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Advanced Product Owners 
by Tom & Kai Gilb

Gilb’s Mythodology Column

:H�DUH�JRLQJ�WR�DUJXH�WKDW�WKH�QRUPDOO\�GHÀQHG�UROH�RI�3URGXFW�
2ZQHU��32��LV�LQDGHTXDWH�IRU�SURMHFWV�WKDW�KDYH�VHULRXV�PXOWLSOH�
TXDOLW\�UHTXLUHPHQWV��DQG�FRQVHTXHQW�DUFKLWHFWXUH�SURFHVVHV��WR�
GHOLYHU�WKH�QHFHVVDU\�OHYHOV�RI�SHUIRUPDQFH�DQG�TXDOLW\��

7KLV� LQFOXGHV� DOO� ODUJH� VHULRXV� SURMHFWV�� VXFK� DV� JRYHUQPHQW�
RU� FRUSRUDWH� SURMHFWV�� :H� GR� not want to argue that the  

3URGXFW� 2ZQHU� UROH� DV� FRQYHQWLRQDOO\� GHÀQHG� LV� LQDGHTXDWH�
IRU� small� SURMHFWV�� QRU� IRU� SURMHFWV� WKDW� DUH� not� GHSHQGHQW�
RQ� PXOWLSOH� VWDWH� RI� WKH� DUW� TXDOLW\�� SHUIRUPDQFH�� DQG� FRVW�
OHYHOV� ²� DQG� WKH� FRQVHTXHQW� DUFKLWHFWXUH� WR� PHHW� WKHP�� 
+RZHYHU��D�SRLQW�LV�UHDFKHG�ZKHUH�D�SURMHFW�LV�VR�GHPDQGLQJ�WKDW�
PHWKRGV�DGHTXDWH�IRU�VPDOOHU�SURMHFWV�ZLOO�IDLO��7KH�PHWKRGV�RI�D�
KRPHRZQHU�EXLOW�KRXVH�ZLOO�QRW�ZRUN�IRU�D�����VWRU\�VN\VFUDSHU����
7KH�6FUXP�SURMHFW� IDLOXUH�UDWH� �DERXW������PD\�EH�EHWWHU� WKDQ�
ZDWHUIDOO��PRUH�OLNH������>�@�GXH�WR�EHWWHU�IHHGEDFN��%XW�NLOOLQJ�RQO\�
RQH�RXW�RI�ÀYH�SHGHVWULDQV�DW�D�FURVVLQJ��DV�RSSRVHG�WR�WZR�RXW�RI�
ÀYH��LV�VWLOO�QRW�JRRG�HQRXJK��:H�QHHG�WR�JHW�FORVHU�WR�]HUR�SURMHFW�
IDLOXUHV�LQ�,7�GHYHORSPHQW��7KH�P\WK�LV�WKDW�WKH�FRQYHQWLRQDO�32�
SURFHVV�LV�universal��DQG�WKDW�LW�VFDOHV�XS�WR�DQ\�W\SH�RI�SURMHFW��
,�EHOLHYH�ZH�QHHG�WR�EHFRPH�PRUH�DZDUH�RI�WKH�OLPLWV�RI�WRGD\·V�

GRJPD��DQG�WR�LGHQWLI\�SUDFWLFHV�DSSURSULDWH�IRU�$JLOH�PHWKRGV�LQ�
WKH�PRUH�GHPDQGLQJ�SURMHFWV��

7KH�P\WKV�RI�WKH�SURFHVV�RZQHU�DUH�LQ�LWDOLFV�EHORZ��KWWS���ZZZ�
PRXQWDLQJRDWVRIWZDUH�FRP�DJLOH�VFUXP�SURGXFW�RZQHU). Our 

FRPPHQWV�ZLOO�EULHÁ\�LQGLFDWH�DQRWKHU�SRLQW�RI�YLHZ�IRU�WKH�PRUH�
GHPDQGLQJ�SURMHFWV��7KLV�FROXPQ�ZLOO�QRW�DOORZ�XV� WR�DUJXH� LQ�
GHWDLO��EXW�WKH�UHIHUHQFHV�ZLOO�KHOS�WKRVH�ZKR�QHHG�PRUH�GHSWK��
7KH�SXUSRVH�RI�WKLV�FROXPQ�LV�WR�RSHQ�XS�WKH�GHEDWH�IRU�D�OHVV�
GRJPDWLF�DQG�OHVV�RYHUVLPSOLÀHG�SUHVHQWDWLRQ���

1. The Scrum product owner is typically a project’s key stakeholder. 

>�@�7KH�32�LQ�UHDOLW\�QHHGV�WR�SHUIRUP�DW�OHDVW�WKUHH�YHU\�GLVWLQFW�
IXQFWLRQV��ZKLFK�DUH�ZHOO�XQGHUVWRRG� LQ� ODUJHU�VFDOH�VRIWZDUH�
HQJLQHHULQJ��DQG�HQWHUSULVH�,7��

Requirements Engineering (RE): WKLV� LV�127�D�PDWWHU�RI�8VHU�
6WRULHV��7KLV� LV�SULPDULO\�D�PDWWHU�RI�TXDQWLÀHG�VSHFLÀFDWLRQ�RI�
WKH� WRS�OHYHO�SULPDU\�GULYHUV�RI�D�SURMHFW� >�@��TXDOLWLHV�VXFK�DV�
VHFXULW\��XVDELOLW\��DQG�DGDSWDELOLW\�>�@���SURMHFW�FRQVWUDLQWV��DQG�
SHUIRUPDQFH�UHTXLUHPHQWV��7KHUH�LV�QR�VXFK�FRQFHSW�DV�WKLV�LQ�
6FUXP�RU�RWKHU�VLPLODU�$JLOH�YDULDWLRQV�DW�SUHVHQW�

Stakeholder A’s 
financial budget

Usability

Reliability

Security

Environment

Innovation

Cost Reduction

Client Accounts

Stakeholder B’s 
financial budget

Elapse Time

Effort

Function

0%

100%



3DJH��� Agile Record – www.agilerecord.com

7KH�$GYDQFHG�3URGXFW�2ZQHU�IXQFWLRQ�IRU�FRPSOH[�SURMHFWV�QHHGV�
WR�EH�DEOH�WR�PDQDJH�PXOWLSOH�WRS�OHYHO�DQG�FULWLFDO�SHUIRUPDQFH�
LPSURYHPHQW�REMHFWLYHV��ZKLOH�PDQDJLQJ�PXOWLSOH�UHVRXUFHV�DQG�
FRQVWUDLQWV��6LPSOH�VSHFLÀFDWLRQV�VXFK�DV�8VHU�6WRULHV�DQG�%XUQ�
'RZQ�&KDUWV�ZLOO�QRW�GR�WKLV�MRE��

Architecture Engineering (AE): WKLV�LV�WKH�SURFHVV�RI�ÀQGLQJ�D�VHW�
RI�KLJK�OHYHO�DUFKLWHFWXUHV�RU�GHVLJQV�ZKLFK�ZLOO�SUREDEO\�GHOLYHU��WR�
EH�YHULÀHG�LQ�HDFK�VSULQW�E\�PHDVXUHPHQW�RI�GHOLYHUHG�YDOXH�DQG�
RI�FRVWV��WKH�TXDOLW\�OHYHOV��DQG�SHUIRUPDQFH�OHYHOV�ZLWKLQ�UHVRXUFH�
FRQVWUDLQWV��DV�VSHFLÀHG�LQ�WKH�WRS�OHYHO�UHTXLUHPHQWV�DERYH�>�@��
7KHUH�LV�QR�VXFK�FRQFHSW�DV�WKLV�LQ�6FUXP�RU�RWKHU�VLPLODU�$JLOH�
YDULDWLRQV�DW�SUHVHQW��

Dynamic Prioritization [7]:�GHFLGLQJ�ZKDW�WR�GR�QH[W��

2. Part of the product owner’s responsibilities is to have a 

vision of what he or she wishes to build, and to convey that 

vision to the scrum team >�@�

/DUJH�SURMHFWV�KDYH�VRPHWKLQJ�OLNH����RU�PRUH�VWDNHKROGHUV��HDFK�
RI�ZKRP�KDV�VHYHUDO�UHTXLUHPHQWV��1R�VLQJOH�LQGLYLGXDO�FDQ�NQRZ�
RI��DQG�EH�UHVSRQVLEOH� IRU��D�FRPSOHWH�YLVLRQ��$W�EHVW�D�VLQJOH� 
5HTXLUHPHQWV�(QJLQHHU��RU�%XVLQHVV�$QDO\VW��RU�PRUH�OLNHO\�D�WHDP��
FDQ�FROOHFW� WKH� LQIRUPDWLRQ� IURP�DOO�VWDNHKROGHUV��DQG�VSHFLI\��
YDOLGDWH��DQG�UHÀQH�LW� LWHUDWLYHO\�DV�WKH�SURMHFW�SURJUHVVHV��DQG�
SUHVHQW�LW�LQ�D�FOHDU�WHVWDEOH�PDQQHU��

3. This is key to successfully starting any Agile software  

development project�>�@��

7KHUH�DUH�PDQ\�¶NH\V·�WR�VWDUWLQJ��DQG�VXFFHVVIXOO\�FRPSOHWLQJ��DQ�
$JLOH�SURMHFW��7KH�32�DUPHG�ZLWK�8VHU�6WRULHV�LV�127�D�PDLQ�NH\�LQ�
WKH�FDVH�RI�ODUJH�VFDOH�FRPSOH[�SURMHFWV�>�@��7KH�PDLQ�NH\��WKRXJK�
WKHUH�DUH�VHYHUDO���LQ�RXU�YLHZ�LV�WR�PHDVXUDEO\�HVWDEOLVK�WKH�WRS�
WHQ�SULPDU\�LPSURYHPHQWV�WKDW�WKH�SURMHFW�ZLOO�GHOLYHU��WKH�SULPDU\�
VWDNHKROGHU�YDOXHV�>�@��7KH�8VHU�6WRULHV�DUH��LQ�UHDOLW\��GHWDLOHG�
GHVLJQV�WR�GHOLYHU�KLJKHU�OHYHO�YDOXHV�VXFK�DV�XVDELOLW\�DQG�VHFXULW\��
7KH�6FUXP�32�KDV�QR�FRQFHSW�RI�WKLV�QRZ��%XW�6FUXP�,QF��KDV�
DJUHHG�WKDW�VRPHWKLQJ�OLNH�WKLV�LV�QHFHVVDU\��6R�LW�PLJKW�KDSSHQ��

4. The Agile product owner does this in part through the  

product backlog, which is a prioritized features list for the  

product >�@�

,QWHOOLJHQW�SULRULWL]DWLRQ�RI�ODUJH�VFDOH�DQG�FRPSOH[�V\VWHPV�LV�D�
KLJKO\�G\QDPLF�SURFHVV�ZKLFK�GHSHQGV�RQ�YHU\�PDQ\�IDFWRUV�>�@��
7KH�%XVLQHVV�$QDO\VW�FDQ�DW�EHVW�FROOHFW�D�GLYHUVH�VHW�RI�LQIRUPDWLRQ�
WKDW�FDQ�EH�XVHG�WR�GHWHUPLQH�SULRULWLHV�IRU�WKH�QH[W�VSULQW��%XW�WKH�
QXPHULF�IHHGEDFN�IURP�GHOLYHUHG�VSULQWV��ZKDW�YDOXH�ZDV�GHOLYHUHG��
ZKDW�LW�FRVW��QHHGV�WR�EH�DSSOLHG�WR�GHWHUPLQH�WKH�FXUUHQW�SULRULW\��
:H�ÀQG�WKDW�VSUHDGVKHHW�IHHGEDFN�IURP�SURMHFWV�FDQ�EH�XVHG�WR�
FDOFXODWH�FXUUHQW�SULRULWLHV��<RX�GR�QRW�QHHG�D�32��\RX�QHHG�WKH�
NH\�IDFWV�DQG�PHDVXUHV�RI�SURJUHVV��

5. The product owner is commonly a lead user of the system, 

or someone from marketing or product management, or 

anyone with a solid understanding of users, the market place, 

the competition, and of future trends for the domain or type of 

system being developed >�@��

)RU�VPDOO�SURMHFWV�ZH�KDYH�QR�SUREOHP�ZLWK� WKLV��)RU�RXU� ODUJH�
DQG�FRPSOH[�SURMHFWV�ZH�QHHG��DV�VWDWHG�DERYH��SURIHVVLRQDO�

UHTXLUHPHQWV�FRPSHWHQFH�WR� UHSUHVHQW�DOO�FULWLFDO�VWDNHKROGHU�
UHTXLUHPHQWV��DQG�WR�FUHDWH�SURIHVVLRQDO�DUFKLWHFWXUH�

6. The Scrum product owner’s job is to motivate the team with 

a clear, elevating goal >�@��

:HOO��WKLV�LV�ÀQH�IRU�VLPSOHU�SURMHFWV��%XW�LQ�ODUJHU�SURMHFWV�WKHUH�
LV�DOZD\V�D�VHW�RI�NH\�REMHFWLYHV��VR�WKH�PRWLYDWLRQ�QHHGV�WR�EH�WR�
UHDFK�WKH�VHW�RI�FOHDU�REMHFWLYHV��:H�VXVSHFW�WKDW�WKLV�MRE�LV�EHVW�
WDFNOHG�E\�WKH�3URMHFW�0DQDJHU��%XW�ZH�DJUHH�WKDW�PRWLYDWLRQ�LV�
critical. 

7. Team members know best what they are capable of, and so 

they select which user stories from the top of the product  

backlog they can commit to delivering during any sprint >�@��

:H�DJUHH�WKDW�GHYHORSPHQW�WHDP�PHPEHUV�DUH�EHVW�SODFHG�WR�
XQGHUVWDQG�WKHLU�GHOLYHU\�FDSDELOLW\�LQ�D�VSULQW��7KH�32�QHHG�QRW�
EH�LQYROYHG��

8. The product owner role requires an individual with certain 

skills and traits, including availability, business savvy, and 

communication skills. First, the Scrum product owner needs to 

be available to his or her team. The best product owners show 

commitment by doing whatever is necessary to build the best 

product possible – and that means being actively engaged with 

their teams >�@��

)RU�ODUJHU�SURMHFWV�WKH�FRQFHSW�RI�WKLV�VLQJOH�LQGLYLGXDO�LV�XQGHU� 
GLPHQVLRQHG��7KH�VNLOOV�QHHGHG�DUH�WKH�VNLOOV�RI�PXOWL�VWDNHKROGHU�
UHTXLUHPHQWV�DQDO\VLV��DQG�WKHQ�WKH�VNLOOV�RI�GHVLJQ�DUFKLWHFWV�DQG�
HQJLQHHUV�WR�ÀQG�DSSURSULDWH�WHFKQRORJ\�WR�GHOLYHU�WKH�VWDNHKROGHU�
YDOXHV��7KLV�LV�D�KLJKO\�VSHFLDOL]HG�DQG�TXDOLÀHG�WHDP�DV�GLVFXVVHG�
DERYH��7KH�FXUUHQW�32�GRHV�QRW�KDYH�WKH�UHVSRQVLELOLW\��WKH�WUDLQ-

LQJ��RU�WKH�FDSDELOLW\�WR�GR�WKLV�ZHOO�HQRXJK�RQ�ODUJHU�SURMHFWV��WKH�
RQHV�WKDW�IDLO�WRGD\�

9. Business savvy is important for the agile product owner be-

cause he or she is the decision maker regarding what features 

the product will have. That means the Agile PO should understand 

the market, the customer, and the business in order to make 

sound decisions�>�@�

7KLV�LV�SURSHUO\�WKH�WDVN�RI�D�PDUNHWLQJ�IXQFWLRQ��ZKLFK�LV�RQH�RI�
PDQ\�VWDNHKROGHUV�IRU�ODUJHU�SURMHFWV�

10. Finally, communication is a large part of the product owner’s 

responsibilities. The product owner role requires working closely 

with key stakeholders throughout the organization and beyond, 

so he or she must be able to communicate different messages 

to different people about the project at any given time >�@� 

6RXQGV� JRRG� WR� XV�� %XW� ZH� QHHG� WR� VSHFLÀFDOO\� OHDUQ� WR� 
FRPPXQLFDWH�WKH�PDQ\�FULWLFDO�TXDOLWLHV�ZKLFK�PDNH�XS�DERXW�����
RI�VWDNHKROGHU�YDOXHV��&XUUHQW�32�FXOWXUH�ZLWK�FXUUHQW�8VHU�6WRULHV�
GR�QRW�HYHQ�UHFRJQL]H�WKLV�WDVN��,W�LV�WRR�IRFXVHG�RQ�FKXUQLQJ�RXW�
FRGH�DQG�IHDWXUHV��:H�QHHG�D�FXOWXUH�WKDW�UHFRJQL]HV�WKDW�FRGH�LV�
QRW�WKH�FHQWHU�RI�WKH�XQLYHUVH��,W�VKRXOG�EH�DERXW�EXLOGLQJ�V\VWHPV�
WR�GHOLYHU�YDOXH�WR�VWDNHKROGHUV��7KH�FXUUHQW�3URGXFW�2ZQHU�DQG�
8VHU�6WRU\�PRGHO�LV�GDQJHURXVO\�LQDGHTXDWH�IRU�WKDW�WDVN��,I�SHRSOH�
UHFRJQL]HG�WKDW� LW�KDV� OLPLWV��DQG�WKDW�ZH�QHHG�DQ�HQJLQHHULQJ�
FXOWXUH�WR�WDFNOH�WKH�ODUJHU�DQG�PRUH�FRPSOH[�SURMHFWV��ZH�EHOLHYH�
RXU�SURIHVVLRQ�FRXOG�PRYH�WRZDUGV�WKH�UHDVRQDEOH�WDUJHW�RI�]HUR�
GHIHFWV�IRU�SURMHFW�VXFFHVV��� ɵ



