’s
potential value.

The essence of this message in the Scrum Guide is that within the Scrum
framework, there is one accountable person who owns the product (the
Product Owner). This Product Owner has accountabilities that are defined
within the Scrum framework but potentially has many additional
responsibilities and accountabilities as well. This is exactly what Figure 1.1
illustrates. The Product Owner has certain accountabilities that are core to
product ownership in the context of Scrum along with many additional
responsibilities that are part of the wider product management profession.


https://scrumguides.org/scrum-guide.xhtml#product-owner

THE PROFESSION OF
PRODUCT MANAGEMENT

A PROFESSIONAL
WHAT IS PRESCRIBED SCRUM PRODUCT
IN THE SCRUM GUIDE OWNER

Figure 1.1 Product Owner accountability and the product management
profession

Examples of product management responsibilities may include (but are not
limited to) work such as product visioning, product strategy, strategic
product planning, product roadmaps management, product marketing,
customer analysis, competitor analysis, product launch, product retirement,
and product operations. This is not a complete list. Many additional
responsibilities and work may be done by Product Owners, and that work is
context dependent. As stated earlier, Product Owners may do such activities
themselves or delegate them to someone else (while remaining
accountable).

Different Types of Product Owners

In this section, you explore various types of Product Owners, as illustrated
in Figure 1.2. Although these types are all considered Product Owners, their



effectiveness, impact, and core focus are quite different. The different types
have emerged over the past 20-plus years as the Scrum framework gained
popularity and as people modified Scrum practices to make the framework
fit their organizations’ unique contexts.

BEC EN ING

EXPECTED BEEMNEFITS

SCRIBE PROXY BUSINESS SPONSOR ENTREPRENEUR
REPRESENTATIVE

TYPES OF PRODUCT OWNERS

Figure 1.2 Product Owner types by expected benefits

Although Scrum—along with Product Owner accountability—is applied in
many ways and in many different contexts, in adapting Scrum to their
needs, people and organizations sometimes borrow terms, ideas, and
concepts from Scrum but fail to apply Professional Scrum. Following are
signs that Professional Scrum is not being practiced:

e The team does not do a Daily Scrum every day.
e The Sprint Review is a demo.

e The Scrum Master role rotates between the Developers.



e The Product Owner is unempowered and needs permission from
stakeholders (e.g., a steering committee) for many decisions.

When an adaptation of Scrum, rather than Professional Scrum, is
implemented, teams often struggle and face limitations imposed by
company governance and/or by misunderstandings about Scrum.
Consequently, the benefits of Scrum are reduced, and the company
experiences slower time-to-market and reduced value delivery. The
limitations also strongly affect the implementation and effectiveness of the
Product Owner accountability.

Practicing Professional Scrum means applying Scrum in accordance with
the Scrum Guide and doing more than just following the mechanics and
fundamentals of the framework. Professional Scrum requires mindset
techniques for ways of working and thinking and an environment that
supports it, including trust. It requires embodying the Scrum Values and
being outcome oriented. It requires people to have a growth mindset and to
behave professionally and ethically, for example, when it comes to decision
making and product quality.

A way to identify whether your organization is experiencing a suboptimal
implementation, and therefore reduced benefits, of Scrum is to recognize
the various types of Product Owners. Let’s explore them.

The Scribe

Scribe Product Owners are most often seen in organizations that have
recently adopted Scrum or that have not yet really embraced the Agile
Product Management Mindset. These organizations see the Product Owner
mainly as someone who manages “a list of work” (i.e., the Product
Backlog) for the Scrum Team(s). Scribes gather the stakeholders’ wishes
and translate them into work for the Developers. They often have little if
any authority. They make sure that the stakeholders’ wishes and demands
are described in a way that makes sense for the Developers. To grow as a
Product Owner and become more effective at their job, you the Product
Owner could explore the person asking for the requirements and what that
person’s goals are.



The Proxy

Like Scribes, Proxy Product Owners are often seen in organizations that are
not very mature in their Agile and/or Scrum adoption. Proxies have a bit
more authority than Scribes have. For instance, a Proxy gets the authority to
make (limited) decisions regarding the order of the Product Backlog.
However, the vision, goals, desired results, and scope are still decided by
other parties, such as a steering committee or product manager. Proxies are
sometimes referred to as “Adidas Product Owners.” They tend to run up
and down the organization, gathering requirements, clarifying requirements
with the business stakeholders, and taking those requirements to the
Developers. Although Proxies understand the requirements from a business
perspective, they still do not provide the most effective form of product
ownership.

The Business Representative

Close collaboration with business stakeholders, marketing, commerce, and
customer care provides Product Owners with knowledge about the market,
customers, product, and organization. Having this knowledge allows
Product Owners to represent customers and the product more effectively,
which raises the Product Owners to the Business Representative level.
Business Representatives do more than merely receive requirements and
demands from people. They also generate ideas. They take initiative. A
Product Owner who does not understand the business well is unlikely to be
very effective in this role.

The Sponsor

Sponsor Product Owners operate much like Business Representative
Product Owners, but they are also given budget responsibilities. They may
struggle to decide on and receive proper funding for their product, often
because they are unfamiliar with the lingo and practices. They sometimes
feel that an invisible wall stands between “executing” the product and
“owning” the product. On the other side of the wall, people are speaking a



different language that revolves around return on investment, operating
expenses, capital expenditures, cash flow, inventory, and so on.

When in France, speak French.
— Robbin

The way to move forward and to become a Sponsor type Product Owner is
to learn to speak the language of people from finance, risk, and legal, for
example, and of course, the executives. Sponsors often decide how the
budget is spent, that is how much budget is allocated to the team,
infrastructure, marketing, sales, support, and so on. Ultimately, the budget
drives the product forward. The easiest way to get into this world is to make
friends, pair with them, learn, create transparency about budget (and time
and resource) spending, and slowly but steadily, you’ll increase your
ownership.

The Entrepreneur

The final type of Product Owner is the Entrepreneur. Some people also refer
to a Product Owner as the “mini-CEO,” which is unfortunately rarely the
case. Entrepreneurs are the type of Product Owner envisioned in
Professional Scrum and found in some of the early
discoveries/implementations of Scrum. Entrepreneur is not a theoretical
concept, it’s just rare to find this type of Product Owner (especially in large
enterprises). In startups, it is easy to point at the Product Owners, as they
have typically invested directly in the company, and they carry the risk and
success of the product. In larger organizations, this is not always possible,



but Entrepreneurs can exhibit the same mindset, the same hunger for value,
the same joy of success, and the same tears for failure.

The Entrepreneur Product Owner can make the biggest impact for
customers, users, and the organization. This person takes full accountability
for the product and has complete decision-making license around the
product. The Entrepreneur is someone with a strong vision of the market
and the product. It is someone with a passion for the product and strong
leadership and communication skills. Entrepreneurs are ultimately
accountable for the product’s success or failure, including its financial
success (profit and loss).

If you don 't have a plan, you become part of somebody else s plan.

—Terence McKenna

Introduction to the Case Study: World News

Beep, beep, beep. Noa opened one eye as she smashed the snooze button
on her alarm clock. She would not let the alarm ring again, because today
was going to be a great day. She was excited and ready to get started at
her new job as Product Owner—Digital at World News.

As Noa cycled through the early morning fog, she imagined some of the
first conversations she was about to have at her new company. Company
onboarding would kick off with a meeting with Dave, the CEO of World
News.* Although Noa realized that she would be able to get only a
couple of questions answered given Dave’s packed agenda, a million
questions burned in the back of her mind: What would be the best place
to start? What are your key expectations? What’s your biggest challenge
right now? Do you have any specific things you’d like to see me do in
this role? What’s your view of what makes a Product Owner successful at
this company?



4. World News is a fictional company in the context of this book. It is inspired by real-life events,
cases, and situations that we and/or other Product Owners have experienced, but the company
itself does not exist.

Noa caught her breath as she waited for a red light. Her new job title
would be Product Owner—Digital. Despite having a few years of
experience as a Product Owner, she wondered what her new job would
really include. Noa knew what the job should entail in theory. However,
in her previous Product Owner role, Noa found that the role wasn’t
exactly implemented in an optimal and effective way. In fact, the role
was so far off from professional Product Ownership that she decided to
quit her previous employment, and she was not looking to repeat her
previous experience.

“Okay,” she said to herself as the traffic light turned green. “I need to get
a clear understanding of the definition of my product first. It all boils
down to what Dave considers to be part of the product and whatnot.”
This would make a great question to ask. She stepped on the pedal and
accelerated toward World News.

“Welcome to World News!” said Dave. “I’'m Dave, the CEO. I’'m happy
that you have decided to join our company as our Product Owner—
Digital. There is a lot of work to be done. I trust my onboarding package
was helpful to make a good start?”

Noa had indeed received a detailed information package as part of her
onboarding. The financial details of the company, how it had been doing
for the last few years, a couple of customer personas, the mission and
vision of World News, an organizational chart, and most interestingly, a
market analysis that had been performed in the months before her arrival.
She had about a million questions but quickly learned that Dave was
more of a talker than a listener.

“World News was founded as a news company in 1989 by our three
founders, who are now retired shareholders. We design, print, and
distribute our newspapers daily and have all the services in-house to do
s0.” Dave gazed at a photo on the wall of what Noa presumed were the
founders.



“The company grew quickly in 1989 and had 110 employees at the end
of the year,” Dave continued. “In the nineteen nineties, the company
grew very fast, acquiring multiple printing businesses, publishers, and
media companies. In 2005, World News had about 700 employees and a
revenue of 100 million dollars. The following years were rough for
World News. We acquired more companies to keep some of the market
share, but in 2010, we had to go through some major reorganizations,
letting go of 250 employees.”

Noa could see that Dave had been affected by that experience and asked
what the current state of the business was. “It feels like we have been in
survival mode for more than 10 years, trying to remain profitable,” Dave
replied. “As in many other news companies, many good people from the
printing business have left, and we now have 400 employees and 52
million dollars in revenue.”

Dave looked straight at her. “I acknowledge that we’ve been stuck in our
printing business for too long. Although we have made some digital
efforts, we are way behind our competitors regarding digital media. This
is where you come in.”

Sure, no pressure, thought Noa. None of her previous questions made any
sense now, and she was unsure what was the right question to ask. At
least Dave had not completely misunderstood the Product Owner role.
This would be an interesting journey!



Introducing the Product Owner
Stances

The Misunderstood Stances of a Product
Owner

The accountabilities of a Product Owner are often misunderstood, leading
to interesting implementations of Scrum, and of Product Ownership in
particular. The misunderstanding occurs in part because organizations try to
map the Scrum framework and Product Owner accountabilities to existing
processes, roles, artifacts, and events. Such implementations of Product
Owner accountability often result in attitudes and behaviors that are not
very productive in practice. These ineffective behaviors and attitudes are
referred to as the misunderstood stances of the Product Owner.

What are stances? You can think of them as patterns. They are attitudes and
behaviors that Product Owners display at times. Because most people do
not display these stances continuously and consistently over time, but rather
only in moments, stances is a more fitting term than patterns. Let’s explore
the six most frequently displayed misunderstood stances and how you can
recognize them.

The Clerk



The Clerk is also referred to as the admin, secretary, waiter, yes man, or
order taker.

Clerks are the waiters who gather the wishes and needs of stakeholders and
serve them up in the form of user stories to the Developers. They aren’t
focused on achieving the product vision or on crafting clear goals and
objectives. Clerks never say no to stakeholders but instead try to please
everyone by delivering on their wishes and needs. There’s nothing wrong
with servant-leading customers and stakeholders, but Product Owners
whose main purpose each day is to get new “orders” from stakeholders are
missing the point of being a great Product Owner.

The following patterns are associated with the misunderstood stance of the
Clerk:

e Clerks tend to have an endless (or at least extensive) Product
Backlog, primarily because they rarely if ever say no to the
stakeholders. When a stakeholder poses an idea, requests a new
feature, or tells them what to do, Clerks typically respond, “Sure, let
me add that to the Backlog.”

e (lerks typically have an internal focus. Internal stakeholders tell
them what to do and what to build. Clerks don’t (often) interact with



external stakeholders, rarely with external users, and (almost) never
with real, paying customers who buy the product. They seldom talk
(or allowed to talk) to external influencers or governance
stakeholders, such as legal authorities and/or regulators.

e Clerks act as a go-between (carrier pigeon) between the Developers
and the stakeholders. They need to put people on hold frequently to
get more information from others. They can’t make any decisions
because they need approvals and permission before acting. This
reactive, permission-seeking stance often demotivates everyone.
Clerk Product Owners struggle to say no because they try to please
everybody. They tend to micromanage, distributing tasks among
team members, managing via spreadsheets, utilizing people, reducing
effort estimates by the Developers, maximizing output, and being a
team coordinator.

The Story Writer

The Story Writer is also referred to as the analyst, technical writer, legacy
system copycat, scribe, and note taker.
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It’s often in the language that you can detect a Story Writer. Many
conversations they have are about the details in the Product Backlog items.
The Developers in the Scrum Teams push back when work is not compliant
with the Definition of Ready (DoR). They push the Product Owner to make
items ready for Sprint in accordance with the DoR. A DoR is a practice (not
required in Scrum) that Story Writers and Scrum Teams sometimes use.

Although helpful to some teams, a DoR can also result in counterproductive
behavior if it starts to feel more like a contract in the hands of a Story
Writer than a simple, handy checklist.

