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Understanding and Applying the Scrum Framework allows teams and organizations to iteratively and incrementally deliver 
valuable products of “Done” working releasable software in 30 days or less. Successful use of the Scrum framework requires an 
understanding and application of the Scrum Values and the tenets of Empiricism to professionally delivery value to the 
organization while addressing the inherent complexity of product delivery. The Scrum framework consists of Scrum Teams and their 
associated Roles, Events, and Artifacts. Each of these components within the framework serves a specific purpose and are 
essential to Scrum’s success and usage. The rules of Scrum bind together the Roles, Events, and Artifacts, governing the 
relationships and interaction between them.
In the case of Scaling and scaled implementations of Scrum, minimizing cross-team dependencies and resolving integration issues 
are unique and critical challenges when multiple Scrum Teams are collaborating to deliver a product.
The Scrum Guide is the foundational body of knowledge for the Scrum framework and the Nexus Guide builds upon that foundation 
as the body of knowledge for the Nexus scaling framework.
Understanding and Applying the Scrum Framework provides a necessary foundation for building proficiency within the four 
additional Professional Scrum Competencies. Proficiency in this competency is relevant and required to effectively practice Scrum 
in any organizational role.
Scaling
Scrum is designed to work at the team, product, and organization level. The practitioner will be able to apply Scrum in increasing 
levels of complexity and scale. They will be able to demonstrate when to scale and when not to scale and appreciate scaling 
practices and complementary frameworks that help organizations scale Scrum. The ultimate level of proficiency within this Focus 
Area is the ability to know what, and what not, to compromise in pursuit of a scaling approach by understanding the trade-offs and 
benefits of particular concepts and practices. Ultimately, the practitioner will demonstrate that they can scale Scrum and still keep its 
essential qualities of empiricism, self-organization, and continuous improvement. The practitioner should also be able to 
demonstrate the results of good scaling practices from both an organization and business perspective.

Professional Scrum Competency: Understanding and Applying the Scrum Framework

https://www.scrum.org/professional-scrum-competencies/understanding-and-applying-scrum-framework
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https://www.scrum.org/resources/scrum-guide
https://www.scrum.org/resources/nexus-guide
https://www.scrum.org/professional-scrum-competencies


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Key Focus Areas

Within each competency, a number of Focus Areas provide a more detailed view of the knowledge and skills you require to master that 
competency.  
Empiricism
A cornerstone to Scrum and Agile. A practitioner will be able to apply the concepts of the empirical process to the problems they encounter. 
That means they can describe problems in terms of learning, break problems down into the smallest increments that will generate valuable 
evidence, and execute in an empirical way. By learning and practicing the skills in this Focus Area, a practitioner will become an expert in the 
application of scientific methods to complex problems, understanding why and how to apply an empirical process. 
Scrum Values
For agility to thrive, the culture of the organization must support the fundamental concepts of agility. A practitioner will understand both the 
Scrum Values - Focus, Respect, Openness, Commitment, and Courage - and demonstrate that they can apply them in the reality of 
organizations whose values do not match those of Scrum. By living the Scrum Values and helping others to apply them, learners will create 
an environment where empirical process, self- organization, and continual improvement will be more successful.
Roles
The three Scrum roles of Product Owner, Scrum Master, and Development Team Member form the foundation for clear responsibilities and 
focus. In this Focus Area, the practitioner will understand the roles, their responsibilities, and also how to instantiate these roles in existing or 
new job titles. They will be able to describe the implications of these roles as they apply to existing HR practices and as they apply to self-
organization that is reinforced by the role separation. 
Events 
The Scrum framework describes 5 events: The Sprint, Sprint Planning, Daily Scrum, Sprint Review, and the Sprint Retrospective. All events 
are time-boxed and enable progress through adaptation and transparency. The practitioner will understand the events and be able to 
practice each event, but more importantly be able to apply these events in complex situations and at scale. The events are used to uphold 
empirical process control, through the three pillars of Scrum: transparency, inspection, and adaptation.
Artifacts
The Scrum framework describes 3 artifacts. The Product Backlog, Sprint Backlog, and Increment. These artifacts provide the team with a 
minimal set of materials to plan, execute, and review the Sprint. The Practitioner will understand these artifacts and how to implement them 
in complex, real-world situations. They will also understand the relationship of these artifacts relative to other practices and techniques and 
how to integrate them into an organization's own process.
"Done"
The objective of each Sprint is to deliver a “Done” product increment. The Definition of Done (DoD) provides a way for the team to make 
what “Done” means transparent. In this Focus Area, the practitioner will be able to describe what a DoD is, apply it to their particular context, 
and understand how the DoD can be visualized and communicated within the organization. They will also be able to describe the 
implications of the necessary trade-offs and compromises required to deliver “Done” Product Increments within their organization.

Professional Scrum Competency: Understanding and Applying the Scrum Framework

https://www.scrum.org/professional-scrum-competencies/understanding-and-applying-scrum-framework
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Scrum is only as effective as the individuals and teams using it. All Scrum Team roles must effectively use Scrum 
and continuously improve their Scrum implementation to increase the benefits and adapt as new challenges 
arise. Embracing these challenges by continuously Developing People and Teams results in motivated and 
dynamic high-performing teams capable of collaborating effectively together, and across an organization, to 
creatively and productively solve complex problems in product delivery.
 
Teaching, Facilitation, and Mentoring and Coaching are hands-on approaches to personal self-development 
that bring new individual knowledge and skills, enhance team collaboration, and are appropriate to be received 
or provided by all capable members of an organization. It is also important to recognize that all individuals can 
benefit from increased levels of personal leadership presence and a proficiency in applying appropriate 
Leadership Styles to effectively communicate and influence others at all levels of an organization. Finally, 
Practitioners of Scrum must understand and appropriately address team dynamics with models that enable 
individuals to form and develop cross-functional Self-Organizing Teams.
 
All Scrum Team members must continuously grow in their ability to contribute to and influence team outcomes. 
This requires influencing and collaborating with others in the organization. Scrum Masters have a specific 
responsibility to support and shepherd development of Scrum Team members and other members of the 
organization.
https://www.scrum.org/professional-scrum-competencies/developing-people-and-teams

Professional Scrum Competency: Developing People and Teams
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Key Focus Areas

Within each competency, a number of Focus Areas provide a more detailed view of the knowledge and skills you require 
to master that competency.  
Self-Organizing Teams
A fundamental foundational element to Scrum; self-organizing and empowered teams are the engine to delivering value. 
Practitioners need to understand what self-organization is and how to apply it to their context. They should also 
understand how to incrementally introduce self-organization, the practices that can help self-organization occur, and the 
measures that help one judge if a team is able to be empowered to self-organize.
Facilitation
Making decisions, sharing ideas, and being transparent is easy to agree to, but in reality, it is hard to do. Facilitation is a 
set of practices that help support the collaboration, communication, and creativity of teams and individuals. The 
practitioner should understand the value of facilitation, and have a collection of techniques they can apply. They should 
also have experience applying them in different situations with varying levels of complexity. 
Leadership Styles
There are many different leadership styles ranging from traditional ‘command and control’ to more collaborative or even 
Machiavellian. Understanding the right style to use at a given time and how different styles can influence - in a positive or 
negative way - the agile agenda of empiricism, empowerment, and improvement is a key Focus Area. Practitioners 
should understand the concepts of leadership styles and be able to apply a particular style when the situation calls for it. 
They should also be able to demonstrate their ability to decide on the right style and understand its impact on the 
organization. 
Coaching and Mentoring
A key aspect of servant leadership is the ability to coach and mentor the organization, the team, and the business. The 
objective of coaching and mentoring is to help people get better at their work, deliver more value, or resolve a conflict or 
problem. The practitioner should be able to coach as well as mentor. They should understand different formal techniques 
and be able to apply those techniques in different complex situations. 
Teaching
The ability to inspire others to learn and share information in an effective, repeatable, and efficient manner is a key 
aspect to any agile practitioners' skills. The practitioner should understand the value of teaching and appreciate the 
means of measuring the success of their teaching. They should understand different learning approaches and 
understand when to apply different techniques in different contexts.
https://www.scrum.org/professional-scrum-competencies/developing-people-and-teams
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Professional Scrum Competency: Managing Products with Agility

https://www.scrum.org/professional-scrum-competencies/managing-products-with-agility

Managing Products with Agility results in products that provide valuable business outcomes, 
increased flexibility to respond to change, and greater transparency for investment decisions in product 
development. A clear and understandable Product Vision helps to align product development with the 
organization’s Business Strategy including strategic goals and/or business vision, while a focus on 
Product Value addresses the continuous improvements to the product. Product Value includes 
considerations such as greater transparency in value-based decisions and organization-wide, value-
driven approaches. Key tenets of this Focus Area include continuously defining value, measuring 
actual value realized, validating assumptions, and analyzing trends.
 
The process of aligning Product Vision with Product Value is iterative and incremental, and it is 
managed through continuous refinement of the Product Backlog. Effective Product Backlog 
Management requires input and collaboration from a variety of Stakeholders and Customers -
 including the Scrum Team - and requires evolving techniques to ensure appropriate levels of 
transparency based on the needs of stakeholders. Similarly, Forecasting and Planning uses an 
iterative and incremental approach to manage complexity, change, and the realities of business 
obligations. Attention to these Focus Areas results in development and delivery of valuable product 
increments within 30 days or less. Additional features and benefits of these approaches include 
increased transparency to progress, more realistic and evolving forecasts to manage stakeholder 
expectations, and applying appropriate release, sales, contracting, and partnering strategies.
 
The Product Owner is typically focused on Managing Products with Agility, however, proficiency in this 
competency is required by all Scrum Team members, Agile Leaders, and organizational stakeholders 
to ensure that the full value of using the Scrum framework and an empirical process is achieved. 
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Professional Scrum Competency: Managing Products with Agility

https://www.scrum.org/professional-scrum-competencies/managing-products-with-agility

Key Focus Areas

Within each competency, a number of Focus Areas provide a more detailed view of the knowledge and skills you require to master that competency.
Forecasting and Release Planning
Complex problems and the application of an empirical process requires a specific way of planning, estimating, and forecasting. Practitioners should be 
able to apply agile forecasting and release planning techniques, and understand the value of different approaches. They should understand which 
approaches work better in different situations. They should also understand how releases should be planned while dealing with complexity, 
dependencies, and value creation.
Product Vision
The Product Vision defines the purpose or goal that the product serves, and is defined by the “value” that the product strives to deliver. It should be the 
"true north" for the product and should not be affected by the day-to-day difficulties or challenges of delivery. The Product Vision only changes if the goal 
of the product changes, such as when a business pivot happens. Practitioners should be able to describe what a product vision is and what techniques 
should be employed to both build a vision and make it transparent. They should also understand how to use a Product Vision to drive strategy and 
execution, and how to build a vision that motivates, communicates, and provides constraints for delivery.
Product Value
The ultimate goal is to deliver value to the customer and stakeholders. But value is complex, made up of long-term and short-term impact, internal and 
external value, and indirect and direct value. The practitioner should be able to understand how to define value for context, and apply it to the work they 
and the team do. They should be able to manage others' understanding of value and apply different techniques and practices for defining, 
communicating and measuring value. They should understand the connection between value and empirical process, and how value should be the 
driving factor of the Product Vision.
Product Backlog Management
The Product Backlog is a key artifact within Scrum. It is an ordered list that describes what is needed in the product. The Product Backlog provides 
transparency into what is happening to the product for the team, organization, and stakeholders. The practitioner should be able to describe what a 
Product Backlog is and apply a variety of techniques for managing the backlog. They should also understand how to make the Product Backlog 
transparent and how to manage stakeholder expectations associated with the backlog.
Business Strategy
A product lives within the context of a business strategy. That strategy describes how the Product Vision will be executed in a broader context. A 
practitioner will understand techniques for exposing business strategy and show how it drives the product. They will understand approaches, such 
as Lean Startup and Design Thinking, and how those affect the flow of ideas from strategy to execution. They will understand how an empirical process 
affects the execution and feedback of a strategy.
Stakeholders and Customers
Effectively working with stakeholders and customers is a key skill for both the Product Owner and the Development Team. Scrum changes the nature of 
the interactions, encouraging more frequent collaboration and more open dialogue. The practitioner will understand the implication moving to an Agile 
approach will have to their stakeholders and customers and also become familiar with practices that will help them work and collaborate in a more agile 
way.
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Understanding and Applying the Scrum Framework
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Understanding and Applying the Scrum Framework

http://agilemanifesto.org

Created by 17 visionaries in 2001, the Agile Manifesto was developed to look at the core principles and values for Agile software 
development
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Empiricism, the act of making decisions based on what is
May 3, 2011

Empiricism is the act of making decisions based on what is. Scrum is an empirical process, sometimes described as “the art of the 
possible.” By this, I mean that we do the best we can with what we have. 
A Product Owner plans a release based on all current information. He or she lays out the goals, the features and capabilities that will 
deliver those goals, and the probable cost and date of delivery. From that point on, the Product Owner’s job is to assess what is 
possible given the Team’s capabilities, and to make the best decisions to reach the desired goal. Given the nature of technology, 
markets, requirements, and people, trade-offs are made. Sometimes the goal cannot be reached for a reasonable price. Sometimes 
the goal will be reached, but in a way different from what the Product Owner initially intended. This is empiricism in action. 
The Team (of developers) on the Scrum Team does the same. It meets with the Product Owner and assesses what the Product 
Owner views as the most important things to do next. If done, these will move the emergent product in the best direction toward the 
desired goal. The Team selects as much as it believes it can do over the upcoming Sprint. The cost of the team and Sprint length 
are fixed. Only the amount of Product Backlog selected can vary.  The Product Owner and Team often define a goal for the Sprint. 
This is a subset of the release goal. 
When the Team selects Product Backlog Items in a Sprint Planning meeting, it commits to do it during the Sprint.  A definition of 
“commit” is: 
To bind or obligate, as by pledge or assurance; pledge: to commit oneself to a promise; to be committed to a course of action. 
(www.dictionary.com) 
This conforms to my intentions of the word commit, which is a pledge, a commitment to a course of action. 
However, many Scrum Teams use the word commit as if it were a “guarantee.” This is a residue of waterfall, where an estimate was 
a contract. However, it still rings in the heads of product owners and developers. I have found team after team that feels they have 
to do anything to deliver their commitment. The usual victim is quality. 
I wonder if we should change the word from “commit” to “forecast?” That might elicit the impression of the weather forecaster 
attempting to provide us with the best possible information. She works with what is known and the science of meteorology. She 
doesn’t provide a guarantee, but something that we can work with to make decisions. We find forecasts used by sales organizations 
as well. Perhaps this clarification will help us understand that a “commitment” in Scrum is a pledge to do our best with what we 
have.

https://kenschwaber.wordpress.com/2011/05/03/empiricism-the-act-of-making-decisions-based-on-what-is/

Ken Schwaber writes about commitment and Scrum as an empirical process

Understanding and Applying the Scrum Framework Empiricism
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This blog looks at the 3 pillars of empiricism (Inspection, Adaption, and Transparency) and how they are applied in Scrum

Empiricism means working in a fact-based, experience-based, and evidence-based manner. Scrum implements an 
empirical process where progress is based on observations of reality, not fictitious plans. Scrum also places great 
emphasis on mind-set and cultural shift to achieve business and organizational Agility.

The three pillars of empiricism are as follows:

Three Pillars of Empiricism (Scrum)

• Transparency: This means presenting the facts as is. All people involved—the customer, the CEO, individual 
contributors—are transparent in their day-to-day dealings with others. They all trust each other, and they have the 
courage to keep each other abreast of good news as well as bad news. Everyone strives and collectively 
collaborates for the common organizational objective, and no one has any hidden agenda.

• Inspection: Inspection in this context is not an inspection by an inspector or an auditor but an inspection by every- 
one on the Scrum Team. The inspection can be done for the product, processes, people aspects, practices, and 
continuous improvements. For example, the team openly and transparently shows the product at the end of each 
Sprint to the customer in order to gather valuable feedback. If the customer changes the requirements during 
inspection, the team does not complain but rather adapts by using this as an opportunity to collaborate with the 
customer to clarify the requirements and test out the new hypothesis.

• Adaptation: Adaptation in this context is about continuous improvement, the ability to adapt based on the results 
of the inspection. Everyone in the organization must ask this question regularly: Are we better off than yesterday? 
For profit-based organizations, the value is represented in terms of profit. The adaptation should eventually relay 
back to one of the reasons for adapting Agile—for example, faster time to market, increased return on investment 
through value- based delivery, reduced total cost of ownership through enhanced software quality, and improved 
customer and employee satisfaction.

Scrum works not because it has three roles, five events, and three artifacts but because it adheres to the underlying 
Agile principles of iterative, value-based incremental delivery by frequently gathering customer feedback and embracing 
change. This results in faster time to market, better delivery predictability, increased customer responsiveness, ability to 
change direction by managing changing priorities, enhanced software quality, and improved risk management.

This is one of the topics I covered in my book - "Scrum Insights For Practitioners: The Scrum Guide Companion". Happy reading!

December 4, 2016, The Three Pillars of Empiricism (Scrum) by Hiren Doshi

https://www.scrum.org/resources/blog/three-pillars-empiricism-scrum

Understanding and Applying the Scrum Framework Empiricism
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This blog looks at how empiricism is a key foundation for helping your business become Agile, and the types of change you 
may encounter

One of the key foundations of helping your business become Agile is the use of empiricism. Empiricism is the scientific 
approach based on evidence, where any idea must be tested against observations, rather than intuition. Empiricism is based 
on three pillars: transparency, inspection and adaptation. Adaptation has many synonyms, of which ‘change’ is the most 
common. One of the reasons that I like working within the Scrum framework is that there are clear learning opportunities built 
in – otherwise you need to put these in yourself.

After a short time you and your team should reflect on what has happened, and how it affected the performance within the 
team. Building on the better understanding, the team should decide what they will do to enhance the good things, and 
remove the bad things – that is you should focus on changing the environment to be better. This means that things will be 
different. If the situation is not different, then you have not acted on the learning (or your team are perfect).

In the movie Groundhog Day, the weatherman (Phil) realises that he is repeating the same day. He then goes wild and 
breaks all the rules, and after he gets bored and then focuses on improving. He then makes each day a little better than the 
previous day – until he gets the perfect day.

The resistance to change that he suffers at the start of the movie is similar to how teams struggle to enact change.

I have seen a number of teams get stuck because:

1) They try to change too much

2) They don’t see anything to change

3) The team is changing at a rate faster than the organisation can accept

December 4, 2014, Agile is constant change, Simon Reindl

https://www.scrum.org/resources/blog/agile-constant-change

Understanding and Applying the Scrum Framework Empiricism
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This blog looks at how empiricism is a key foundation for helping your business become Agile, and the types of change you 
may encounter

Try to change too much
Limit the number of things that you are going to change. If it is a significant or challenging thing, then only take one action. 
Talk about this item in each Daily Scrum.
 
Nothing to Change
There are two extremes for this mindset, one extreme is being overwhelmed, and the other extreme is that of not seeing any 
way that the team could work better.

In both situations a way around this is to focus on a clear vision. If the team have a common goal, then the current state can 
be compared with that goal, and then find the one change that will give the most benefit for the least effort. Once a change, 
no matter how small, is enacted then you are moving and the momentum can grow.
 
Team vs Organisation change
Often the smaller teams (development and Scrum) gain the insight that agility is a continuous process and a mindset, not a 
state. Many organisations and leaders think that agile is a silver bullet, that gets invoked and that is all that is required.

The organisation needs to move to the mindset that things will be different, every day, every week. That is at the heart of 
business agility.

Helping this understanding take hold at a wider level is the responsibility of all the people helping develop the agility of the 
organisation. Depending on the organisation using a framework may help – the structure provides the robustness needed to 
embed an enduring change.

You will know your team is actively being agile when you use the phrase “for our team, we have found …” to describe your 
ways of working- regardless of what framework you started out with. Your team will have developed into a state of continuous 
improvement, using agile tools and techniques to deliver a better product, more frequently.

December 4, 2014, Agile is constant change, Simon Reindl

https://www.scrum.org/resources/blog/agile-constant-change
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In this Scrum Tapas video, Professional Scrum Trainer Mark Noneman describes empiricism, how it is used and why it is so critical when 
practicing Scrum.

https://youtu.be/q603WTOSYDk

Understanding and Applying the Scrum Framework Empiricism

http://www.brandsetter.fr
https://www.scrum.org/mark-noneman


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Professional Scrum Competency: Understanding and Applying the Scrum Framework

It has been said that the definition of insanity is doing the same thing and expecting different results, and yet we 
engage in an unconscious fiction of predictability every day. We work in an uncertain world, and our main goal in 
pursuing agility is to confront the unknown, and in doing so, to master it. Pursuing predictability causes us to lay a 
veneer of fiction over the real world, making it conform to a plan of what we would like to believe is true rather than 
what really is. 
The reality, however, is that organizations, and the people in them, hate uncertainty. They find predictability 
comforting, even when it is an illusion. But to gain greater insight and achieve greater results, we have to strip away 
our false conceptions and see the world as it is. Agility without full transparency is a sham that reduces real agility to 
empty rituals.
Humans are wired to avoid uncertainty; psychology studies have shown that people will choose a certain but poor 
outcome over an uncertain but potentially better outcome.  We have to, somehow, let that go. Predictability sounds 
good, and it would be nice if we could predict the future, but we have to be realistic. Those things we call “plans”? 
They’re just guesses with a nice-sounding wrapper around them. Forecasts? Same thing. 

Demanding predictability creates a set of predictable dysfunctions
Being forced to produce predictability warps reality and causes people to spend time and energy creating a façade 
that meets expectations. The common scenarios span a range of behaviors:

• Predictable plans - Comparing actuals to plans is deeply ingrained in many organizations who somehow think 
that the future can be predicted with accuracy, so any deviation from a plan is evidence of poor performance, 
and questioning a plan is viewed as “being negative”. Unfortunately, we live in an uncertain world. False 
certainty does us no good; it actually prevents us from making good choices and from achieving greater goals.  
And punishing people because they didn’t guess correctly is a waste of time and discourages important 
learning.  Instead of demanding predictable plans, focus on articulating clear goals and clearly framing 
experiments, including how you will evaluate them, and be open to learning new things.

This blog addresses the dysfunctions predictability and provides some anecdotes for how to escape them

https://www.scrum.org/pathway/product-owner-learning-path

August 24, 2018, Escaping the Predictability Trap, Kurt Bittner

Empiricism
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Professional Scrum Competency: Understanding and Applying the Scrum Framework

Predictable productivity - Managers love focusing on productivity and “efficiency” but frequently fail to consider the 
value that is being delivered. Delivering value is what is important, not how many “units of work” (like story points, 
which are themselves just guesses) were delivered. What is better: driving 100 miles per hour in the wrong 
direction, or one mile per hour in the right? Productivity is important, but tracking does not help to improve it. 
Instead, focus your efforts on removing waste and impediments, and clearly articulating goals. When walking a 
rough and uncertain path, it’s not how fast you go that matters but whether you reach your destination. To go faster, 
place smaller bets, run shorter experiments, and evaluate where you are more frequently; you’ll save time not 
having to backtrack later.

• Predictable careers - Each of us likes to believe that we are on the path to success. The notion of a “career” is a 
story we tell ourselves about how what we are doing now is leading to something better. The problem is that we are 
not very good at anticipating the future, and we really have no idea of the kinds of opportunities we may encounter 
along the way. It may seem a bit scary that we really don’t know where we are headed, and that luck plays a large 
part in what we end up doing. The reality is that we cannot really imagine what jobs will exist in ten years, or even 
five, nor can we conceive that many of today’s jobs will no longer exist. So how to do we prepare ourselves for 
what lies ahead? By cultivating flexibility, by trying new things, and by solving hard problems and acquiring 
whatever skills we need to do so. In the end, adaptability and ability to learn quickly are the keys to success, not 
steadily marching to the beat of someone else’s drum. Just as with Scrum, we succeed personally by trying new 
approaches and evaluating the results, in measured experiments. 

• Predictable agile transformation - “Transformation” is a word that I often associate with the phrase “magical 
thinking”: organizations seem to believe that they can predictively plan how they are going to “become agile”.  This 
is usually based on the misconception that agile is a process, or is rather like a tool, that can be “installed” or 
“rolled out” to an organization. It doesn’t work that way. Agility, or the word I think better captures the essence of 
what we seek, adaptability, is a cultural quality, a way of thinking and acting that deeply changes the way that 
people see and act in the world. It is not a specific set of practices or behaviors that can be adopted. It is a way of 
thinking and acting that involves continually seeking better results and better outcomes. As such, specific practices 
will change as conditions and skills change. We cannot plan how this is going to proceed, and as different teams 
have different challenges, their path toward agility will be different. There is no “magical” set of practices, roles, or 
processes that makes this easier.

This blog addresses the dysfunctions predictability and provides some anecdotes for how to escape them

https://www.scrum.org/pathway/product-owner-learning-path

August 24, 2018, Escaping the Predictability Trap, Kurt Bittner
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If predictability is bad, what’s the alternative?
As manufacturers learned, “lean” manufacturing involved a lot more than installing andon cords to 
enable the line to be stopped; it relied on the cultural values that let any employee pull the andon cord 
if they see something that is wrong. In pursuit of agile cultural values, organizations will find that agility 
may look messy on the surface, as different teams make different decisions in pursuit of their own 
continuous improvement toward their own goals. What is predictable is the empirical approach that 
defines our path: making observations, forming experiments on how we think we can improve, and 
continually seeking better performance. 
When you embrace uncertainty, you open your eyes to new possibilities. You are no longer blinded by 
your pre-conceptions. Once open to the facts, you can see new opportunities, new solutions. 

This blog addresses the dysfunctions predictability and provides some anecdotes for how to escape them

Professional Scrum Competency: Understanding and Applying the Scrum Framework

https://www.scrum.org/pathway/product-owner-learning-path

August 24, 2018, Escaping the Predictability Trap, Kurt Bittner
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https://www.scrum.org/resources/empirical-product-owner

Professional Scrum Competency: Understanding and Applying the Scrum Framework
This webcast explores the combination of empiricism and Product Ownership in agile development

https://youtu.be/5plarx4ZvuE

Empiricism
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Understanding and Applying the Scrum Framework Scrum values

In July 2016, the Scrum Values were added to The Scrum Guide. These values include Courage, Focus, Commitment, 
Respect, and Openness. Read the Scrum Guide to learn more about these values and how they apply to Scrum or download 
the poster here.

http://www.brandsetter.fr
http://www.scrumguides.org/
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Understanding and Applying the Scrum Framework Scrum values

Today Ken Schwaber and Jeff Sutherland, the creators of Scrum delivered a webinar on their latest update to the Scrum 
Guide.  The update was a simple one, adding the 5 values of Scrum to the Guide. And when I say simple I mean simple 
in terms of the text changes to the Scrum Guide, not simple in terms of what it means to the community and people 
practicing Scrum. In fact, far from it. By making the Scrum values explicit and transparent it may call your teams working 
approach into question.  But ultimately these values provide value (pun intended). In fact, I would go as far as to say that 
these values amplify the power of Scrum by providing a compass for decision making and team dynamics. The Scrum 
values help teams adopt Scrum and deliver amazing software for their customers.  And, they also create a great place to 
work. Which, in this hyper competitive employment market is not a bad thing either.

The diagram depicts the 5 values; Courage, Commitment, Focus, Openness, and Respect. In this blog I do not want to 
repeat in detail a definition of each. Gunther Verheyen did a fantastic job describing these values in his blog. Instead I 
want to focus on why these values that may appear obvious, are actually really difficult to adopt in most ‘traditional’ 
organizations. I also want to describe some very simple, regular practices that can help you and your team use the 
values for your day-to-day work.

To remind everyone what the values are in the context of the Scrum Guide.

July 6, 2016, Updates to the Scrum Guide: The 5 Scrum values take center stage, Dave West

This blog reviews the addition of the Scrum Values to the Scrum Guide and why it is so importan

http://www.brandsetter.fr
https://www.scrum.org/About/In-The-News/Scrum-Co-Creators-Unveil-New-Version-of-the-Scrum-Guide
https://www.scrum.org/About/In-The-News/Scrum-Co-Creators-Unveil-New-Version-of-the-Scrum-Guide
https://guntherverheyen.com/2013/05/03/theres-value-in-the-scrum-values/
http://www.scrumguides.org/
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Understanding and Applying the Scrum Framework Scrum values

These values sound easy? Well, there are many misunderstandings and common problems when applying 
these values. Here are some examples.
Value Misunderstanding
Getting the value right
Commitment
Committing to something that you don’t understand because you are told to by your boss.Committing yourself 
to the team and Sprint Goal.
Focus
Focusing on keeping the customer happyBeing focused on the sprint and its goal.
Openness
Telling everyone everything about all your workHighlighting when you have challenges and problems that are 
stopping you from success
Respect
Thinking you are helping the team by being a heroHelping people to learn the things that you are good at and 
not judging the things that others aren’t good at.
Courage
Even after the decision has been made continuing to push backBeing transparent, but willing to change even 
if that means accepting that you are wrong, or that your opinion is not the direction that the team is going.