Tom Gilb and Kai Gilb

Tom Gilb and Kai Gilb have, together with many profes-

sional friends and clients, personally developed the agile 

methods they teach. The methods have been developed 

RYHU�ÀYH�GHFDGHV�RI�SUDFWLFH�DOO�RYHU� WKH�ZRUOG� LQ�ERWK�

small companies and projects, as well as in the largest 

companies and projects. Their website www.gilb.com/

downloads offers free papers, slides, and cases about agile and other subjects.

There are many organisations, and individuals, who use some or all of their 

methods. IBM and HP were two early corporate-wide adopters (1980, 1988). 

Recently (2012) over 15,000 engineers at Intel have voluntarily adopted the 

3ODQJXDJH�UHTXLUHPHQWV�VSHFLÀFDWLRQ�PHWKRGV��LQ�DGGLWLRQ�WR�SUDFWLFLQJ�WR�D�

lesser extent Evo, Spec QC and other Gilb methods. Many other multinationals 

are in various phases of adopting and practicing the Gilb methods. Many 

smaller companies also use the methods.

Tom Gilb

Tom is the author of nine published books, and hundreds of papers on agile 

and related subjects. His latest book ‘Competitive Engineering’ (CE) is a de-

tailed handbook on the standards for the ‘Evo’ (Evolutionary) Agile Method, 

and also for Agile Spec QC. The CE book also, uniquely in the agile community, 

GHÀQHV�DQ�$JLOH�3ODQQLQJ�/DQJXDJH��FDOOHG� ¶3ODQJXDJH·� IRU�4XDOLW\�9DOXH�

Delivery Management. His 1988 book, Principles of Software Engineering 

Management (now in 20th Printing) is the publicly acknowledged source of 

inspiration from leaders in the agile community (Beck, Highsmith, and many 

more), regarding iterative and incremental development methods. Research 

�/DUPDQ��6RXWKDPSWRQ�8QLYHUVLW\��KDV�GHWHUPLQHG�WKDW�7RP�ZDV�WKH�HDUOLHVW�

published source campaigning for agile methods (Evo) for IT and Software. 

+LV�ÀUVW����VSULQW�DJLOH��(YR��LQFUHPHQWDO�YDOXH�GHOLYHU\�SURMHFW�ZDV�GRQH�LQ�

������ LQ�2VOR��7RP�KDV�JXHVW� OHFWXUHG�DW�XQLYHUVLWLHV�DOO�RYHU�8.��(XURSH��

&KLQD�� ,QGLD��86$��.RUHD�²�DQG�KDV�EHHQ�D�NH\QRWH�VSHDNHU�DW�GR]HQV�RI�

technical conferences internationally.

Twitter: @imtomgilb

Kai Gilb

Kai Gilb has partnered with Tom in developing these ideas, holding courses 

and practicing them with clients since 1992. He coaches managers and 

product owners, writes papers, develops the courses, and is writing his own 

ERRN�� ¶(YR�²�(YROXWLRQDU\�3URMHFW�0DQDJHPHQW�	�3URGXFW�'HYHORSPHQW�·�

7RP�	�.DL�ZRUN�ZHOO�DV�D� WHDP�� WKH\�DSSURDFK�WKH�DUW�RI� WHDFKLQJ� WKHLU�

FRPPRQ�PHWKRGV�VRPHZKDW�GLIIHUHQWO\��&RQVHTXHQWO\�WKH�VWXGHQWV�EHQHÀW�

from two different styles.
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