The point, however, is not really about the DoR. The point is that a Story
Writer 1s focused on all the details, such as requirements descriptions,
acceptance criteria, nonfunctional requirements, and other details in tickets.
When a product increment does not produce the value or outcomes the
Scrum Team hoped to achieve, the Developers often point to a lack of
clarity and specifications. This often reinforces the Story Writer stance, and
the Product Owner focuses even more on documenting all the details,
keeping this misunderstood pattern intact.

The following patterns are associated with the misunderstood stance of the
Story Writer:

e Story Writers typically have a very well-organized Product Backlog.
The Product Backlog items (usually user stories) on the top are
small, specified, designed, detailed, estimated, and refined to be
clear. They focus on specifying the work to a great level of detail,
making sure that the Developers have no further questions because
all the details are in the tickets.

e Story Writers have a keen eye for details, and they love to dig into all
the nitty-gritty stuff. They are great at specifying user stories. They
tend to write user stories, acceptance criteria, and functional
descriptions all day long.

e Other associated behaviors are acting as a business analyst, acting as
a technical writer, copycatting legacy systems, scribing, and note
taking.



The Project Manager

The Project Manager is also referred to as the velocity maximizer, resource
utilization maximizer, wish list administrator, sidekick to management, and
progress reporter.
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Project Managers are typically concerned with the day-to-day progress of
the Developers. They rarely if ever miss a Daily Scrum, even if only to ask
individual team members what they’ve done, what they’re going to do, and
whether anything is blocking them. They measure the success of the team in
the form of increased velocity and tend to “report” on story points,
burndown charts, and velocity to the stakeholders during the Sprint Review.
All in all, many of these Project Manager stance takers are focused on
progress, resource utilization, dependency management, and the basic
application of the Scrum framework (e.g., doing the Events and ensuring
clear roles and accountabilities). All of these activities are useful; however,
they should not be of primary concern to Product Owners. Also, they
distract Product Owners from their core accountability: maximizing the
value of the product.

The following patterns are associated with the misunderstood stance of the
Project Manager:



Project Managers are used to managing projects, not managing
products. Projects have a clear start and end, are temporary, and are
executed by a temporary team/organization. The project manager
role is designed to deliver output, which is then delivered to the line
organization for further implementation and the actual realization of
the expected outcomes. However, being a Product Owner is not a
temporary endeavor! Product Owners are in it for the long run (not
just for delivering some outputs) and are (or should be) accountable
for the total cost of ownership and profit and loss of the product.

Project Managers are typically concerned with the day-to-day
progress of the Developers. Now just to be clear, it is not necessarily
bad to know what is going on with the Developers. However, a
Product Owner’s job is not to manage the progress that the
Developers are making. Your job is to maximize the value delivered
by the Developers by making sure the (potentially) most valuable (or
most risky) work is done first.

When a Sprint produces more story points than were delivered in a
previous Sprint, Project Managers usually get excited.

Project Managers are often used to reporting on (traditional)
measures of progress, such as scope, time, and budget, as well as on
deliverables, progress percentages, risks, milestones, and deviations
from the original plan. Although it is not a bad practice for Product
Owners to keep an eye on the budget and potential risks, the way to
deal with them in Scrum framework is quite different.

Project Managers are used to getting projects/assignments with a
clear scope, timeline, and budget. They are also accustomed to
asking a steering committee for permission or approval to guide their
actions and decisions. Product Owners do not answer to a steering
committee. They don’t go out to get new projects and assignments.
They create a product vision and strategy and start maximizing
value. Product Owners are accountable and responsible for the
outcomes.

Other associated behaviors of Project Managers are micromanaging,
managing the metrics, setting deadlines, distributing tasks among



team members, managing via spreadsheets, utilizing people, reducing
effort estimates by the Developers, maximizing output, and being a
team coordinator.

The Subject Matter Expert

The Subject Matter Expert (SME) is also referred to as the senior user, key
user, process manager, domain expert, or business expert.
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SMEs are expert at explaining how things work. Product Owners who favor
this stance are a blessing and a curse. When they bring relevant domain
knowledge to the Scrum Team, the team can make more informed decisions
and create a better plan to achieve Sprint Goals and other goals. The SME
stance can also lead to a single point of knowledge, and rather than forgoing
discussion, as in the Story Writer stance, its stance manifests as
micromanagement and spoon-feeding the Developers. Another
manifestation is that the domain expertise can lead to biased judgments
because SMEs often assume that they know what is right for the customer,
even when direct feedback from customers indicates otherwise.

Many organizations seem to expect Product Owners also to be SMEs with
detailed knowledge about business processes. Although there’s nothing



wrong with understanding the business processes well, Product Owners
don’t have to be the experts.

The following patterns are associated with the misunderstood stance of the
SME:

e SME:s can specify work up to a great level of detail. They are, as the
term says, experts in their business, domain, or technical field, and
some don’t hesitate to share their knowledge with everyone else.
Consequently, one of the traps of having SME Product Owners is
that they can talk about their area of expertise for hours. It’s not
uncommon that meetings take much longer than expected and that,
despite the SME’s lengthy discourse, nobody understands the goals
that they’re working toward.

e Other SMEs, by contrast, frequently make comments such as “You
don’t need to know that” or “I’ll let you know about the next steps
when we get there.” The information they have may be valuable, yet
they guard it closely—sometimes by design, sometimes
unconsciously. Knowledge is power, and some SMEs perceive their
knowledge as job security. Some SMEs, therefore, aren’t necessarily
in favor of knowledge sharing; they instead spoon-feed the
Developers tiny pieces of the total picture, keeping themselves
constantly involved throughout the development effort.

e Another risky behavior that SMEs frequently display is to be both
Product Owners and Developers. For example, a SME Product
Owner might simultaneously serve as a software/enterprise architect,
a business developer, or maybe a customer journey expert There is a
risk in having multiple jobs and roles in the team. Being the senior or
expert on the team often reveals the pitfall of stepping in and doing it
yourself. It is not unheard of that the senior Developer or architect
rearranged the codebase overnight or that a Marketing Product
Owner redesigned the whole marketing campaign plan over the
weekend.

e Other associated behaviors are being the architect, being the
technical (development) expert, being the test manager, being the



senior (technical) person on the team who decides on all the details,
being the UX designer, being a micromanager, distributing tasks
among team members, and reducing effort estimates by the
Developers.

The Gatekeeper

The Gatekeeper is also referred to as the protector, guard, shield, gateway,
or single point of contact.
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Gatekeepers are the single point of contact between the Scrum Team and
the outside world. They tend to block all connections between the
Developers and its stakeholders; all communication goes through the
Gatekeeper. Product Owners with a Gatekeeper stance must answer all of
the Developers’ questions, but they do not have much time for the team.
Also, Gatekeepers typically want to sign off on all requirements.

There’s nothing wrong with “protecting” the Developers from the outside
world. There is also nothing wrong with explaining to stakeholders that
they should not approach individual team members directly because they
work as a team, not as individuals. Product Owners can help the Developers
to stay focused by collaborating with the Scrum Master in coaching



stakeholders about how the Developers do teamwork. However, Product
Owners who make themselves the single point of contact between the
Developers and the outside world are missing the point of being a great
Product Owner. Also, being overprotective of the Developers—shielding
them from stakeholders and preventing them from getting direct customer,
user, and stakeholder feedback—often results in missed opportunities for
maximizing value.

The following patterns are associated with the misunderstood stance of the
Gatekeeper:

* The Gatekeeper is great at keeping stakeholders away from the
Developers and blocking all communications. The agreement made
between the Gatekeeper and the Developers is that all questions are
asked and answered through the Gatekeeper, who will consult with
stakeholders if necessary. The Developers do not pose questions
directly to users or stakeholders, let alone customers.

» Another typical Gatekeeper pattern is that all the ideas, wishes,
demands, and work should be communicated directly to the Product
Owner. In this way, Gatekeepers ensure that not even the smallest
stakeholder request reaches the Developers without the Gatekeeper’s
knowledge.

e Gatekeepers also block feedback from the stakeholders to the
Developers. They tend to see 2- to 4-hour Sprint Reviews as a waste
of the Developers’ time—time that could be better spent writing
code. They therefore host the Sprint Reviews alone; gather feedback
from the stakeholders, users, and customers; then share that feedback
with the Developers.

e Gatekeepers insist on signing off on all the requirements and
deliverables that the Developers produce.

The Manager

The Manager is also referred to as the team boss, team lead, technical lead,
Product Owner & Scrum Master, and HR-responsible person.
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The Manager is concerned with the well-being of the Scrum Team. The
Manager loves to see happy, engaged, and motivated people. They love it
when people are developing themselves, learning new skills, obtaining new
knowledge, and making mistakes. The Manager is a real people person,
focused on people’s growth. Another goal of the Manager is to evaluate
individual team member performance.

Product Owners as Managers typically are responsible for performance
management and evaluating the team. They have many one-on-one
conversations with individual team members to learn more about their
personal goals and performance. There’s nothing wrong with caring for the
Developers or with stimulating the Developers to try, learn, experiment, and
fail. However, Product Owners who make performance management a big
part of their job are missing the point of being a great Product Owner.

The misunderstood stances of the Product Owner are typically driven by
confusion about what product ownership is (really) about. Fortunately, there
are many things you can do to correct these misunderstandings of the
Product Ownership accountabilities. By exhibiting the preferred stances,
attitudes, and behaviors, for example, and by explaining why the system is
misinterpreting Product Ownership, you can help to change the system. If
you are not a Product Owner yourself, you can help your Product Owner by
influencing the system toward a positive outcome.



Don t change the people, change the system and the people will follow.

—Serge Beaumont

The Preferred Stances of a Product Owner

The misunderstood or nonpreferred stances of a Product Owner should be
countered with preferred stances. Based on coaching and training thousands
of Product Owners and product managers for more than a decade, we’ve
learned about various stances that can help Product Owners to be more
successful. The preferred stances are related to the constructive, positive,
and valuable stances that we have seen many successful Product Owners
display. The preferred stances are the Visionary, the Collaborator, the
Customer Representative, the Decision Maker, the Experimenter, and the
Influencer. Let’s dive into the preferred stances of the Product Owner!

The Visionary

The Visionary is also referred to as the inspirator, challenger of the status
quo, the dreamer, or the imaginative Product Owner.
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Visionary Product Owners have a clear vision (or dream) for the future,
they actively challenge the status quo, and are generally seen as inspiring
leaders to follow. They have a relentless focus on what can be instead of on
what is. It is their mission, vision, passion, and inspiration that is appealing
for many people to follow.

Not everyone has the ability to envision a faraway and very different future,
and that’s okay. A vision doesn’t always have to be a “10 years from today,
put a man on Mars” kind of vision. Some visions are big, others are small—
and not every vision necessarily succeeds. The main quality of a Visionary
is the ability to share their vision in a way that motivates their team to work
toward that goal. So, be inspired by Visionaries; consider what you might
learn from them, what makes them effective, and what they might improve;
and then improve your own Visionary stance as a Product Owner.

The Collaborator

The Collaborator is also referred to as the team player and team worker.
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Product management is a team sport. To represent customer needs
effectively, and to translate those needs into a valuable product, Product
Owners need to collaborate with a wide range of stakeholders, teams, and



departments. A Collaborator Product Owner tends to support people in their
own discovery process, whether it’s about defining goals, clarifying Product
Backlog items, or analyzing customer needs.

Collaborators are team players who place the well-being of the team ahead
of the well-being of themselves. A team with members who act
cooperatively and seek to achieve the common goal functions better than a
team with members who focus only on their own individual goals.
Collaborators are open and transparent. They proactively share information,
insights, and knowledge. They listen to understand, not to respond. They
allow others to do what they are good at, and they do whatever they can to
help the team succeed.

The Customer Representative

The Customer Representative is also referred to as the customer advocate,
voice of the customer, user representative, user advocate, or voice of the
user.

w

=
o =
5=
= Z
O w
72
0w
= o
O

w

[is

Customer Representative Product Owners are the go-to people for those in
the organization who want to gain an understanding of what customers



(and/or users) are looking for in the product or service for which the
Product Owner is responsible.

Product Owners who take the stance of the Customer Representative tend to
focus on helping other people (Developers or others) to understand what
customers need, what their challenges are, what pains and gains they have.
When taking the Customer Representative stance, the Product Owner tends
to explain how the team’s work affects customers, users, and business
processes.

The Decision Maker

Decision Makers help the stakeholders and team to keep time-to-market
short by keeping decision-making time short. All sorts of decisions must be
made daily. Some can be delegated to the Scrum Team or stakeholders;
others must be made by the Product Owner.
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The term decision (“‘act of deciding”) was coined in the mid-fifteenth
century from the Latin decisionem:

Decisionem (nominative decisio), “to decide, determine”; literally “to

cut off. !



1. Etymonline.com, s.v. decision (n.), accessed October 2019, https://www.etymonline.com/search?
g=decision&ref=searchbar searchhint.

Making decisions is about “cutting off” choices—cutting off some other
course of action. It may sound limiting, but it’s not. It’s liberating. Creating
products presents us with endless options and possibilities, but at some
point, we need to make some decisions and commit to next steps.