July 6, 2016, Updates to the Scrum Guide: The 5 Scrum values take center stage, Dave West

This blog reviews the addition of the Scrum Values to the Scrum Guide and why it is so importan
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Understanding and Applying the Scrum Framework Scrum values

Values like anything in Scrum need to be both visible and inspected and adapted on. These are five 
ideas from my own experience for encouraging the values to be transparent and considered in your 
Scrum Team:

Put the values on a wall and have each team member write up how they are going to demonstrate 
the value in their working day.

Add a ‘values moment’ to your retrospective. This gives everyone an opportunity to inspect and 
adapt on their values.

Introduce a ‘values’ prize. Not a serious prize, but a fun prize that sometimes can be delivered to 
two people or the whole team when a value has been demonstrated and everyone is aware of it.

The ‘whoops we dropped the value’ prize provides a way of demonstrating courage, but also 
highlighting when we missed a value. Of course, this prize could end up being a very negative 
thing so it should always be delivered in a fun way without negative implications.

Getting external managers or stakeholders to demonstrate to the team a value and what it means to 
them.

July 6, 2016, Updates to the Scrum Guide: The 5 Scrum values take center stage, Dave West

This blog reviews the addition of the Scrum Values to the Scrum Guide and why it is so importan
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Understanding and Applying the Scrum Framework Scrum values

In this case study, Intralinks reflects on two different implementations of Scrum and what worked for them versus what didn't

In their first attempt at attaining agility, Intralinks took a well-intentioned 
“mechanical” implementation of Scrum - done in good faith and with 
lots of hard work - but failed to deliver against their goal of greater 
agility. So, they took on a “Scrum Reboot” and succeeded by 
augmenting the mechanics of Scrum with the fundamental idea of 
inspection and adaptation and the Scrum Values of Courage, Focus, 
Openness, Respect and Commitment. These provided the cultural 
environment necessary for success. Intralinks made the Scrum Values 
real by focusing on six principles:

• Self-organization
• Done means done
• Empowered Product Owners
• Servant-leader Scrum Masters
• Scrum Team ownership for adaption
• The delivery of business value

Lien PDF 
https://scrumorg-website-prod.s3.amazonaws.com/drupal/2017-12/Case-

Study_Intarlinks-Reboot_July2017v3.pdf
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Understanding and Applying the Scrum Framework Scrum values

This blog explores understanding how shared values can help a Scrum Team be more effective through 5 metaphors

"Successful use of Scrum depends on people becoming more proficient in living these five values 
(Focus, Openness, Respect, Courage, Commitment)". - Scrum Guide
What makes a great team? Why do some teams achieve greatness, seeing their vision become 
reality, while others seem to go nowhere?
“The one thing you need to know about teamwork is that there is more than one thing you need to know 
about teamwork.” Inspired by John C. Maxwell's "Team," in this article, we will explore the value of Scrum 
Values through various metaphors and understand how shared values can help a Scrum team to become 
more connected and more effective. Scrum Values are like Glue, a Foundation, an identity, a compass, and 
a magnet for the Scrum Team. Let's explore each one of them.
Scrum Values Are Like "Glue"
The purpose of Glue is to bind similar or different materials together and resists their separation. The Scrum 
Values serve a similar purpose, keeping the Scrum team together.
If the Scrum Team is not practicing the Scrum Values, then their chances of working together as a unit and 
reaching their full potential are very small. Hence, Scrum Values act as the glue that keeps a Scrum team 
stuck together, not only when things are going well, but, most importantly, when things aren't going their way.
Scrum Values Are Like a "Foundation"
A Scrum Team needs a solid foundation to grow and promote sustainable development. The Scrum Values 
provide the stable foundation that makes this possible. For instance, when members of the Scrum Team 
respect each other and believe each other to be capable, independent people, it becomes easier to be open 
about all their work and the challenges associated with it. Having a good foundation offers them the courage 
to do the right thing and work together on tough situations and personally commit to achieving the Sprint 
goals. Thus, their relationship becomes stronger and they grow as a great team because now they have a 
solid foundation based on the Scrum Values.

June 20, 2017; 5 Metaphors to Explore the Value of Scrum Values, Nagesh Sharma

http://www.brandsetter.fr
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Understanding and Applying the Scrum Framework Scrum values

This blog explores understanding how shared values can help a Scrum Team be more effective through 5 metaphors

Scrum Values Are Scrum Team's "Identity"
Author and management expert Ken Blanchard highlights, “Lots of companies claim they have a set of 
core values, but what they mean is a list of generic business beliefs that everyone would agree with, such 
as having integrity, making a profit, and being responsive to customers. Company values have meanings 
only when they are further defined in terms of how people actually behave and act."
Scrum Values guide the Scrum Team's behavior and actions by promoting professional behavior that 
supports the organization's vision and mission. Scrum Values are a Scrum Team's unique identity. 
Remember "What you believe identifies who you are." And when a Scrum Team believes in the Scrum 
Values it becomes their identity.

Scrum Values Are Like a "Compass"
Have you ever been part of a Scrum team that struggled hard to make any progress? In spite of 
having all the skills and opportunities, they just couldn't progress enough.
Without a Vision, people perish; great vision precedes success, however, having a vision alone is not 
enough if you haven't inspected it in light of your purpose.
So, how do you inspect it? How do you know that your Vision is worthy and compelling enough to 
drive people?
One of the great ways I've found is to have your compass handy. Every Scrum team needs one.
What is so unique about the compass?
Yes, you guessed it! It always points toward True North. Scrum Values act as a compass for the Scrum 
Team. When individuals embrace the Scrum values, they possess a moral compass that always guides 
them toward their Sprint goal, helps them stay together, and make right choices. When the Scrum team 
identifies and embraces Focus, Openness, Respect, Courage, and Commitment, they are on track to fulfill 
their purpose.

June 20, 2017; 5 Metaphors to Explore the Value of Scrum Values, Nagesh Sharma
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Understanding and Applying the Scrum Framework Scrum values

This blog explores understanding how shared values can help a Scrum Team be more effective through 5 metaphors

Scrum Values Are Like a "Magnet"
In The 21 Irrefutable Laws of Leadership, the Law of Magnetism states, “Who you are is who you 
attract.” Attitude is one of the most contagious qualities we possess. Think about some of the teams you've been 
on. People with great attitude tend to make others around them feel more positive. Even if one of the members 
of the Scrum Team starts practicing the Scrum Values, it starts becoming contagious and creates more positive 
energy among the other members and soon the entire Scrum team wants to start practicing it. Scrum Values are 
like a magnet, once you start living them others can't stay away and are attracted to them, which helps to create 
a positive culture. A culture of Focus, Openness, Respect, Courage, and Commitment.

Summary: Scrum Values Add Value to the Scrum Team
Becoming a Better Scrum Master

• Learn yourself first, then the Scrum Values: Self-awareness is the first step.
• Start living the Scrum Values: Practice on yourself before teaching your team, it should become second 

nature, just like breathing.
• Educate the Scrum Team: Bring together your Scrum Team to teach the Scrum values. Do it clearly, 

creatively, and continually.
• Map the Scrum values with principles and practices: Alignment of the values and the behavior of team 

members raises the team’s energy and effectiveness.
• Ensure your Scrum Team practices the Scrum Values: Values have no value if you don’t put them into 

practice.
Becoming a Better Team Member
Do you want to add value to your team and help it reach its potential? First, make sure that you know what the 
Scrum Values are. Commit to aligning yourself with them and practice them day-in-day-out.
I encourage you to commit yourself to the process of learning and living the Scrum Values to be a great team 
member and team builder.

June 20, 2017; 5 Metaphors to Explore the Value of Scrum Values, Nagesh Sharma
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Understanding and Applying the Scrum Framework Scrum values

This blog relates the need for a Code of Ethics for Software Development to the Scrum Values

In today's world, business is both driven and disrupted by software. From startups to government 
organizations to publicly traded companies, software is developed at a record-setting pace to run almost 
everything. This continuous evolution of technology has drastically changed how enterprises operate today. 
As the race heats up among companies looking to be first-to-market with the next best product or service, 
considerations about the implications these systems and gadgets may have on society often are overlooked. 
Related: More CEOs Are Being Fired for Ethical Matters Today Than Ever Before 

For example, technologies developed by companies such as YouTube and Volkswagen certainly have, and 
continue to have, a profound impact on society. For more than a decade, YouTube has shaped the way people 
create, share and consume video content. Similarly, it's hard to imagine a world without Volkswagen cars, as 
the company has been a mainstay since the early 20th century. That is why rogue incidents like YouTube's 
controversial recommended videos incident that feature conspiracy theories, partisan viewpoints and 
misleading videos, or Volkswagen's emissions scandal that "duped" the standards, leave a marked impact on 
society. Could we come to distrust the innovations that could ultimately help improve the way people live and 
connect with each other all over the world?

http://www.brandsetter.fr
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Understanding and Applying the Scrum Framework Scrum values

This blog relates the need for a Code of Ethics for Software Development to the Scrum Values

The rush to meet deadlines and sell products can cause delivery teams to overlook security, unit, integration and 
performance tests that eliminate problematic bugs or other issues. This can lead to "bad" software going rogue in the public's 
hands. In fact, a New York Times article shed light on Silicon Valley's "build it first, ask for forgiveness later" mentality that 
has, in part, grown from pressure by CEOs, board members and other company stakeholders who want to be first-to-market 
with their products. 
Related: Emerging Ethical Concerns In the Age of Artificial Intelligence 
This mindset is a prime example of why a code of ethics for software delivery is needed among tech companies to make sure 
their intentions are good willed when delivering products. While one standardized code of ethics (such as the Hippocratic 
Oath in the medical profession) could be a solution for the software industry, it is also important to teach delivery teams how 
to ask the right questions when considering the ramifications for emerging innovations. The ethics question may be different 
for different types of organizations as well, leaning more toward an individual organizational view rather than a global one. 
Academically, this movement is already in the works. Harvard University and the Massachusetts Institute of Technology 
(MIT) are jointly offering a new course on the ethics and regulation of artificial intelligence, the University of Texas at Austin 
recently introduced its Ethical Foundations of Computer Science course and Stanford University is developing a computer 
science ethics course for next year. 

While more education on ethics is certainly needed, it also needs to be a part of a broader professional standard. With the 
absence of an international standardized code of ethics, one solution organizations can implement immediately is to foster a 
culture among their delivery teams that places ethics in high regard. This means that all stakeholders agree to be transparent 
with each other about the work being done and the challenges they run into. This way, teams can avoid rushing products into 
market that could potentially have a negative impact. 
Related: How to Build an Ethical Business Culture 
One of the most effective ways organizations can achieve transparency is to create their own internal code of ethics. A 
baseline organizations can use to develop their code of ethics are the five values of Scrum. Scrum is the most popular Agile 
framework and has been used since the mid-1990s by teams who are delivering software based products to market -- 
essentially almost everything people use in their daily lives. These values that organizations can use are commitment, 
courage, focus, openness and respect. They can help guide the decision-making and improve team dynamics. 

http://www.brandsetter.fr
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Understanding and Applying the Scrum Framework Scrum values

This blog relates the need for a Code of Ethics for Software Development to the Scrum Values

1. Commitment
Not to be confused with committing to a particular delivery date or predefined set of functionality, commitment describes the trust the 
team places in the agile approach and its values. Often it is assumed that everyone is following the same approach and coming from the 
same place, but by making the commitment explicit as an individual, team and organization, they all start from the same baseline. 
2. Courage
Courage empowers members of an organization to speak up and call out unethical behavior by management that can influence work 
being produced. Many organizations believe that "if you don't say anything, the bad decision will disappear." But, in today's globally 
connected world, decisions do not disappear quickly, so company leaders need to act responsibility. Encouraging delivery teams to be 
transparent with each other leads to ethically positive outcomes for the organization, customers, shareholders, employees and everyday 
citizens. It is everyone's responsibility on the team to deliver a high-quality product, not the management, QA organization or the 
executives. 
Related: The 4 Pillars of Ethical Enterprises 
3. Focus
Instead of working independently, teams are more effective when they collaborate on small sets of customer-driven outcomes. This is 
why company leaders should empower their teams to tackle the most important tasks first as they work toward a final product. Focusing 
on one task at a time ensures teams are putting only the best resources into making a final product any organization can be proud of. 
4. Openness
Much like commitment, company leaders should empower their teams to be open about their work, which helps create transparency to 
their progress. When assumptions about how a product should be developed prove to be invalid, openness helps team members admit to 
stakeholders they were wrong, to ask for help and change direction to improve and create a better product. The phrase "fail fast" is often 
used to describe agile approaches, but actually it is "learn fast." Openness is a prerequisite to that mantra. 
5. Respect
Above all else, company leaders should respect their team members' diverse backgrounds, experiences and range of skills. Showing 
respect for team members and assuming they have good intentions can lead to conversations that resolve conflict within an 
organization and improves team performance. When people feel respected and know they are being heard, they can fully support 
company decisions, even if the decision was not their preference. 
The popular Spiderman phrase "with great power comes great responsibility" could not be more applicable to the organizations who are 
creating and releasing the products that define society. After all, these products are influencing the way people live and interact with 
each other, every day. This is why big tech companies must take the lead and create their own code of ethics. Abiding by a code of ethics 
puts product teams in a better position to deliver amazing software people can trust

http://www.brandsetter.fr
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Understanding and Applying the Scrum Framework Scrum values

This blog dives deep into how you can use BRAVING and the Scrum Values to build and enable trust in your environment.

One of the most common questions I am asked in my Professional Scrum Master (PSM) courses and in coaching 
engagements is:
How do we build trust?
This is a complex topic. And there are no simple or quick processes or techniques that will guarantee an outcome.  Nor 
can you know how long it will take to build trust.
Trust is fluid and constantly evolving.
There is no “end goal."
Because trust is a feeling.
Trust is a characteristic of a relationship, of many interconnected and overlapping relationships.
It may be challenging and complex, but trust is essential to enable agility.  So let’s define what trust is and the elements 
required to build trust.

What is Trust
Trust is a willingness to be vulnerable.  When I trust, I am essentially making something important to me vulnerable 
to the actions of someone else.
Distrust is when I don't feel that something I have made vulnerable to you is actually safe with you.
What are things we make vulnerable?  It could be position, reputation, ideas, work or creation, opportunity, or feelings. 
 It could be a paycheck.

Anatomy of Trust
Brené Brown uses the acronym BRAVING to talk about the elements required to build trust. Brené says that when we 
trust, "we are BRAVING connection with someone." Let’s explore each element related to enabling agility.

March 28, 2018, How to Build Trust to Enable Agility, Stephanie Ockerman
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Understanding and Applying the Scrum Framework Scrum values

This blog dives deep into how you can use BRAVING and the Scrum Values to build and enable trust in your environment.

March 28, 2018, How to Build Trust to Enable Agility, Stephanie Ockerman

Boundaries
I establish clear boundaries, and I stick to my boundaries.  You establish boundaries, and you hold your boundaries.  We both 
respect each other’s boundaries.
The Scrum framework is an example of boundaries that help a Scrum Team focus and self-organize around a goal to deliver 
shippable product by the end of a Sprint.  Team members stick to this boundary by not accepting additional work during the 
Sprint that would endanger that goal.  Others in the organization respect this boundary by not forcing or pressuring them to 
break this boundary.
People may also set individual boundaries in the context of the workplace.  I may set a boundary that I leave my work at the 
office.  Or perhaps I don’t check email on the weekend.  Maybe I don’t take on any new projects or activities unless I remove 
something equivalent.
Reliability
I do what I say I will do.  You do what you say you will do.  Over and over and over again.
Reliability is important when you need to collaborate in order to solve challenging problems and innovate.  Reliability is 
important when success is measured by team outcomes, not solely by individual activities.  You can't just be reliable once.  
Consistency matters.  There are two things you must consider in order to be reliable.
1. Establish clear expectations.  
A Scrum Team creates a clear Sprint Goal and a transparent plan for achieving it.  These expectations are revisited at least on a 
daily basis in the Daily Scrum.  A Scrum Team also sets a clear expectation of quality and completeness in their definition of 
“Done.”
2. Don’t overcommit.  
When we have too many plates spinning in the air, we can have problems focusing, we may cut corners or forget things, and we 
can experience burnout.  Learn to say “no” or “not now.”
Of course, we cannot predict exactly how long things will take.  So we may be wrong.
But did we focus on the thing we said we would do?  Were we open about new information that would affect our ability to 
accomplish the thing we said we would do?
Improving my reliability has been an intentional focus this past year.  Specifically, I never say “yes” to new opportunities or 
requests immediately.  I take some time to consider if it is something I really want to do in the greater context of my life.  And if I 
do, I then consider what I am removing to make space and outline some expectations (outcomes, time commitment, working 
agreements, etc.).  More often than not, I end up saying “no” or “not now."
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This blog dives deep into how you can use BRAVING and the Scrum Values to build and enable trust in your environment.

March 28, 2018, How to Build Trust to Enable Agility, Stephanie Ockerman

Accountability
I hold you to account for doing the things you said you would do.  You can hold me to account for doing the things I said I 
would do.  
“Calling someone out” is not a bad thing.  It’s a thing you do when you deeply respect and care for someone.  And if you 
are on the receiving end of it, you appreciate that this person had the courage to help you see something maybe you were 
unable to see and to help you do better.
And since we are human beings, we are going to screw up. 
When you do, own it.  Apologize and make amends.
When you are on the receiving end of it, you allow the other person to own it, apologize, and make amends.
Vault
What you share with me, I will hold in confidence.  And I expect you to do the same with me.. and with others.
When we gossip or collude with others, we are demonstrating that we will not hold information in confidence.  This erodes 
trust.
I often find coaching opportunities around this topic.  As a Scrum Master, a team member may come to me about issues 
with another team member.  Ultimately, I will coach this team member on addressing the issues with that person directly.
If you put yourself in the other person’s shoes, how would you feel if a team member was complaining about you to 
someone else?
The Sprint Retrospective is an example of where we honor the “vault” as a team.  Only Scrum Team members participate, 
and the specifics of what happens in the room stays in the room.  A Scrum Master helps keep a positive, continuous 
improvement focus rather than just dwelling on the negative and complaining.
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This blog dives deep into how you can use BRAVING and the Scrum Values to build and enable trust in your environment.

March 28, 2018, How to Build Trust to Enable Agility, Stephanie Ockerman

Integrity
This is about choosing courage over comfort.  This is about choosing what is right over what is simply fun, fast, or easy. Practice your 
values rather than just professing them.
Product Owners show integrity by saying no to stakeholders who want something that is not in alignment with the product vision or is of 
low value.  They don't just put it at the bottom of the Product Backlog to make the stakeholder happy.
Scrum Teams show integrity by not showing partially done software in the Sprint Review.
When our leaders profess their values, we expect their actions and decisions to reflect them. People don’t trust leaders who say one 
thing but then do another.  If a leader says he values learning and innovation, but he measures individuals on a strict “billable hours” 
policy or by "lines of code", this inconsistency breaks down integrity.
Non-Judgment
You can be struggling and ask for help, and I will not judge you.  I can be struggling and ask for help, and you will not judge me.  
Practicing non-judgement honors vulnerability.  It must be okay to need help.  In fact, we should place value on being willing to ask 
for help.  We cannot think less of someone when we offer them help.
I may think that the quality of your work has been suffering and does not meet our standards, but I am not going to assume you 
intentionally did poor quality work or that you don’t have the same level of commitment as I do.  I can hold you accountable from a place 
of non-judgment.
Truly believing that we learn from failure is another way that teams and organizations practice non-judgement.
Generosity
You can assume the most generous things about my words, actions, and intentions.  And I will do the same for you.
Generosity means recognizing that we are all human.  We make mistakes.  We go through difficult times.  Generosity means we are 
willing to forgive, offer an opportunity to make amends, and hold space for the inevitable learning and growth that is part of being human 
and being part of a team.
I may feel disrespected by something you said in our planning session, but I know you would not intentionally hurt me.  I will have a direct 
and honest conversation about how I feel, but I will not label you as a disrespectful person.
Make It Real
Set aside 10 minutes and reflect on these questions.  Pick one or two relationships where you want to build trust.
Step 1:  How can the acronym BRAVING help you think about and talk about trust differently?
Step 2: What examples can you identify where you have established each of the 7 elements of BRAVING?
Step 3:  Where do you have an opportunity to improve each of the 7 elements of BRAVING?
Bonus:  And if you have 25 minutes, check out Brene Brown's talk on the Anatomy of Trust.  Then ask yourself who is filling up your 
marble jar, and how are you filling up the marble jar?  (Yes, you have to watch the video to know what that means.)

http://www.brandsetter.fr
https://www.youtube.com/watch?v=ewngFnXcqao
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Scrum defines three roles, the Product Owner, Scrum Master and Development Team Member. But what 
happens if you have a different job title? It doesn’t mean that you are out of luck or out of a job, in most 
cases it means the exact opposite with your job expanding to deliver more value in the Scrum Team. So, 
where do you fit in Scrum?

In this talk Dave West, CEO and Product Owner of Scrum.org talks about the roles of Scrum and how the 
three roles relate to your existing job titles. He describes the future of work in the context of an agile 
delivery model and what the implications are to job descriptions and career progression.

https://youtu.be/0fW8aoxyVHs

In this webcast, the future of work (and job titles) in the context of an agile delivery model is described

http://www.brandsetter.fr
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This video looks at the role of the Product Owner, their skills, and accountability

As part of the Scrum Tapas video series, Professional Scrum Trainer Krystian Kaczor raises the 
question, what is the role of a Product Owner?  He answers the that question by looking at what set of 
skills should they have, what they should do vs. delegate and why they have the ultimate 
accountability.  5:37 Minutes

https://youtu.be/kIXc64V13W4

http://www.brandsetter.fr
https://www.scrum.org/krystian-kaczor
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This whitepaper takes an in-depth look at the different roles in Scrum and the characteristics which make them great

Paper was written by Professional Scrum Trainer Barry Overeem.
According to the Scrum Guide, Scrum is a framework within which people can address complex problems, 
and productively and creatively develop products of the highest possible value. It’s a tool organizations can 
use to increase their agility. 

Within Scrum self-organizing, cross-functional, and highly productive teams do the work: creating valuable 
releasable product increments. Scrum offers a framework that catalyzes the teams learning through 
discovery, collaboration and experimentation. 

A great Scrum Team consists of a Product Owner who maximizes value, a Scrum Master who enables 
continuous improvement and a Development Team who focuses on delivering high quality product 
increments. For sure this sounds great! 

But what are the characteristics of such a great Scrum Team?

PDF Link 
https://scrumorg-website-prod.s3.amazonaws.com/drupal/2016-08/
Characteristics%20of%20a%20Great%20Scrum%20Team.pdf

http://www.brandsetter.fr
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This blog addresses the common misconception that multiple Product Owners are necessary for one product, the downsides to going down this path, and 
several tips to help avoid this pitfall

Scrum prescribes one person in the role of Product Owner (PO). Not multiple people, not a committee, just one person:
“The Product Owner is the sole person responsible for managing the Product Backlog.” (Scrum Guide)
And when multiple teams work on a single product, the Scrum Guide says:
“Multiple Scrum Teams often work together on the same product. One Product Backlog is used to describe the upcoming work on the 
product.” (Scrum Guide)
I encounter many companies that fail to implement this specific Scrum guideline. Apparently, according to most companies, this is one of 
those things you need to tweak “to make Scrum work in your context”.

The apparent need for multiple POs
When companies need to scale up their development effort, they tend to copy complete Scrum Teams, including the Product Owner. 
They soon find out that the PO role does not scale that well by multiplication. As they lose transparency over responsibilities, they try 
differentiating the PO role in various types of POs such as Feature Owners, Epic Owners, Component Owners and more. They are 
looking in the right direction to solve their problem but choose the path of complexity instead of simplification: When working with multiple 
teams on one product, you only need exactly one Product Owner. A product is a real product that satisfies a customer need and people 
want to pay money for it.
In many cases I see that there is not a problem in handing over the authority and accountability for the whole product to one single 
person. However, people resist to having a single PO because they consider the concept to be unrealistic. They feel having multiple POs 
and multiple product backlogs is a necessity for various reasons: 
- The Scrum Guide says we need one PO per team, which means we must have multiple POs as we have multiple teams. (This is a 
myth; One Product Backlog means we need one Product Owner).
- The domain knowledge for a complex product like ours is too vast for one person to grasp.
- The workload to produce all user stories is too big and cannot be handled by one person. 
- There are too many meetings in Scrum for a single PO to attend.
- With multiple POs the PO-availability for teams can be provided at the required level.
- It is easier to have many POs as it avoids the fight over who should become the one real PO.
- We come from a situation where we thought we needed one PO per team. Now that they are working here, we cannot just send them 
away.
- This is space to fill in some silly argument you have heard in your organization.