What do great Decision Makers do? Well, they listen! Great Decision
Makers make sure the other party feels heard and understood. Next time
someone voices concerns over a decision, try to note whether you (a) negate
their concern: “That’s not happening”; (b) minimize it: “That’s not a
problem”; (c) top it: “Compared to what I had to do, . . .”; or (d) interrupt
them in the middle of their sente :

The Experimenter

Sir Isaac Newton, Louis Pasteur, Marie Curie, Albert Einstein, and Nikola
Tesla; these are some of the greatest scientists of all time. If not for people
like Nikola Tesla, then maybe you wouldn 't have been able to read this book
and maybe we wouldn t have written it in the first place. These and other
scientists, innovators, and Experimenters are the driving force of
innovation.
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http://etymonline.com/
https://www.etymonline.com/search?q=decision&ref=searchbar_searchhint

When taking the stance of an Experimenter, Product Owners explain what
we know AND what we don’t know. They state hypotheses and
assumptions instead of user stories and requirements. They see the work
that the team does as experiments to discover new and hidden value rather
than executing and delivering set-in-stone work packages. Experimenters
understand that there is more unknown than known and therefore feel the
need to try new things: explore, innovate, and experiment.

The Influencer

The Influencer is also referred to as the politician.
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Some of the most famous and influential leaders of all time include people
like Mohandas K. Gandhi, Nelson Mandela, Martin Luther King Jr., and
Abraham Lincoln. These gentlemen are in all the top-ten lists of the best
politicians, Influencers, world changers, and so on. Indeed, these leaders
have all had a big impact on their people, countries, and/or the world. Most
of these people eventually were elected to positions of power, which offered
them even more opportunities to change the world. However, they all
started with no authority, but they were visionary, inspirational people and,
above all, great Influencers.



Product Owners who are great Influencers get things done without
exercising formal authority over a person or team. Great Influencers act and
speak in ways that may hardly be noticed when present but are dearly
missed when they are gone.

Influencers help the stakeholders to align around the product vision,
strategy, goals, and objectives. Influencing the stakeholders and Scrum
Team is a hard but very important job. Influencers uses effective
communication, negotiation, and persuasion to get people to join the cause.
Influencers are aware of their environment, both the official and unofficial
reporting structures, and they know who influences whom.

Tact is the ability to tell someone to go to hell in such a way that they
look forward to the trip.

—Winston Churchill



The Stances of the Product Owner

Key Learnings and Insights

This concludes Part I, in which you were introduced to the misunderstood
and preferred Product Owner stances. You learned that Product Owners
must be versatile in their ability to take the right stance depending on the
situation. You also explored the fundamentals to product ownership and
product management.

Quick Quiz Review

If you took the Quick Quiz at the beginning of Part I, compare your answers
to those in the following table. Now that you have read about Product
Owner stances, would you change any of your answers? Do you agree with
the following answers?

Statement Agree Disagree

Product Owners and product managers require
the same knowledge, skills, and competencies to
be successful.

A Product Owner should be concerned only with
product development and is only a tactical and
development-execution role.




Statement Agree Disagree

A Product Owner is essentially an Agile project
manager with subject matter expertise or product
development skills.

The Product Owner accountability is
implemented in the same, consistent way across
organizations.

Being an effective Product Owner requires
versatility. You can’t be a great Product Owner

unless you take different stances in different
situations.

If you are not responsible for contracts,
governance, pricing, budgeting, or marketing,

then you do not need to learn about and display

ownership for these topics.

A Product Owner is a product manager. A
product manager can be a Product Owner.

Want to Learn More?

Are you ready to learn more about Product Ownership, the profession of
product management, and the preferred stances of the Product Owner?
That’s great! You can continue to read this book from cover to cover or dive
right into one of the stances that you want to learn more about. Each of the
chapters to follow takes a deep dive into a stance. The first one coming up
is the Customer Representative stance.



The Customer Representative
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Solve real problems. People don 't argue the cost of a fire hose when their
house is on fire.

— Steve Johnson

Quick Quiz

To connect to Part II, answer each of the following statements by checking
the Agree or Disagree column. The answers are shared in the Part 11
Summary.




Statement

Agree Disagree

People buy, hire, or absorb products to solve their
problems, not for the features that products have.

If you ask customers what product they need, the
only answer you get is “faster horses.”

There is always a product, a customer, and a
producer, but they are not always easy to define.

The best people to talk with to learn more about
customers are sales, customer support, UX, and
marketing people. They know best what
customers really want.

The best way to express value for customers is in
how much revenue they bring in for the company.

Visualizing user information (e.g., with personas
or empathy maps) provides a better
understanding of customer and user problems
and needs.

Company goals, company impacts, personas,
value for customers, and the features to be built
are all interconnected in nonlinear ways.




How to Identity and Define
Product

Introducing the Customer Representative

Some positive outcomes and benefits are observed when Product Owners
take the Customer Representative stance. For example, the Developers have
a greater understanding of their customers and users. With this increased
understanding of customers and users, including their needs, pains, fears,
and objectives, the Developers can build the product or service that best fits
their customers’ needs. The bottom line is, the better you understand your
customers, the higher your chances of building the right product.

Besides building a better product, the Developers become more self-
managing, as they can relate to and empathize with customers and users.
This increased self-organization allows the Product Owner to spend less
time explaining all the details to the team members.

An increased focus on long-term visions, goals, and objectives starts to
grow (while, of course, the team delivers in a steady and frequent cadence)
because the team’s focus is shifted from delivering features and user stories
to delivering what truly matters to customers and users. And although there
may be other benefits as well, focusing more on the customer hopefully
leads to an increased customer satisfaction or net promoter score.

What it is that great Customer Representatives do?



e Name the customer and user: Customer Representative Product
Owners can list and name customers and users. They have a clear
understanding of the customer and user personas and know them by
heart. Product Owners with a Customer Representative stance can
talk about, say, “Dave” and know that Dave is a CEO who’s married,
has two kids, and loves baseball and cycling. They also know Dave’s
biggest challenges: What is the next Big Thing his company must do
to keep growing? How will his company stay relevant in the future?
Product Owners tend to use anecdotal evidence to support broader
trends. This is a pitfall, however, and not what great Experimenter
Product Owners do. They go and visit some large customer who says
they want some capability in the product, which they generalize to all
customers. This leads to the classic Innovator’s Dilemma described
by Clayton Christensen.!

1. The Innovators Dilemma: When New Technologies Cause Great Firms to Fail, Harvard
Business Review Press, 1997.

The high-performing Product Owner must be able to put these
conversations in context and understand when personal preferences
of specific customers are truly representative of a broader base of
customers. Doing so means deeply understanding the problem that
customers face, not just the symptoms and imagined solutions they
express. | liken this to the way a doctor interviews a patient to
understand root causes. The patient may come in asking for a more
potent pain medication, but the doctor is irresponsible if they simply
give the patient what they ask for. Doctors have a responsibility to
treat their patients’ ailment, and Product Owners must do the same
for their customers.

e Value listening over talking: Customer Representatives understand
that listening to customers is much more important than talking to
them. Customer Representative Product Owners have regular
meetings with real customers and users just to listen to their pains,
gains, needs, and wants. They’re not selling them the product or
trying to solve their current problems. These Product Owners are just
there to listen, observe, and maybe try to spot hidden opportunities.



Identify customer and user needs: Identifying customer needs is
not the same as asking, “What do you want? What do you need?”
Product Owners who have mastered the stance of the Customer
Representative can listen, observe, and ask powerful questions to get
a better understanding of customers and users. Creating a great
product that customers love isn’t done by asking simple questions.
It’s achieved through truly understanding customers and users.

When I worked with an electric vehicle—charging company, a new
Product Owner came on board. After meeting the Developers and
going through the company boot camp, he wanted to understand
customers and users. He first talked to a lot of people in the
company, to get their ideas. But what was great was that he rented
an electric vehicle for two weeks, ordered a whole bunch of
charging cards from different companies, downloaded several
mobile apps to support them, and then he just experienced E-
mobility for himself. This is a great example of a Product Owner
who tries to understand what customers experience by walking in
their shoes.

— Robbin

e Understanding the why of the customer: Though the previous
points may have made this clear already, remember that we should
not talk too much about what. We should talk mostly about why, and
this is what Customer Representatives do. They focus on the goals
and objectives of customers. They focus on the pains and gains. They

focus on what people want to achieve, instead of what people want to
do.



e Identifying customer value: Another core element of being a
Customer Representative is to clearly understand and be able to
express what customers value and how to qualify and quantify value.

To help you become a more effective Customer Representative, we discuss
the following concepts, tools, and practices in this part:

e Understanding your product well: What is a product? What makes
a product successful?

e Understanding your customers: How can you talk to customers
(and users) effectively? What do you talk about? And how can you
capture your findings through personas?

e Finding value: How to find or identify value for customers and users
(by using the Elements of Value)?

e Connecting customer needs to goals: How do you connect

company goals to customer personas, customer needs, and features to
build?

What Is the Product?

As Noa walked through the already familiar hallways of World News,
she noticed the distinct smell of ink from the printing press. Decades of
continuous printing had infused the walls, ceiling, and furniture with the
smell of printing ink. It was not unpleasant, but as a newcomer, it served
as a constant reminder of the organization’s DNA.

Noa paused in front of Shanice’s office. Shanice ran the circulation
department and oversaw ‘“getting newspapers on doormats,” as she called
it. The more Noa tried to understand what “news” meant, the more
questions popped up in the back of her mind. How did digital news relate



to printed news? How did the mobile app relate to the website?
Somehow, the digital and analog realms within World News felt worlds
apart.

Noa’s thoughts were interrupted by Kemal’s cheerful voice, “Ah, the new
face!” he said as he walked up to her. “Shanice isn’t in today, but do you
want to have a cup of coffee? I have some ideas I want to run by you.”
Kemal ran marketing and advertising and still had control over the World
News App team. Noa felt that the App team should be part of her
responsibility as the Product Owner—Digital, and she was keen on finding
an opportunity to take control of the app. However, she wasn’t sure how
to achieve it.

An hour later, she had managed to become Product Owner for the mobile
app as well, but she had discovered that many people within the World
News company considered themselves “owner” of “products.” Artifacts
such as photos, articles, advertisements, marketing campaigns, videos,
and feedback tools were considered products. But are those products?
she wondered. At the same time, she was pretty sure that if everybody
owns everything, nobody owns anything. Perhaps she could start with the
customers, see what they buy from World News, and then trace back to
learn how everything was connected. . . .

What Is a Product?

A common misconception when implementing Scrum is that every team
must have a product and/or Product Owner. Perhaps it is because when the
framework is explained, people try to simplify it by framing it in a way that
suggests a single team can deliver the whole product.

This is often not the case, and in response, we see a traditional divide-and-
conquer tactic. The product is broken up into subproducts, and each team
starts to own a part of the product. Often these teams have individual
Product Owners, and before you know it, everybody owns bits and pieces



that do not directly create (customer) value. As a result, it becomes difficult
to align teams, goals, and initiatives.

For example, Figure 3.1 illustrates how World News’s product(s) can be
split into many components or “internal products.” But how can you ensure
that they deliver value? What is the value proposition? Take the photo
component as an example. The photos themselves are not that valuable
unless they are combined with other content and delivered to a newsreader.
For a newsreader, the combination of photos, an article, relevance, and a
medium to read it makes it a product that can generate value.

INTERNAL PRODUCTS?
CONSUMER PRODUCTS COMPONENTS?
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Figure 3.1 What is the product in this case? Is it consumer-facing? Or
is it an internal component?
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This doesn’t mean that the component photos don’t have any value! For
example, if you were a freelance photographer who sold photos to World
News, your product would be a photo or set of photos. In such cases, where
people or components are so good that other people or companies want to
buy them, they have value in themselves for other parties. Think of how
Amazon created a product out of its AWS services, which in turn are just a



component of the Amazon store. Al Jazeera did something similar with its
news and photos, but those cases are not common.

When you examine World News’s products from a customer point of view,
you can see three touchpoints where they can consume the products: the
printed paper, the website, and the native mobile app. Perhaps the printed
newspaper fulfills a different need for customers than the app or the website
fulfills. A printed newspaper might be read on Saturday as part of a deep
dive, or perhaps it appeals to a particular customer segment. The website
might be used by people who are diving into the details, whereas the app
might be used to skim the headlines.

Any organization that designs a system (defined broadly) will produce a
design whose structure is a copy of the organization'’s communication
Structure.

—Melvin E. Conway

Organizing people and teams around the “real” product is important since
people tend to optimize their work for their organizational structure. This
was first discovered by Conway, and though it is typically used to explain
why some architectures have come to life, you can use it proactively to
create the desired conditions for your product by designing the structure.

So, depending on whom you ask, you may get different answers to the
question, “What is your product?” Figure 3.2 illustrates how different
people and/or functions may have different answers to this question.
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Figure 3.2 What people consider to be the ‘product’ is a matter of
perspective.

So, what is a product? And why is it important? These questions reveal an
organization’s key drivers. The answers will reveal the organization’s
primary focus. Does it focus on customers? Are there multiple parties to be
satisfied? What is the organization optimized for doing? Often, the answers
are incoherent. You’ll likely get ten different answers when asking ten
different people. Even many product leaders in organizations think in terms
of optimizing internal processes and systems or think about internal
products, without being able to translate the value that the products create
into outside-in value.

A product is a vehicle to deliver value. It has a clear boundary, known
stakeholders, well-defined users, or customers. A product could be a
service, a physical product, or something more abstract.

—Scrum Guide 2020



One of the keys to building a great product is to keep the customer in mind.
Take that outside-in perspective and focus on customer problems, wants,
needs, and jobs-to-be-done. When talking to many product people in the
field, a common response is that they can’t ask customers what they need—
either because they “don’t know,” “don’t care,” “can’t be talked to by the
Product Owner,” or “ask for solutions, and don’t come up with problems.”
A common response from Product Owners is that they feel much like Henry
Ford back in the day, thinking to themselves, “If I asked my stakeholders
what they wanted, they would have said faster horses.”

Instead of asking people what they want, Ford could have asked what
people disliked about traveling by horse. Some likely answers could have
been the speed, the smell, the stamina, the cost, the noise, and getting wet in
the rain. Those would have been the problems that need to be solved for
customers. So, when talking to customers, focus on their problems, their
pains, likes, and dislikes about current solutions, but don’t focus on the
solution itself just yet.

It turns out that you can identify your product by looking at the five Ps of a
product, being:

1. Does your product solve a problem for customers? Which
problem(s)?

2. Is the problem pervasive? Are there enough people in the market
who experience that problem? Is the market segment large enough?

3. Is the customer willing to pay for a solution? (This is usually
proportional to the perceived “pain” of the customer.)

4. The positioning, does the product align with or extend the company
brand in a way that makes sense? (For example, would you be
buying running shoes from Volkswagen? Would you buy an
insurance or banking product from Red Bull?)

5. Is it possible to build the product (within a reasonable time and
budget)?



Many Product Owners (and Developers and stakeholders) are triggered by
question 5. Especially if you have a technical or engineering background, or
if you have a lot of domain knowledge, you will probably love question 5
and dig right into it. However, please answer these questions in numerical
order.

At one point, I was product manager for a real-time maritime
surveillance network that could scale indefinitely. The engineering
challenge was enormous, and we were immensely proud that we pulled it
off. Once completed, however, we discovered it was impossible to sell in
our market. Hence, start with question 1. The engineers will figure out
number 5, trust me.

— Chris

What you will find when answering those five questions is that there is
always a product. Every company, organization, and institution delivers
products (or services) that solve problems, whether customers pay with
their money, time, data, or otherwise. The products may not always be easy
to identify, and they may not always be obvious, but they are there, and they
need to be identified to be effective as a Product Owner.

Some characteristics apply to every product in addition to the five Ps. Every
product has a customer who is one of the following:

e User: Someone who gets value from the product by using the
product.



e Buyer: Someone who pays for your product (with money, time, data,
or otherwise).

e Both: Someone who uses and pays for your product.

And every product has a producer who receives benefits by delivering the
product (or service), usually in the form of

e Revenues
e (Cost decrease or cost avoidance
e Time

Data

Societal benefit



Building Customer Empathy

Talking to Customers

Talking to customers is one of the most rewarding and interesting, yet scary,
parts of being a Product Owner. To some people, it comes naturally, and
they love talking to customers. To others, it’s more difficult. But the key to
the Customer Representative stance lies not within the four walls of your
office. Talking with, listening to, and empathizing with customers is critical
to the art of product management. As Calvin Coolidge once said, “No one
ever listened himself out of a job.” If problems occur when talking to
customers, they generally occur when we open our mouths. They occur
when we offer solutions to their problems, or when we make promises
about products, services, or features that we currently don’t have. So, how
can we talk sensibly with customers? Let’s find out.

Observing Customers

A great way to learn about customer problems, pains, and needs is to
observe customers in their natural habitats. It’s powerful to watch people
while trying to complete their tasks, activities, or jobs. A TV manufacturer
did a research study a long time ago by observing consumers in their own
homes. They asked their customers, “Can we watch you while you’re
watching television?” We know, it sounds creepy and weird, but apparently,
some people were willing to participate in this study. The amazing
discovery they made is that people had a recurring problem when watching



television: many people lost their remote at some point in time and had to
go searching for it in different places. This may not sound like a deep
insight, but bear with us.

The study revealed some interesting patterns around watching a sports
game, getting some refreshments, and leaving the remote in the fridge.
Nobody blamed the television, nor would they think of the television as a
possible solution. However, the TV manufacturer had the idea to add a
button on the television that would make the remote emit a beeping sound.
This helped consumers locate the remote. It i1s not something customers
would have asked for, but something they needed. One student suggested
removing the remote altogether and just putting the buttons on the
television, which didn’t make a lot of sense, because they already had that
in the early days of TV.

According to a Logitech poll, when people lost their remote,

e 499% found it in the couch.

8% found it in the bathroom.

8% found it in a dresser drawer.

4% found it in the fridge/freezer.

2% found it outside or out in the car.

Source: Casey Chan, “50% of People Lose Their Remote in Their
Couch,” Gizmodo, March 23, 2011,
https://www.gizmodo.com.au/2011/03/50-of-peoplelose-their-remote-in-
their-couch/.

As you see, observing the actual customers or users of your product is a
powerful way to learn about customer behavior. Similar approaches are
frequently used in software development as well—for example, by setting


https://www.gizmodo.com.au/2011/03/50-of-peoplelose-their-remote-in-their-couch/

up usability labs or by eye-tracking systems and tracking users’ clicking
behaviors. These are powerful ways of discovering what customers do, see,
and hear when interacting with the product.

Effectively Dealing with Biases When
Collaborating with Customers

Observing customers while they are solving their problems or trying to
complete tasks, activities, or jobs is possible with your product, a
competitor’s product, or even a substitute solution. When you want to start
observing your customers, there are some points to consider, as there are
potential side effects of doing observations incorrectly.

The Hawthorne effect, for example, is a form of reactivity in which
customers modify an aspect of their behavior, in response to knowing that
they are being studied. Hawthorne studied whether different lighting
conditions would improve productivity in 1924. The people he studied got
quite nervous about a man in a white lab coat observing how they worked.
Productivity soared, but not because of the light.

Another effect is the observer-expectancy effect. This happens when the
customer is trying to “help” the observer to reach the desired result. Human
nature (our willingness to help others, for example) is hard to ignore, but as
Customer Representatives, we can at least be conscious to avoid
communicating our desired outcome. This means that you don’t want to
communicate the desired or expected outcomes of your research with the
people participating in the study.

It also works the other way around. Observer bias will make us pick up the
clues of our desired outcome, ignoring other things that may transpire. This
1s especially difficult and one of the reasons why many observational
studies are conducted in pairs. The second pair of eyes and ears will help to
reveal insights that the other person’s miss. Zen Buddhists use the word

Shoshin (§)/0»), which roughly translates into the “empty mind” or
“beginner’s mind.” It refers to having an attitude of openness, eagerness,
and lack of preconceptions, even when you might be very skilled. Approach



the world just like a beginner would. Leave your ego and presumptions
outside. Don’t seek confirmation. Seek learning.

Imagine the following situation: You are at a car dealership, and you are
looking around that dealership in search of a new car. As you peek through
the windows of an appealing car to get a glimpse of its interior, a man
comes up to you and says, “Hello, nice car, isn’t it? Can I help you?” You
exchange a look, and your eyes quickly scout his striped suit as they make
their way down to his polished shoes. “No thank you, I’'m just looking
around,” you mumble and hastily try to get away. Sound familiar? Why
does this happen? You are looking for a car, and someone from the
dealership comes up to you to help. This person probably knows more
about all the cars in the showroom than you do. So, why not engage in a
conversation with this person? “Well, he is from sales. . .” is the reply that
most people would share in response to this question. “He is a salesman,
and I don’t want to get sold something. [ don’t trust them!”

We don’t envy salespeople. It must be a hard line of work. But we (Product
Owners or product managers) are not in sales! In our interactions with
(potential) customers, we must ensure that the customer realizes that. We
need to repeatedly communicate that we are not there to sell anything. You
can do so right away in your introductions.

For example, “Hi, I’'m Noa. ’'m from Product Management, trying to build
great solutions that solve peoples’ problems. I’d love to learn more about
how you do [a job or activity to be done]. I’'m not here to sell you anything.
I only want to learn about what products are solving your problems and
challenges. Did I mention that I am not from sales?” Repeat the message
about not being from sales at least three times in the conversation
(preferably at the start) so the message is clear.

When talking to customers we want to learn about their problems, needs,
fears, pains, and possible gains. How we might solve these is less
interesting at this point. They are the expert on the problem, so typical
comments you might make are “Can you show me that?” “That’s
interesting, tell me more,” and “How would you solve that?” You can verify
your observations with lines like “It felt like you. . .” or “I think I noticed
that. . .” This allows customers to clarify or correct your interpretations.



Prevent yourself from using phrases like “Why did you. . .” or “I noticed
that you. . . .” Such phrasing makes it harder for customers to respond
meaningfully. You’re almost putting words in their mouths. Try to avoid
using such phrases—you’re trying to learn, not to confirm.

Even if the customer explains a certain problem or challenge and you think
to yourself, “Hey, we have a solution for that,” don’t put on your sales hat!
Don’t mention to the customer that you have a solution to that problem! If
you do, you risk making the customer think, “This person is from sales after
all!” Instead, simply ask, “What have you done to try and resolve that
issue?” The moment you put on your sales hat (even unintentionally), the
customer’s trust in you will be reduced. So, use the opportunity to find
flaws in your marketing and sales approach rather than trying to make a
single sale.

Another common pitfall is explaining how the product works. As Product
Owners, we are usually knowledgeable about how the product works. We
know about the problems it solves, we know about the features it has, heck,
we might even know about all the possible configurations and settings.
However, it is not our role to explain exactly how the product works! At
least, not in the setting of talking to a customer to learn about them.

[ remember interviewing a customer in Hong Kong about their
requirements for the next generation of our product. [ was in Hong Kong
primarily to learn more from one of our customers about the
expectations and needs for that next-generation product. In one of the
conversations I had, people from the customer side mentioned that they
were experiencing some problems with the existing product. In all my
youthful enthusiasm, I mentioned that I could probably find some empty
spaces in my schedule of interviews to help them out. This drastically




changed the way the rest of my time there went, and I ended up doing
maintenance and educating the staff. Although it was fun, it was not my
job. And more importantly, doing that work didn t help us to learn more
about customer problems and needs. It robbed us of the opportunity to
get the information that we needed.

— Chris

In short, the best way to learn from and about customers, their problems,
and their challenges is to get out of your office and connect with them.
Make sure that (potential) customers understand that you are not from sales,
nor from customer support, but that you are there to learn about them and
their domain, and that you consider them to be the experts. The interview
will take only 30 to 45 minutes of their time. Anything less is not a serious
attempt at learning. Anything more requires them to commit too much time,
making it harder to get them to agree to an appointment. Make sure to value
their time and thank them for it!

Once you have talked to several customers you will spot patterns that allow
you to create an archetypal customer. Do not select a particular individual
but create a generic type that would match similar customers best. Try to
capture your findings and learnings in a way for others to also understand
your customers and their needs better. In other words, make sure to
document your learnings, for example by using personas.



Capture Your Customer Insights
via Personas

User Personas

In many organizations, people talk about creating value, building features,
or delivering products and services to “the customer.” But are all customers
equal? Do they all have the same problems, needs, and wants? Do they have
the same backgrounds? And what about their motivations for using your
product or selecting your company in the first place? When talking about
customers, you’ll quickly discover that people in your organization will
have different ideas about whom that customer is that you’re talking about.
Is it a user? A buyer? The people who maintain the product? The people
who sell it? Store it? Ship i1t? Is it marketing? Sales? Our partners? Old
users? Young users? People whom we want to turn into users? Or buyers? If
you are not careful when talking about “the customer,” you’ll end up in a
confusion of Babylonian proportions.

Alan Cooper wrote The Inmates Are Running the Asylum,' which is
certainly a provocative title! But how often do we design products for
ourselves rather than for the actual target audience of the product? Do the
following exercise to find out whether or not your product is designed for
your target audience.

1. The Inmates Are Running the Asylum: Why High Tech Products Drive Us Crazy and How to
Restore the Sanity, SAMS Technical Publishing, 2004.



Grab or log in to your product and start using it. The product characteristics
are listed in Table 5.1. When using your product, see if you can tick these
characteristics as a user.

Table 5.1 Product Characteristics

Is interested Has common Is well
in me sense informed Stays focused

Is deferential to Anticipates my Is perceptive Gives instant
me needs gratification

Is forthcoming Is responsive Is self- Is trustworthy
confident

Once completed, count the number of boxes that you checked (the
maximum score is 12). If your score is below 9, this might be an excellent
time for you to start applying the Customer Representative stance more
often. The next time that you are about to build new features or do Product
Backlog refinement, limit your focus to designing or building a product for
just a few user types (a few personas) rather than a product that tries to
make everybody happy. As Seth Godin said, “Don’t try to make a product
for everybody, because that is a product for nobody.”? Instead, focus on a
clear, defined, and specific type of customer when building products. This
leads to better products, higher quality, more real problems solved, and
better sales for your company than if you develop a generic product to meet
the needs of everyone.

2. Purple Cow: Transform Your Business by Being Remarkable, Penguin, 2005.

Creating Personas

Creating personas is a great technique for documenting and communicating
customer insights as well as for supporting you in stakeholder management.
It’s helpful to collaborate with sales, marketing, and customer support in
building personas, because these teams frequently interact with customers
and are (or should be) conscious of customers’ behavioral patterns. Ask



them about “typical” customers and the problems the customers want
solved. Ask what makes these customers typical. Interviewing your
colleagues will help to reveal assumptions and hypotheses that they might
have about customers, which you might want to test later. An additional
benefit of talking to sales, marketing, and customer support about
customers and personas is that it helps to generate their buy-in to the
persona technique.