October 13, 2018, Why you Need Only ONE Product Owner, roland flemm

http://www.brandsetter.fr


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr https://www.scrum.org/resources/blog/why-you-need-only-one-product-owner

Understanding and Applying the Scrum Framework Scrum roles

This blog addresses the common misconception that multiple Product Owners are necessary for one product, the downsides to going down this path, and 
several tips to help avoid this pitfall

Downsides of having multiple POs
Having many POs encourages micromanagement of teams. In a Product Owner per team situation, the PO becomes the person that spells out all the detailed specs 
(user stories). This setup leads to teams focusing on story readiness, negotiating the level of story detail instead of focusing on value creation. This is a well known pattern 
known as the “contract negotiation game”. Another effect is the growing absence of domain expertise in the teams. Domain knowledge is concentrated in the PO, which 
makes the team stick to executing tasks (opposed to solving customer problem), which re-enforces the need for more PO’s. The PO per team setup reduces opportunities 
for learning and self-organization. I normally suggest to make the PO’s part of the development teams they work with. They will get the opportunity to become multi-skilled 
development team member with a focus on analysis.
Many POs requires coordination and alignment.The PO’s decide in a PO team to agree who takes care of which items on the Product Backlog. The customer features 
are sliced and each PO gets their own sub-scope of the customer value in a Product Backlog. The work is sliced on arbitrary and artificial grounds, creating a coordination 
need to deliver an integrated product by the end of the sprint. Also, prioritization is decentralized and will lead to local optimization per backlog. This inevitably introduces 
asynchronous dependencies between teams, as some teams are “full” and cannot do certain work other Teams depend upon. Teams don’t have a whole product view and 
loose track of what is customer value. If the coordination need is high between PO’s, then probably the Product Backlog has not been sliced to optimize for minimal 
dependencies and the teams are not structured to serve that goal. Having only one PO managing a single Product Backlog for multiple teams creates the 
transparency required for proper empiricism.
Many POs bring unclear responsibility and ownership. One PO means that one person is accountable for the ROI on the product under development. With multiple 
Product Owners, accountability, responsibility and ownership are oblique. Management has a tough job getting a grip on Product development as there is no “single neck to 
wring”. Multiple PO’s stimulates part-time jobs,by adding the PO work to someone’s existing workload. This introduces a conflict of interest. With multiple people working 
part-time on one product the situation does not get any better. Volunteers come to the rescue, thinking “if nobody takes care of this, then I will” and change backlog item 
priority, add items or even create their own backlog, creating more complexity. In such cases I suggest to restore transparency by extending the Definition of Done gradually 
to include the work described in the additional backlogs or simply merge them into one single Product Backlog.
What if it fails?
If your PO cannot handle the work involved managing the product:
- Being a PO is a difficult job and not everybody can do it. Hire someone else, or maybe you can fix it by sending the PO to a proper training.
- Reduce the number of features (user stories) in the backlog, they are probably too detailed. Aggregate specs to a low number (3 to 5 stories per team per sprint) to 
experiment with. 
- Stimulate “prioritization over clarification”. Reduce the level of detail at which the PO is dealing with features by explicitly bringing the clarification responsibility in the team. 
The PO can help by connecting the team to a stakeholder or customer. 
- Limit the planning horizon to no more than 2 to 3 sprints of work ahead, as preparing more work is likely to result in waste. If you are able to predictably specify your work 
more than 3 sprints ahead you maybe should not be doing Scrum as your product is not complex enough.
- Prevent the Product Backlog from spawning by extending the DoD, continuously reducing technical debt with merciless refactoring and strict bug policies.
Conclusion
The PO role is better not scaled by multiplying POs as this has many downsides. I encourage to have a single Product Backlog and a single PO being responsible for return 
on investment when developing one product. Having a single Product Owner creates transparency and enables proper empiricism.The concept of a single Product Owner 
in a scaled environment (multiple teams working on a single product) is challenging if you stick to the idea that the PO has to manage every detail. When scaling, try shifting 
the PO focus from clarification to prioritization. This will encourage the teams to better understand what needs to be created for the product. This approach is completely in 
line with backlog management described in the Scrum Guide:
“The Product Owner may do the above work, or have the Development Team do it. However, the Product Owner remains accountable.” (Scrum Guide)

October 13, 2018, Why you Need Only ONE Product Owner, roland flemm
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The Sprint is one of the five Scrum events.  In my Professional Scrum Courses, this is the event that people often forget about 
because it is a container event, not necessarily something you distinctly schedule on the calendar.
This container holds the space for all of the work to create the shippable Increment of product, and it is limited to one month or less 
in duration (i.e. time-box).  This container starts with Sprint Planning and ends with the Sprint Retrospective.  Then the next Sprint 
immediately starts.
The Sprint can seem like a simple administrative term, and people sometimes brush it off.
However, the Sprint holds so much power in Scrum.
This is why the Scrum Guide calls the Sprint the “heart of Scrum.”  Let’s take a look at 5 powerful things the Sprint provides teams 
and organizations.
#1 – Focus
The purpose of a Sprint is to create a potentially releasable product Increment of value to the organization.  It’s that simple.
What value is to be delivered is guided by the Sprint Goal, which does not change during the Sprint.  Because… well, focus.
If you’ve worked in product development for even a day, you probably understand how chaotic it can feel.  New ideas and new 
business needs are popping up.  New information about the market and customers is being discovered.  And of course, the 
complexity of the actual work a team is doing creates a continuous flow of new learning and new challenges.
By having this single purpose every Sprint – to create a releasable Increment – the team can bring their focus back to this.  They 
can set aside the distractions not related to this purpose.  They can take the new information they have uncovered and adapt 
their plan without losing focus.
This brings us to predictability.
#2 – Predictability
While a Scrum Team may not be able to guarantee the specific scope of the Increment (i.e features/ functions), a team that is 
using Scrum well will be predictable in delivering a “Done” Increment every Sprint.
Sprints have a consistent cadence.  This consistent cadence helps a Scrum Team understand what they are capable of delivering 
in a period of time.  As a Scrum Team understands this and continues to work together, they can better forecast delivery 
expectations.
Disclaimer:  Remember that the words “estimate” and “forecast” imply there is still complexity and uncertainty, and these estimates 
and forecasts will not be perfectly accurate.  The Sprint helps us optimize predictability over time.
A Scrum Team can change the length of a Sprint, but they don’t change it constantly.  They do so intentionally as a part of their 
commitment to continuous improvement in meeting the business needs.  Then they learn and settle into a new cadence.
And that brings us to #3.  The Sprint provides control.
https://www.scrum.org/resources/blog/5-powerful-things-about-sprint

January 22, 2018, 5 Powerful Things About the Sprint, Stephanie Ockerman

This blog highlights 5 important aspects of the Sprint which enable teams and organizations to "harness change for competitive advantage"

http://www.brandsetter.fr
http://scrumguides.org/
https://www.scrum.org/resources/blog/getting-done-creating-good-sprint-goals
https://www.scrum.org/resources/blog/getting-done-improving-team-collaboration
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#3 – Control
A question I am often asked is,
How long should our Sprint be?”
My answer is always,
How frequently does your business need to change direction?”
Remember the Sprint Goal does not change during the Sprint.  This provides the stability a Development Team needs in order to 
get something meaningful done (see #1 above).  So the real driver of the length of a Sprint is how often the business needs to 
inspect the Increment and adapt the direction based on new information.
This gives the business control without creating an unstable situation for the Development Team.
In addition, the Sprint time-box gives the business more transparency to and control of cost and schedule.  An 
organization can fund a number of Sprints and see the value they are getting every Sprint.  This helps make informed decisions 
about whether or not to keep investing money and on what to invest it.  Ultimately, this is how you control risk in complex 
environments.
#4 – Freedom
A Sprint provides freedom.  This may seem contradictory to point #3, but it is not.  And that is the beauty of a Sprint.
The Scrum Team has the focus of a Sprint Goal and a time-box.  These boundaries create the freedom for effective self-
organization, collaboration, and experimentation.
There are many ways risk shows up in product development.  Are you building the right thing?  Are you building the thing right?  
What assumptions might be wrong?  What might change?
Teams have to learn by doing, inspecting and adapting along the way.  
And businesses do too.  The business gets the freedom to experiment as well.
Sometimes there will be failure.  In fact, failure is a part of learning.  The question is how big of an impact that failure will have. A 
Sprint limits the impact of failure to the time-box of the Sprint.
This freedom leads us to opportunity.
#5 – Opportunity
Scrum is a framework for opportunistic discovery.  To quote Ken Schwaber, it helps us “harness change for competitive 
advantage.”  Ultimately, successful Sprints enable the benefits of business agility.
Scrum is the art of the possible.  It’s about being open to and ready for the opportunities you discover throughout the journey.

January 22, 2018, 5 Powerful Things About the Sprint, Stephanie Ockerman

This blog highlights 5 important aspects of the Sprint which enable teams and organizations to "harness change for competitive advantage"

http://www.brandsetter.fr
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As part of the Scrum Tapas video series, Professional Scrum Trainer Stephanie Ockerman explores the myth that a Daily 
Scrum is status meeting.  Through her discussion, she dives into several areas as to why it the Daily Scrum is much more 
than a status meeting and how they differ.  6:29 Minutes

https://youtu.be/i7_RPceEIYE

http://www.brandsetter.fr
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This video explores the myth that there is no planning in Scrum, and details where planning does take place throughout the Scrum Events

As part of the Scrum Tapas video series, Professional Scrum Trainer Stephanie Ockerman demonstrates that planning 
in Scrum is important and does occur despite the myth that many have heard that agile does not use plans.  Stephanie 
discusses the several events where planning takes place and how they play a part in Scrum and your development 
activities.  5:29 Minutes

https://youtu.be/08wArN-Tkhk

http://www.brandsetter.fr
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In this video, the Sprint Review is described along with tips for how to organize and engage stakeholders. [0:04:47]

As part of the Scrum Tapas video series, Professional Scrum Trainer Dominik Maximini describes the Sprint 
Review and tips for how to organize and run a Sprint Review. He also provides details on way to engage 
stakeholders in the Sprint Review making it a true inspection and adaption event and not a status meeting.

https://youtu.be/Ct_uQg9jlp8

http://www.brandsetter.fr
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This blog identifies and explores some patterns and anti-patterns within Product Backlogs in regards to purpose, value, curation, and Product Ownership. 
[0:10:00]

"Perfection has to do with the end product, but excellence has to do with the process." - Jerry Moran
Scrum requires a Product Backlog and a Product Owner to account for the value of product increments. For as long as a product exists, a 
Product Backlog will exist to describe the work which ought to be done.
I remember the raw emotion, the sheer thrill, when as a Scrum Master of some eleven years standing I first had a team where this 
arrangement was genuinely in place. The sense of luxury rang through me like a divine peal of bells. I was tickled into a state of euphoria 
commensurate with shock. To have not only a curated Product Backlog, but a clear owner engaged in the managing of it...well, it seemed 
hedonistic, immoderate, and extravagant. Other Scrum Masters looked at me with envy from their positions of austerity, as they struggled to 
establish priorities by themselves, and goals, and expressions of value; as they fought to engage even a reliable proxy for product ownership, 
or indeed to have a coherent product at all. Theirs was a position I knew well of course, for it was mine until but recently. And so I started to 
feel guilt, as if I was the holder of some undeserved privilege. I had suddenly received an embarrassment of riches I was unable to share.
Yes son, I knew a real Product Owner once. What can we do though in a more wretchedly familiar existence, where the very idea of a product 
can seem implausible? For that matter what is a Product Backlog really for anyway?
Our experience in such matters tends to be qualitative. We know when we have good product ownership, which is to say ownership as it is 
defined in the Scrum Guide, and we think of our reality as levels of degradation from that ideal. Hence we begin to abstract a sense of the 
"best" sort of product to have. For example:

1 Best: There is a clear Product Owner who cares about the product, engages reliably with the team and with stakeholders, and who is 
keen to see the iterative and incremental delivery of value.

2 Second best: We have a value stream of some sort which a team owns. It will meet a real need and will yield value to stakeholders, 
even if it isn't a "product" in the best sense. Where product ownership exists it will be weak and may be proxied.

3 Third best: We see the alignment of a product and its backlog to an organizational function, such as a business or marketing division. 
There may not be a clear expression of value but there is at least an alignment with organizational stakeholders.

4 Fourth best: We can see that a team owns a capability within an organization, but the value to stakeholders is unclear and unaccounted 
for. All that can be said is that something will be produced. Apart from that, the team will organize themselves as well as they can. They 
will try to do such things as minimizing waste around hand-offs, or perhaps try to leverage any benefits that might be found in cross-
training.

5 Fifth best: We may discern a capability which stakeholders expect to be provided, such as middleware, but do not wish to own. Benefit is 
more likely to be general to the enterprise than specific to one value stream. It may actually be a service. Stakeholders wait for one 
another to move first and fund its provision, so they can avoid the worst of the costs while plotting to reap the rewards.

https://www.scrum.org/resources/blog/what-product-backlog-anyway

November 9, 2017, What is a Product Backlog for, anyway, Ian Mitchell

http://www.brandsetter.fr


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 
https://www.scrum.org/resources/blog/what-product-backlog-anyway

Understanding and Applying the Scrum Framework Scrum artefacts

Categorizing things preferentially in terms of how good they seem to be is a natural response when faced with a complex environment. In this 
case we might be tempted to perceive the above series of ablations, or falling away, from an idealized product state. The Product Backlog can 
indeed all too easily fall into a state of lost remembrance. Perhaps Yuriy Zubarev was right when, in the Cynical Agile and Scrum Dictionary, 
he described a backlog as a Land of Forgotten Dreams.
Now let’s go back to basics and consider the essentials of what a Product Backlog actually is, and see if we can re-evaluate the patterns 
which might lead to their creation.

In Scrum, a Product Backlog is an artifact. It comes from the mind of a curious Product Owner. Curious, because while he or she wholly owns 
it, a good owner is keen to elicit the needs of stakeholders and Development Team experiences, views, and opinion. Refinement of the 
backlog will occur, where value is framed for delivery in order to meet tentative goals. Workshops may be held and team estimates may be 
solicited so that those goals are realistic. In fact goals are essential to Scrum and they will shape a Product Owner’s thinking. The Product 
Backlog will be organized not just in terms of discrete items, but in terms of wider features and epics and themes, and likely Sprint candidates 
which will yield increments of empirical value.
In the November 2017 update to the Scrum Guide, ownership was strengthened yet further to encompass what is known about the product, 
rather than the things which are thought might be needed. We can see that with ever-increasing clarity, the emphasis in Scrum is being 
placed upon diligent Product Backlog curation by an authoritative owner. The semantics of what actually constitutes a product recede, if not 
quite into irrelevance, then certainly into more of an implementation concern. It doesn’t matter a hoot what we think counts as a valid product, 
or what might make one product better or worse in terms of validity than another. If potential value can be identified and ordered - which is to 
say authoritatively curated - then we have a product and a Product Backlog. From a Scrum perspective this is the essential distillation of 
principle.
The contrast is stark with a Lean or Kanban system where there may not be a Product Owner at all. We may find that there is an authority, 
such as the Chief Engineer in the Toyota Production System, or we may find that a backlog is curated by the team itself. We may find that it is 
not really owned, but that its emergence is driven through teamwork. Corey Ladas, who has promoted the Scrumban approach, has gone so 
far as to dismiss the Product Owner role as an “egregious error”. Whatever a Product Backlog might be in such a context, it is not necessarily 
the artifact of an owner’s mind, and hence there may be no concept of a product at all which can find coherent expression. Instead, there may 
be qualities of service and service level agreements.
These essential considerations lay out the ground for identifying backlog patterns and their driving forces. So far we have attempted a sort of 
Product Backlog typology, where might we categorize four or five ablative product conditions. They may seem real enough when they chime 
with our qualitative experiences, but this approach could easily lead us off into the weeds. The essential risk is this. Even if we do identify a 
value stream, or an organizational alignment, or a capability notionally “owned” by some group, or of course one which nobody wishes to own 
at all, we clearly have the problem of no true Product Owner being found. Applying these categorizations therefore risks leaving us with a 
false sense of product control. We can determine that a single critical factor must instead be considered - the presence or absence of a 
Product Owner to give purpose to the backlog, whatever that purpose might be. Like the Holy Grail, the question is not so much what the 
Product Backlog is for, but whom does it serve

November 9, 2017, What is a Product Backlog for, anyway, Ian Mitchell
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So now let's try something different. Rather than thinking in terms of an ablative model, let's start to identify the actual patterns 
and forces which might be associated with a lack of product ownership:

• A backlog may be a buffer or pool queue, the force being a need to minimize lead times between work items serviced. In 
this case it is driven by the express needs of consumers. The work itself may relate to more than one product or value 
stream, or to a stream without clear value at all. Irrespective of value, a delay in lead times is seen to create a pain-point for 
consumers.

• A backlog may be an artifact exerting pull for local team optimizations and a leaner workflow. Again, the work itself may 
relate to more than one product or value stream, or to a stream without clear value at all. However, the driving force is one 
of improving internal process rather than the service enjoyed by a consumer. Care is needed, as expectations may go 
beyond gains in mere local efficiency. For example, is an enterprise transformation supposedly going on? If so, a backlog 
which supports local pipeline optimization could just result in the wrong things being done more quickly.

• A backlog may be a roadmap for a big-bang release. This is the classic project situation where a leap-of-faith is taken and 
there is little sponsorship for incrementalism and empirical control. Risk is offloaded from consumer to supplier rather than 
managed. Product ownership is either absent or faked.

• A backlog may be a reflex of some strange phenomenon, such as an artificially induced constraint. For example, if money 
is left in the pot at the end of a financial year, there may be an incentive to spend it on something or indeed anything, rather 
than see a reduction in budget allocation the following year.

• A backlog may be an artifact exerting pull for team formation. Instead of having a known product, value stream, 
organizational function, or owned capability around which teams are formed, we see the effect of a new force at work. 
There may be a cleverness about it. Innovation is one example. The need to test MVPs very rapidly can emerge in a 
disjointed, occasional, and unmanaged way from unofficial factions within an organization and its stakeholders. If a backlog 
of this work starts to crystallize, an innovation laboratory might be sponsored to deal with it.

These patterns give us a sense of what Product Backlogs might be for, even when the owner they would serve appears to be 
missing. There will be others we can identify, but it's important to realize that patterns are all they really are. No procedure can 
be described for dealing with the diverse modes of weak product ownership. Unfortunately though, just as it is natural for the 
human mind to think qualitatively in terms of first and second best, so it is in the nature of organizations to seek firm protocols 
about what to do in given situations. That isn’t really what we have here or can reasonably expect. All we can do is to identify 
these and other patterns which give rise to backlogs, and use them to inform our thinking about product and service 
development. If we know why backlogs are brought into existence and understand something of the forces behind them, we can 
hopefully make decisions which lead to more valuable and sustainable delivery outcomes.

https://www.scrum.org/resources/blog/what-product-backlog-anyway

November 9, 2017, What is a Product Backlog for, anyway, Ian Mitchell

This blog identifies and explores some patterns and anti-patterns within Product Backlogs in regards to purpose, value, curation, and Product Ownership. 
[0:10:00]
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This video focuses on the importance of transparency of the Product Backlog. [0:02:40]

In this Scrum Tapas video, Professional Scrum Trainer Rich Visotcky describes the Product Backlog and the need to 
ensure that it is transparent to the entire Scrum Team.  Rich talks about why everyone on the Scrum Team needs to 
understand what it is comprised of, the order or priority of Product Backlog Items and how they fit into the 
product vision.

https://youtu.be/O3tqpvkvnSk
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This blog debunks the myth that the Sprint Backlog is fixed during the Sprint by providing the perspective of the Scrum Guide and describing the difference 
between forecast and commitment. [0:05:00]

Scrum is intended as a simple, yet sufficient framework for complex product delivery. Scrum is not a one-size-fits-all solution, a 
silver bullet or a complete methodology. Instead, Scrum provides the minimal boundaries within which teams can self-organize to 
solve a complex problem using an empirical approach. This simplicity is its greatest strength, but also the source of many 
misinterpretations and myths surrounding Scrum. In this series of posts we - your ‘mythbusters’ Barry Overeem & Christiaan 
Verwijs - will address the most common myths and misunderstandings. PS: The great visuals are by Thea Schukken.

Myth: The Sprint Backlog can't change during the Sprint
The myth is that the Sprint Backlog is fixed during the Sprint. The Development Team commits itself to implement all the items 
on the Sprint Backlog. Changes are not allowed during the Sprint; no work can be added or removed. This offers the team 
the necessary focus to fulfil their given commitment.
Why is this a myth?

Busting the Myth
The Sprint Backlog represents the work that a Development Team needs to pull from the Product Backlog to achieve the Sprint 
Goal. The Sprint Goal is an objective set by the Scrum Team during Sprint Planning and captures the hypothesis that the team 
wants to test, a goal it wants to achieve or an experiment to run. Although the Sprint Goal is fixed during the Sprint, the 
Sprint Backlog is not. This would be unwise considering the core premise of Scrum: we can't create detailed plans for the 
future. Even if that future is a single Sprint, it is entirely possible that new insights or impediments emerge as the Development 
Team works through the Sprint Backlog.
A team might learn that a technology they picked does not perform as expected. Or a key feature needed to reach the Sprint 
Goal was missed during the Sprint Planning. As issues emerge, changes to the Sprint Backlog may be warranted in order to 
reach the Sprint Goal. The Development Team will then re-negotiate the Sprint Backlog with the Product Owner. In short; a 
Sprint Backlog is flexible, as long as changes do not distract from the focus on the Sprint Goal.
The Daily Scrum presents Development Teams with an excellent opportunity to inspect and adapt upon their progress to the 
Sprint Goal and make adjustments to the Sprint Backlog when deemed necessary

October 30, 2017, Myth 2: The Sprint Backlog can’t change during the Sprint, Barry Overeem

https://www.scrum.org/resources/blog/myth-2-sprint-backlog-cant-change-during-sprint
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This blog debunks the myth that the Sprint Backlog is fixed during the Sprint by providing the perspective of the Scrum Guide and describing the difference 
between forecast and commitment. [0:05:00]

About Commitments and Forecasts
Related to this myth, the Scrum Guide has changed a couple of years ago. In the context of the Sprint Backlog, the word “commitment” 
was replaced by “forecast”. It describes the Sprint Backlog as a forecast by the Development Team about the functionality that will be part 
of the next Increment and the work needed to deliver that functionality into a “Done” Increment. This underscores that insights and 
unexpected issues are likely to emerge during development - even within a single Sprint.

However, commitment is still relevant for the Development Team; they commit themselves to:
• Fulfil the Sprint Goal;
• Delivering working, high-quality and usable software that meets the expectations of the customers and users;
• Working only on the Product Backlog items with the highest value;
• Focus on continuous improvement, learning, and technical excellence;
• Continuously inspect and adapt, by which empiricism is supported;
• Collaborate with all the business people involved;
• The values and elements that build up the Scrum framework.

Where the Sprint Backlog is the expected output, the Sprint Goal is the desired outcome that we want to achieve. Instead of trying to cram 
as much as we can into a Sprint, our goal should be to reach the desired outcome (the Sprint Goal) with the least amount of output (Sprint 
Backlog).

Embrace the emerging nature of the Sprint Backlog. Encourage the Development Team to change, modify and improve the Sprint 
Backlog during the Sprint. If new work is required, the Development Team adds it to the Sprint Backlog. If work proves to be unnecessary, 
the Development Team removes it from the Sprint Backlog. It’s up to the Development Team to apply these changes and inform the 
Product Owner if this is considered necessary. Any changes done to the Sprint Backlog are done with achieving the Sprint Goal in mind 
and building a “Done” Increment.

Closing
In this blog post, we’ve described the myth that the Sprint Backlog is fixed during the Sprint. We’ve busted this myth by offering the 
perspective from the Scrum Guide and describing the difference between forecast and commitment.
What is your opinion about this myth? We are always eager to learn from your experiences as well!
Want to separate Scrum from the myths? Join ourProfessional Scrum Master orScrum Master Advanced courses (in Dutch or English). We 
guarantee a unique, eye-opening experience that is 100% free of PowerPoint, highly interactive and serious-but-fun. Check out our public 
courses (Dutch) or contact us for in-house or English courses.

October 30, 2017, Myth 2: The Sprint Backlog can’t change during the Sprint, Barry Overeem

https://www.scrum.org/resources/blog/myth-2-sprint-backlog-cant-change-during-sprint
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https://www.scrum.org/resources/blog/scrum-trenches-sprint-goal

This blog addresses some real-world challenges teams have with using the Sprint Goal effectively, and some helpful tips on how to improve on each. 
[0:11:00]

In the "Scrum from the trenches" blog post series I like to address topics that I encounter in practicing Scrum in the real world, 
with real teams. Sharing where theory comes into practice, what challenges teams encounter along the way and ways to help 
Scrum practitioners use the power of empiricism to overcome these challenges.
The Sprint goal
We'll start out this series with addressing common challenges regarding the Sprint goal. Let's first briefly introduce the Sprint goal 
as a concept in Scrum.
A goal is mentioned 37 times in the Scrum guide in different contexts. Although it's not part of the core elements of Scrum (Roles, 
Events and Artifacts), having a Sprint goal is of great importance for achieving your overall business objectives and customer 
satisfaction.
The Sprint goal is crafted in during the Sprint Planning and fosters collaboration between the Development Team and the Product 
Owner, creating a shared responsibility on achieving that goal. It creates means of conversation about what to do next. And above 
all, it helps bring focus to the Sprint.
During the Sprint, the Sprint goal is transparant for all to see. This is important to be able to work towards that goal, for instance 
during the Daily Scrum. During the Daily Scrum the Sprint goal should be the main topic of conversation, creating a plan for the 
next 24 hours towards that goal.
The Sprint Backlog should consistently reflect the current progress of work towards the Sprint goal and remaining work to be 
done. If there is work that is obstructing completion of the Sprint goal, it best be removed from the Sprint Backlog.
Challenges with the Sprint goal
So far for the theoretical part. The question now is, what challenges do you encounter that relate to this subject? I have my own 
experience with teams and also did some inquiries in the Scrum community to find out what teams are struggling with. Let's take 
a look at some of these real life - from the trenches - challenges!
With each of these challenges I share some things you could try to see if they help you improve. Remember, Scrum is an 
empirical process control mechanism. How to resolve and improve depends heavily on the context of the team and organisation. 
Some things may work for a specific team and not for yours. Or it's not the right time. But revealing them to the team you are 
working in or with may help you improve.
Let's get started:

April 6, 2018, Scrum from the trenches - the Sprint Goal, Jasper Alblas
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This blog addresses some real-world challenges teams have with using the Sprint Goal effectively, and some helpful tips on how to improve on each. 
[0:11:00]

Challenge #1: There is no Sprint goal
When I started using Scrum years ago as a developer and Scrum Master, the Sprint goal was not top of mind for me. 
There were all kinds of other challenges way more prominent than not having a Sprint goal. If the work got done, we 
were satisfied.
Asking around to common problems, this is one that pops up quite often. Not having a Sprint goal might not block you 
from delivering a releasable increment or delivering value for your customers. However, a lot is gained when teams have 
focus on the goal of the Sprint.
Tips to help improve this
The first major question that needs answering in this case is: what's the reason there is no Sprint goal? This may be due 
to lack of knowledge, we simply don't know that the Sprint goal in Scrum is significant. In this case a good conversation 
in your Retrospective could help. Also, the team might need some guidance in establishing the Sprint goal during the 
Sprint Planning, because mostly there also is a lack of focus. We discuss the challenge of lack of focus later on.
Try to figure out by asking around and having constructive conversation with the Scrum team about why there is no 
Sprint goal. Any one of the challenges still to be discussed might be an underlying issue that needs to be resolved first.
Talk to the Product Owner (or if you are one, ask yourself this question): what is it that we want to achieve at the end of 
this Sprint? Talk to the team about this goal. Also, there are other stakeholders that would probably like to be able to see 
what the Scrum Team delivers at the end of the Sprint. A Sprint goal makes more sense than a bunch of Sprint Backlog 
Items packed together.
This is a general tip:
Be patient. Change takes time. However, don't be hesitant to experiment. People are more eager to try something out 
and verifying the outcome (experiment) than they are open to enforced changes from the outside.

https://www.scrum.org/resources/blog/scrum-trenches-sprint-goal

April 6, 2018, Scrum from the trenches - the Sprint Goal, Jasper Alblas
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This blog addresses some real-world challenges teams have with using the Sprint Goal effectively, and some helpful tips on how to improve on each. 
[0:11:00]

https://www.scrum.org/resources/blog/scrum-trenches-sprint-goal

April 6, 2018, Scrum from the trenches - the Sprint Goal, Jasper Alblas

Challenge #2: The work is the Sprint goal
So the next challenge to overcome, is a pitfall often taken when doing Scrum: sticking to the "rules of Scrum", but not 
knowing the reason for the rule being there.
This also is something I have done. I've told the team: 'Guys, we need a Sprint goal, because that's what prescribed by 
Scrum!'. And then if you are "lucky" and the team obeys, the Sprint goal becomes: "Get Jira tickets 17322, 17323, 171400 
and 17888 to done". 'Great, we now have a Sprint goal. Back to work!'.
-or-
We take a close look at all the Product Backlog Items we selected for the Sprint and we try to squeeze these into a 
sentence that sums them all up:
"Finish the authorization issues, create a procedure for capturing search queries and make it generic, create a new theme 
for mobile version".
Product Backlog Items in the Sprint are the output that implement the Sprint goal, the outcome. Meaning the Sprint goal 
should be leading and not the Sprint Backlog Items.
Tips to help improve this
Product Owners should share their vision and what goals need to be achieved next. They should talk about it, share it, get 
feedback on it. Then invite the Development Team to pull work from the Product Backlog (and maybe create some Sprint 
Backlog Items as well) that will achieve this goal. Share and discuss this when the plan for this Sprint is drafted.
Often, Product Owners take the lead in Sprint Planning. And they should at first, but then they have to let the Development 
Team self organize around the Sprint goal. You might be surprised at the results!
The key in this situation is to look at the way the work is organized. Is the Product Owner trying to keep all the stakeholders 
happy by giving them all a breadcrumb? Or are the stakeholders managed and is the Product Backlog organized around 
functional components that deliver value for customers at the end of the Sprint?
The Product Owner must be challenged on the status quo and the Development Team should take ownership on the plan 
that should have the Sprint Goal as outcome. They should discuss the Product Backlog Items that are taken into the Sprint 
and also look for alternative ways to achieve the Sprint goal.
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This blog addresses some real-world challenges teams have with using the Sprint Goal effectively, and some helpful tips on how to improve on each. 
[0:11:00]

https://www.scrum.org/resources/blog/scrum-trenches-sprint-goal

April 6, 2018, Scrum from the trenches - the Sprint Goal, Jasper Alblas

Challenge #3: There is no room for anything else
So the next challenge that arises happens often when we have overcome the previous challenges. We have a 
Sprint Goal, it's crafted during Sprint Planning in collaboration with Product Owner and Development Team and the 
goal actually makes sense.
But there is no room for anything else. All the items on the Sprint Backlog are mandatory for accomplishing the 
Sprint goal. And that's a problem. Because we know that there are problems that will occur:

• The solution thought of turns out to be a lot harder to implement;
• Production failures need fixing;
• Danny (the guy everyone relies on) is ill (again!);
• The Product Owner promised a particular stakeholder that he can get this last minute fix in the Sprint anyway.