So, what is a persona? A persona is a narrative or story description about a
customer or user that resonates with the team and the stakeholders (on an
emotional level). Focusing on a clear target audience and using personas to
reflect those target audiences ensures that you don’t forget who your users
are throughout the continuous development of your product. The process
itself of creating personas is also beneficial because it requires you to really
think from the customer’s perspective as you build the persona and
reinforces the customer’s needs in your mind.

For example, for a personal navigation device product, one user persona
could be a person who is passionate about ease of use and safety while
carpooling kids to unfamiliar locations all over the state for sports matches
on a Saturday morning. It’s easy to sense that this customer’s needs are very
different from the needs of a technical-savvy daily commuter.

When we launched a new e-commerce platform, we took wireframes to
the capital s main train station and interviewed people who matched our
assumed profile in the context of our prototype. Then we revamped our
design based on what we learned. You can tweak the persona to match
the prototype or tweak the prototype to match the persona. It'’s a system
with two variables, not one.

— Chris




As Chris’s comment indicates, you may get the persona right but the
product or prototype wrong, or the other way around. In other words, you
will need to validate both your personas and your product. A common
pitfall is that you create the wrong types of personas, so let’s briefly
highlight the different types of personas that can be used. Table 5.2
illustrates that there are different types of personas, where the user persona
is based on usage habits and research, while the proto persona is based
primarily on assumptions.

Table 5.2 Types of Personas

Marketing Persona User Persona Proto Persona

Demographic centered, to Behavioral, to drive Behavioral, to drive

drive ad targeting product design product design
Aspirational, to drive Research based on  Represents what we
messaging usage habits know today
Research based on buying Formal, high Informal, easy to
habits ceremony change

The purpose of creating personas is to be able to empathize with them.
Empathy should guide your product and design decisions. Here are two

examples of customer personas in the context of World News (see Figures
5.1 and 5.2).
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Figure 5.2 Example persona: Kate

What do you think drives these personas, being Kate and Jane? They seem
to be worlds apart, yet at the same time, they have similar needs. Typically,
you end up with 3 to 12 different personas, which is a lot! Do you need to
satisfy everybody? Well, maybe not. Many software-based products have
menus for advanced settings or wizard-like functionality that helps one
persona to have control over the behavior of the product depending on their
needs.



Some Product Owners create a “negative” persona—a representation of a
customer that is not our target audience. This practice is especially helpful
for organizations that have pivoted to a different market. The desire to serve
the requirements of the old segment is often deeply ingrained in the
organization, and it is helpful to point at a persona and say, “What you are
talking about makes sense for John, but remember that this product is not
for John. How is it going to help Kate and Jane?”” Rather than directly
dismissing requests, you are redirecting stakeholders to consider the actual
target audience for the product instead of considering other people who
might also benefit from it.

Back to the examples of Kate and Jane. You may spot a desire to
communicate with others and share or interact about the news. Whereas
Kate wants to make an impact on her followers, Jane is more interested in
making connections. Though their drivers are different, they have many
things in common. Having clear insights about your product’s customers
can help you to drive the direction of the product and guide many of the
day-to-day activities of a Product Owner. Here are some examples:

e During Refinement: How can we best solve this problem for Kate?

e During Sprint Planning: What meaningful increment can we create
for Jane?

e During Sprint Review: What was the impact of this increment for
Kate?

e During a Roadmap presentation: What problems will we solve
first?

* When going to market: How can we reach Jane?
* When offering financial forecasts: How many Kates are out there?

e During design sessions: What did Kate think of this?



Identifying and Expressing
Customer Value

Robert Lutz, the chairman of Chrysler, says that 80% of people in focus
groups hated the new Dodge Ram pickup. He went ahead with production
and made it into a best-seller because the other 20% loved it. Having
people love your product, even if it is only a minority, is how you
succeed.

—Alan Cooper, The Inmates Are Running the Asylum

Perhaps the best description of the Product Owner accountability in Scrum
is that of a “value maximizer.” The value is typically out there but often
hidden by a web of complexity. Scrum is merely a sword that allows us to
cut through that complexity but does not guarantee that there is value on the
other end. There is no greater waste than to build a product with great
tenacity only to discover later that it should not have been built at all.

Where Robert Lutz found value in the eyes of the small group of users who
loved his idea, we Product Owners often struggle to maximize the value of
our products and services, in part because there is no universal language for
value. There is no magic number that we can just measure and compare
with other numbers. It’s hard to quantify value, and thus there are many
misconceptions about what value is and how to identify, express, measure,
and maximize value.

In 2016, Eric Almquist, John Senior, and Nicolas Bloch wrote an interesting
article about the elements of value.! Based on work done by Bain &



Company, they created a pyramid containing various elements that
contribute to the value that a customer perceives and receives from a
product or service.

1. “The Elements of Value,” Harvard Business Review, September 2016.

Much like the Maslow pyramid of needs, a product needs to satisfy some of
the lower levels of the value pyramid before elements higher up in the value
pyramids will be found attractive. For example, Maslow states that people
will not work on things like respect and esteem when the physiological
needs are not met. Depending on your culture, some layers may be
swapped, but you get a general idea.

Value can be described in many ways, as the B2C value pyramid shown in
Figure 6.1 illustrates. There are four levels of value: functional, emotional,
life-changing, and social-impact elements.
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Figure 6.1 The B2C value pyramid



The Functional Elements of Value

Optimizing the value of a product or service all starts with the functional
elements of value. Before customers or users will perceive the value of your
product, a product should first cover the “table stakes” by providing value
in the form of functionality, that is, providing the functional value. The
product or service should solve the customer’s or user’s problem and fulfill
their core needs. This can be done by making solutions simple, appealing,
time saving, cost effective, or convenient, for example. These functional
elements of value are found at the bottom of the B2C value pyramid.
Numerous examples of how your product or service helps to deliver that
value to your users will probably spring to mind as you go through the
functional elements of value. You can consider these elements to be like
seatbelts in your car. Without them, people won’t buy your product.
However, adding more seatbelts per seat will not make the car more
attractive. In other words, saving people time or delivering more
information to them alone won’t help as such. You need to add additional
value for your customers and users.

Emotional Elements of Value

The next level of the B2C value pyramid is emotional elements of value. In
contrast to the functional elements, emotional elements do compound.
Therefore, investing more time, money, and resources into improving the
emotional elements will help to deliver more value for your product.

Polaroid, for example, leveraged nostalgia as an emotional element when it
launched a modern version of its classic 1960 camera. If you look at the
specs and features, that camera was on par with other cameras at the time.
Maybe it was performing a bit below market average even. However, the
camera rekindled old memories for many customers, making the product
more valuable than competitor products.

Another example is that non-Apple (computer, tablet, or phone) users have
pointed out that Apple’s competitors often deliver cheaper products with
better hardware specs. However, for Apple users, these competitor products



are missing out on the design, aesthetics, and badge elements of emotional
value.

Life-Changing Elements of Value

Products such as Fitbit (a smartwatch that helps you to maintain a healthy
lifestyle) sell the value element of motivation. The product offers the
motivation for a healthier lifestyle and a better chance of maintaining
discipline. Another example of a company selling life-changing elements of
value is Nike. Nike doesn’t talk about its products in commercials. Its
commercials are always about amazing sportsmen and women and about
conveying the message that you can be just like them. Heirloom and a sense
of affiliation and belonging are very powerful ways to add value for your
customers and users, as humans are social animals by nature. Ever since we
discovered that fighting with saber-tooth tigers alone is not a bright idea, we
have wanted to be part of a group.

Social-Impact Element of Value

Finally, there is the social-impact element of value, called self-
transcendence. This element aligns with Maslow’s hierarchy of needs.
Finding meaning in life is ultimately something everyone can relate to. This
element is not so much about yourself as it 1s about improving the quality of
life for others.

An example of this element of value is an institution in rural Ghana that
enables women to access the world’s market of shea butter. The women are
able to make high-quality shea butter products. However, the effect and
value that those products bring go beyond producing or having the product
itself. Through these products, the institution makes the world a better place
by improving the lives of women in rural Ghana.

Looking at how a product can add value for customers and users, the
pyramids of value by Bain & Company can offer some great inspiration.
Use the interactive value pyramids to identify what value your product or



service is adding. Use the interactive B2B value pyramid or the interactive
B2C value pyramid, or use both if you work on a B2B2C product/service.

Take another look at the example personas Kate and Jane. What elements of
value would they relate to from the value pyramids?



Connecting Product Features to
Outcomes and Impacts

<L

WORLD NEWS

L2
Connecting the Dots

Noa’s head was pounding. She had just come out of what had arguably
been the worst strategy meeting she had ever attended. It seemed like
everyone had a different agenda, and everyone was using different
language and jargon.

Trevon was advocating for content, which made sense because he was
the head of editorial. Kemal had monopolized most of the meeting
talking about what Google and Apple were doing but offered no practical
guidance on how those strategies could be translated to a company with
less than a hundredth of their resources. Shanice and Gijs had missed no
opportunity to explain that most of the revenues still came from print.
And Sandra from finance had explained—in a way that bored everyone
to sleep—how bad the cash flow situation was. At some point, Dave
intervened and postponed the discussion to next week, but Noa could tell
that he was not happy about this meeting’s outcomes.



On top of it all, Noa had gotten a flat tire this morning, so she was taking
the metro home. What a day, she thought as she walked through the rain,
which drizzled down in ever-increasing amounts. She concluded that the
meeting attendees all had been talking about different things. Some had
been talking about customer outcomes, things that make customers
happy. Others had been focused on what the company impact of these
proposals would be. If they couldn’t connect the two, next week’s
meeting would be another difficult conversation.

When entering the metro station, Noa spotted a map near the entrance. It
illustrated the whole metro network and all its lines and stations in the
city, and she noticed that there were multiple routes to her destination.
There was no right or wrong, but every route had pros and cons. In much
the same way, everyone in the meeting was right to some extent, but
nobody had the perfect answer. It gave Noa an idea.

Some people were talking about company goals, others about required
results, and yet others about impacts for various customer segments. How
are these various elements connected? Noa wondered. Why would
customers pay, or pay more, for our products? What would change their
lives and behaviors, and how does that connect to the work that we are
doing?”

While Noa entered the metro toward home, she said to herself,
“Tomorrow, I’m going to explore whether I can connect all these dots in

one way or another. Perhaps that flat tire wasn’t such a bad thing after
all.”

Connecting Goals, Impacts, Outcomes,
and Features

Have you ever found yourself in a meeting where everyone was making
good points but at the same time there didn’t seem to be a connection
between what everyone was saying? It’s like watching a soccer match with
your friends and one says, “They should be more active. They should pass



the ball around more.” The other one replies, “No, we need more shots at
the goal. How are we supposed to score if we don’t even try?” A third one
points out that to win the cup, we need more points than the other teams,
and a fourth one remarks that they have lost the interest of the audience. All
valid remarks and seemingly unconnected.

Being Product Owners, we often find ourselves acting as translators. We’re
trying to translate the language of the developers to the language of the
business, and vice versa, as if we were the fabled Babel fish from the
classic cult novel The Hitchhiker's Guide to the Galaxy.

It 1s likely that a group of people in your company, such as executives and
leaders, mostly talk about the company goals to be achieved. Company
goals are often expressed in terms of market share, revenue, margin, costs,
cash flow, or risk exposure, for example.

Other groups of people, from marketing, sales, customer support, or
operations, for example, might be focused more on measurable results that
affect the way the company is run. They seek to improve the company
impacts, which include examples such as customer satisfaction, the number
of new customers, retention of customers, incidents, and product usage.

Then we have our customers and users, who want to get their problems and
pains resolved, satisfy their needs, and/or complete jobs and activities in
better ways. These customer groups, perhaps being reflected as personas,
seek to achieve certain customer outcomes.

And of course, the people who are involved in product development are
typically focused on more hands-on stuff, like the roadmap, next steps,
goals and objectives, and the next features to build.

Taking the stance of a Customer Representative Product Owner, you will
often find yourself in the middle of all these different stakeholders and their
perspectives. You will be thinking about how you can better impact the
lives of your customers and perhaps how you might make them change
their behavior to deliver value for both them and the other stakeholders.
Figure 7.1 illustrates how you connect the needs of your organization and
stakeholders (goal, impacts) with your target audiences (personas), their
desired outcomes, and potential features to develop.
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Figure 7.1 A system diagram inspired by impact mapping

Imagine that the company’s goal is to increase revenues by 20%. Quite an
ambitious goal, for sure, but let’s say that it is possible given the current
market conditions, growth ambitions, and relative positioning.

There are at least two ways to achieve that company goal. One way is to
simply get more subscribers, that is, get new product customers. In this
example, let’s say that we believe we can achieve 15% of the revenue goal
by attracting more subscribers and 5% by reducing the churn rate of
existing subscribers.

Note our use of the words impacts and outcomes here. There is no fixed
definition of when to use impact and when to use outcome. Our convention
is to use the term company impact when we are talking about measurable
results for the company, and the term customer outcomes when we are
talking about a measurable change in customer behavior.! We’ve seen
these words used with various meanings and in various contexts, so it is
good advice to communicate what they mean in your organization to avoid
confusion.



1. This is in line with the Lean UX method.

Company impacts are ultimately a result of changes in customer behavior.
In the World News case study, we focus on the two personas explored in
Chapter 6, “Identifying and Expressing Customer Value,” Kate and Jane.
The third persona in the example, Xavi, is a persona for an existing print
subscriber. We haven’t shared the persona canvas for Xavi in this book, as
we believe that having more examples doesn’t add much value to the
context. But it is important to keep other personas like Xavi in mind, as we
don’t want to lose our existing newspaper customers.