... and so on ...
Having a full Sprint means imminent risk in achieving the Sprint goal!
Tips to help improve this
I have had one team use a primary and secondary goal in a Sprint, so that the focus remains on the main goal, but 
there is still cohesion on the rest of the Sprint. This may or may not work for your team.
Also, having so much work on your Sprint Backlog can challenge you to do things differently when things get tough 
and the Sprint goal gets jeopardized. But more likely it will cause teams to get stressed, have more focus on the 
work than on the actual Sprint goal.
Invest time in Product Backlog refinement. This will likely create better insights, multiple ways to solve things, 
smaller Product Backlog Items etc.
And to conclude, yes: give yourself / the Development Team room to be creative and solve problems.
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This blog addresses some real-world challenges teams have with using the Sprint Goal effectively, and some helpful tips on how to improve on each. 
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https://www.scrum.org/resources/blog/scrum-trenches-sprint-goal

April 6, 2018, Scrum from the trenches - the Sprint Goal, Jasper Alblas

Challenge #4: There is no focus on the Sprint goal
Having a solid, well understood, collaboratively crafted Sprint goal is great, but it's not so great if you leave it 
behind

in the room where it was born and is never brought up again.
Ask yourself the question what's the use of a Sprint goal if it's never brought up again during the Sprint?
Tips to help improve this
Focus is one of the Scrum values and therefor important on a number of levels. This is definitely one of them. 
Having a goal helps create focus and this fosters collaboration. Collaboration improves quality and ultimately, 
that's what we need: good quality, valuable products for our end-users.
First step in overcoming this challenge is one of the most important things in Scrum: be transparent. Make sure 
the Sprint goal is visible somewhere for everyone to see.
Secondly: talk about it. This sounds easier than it is. As soon as there is work to do we tend to focus mainly on 
the work and forget the goal. Scrum Masters reading this will recognize this. During Daily Scrum, make sure the 
Sprint Goal is discussed.
Make sure Sprint Backlog Items on your Sprint relevant for the Sprint goal are on top and worked on first. Ask 
questions when it turns out people are working on other things. One team I work with gives the Sprint Backlog 
Items that are relevant for the Sprint goal a special color or tags them otherwise. This works for them.

http://www.brandsetter.fr


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Understanding and Applying the Scrum Framework Scrum goal
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April 6, 2018, Scrum from the trenches - the Sprint Goal, Jasper Alblas

Challenge #5: The goal is not a goal
The final challenge teams face that we will discus is the goal not being a goal. It's important that the Sprint goal has a -what- 
focus: what do we want to achieve? We don't need the -how- in there:
"Change the page to support HTML5 elements"
... is probably not the best Sprint goal to work on.
Tips to help improve this
First of all, if you get to this level and the other challenges are behind you, congratulations! That's quite an achievement. 
Having a Sprint goal, talking about it, having focus on it, giving room to inspect and adapt on it... you've come a long way!
This last challenge is a tough one, because there might be any number of challenges behind this that need attention.
Are the project or product goals worked on in your company clear to all? And as for the Sprint goal: is this contributing to the 
overarching goals of the company? Formulating the Sprint goal as really technical or on the -how- axes may be caused by 
underlying aspects of the organizational culture.
Maybe the Scrum roles (and responsibilities) are not clear or not practiced. For instance: if a Product Owner is also a business 
analyst or a project manager, this will influence the way we look at our goals. Or maybe the company doesn't care about goals 
at all?
The Scrum Master role within Scrum is meant to reveal these organizational impediments. It takes time, patience and asking a 
lot of questions. But it will help the organization move forward toward achieving their goals.
Conclusion
In this "Scrum from the trenches" blog post we talked about the challenges of a Sprint goal. Thanks to some of you in the 
community for sharing your challenges and stories with me. Hopefully this blog post will help you figure out the next step in 
overcoming your challenges regarding the Sprint goal.
Have you tried something else that worked for your team(s) and is not mentioned in my post? Please share it in the comments 
below!
Next post in "Scrum from the trenches" will be on Product Backlog refinement!
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The importance, purpose, and relatability of the Sprint Goal to the Scrum Team and stakeholders are explored in this blog. [0:06:00]

July 30, 2017, Six Reasons Why You Need to Pay More Attention to the Sprint Goal, ILLIA Pavlichenko

The Sprint Goal is an important part of Scrum. It's like a burning torch that unites the Development Team and helps it move 
forward during the Sprint. However, the Sprint Goal is not discussed very often, and in this article, I would like to talk about 
the deep importance of this component.

First, let's look in the Scrum Guide and see how it describes the Sprint Goal.
The Sprint Goal is an objective set for the Sprint that can be met through the implementation of a Product Backlog. It 
provides guidance to the Development Team on why it is building the Increment. It is created during the Sprint Planning 
meeting. The Sprint Goal gives the Development Team some flexibility regarding the functionality implemented within 
the Sprint. The selected Product Backlog items deliver one coherent function, which can be the Sprint Goal. The Sprint 
Goal can be any other coherence that causes the Development Team to work together rather than on separate initiatives 
(Scrum Guide, 2016).
We can see that the Sprint Goal gives both flexibility and coherence. I'll try to explain these ideas while adding some 
important comments.
The Sprint Goal gives the Development Team some flexibility. When developing innovative products, things often don't 
go as planned. If a team knows their Sprint Goal, they can regroup and achieve the Goal, even with less functionality than 
planned.
Let's say that the planned Sprint Goal states:
Implement the functionality for user registration.
At the end of the Sprint, the team realizes that they have no time for implementing the Restore Password feature. 
However, the goal can be achieved because the end users can sign up and create their profiles. The only thing is that they 
will have to memorize their passwords for a while ;)
The Sprint Goal gives sense to the tasks and motivates the Team. People tend to be more enthusiastic and enjoy their 
work when they understand what it's for and how they contribute to the common cause. For example, a Sprint Goal can be 
worded as follows:
Launch a partnership program (traders) for acquiring new clients and increasing the company's earnings.
https://www.scrum.org/resources/blog/six-reasons-why-you-need-pay-more-attention-sprint-goal
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The importance, purpose, and relatability of the Sprint Goal to the Scrum Team and stakeholders are explored in this blog. [0:06:00]

July 30, 2017, Six Reasons Why You Need to Pay More Attention to the Sprint Goal, ILLIA Pavlichenko

https://www.scrum.org/resources/blog/six-reasons-why-you-need-pay-more-attention-sprint-goal

The Sprint Goal unites the Development Team. There is a Russian fable about a Swan, a Pike and a Crawfish. For some obscure 
reason, this unlikely threesome needed to pull a cart; no wonder they did not succeed. "When partners can't agree, their dealings 
come to naught", concludes the author. That's no way to do things. The Sprint Goal lays the ground for teamwork; it explains why 
team members need to work together as one instead of pursuing separate initiatives. The two examples provided above show a clear 
focus that unites the team.
The Sprint Goal helps in managing risks. Each Sprint can be considered a project with a fixed budget and date. The Sprint Goal 
indicates the risk that the Scrum Team mitigates during the current Sprint. The risk can be associated with functionality, technologies, 
human factors, the external environment, etc.
Imagine a context where the Scrum Team sees a great technological risk and states the following Sprint Goal:
Test technology X and technology Y, make a final decision based on the results.
During the Sprint, the Development Team may implement two prototypes in order to lower the risk of a worse decision.
The Sprint Goal helps with focus and making decisions. The Sprint Goal helps highlight the essence and ignore everything 
irrelevant during the Sprint. When a new task appears, ask yourself if it is related to the current Sprint Goal. If yes, the Scrum Team 
can consider including it into the Sprint Backlog. If no, there is a solid reason to postpone it. Let's imagine that during the Daily Scrum 
on the third day of Sprint, a developer says he found out how to fix a bug that the team couldn't reproduce over the last few weeks. 
Apparently, this should take no more than three hours. However, the team reminds him that the bug has a lower priority than the 
tasks at hand. Moreover, it is not related to the current Sprint Goal, so it will be fixed during the next Sprint if the Product Owner puts 
it on top of the Product Backlog.
The Sprint Goal helps manage stakeholders' expectations. Stakeholders don't need to know all the details of the plan that the 
Scrum Team is working on during the Sprint. Often, the Sprint Goal is enough to satisfy their curiosity. Let's say the team 
implemented a new traders' partnership program and the next Sprint Goal says,
Partners need to get remuneration according to the selected earnings model.
Will the stakeholders understand what the Scrum Team will be working on during the next Sprint? I'm sure they will.
I hope these six reasons are enough to convince you that the Sprint Goal is an extremely important part of the Scrum. In the next 
article, I will show eight ways to phrase it.
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This blog addresses some common challenges teams face with the Sprint Goal and ways to overcome them. [0:07:00]

https://www.scrum.org/resources/blog/getting-done-creating-good-sprint-goals

In a previous post describing challenges to creating a done Increment, I identified a lack of clear Sprint Goals as one of those 
challenges. According to the Scrum Guide, the Sprint Goal is an objective to be met by the Sprint through the implementation of part of 
the Product Backlog.
The Sprint Goal provides guidance to why we are building the Increment.
If we have a Sprint Backlog, essentially the plan for the Sprint, why do we need a Sprint Goal?

Remember that software development is complex, and we cannot plan perfectly for the unknown.  When we create the Sprint Backlog, 
there is an expectation that work will emerge during the Sprint.  Scope may need to be re-negotiated.  The Sprint Goal helps provide 
focus on an objective we want to achieve and allows the flexibility to negotiate the work to achieve that objective.

Creating a clear Sprint Goal can be challenging for Scrum Teams, and this often comes up when I teach Professional Scrum courses.
4 Challenges With Sprint Goals (and some tips for resolving them)
 
1 - The Sprint Goal is too big.
When we have compound Sprint Goals (e.g. achieve X and Y and Z), we are splitting focus and not allowing much flexibility.  Here 
are a few reasons we end up in this situation and suggestions for how to think differently.

•
• We are working on multiple unrelated projects or initiatives.  When we are ordering the Product Backlog and doing Sprint 

Planning, consider both cohesion of the work and the top priority initiative.  When we cram too much into a Sprint, we are setting 
ourselves up for failure.  We end up with waste due to context switching and little room for the work to emerge as we learn.  If it feels 
impossible to choose one, perhaps our Sprints are too long and do not provide the business the opportunity to change focus and 
direction frequently enough.

•
• We try to encompass every Product Backlog Item (PBI).  When I teach Scrum courses, I often hear that teams consider their 

Sprint Goal to be "complete every PBI."  This is the equivalent of not having a Sprint Goal at all.  This feels a bit lazy.  Yes, coming 
up with good Sprint Goals is hard.  Take the time to do it.

•
• We think the team may not work as hard if the challenge isn't big enough.  This sentiment reminds me a command-and-control 

mindset.  If self-organizing, empowered teams are to be effective, we must believe that people are committed to doing their best.  If 
the Sprint Goal is met before the end of the Sprint, professionals will figure out what else they can do to contribute in meaningful 
ways.  This could mean delivering more functionality.  This could mean working on continuous improvement items.  Trust them to 
figure it out.

December 29, 2016, Getting to Done: Creating Good Sprint Goals, Stephanie Ockerman

http://www.brandsetter.fr
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December 29, 2016, Getting to Done: Creating Good Sprint Goals, Stephanie Ockerman

2 - The Sprint Goal is vague.
When we get to the end of a Sprint, is the entire team in agreement on whether or not the Sprint Goal has been achieved?  If not, the 
Sprint Goal may be too vague.  Here are a few tips for creating more clear Sprint Goals.

• During Sprint Planning, ask "how will we know if we have achieved the Sprint Goal?"  If we have different answers or puzzled 
looks from the Product Owner or any Development Team members, then we need further discussion and refinement of the Sprint 
Goal.

• Make the Sprint Goal measurable.  This helps reduce subjectivity, or opinion.
• During Sprint Planning, use a consensus technique to confirm everyone's understanding and commitment to the Sprint Goal. 

 This is also a way to help encourage team ownership.
 
Here are some examples of unclear Sprint Goals and modifications to make them clearer.

Unclear Sprint Goal Clearer Sprint Goal

Enhance shopping cart functionality. Streamline purchasing process to enable an increase in conversion 
rates.

Improve performance. Increase page load time by X%.

On-board new market segment. Enable new market segment to purchase Service Y.

http://www.brandsetter.fr
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December 29, 2016, Getting to Done: Creating Good Sprint Goals, Stephanie Ockerman

3 - The team doesn't pay attention to the Sprint Goal during the Sprint.
Remember we have to actually pay attention to it to help provide focus.

• Make it visible.  Write the Sprint Goal on or near the Scrum Board.  Make it large.  Use a color or border that stands out
• Teach the team to talk about progress towards the Sprint Goal in the Daily Scrum.  Development Team members often give 

updates about the Product Backlog Items they are working on, and the Sprint Goal is never discussed.  Make it part of the Daily 
Scrum.

• Make the Sprint Goal a team measure and keep it visible in the team space.  Similar to how a team may track their velocity or 
automated test coverage over time, a team can also track Sprint Goal achievement over time.  Keeping this information visible helps 
the team think about it.  Historical data and trends can be used for discussion in the Sprint Retrospective.  A word of caution: 
 achieving a Sprint Goal is pass/ fail.  There is no such thing as 85% achieved.

4 - The Sprint Goal doesn't feel meaningful.
A Sprint Goal is supposed to provide purpose.  It helps the team know why they are building the Increment.  People want to do 
meaningful work.  People want to do work that has an impact.  This is a driver for intrinsic motivation.  Lets think about ways to make 
Sprint Goals more meaningful to the people who are building the product.

•
• Make it business or user focused when possible.  What will a user be able to do when we implement this feature?  What will a 

business area be able to achieve when we implement an enhancement?
• Make it focused on testing business assumptions and getting feedback.  Many times we do not know what users actually need 

or are willing to do (because even users don't know).  A Product Owner needs early feedback to test assumptions regarding value to 
users.

• Make it focused on reducing risk.  Proving out a technology or design is an important part of reducing risk.  If we learn that a 
technology is not going to meet our needs for performance, security, or scalability, we can change direction.  The earlier we change 
direction, the cheaper the cost of the change.

In summary, a good Sprint Goal can help a team focus and have the flexibility to create a Done Increment by the end of a Sprint.  A good 
Sprint Goal helps a team understand the purpose and impact of the work they are doing, which is a driver for intrinsic motivation.  Roman 
Pichler provides a helpful template for creating effective Sprint Goals.

http://www.brandsetter.fr
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In my last post about Professional software teams creating working software David Corban made a good point. How do 
you determine what "Free from fault or defect" means? Since that is different for each Product and may change over time 
you need to focus on Quality and reflecting that quality in a Definition of Done (DoD).
Your Development Team is ultimately responsible for creating done increments of working software. Done Increments. 
Done.
Your Development Team needs to decide what Done means. They need to sit down and create a list of things that must 
be true for every Increment of software that they deliver. Working Software is not specific to a PBI; it's applied regardless 
of PBI to the entire delivery. Not just for each PBI.
"The increment must be in useable condition regardless of whether the Product Owner decides 
to release it."
-http://scrumguides.org
If you can't ship working software at least every 30 days then by its very definition, you are not yet doing Scrum. Since 
Professional Scrum Teams build software that works, stop, create a working increment of software that meets your 
definition of done (DoD), and then start Sprinting, and review what you mean by "working" continuously, and at least on a 
regular cadence.
https://www.scrum.org/resources/blog/getting-started-definition-done-dod

January 4, 2018, Getting started with a Definition of Done (DoD), Martin Hinshelwood
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January 4, 2018, Getting started with a Definition of Done (DoD), Martin Hinshelwood

What is a Definition of Done (DoD)
You need to start somewhere, and most often we don’t have a greenfield product. Either we are handed an existing 
product, or we are the team that built it and are switching to Scrum. Wherever your product originated, the code, and 
thus the product, will not currently be working software. How can it be when you don't have a definition of what working 
means? So what do you do?
Before you cut a single line of code, you need to decide what done means for your product and your company. It will be 
defined very differently if you are building firmware for pacemakers or if you are creating an e-commerce portal. Here 
are some characteristics of a Definition of Done:

• A short, measurable checklist - try and have things on your DoD that can be measured, that you can test the 
outcome, preferably in an automated fashion.

• Mirrors shippable - While you might not have shipped your product, although we recommended it, you should 
have that choice. Your Product Owner should be able to say, at the Sprint Review: "That’s Awesome… lets ship it.".

• No further work - There should be no further work required from the Development Team to ship your product. Any 
additional work means that you were not Done, and it takes away from the Product Owners capacity for the next 
iteration. Ideally, you have a fully automated process for delivering software, and never use staggered iterations for 
delivery.

Your short, measurable checklist that mirrors shippable and results in no further work required to ship your product 
needs to be defined. I find the best way to do this is to get the Scrum Team (the Product Owner plus the Development 
Team) into a facilitated DoD Workshop. Without a Defenition of Done we don't understand what working software 
means, and without working software we cant have predictable delivery. Your Product Owner can't reject a Backlog 
Item, only whether the Increment is working or not.

http://www.brandsetter.fr
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January 4, 2018, Getting started with a Definition of Done (DoD), Martin Hinshelwood

My first Definition of Done (DoD)
Your Definition of Done does not just magically appear, and your software does not magically comply. Making your Software comply with 
your definition of done is hard work, and while your definition of done should organically grow, you need to create the seed that you can 
build on.
I recommend that you run a workshop with the entire Scrum Team, and likely some other domain experts. If there are Stage Gates that 
your software has to pass after the Development Team is Done, then you need representatives from those Gates to participate in the 
workshop. Regardless of your product you likely need representatives with the following expertise; Code, Test, Security, UX, UI, 
Architecture, etc. You may have this expertise on your team, or you may need to bring in an expert from your organisation, or even 
external to your organisation.
Some examples of things to put on your definition of done:

• Increment Passes SonarCube checks with no Critical errors - You will be increasing over time, so maybe you need to say 
"Code Passes SonarCube checks with no more than 50 Critical errors" then work on it over time.

• Increment's Code Coverage stays the same or gets higher - Looking at a specific measure, like 90%, of code coverage is a 
read hearing and tells you nothing of code quality. However, it might be advantageous to monitor and measure for adverse change 
in code coverage, and we always advocate for TDD practices.

• Increment meets agreed engineering standards - You should decide rules for naming of methods, tests, variables and 
everything in-between. Start small and add over time. Link to your agreed standards on a Wiki and continuously improve and 
expand your rules. Automate if possible.

• Acceptance Criteria for Increment pass - Making sure you at least meet the prescribed criteria is a laudable goal and automating 
them with ATDD practices is even better.

• Acceptance Tests for Increment are Automated - Make sure that you automate all of your tests. If you think something will 
break, then you should have a test for it.

• Security Checks Pass on Increment - Use an automated tool as part of your build and check for known security vulnerabilities. 
You will not find all of your security issues, but at least don’t do things we know to be reflective of poor Security.

• Increment meets agreed UX standards - Again, have a Wiki page and make sure that you check it twice. If you are not using an 
automated DoD entry, then you need to agree as a Team that you have met the criteria.

• Increment meets agreed Architectural Guidelines - Wiki's are fantastic for this, but automate what you can.
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January 4, 2018, Getting started with a Definition of Done (DoD), Martin Hinshelwood

Whatever Definition of Done you come up with it is unlikely that your entire Product currently meets the criteria. You are not yet 
doing Scrum. Before you start Sprinting, you need to focus on making sure that your current Increment meets your new 
Definition of Done. Focus on Quality, which is what the Development Team is accountable for, and make sure that your 
Increment meets that new quality bar before you start. The next Increment can only reach the quality bar of all those that came 
before do.
Create a Working Increment of Software that meets your definition of done and then start sprinting. Keeping your software in a 
working state will require a modern source control system that provides you with the facility to implement good DevOps 
practices.
Growing your Definition of Done (DoD)
It's super important that quality is always increasing, and that means that you will need to at least reflect on your Definition of 
Done on a regular cadence. In Scrum, this cadence is defined by your Sprint length, and you have a Kaizen moment at the 
Sprint Retrospective. That does not mean that you don’t reflect on your DOD all the time, you do. You reflect continuously on 
whether your increment currently meets your DoD, and what you need to do to get it there. You should always be reflecting on 
whether your DoD fits your needs. If your Development Team finds that something is missing from the DoD halfway through 
the Sprint, then they should go ahead and add it, making sure that they are not endangering the Sprint Goal.
You may discover that you have a performance problem with your product as David Corban pointed out in my previous post. 
How do we make sure that we fix that issue? As I see it there are two pieces to this once you are in flight. You can Scrumble 
(stop Sprinting because of poor quality), and fix it, or you can integrate this new knowledge into your product cycle.
If it is a significant issue that results in you not having working software, then you need to stop and fix. In Scrum, this is called 
a Scrumble, as a reflection that the Development Team stumbled because something is missing. You should stop adding new 
features and create Working Software before you continue Sprinting and adding new features. Once you have repaired the 
issue, you can increase your Definition of Done to make sure that all future Increments meet the new requirements.
If it is less significant, you might want to keep working and add what you need to your Product Backlog. You can then deliver 
improvements over the next few Sprints that mitigate and then resolve the identified issue. Once you have resolved it, you can 
then pin the outcome by adding something to your DoD.
Always look for ways that you can increase your quality. What does your definition of done look like today?

http://www.brandsetter.fr
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https://www.scrum.org/resources/blog/walking-through-definition-done

May 31, 2017, Walking Through a Definition of Done, Ian Mitchell

This blog addresses understanding what makes an Increment truly releasable - and therefore genuinely "Done." [0:07:00]

“Scrum begins with Done”. So remarked Gunther Verheyen, neatly synopsizing a paradox of agile practice in four 
words. The assertion might seem counter-intuitive, as though we must start by defining the end. The point being 
made is that knowing when you are “Done” frames the work which must be undertaken in order to get there. So if 
every book you write must have a dog, then you know you can't be finished unless Bonzo has made an 
appearance. 
In Scrum each iteration  - or Sprint - should yield a valuable product increment of release quality. That's the 
essential Bonzo moment. In fact everything really leads up to that. An understanding of what makes an increment 
truly releasable - and therefore genuinely “Done” - provides transparency over the work a Development Team plans 
to do, and the tasks it brings into progress.
Why is "Done" so important? Well, incomplete work has a nasty habit of mounting up,  and without visibility of how 
much effort truly remains, the deficit can quickly get out of hand. The tyranny of work which is nearly done, but 
not really done, can put a team in servitude to technical debt. Team members are obliged to repay the “deficit for 
release” at compounding rates of interest, as it becomes harder and harder with each Sprint to bring that 
delinquent, half-finished work into a usable and releasable state. They become indentured to debt, laboring to undo 
decisions which might have seemed expedient at the time, but which compromised their work and made it of less 
than release quality. Eventually the expense of fixing things, of repaying the debt, may exceed the value to be had 
from the next product increment. By that time the team are effectively insolvent.
However, if the team have a clear understanding of what “Done” means, the tyranny which can so easily beggar 
them is routed and overthrown. Transparency reigns, and in each Sprint the "Definition of Done" holds an honest 
court. What has truly been delivered? Is the increment of demonstrable release quality, immediately usable, and of 
actual value to stakeholders?

http://www.brandsetter.fr
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In short, a “Definition of Done” is fundamental to the attainment of transparency in agile practice. Strangely though, 
many teams fail to recognize this connection and see “Done” as a kind of stage-gate which, for the sake of "agility", 
ought to be negotiated fast-and-loose. The disdain for agile rigor can present a real challenge. Ask a team to share 
their Definition of Done, and a coach may hear vague mutterings about “unit tests passing” or work being “checked 
in” or “signed off”. Inquire further as to whether this is adequate for work to be of production quality, and the team 
can become defensive or sheepish. In truth their increments may not be even close to a releasable state. There may 
be months of further integration and testing, in multiple higher elevations of pre-production environments, before that 
condition is achieved. Often, the team might not have implemented Scrum at all, but faked it within the constraints of 
an unchanged organization and the status quo presented by its operating model.

It can be very tempting to try and fix a lack of rigor by patching a Definition of Done with stronger criteria. However, 
the definition will be poorly applied unless those terms are clear to the team, and they are in agreement with them.
It's best to start with the little that is thought to hold and jot it down. It doesn’t matter if it is only one or two lines on a 
Scrum board asserting trivia like “unit tests pass” or “code checked in” or “accepted and signed off”. At this stage, 
what matters is that the Definition of Done has begun to crystallize. The team must own a manifest view of the 
standard to which they hold their work, however shoddy it may be. Only then can they hope to improve it.

http://www.brandsetter.fr
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EXAMPLE DEFINITION OF DONE
Remember that a Definition of Done properly applies to an increment.
1. Environments are prepared for release
First check that no unintegrated work in progress has been left in any development or staging environment. Next, check that the 
continuous integration framework is verified and working, including regression tests and automated code reviews. The build engine 
ought to be configured to schedule a build on check-in. It may also trigger hourly or nightly builds. Also, check that all of the test data 
used to validate the features in the release has itself been validated .
2. Handover to support is complete (Note: This may be elided in a DevOps context or where the Dev Team will follow the product 
through to support)
All design models and specifications, including user stories and tests, must be accepted by support personnel who will maintain the 
increment henceforth. Note that they must also be satisfied that they are in competent control of the supporting environment.
3. Review Ready
Part of the work in a Sprint includes preparing for the review. Sprint metrics ought to be available, including burn-down or burn-up 
charts. Any user stories which have not been completed ought to be re-estimated and returned to the Product Backlog.
4. Code Complete
Any and all “To Do” annotations must have been resolved, and the source code has been commented to the satisfaction of the 
Development Team. Source code should have been refactored to make it understandable, maintainable and better able to support 
future change. Note that the Red-Green-Refactor pattern found in Test Driven Development is helpful here.
Unit test cases must have been designed for all of the features in development, and allow requirements to be traced to the code 
implementation such as by clear feature-relevant naming conventions. The degree of Code coverage should be known, and should 
meet or exceed the standard required. The unit test cases should have been executed and the increment proven to work as expected.
Peer reviews ought to be done. (Note: If pair programming is used, a separate peer review session might not be required). Source 
code is checked into the configuration management system with appropriate, peer-reviewed comments added. The source code 
should have been merged with the main branch and the automatic deployment into elevated environments should be verified.
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5. Test Complete
Functional testing should be done. This includes both automated testing and manual exploratory testing, and a test report 
should have been generated. All outstanding defects (or incidents such as build issues) should be elicited and resolved, or 
accepted by the team as not being contra-indicative to release. Regression testing has been completed, and the functionality 
provided in previous iterations has been shown to still work. Performance, security, and user acceptance testing should have 
been done, and the product should be shown to work on all required platforms.

DEFICIT FOR RELEASE
"Done" criteria which are needed to effect a release, but which cannot yet be observed, constitute a deficit. They 
should be enumerated here (e.g. by moving them out of the Definition of Done).

"Better a little which is well done than a great deal imperfectly" - Plato. 

https://youtu.be/NWXYIYONvkA
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As part of the Scrum Tapas video series, Professional Scrum Trainer Thomas Schissler talks about what it means to have a 
"Done" Increment. He addresses the importance of "Done", how you can have multiple Increments within a Sprint and the 
impact that getting to "Done" has on the Scrum Team.

https://youtu.be/IUHGUqUuRcc
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This blog debunks the myth that Scrum Teams can only release working software at the end of the Sprint. [0:08:00]

https://www.scrum.org/resources/blog/myth-3-scrum-releases-are-done-only-end-sprint

Scrum is intended as a simple, yet sufficient framework for complex product delivery. Scrum is not a one-size-fits-all solution, a 
silver bullet or a complete methodology. Instead, Scrum provides the minimal boundaries within which teams can self-organize 
to solve a complex problem using an empirical approach. This simplicity is its greatest strength, but also the source of many 
misinterpretations and myths surrounding Scrum. In this series of posts we - your ‘mythbusters’ Christiaan Verwijs & Barry 
Overeem - will address the most common myths and misunderstandings. PS: The great visuals are by Thea Schukken.

Myth 3: In Scrum, releases are done only at the end of the Sprint

Today we address a pretty persistent myth. The myth becomes apparent in statements like “Scrum is inflexible because new 
releases are only possible after the Sprint completes” or “DevOps or Kanban are better suited for us because they allow us to 
release faster”. Either way, the core of the myth is that Scrum only allows teams to release working software at the end of a 
Sprint, which reduces speed and flexibility if teams are capable of doing this faster.

Busting the Myth
This myth is an example of making a framework more important than the goal, even though it is based on a misunderstanding 
of the framework in this case. The purpose of the Scrum framework is to develop products and solve complex problems by 
using an empirical process that promotes rapid feedback. In short iterations, we use feedback (internal and external) to clarify 
both the problem and discover the best solution. By doing so, we avoid solving the wrong problem and/or implementing a sub-
optimal solution. Given that goal, how likely is it that Scrum would force teams to deliver working software only at the end of a 
Sprint?
The purpose of the Sprint is to give the Development Team sufficient time to transform a selection of items from the Product 
Backlog into a new, usable, “Done”-increment. What constitutes “Done” varies by team, and should be defined and understood 
by those involved. For some teams, an increment is “Done” when the code has been written and lives on a shared branch in a 
code repository. For other teams, an increment is “Done” when it has been deployed to some pre-production environment 
(staging, Q&A, integration, etc) or to the production environment itself.

November 6, 2017, Myth 3: In Scrum, releases are done only at the end of the Sprint, Barry Overeem
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November 6, 2017, Myth 3: In Scrum, releases are done only at the end of the Sprint, Barry Overeem

The completeness of the increment is defined by the amount of time that is still needed to get the increment to users (e.g. to 
production).
The more time is needed, the less Agile the organisation is. After all, increments are only truly valuable when they are in the 
hands of users. And the quality and completeness of the feedback declines as the completeness of the Increment does.
Having said this, the Sprint represents a minimal boundary for when to deliver a “Done” increment. There is nothing in the 
Scrum Framework that prevents Scrum Teams from releasing working software throughout the Sprint, as long as the 
Product Owner is involved in the decision to release. Scrum actually encourages Scrum Teams to progressively expand the 
“Done”-ness of their increment to the most complete version (e.g. released to production). This optimizes the value of the 
empirical process that is the foundation of Scrum, as feedback becomes increasingly more applicable and realistic.

Origins of the Myth
One origin for this myth is a misunderstanding of what constitutes an “Increment”. The Scrum Guide simply defines it as the 
sum of all the Product Backlog items completed during the Sprint. The increment can be a package of new features to be 
deployed in one go at the end of a Sprint. But it doesn’t have to be. An increment can also be the sum of functionality that 
has been released during the Sprint.
A second origin lies in the usage of terminology like “Potentially releasable product increment” or “Potentially shippable 
product increment”. Although not intended this way, the qualifiers can support a belief that increments are only (potentially) 
“shipped” or “released” at the end of a Sprint.
A third, and more recent, origin lies in the distinction that is sometimes made between Scrum and DevOps. Using some 
version of this myth, it is argued that DevOps is superior to Scrum because it allows teams to release working software 
faster. Because DevOps does not know the concept of a Sprint, it is argued that working software can be released whenever 
the team deems it “ready”.
But Scrum and DevOps are close friends, both trying to implement an empirical process with a feedback cycle that is as 
short as possible. Where Scrum has a strong focus on the process that is needed to build what stakeholders need, DevOps 
deals with practices and technical enablers that make this possible. In a sense, Scrum provides a compass and a 
destination to travel to, while DevOps provides sturdy boots to do so without getting blisters or stepping on sharp stuff. They 
really are two sides of the same coin.
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What about the Sprint Review?
But what is the purpose of the Sprint Review if everything has already been released during the Sprint? If your Sprint 
Review only consists of a demo then, yes, the event devolves into a simple repeat of things you already know. But a 
demo of working software is only a small part of the Sprint Review. The primary purpose of this event is to inspect what 
was done during the Sprint and to decide what next things can be done to optimize value.
The more “Done” the increment is, the more useful the feedback that is gathered will be.
So if the team has already released working software during the Sprint, this makes the Sprint Review an excellent 
opportunity to inspect feedback from real users and adapt based on the insights that emerge from that. The value of 
the Sprint Review actually increases as the “Definition of Done” of a team moves towards “Released to production”.

Tips
• As a Scrum Master, coach your team to continuously expand their Definition of Done. More simply speaking, 

help the team to reduce the amount of work left to do after they consider it done (e.g. testing, quality assurance, 
release, documentation);

• Invest in learning about DevOps and its associated practices, like automated testing, infrastructure as code, 
virtualization, and continuous delivery. They are critical enablers for releasing faster without compromising stability 
and quality;

• If your Sprint Review is only a demo, and your team is able to release throughout the Sprint, use the Sprint 
Review for its intended purpose: to gather feedback on the delivered increment, the Product Backlog, business 
conditions and promote collaboration between everyone involved;

• With your team and within your organization, reflect on the amount of work that needs to done after a team 
considers an increment “done” (e.q. QA, deployment). Help both the organization and the team to change 
processes and practices to decrease this amount of ‘undone’ work;

http://www.brandsetter.fr
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Closing
In this post we discussed the myth that Scrum Teams at best release working software at the end of a sprint, 
constraining teams that are capable of releasing faster. In this post we showed that the Scrum Framework 
actually encourages teams to improve their process, infrastructure and practices to the point where releases 
can be done throughout the Sprint. This maximizes the quality of the feedback of the empirical process that 
Scrum tries to implement. We also offered a few tips to help you move towards this point.
What are your thoughts on this myth? Do you agree with this post, or not at all? Let us know in the comments.
Want to separate Scrum from the myths? Join ourProfessional Scrum Master orScrum Master Advanced 
courses (in Dutch or English). We guarantee a unique, eye-opening experience that is 100% free of 
PowerPoint, highly interactive and serious-but-fun. Check out our public courses (Dutch) or contact us for in-
house or English courses.
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Everyone building software products today aspire to be able to seamlessly update the production software in a continuous 
manner. To be able to deploy code without the ‘normal’ friction of process controls, reviews, test departments and committee 
meetings. As Martin Fowler describes in his review of Jez Humbles and Dave Farley’s books ‘Continuous Delivery’, the last mile 
of software delivery is often the hardest part. But is continuous delivery really the aim or is it something more? To understand this 
question, I want us to think about how our approach has evolved from Continuous Integration to Continuous Delivery and on.
In the beginning, there was Continuous Integration (CI). Well, actually a long time after the beginning. CI became popular with the 
advent of better working practices popularized by Extreme Programming. The idea that when you finished your work you 
committed that work into the main development branch, with everyone else and it was integrated, deployed to some magical 
environment and then tested. I must admit, CI changed my life. As a very average developer, I lived in my branch, my own 
separate environment avoiding integration until I really had to. I polished my apples/code until I was so sure it worked I would be 
tempted to show others. Integration with others was normally a nightmare fraught with blame, fingers being pointed and 
problems. It broke up my otherwise perfect job of sitting on my own solving thinking big thoughts. The work by Martin Fowler and 
others made me realized that maybe if I committed integration earlier with small chunks of stuff, my code would be better! Then 
automated testing and then....
But there was a flaw – We delivered our code, even tested it, but then moving into production was a nightmare and there was a 
cost. The challenges we had in integrating the code were nothing compared to the perils of moving that code into production. 
Differences in configurations and data made the likelihood of success low. To reduce the risk, complex processes and toolchains 
were introduced.
Continuous Delivery was the response to this. It basically applied the ideas of CI on a much grander scale. Let’s not just integrate 
and test, but let’s integrate, test and deploy to production. Let’s strive for a continuous process and remove all waste that gets in 
the way of that process. And organizations like Amazon, Facebook and others took this mission to extremes deploying every XX 
seconds and creating automation to reduce the cost and effort required.
But, then many started asking a simple question. Is the goal to release software or actually answer questions or learn something. 
Along came Lean UX, or Sense and Respond. The addition to the process of instrumentation and data gathering to provide 
insights into the use of a feature. Add to that A/B testing where you released competing features and compared the results. 
Continuous delivery became CD and Data capture/analysis. 

January 12, 2018, Definition of Done Should include a Definition of Undo(ne), Dave West
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And the Scrum community embraced the idea of continuous delivery + data capture/analysis. After all, Scrum is an 
empirical process. It needs continuous learning to allow course corrections improving both the ability to deliver stuff and 
how the stuff is delivered. This whole CI/CD/DCA would be documented in a simple artifact, the Definition of Done 
(DoD). The DoD guides the team as they plan, do and deliver work. It is used to communicate between teams, allowing 
those teams to know what the bar is for finishing their work. So, we start to see DoDs that include not only finished 
software but people using it and data coming back into the team. We start seeing discussions about when we know if 
something worked or not. And, all this driven by the DoD.

But what about undone?
Recently I was trying to persuade a person at a large financial company that they should release more frequently. His 
response was about risk. He said, “we can’t release until we are really certain, or at least I have done enough that if 
something goes wrong I can say I did everything I could to avoid this”. So, rather than describing the fact that you can 
never do enough and that the lack of production outages is an indicator not of success but of failure to push the 
envelope we started talking about something else. We talked about could we release a little bit, and if it doesn’t work, 
bring it back. Could we add an undone to our definition?

The idea is not new. Most, robust websites have the ability to rollback, but actually, it is much harder to do with complex 
transactional systems. Data dependencies make rollbacks hard and complex, but if we ever want to break the ‘we can’t 
release yet’ cycle we have to start thinking about undone. How do we pull this back? Can we automate that? Can we 
build that functionality in parallel to the done functionality? And frankly, it would really help development if you included 
it when building the main functionality allowing simple testing to happen over and over again without having to run DB 
and server refreshes.

So, as we start into 2018 I challenge you all – You are not done until you can undo(ne). :-) 

January 12, 2018, Definition of Done Should include a Definition of Undo(ne), Dave West
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Purpose of the Nexus Guide
Nexus is a framework for developing and sustaining scaled product and software delivery initiatives. It uses Scrum as its building block. 
This Guide contains the definition of Nexus. This definition consists of Nexus roles, events, artifacts, and the rules that bind them together. 
Ken Schwaber and Scrum.org developed Nexus. The Nexus Guide is written and provided by them.
Definition of Nexus
Nexus (n): a relationship or connection between people or things
Nexus is a framework consisting of roles, events, artifacts, and rules that bind and weave together the work of approximately three to nine 
Scrum Teams working on a single Product Backlog to build an Integrated Increment that meets a goal.
Nexus Background
Software delivery is complex, and the integration of that work into working software has many artifacts and activities that must be 
coordinated to create a “Done” outcome. The work must be organized and sequenced, the dependencies resolved, and the outcomes 
staged.
Many developers have used the Scrum framework to work collectively to develop and deliver an Increment of working software. However, 
if more than one Scrum Team is working off the same Product Backlog and in the same codebase for a product, difficulties often arise. If 
the developers are not on the same collocated team, how will they communicate when they are doing work that will affect each other? If 
they work on different teams, how will they integrate their work and test the Integrated Increment? These challenges appear when two 
Scrum Teams are integrating their work into a single increment, and become significantly more difficult when three or more Scrum Teams 
integrate their work into a single increment.
There are many dependencies that arise between the work of multiple teams that collaborate to create a complete and “Done” Increment 
at least once every Sprint. These dependencies are related to:

1 Requirements: The scope of the requirements may overlap, and the manner in which they are implemented may also affect each 
other. That knowledge should be considered when ordering the Product Backlog and selecting Product Backlog items.

2 Domain knowledge: The people on the teams have knowledge of various business and computer systems. Their knowledge should 
be distributed across the Scrum Teams to ensure that the teams have the knowledge they need to do their work, to minimize 
interruptions between Scrum Teams during a Sprint.

3 Software and test artifacts: The requirements are, or will be, instantiated in software.
To the extent that requirements, team members’ knowledge, and software artifacts are mapped to the same Scrum Teams, teams can 
reduce the number of dependencies between them.
When software delivery using Scrum is scaled, these dependencies of requirements, domain knowledge, and software artifacts should 
drive the organization of the Development Teams. To the extent that it does, productivity will be optimized.
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Nexus Framework
Nexus is a process framework for multiple Scrum Teams working together to create an Integrated Increment. Nexus 
is consistent with Scrum and its parts will be familiar to those who have used Scrum. The difference is that more 
attention is paid to dependencies and interoperation between Scrum Teams, delivering at least one “Done” Integrated 
Increment every Sprint.

As displayed in the graphic, Nexus consists of:
• Roles: A new role, the Nexus Integration Team, exists to coordinate, coach, and supervise the application of 

Nexus and the operation of Scrum so the best outcomes are derived. The Nexus Integration Team consists of 
the Product Owner, a Scrum Master, and Nexus Integration Team Members.

• Artifacts: All Scrum Teams use the same, single Product Backlog. As the Product Backlog items are refined and 
made ready, indicators of which team will do the work inside a Sprint are made transparent. A new artifact, the 
Nexus Sprint Backlog, exists to assist with transparency during the Sprint. All Scrum Teams maintain their 
individual Sprint Backlogs.

• Events: Events are appended to, placed around, or replace (in the case of the Sprint Review) regular Scrum 
events to augment them. As modified, they serve both the overall effort of all Scrum Teams in the Nexus, and 
each individual team.
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Nexus Process Flow
A Nexus consists of multiple cross-functional Scrum Teams working together to deliver a potentially releasable 
Integrated Increment at least by the end of each Sprint. Based on dependencies, the teams may self-organize and 
select the most appropriate members to do specific work.

• Refine the Product Backlog: The Product Backlog needs to be decomposed so that dependencies are identified 
and removed or minimized. Product Backlog items are refined into thinly sliced pieces of functionality and the 
team likely to do the work should be identified.

• Nexus Sprint Planning: Appropriate representatives from each Scrum Team meet to discuss and review the 
refined Product Backlog. They select Product Backlog items for each team. Each Scrum Team then plans its own 
Sprint, interacting with other teams as appropriate. The outcome is a set of Sprint Goals that align with the 
overarching Nexus Sprint Goal, each Scrum Team's Sprint Backlog and a single Nexus Sprint Backlog. The Nexus 
Sprint Backlog makes the work of all Scrum Team's selected Product Backlog items and any dependencies 
transparent.

• Development work: All teams frequently integrate their work into a common environment that can be tested to 
ensure that the integration is done.

• Nexus Daily Scrum: Appropriate representatives from each Development Team meet daily to identify if any 
integration issues exist. If identified, this information is transferred back to each Scrum Team’s Daily Scrum. Scrum 
Teams then use their Daily Scrum to create a plan for the day, being sure to address the integration issues raised 
during the Nexus Daily Scrum.

• Nexus Sprint Review: The Nexus Sprint Review is held at the end of the Sprint to provide feedback on the 
Integrated Increment that a Nexus has built over the Sprint. All individual Scrum Teams meet with stakeholders to 
review the Integrated Increment. Adjustments may be made to the Product Backlog.

• Nexus Sprint Retrospective: Appropriate representatives from each Scrum Team meet to identify shared 
challenges. Then, each Scrum Team holds individual Sprint Retrospectives. Appropriate representatives from 
each team meet again to discuss any actions needed based on shared challenges to provide bottom-up 
intelligence.
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Nexus roles, events, and artifacts inherit the purpose and intent attributes of the corresponding Scrum roles, events, 
and artifacts, as documented in the Scrum Guide.
Nexus Roles
A Nexus consists of a Nexus Integration Team and approximately three to nine Scrum Teams.
Nexus Integration Team
The Nexus Integration Team is accountable for ensuring that a “Done” Integrated Increment (the combined work 
completed by a Nexus) is produced at least once every Sprint. The Scrum Teams are responsible for delivering 
“Done” Increments of potentially releasable products, as prescribed in Scrum. All roles for members of the Scrum 
Teams are prescribed in the Scrum Guide.
The Nexus Integration Team consists of:

• The Product Owner
• A Scrum Master
• One or more Nexus Integration Team Members

Members of the Nexus Integration Team are often also members of the individual Scrum Teams in that Nexus. If this 
is the case, they must give priority to their work on the Nexus Integration Team; membership in the Nexus Integration 
Team takes precedence over individual Scrum Team membership. This preference helps ensure that the work to 
resolve issues affecting many teams has priority.
Composition of the Nexus Integration Team may change over time to reflect the current needs of a Nexus. Common 
activities the Nexus Integration Team might perform include coaching, consulting, and highlighting awareness of 
dependencies and cross-team issues. It might also perform work from the Product Backlog.
The Scrum Teams address integration issues within the Nexus. The Nexus Integration Team provides a focal point of 
integration for the Nexus. Integration includes resolving any technical and non-technical cross-team constraints that 
may impede a Nexus’ ability to deliver a constantly Integrated Increment. They should use bottom-up intelligence from 
the Nexus to achieve resolution.

http://www.brandsetter.fr
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Product Owner in the Nexus Integration Team
A Nexus works off a single Product Backlog, and as described in the Scrum framework, a Product Backlog has a 
single Product Owner who has the final say on its contents. The Product Owner is responsible for maximizing the 
value of the product and the work performed and integrated by the Scrum Teams in a Nexus. The Product Owner is 
a member of the Nexus Integration Team.
The Product Owner is accountable for managing the Product Backlog so that maximum value is derived from the 
Integrated Increment created by a Nexus. How this is done may vary widely across organizations, Nexuses, Scrum 
Teams, and individuals.
Scrum Master in the Nexus Integration Team
The Scrum Master in the Nexus Integration Team has overall responsibility for ensuring the Nexus framework is 
understood and enacted. This Scrum Master may also be a Scrum Master in one or more of the Scrum Teams in 
that Nexus.
Nexus Integration Team Members
The Nexus Integration Team consists of professionals who are skilled in the use of tools, various practices, and the 
general field of systems engineering. Nexus Integration Team Members ensure the Scrum Teams within the Nexus 
understand and implement the practices and tools needed to detect dependencies, and frequently integrate all 
artifacts to the definition of “Done.” Nexus Integration Team Members are responsible for coaching and guiding the 
Scrum Teams in a Nexus to acquire, implement, and learn these practices and tools.
Additionally, the Nexus Integration Team coaches the individual Scrum Teams on the necessary development, 
infrastructural, or architectural standards required by the organization to ensure the development of quality 
Integrated Increments.
If their primary responsibility is satisfied, Nexus Integration Team Members may also work as Development Team 
members in one or more Scrum Teams.
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Nexus Events

The duration of Nexus events is guided by the length of the corresponding events in the Scrum Guide. They are 
time-boxes in addition to their corresponding Scrum events.

Refinement
Refinement of the Product Backlog at scale serves a dual purpose. It helps the Scrum Teams forecast which team 
will deliver which Product Backlog items, and it identifies dependencies across those teams. This transparency 
allows the teams to monitor and minimize dependencies.
Refinement of Product Backlog Items by the Nexus continues until the Product Backlog Items are sufficiently 
independent to be worked on by a single Scrum Team without excessive conflict.
The number, frequency, duration and attendance of Refinement is based on the dependencies and uncertainty 
inherent in the Product Backlog. Product Backlog items pass through different levels of decomposition from very 
large and vague requests to actionable work that a single Scrum Team could deliver inside a Sprint.
Refinement is continuous throughout the Sprint as necessary and appropriate. Product Backlog refinement will 
continue within each Scrum Team in order for the Product Backlog items to be ready for selection in a Nexus Sprint 
Planning event.
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Nexus Sprint Planning

The purpose of Nexus Sprint Planning is to coordinate the activities of all Scrum Teams in a Nexus for a single Sprint. 
The Product Owner provides domain knowledge and guides selection and priority decisions. The Product Backlog 
should be adequately refined with dependencies identified and removed or minimized prior to Nexus Sprint Planning.
During Nexus Sprint Planning, appropriate representatives from each Scrum Team validate and make adjustments to the 
ordering of the work as created during Refinement events. All members of the Scrum Teams should participate to 
minimize communication issues.

The Product Owner discusses the Nexus Sprint Goal during Nexus Sprint Planning. The Nexus Sprint Goal describes 
the purpose that will be achieved by the Scrum Teams during the Sprint. Once the overall work for the Nexus is 
understood, Nexus Sprint Planning continues with each Scrum Team performing their own separate Sprint Planning. The 
Scrum Teams should continue to share newly found dependencies with other Scrum Teams in the Nexus. Nexus Sprint 
Planning is complete when each Scrum Team has finished their individual Sprint Planning events.
New dependencies may emerge during Nexus Sprint Planning. They should be made transparent and minimized. The 
sequence of work across teams may also be adjusted. An adequately refined Product Backlog will minimize the 
emergence of new dependencies during Nexus Sprint Planning. All Product Backlog items selected for the Sprint and 
their dependencies should be made transparent on the Nexus Sprint Backlog.

Nexus Sprint Goal
The Nexus Sprint Goal is an objective set for the Sprint. It is the sum of all the work and Sprint Goals of the Scrum 
Teams within the Nexus. The Nexus should demonstrate the functionality that it has “Done” developed to achieve the 
Nexus Sprint Goal at the Nexus Sprint Review in order to receive stakeholder feedback.
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Nexus Daily Scrum

The Nexus Daily Scrum is an event for appropriate representatives from individual Development Teams to inspect the 
current state of the Integrated Increment and to identify integration issues or newly discovered cross-team dependencies 
or cross-team impacts.

During the Nexus Daily Scrum, attendees should focus on each team’s impact on the Integrated Increment and discuss:
• Was the previous day’s work successfully integrated? If not, why not?
• What new dependencies or impacts have been identified?
• What information needs to be shared across teams in the Nexus?

The Development Teams uses the Nexus Daily Scrum to inspect progress toward the Nexus Sprint Goal. At least every 
Nexus Daily Scrum, the Nexus Sprint Backlog should be adjusted to reflect the current understanding of the work of the 
Scrum Teams within the Nexus.
The individual Scrum Teams then take back issues and work that were identified during the Nexus Daily Scrum to their 
individual Scrum Teams for planning inside their individual Daily Scrum events.

Nexus Sprint Review
The Nexus Sprint Review is held at the end of the Sprint to provide feedback on the Integrated Increment that the Nexus 
has built over the Sprint and to adapt the Product Backlog if needed.
A Nexus Sprint Review replaces individual Scrum Team Sprint Reviews, because the entire Integrated Increment is the 
focus for capturing feedback from stakeholders. It may not be possible to show all completed work in detail. Techniques 
may be necessary to maximize stakeholder feedback. The result of the Nexus Sprint Review is a revised Product 
Backlog.
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Nexus Sprint Retrospective
The Nexus Sprint Retrospective is a formal opportunity for a Nexus to inspect and adapt itself and create a plan for 
improvements to be enacted during the next Sprint to ensure continuous improvement. The Nexus Sprint Retrospective 
occurs after the Nexus Sprint Review and prior to the next Nexus Sprint Planning.

It consists of three parts:

1 The first part is an opportunity for appropriate representatives from across a Nexus to meet and identify issues that 
have impacted more than a single team. The purpose is to make shared issues transparent to all Scrum Teams.

2 The second part consists of each Scrum Team holding their own Sprint Retrospective as described in the Scrum 
framework. They can use issues raised from the first part of the Nexus Retrospective as input to their team 
discussions. The individual Scrum Teams should form actions to address these issues during their individual Scrum 
Team Sprint Retrospectives.

3 The final, third part is an opportunity for appropriate representatives from the Scrum Teams to meet again and agree 
on how to visualize and track the identified actions. This allows the Nexus as a whole to adapt.

Because they are common scaling dysfunctions, every Retrospective should address the following subjects:
• Was any work left undone? Did the Nexus generate technical debt?
• Were all artifacts, particularly code, frequently (as often as every day) successfully integrated?
• Was the software successfully built, tested, and deployed often enough to prevent the overwhelming accumulation of 

unresolved dependencies?

For the questions above, address if necessary:
• Why did this happen?
• How can technical debt be undone?
• How can the recurrence be prevented?
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Nexus Artifacts
Artifacts represent work or value to provide transparency and opportunities for inspection and adaptation, as 
described in the Scrum Guide.

Product Backlog
There is a single Product Backlog for the entire Nexus and all of its Scrum Teams. The Product Owner is 
accountable for the Product Backlog, including its content, availability, and ordering.
At scale, the Product Backlog must be understood at a level where dependencies can be detected and minimized. 
To support resolution, Product Backlog items are often resolved to a granularity called “thinly sliced” functionality. 
Product Backlog items are deemed “Ready” for the Nexus Sprint Planning meeting when the Scrum Teams can 
select items to be done with no or minimal dependencies with other Scrum Teams.

Nexus Sprint Backlog
A Nexus Sprint Backlog is the composite of Product Backlog items from the Sprint Backlogs of the individual Scrum 
Teams. It is used to highlight dependencies and the flow of work during the Sprint. It is updated at least daily, often 
as part of the Nexus Daily Scrum.

Integrated Increment
The Integrated Increment represents the current sum of all integrated work completed by a Nexus. The Integrated 
Increment must be usable and potentially releasable which means it must meet the definition of “Done”. The 
Integrated Increment is inspected at the Nexus Sprint Review.
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Artifact Transparency
Just like its building block, Scrum, Nexus is based on transparency. The Nexus Integration Team works with the 
Scrum Teams within a Nexus and the organization to ensure that transparency is apparent across all artifacts and 
that the integrated state of the Integrated Increment is widely understood.
Decisions made based on the state of Nexus artifacts are only as effective as the level of artifact transparency. 
Incomplete or partial information will lead to incorrect or flawed decisions. The impact of those decisions can be 
magnified at the scale of Nexus. Software must be developed so that dependencies are detected and resolved 
before technical debt becomes unacceptable to the Nexus. A lack of complete transparency will make it impossible 
to guide a Nexus effectively to minimize risk and maximize value.

Definition of “Done”
The Nexus Integration Team is responsible for a definition of “Done” that can be applied to the Integrated Increment 
developed each Sprint. All Scrum Teams of a Nexus adhere to this definition of “Done”. The Increment is “Done” only 
when integrated, usable and potentially releasable by the Product Owner.
Individual Scrum Teams may choose to apply a more stringent definition of “Done” within their own teams, but 
cannot apply less rigorous criteria than agreed for the Increment.

End Note
Nexus is free and offered in this Guide. As with the Scrum framework, the Nexus roles, artifacts, events, and rules 
are immutable. Although implementing only parts of Nexus is possible, the result is not Nexus.

Acknowledgement
Nexus and Scaled Professional Scrum were collaboratively developed by Ken Schwaber, David Dame, Richard 
Hundhausen, Patricia Kong, Rob Maher, Steve Porter, Christina Schwaber, and Gunther Verheyen.
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https://scrumorg-website-prod.s3.amazonaws.com/drupal/2016-09/NexusPoster17x11.pdf

This poster represents the Nexus Framework as developed and designed by Ken Schwaber, the co-creator of Scrum. 
 It is also reflected in the Nexus Guide where you can learn more about Nexus.

http://www.brandsetter.fr
https://www.scrum.org/resources/nexus-guide


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Understanding and Applying the Scrum Framework Scaling scrum

This paper was written by Professional Scrum Trainer Simon Bourk and Scrum.org Product Owner for Enterprise 
Solutions, Patricia Kong.

The Nexus framework was created by Ken Schwaber, co-creator of the Scrum framework, and was released by his 
organization, Scrum.org, along with a body of knowledge, the Nexus Guide, in 2015. Nexus is based on the Scrum 
framework and uses an iterative and incremental approach to scaling software and product development. Nexus 
augments Scrum minimally with one new role and some expanded events and artifacts. It preserves Scrum. As Ken 
describes it, “Nexus is the exoskeleton of Scrum.” 
The Nexus framework is a foundation to plan, launch, scale and manage large product and software development 
initiatives. Nexus is for organizations to use when multiple Scrum Teams are working on one product as it allows the 
teams to unify as one larger unit, a Nexus. As an “exoskeleton,” a Nexus protects and strengthens the teams by 
creating connections between them and by maintaining bottom-up intelligence. The foundation of a Nexus is to 
encourage transparency and keep scaling as uniform as possible.  Read more...

https://www.scrum.org/resources/introduction-nexus-framework

PDF Nexus Framework  
(cf ressourcerie) 

https://scrumorg-website-prod.s3.amazonaws.com/drupal/2016-06/
An%20Introduction%20to%20the%20Nexus%20Framework%20-

%20June%202016_0.pdf
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https://www.scrum.org/resources/how-net-health-used-team-self-selection-reorganize-their-scaling-initiative

This webcast explores the challenges Net Health faced with scaling Scrum and how they were able to overcome them with 
Nexus. [0:55:06]

View Net Health Case Study https://youtu.be/jvoSGaQ-Mbs
 
Net Health first adopted Scrum in 2014 to help them deliver two large software development projects. They found success using Scrum and 
over time established five Scrum Teams. However, scaling provided new challenges, because the teams operated in vacuums resulting in 
infrequent integration and little communication. 

Net Health needed a way to scale the meaningful conversations they were having in individual Scrum Teams to cross-team discussions. 
They decided to move from a number of unassociated Scrum Teams to a collection of Scrum Teams within a single Nexus. As Scrum and 
agile practitioners, they believed self-organization and bottom-up intelligence gave them the greatest chance to successfully deliver on Net 
Health’s business objectives. 

In this session, Valerie Pearce, Senior Software Architect and Nic Easton, Nexus Scrum Master and Software Engineer III from Net Health, 
and Patricia Kong, Scrum.org Product Owner of Enterprise Solutions, walk through how Net Health scaled Scrum by implementing the 
Nexus framework in their product development organization. They go through how Net Health used a team self-selection exercise to 
organize their Nexus, and how that exercise helped them progress in their agile journey, while having fun in the process - by keeping to 
indispensable tenets of Scrum, self-organization, and bottom-up intelligence. 
Speakers
Patricia Kong is the Product Owner of the Scrum.org enterprise solutions program which includes the Nexus Framework, Evidence-Based 
Management, Scrum Studio and Scrum Development Kit. She also created and launched the Scrum.org Partners in Principle Program. 
Patricia is a people advocate and fascinated by organizational behaviors and misbehaviors. She emerged through the financial services 
industry and has led product development, product management, and marketing for several early stage companies in the US and Europe. 
At Forrester Research, Patricia worked with their largest clients focusing on business development and delivery engagements. Patricia lived 
in France and now lives in her hometown of Boston. Patricia is fluent in four languages.
Nic Easton is the Nexus Scrum Master at Net Health in Pittsburgh, Pa. He has served as the Agile Coach for Net Health’s scaled Scrum 
implementation by launching communities of practice, coaching fellow team scrum masters, and introducing Evidence Based Management. 
Nic started at Net Health as a software engineer more than five years ago.
Valerie Pearce is on a mission to become as t-shaped as possible.  While she currently fills the role of Senior Software Architect at Net 
Health in Pittsburgh, PA, she spent the majority of 2016 and 2017 leading the company's scaled professional Scrum transformation, 
implementing Scrum.org's Nexus Framework across a 50+ person product development organization, as Nexus Scrum Master.  She has 
previously held positions of Scrum Master, Director of Software Engineering, and Founder.  Valerie believes the Scrum Values are the tools 
to make the Agile Manifesto real.

http://www.brandsetter.fr
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Originally broadcast on the Agile For Humans Podcast
Agile For Humans' Ryan Ripley interviews Patricia Kong and Kurt Bittner from Scrum.org on the Nexus framework for scaling 
Scrum.
In this episode you’ll discover:

• What is the Nexus framework?
• How Nexus allows you to scale Scrum without destroying its soul
• Why teams need to get good at Scrum first and then worry about scaling

https://youtu.be/jAv8ZDRx9cQ
https://www.scrum.org/resources/agile-humans-podcast-using-nexus-scale-scrum

http://www.brandsetter.fr
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This Professional Scrum series book uses an extended case study to illustrate how Nexus helps teams solve common 
scaling challenges like reducing cross-team dependencies, preserving team self-organization and transparency, 
and ensuring accountability. [4:30:00]

Improve and Accelerate Software Delivery for Large, Distributed, 
Complex Projects
The Nexus Framework is the simplest, most effective approach to applying Scrum at scale across multiple teams, sites, and 
time zones. Created by Scrum.org–the pioneering Scrum training and certification organization founded by Scrum co-creator 
Ken Schwaber–Nexus draws on decades of experience to address the unique challenges teams face in coming together, 
sharing work, and managing and minimizing dependencies.
The Nexus™ Framework for Scaling Scrum is a concise book that shows how Nexus helps teams to deliver a complex, 
multi-platform, software-based product in short, frequent cycles, without sacrificing consistency or quality, and without adding 
unnecessary complexity or straying from Scrum’s core principles. Using an extended case study, the authors illustrate how 
Nexus helps teams solve common scaling challenges like reducing cross-team dependencies, preserving team self-
organization and transparency, and ensuring accountability. 