Going back to our user personas, we can find what they consider to be
valuable and get an idea of how we could measure if that is the case. So, the
next step is to connect your personas to the customer outcomes they seek to
achieve.

Kate, for example, doesn’t like it when apps are not self-explanatory. We
can see if we are meeting her needs if she starts moving more swiftly
through the app and spends more time consuming content. Jane on the other
hand is more concerned with cost. Measuring how new signups are divided
over the different plans and pricing schemes will tell us if they like our
offering.

Where some behaviors amplify each other, others will have a negative
effect. For example, more pricing tiers or a combination of ad-driven and
premium versions may appeal to Jane. However, it might make the
proposition more complicated for Kate. It’s a game of balance.

Note that we haven’t talked about the features yet. Features are a result of

the change in behavior that you try to trigger in your personas. Just as with
the customer outcomes, features can also influence each other, though that
is typically a technical limitation that teams can overcome.

The purpose of a diagram, like the one created for World News, is to
facilitate communication and create transparency. You can use it to explain
to people how their (company, department, or personal) goals are achieved
through a change in customer behavior. Following that you can connect the
desired change to the work that we are doing. It is also a great tool to
connect technologically oriented people with business-oriented people. It



helps to explain and visualize how each feature to be developed contributes
to the goal(s) of that feature. It helps to clarify what behavior change it is
trying to accomplish and for which persona. Are there different and more
cost-effective ways to achieve that change? Perhaps we can test some of our
assumptions earlier by making this connection. Are we sure that this
behavior change will lead to these business results?

Figure 7.1 works from left to right and from right to left. It functions as an
invitation to a conversation. But it puts the customer at the center of what
we do, and that is what the Customer Representative is all about.



The Customer Representative

Key Learnings and Insights

This concludes Part 1, in which you explored the Customer Representative
stance. In this part, you learned how to identify and define a product, using
the 5 Ps. You also learned how to develop customer empathy, how to
capture customer insights using personas, and how to identify and express
customer value. Finally, you learned how to connect all the dots, such as
which features to build to deliver customer value and which impacts to
achieve to reach your company goals and objectives. To create winning
products in the marketplace, it all starts with a clear picture of the product’s
customers, their pains, gains, needs, and jobs-to-be-done. Product Owners
and product managers need to talk to, observe, and engage with customers
and users on a regular basis to understand their needs and problems to
solve. Product Owners managing failing products often crank out as many
features as they can, operating as feature factories. Winning products, on
the other hand, solve clear customer problems for well-defined and well-
understood target audiences.

Quick Quiz Review

If you took the Quick Quiz at the beginning of Part II, compare your
answers to those in the following table. Now that you have read about the
Customer Representative stance, would you change any of your answers?
Do you agree with the following answers?



Statement Agree Disagree

People buy, hire, or absorb products to solve their
problems, not for the features that products have.

If you ask customers what product they need, the
only answer you get is “faster horses.”

There is always a product, a customer, and a
producer, but they are not always easy to define.

The best people to talk with to learn more about
customers are sales, customer support, UX, and

marketing people. They know best what

customers really want.

The best way to express value for customers is in
how much revenue they bring in for the company.

Visualizing user information (e.g., with personas
or empathy maps) provides a better

understanding of customer and user problems

and needs.

Company goals, company impacts, personas,
value for customers, and the features to be built
are all interconnected in nonlinear ways.

Want to Learn More?

Do you want to learn more about the Customer Representative stance?
Well, a good way to get started is to create a persona.

From there you can explore the “The Elements of Value”! and the Bain

Value Pyramid.? You can also use system diagrams or impact maps to
summarize and connect the dots.



1. Eric Almquist, John Senior, and Nicolas Bloch, “The Elements of Value,” Harvard Business
Review, September 2016.
2. Bain & Company offer an interactive graphic at https://media.bain.com/elements-of-value/#.

Other relevant resources include The Inmates Are Running the Asylum by
Alan Cooper (Sams, 2004), Lean UX by Jeff Gothelf and Josh Seiden
(O’Reilly, 2017), and What Customers Want: Using Qutcome-Driven
Innovation to Create Breakthrough Products and Services by Anthony
Ulwick (McGraw-Hill, 2005).

The customer representative domain is in constant shift. If you, as a Product
Owner, want to know more about what your customers are experiencing, we
highly recommend exploring the worlds of user experience design, user
research, and/or user testing.
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The Visionary
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Big ideas almost always come in small words.

— Jack Trout

Quick Quiz

To connect to Part I1I, answer each of the following statements by checking
the Agree or Disagree column. The answers are shared in the Part III
Summary.

Statement Agree Disagree




Statement

Agree Disagree

A product vision should inspire customers, users,
stakeholders, and Developers. Communicating the
product vision through storytelling is a great
practice for sharing memorable stories that
inspire people.

A Product Owner should have multiple Product
Goals that are to be achieved for the product.

There are many ways to visualize Product
Backlogs, such as by creating product roadmaps
tailored to the stakeholders’ needs and
organizational context.

A clear definition of how to identify, express,
estimate, and measure value (e.g., with Evidence-
Based Management) helps to increase autonomy
and improve decision making.

The Scrum Master and Developers in Scrum are
accountable for time to market and innovation.

A Product Owner is not, and should not be,
responsible for a product’s pricing. Product
Owners don’t need to influence or define the
pricing strategies and tactics to be used.

Releasing Done products is the only way to deliver
value and measure progress toward business
goals, product vision, and strategy.




Creating and Communicating
Product Vision

Introducing: The Visionary

When you think of it, the Product Owner is a kind of reverse Spider-Man.

For Spider-Man, with great power comes great responsibility. But, for

Product Owners, with great responsibility comes absolutely no power.
— Chris

At times, a Product Owner should take the stance of being the Visionary. In
Part II, “The Customer Representative,” you learned more about how to
take the stance of the Customer Representative, helping you get a solid
understanding of your customers, their needs, and the product. After
learning more about your product, your customers, and their needs, you
may have gotten inspired, and you may have generated new ideas for your
product. Representing those ideas, that vision about the product, and the



goals to be achieved, is what the Visionary stance is about. Many Product
Owners suffer from the reverse Spider-Man syndrome, meaning they have
little formal power, but a great responsibility for the product, nonetheless.
The result of not having that formal power is that you will need to create
followers. These followers are people who are motivated to join the cause
—your cause. Or in other words, they aren’t following you just because of
the person you are. Instead, they follow you because they are passionate
about the vision, purpose, or goals you seek to achieve. But how do you
create followers without formal power? How do you inspire people to
follow your lead? Those and many others are exactly the questions to cover
in this part: the Visionary.

A vision, mission, or purpose can be considered the North Star for your
product. It explains where you are heading. When taking the Visionary
stance as a Product Owner, you focus on the future. You look forward and
imagine where you, your product, and the company are heading. Taking this
stance is all about challenging the status quo. So, forget about those bugs
for a moment. Forget about the technical debt in your product. Forget about
the latest complaint by that very important customer. When you are in the
Visionary stance, you don’t focus on the now, you focus on what could be
in the future.

Being future-focused (not all the time, but at least regularly) is important to
avoid a catastrophe before it happens. Being future-focused helps you to
plan for increases in staffing, production, customer demand, and rising and
new target audiences, for example. Having and communicating a clear
vision to the people around you will help to prepare for what might happen
in the future. Having a clear vision keeps a Product Owner on course during
hard times or when experiencing unexpected setbacks.

Communicating a clear vision helps you to build a unified force amongst
your team(s) and stakeholders, and it also has a positive impact on your
organization’s effectiveness. Having an inspiring, ambitious, and clear
vision inspires action. It ignites a spark, passion, and motivation. A strong
vision pulls in ideas, people, and other resources to achieve it. When people
understand and buy in to the vision, it brings them together. It creates the
energy and willingness to make change happen. It inspires individuals and



organizations to commit, persist, and give their best. It focuses and aligns
efforts, so everyone is working towards the same understood direction.

A clear vision also acts as a guide for employee actions and decision
making. It functions as a practical guide for creating plans, setting goals and
objectives, and coordinating and evaluating the work on any initiative,
whether it is small or large. For example, if there is a decision to be made
about undertaking a new initiative, or if a decision is needed on how to
complete a task, stop and ask yourself, “Is what I am doing—or what [ am
about to do—consistent with the vision?” If it is, that’s great, go ahead and
move forward! If not, or if there is any doubt that the idea aligns with the
vision, now is a time to pause, evaluate, and if necessary, realign the action
or decision with the vision. Or if it doesn’t fit the vision, forgo it
completely. The vision will provide the guidance people need to make the
right decisions.

Possibly the most significant benefit of having a clear vision is that it can be
motivating and inspiring for people around you. When an individual
understands and aligns with the core values and vision of the organization,
they can readily commit to, and engage in, the organization’s efforts.
Engaged and inspired personnel can go a long way in helping the
organization achieve its goals. Having a clear and inspiring vision helps to
keep organizations focused and together, especially when working on
complex initiatives, and during stressful times. If people have a solid
understanding of the vision, the teams will be able to build a better product
or service. If everybody is aligned around the product vision, the dream, the
goals, and the objectives, your chances of “building the right thing” are
much higher.

Apart from building a better product, teams usually become more self-
managing when the vision and strategy are clear to them. They will be able
to make more day-to-day decisions themselves, and they will be able to
contribute to the vision and strategy by sharing their knowledge and
insights. This increased self-management of the teams allows the Product
Owner to spend more time on other responsibilities, and the team members’
contributions will improve the vision and strategy.



Research has proven many additional benefits of having a clear vision.
Through experience in practice, we mostly learned that regularly taking a
Visionary stance as a Product Owner will lead to improved product usage,
increased revenues, an improved total cost of ownership, and increased
customer satisfaction. So, what’s holding you back? Time to take the
Visionary stance!

Let’s summarize what great Visionary Product Owners do:

e Personal belief in the vision: Visionary Product Owners are
personally bought into the vision. It is as if the vision is inside them.
The vision is theirs and they are the vision. They are connected to the
vision; they live it and breathe it. If you don’t believe in your
personnel, product, or company vision, how can you be the visionary
and inspirational (product) leader to follow?

e Think of what might be, forget about what is: Great visionaries
are optimistic about the future. They are also consumed with making
tomorrow better than today. These visionary and hopeful leaders
never settle with today being good enough. They always strive to
make tomorrow even better. It is this focus in combination with a
relentless challenge of the status quo that makes great visionary
leaders so successful.

e Visionary Product Owners are imaginative and focus on the
bigger picture: Visionary people can visualize things easily. They
have great imagination and visualization skills. It is as if they can see
the future. Visionaries can imagine future possibilities in their minds
and then explain what they have imagined. They can explain it so
clearly, it is as if they have already been there.

e Apply storytelling to your vision: It starts when we’re just little
children, and it never ends. We all love great stories! Whether it was
listening to our parents reading us stories when we were kids,
playing video games with a great storyline, or binge-watching a new
Netflix series, we all love stories. And great visionaries know this.
Great visionaries not only can define, create, shape, and visualize a



vision, they also are awesome storytellers, which makes the vision
memorable.

e Visionary leaders are inclusive, not exclusive: Great visionary
leaders share and communicate their dream/vision. One sign of
working with a Visionary Product Owner is their willingness to share
the vision with the world. Great visionaries don’t keep their vision to
themselves because they know that they cannot get to the destination
alone. Visionary leaders however are also accepting of the change.
They are open to inviting others to join in their vision, but also to add
to it and make it their own.

e They are never afraid of failures: As mentioned earlier, true
visionaries see what others cannot see. They see the big picture.
They see the links among different events. They see possible
obstacles. Great visionaries know that Winston Churchill was right
when he said, “Success is walking from failure to failure with no loss
of enthusiasm.”

Connecting the Product Vision to the
Company Mission, Vision, and Values

Before diving into the topic of vision, let’s pause for a moment to clarify
some terms. What we often find is that there are many definitions and
interpretations of what “vision,” “mission,” “purpose,” and “strategy”
mean. Different people have different definitions of these terms. So do
many organizations. Let’s start with some definitions so that you’ll know
what we refer to in the context of this book.

29 ¢¢

The vision usually describes a problem to be solved, and the mission
describes how the company will contribute to solving that problem. The
mission is typically defined based on the vision and is often also considered
to be the purpose of the organization. The mission describes what a
company seeks to achieve, what it seeks to contribute to the world, and how
it wishes to do so.



For some companies, the mission will be about generating knowledge
through research. For others, it might be about building bridges and
connecting people. Both statements should not describe business results,
goals, objectives, or deliverables. Instead, they should describe how the
company makes the world a better place.

Let’s explore the following mission and vision statements, read them
slowly, and imagine what the company could be about:

e The mission is to entertain, inform, and inspire people around the
globe through the power of unparalleled storytelling, reflecting the
iconic brands, creative minds, and innovative technologies that make
ours the world’s premier entertainment company.

e To make people happy, especially children.

To which company do you think these mission statements belong? The
correct answer is that these statements are from the Walt Disney Company.
Which sentence is most inspiring to you? The mission or the vision? It’s
likely that the second statement (the vision) is more inspiring to you. Vision
statements are usually shorter and more inspiring, while mission statements
are longer and offer more details on how to achieve the vision.

Most organizations also define company values. These values describe the
core behaviors, values, and principles that the company and its people
operate from. The company values should not change often, as they form
the heart of how the company and its people behave. Company values
should be more than just a description, though. Some companies write
down beautiful statements of their values; however, when taking a closer
look, you don’t see people behaving that way. We believe that company
values are not so much defined by how you describe them on paper, but by
the behaviors that people display. People should display the company
values consistently, as they are the deep-seated core values at the heart of
the organization.

As mentioned before, the company vision is a, usually brief, description of
the future state of the world. It often describes the complex problem to be
solved, or the ambition/purpose to be achieved. The vision describes what
ultimate value a company seeks to deliver, and it guides the company on its



journey to get there. If a vision changes frequently, it becomes difficult for
companies and their people to deliver coherent products and services that
serve as stepping stones towards that desired vision.

Here are a couple of examples of vision statements for your inspiration:

Facebook: Connect with friends and the world around you.

LinkedIn: Create economic opportunities for every member of the global
workforce.

Teach for America: One day, all children in this nation will have the
opportunity to attain an excellent education.

Alzheimer’s Association: A world without Alzheimer’s and all other
dementia.

The Nature Conservancy: To leave a sustainable world for future
generations.

After the vision comes strategy as the next step. Strategy is a description of
how the company is going to achieve its vision. It’s a measurable,
actionable form of planning, and usually contains goals to be achieved. You
should be able to explain the strategy of a company based on the products it
creates and how those products get created. After all, what is the strategy
trying to achieve if not the company mission? And what is the mission if it
is not an embodiment of the vision?

Strategy without tactics is the slowest route to victory. Tactics without
strategy is the noise before defeat.

—Sun Tzu

Some organizations add additional layers of goals, objectives, key results,
and others between the company vision and the product portfolio. So, the
terminology used in this book might be slightly different from how your
organization implemented these terms. Regardless, having and developing
products and services should serve as evidence of the strategy a company
has. A product is more than a collection of features, components, tools, and
technologies.



In Tables 8.1 and 8.2, you will find vision, mission, and strategy examples
for inspiration.

Table 8.1 Example Vision, Mission, and Strategy: Alzheimer’s
Association (July 2022, alz.org)

Vision Mission Strategy

A world The Alzheimer’s

without Association leads * Providing and Enhancing
Alzheimer’s the way to end Quality Care and Support—The
and all Alzheimer’s and Alzheimer’s Association

other all other engages with communities on

national, state, and local levels
to ensure access to quality care
and support for everyone
affected by Alzheimer’s and all
other dementia.

dementia.  dementia—by
accelerating
global research,
driving risk
reduction and
early detection,
and maximizing
quality care and
support.

e Accelerating Research—The
Alzheimer’s Association leads
and accelerates research
worldwide to advance risk
reduction, earlier detection, and
more effective treatments to end
Alzheimer’s and all other
dementia.

¢ Increasing Concern and
Awareness—The Alzheimer’s
Association is the leading global
voluntary health organization
advancing Alzheimer’s disease




Vision

Mission

Strategy

and dementia awareness in all
communities. We have
successfully built our brand and
extended reach to increase
awareness, reduce stigma, and
increase the public’s knowledge
of our support resources and
advances in Alzheimer’s and
dementia research.

Strengthening Diversity, Equity,
and Inclusion—The
Alzheimer’s Association strives
to be a leading organization in
diversity, equity, and inclusion.
We seek to create a culture
where staff, volunteers, and
constituents are empowered to
share their voices and
perspectives to create an
environment of inclusion,
growth, positivity, belonging,
and change. This culture is
embraced by all parts of the
Association and partnering
organizations.

Advancing Public Policy—The
Alzheimer’s Association and the
Alzheimer’s Impact Movement
will advance our mission for all
communities through the pursuit
of federal and state policy to
provide broad, timely, and
equitable access to effective
treatment, comprehensive




Vision Mission Strategy

education, care, services, and
support, and research funding to
meet the growing needs of all
affected.

* Increasing Revenue—The
Alzheimer’s Association will
increase revenue through the
mobilization of all communities
by engaging individual
constituents, corporations, and
organizations to accelerate
progress and maximize mission
impact.

Table 8.2 Example Vision, Mission, and Strategy: Carepay

Vision Mission Strategy




Vision Mission Strategy

We believe that mobile has the We give
potential to transform healthcare in everyone
Africa by orchestrating access to good the
quality healthcare with great member power to
experience with lower out-of-pocket  care.
contributions.

1. International
Scaling,
multi
country,
multi payers
platform
setup

2. Extreme
Loyalty,
gamifications
positively
benefit
health eco-
system

3. Lowest
Transaction
Costs,
member-
controlled
click-and-
play health
eco-system
connectivity
platform

A Product Vision Aligned with the
Company Mission and Vision

A Product Owner should be able to influence the company strategy (at least
to some extent) by finding new and innovative ways to create value for



customers, the company, and society. Of course, Product Owners should be
thinking about the company mission and vision and how their work
contributes to achieving the mission and vision. The main concern for a
Product Owner is the product or service itself, and that this product or
service solves customer problems and generates value.

Product Owners play a key role in the bridging of a vacuum (as illustrated
in Figure 8.1) that often exists between company vision and strategy, and
the daily work and operations that teams perform. This vacuum is called the
product management vacuum, and Product Owners play an important role
in resolving it.
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Figure 8.1 The product management vacuum

Think of your organization. How well are the teams in your company
aligned to what the executives want to achieve? How well are the
executives informed about what is really happening on the work floor?

Chances are that there is not enough alignment. It happens quite often that
the executives are not aware of what really happens. And it is quite
common that employees do not exactly know what is to be achieved and



how they can contribute to that. This phenomenon of misalignment is often
referred to as “watermelon reporting.”

Watermelon reporting describes the phenomenon where things appear to be
green on the outside (like a watermelon). In other words, the status reports
and management dashboards are displaying green lights and little to no
issues. However, like with a watermelon, once you slice it open and delve a
bit deeper into those status updates, dashboards, and reports, you will find
that most of the stuff is red. It is not going well, and serious issues might be
present. Watermelon reporting often happens in organizations where fear,
stress, and anxiety rule. It also happens often if there is a disconnect
between the company strategy (what C-level management aims to achieve)
and what happens on the work floor (what employees and teams do daily).

Product Owners play a crucial part in resolving the product management
vacuum. Their effectiveness in resolving this vacuum determines the
influence they can exert on the company strategy itself. The more alignment
from top to bottom in the company you can create, the more people will
notice your contributions, and the more influence you will gain over time.
Let us look at some of the ideas that put the Product Owner in a position for
resolving that vacuum. The Agile Manifesto makes no literal mention of
vision or mission. However, vision has a key role if you can read between
the lines:

1. “Our highest priority is to satisfy the customer through early
and continuous delivery of valuable software.” If our highest
priority is to deliver value early and often, we should have a good
understanding of what value is for our customers, which means that
we need to have a clear vision of this.

2. “Welcome changing requirements, even late in development.”
Agile processes harness change for the customer’s competitive
advantage. If one of our goals in Agile is to enable a competitive
advantage for our customers, that means that we should have a clear
understanding of our customers, their problems, needs, and goals. But
we should also try to obtain a good understanding of their vision,
strategy, goals, objectives, and business model, right?



10. “Simplicity—the art of maximizing the amount of work not
done—is essential.” To maximize the amount of work not done, and
to try to keep the product as simple as possible. Stick to the core of
the product and its customers’ needs. We need to have a clear
understanding of the product’s purpose.

In summary, Product Owners need to connect company mission, vision, and
strategy to product vision and strategy to solve the product management
vacuum. Defining and communicating product vision and strategy
effectively helps create focus, inspire people, create alignment, and build
better products. But how do you create and communicate your product
vision effectively?

Elements of an Inspiring Product Vision

A product vision can be looked at from many angles, and each angle offers
a different perspective on how it represents the strategy. Table 8.3 lists
various tools, canvases, and formats for capturing your Product Vision.

Many tools for creating a vision can be used. There is a wide variety of
tools and canvases available, some even for specific products and contexts
(like hardware or marketing). We recommend you search the web for these
tools, including how-to guides and explanations. There are various helpful
how-to guides for creating your product vision (like on our blog:
www.medium.com/the-value-maximizers), which is why this isn’t included
in this book.

Table 8.3 Examples of Tools Used by Product Owners/Managers for
Visioning and Strategizing

Format Emphasis on Useful For
Business How the product fits Discovering financial flows,
Model into the business channels, key assets

Canvas



http://www.medium.com/the-value-maximizers

Format Emphasis on Useful For

Value How the customer is Describing the outcome the
Proposition  affected by the product product is trying to achieve
Canvas

Lean Canvas Finding product-market Young products trying to spin
fit growth

Lean UX Hypotheses and the user Validating assumptions and
Canvas making them transparent

Product Box Buying behavior of the Discovering the unique

customer message
Product Standardizing your Comparing product
Vision description propositions

Statement

Empathy Describing the problem Finding deeper drivers for the
Mapping of the customer customer

What all these tools have in common is that they connect the customer
problem(s) to solve to the business impacts to be achieved, while also
sketching a picture of what the future could look like. What worked very
well for us in the past is to make vision-creation a collaborative exercise.
Although you could create a product vision on your own, it is often more
interesting, more fun, and more valuable to create the vision together. Also,
remember that taking the Visionary stance doesn’t mean that you need to
come up with everything yourself! Leading and facilitating people in
creating the vision is also important. So, don’t worry if you don’t have a big
and ambitious vision (yet). Bring the right people on board to help create it.

Creating a vision is just the first step though. Once you have defined the
vision, including the target audience, problems to solve, revenue and cost
streams, and the unique value proposition, the actual work is about to get
started. Creating, defining, or documenting the product vision is typically
not the biggest challenge you see. The bigger challenge is to communicate



the vision effectively and to get people to buy into that vision. Even more
s0, it 1s about getting people to support the vision, and communicate it
themselves.

So, what do you do next? Well, it’s time to start communicating your
vision! Once you have discovered the crucial elements of your product
vision, you should start communicating and pitching the vision. What you’ll
probably learn by doing so is that different audiences require different
approaches. Some are more interested in the value a product offers, others
wonder about the changes required to create the product, and some might be
afraid of what this means for their products or services. In the next chapter,
we’ll explore how to communicate vision through storytelling. But before
doing so, Table 8.4 shows some do’s and don’ts to consider before you start
communicating, pitching, and storytelling your vision.

Table 8.4 Do’s and Don’ts for Communicating Product Vision

Do/Show/Communicate Don’t Do/Show/Communicate
Passion Not believing the vision yourself
Energy/enthusiasm A long list of features

Visual Bullsh*t bingo

Appealing Technical

Short Buzzwords

Clear core message Rattling/not making a clear point
Interactive Boring/monotonous

Appeal to morals/feelings Being unclear what you are asking




Communicating the Product Vision
Effectively

One of the most important characteristics of a great vision is its ability to
capture the imagination of the recipients. Great visions tend to tell a story,
but what does that mean and what are some ways that we can create such a
narrative? Let’s start with the fact that there is no one type of story. Nor is
there one perfect story for your product, to be used in the same way for
every stakeholder. Instead, think of storytelling like people do and did in the
past when sitting around the campfire. People were, are, and will forever be
trading different stories. It’s not about repeating the same story over and
over again.

Looking at most of the stories that Product Owners communicate, you will
find that they can be connected to one of the following categories, each
having its clear objective from the storyteller’s perspective:

e A story to inform the audience (e.g., “How do you operate the
product?”)

e A story to create a connection (e.g., “Did you ever notice that. . . 77)

e A story to inspire (e.g., “The world of X will never be the same.”)

The goal you seek to achieve helps you structure your story. For example,
to build a connection, you may want to start your story with a thought-
provoking question. When listening to stories from other people—for



example, TED Talks or Disney films—you will find that many great stories
follow the path of the so-called hero’s journey (see Figure 9.1).

The hero often starts their adventure in the known world. Then they come
across somebody important, such as a mentor.

At a certain point, they cross a threshold and leave the known world for a
new adventure. During this adventure, they overcome various challenges,
find a partner, and learn new skills. And, just when things seem to be going
well, death and rebirth happen. A tragedy must be overcome, and they can
overcome it.

Finally, changes start to happen, the world is becoming a better place, and
the main purpose is achieved. Then they return to the normal world as
changed people (or animals) and live happily ever after. So, what can we
learn from the hero’s journey? What is it about these stories that makes us
remember them?



END,/y | \ ACALLTO

. ADVENTURE

RETURN

CHANGED ,
/ MEETING

The Normal World... \ AMENTOR

The Unknown World...

CROSSING THE

A GIFT THRESHOLD

THE |

ATONEMENT TRIAL &

HERO’S
JOURNEY

FINALLY, *
THE CHANGE / AHELPER
HAPPENS COMES ALONG

GROWTH &

DEATH, REBIRTH NEW SKILLS

& TRAGEDY

REVELATION

Figure 9.1 Hero’s journey

The 3x%3 Storytelling Framework!

1. See also Chris Lukassen, The Product Samurai: A Product Manager s Guide to Continuous
Innovation, 3rd ed., Product Dojo, 2021.

When communicating or pitching your vision, you usually get about two to
five minutes of people’s attention. If it is much shorter than that, people
probably won’t understand the vision. If it is much longer than that, you
may not be very clear and spot-on in your pitch, and people will likely lose



interest. So, to make those couple of minutes count, you should be able to
communicate your product vision in a concise, clear, relatable, yet also
comprehensive way.