• Understand the challenges of delivering working, integrated product increments with multiple teams, and how Nexus 
addresses them

• Form a Nexus around a new or existing product and learn how that Nexus sets goals and plans its work
• Run Sprints within a Nexus, provide transparency into progress, conduct effective Nexus Sprint reviews, and use Nexus 

Sprint Retrospectives to continuously improve
• Overcome the distributed team collaboration challenges

https://www.scrum.org/resources/nexus-framework-scaling-scrum

http://www.brandsetter.fr
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This blog addresses how to respond to change and allow emergence while still delivering something of value that works

https://www.scrum.org/resources/blog/getting-done-balancing-emergence-and-delivery

January 2, 2017, Getting to Done: Balancing Emergence and Delivery, Stephanie Ockerman

In a previous post describing challenges to creating a done Increment, I identified too much change during the Sprint as one of 
those challenges.  The Manifesto for Agile Software Development talks about responding to change over following a plan.  It also 
says that the best architectures, requirements, and designs emerge from self-organizing teams.

So how do we respond to change and allow emergence while still delivering something of value that works?

First lets define delivery and emergence.  In Scrum, delivery is releasable software by the end of a Sprint.  Because we are 
dealing with complex work, we do not know everything about what is needed and how to deliver it before we start working.  This is 
where the concept of emergence comes in.

Emergence implies that all solutions to all problems will become clear as we work, not simply by talking about them.  
Essentially, we need the ability to learn for experience and respond to what we are learning.  This could mean fine-tuning our 
direction, changing course altogether, or continuing forward as our assumptions are validated.

Balancing emergence and delivery are challenging.  There is no formula.  Teams have to figure out what will work in their situation.

So let me provide some guidance on where to start looking if it feels like there is too much change happening, and this is affecting 
the ability to deliver of a Done Increment.
3 Challenges Balancing Emergence and Delivery 
 
1 - New work is being assigned to the Development Team.
The Development Team should be focused on the Sprint Goal and using the Sprint Backlog to visualize progress towards 
achieving it.  Nobody should be adding work to the Sprint Backlog except the Development Team.  Remember that the Sprint Goal 
helps the team stay focused and provides flexibility as work emerges.  If someone is giving the Development Team other work to 
do, then we have broken focus, and we have undermined team ownership.

http://www.brandsetter.fr
http://www.agilesocks.com/5-challenges-creating-done-increment/
https://blog.scrum.org/scrum-complexity-and-universal-truths/
https://blog.scrum.org/creating-good-sprint-goals/
https://blog.scrum.org/creating-good-sprint-goals/
https://blog.scrum.org/team-ownership-done/
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This blog addresses how to respond to change and allow emergence while still delivering something of value that works

https://www.scrum.org/resources/blog/getting-done-balancing-emergence-and-delivery

January 2, 2017, Getting to Done: Balancing Emergence and Delivery, Stephanie Ockerman

Here are a few ideas for handling emerging priorities not in line with the Sprint Goal.
•
• A Scrum Master can help protect the Scrum Team from outside distractions by teaching them 

the rules of Scrum, by helping them understand their accountability, by helping them understand 
what decisions they own.  This includes teaching the Product Owner to prioritize new requests in 
the Product Backlog rather than try to push them into the current Sprint.  This includes educating 
stakeholders about Scrum.  This could also mean leveraging management.

•
• It can be hard to say no to the "shoulder taps," but team members can help by holding each 

other accountable.  If someone brings up something they are working on that isn't on the Sprint 
Backlog (or they try to add it to the Sprint Backlog), it is the team's responsibility to question it.  
This is a hugely supportive thing to do for team members.  Everyone struggles to say "no." 
 Having support from your team when you need to say "not now" is helpful.

•
• If new work emerges during the Sprint, the Development Team and the Product Owner should 

negotiate.  If something is going to come in, it is very likely that something else must come out.  
Remember that our Sprint Goal should not be changed during the Sprint.
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2 - Poor Product Backlog refinement causes the "what" to grow during the Sprint.
Product Backlogs are not meant to be detailed requirements contracts.  We expect details to emerge during 
the Sprint, and there may be a few surprises periodically.  However, we may see an overwhelming amount 
of details emerge during a Sprint.  The Sprint Goal becomes unachievable, or the Scrum Team spends so 
much time analyzing and negotiating that little time is available for actually delivering the Increment.  This 
could be a sign that we are not doing effective Product Backlog refinement.

•
• Consider having the full Scrum Team participate in Product Backlog refinement.  When all 

Development Team members participate, you get two major benefits.  1) Everyone is part of the 
discussion of what we are building and why, which reduces misunderstandings later.  2)  Everyone can 
contribute to the slicing and ordering of the Product Backlog Items so that they are right-sized and 
dependencies are reduced.

•
• The goal of refinement is to get Product Backlog Items to an actionable level of detail.  You may 

choose to make this more formal with a Definition of Ready.  I like Roman Pichler's description of 
"ready" as clear, feasible, and testable.  Some teams will create a visual board that shows the 
refinement of Product Backlog Items to the state of "Ready."

•
• A Scrum Master coaches the Product Owner on how to best fulfill their role and responsibilities 

to the team.  The Product Owner is accountable for maximizing the value of the product and the work 
of the Development Team.  Refinement is important so that value is understood and achievable.  A 
Product Owner does not have to do all of the refinement activity alone (nor should she).  However, if 
we are seeing symptoms of this problem, a Product Owner may need to get more engaged in 
refinement activities.  Here are some great questions to help coach a Product Owner.

This blog addresses how to respond to change and allow emergence while still delivering something of value that works

January 2, 2017, Getting to Done: Balancing Emergence and Delivery, Stephanie Ockerman

https://www.scrum.org/resources/blog/getting-done-balancing-emergence-and-delivery

http://www.brandsetter.fr
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https://blog.scrum.org/10-product-owner-questions/
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3 - Not discussing the "how" during Sprint Planning.
The Sprint Backlog consists of the selected Product Backlog Items and a plan to deliver them.  It is true that 
this is a loose plan, and the details are expected to emerge during the Sprint.  But that is not an excuse to do a poor 
job with planning.  Discussing the "how" helps a Development Team better understand how much work they can 
forecast for the Sprint.  Discussing the "how" helps identify dependencies, gaps in skill or knowledge, and other 
impediments.  All of these can kill a Sprint if not dealt with early.

•
• A Scrum Master should reinforce the purpose of Sprint Planning.  It is easy for a team to lose sight of the 

purpose of an event, and sometimes we just need a reminder.  I ask a team member to kick off the Event by 
stating the purpose and output of the Event.  Periodically, I ask if the team feels we are making progress 
towards that purpose.  And at the end of the Event, I ask if everyone feels that we have achieved the purpose.  
For Sprint Planning, I ask what impediments they foresee and need help resolving.

•
• A Scrum Master can help the team more effectively use the time-box.  If the team usually reaches the end 

of the time-box before talking about the "how," break this into two time-boxes to help the team focus on both 
aspects of the Sprint Backlog.  A back and forth between "what" and "how" is normal, but help the team 
balance this.  If the team ends Sprint Planning well before the time-box without a solid discussion of the "how," 
use open questions to draw out this part of the discussion.  "This is a large item.  How can we break this down 
into smaller pieces the team can tackle together?"  "Do we have everything we need as a team to meet our 
Definition of Done and achieve the Sprint Goal?"  "What dependencies will drive how we deliver on the Sprint 
Goal?"

•
• Break the Product Backlog Items into tasks or to-dos.  Sometimes teams talk about the "how," but they 

don't actually capture what they talk about during Sprint Planning.  If you are facilitating the event, you may 
start capturing some of the conversation visually on a white board.  You may ask if someone can draw what 
they are explaining.  Offer the team the option to take what they have visually captured and break down the 
Product Backlog Items into tasks on the Scrum Board.

In summary, a Scrum Team must learn to balance emergence and delivery.  While there is no cookie-cutter recipe, 
we can help our teams use the Product Backlog to prioritize new work, have more effective Sprint Planning, and 
improve Product Backlog refinement.

http://www.brandsetter.fr
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This webcast provides real-world experience and advice for building an architecture which evolves over time with 
purpose from a group of Scrum.org licensed Professional Scrum Trainers (PSTs)

https://youtu.be/IBqOrCpRP8Y

http://www.brandsetter.fr


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Professional Scrum Competency: Developing People and Teams Managing technical risk

This video explores the concept of technical debt and ideas for how to remove it for the long-term viability of a product. 
[0:04:52]

In this Scrum Tapas video, Professional Scrum Trainer Todd Miller discusses the concept of Technical Debt and ideas on how 
to work to remove it.  He looks at different concepts and why removal over time is important to the long-term viability of a 
product.

https://youtu.be/vLRH0HCXZek
https://www.scrum.org/resources/slaying-technical-debt

http://www.brandsetter.fr
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This blog provides a practical overview of dealing with technical debt in the form of a register which details technical 
consequences in terms of impact and suggested remedy. [0:06:30]

"Debts and lies are generally mixed together" - Rabelais

As I get older, I'm turning into one of those annoying nostalgic-types who reminisces too much. Things were better 
back in the day, son. We had standards see, and there was less of this "dumbing-down". Yip.
But sometimes at dusk, as I rise from my rocking chair on the porch, hitting the spittoon one last time and leaning 
over to fix the crick in my back, I reckon there's one thing that's actually better now than in the early 2000's. What 
modern kids don't stop to appreciate is that these days a man can talk about "technical debt", and folks don't always 
assume he's a nut-job.
Technical debt can be defined as the longer-term consequences of poor design decisions. Originally described as a 
metaphor by Ward Cunningham, pretty much everyone now accepts that technical debt is a real risk which can 
genuinely be incurred. That recognition is good. Shoveling Java and damning the consequences isn't really "agile", 
it's just being a cowboy. In truth it always was, but for years this went unrealized until the debt certain goons racked 
up became unsustainable.
It's worth bearing in mind, however, that not all flaws and defects constitute technical debt. This is because they don't 
reflect "design decisions" which were actually taken. They are often just errors, no matter how irresponsible or 
egregious they might be. Also, if a decision doesn't directly compromise product quality, then it isn't technical debt. 
Hence a team may wish for a slick new IDE or plug-in, but the failure to provide the same isn't "technical debt", since 
it doesn't put the quality of the product itself at risk. It might very well reduce velocity, because they have to limp on 
using the old development platform, but that's a separate concern.
In Scrum, the expectation is that a Definition of Done should be sufficiently robust for unmanageable levels of 
genuine debt not to accrue. Hence if technical debt is known to be building up, the Definition of Done should be 
revisited. It's essential to find out why the debt is being incurred and how this can be avoided.
There are certain other controls which can be used to keep debt down. For example, a team should allow for 
refactoring (and indeed any other tasks) when deciding how much work they can induct into a Sprint Backlog without 
compromising long-term quality. Yet apart from these checks and balances, there's no prescription for how technical 
debt should be handled once you've got it. This isn't an oversight, since Scrum is deliberately as non-prescriptive as 
possible. It's a framework, and it's up to teams how they implement it.
https://www.scrum.org/resources/blog/using-technical-debt-register-scrum

March 26, 2017, Using a "Technical Debt Register" in Scrum, Ian Mitchell
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This blog provides a practical overview of dealing with technical debt in the form of a register which details technical 
consequences in terms of impact and suggested remedy. [0:06:30]

Note however that implementing "special sprints" to clean up technical debt isn't an option. Technical debt sprints, also referred to as 
hardening sprints, are essentially an anti-pattern. Each and every Sprint must yield an increment of genuine release quality. That's why the 
Definition of Done is the primary bulwark against debt building up in the first place.
What some teams do is to maintain a technical debt register, whereby the design decisions which lead to debt can be rationalized. You can 
think of this register as a RAID log (Risks, Assumptions, Issues, and Dependencies) which is under the team's own purview. It details the 
technical consequences of expedient decisions on the quality of product implementation, often in terms of probability, impact, and 
suggested remedy. It may be possible to recommend mitigation during a certain Sprint, if the team have sight of a sufficiently well ordered 
Product Backlog. Assumptions and dependencies may also feature in the register, and of course some risks can eventually turn into issues 
which are pressing.
A technical debt register can help inform teams about how the debt they incur should be managed. They can make sensible, informed 
decisions about whether or not to incur debt and when to pay it back. The use of a register like this isn't part of Scrum, but nonetheless it 
can help a team to get a grip on the technical debt they decide to take on. Sometimes, for example, technical debt can be paid off when 
implementing related backlog items. In other cases that might not be possible and the debt must be addressed separately.
Certain instances of debt may need to be exposed to the Product Owner for consideration, and others may not. In severe cases technical 
debt may have been accumulated which exceeds the value of the project itself, possibly by multiple times. In such extreme cases the most 
pragmatic approach may be to can the project and start again. Needless to say, this variation on "fail now, not later" takes extreme courage.
Another option when faced with substantial technical debt is to whittle it down gradually, Sprint by Sprint. The team may need to conspire 
with the Product Owner to deliver something, each and every iteration, which releases sufficient value to stakeholders. Clearly this isn't a 
great option. It can end up in horse-trading, where the scale and ownership of the debt problem is not admitted to or made known to those 
stakeholders. Technical debt then becomes more a case of technical embezzlement. Affected parties might be encouraged to turn a blind 
eye as long as they get something of immediate business value in return, but none of this is good for openness, trust, and transparency.
Now, although I've compared a technical debt register to a RAID log, I'm not suggesting that it should take the usual "documentary" form of 
one. In my experience it's generally better to use an information radiator. In some cases it may be as rudimentary as a sheet of paper taped 
to the back of a Scrum Master's chair, but I prefer to coach teams to use a separate card wall for this purpose. Typical states are To Do, In 
Progress, Done, and Escalate. Items are Done when they are either mitigated or accepted.
Incidentally, this also works for conventional RAID logs at project or program level. Escalation from a Technical Debt Register would imply 
promotion to such a level. Managers are thereby encouraged to take an active interest in these registers, as well as impediments on a 
Scrum board, and to query any unescalated problems that appear to have stalled. It can be a great way to encourage "gemba", where they 
get out of the office, walk around, put their reports and filters to one side, and actually see things for themselves.

https://www.scrum.org/resources/blog/using-technical-debt-register-scrum

March 26, 2017, Using a "Technical Debt Register" in Scrum, Ian Mitchell
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This blog gives suggestions on how to connect with stakeholders to show the impact of technical debt and that time spent 
removing it will increase productivity, sustainability, and scalability long-term. [0:04:30]

https://www.scrum.org/resources/blog/making-tech-debt-visible

April 4, 2018, Making Tech Debt Visible, Julee Everett

As a Product Owner, there is nothing more frustrating than having to use valuable development time to deal with 
technical debt. Like death and taxes, it’s just never a good time when those lurking defects decide to unravel.
We all know it is imperative to keep our products scalable and sustainable, but it is difficult to sell the idea of an 
upgrade or technical product time to stakeholders who are primarily focused on customer-facing features.

Persuade your stakeholders that time improving the product behind the scenes will increase 
productivity, sustainability, and scalability.

I’m going to pause a moment here to open up the definition of technical debt for this post. For the purposes of this 
post about making tech debt visible, we will not get into the strategies of solving for it.
Technical debt is defined, in this post, as “anything that impedes agility as a product matures.” Technical Debt 
certainly could be code-based, but it could also mean a lack of test automation and DevOps issues.
Technical debt is NOT undone work. Undone work, in contrast to technical debt, goes into the Product Backlog.
For more in-depth references, visit Frances Lash’s article on managing technical debt or the valuable series on this 
topic on Scrum.org . In short, no matter your definition, we can all agree, technical debt is a measurable risk, and 
must be mitigated.
Read on here to find out how to connect with stakeholders in a more influential way and show the impact that 
technical debt is causing.

http://www.brandsetter.fr
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USE IMAGES
Data tells a compelling story, but helping stakeholders visualize data in meaningful ways creates an impact that trumps any 
speech, email or table. My favorite technique is this four-step solution introduced to me by Professional Scrum Trainer Ryan 
Ripley:
1)  Start with a standard sprint burn-down with an ideal line. It's not an official element of Scrum, but it can be a valuable 
technique for the Development Team to visualize progress towards the Sprint Goal. If you are not using an agile tool that creates 
this chart for you, this can be modeled in Excel.
 
2)  Be diligent about tracking daily progress. This is the development team entering true remaining effort on each task, not time 
spent, to show progress of the work against the sprint timebox - this is your true productivity line. I compare this to the value of 
measuring the remaining runway if you were a pilot landing a plane... no-one cares about the runway behind you! The burn-down 
can help visually show the empirical process of accountability, inspection, and transparency -- the real differentiators in Scrum.
 
3)  Track all technical debt in the same estimation model you are using on your team (break fixes, refactoring, defects.) It doesn't 
matter if this is points or hours, they just need to be consistent. You can label items in your tool, but you may just want to do this 
manually.
 
4)  In the last step, you will use your sprint burn-down as a base, and simply add the time spent on the technical debt on top of 
the product development work, as shown below. This will visibly show how much productivity is lost to break-fixes, defects, and 
outages and other technical debt.
 
When the impact of defects and technical debt (waste), is made transparent, we create an opportunity for the Scrum Team to 
inspect their quality practices. Adaptations that reduce technical debt and prevent defects can ultimately lower the total cost of 
ownership of the product. That is music to a Product Owner’s ears.
For tips on managing tech and making technical debt visible, review Ian Mitchell’s post on Scrum.org about using a technical 
register.

This blog gives suggestions on how to connect with stakeholders to show the impact of technical debt and that time spent 
removing it will increase productivity, sustainability, and scalability long-term. [0:04:30]

https://www.scrum.org/resources/blog/making-tech-debt-visible

April 4, 2018, Making Tech Debt Visible, Julee Everett
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This blog gives suggestions on how to connect with stakeholders to show the impact of technical debt and that time spent 
removing it will increase productivity, sustainability, and scalability long-term. [0:04:30]

https://www.scrum.org/resources/blog/making-tech-debt-visible

April 4, 2018, Making Tech Debt Visible, Julee Everett

TEACHABLE MOMENTS
Never underestimate the power of the Sprint Review. This is a formal feedback loop in Scrum to engage stakeholders on a 
strategic level. Data is good, but stories are better. Speak to your business partners in their language by translating that lost 
work from time to dollars to show the impact from a budget perspective. The Sprint Review can be a powerful coaching 
opportunity for the team, the Product Owner, and stakeholders.
Let us know if these tips help your team become more proactive about reducing tech debt. What else have you used?
Julee Everett with Ryan Ripley
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This blog breaks down the different types of risk and how to control them using Scrum and the Scrum Values. [0:10:26]

Often I hear people say that Scrum does not take care of risk: there is no risk log, risk is not on the agenda of the Sprint 
Review or Retrospective as a standard agenda-item. The Development Teams need to be accountable for the quality of 
the product and how it's made. That's a risk right there! If there is not one person accountable for quality, being on time, 
within budget, building the right thing... How is risk managed in Scrum?
I'll break it to you right away. Scrum is all about risk management. Ken Schwaber talks a little bit about it in this short 
video:
https://youtu.be/kCKoDhtLT1w

Risk is personal
First let's think about what risk actually means. According to the Oxford English Dictionary:
(Exposure to) the possibility of loss, injury, or other adverse or unwelcome circumstance; a 
chance or situation involving such a possibility.
That's a very broad definition. Reading it like this makes it also subject to personal interpretation. And I think we all look at 
risk a little bit different. Risk has also a lot to do with our own personal involvement. If someone I don't know will cross two 
buildings on just a rope without safety net, that's very risky for that person, but not for me.
That also relates to the work that we do. For some the same project or product outcome can hold far more risk for one 
than for others in the same project that we do.
Different types of risks
Within work related environments, we usually talk about:

• Financial risk - can we pay for it?
• Business risk - will it be used? Does it solve the problem?
• Technical risk - can it be made/build? (often in relation with finance, when a product becomes possible to build, but 

too expensive).

July 11, 2018, Managing risk, Jasper Alblas
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This blog breaks down the different types of risk and how to control them using Scrum and the Scrum Values. [0:10:26]

July 11, 2018, Managing risk, Jasper Alblas

Controlling risk with Scrum
Scrum is a very good way of controlling risk in a number of ways. I'll elaborate on these different types of risk in the context 
of using Scrum.
Financial risk
When we are going to build a new product or change an existing one, we would like to know the costs of or change or 
innovation. Unfortunately, the complexity of the development of these products causes for great uncertainty and thus 
makes it difficult to estimate what the costs of a project will be upfront.
This often is a difficult subject for many, because the way we run projects (not using Scrum) is often first establishing 
scope, finances and resources (what we now call people). With Scrum, some say we skip that phase, but actually, we 
don't. We build it up empirically, because that's the best way to control the future in complex environments.
However, we are not giving anybody a blank cheque. We define clear roles and responsibilities.
We establish the role of the Product Owner. He or she is in control of the budget and planning of the product.
We establish a self-organizing Development Team of cross-functional professionals who can get the job done, from start to 
finish.
We ask a Scrum Master to facilitate this Scrum Team to encourage empirical process control and coaches this team to be 
a little bit better every day.
Then we ask the team how long it will take them to validate the first wishes into a concrete result. The shorter the better, 
because that saves money, that might otherwise be wasted on building the wrong thing.
Often I advise sponsors of teams like this in an organization to fund just a couple of Sprints at first and look at the results 
after every Sprint. Have a conversation with the Product Owner and Development Team about the results and the return on 
investment. This means the costs are pretty predictable. It's the costs of the team + out of pocket expenses for these 
Sprints.
The sooner the first release goes out to the users, the sooner the financial risk decreases!
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This blog breaks down the different types of risk and how to control them using Scrum and the Scrum Values. [0:10:26]

July 11, 2018, Managing risk, Jasper Alblas

Business risk
Business risk is the risk of people (users) not actually using your product, thus not solving the problem that the product 
needed to fix in the first place. This happens all the time. And not because our teams are dumb or stubborn, but mostly 
because a customer really knows what he needs the moment he can actually use the product. Everything before that is 
useful (Product Backlog refinement, requirements engineering, talking to users, doing surveys etc.) but does not take 
away the risk of people not actually using your product. Look at this short clip to illustrate:

https://youtu.be/yZ0WrmpSKX0

Within Scrum, the Product Owner's role is to keep in close contact with stakeholders and the Development Team, so the 
right thing will be build. Reviewing the releasable increment together with those stakeholders every Sprint and (to speak 
from Eric Ries perspective) pivot or persevere from there.
The Product Owner is not a business stakeholder, it's not an analyst. It's the business representative in the team to 
manage and monitor that business risk, to create the best possible outcome.
When I started using Scrum, I remember this was one of the key elements that I liked so much: there is no more "us 
and them", we work collectively to solve business problems.

http://www.brandsetter.fr
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July 11, 2018, Managing risk, Jasper Alblas

Technical risk
Technical risk actually can be sub-divided into two categories:

• Can it be build with a good ROI?
• Can we maintain the product during and afterwards?

These are important questions to keep asking yourself along the product development effort. Everyday, decisions need to 
be made by the Development Team if the effort that is put into a certain feature is worth the value to the Product Owner. So 
communication is key here.
And in second part: being able to maintain the product. Always keep a scout's view on technical issues. What I mean by 
that is: whenever you encounter bad technical quality, make it (at least a little bit) better.
Now, again, "done" comes into play here. Within Scrum, defining what is meant by "done" is important to be in control of 
technical risk. This can enhance the quality and maintainability of the overall product.
Technical skills, tools and improvements can be adopted in a good definition of done. The right testing, validation, 
documentation etc. can reduce the technical risk.
To conclude: the best way to reduce risk in general is: build potentially releasable increments for users.
I remember someone on LinkedIn mention:
The day we started to deliver, people stopt asking about our velocity.

I started out this article with the definition of risk and how subjective it can be. The Scrum values are extremely important to 
make sure that overall risk is transparant and dealt with at the right time, by the right person, with proportional effort.

Take a couple of minutes to look at these values in respect to risk. What's the effect of these values on risk?
Complex environments are full of risks. You can fear them, analyze them, calculate them. Or you could build the product, 
inspect and adapt and deliver a done increment each Sprint.
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The Kanban Guide for Scrum Teams is the result of a collaboration between members of the Scrum.org community and 
leaders of the Kanban community. Together, they stand behind The Kanban Guide for Scrum Teams. It is their shared belief 
that professional software practitioners can benefit from the application of Kanban together with Scrum. (April 2018 version)
To help us continually inspect and adapt, if you have feedback on this guide, please let us know by using the form here.

https://www.scrum.org/resources/kanban-guide-scrum-teams

Cf PDF URL  
(cf ressourcerie) 

https://scrumorg-website-prod.s3.amazonaws.com/drupal/
2018-04/2018%20Kanban%20Guide%20for%20Scrum%20Teams_0.pdf
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Co-Creating and teaching the new Scrum.org Professional Scrum with Kanban class has given me an opportunity to 
get back to geeking out on WIP limits, flow metrics and all things Kanban. And it's been fun!
One of the key Kanban practices is Limiting Work in Progress. If you want to be pedantic, actually what this practice 
aims for is Reducing and stabilizing Work in Progress. This improves flow, provides predictability, and is actually even 
more important for creating a pull-based Kanban system than visualizing your workflow using a Kanban board. I 
worked with several clients that limited their WIP but didn't use Kanban boards. One could argue that maybe this 
practice deserves to be first in the list of Kanban practices, ahead of Visualization.

https://www.scrum.org/resources/blog/limiting-work-progress-wip-scrum-kanban-what-when-who-how

May 11, 2018, Limiting Work in Progress (WIP) in Scrum with Kanban - What / When / Who / How, Yuval Yeret

This blog addresses and provides advice on the different elements a Scrum Team will have to deal with when actively limiting 
their Work in Progress (WIP). [0:05:30]

http://www.brandsetter.fr
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This blog addresses and provides advice on the different elements a Scrum Team will have to deal with when actively limiting 
their Work in Progress (WIP). [0:05:30]

Anyhow, when a Scrum Team implements Kanban they should definitely figure out how to limit and reduce their Work in Progress. This 
is a key part of their definition of "Workflow". Now, a question comes up:
Who should define the WIP Limit?
Let's assume the team is using Kanban to improve the Sprint flow by visualizing and managing flow in the Sprint Backlog. Sprint 
Backlog is owned by the Development Team so it would make sense for them to own their workflow and specifically the WIP limits in 
this case.
What if the team is using Kanban from a more holistic perspective, starting from the Product Backlog and including refinement work as 
well? In this case, it would be the Scrum Team that would own the workflow and therefore would need to discuss WIP limits.
Now, what if the Dev Team actually wants to involve the Product Owner in their Sprint flow - e.g. to review and accept a story during the 
Sprint before it goes through testing. Who decides whether to do this? Who owns the Sprint Backlog in this case? I think it is the Scrum 
Team.
Ok, so we understand who defines workflow and therefore WIP limits.
Should WIP limits be changed to deal with mid-sprint high-priority work?
Now let's assume a team is mid-Sprint and there's an important valuable item the Product Owner wants to add to the Sprint Backlog. It 
is aligned with the Sprint Goal. The team is currently at their WIP Limit. Could they add this item? Should they? What needs to happen 
to the WIP limit?
My take on this is that first of all a decision needs to be made whether to pull this item into the Sprint Backlog. This discussion isn't 
related to Kanban at all. It is a core Scrum question and the answer is that it is up to the team to agree to pull a new item into the Sprint 
Backlog. The Sprint Goal can be used to assess how aligned this item is with the current focus.
In case the item is pulled into the Sprint Backlog, then the Dev Team needs to figure out whether they can actually start it right away. 
This depends on the WIP limits and the current WIP. If the team is at their WIP limit they shouldn't pull in that new item until some room 
frees up. If their backlog items are pretty small, an empty WIP slot will free up pretty quickly. If items are big, it can take a while.
The longer it might take to get a normal pull slot ready, the more pressure there might be to actually expedite this card. What is 
expediting? going beyond the current WIP limits and pushing this item along on top of the existing flow. The typical way to do this is 
NOT to change the WIP limit definition but to go above WIP and note a WIP exception. These exceptions can then be a topic for 
inspection and adaptation come time to retrospect.
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This blog addresses and provides advice on the different elements a Scrum Team will have to deal with when actively limiting 
their Work in Progress (WIP). [0:05:30]

When should the WIP limits be inspected and adapted? 
In general, I don't recommend changing WIP limits on a whim just because there seems to be a need during the Sprint. 
I'd rather see an exception and discussion rather than hide the problem under a policy change. 
Most of the time, Scrum Teams should adjust WIP limits during the Sprint Retrospective out of an attempt to create a 
better flow strategy, not a way to manage at the tactical level. This is similar to the definition of Done. We don't change 
the definition of Done during a sprint just because we have a problem creating a Done Increment. We note the 
exception, maybe even fail to create a really Done Increment, and we discuss the definition during our Retrospective.
Having said that, there is nothing stopping them from adjusting WIP limits at ANY point throughout the Sprint.
In other words, There's a difference between CAN and SHOULD

How should Scrum teams limit their WIP? 
One last thing to note about limiting WIP is that while we typically talk about limiting WIP as per-lane constraints on your 
workflow, this is actually just one specific way to do it. You could limit the amount of work in progress per person, per 
the entire team throughout their workflow, or actually, you could limit WIP by time. E.g. "we won't work on more than 10 
items this week". Hey - that sounds familiar! #SprintForecast.
Interested to learn more about Limiting Work in Progress in a Scrum context? Join a public Professional Scrum with 
Kanban class or request a private training for your team. 
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In this book by Daniel Vacanti (Professional Scrum Trainer), you'll learn about the basic metrics for flow and why 
managing for flow is a good strategy for predictability. [8:00:00]

https://actionableagile.com/publications
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This blog talks about why the incompatibility between predictable delivery and agility is fictitious and how focusing on 
continuous quality affects predictability. [0:12:00]

December 29, 2017, Release planning and predictable delivery, Martin Hinshelwood

https://www.scrum.org/resources/blog/release-planning-and-predictable-delivery

Many organisations wrestle with the seeming incompatibility between agile and release management and they struggle 
with release planning and predictable delivery.
Without working software, you cant build trust and you don't know when you will get the next piece of working software.
Any software that you create is an organisational asset and decisions to cut quality need to be reflected in your 
company accounts and as such those decisions need to made by your executive leadership and should not be made 
by the Development Team. Once you accept this, and quality becomes non-negotiable, your Development Team can 
focus on creating shippable increments of working software. Once you have shippable increments of working software 
you can then start to look with interest at the progress being made on features and goals.
Without a regular cadence of delivery of working software any belief that you will get working software is misguided at 
best. Professional Development Teams create working software.

Release planning and predictable delivery
The incompatibility between predictable delivery and agility is fictitious (tweet this) and while usually created by an 
organisation and structure that is unwilling to let go of the old ways and embrace the tenets of agile it can also be the 
result of a Teams fervour to divest themselves of all things that smack of prior planning. There is a lack of 
understanding that agile and the path to agility is far more than just a change in the way that you build software, it is a 
fundamental shift in the way that you run your business. Much like the lean movement in manufacturing, companies 
that embraced it wholeheartedly were the ones that ultimately see the competitive edge that it provides. If one is 
unwilling to let go of the old ways then one can’t attain the value of the new. This change will take hard work and 
courage as the fundamental transparency required to inspect and adapt effectively is at odds with the measures of the 
past. The lack of predictability of software development is the key to understanding the new model.
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Why is software so unpredictable
All software development is product development. In lean manufacturing, we can optimise the production of pre-
developed products through the nature of its predictable production. Each unit of work takes the same amount of materials 
and time to produce so any changes that we make to the process, time, or materials can easily be qualified and the 
benefit demonstrated. Manufacturing lives in the predictive world.
With software everything that we create takes its own amount of time: You can really only know how long something took 
after it has been completed. Even in manufacturing if you asked an engineer how long it would take to develop a new type 
of unit of work they would not be able to tell you with any certainty. Once they have developed it however they can tell you 
exactly how long it will take to make each one, and then systematically optimise the process that you use to make it. In 
software development we are always doing new product design, therefore, we have no certainty...and this often results in 
chaos. Software lives in the empirical world.
All is not lost however as we can, by looking at our history of delivery for similar things, make a pretty good forecast…
The best thing we can then do is to expend effort to make that forecast as accurate as possible while accepting that more 
time spent planning does not necessarily affect the accuracy of that forecast.

Figure: Diminishing returns from Agile Estimating – Estimation Approaches
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Ultimately Software Development is a creative endeavour and has the same lack of predictability that painting a picture, 
writing a book or making a movie has. Yet movies get made all of the time. How can that possibly be! Well they have a 
Director (Product Owner) that has a bunch of money and a plan for delivery, a Producer (Scrum Master) to make sure that 
everyone has the skills, knowledge and assets available at the right time and place and one or more Units (Development 
Teams) that have all of the skills necessary to turn the Directors ideas into a working movie. They create Storyboards of 
what they expect to create so that they can run it past the stakeholders and get feedback. They take those storyboards to 
the Units who collaboratively work together with the stunt, prop, lighting, camera, sound and wardrobe crews to get 
estimates and costs and ultimately coordinating to create the movie. Sometimes they don’t know how to do stuff, and just 
have to have a go and see what they get.
Making a movie is just like building software, you need a budget, you need a plan, and you are trying to reach a ship date. 
And just like building software you have to make money at the end of the day so that you can do it all over again.

Accept the lack of predictability
While I hope by now you understand that the lack of predictability is part of the nature of building software, there are many 
things that we can do to lessen the impact of that chaos. Indeed if you were to estimate all of the discreet things that you 
need to do to achieve a goal (let us call them backlog items) in Small, Medium and Large what would your standard 
deviation of actual hours be? I would wager that it is fairly large. So large in fact that at least half of all mediums would be 
more accurately classified as Large. But that reclassification can only be done with hindsight. This is indeed one of the 
tenents of the No-Estimates movement, as really there are only three classifications of size: trivial, fits in a Sprint, or too 
big to fit in a Sprint.
This difficulty in estimation is normal for organisations that move towards agility as the transparency that it brings uncovers 
these sorts of problems. In order to increase the accuracies of our forecasts, there are a number of simple activities that 
we can perform. These activities, while easy to understand, are very hard to do as they require a culture shift within your 
organisation as well as the courage of the participants to make them work.
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Focus on continuous quality
Most software lacks quality for the simple reason that you can not easily see the quality in software like you could with a table or a painting. I am 
not talking about the quality of the User Interface, but the quality under the covers; the quality of the code.
If you put developers under pressure to deliver they will continuously and increasingly cut quality to meet deadlines.-Unknown (Tweet this)
A lack of quality of the code results in an increase in Technical Debt (or more accurately an unhedged fund) which in turn results in two nasties. 
The first is the teams increasingly have to spend more time struggling with the complexity of your software rather than on new features. If you are 
still pushing your teams to deliver the same feature level every year you are only encouraging them to cut more quality and thus incurring more 
technical debt which becomes a vicious cycle. The second is an increasing number of bugs found in production. Bugs found in production also 
directly impact on the number of features that the team can deliver and any bug, no matter how small, costs ten times as much to fix in production 
than it does in development.
The only way to handle technical debt is to stop creating it, and then pay a little back each iteration. If however, you are so drowning in technical 
debt that you cant create working software at the end of the iteration then:

1 Create a short measurable checklist that mirrors minimum releasable product (Definition of Done)
2 Stop adding new features and make your product meet that checklist and release your product
3 While you have an increment of working software (Sprint)

1 Work to create something of value (Increment)
1 Work towards a new goal while meeting the DOD (Sprint Goal)
2 Leave things better than you found them (Engineering Excellence)

2 Review that thing of value with your stakeholders (Sprint Review, Backlog Adaption)
1 Get feedback on at least one new thing for stakeholders
2 Update the Backlog to reflect this new information

3 Reflect on how you worked with your entire team (Sprint Retrospective, Kaizen)
1 Is quality increasing?
2 Is the DOD increasing?
3 What can we change to make things better?

4 Go to #1
You can call the activity that results from dropping out of the while loop of working software to be a Scrumble; You need to stop piling more 
features on top of the features that don’t work and fix things so that you can make new things. Ultimately professional teams build software that 
works.
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There are a number of strategies that can help you both stop creating and start paying back technical-debt:
• Sufficient requirements – If your backlog has things in it that are too big or too vague then your team will not really be able to understand them and this, in 

turn, creates a multiplier for uncertainty. Follow the INVEST (Independent, Negotiable, Valued, Estimable, Small, Testable ) model for every single thing that you 
ask the team to deliver. If you invest in you backlog in this way you will find it much easier to deliver the contents and thus predict that delivery. This will require you 
to spend a significant amount of time in refinement. Backlog refinement is key to facilitating a flow of actionable Backlog Items to your team.

• The Development Team chooses what they can deliver – this implies that the Development Team can reject any item on the backlog that they do not 
understand. If we accept that every Development Team is trying to do their best to deliver for their Product Owner then the only reason to reject anything would be 
if an item is too big or does not have enough detail to understand. These Backlog Items can be put on the queue for refinement and refined over the next Sprint. 
Remember that there is no such thing as a rejected backlog item, only actionable feedback and continuous improvement.

• Definition of Done (DoD) – Along with having sufficient requirements the single biggest blocker to predictability is a lack of common understanding of DONE. 
Done for a Development Team should equal what it means to complete an item with no further work required to ship it. If you cant ship working software then you 
need to stop sprinting, Scrumble, and focus on getting your software into a shape that can be delivered in a Sprint.

• Test First - Focus on Test First practices like TDD or ATDD to help you make sure that not only did your engineers build what they expect, but that you 
ultimately built what the customer expects.

• Fixed length iterations – If you have variable length iterations you can’t be sure what you can do in a particular timeframe. How much decomposition do you 
need to do to the backlog? How much can the team deliver in a single iteration? You can’t be sure unless you have fixed length iteration, and you reject the idea of 
staggered iterations.

• No separate teams – This means no separate test teams, configuration management teams and definitely no separate maintenance teams. Its hard for folks 
to grasp, especially with the recent focus on DevOps but if you have separate teams then why would your Development Team, those best placed to fix any 
problems, care about the problems of other teams. The most successful organisations at creating software have development teams that own the entire application 
lifecycle (Amazon AWS | Visual Studio.)

• Manage dependencies - Managing dependencies is a hard task and my advice would always be to minimise the number of dependencies that you have. A 
Development Team should have all of the skills required to deliver what you want at the quality level that you want. So if you need to have productionised 
databases or scripting for production delivery then you might need a DBA or an Operations administrator or two. This can be hard for many teams or organisations 
but you will have far less success creating silos like Configuration Management or DevOps. Rather add those individuals that you need to the team. However, if you 
have a dependency on a separate team, maybe you have an application upon which all of your other applications depend, then you may need another way. This is 
not a silo of types of individual skills, but of a domain and that team just has something in their backlog upon which you are dependent. It is up to the team's 
respective Product Owners to negotiate over when these things get done.

• Use a modern source control system - A modern source control system is more than just code management, it should include all of the goodies talked 
about in DevOps practices and beyond.

If you can, do them all, and many more…
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This blog talks about why the incompatibility between predictable delivery and agility is fictitious and how focusing on 
continuous quality affects predictability. [0:12:00]

December 29, 2017, Release planning and predictable delivery, Martin Hinshelwood

https://www.scrum.org/resources/blog/release-planning-and-predictable-delivery

Who is naked Agility Limited's Martin Hinshelwood
Martin Hinshelwood believes that every company deserves high-quality software delivered on a regular cadence 
that meets its customer's needs. His goal is to help you reduce your cycle time, improve your time to market, and 
minimise any organisational friction in achieving your goals. Martin is the Founder/CEO of naked Agility Limited 
and is both a Professional Scrum Trainer and a Microsoft MVP: Visual Studio and Development Technologies. He 
has been delivering software since 2000 and has been Consulting, Coaching, and Training in DevOps & Agility 
with Visual Studio, Azure, Team Services, and Scrum since 2010. You can reach Martin on info@nkdagility.com.

http://www.brandsetter.fr
https://nkdagility.com/company/about-martin-hinshelwood/
https://nkdagility.com/
https://www.scrum.org/martin-hinshelwood
https://mvp.microsoft.com/en-us/PublicProfile/4021815?fullName=Martin%20John%20Hinshelwood


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Managing Products with agility Forecasting and Release Planning

This blog explores the myth that there is no planning in Scrum, and details where planning does take place throughout the 
Scrum Events. [0:04:00]

https://www.scrum.org/resources/blog/scrum-myths-there-no-planning-scrum

January 30, 2017, Scrum Myths: There is No Planning in Scrum, Stephanie Ockerman

A recurring Scrum myth I see in my training and coaching is that there is no planning in Scrum.  Unfortunately, this myth can 
lead to two negative consequences.

1 The people in organizations responsible for budgets, product management, sales, and marketing may be unwilling to try 
Scrum.

2 Scrum Teams may not be effective in their use of Scrum.
 
The reality is we plan A LOT in Scrum.
We just plan differently to optimize effectiveness.

In Scrum, we emphasize the activity of planning over the plan itself.
We know the plan is going to change. And this mindset honors the agile value of adapting to change over following a plan.
In Scrum, the activity of planning is collaborative.
The Sprint starts with Sprint Planning, and the entire Scrum Team participates. This is a collaborative negotiation to determine a 
valuable outcome the team wants to achieve. The Development Team creates the Sprint Backlog, identifying what will be 
delivered and a loose plan for meeting that valuable outcome.
The Daily Scrum is a collaborative planning session for the Development Team to inspect progress and adapt the plan to meet 
the Sprint Goal.
The Sprint Review is a collaborative session to gather input needed to help plan the next Sprint.
The Sprint Retrospective is a collaborative session to enable and plan for continuous improvement.
In Scrum, the people doing the work own the plan.
The Development Team owns the Sprint Backlog. They create it, and they can adapt it. This ownership means the plan will 
reflect the current reality, incorporating input from the most knowledgeable people. For release-level planning or forecasting, the 
entire Scrum Team owns this. It requires a collaboration because of the distinct accountabilities of the Scrum Roles.
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January 30, 2017, Scrum Myths: There is No Planning in Scrum, Stephanie Ockerman

Planning in Scrum is part of every Event.
In every Event, we are both inspecting and adapting.  That is the essence of planning.  If we don’t see the adaptation happen during a Scrum Event, it is 
time to revisit the Scrum Team’s understanding of the purpose of the Events.
Furthermore, the Scrum Framework is just a framework. It encourages Scrum Teams to apply complementary practices where relevant to further assist with 
planning, including release planning and product backlog refinement techniques.  Development Team members choose how to do their work, and they may 
have planning discussions throughout the Sprint.
In Scrum, the way planning is done reduces waste.
A plan is out of date a minute after you discuss it. Therefore, we keep the plan lightweight and make it easy to update the plan. Some ways that we reduce 
waste related to planning include:

• We minimize time spent analyzing things that may never happen. The further something is in the future or down the ordered list of priorities, the 
less time we spend trying to gather details.

• We minimize time spent analyzing to an impossible level of accuracy. There is a point where our gains in accuracy no longer outweigh the time 
spent to get there. We accept that the complexity and unpredictable nature of software development make it impossible to have a perfect plan.

• We incorporate meaningful feedback every time we plan. By doing the work, by building software, we learn the most valuable information for 
helping us adapt our plans.

In Scrum, we still recognize the inherent unpredictability in complex software development.
By being honest about this, we can be transparent about the current progress and likely completion dates. This helps us build trust.  This enables us use an 
empirical process to enable business agility, to make difficult decisions, and to do professional work.
In summary, planning effectively is an essential part of Scrum.  I have experience working as both a Project Management Professional (PMP) in the 
traditional delivery environment as well as working as a Professional Scrum Master (PSM) and Coach in an agile delivery environment. I argue that when 
we do Scrum well, planning in Scrum is more effective.
https://www.scrum.org/resources/blog/scrum-myths-there-no-planning-scrum
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This blog debunks the myth that, in Scrum, estimates must be made using Story Points. Some alternative methods are 
described and the prevalence of Story Points is addressed. [0:11:00]

Scrum is intended asa simple, yet sufficient framework for complex product delivery. Scrum is not a one-size-fits-all 
solution, a silver bullet or a complete methodology. Instead, Scrum provides the minimal boundaries within which teams 
can self-organize to solve a complex problem using an empirical approach. This simplicity is its greatest strength, but 
also the source of many misinterpretations and myths surrounding Scrum. In this series of posts we — your 
‘mythbusters’Christiaan Verwijs &Barry Overeem — will address the most common myths and misunderstandings. PS: 
The great visuals are byThea Schukken. Check out the previous episodes here (1, 2, 3, 4 , 5, 6, 7, 8).

Myth: Story Points are Required in Scrum
Today we address the idea that work on the Product Backlog must be estimated in Story Points. The majority of the 
teams that we work with do this, and there really is nothing inherently wrong with it. The myth begins where people 
misunderstand the purpose of estimation in Scrum and Story Points become an end in themselves.
For those unfamiliar with Story Points; teams that use this technique estimate effort with relative estimates instead of 
time-based estimates (e.g. hours, days). This is usually done with a simplified version of the Fibonacci sequence (0, 1, 2, 
3, 5, 8, 13, 20, etc). The numbers have no meaning in themselves, but only in relation to other items. So an item of 5 
points takes roughly twice as much effort from the team as an item of 3 points, and so on. Several methods exist to 
estimate Story Points, including Planning Poker and Magic Estimation.
Although the use of Story Points is the most widely spread technique, we could easily generalize this post to include 
estimates in hours, ideal days or t-shirt sizes for that matter.
https://www.scrum.org/resources/blog/myth-9-story-points-are-required-scrum

December 18, 2017, Myth 9: Story Points are Required in Scrum, Barry Overeem
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This blog debunks the myth that, in Scrum, estimates must be made using Story Points. Some alternative methods are 
described and the prevalence of Story Points is addressed. [0:11:00]
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December 18, 2017, Myth 9: Story Points are Required in Scrum, Barry Overeem

Busting the Myth
As with previous posts, let’s start with what the Scrum Guide says on estimation. Although it states that “work may be of 
varying size, or estimated effort”, it does not prescribe how this estimation should be done. Although Scrum Teams should 
apply some sort of ‘estimation’, there is no mention of Story Points, hours, ideal days, gut feeling, t-shirt sizes or any other unit 
for that matter. The Scrum Guide does remind us to use an approach that respects the complexity of software development 
and to not let estimation replace the importance of empiricism itself.
So we can easily bust this myth with the Scrum Guide alone. But a more thorough explanation helps to better understand why.

The Purpose of Estimation in Scrum
In plan-based approaches, estimates are used to arrive at budgets and to determine delivery dates. Supposing that the 
estimates are accurate, they provide us with a means to manage (financial) risks of spending either too much money or 
spending money on the wrong things.
The primary purpose of estimates in Scrum is to give Development Teams a rough sense of the amount of work they can pull 
into a Sprint. This requires a conversation between members; ‘What is involved?’, ‘How should it work?’ and ‘What work is 
needed?’. Although the Development Team commits to achieving the Sprint Goal, they do not commit to completing all this 
work within the Sprint. As even within a single Sprint, unexpected problems and insights are likely to emerge.
This underscores that the role of estimates is quite different in Scrum — and something that people coming from a plan-based 
perspective often struggle with. Scrum is built on the observation that software development is a very complex endeavor, 
making it impossible to arrive at accurate estimates. In complex environments, what will happen in the (near) future is largely 
unknown. New and better insights will emerge and unexpected problems surface as we work together to discover both the 
problem and the (most suitable) solution. Instead of relying on estimates to forecast and control what happens in the future, we 
should use the empirical process of Scrum to capitalize on change rather than control against it. As the Scrum Guide observes: 
“Only what has already happened may be used for forward-looking decision-making”.
“Use the empirical process of Scrum to capitalize on change rather than control against it.”
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December 18, 2017, Myth 9: Story Points are Required in Scrum, Barry Overeem

This provides us with four important insights with regard to estimates:
• Accurate estimates are impossible, as even the most thorough, detailed technique can’t cover all scenarios, 

potential issues, insights that may emerge and external factors that influence our work. Let alone entirely unexpected 
events (called ‘Black Swans’);

• An estimate can’t be a guarantee. “An estimate is simply a prediction based on known information and input at a 
given point in time” — Ilan Goldstein;

• The time we spend on estimation is a form of waste. Estimates are inaccurate at best and the work we are 
estimating is likely to change dramatically as our understanding changes over time (or may even be dropped from the 
Product Backlog);

• The estimates themselves are the result of a necessary conversation within the Development Team to arrive at a 
shared understanding.

Instead of spending a lot of time and effort on estimation, we’re better off spending that time on building valuable software 
and using the empirical process of Scrum to learn. The question now becomes; what method of estimation is ‘just-good-
enough’ to help Development Teams select a do-able amount of work for a Sprint and getting a sense of what is needed, 
while requiring as little time and effort as possible.
Time-based estimates — hours, ideal days — are one option. A major disadvantage is that they tend to uphold the 
illusion of accuracy and predictability, and are often interpreted as such. Another disadvantage is that their illusion of 
accuracy often drives teams into ‘analysis paralysis’, where all details need to be discussed in-depth in order to arrive at a 
detailed estimate.
“Time-based estimates uphold the illusion of accuracy and predictability.”
This is why the use of relative estimation, in particular ‘Story Points’, was popularized by Extreme Programming. Relative 
estimates are not based on units of time, and avoid all pretense of detail and accuracy. But they can provide Development 
Teams with a guide on the amount of work they may be able to complete within a Sprint. Take this example:
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December 18, 2017, Myth 9: Story Points are Required in Scrum, Barry Overeem

This provides us with four important insights with regard to estimates:
• Accurate estimates are impossible, as even the most thorough, detailed technique can’t cover all scenarios, 

potential issues, insights that may emerge and external factors that influence our work. Let alone entirely unexpected 
events (called ‘Black Swans’);

• An estimate can’t be a guarantee. “An estimate is simply a prediction based on known information and input at a 
given point in time” — Ilan Goldstein;

• The time we spend on estimation is a form of waste. Estimates are inaccurate at best and the work we are 
estimating is likely to change dramatically as our understanding changes over time (or may even be dropped from the 
Product Backlog);

• The estimates themselves are the result of a necessary conversation within the Development Team to arrive at a 
shared understanding.

Instead of spending a lot of time and effort on estimation, we’re better off spending that time on building valuable software 
and using the empirical process of Scrum to learn. The question now becomes; what method of estimation is ‘just-good-
enough’ to help Development Teams select a do-able amount of work for a Sprint and getting a sense of what is needed, 
while requiring as little time and effort as possible.
Time-based estimates — hours, ideal days — are one option. A major disadvantage is that they tend to uphold the 
illusion of accuracy and predictability, and are often interpreted as such. Another disadvantage is that their illusion of 
accuracy often drives teams into ‘analysis paralysis’, where all details need to be discussed in-depth in order to arrive at a 
detailed estimate.
“Time-based estimates uphold the illusion of accuracy and predictability.”
This is why the use of relative estimation, in particular ‘Story Points’, was popularized by Extreme Programming. Relative 
estimates are not based on units of time, and avoid all pretense of detail and accuracy. But they can provide Development 
Teams with a guide on the amount of work they may be able to complete within a Sprint. Take this example:
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December 18, 2017, Myth 9: Story Points are Required in Scrum, Barry Overeem

This is why the use of relative estimation, in particular ‘Story Points’, was popularized by Extreme 
Programming. Relative estimates are not based on units of time, and avoid all pretense of detail and accuracy. 
But they can provide Development Teams with a guide on the amount of work they may be able to complete 
within a Sprint. Take this example:
Suppose a Development Team has been working together for 20 Sprints. The empirical process of Scrum has 
taught them that they can complete — on average — 35 points of work (their so-called velocity). Based on what 
has already happened, the Development Team has a rough sense of the amount of the work (about 35 Story 
Points) that they can pull into their next Sprint. Furthermore, this empirical data (~35 Story Points) can be used 
by the Product Owner to create a rough forecast for specific features or releases. If a Development Team can 
take on 35 Story Points of work per Sprint, and there are 350 Story Points of work on the Product Backlog, it 
would not be unreasonable to anticipate another 10 Sprints to complete the Product Backlog in its current state.
So Story Points are a lightweight approach to get a rough idea of how much work can be completed in a Sprint. 
It remains a rough indicator, however. But at least it is based on what has already happened and not on what we 
hope will happen. Estimation in hours or ideal days is certainly still an option, but teams need to be aware of 
their disadvantages.
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December 18, 2017, Myth 9: Story Points are Required in Scrum, Barry Overeem

Why Estimate At All?
If estimation is largely waste, it makes sense to ask: “Why even bother?”. This point is raised by the #NoEstimates-
movement. They encourage to build small chunks of work incrementally, leading as rapidly as possible to a desired 
shippable product, without spending endless hours on trying to predict the future. We don’t want to go into a 
#NoEstimate debate here, but we do want to offer some alternatives to estimating individual items:

• Use the number of items per Sprint as a guide to select a doable amount of work for a Sprint. For example, a 
Development Team may know from experience that they can complete between 6 and 8 items per Sprint. This 
requires that items are broken down to about equal size;

• Use size buckets as a guide, where the Development Team classifies items in terms of size (e.g. large, medium, 
small). It may know from experience that it can complete 1 large item, 2–3 medium-sized items, and 4–6 small-
sized items;

• Simply use the combined gut feeling of the Development Team to determine if enough work was selected for the 
Sprint;

Although some of these approaches may complicate forecasting based on historical results, they are viable 
alternatives that fit well within the Scrum Framework and its purpose for estimation.
Probably the most important reason why we feel that estimation is useful is that it helps to focus the conversation 
within a Development Team on what is needed for a particular item. Having to arrive at some kind of estimate, often 
helps to trigger the right kind of discussions: “What is needed?”, “Can we find a simpler solution?”, “Have we 
considered X?”. Estimation is not so much about the estimates, but about the discussions that it triggers. It’s about 
having a conversation — ideally with the actual customer — and creating a shared understanding.
“Estimating is often helpful, estimates are often not.” — Esther Derby
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Tips
• Whatever you do in terms of estimation, make sure to do it with the entire Development Team. The process of estimation is not solely 

about the resulting number, but perhaps even more about the communication that takes place within the team to arrive at a shared 
understanding of the work involved. By pooling your expertise, creativity, and experience, you are more likely to identify potential issues 
or oversights;

• Some teams want to stick to hour-based estimates because it feels ‘more real’ or easier to estimate for them. One approach is to create 
time buckets with increasing intervals (e.g. 1 hour, 2–3 hours, 3–5 hours, 5–8 hours). This communicates more clearly the growing 
uncertainty as a result of a higher estimate;

• Explore different techniques and determine what works best for your Development Team, and requires as little effort and time as possible;
• Don’t ask the customer what software you need to build. Instead, figure out what problem the customer wants to solve and determine 

how you’ll know when it is solved;
• With software development “I don’t know” is a valid answer to questions like “how much will it cost” or “how long will it take”.