After analyzing many great and highly valued TED Talks, we have learned
that there are a couple of elements that the speakers include in their stories
and presentations. Through this analysis, we have identified nine elements
that are included in almost all those great talks. This led to the creation of a
framework for building your own great stories, which is referred to as the
3x3 storytelling framework. Table 9.1 shows what it looks like.

Table 9.1 The 3x3 Storytelling Framework

Status quo Observations Story
Insight Opportunity Analogy
Solution Advantages Ethos

The top row of boxes helps you to build a “hook” with the audience. The
purpose of communicating the status quo, observations, and story is to get
your audience connected to the topic and to gain their empathy. The first
thing to start your story with is a description of the status quo in the market
or industry. It is typically something that is or has been going on for some
time already. You could say that it is a pattern that you’ve noticed in the
market, company, the product, across a target audience or industry.
Although there are many ways to describe the status quo, many different
openings to use, and many sentences to speak, a frequently used phrase that
works well for the status quo is, “There is a problem in the industry today.”
It is almost too simple, yet it seems to work across time and industries.

Just saying that there is a problem in the industry isn’t enough, though. The
next step is to prove that the problem exists. This means that you’ll be
adding information to your statement by sharing some (usually two to four)
of your observations about the market, company, product, or industry. This
builds a connection with the audience, who hopefully recognize the
symptoms and observations that you are describing.



With this increased understanding of what’s going on, it’s time to share a
story. People love stories. Stories are the things we remember. Stories,
practical examples, and experiences from real life tend to strike us the most.
The magic of storytelling goes back to the stone age, when we sat around a
fire, sharing the stories of our ancestors. Stories from people we know build
stronger connections and make the audience pay attention. You could share
a story from a customer, for example, or a colleague who is experiencing
challenges. Set the scene for the rest of your story and don’t forget to
explain the crazy number of tasks that customers need to complete, how
inefficiently they need to spend their time, or how much frustration they
experience. Build up the tension for the rest of your pitch.

Then, share the insight that you have obtained. Share the great discovery
that 1s your new product, service, or feature set. The insight is usually a
short and simple sentence. Something like, “This gave us an insight; people
need X and are craving for Y’ usually works well. It doesn’t have to be a
long list of insights. Just share one or two of the most important.

After the insights is a description of the unique opportunity that your idea
presents to change the world. The opportunity describes two or three real
improvements that could be made to improve people’s lives. It describes
some of the benefits that this idea will bring to the audience. The
opportunity is part of the arc, where we are opening the minds of the
audience that there is a way out of this situation, and you are taking them
along on the journey.

The analogy is the part of your pitch where you connect the given situation
to something that the listener is already familiar with. Analogies appeal to
how the human brain works. They trigger a familiar path of neurons, so the
listeners’ brains will presume a similar outcome. You can compare your
solution to a famous company or product, for example. Although you might
want to explain in more detail, you can use something like, “This is exactly
how Google started!” or “This strategy worked very well in hospitals, so it
might just work as well for general practitioners.” There’s a big chance that
your listeners don’t want to miss out on an opportunity to be as successful
as Google!



Once you’ve gained empathy with your audience, and once you have used
an analogy to create insights, your audience is primed and ready for your
solution. This 1s when you talk about that solution. Well, at least a little bit.
You may not even need to go into great detail. You don’t need to describe
exactly how the product works. Assume that it just does. People are not
necessarily interested in how their needs are met. They don’t necessarily
care about the details of your solution. They’re interested in knowing that
you know what problems and needs they have and that your product will
solve those problems and fulfill their needs.

Your listeners might be more interested in the advantages that your product
offers. What is the value your product will add for them? How does it
compare to other solutions on the market? How does it compare to
alternatives, perhaps not being products (yet)? Tell them why you believe in
your solution. What makes it so awesome? If you don’t believe that this
product is the best thing since sliced bread, then why would anyone else
care about it?

The final piece of the puzzle is ethos. In this context, ethos means “for the
benefit of mankind.” It’s the ultimate purpose of building the solution,
which transcends the needs of the company or the individual. Because the
problem is so widespread in the industry, and your solution is so
impressive, it must be worthwhile to invest in it. It is for the greater good.

Now it’s time for a complete example of a story designed with the 3%3
storytelling framework. World News’s mission statement is, “We globally
leverage cutting-edge technology to develop world-class real-time news to
customers while enabling advertisers in an ever-changing marketplace.”

This mission statement, although not particularly exciting, is a decent
mission statement. It describes the high-level product: news. It describes
some of the how: technology. It doesn’t describe the main target audience
very well, though: newsreaders in general. And it describes that they want
to enable their core customers: advertisers. So, the statement is okay, but
will it make people get out of bed in the morning for an exciting day at
work? We don’t know.

So, what if our protagonist, Noa, created her pitch as follows:



(status quo) There is a problem in the industry today: smartphones are
eating a lot of our time.

(observations) You see it all around you: people switching between
multiple news apps on their smartphones to get a good overview of all
the news (left, right, local, international, social, etc.).

(story) Last week, I spoke to a coworker, and she told me how shocked she
was to discover that she spends four hours each day on her phone via the
new “‘screen time” feature. The time spent was mostly in news apps.
Imagine spending four hours, a quarter of your non-sleeping time, going
through news apps.

(insight) This gave us an insight: news needs to be personalized and
centralized.

(opportunities) You will need only one app. It adapts to what you like, and
you can limit the amount of time you spend in it. We will bring all the
local, global, social, left, and right news together in one place.

(analogy) Much like Facebook, where the stories of your friends and
family are brought together, we will present the local news from all over
the world in one convenient place.

(solution) We have a solution for this problem.

(advantages) The solution does not require you to go through all those
apps, figures out what you like, and saves you time.

(ethos) In the end, if we can improve the lives of our customers by giving
them more time with their friends and family, we are not just delivering
news but changing the world for the better.

What does your product pitch sound like?

The Power of Reasoning

Being a Product Owner, your purpose of pitching, presenting, or sharing
stories is likely that you want to convince other people of your ideas. When
convincing people of your ideas, an important aspect is the ability to reason
well. To make good arguments for your case and ideas. Your audience



needs to be able to follow your reasoning and check the validity of your
arguments. The study of rhetoric offers a simple-to-remember metaphor that
might help when you are trying to make a point. The metaphor is to use
your hand as a reference when reasoning with people. This is how it works:

The problem: The problem is represented by the palm of your hand. It is
the largest area and ultimately what we are trying to convey. If you are
not sure what you want the recipient to remember, then it will lead to an
incoherent story. In the example before, the problem was the amount of
time that people spend on their phones.

The core message: The core message is your thumb. It’s a snappy and
short description of the problem. Often, it is a sound bite, a phrase that
catches the attention and is easy to remember. Rather than saying,
“Computers have become increasingly complex and difficult to operate,
leaving the average user frustrated about why certain software and
hardware refuse to cooperate and dumbfounded on possible remedies,”
Apple said, “It just works.”

The core message is enforced by three arguments (representing the index,
middle, and ring fingers). Why does your solution work? What advantages
do you offer over existing solutions? Three is the magic number, fewer and
people are still critical, more and people have already forgotten about the
first argument.

The index finger represents a counterargument. Yes, you read that correctly.
By labeling the counterargument yourself you control the narrative. The
index finger is small, so the counterargument should not derail the entire
solution of course, but rather point out that you are aware that there are
consequences to this idea, and you have thought about them. This is a really
important step! Research around how customers buy or buy into products
has proven repeatedly that conversion rates (actual purchases from
customers) increase if there are some negative evaluations of—or
arguments for—a product among many good evaluations or arguments.
Especially negative evaluations or comments that are not relevant,
important, or critical to the product’s functioning help to drive buy-in.

Don’t close your story on a low note, however! Though the index finger
might be the last finger on your hand, it is better to insert the



counterargument between the first and second positive arguments so that by
the time we reach the third the audience is on a high.

Make It SEXI

I recall giving a presentation in the UAE on cross-mobile development
platforms. Ignorant of the hero's journey, my presentation focused
mainly on what our product could do, what functionality it offered, and
how it compared to other platforms. Truth be told, it was not a very sexy
subject.

At some point, I noticed the customer pulled out his Blackberry and
started typing. Initially, I thought, “Great! He is texting his colleagues
about this awesomeness.” This was not the case, though. Shortly after he
stood up and left the room without a word. A few minutes later his
secretary showed up, and joined the presentation to take notes and
create an abstract for the customer. He was not going to spend time on a
presentation that didn 't capture his imagination. Looking back, I can't
say I can blame him for it.

— Chris

How can you create memorable, and captivating, presentations? Of course,
the 3x3 storytelling framework will get you a long way. Communicating
with passion and enthusiasm will contribute for sure. But there is more!
This is how you make a presentation SEXI.

SEXI in this context means that for each Statement, you will create an
EXplanation and an Illustration to support it. Instead of listing features and



benefits in bullet points, you can turn them into a statement. For example,
“This platform allows you to battle the fragmentation in the smartphone
market,” or “This book will help you to become the Product Owner you
want to be.” Then explain why your product does that and what it looks
like. But don’t ever again use bullet points in PowerPoint to communicate
something that people should get excited about (like your vision). Instead,
tying it back to the smartphone example, use an image of all the Android
phones that were released that year.

A picture paints a thousand words. It’s a cliché, but it’s true. Use images to
have the audience connect the facts that you narrate to what they see. Avoid
making your listeners read and listen at the same time. People have loved
stories since the dawn of time, but they still can’t process two inputs
simultaneously. So, keep it simple, and make it visual!



Crafting Product Goals That Align
Stakeholders and Teams

In November 2020, Jeff Sutherland and Ken Schwaber released a new
version of the Scrum Guide. Many changes, small and large, were made,
and the Scrum Guide was greatly simplified to support even more teams
and industries. One of the more notable changes in this new version was the
introduction of a new concept, Product Goal:

The Product Goal describes a future state of the product which can serve
as a target for the Scrum Team to plan against. The Product Goal is in
the Product Backlog. The rest of the Product Backlog emerges to define
“what” will fulfill the Product Goal.

The Product Goal is the long-term objective for the Scrum Team. They

must fulfill (or abandon) one objective before taking on the next.!

1. Ken Schwaber and Jeff Sutherland, The 2020 Scrum Guide™, November 2020,
https://scrumguides.org/scrum-guide.xhtml.

What’s important about that Product Goal? you may wonder. The concept
of goal setting in product management is not new. It’s not new for most
companies, right? Setting goals for companies, products, services, and
teams is done in various ways. Approaches such as objective key results
(OKRs), key result areas (KRAs), key performance indicators (KPIs),
management by objectives (MBO), and goal-driven development (GDD) all
strive for the same thing: to provide a clear goal to work toward.


https://scrumguides.org/scrum-guide.xhtml

Why is this concept introduced in the new Scrum Guide? Well, Scrum’s
purpose is to provide a framework to solve complex problems and to
discover and deliver value in complex environments. It seeks to generate
value in situations where more is unknown than known. Defining goals,
Product Goals in this case, serves as a steppingstone in that river of
complexity. They help you to define a (big) step toward your vision. In
addition, the Sprint Goals serve as smaller steps toward your Product Goal.
Remember the product management vacuum in Chapter 8, “Creating and
Communicating Product Vision”? Creating alignment between the product
vision, Product Goal, Sprint Goal, and the product features to deliver is an
important accountability of the Product Owner for closing the product
management vacuum.

What Is a Product Goal?

A goal is not always meant to be reached; sometimes it serves simply as
something to aim for.

— Bruce Lee

Product Goals can be considered as the next objectives to be achieved. They
align with the product vision and strategy and provide focus and context for
the Product Backlog. Product Goals create alignment around shared
objectives and improve the commitment of the Scrum team to collaborate
toward those objectives. When Product Goals are shared openly, the Scrum
Team’s commitment is transparent to the rest of the organization, making it
possible to align ideas and initiatives with the Product Goals, park those
ideas for later, or reject them (for now) by saying no.

Another way to think about Product Goals is that they are manifestations of
the product strategy. Product Goals connect the product vision to solutions
and value discovery, to delivery and validation, as illustrated in Figure 10.1.
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Figure 10.1 Product Goals reside on various levels; some are huge,
others are more achievable.

Whereas the company vision is often holistic and describes a moonshot, the
company strategy serves to describe how to get there via clear goals and
objectives. Common questions to be answered through the product strategy
are: How are we going to achieve our vision? What are the goals for the
next quarters? What do we aim to achieve in the next quarter? What does



success look like? Many companies use a form of OKRs, KRAs, or KPIs to
track progress toward their Product Goals and business goals.

Setting clear goals for a product—and having one active Product Goal to
pursue right now—yprovides measurable guidance toward achieving the
product vision. If your company has only a single product or service, these
will be very much alike. A Product Goal connects the work on the product
(as recorded in the Product Backlog) to the product vision.

Table 10.1 shows some examples. Notice that the good examples present
concrete, measurable goals, whereas the bad examples are vague and
subjective.

Table 10.1 Good and Bad Examples of Product Goals

Good Examples Bad Examples
Increase product usage by 10% before Build the best product in
December 31 the world

Optimize website conversion by 2% before Make our customers and
April 1 users happy

Improve product quality by 10% before the Reduce operational costs
end of the year

Improve customer referrals by 5% before ~ Eliminate technical debt

May from the product

Reduce hassles for persona Kate by 10%  Deliver the complete

before end of the year project scope