Closing
In this post, we busted the myth that Scrum requires work to be estimated in Story Points. Although it is a useful technique, and used by many 
Scrum Teams, it is by no means the only technique. We used this post to describe some alternatives and to explain why Story Points became 
prevalent. By doing so, we also explained how estimation fulfils a different role in Scrum than compared to plan-based approaches.
Above all, remember the quote by Esther Derby: “Estimating is often helpful, estimates are often not.” The more complex the activity at hand, 
the more important communication and collaboration gets.
“Respect the complexity of software development, and don’t let estimation replace the importance of empiricism itself.”
What do you think about this myth? Do you agree? What are your lessons learned?
Want to separate Scrum from the myths? Join our Professional Scrum Master or Scrum Master Advanced courses (in Dutch or English). We 
guarantee a unique, eye-opening experience that is 100% free of PowerPoint, highly interactive and serious-but-fun. Check out our public 
courses (Dutch) or contact us for in-house or English courses. Check out the previous episodes here (1, 2, 3, 4 , 5, 6, 7, 8).
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In an earlier post we took a critical look at metrics and at how easily they can be abused. Pretty much anything can be 
measured, and the gratuitous presentation of numbers can give a sheen of science to an undertaking, no matter how 
absurd it might really be. The problem is that a wealth of data can seem to make a convincing case, even when the 
numbers have not been correlated to an hypothesis by rigorous empirical means. Hence phrenology, although it is now 
understood to be a pseudo-science, was thought to be a credible enough discipline by our forebears. Careful 
measurements of people's skulls were made in an attempt to ascertain their mental condition. Only over time, and 
through sceptical enquiry, did it eventually become clear that the shape of a person's head relates very poorly indeed to 
their psychological make-up. We can trust that any measurements taken were accurate and extensive, but the data was 
informationally useless when applied in pursuit of this supposed science. The measurements could never validate the 
phrenological method, irrespective of their quality and quantity. Today it is dismissed as the relict superstition of a bygone 
age.
Simply put, an abundance  of metrics, irrespective of the precision with which they might be taken, cannot cheat a 
fundamentally weak correlation between hypothesis and data. The descendants of yesterday's “bump-readers”, however, 
can still be found in the board-rooms and management offices of large corporations today. With many people under their 
assumed control, they demand standardized measures of productivity by means of which employees might be compared, 
punished, and rewarded. Any straws may be grasped at as long as they can be counted. Thus agile teams, which ought 
to be assessed empirically by the incremental release of value, are instead gauged by the higher-ups in terms of how 
much estimated work they appear to have "delivered".
Those are the bumps of today. Estimates proxy for value in this grotesque dystopia. Measures like "story points" have 
become commoditized as a surrogate currency, inviting bizarre inflationary pressures and market distortions upon any 
numbers which might be arrived at. The actual provision of value to stakeholders is ignored as a quantity too difficult to 
measure, and so cock-eyed metrics are appropriated in compensation. Our work is cut out for us in trying to persuade 
delinquent executives to do the right thing - to master the science of measurement - and to value the empiricism which 
would allow informed decisions to be made.
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A further irony is that these suspect techniques, whereby projections are made which are based on estimates, can be used 
quite rationally by agile teams themselves. The numbers represent a collaborative assessment of essential criteria, such as 
how much work a team believes it can take on. Having taken these measurements the teams which own them can then make 
reasoned forecasts. It is their data which they may use for their own projective purposes, even though other stakeholders can 
only be assured by the receipt of actual value. One reasonable forecast might be how much work they think is likely to remain 
at a given point before one of those valuable increments is delivered to customers. The shorter the time-period under 
consideration, the smaller the leap-of-faith a team will make when determining the likelihood of a valuable, empirical outcome.

The "Sprint Burndown" is an example of this sort of projective practice. It is based on estimates, and is quite familiar to many 
Scrum Teams. During Sprint Planning, a Development Team will meet with the Product Owner to agree on a selection of 
work from the Product Backlog. The selection forms the basis of the Sprint Backlog, which is a forecast of the work needed 
to achieve a jointly agreed Sprint Goal. This body of work may be revised during the Sprint time-box in order to better meet 
the Goal. Achieving a Sprint Goal is an accomplishment which is of signal importance in Scrum. Completing the original 
forecast of work arrived at during Sprint Planning is, in truth, somewhat irrelevant. The critical thing is to have a plan which 
allows the Goal to be met. It is the Sprint Goal, and not the Sprint Backlog, which represents the more artful team 
commitment. In essence, measuring how much work is left in the Sprint Backlog ought to be nothing more than an exercise 
in forecasting goal actualization. It relies on having up-to-date estimates which allow the team's progress itself to be 
continually estimated, until such time as an increment is delivered, and which empirically validates the work which has been 
undertaken.
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A Sprint Burndown is a forecast of the work which remains to be done by a team, for which projections can be made based 
on prior forecasts, and it is updated throughout the Sprint until the goal is met. The Sprint Burndown may therefore be a 
projection based on estimates, but it is understood that the measurements are made by a team for its own purposes, and 
for no-one else's. It tells them whether or not they are actually on course to provide empirical evidence, by the end of a 
Sprint, that the complex challenge they have undertaken has been mitigated. External stakeholders will gauge progress 
only through the evidence vouched by actual delivery. Story points and other estimates should never proxy for this value, or 
be traded or commoditized. These measures are only useful to the teams which make them, within the context of their 
Sprint and their own development concerns.

Advocates of empirical process control may not be entirely satisfied with this. Even if we accept that value will be evidenced 
empirically by the end of each Sprint, we still see an attempt to measure progress using estimates. We see promissory 
notes for value instead of work genuinely done. The leap-of-faith being made through a story point Sprint Burndown is 
admittedly time-boxed and carefully limited, but it is a leap-of-faith nevertheless.
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Why Estimate?
So why do it? Why estimate at all? Why not just focus on completing one item on a Sprint Backlog at a time, 
bringing it to release quality, and so measure progress in terms of the rate of value honestly and genuinely 
delivered? If we need a burndown to show us progress towards a goal, why not track that progress in terms of 
actuals rather than estimates? Moreover, wouldn't this allow empirical process control towards that very goal to 
be brought within the Sprint itself?
The argument is a sound one, and the case for "no estimates" in agile delivery has a lot to be said for it. Certainly, 
we must understand and accept that measuring progress on the basis of story points is indeed unempirical, even 
within the narrow confines of a Sprint. The delivery of working features, early and often, is the only measure of 
progress which can be truly satisfactory at any scale. What a story point burn-down may reasonably do, however, 
is to give a team transparency over a complex event. You see, that's what a Sprint really is. It isn't just a stream of 
work where independent and discrete pieces of value are exposed to uniform pull and flow. Their joint purpose is 
to meet a Sprint Goal. That goal can mitigate a very significant risk which ultimately makes a Sprint Backlog more 
than the sum of its parts. Incremental release certainly doesn't have to be deferred to the end of a Sprint, and it 
may indeed occur on the basis of pull-into-production and continuous flow. However, it might only make sense to 
effect a release at the end of a Sprint where a complex deliverable is at hand, and there are multiple unknowns to 
be juggled. Scrum makes no prescription about any of these scenarios or about the metrics which a trusted and 
self-organizing team ought to use. A story point burn-down is an interim construct through which empirical 
process control can be faked. When release happens, the fakery ends and progress is recalibrated. As long as 
we understand and accept this as well, then there may not be a problem.
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The Product Burndown

Now let's consider another common way of projecting delivery by means of story-point estimates, and which is found in 
many Scrum implementations. The "Product Burndown", like the Sprint Burndown, is a forecast which shows how much 
work is likely to remain over time, and projected dates for its likely completion. However unlike a Sprint Burndown - which 
constrains a forecast to the Sprint Backlog - a Product Burndown attempts a forecast over perhaps the entire corpus of 
work. Estimates like story-points may be used to calibrate them, and to make projections which extend over many months, 
and possibly even into years of anticipated product development. Moreover, these estimates are not intended primarily for 
Development Team consumption, but rather for the benefit of senior stakeholders and other higher-ups who wish to be 
appraised concerning longer-term delivery outcomes. How reasonable is it to use Development Team estimates for these 
purposes? Shouldn't those people care more about receiving value iteratively and incrementally, rather than about graphs 
and charts and projections? Aren't we getting perilously close to the old bump-reading problem, where careful 
measurements end up being badly used, reality is misrepresented, and empiricism takes a back seat? In short, can 
executive types be trusted with Development Team measures and metrics?
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The Product Burndown

Let's remind ourselves that, at its root, the only purpose of estimation is to allow a Development Team to figure out how 
much work it thinks it can take on. When those estimates are exposed beyond the team's circle of trust we may indeed 
run the risk of abuse, of story points being commoditized, of teams being compared or obliged to bid for work using 
points as a cryptocurrency, and other abominations. In Scrum this is a risk which lies squarely with a Product Owner to 
manage. As a member of the Scrum Team, the Product Owner is trusted to understand and respect the Development 
Team's estimates and to use any associated projections sensibly. The Product Owner will understand the limitations of 
using estimates to measure progress, and the importance of recalibrating a Product Burndown and any forecasts in 
light of the empirical evidence brought about by release. If there is doubt about the ability of other stakeholders to 
consume this data, then the Product Owner - as their representative, advocate and arbiter - must decide whether or not 
they ought to be exposed to estimated measures and forecasts at all. Perhaps they aren't. A Product Owner might be 
the only trusted consumer of Product Burndown information. The Product Owner must be respected as the authority 
who must interpret the available data, including forecasts, and who will make decisions for optimizing and releasing 
product value. He or she is the one customer representative who must lie within the Scrum Team circle of trust. It is an 
unprecedented level of responsibility and accountability...and it comes with the job.

http://www.brandsetter.fr


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Managing Products with agility Forecasting and Release Planning

This blog offers some practical tips and anecdotes for Product Owners on release planning. [0:08:00]

Release Planning
As a Product Owner, you are responsible for managing expectations of customers, users and other stakeholders. You are 
also responsible for Product Backlog Management, for deciding that to built when and what not to built. Also, you'll need 
to decide what to deliver (release) to customers/users, in what order to deliver to customers/users and when to deliver. 
So, as a Product Owner, you will need to have a release strategy and release plan. In this blogpost, we'll therefore cover 
10 tips about Release Planning! I hope you enjoy them!
10 Tips for Product Owners on Release Planning:
1. Focus on goals, benefits and results
When planning for releases, there is a lot to take into account as a Product Owner! Is there a market opportunity that can 
be seized? Are the users ready for it? Can you eliminate certain risks by releasing on a certain moment? And many many 
more. When you're planning your Product releases, start by identifying goals, benefits and results you want to achieve. 
Many Product Owners out there are creating a release planning which is focussed around features. This is nice of course, 
since it offers insights in the development of the Product. What we've experienced to be even more valuable is to design a 
roadmap around the goals or targets you want to achieve and to show what features are contributing to a certain goal. A 
nice example of a Goal-Oriented Product Roadmap has been created by Roman Pichler, check out this link for the GO 
Product Roadmap template.
2. Take dependencies and uncertainty into account
Besides planning for goals, it's really important to take dependencies and uncertainty into account. There are different 
tools and formats you can use, what I've used in the past was the Program Board or Dependency Board as shown on the 
Scaled Agile Framework website. This helps in identifying dependencies which are especially relevant when you're 
working with multiple Development Teams. Another way to make dependencies visible is by using a Story Map for 
example. Identifying dependencies in your release plans makes it easier to collaborate with the Development Team and 
your stakeholders and to reorder the Product Backlog in a meaningful way.
https://www.scrum.org/resources/blog/10-tips-product-owners-release-planning

December 6, 2017, 10 Tips for Product Owners on Release Planning, Robbin Schuurman
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3. Release early and often!
In this blogpost about value, we've covered the importance of releasing as well. What I always share in the 
Professional Scrum Product Owner Trainings when we talk about Value, there is one thing that you as a Product 
Owner must remember: “You have to release a Product to customers and users, in order to find out if you have 
delivered value for them!”. Unfortunately, I encounter a lot of Product Owners in daily practice, who think that ‘working 
on the Product for just a couple more Sprints’ will create a Product that customers/users will certainly love. Often, this 
results in a lot of disappointment… So, start validating value, by releasing to your customers and users early and 
often!
Many Product Owner though 'rather' release a couple of times a year, doing big bang releases. This is often done in 
organizations 'because doing a release is difficult'. In most situations we've faced, this is true! It is often hard to 
release! But the problem is, if a release becomes bigger and you release less often, it stays a difficult thing that 
people want to avoid! So, in order to make it easier, you have to do it more often! When you start releasing more 
often, people will start to think about making it easier (by automation for example) but they will also gain experience, 
which helps them in doing it better and faster. So stop doing big bang, low frequency release and start doing smaller 
releases more often!
4. Only release work that is 'Done'
In many organizations, a lot of teams are releasing 'undone work'. This 'undone work' is work that is released to 
production, but which isn't delivered conform the Definition of Done. This creates technical debt, which costs you a lot 
of time and a lot of money to fix. It will cost you valuable time which you can't spend on delivering value for customers 
and users! So respect the Definition of Done!
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5. Get ownership over the release process
Get ownership over the release process. Or better said: Support the Development Team in getting ownership over the 
release process! In many organizations, doing releases (to production) is something that is 'owned' by a department 
such as Release Management or Release Coordinators. When the Development Team doesn't have ownership over the 
release process, it is often more difficult to do a release and it often costs you as a Product Owner valuable time. What 
I've experienced to be very helpful in the past, is to provide the Development Team with ownership over the release 
process. This is something nor you, nor the Development Team can often decide by yourselves. So what you can do as 
a Product Owner, is to create transparency about this topic during the Sprint Review for example. When your 
stakeholders are asking you: "How can we become faster?" or "How can we deliver more value?". Then help yourself 
and the Development Team, by raising awareness about the release process.
6. Improve the release process continuously
Like we explained in this blog post, there is more to Product development than delivering more features and 
functionalities. As a Product Owner, you should be aware that improving the release process will support you in 
delivering more value for your Product. So collaborate with your Development Team to automate the release process, 
automate tests, automate deployments, etc., but don't try to do it overnight though! Spend a little time on improving the 
release process every Sprint, so you can deliver both customer value and improve the team.
7. Create at least one releasable Increment per Sprint
In many organizations, teams are working very hard on a lot of different things in a Sprint, this often results in the team 
having 100% of the work, 80% done. Bottomline, this means that a lot of work has been done, but no value for 
customers and users has been delivered, since it's not finished, it's not 'Done'! So help the Development Team by 
offering focus, with a Sprint Goal for example. Support the Development Team to deliver a Done Product Increment, as 
early as possible in the Sprint, which is helpful, since you will at least end up with one Increment that could be released if 
you'd want to.
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8 & 9. Don't release for the sake of releasing + Make releasing a business decision
In some organizations there is a centralized release calendar in which everyone has to participate. This release calendar is often 
planned for monthly or quarterly releases to production. On the other side, more and more teams are gaining ownership over the 
release process, making it more decentralized. In both situations I've met teams who were 'releasing because we have to release 
every Sprint'. This is not true! Yes, from a Scrum theory perspective you want to have a releasable/potentially shippable Product 
Increment every Sprint. Wether or not you will actually release this Increment to production, should be a business driven decision, 
not driven from a technical perspective, but from a business perspective!
10. Take the context and your audience into account
When, how often, to whom you release an Increment depends on the context you are working in and on your target audience. In 
many organizations, I see that Continuous Delivery is becoming very popular and a lot of people want to be able to do a new 
deployment of software practically every minute. Of course it is very helpful to be able to release with little effort, with the push of a 
button. Wether or not you will actually use it, depends greatly on the context. In some contexts (like Amazon's), releasing multiple 
times a minute seems to have a lot of value. In other contexts, when working on HR- or payroll-systems for example, a release 
once a month might be enough (at least, that was back in the days when I developed such products).
Also check out these other tips for Product Owners!
Holy Guacamoly! Are there even more tips for Product Owners? Yes there are! We've described 60 more tips for Product Owners, 
to help you to become better in your role! We've defined 7 aspects of Product Ownership on which we have interesting tips to share 
with you, so check them out:

1 Agile Product Management
2 (Product) Vision
3 Value
4 Stakeholder Management
5 Scrum Framework
6 Product Backlog Management
7 Release Planning
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Product Vision
Before we dive into some tips on the Product vision, let's provide a little context first! The Product Owner is the 
one person in Scrum who is responsible for the success of the Product. Therefore, the Product Owner creates, 
manages and owns the Product vision. The Product vision describes the purpose of a Product, the intention with 
which the Product is being created and what it aims to achieve for customers and users. The Product vision 
describes a future state of the Product and what problems it tries to resolve or what ambitions it tries to fulfill.
Having a clear and inspiring Product vision helps in motivating and inspiring people, like the Development Team, 
the stakeholders and customers and users. It also provides a common understanding of the direction we want to 
move towards. Besides that, the Product vision also supports the Product Owner in making choices about what to 
build and what not to build for the Product.
All in all, it's pretty damn important to have a Product vision, so in this blog, we'll cover 10 tips about the Product 
vision. Also check out my other blogs with tips for the Product Owner (see the links at the end of this blogpost). I 
hope you enjoy them!
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10 Tips for your Product vision:
1. Be(come) the owner of the Product vision
In my humble opinion, this is by far the most important tip we can share with you. We have met, coached and trained 
many, many, many Product Owners and the most successful Product Owners we've met were really passionate about 
their own Product Vision. We've also met a lot of Product Owners who didn't own the vision, but who were mainly 
executing the product roadmap, based upon someone else's vision. This makes the job harder, not impossible, but a 
lot harder. This is mainly because as a Product Owner, you should be motivated by the vision, your heart should start 
beating faster about it, you should be passioned about the vision and you have to share it, very very often. Product 
Owners that own the vision and are passionate about it, are typically more successful.
2. Share your Product vision, often
Your job as a Product Owner includes sharing the Product Vision. And sharing the vision again. And again. And again. 
It is soooo important for people to know why you're doing the things you do. It helps the Development Team in making 
technical choices about architecture for example. It helps the stakeholders in understanding what would be valuable 
for the product. It helps users to understand why they should use and/or buy your product. The Product Vision is just 
so damn important!
3. Don't believe your idea is the best idea ever
Being passionate about your Product is awesome! There is one downside about passion however. We've met quite a 
few Product Owners who were so much in love with their own Product, that they forgot that they weren't developing 
the Product for themselves, but for their customers and users. So don't fall in this trap. I'm sure your product idea(s) 
are awesome, but keep in mind that you're building the Product for someone else. To put it differently, don't think your 
idea is the best idea ever. Make sure that you validate your vision with stakeholders, the market, users, etc. etc. And 
release the Product early and often, to get feedback from the users.
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4. Develop your vision iteratively and incrementally
Developing an awesome Product Vision is rather complex. It's not predictable, nor easy, nor something you do 'first 
time right'. It's also not something you should do on your own. So in order to develop the Product vision, collaborate 
with your stakeholders, Scrum Team, customers and users! Also don't try to get it right the first time! Take a couple of 
iterations to improve your vision. Make it better over time!
5. Adapt your vision as you're learning
Another important tip we would like to share is: 'Don't be afraid to pivot!'. Some of the most successful Products (of 
recent years) like Facebook, Post-it and Netflix started out with a totally different purpose (vision) in mind. Only 
because the original purpose failed and the companies adapted their vision, they have now become some of the most 
successful companies of our time. So don't be afraid to change direction! As you're learning from customers and users, 
adopt their feedback and embrace that changing your vision might just be a great idea!
6. Adapt your vision pitch, based upon your target audience
Since you are sharing your vision so often, with many different types of audiences, you should make a tailor-made 
pitch for your different stakeholder groups! In your pitch, make sure to address the things that are important for them. 
For some stakeholders, you mainly need to report about the KPI's that are relevant to them. For other stakeholders, 
you need to be the inspiring (Product) leader, who is representing the Product. And for another group, you may need to 
focus more on the benefits of the Product for them. So tailor your pitch to your audience!
7. Focus on value for customers and users, not on technology
A good vision is inspiring, motivating and inviting. An inspiring vision often isn't build around technology or features 
(there are exceptions of course). It's about resolving a problem or about achieving a dream. So don't make your 
Product vision (too) technical, focus it around the business (value).

http://www.brandsetter.fr


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Managing Products with agility Vision

This blog provides several tips and recommendations for Product Owners to make the most of their Product Vision. [0:08:00]

https://www.scrum.org/resources/blog/10-tips-product-owners-product-vision

November 29 2017, 10 Tips for Product Owners on Product vision Robbin Schuurman

8. Keep your vision short, clear and inspiring
A good vision is inspiring for people. It's a description of a dream, of a state to become. It's a dot on the horizon which 
you're working towards. It's also stretching for people. On the other side, a vision statement should also be short and clear 
for people. With short and clear we don't mean short term. It should be a dream for the long term, but people also need to 
be able to understand the vision, so it should offer clarity. A nice way to start with your vision statement is by using the 
vision statement template (see below). Beware: it's just an example to get you started, you don't have to force your vision 
into this template!

 
9. Make the vision fit in the companies vision and strategy
This tip may be an open door for many of you, however, the Product Vision should fit within the company vision and 
company strategy. The other way around also counts. Once you've learned new stuff when building your Product and 
you've learned that the company strategy might need a pivot, don't hesitate to collaborate with your stakeholders to find out 
wether or not the company strategy might need to change. To put it short, make sure that you're aligned with the company 
purpose and strategy.
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This blog provides several tips and recommendations for Product Owners to make the most of their Product Vision. [0:08:00]

https://www.scrum.org/resources/blog/10-tips-product-owners-product-vision

November 29 2017, 10 Tips for Product Owners on Product vision Robbin Schuurman

10. Validate your vision with stakeholders, the Scrum Team and market
The last tip on the subject of Product Vision is to collaborate on your Product vision with your stakeholders, the 
Scrum Team and customer/users from the marketplace. All have interesting insights and valuable input to share 
with you. They can challenge and support you to make your vision clearer, more ambitious or actually more 
tangible and clear. Use the knowledge, experience and insights of your environment to create and validate your 
Product vision.
So, these are the 10 tips for Product Owners on the topic of Product vision! I hope you enjoyed them and that 
they'll help you in becoming a better Product Owner!
Also check out these other tips for Product Owners!
Holy Guacamoly! Are there even more tips for Product Owners? Yes there are! We've described 60 more tips for 
Product Owners, to help you to become better in your role! We've defined 7 aspects of Product Ownership on 
which we have interesting tips to share with you, so check them out:

1 Agile Product Management
2 (Product) Vision
3 Value
4 Stakeholder Management
5 Scrum Framework
6 Product Backlog Management
7 Release Planning

http://www.brandsetter.fr
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In this TedxPuget Sound video, Simon Sinek explores a simple yet powerful model for inspirational leadership, starting 
with the golden circle. [0:17:57]

https://www.ted.com/talks/simon_sinek_how_great_leaders_inspire_action?
utm_campaign=tedspread&utm_medium=referral&utm_source=tedcomshare
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This book shows that the leaders who've had the greatest influence in the world all began why; the Golden Circle provides a 
framework upon which organizations can be built, movements can be led, and people can be inspired. [6:30:00]

In 2009, Simon Sinek started a movement to help people become more 
inspired at work, and in turn inspire their colleagues and customers. Since 
then, millions have been touched by the power of his ideas, including more 
than 28 million who’ve watched his TED Talk based on Start With Why—the 
third most popular TED video of all time.
People like Martin Luther King Jr., Steve Jobs, and the Wright Brothers had 
little in common, but they all started with WHY. They realized that people 
won’t truly buy into a product, service, movement, or idea until they 
understand the WHY behind it.
Start With Why shows that the leaders who’ve had the greatest influence in 
the world all think, act, and communicate the same way — and it’s the 
opposite of what everyone else does. Sinek calls this powerful idea The 
Golden Circle, and it provides a framework upon which organizations can be 
built, movements can be led, and people can be inspired. And it all starts with 
WHY.
People like Martin Luther King Jr., Steve Jobs, and the Wright Brothers had 
little in common, but they all started with WHY. They realized that people 
won’t truly buy into a product, service, movement, or idea until they 
understand the WHY behind it.
Start With Why shows that the leaders who’ve had the greatest influence in 
the world all think, act, and communicate the same way — and it’s the 
opposite of what everyone else does. Sinek calls this powerful idea The 
Golden Circle, and it provides a framework upon which organizations can be 
built, movements can be led, and people can be inspired. And it all starts with 
WHY

https://startwithwhy.com/product/start-with-why/
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In this Professional Scrum series book, you’ll learn how to identify where value can be found, measure it, and maximize it 
throughout your entire product lifecycle. [9:45:00]

Leveraging Scrum as a Competitive 
Advantage
Product ownership is about more than mechanics: it’s about taking accountability and 
focusing on value in everything you do. In The Professional Product Owner, two leading 
experts in Scrum product ownership show how to identify, measure, and maximize value 
throughout your entire product lifecycle.
Drawing on a combined 40+ years of agile experience, Professional Scrum Trainers Don 
McGreal and Ralph Jocham guide you through all facets of envisioning, emerging, and 
maturing a product with Scrum. You’ll learn how to plan strategy, manage complexity, 
continuously deliver value, and implement concrete best-practices for managing backlogs 
and releases. Throughout, the authors’ personal anecdotes help you recognize and 
overcome obstacles to success, whatever your Scrum or product management 
experience.

• Define success from the “outside in,” using external measurements to guide 
development

• Bring empowerment and entrepreneurship to the Product Owner’s role, and align 
everyone behind a shared business model

• Effectively apply Scrum’s Product Owner role, artifacts, and events
• Populate and manage Product Backlogs, and use just-in-time specifications
• Improve transparency, reduce technical debt, and scale your product (not your Scrum)
• Use Scrum to inject autonomy, mastery, and purpose into your product team’s work

https://www.scrum.org/resources/professional-scrum-product-owner-book
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This blog provides practical insight into Product Value and explores the question of how do you know if you are building the 
right thing to create value? [0:09:00]

https://www.scrum.org/resources/blog/scrum-mastery-4-steps-optimize-product-value

This is the fourth in a series of posts exploring Scrum Mastery. In our first post, we introduced the four dimensions of Scrum Mastery:  Team 
Identity, Team Process, Product Value, and the Organization.  In this post, we will explore the product value dimension.
Are you building the right thing to create value for the organization?  How do you know?
If you are not asking these two questions regularly, you might be missing the product value dimension.
The product is the purpose of what you are doing.  It is why you create teams. The product is why you do Scrum.  Therefore, you must 
focus on understanding and growing product value

4 Steps to Optimize Product Value

Step 1: Foster a Product Mindset (over a project mindset)
A product mindset is about focusing on creating valuable outcomes.
Output doesn’t matter if you are building things people don’t want or won’t use.
As a Project Management Professional (PMP) who started my career in traditional project management, I am very familiar with the project 
mindset. The measure of success is usually based on the iron triangle: delivering all defined scope on time and on budget.
Scrum is not about delivering more things faster and cheaper.

Scrum is about delivering higher value more frequently.
And by doing this, you reduce risk to the organization and tap into the art of the possible.
While budgets and schedules still serve a purpose, you need to place more emphasis on ensuring you are building the right things. The 
next steps will provide details on how to do this. However, you always need to be doing the work of fostering a product mindset. It is very 
easy to slip back into old ways of thinking, especially under pressure.
When conversations come up about “project status,” listen for the mindset driving the dialogue. If it is just about percent complete, red/ 
yellow/ green, and issue tracking, ask some powerful questions that bring focus to the product mindset. Here are just a few examples:

• How are we validating assumptions about the user needs/ the market demand?
• What are we learning about value? How is this guiding our product decisions?
• What has changed with our users/ our competitive environment since we began this initiative?

A Product Owner plays an important role in fostering this product mindset within the Scrum Team and the organization.

August 5, 2018, Scrum Mastery: 4 Steps to Optimize Product Value, Stephanie Ockerman
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This blog provides practical insight into Product Value and explores the question of how do you know if you are building the 
right thing to create value? [0:09:00]

https://www.scrum.org/resources/blog/scrum-mastery-4-steps-optimize-product-value

Step 2: Paint the Bigger Picture
Since you are building iteratively and incrementally, it is essential to have a clear idea about the bigger picture of what you are working 
towards and why.  This helps determine if you are still in alignment and informs adaptations needed.
There are many techniques to help clarify what the product is trying to achieve (product vision), and the business model behind it. A product 
vision communicates what you desire this product to be and for whom.  It speaks to the target customer and the primary value proposition 
provided to that customer.
The bigger picture also includes defining value. There will be many features and functions desired. In order to make decisions about what is 
more valuable or less valuable, you must define the most important facets of value for the product and how you will know that you achieved 
the desired value.
While this is highly dependent on context, consider these examples of types of value.

• Business goals (e.g. customer conversion rate)
• Profit/ revenue (e.g. revenue per customer, repeat customers)
• Cost savings (e.g. customer acquisition cost, cost/ customer)
• Customer/ user growth (e.g. new customers, market share, customers using latest release)
• Feature usage (e.g. customers using a feature, time spent using feature)

Now get specific with defining value statements and how you will measure value.

August 5, 2018, Scrum Mastery: 4 Steps to Optimize Product Value, Stephanie Ockerman
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This blog provides practical insight into Product Value and explores the question of how do you know if you are building the 
right thing to create value? [0:09:00]

https://www.scrum.org/resources/blog/scrum-mastery-4-steps-optimize-product-value

Step 3: Enable Value Emergence
Solutions to complex problems will emerge as you do the work (not just by analyzing and talking about the work).  You could learn that assumptions 
were wrong.  You could see that the market or even the business model has changed.
So you must enable value to emerge as you build the product.  The Product Backlog represents what you plan to build and the order in which you 
plan to build it. There are 3 things to focus on to enable value emergence through your Product Backlog refinement process.

• Break things down smaller
• Understanding of value alignment
• Zoom out/ zoom in

Break things down smaller… for more flexibility in how quickly you can deliver value.
Once the vision is established, there are some practical approaches to build out the next level of detail. You can start by identifying key business 
outcomes or goals on the path towards the vision. Then you can identify the key features, functions, or capabilities expected to deliver those desired 
outcomes.
The smaller you break things down, the more flexibility you have and the faster you can deliver value and validate assumptions. There are many 
complementary practices and concepts to help you focus on smaller pieces (e.g. Story Mapping, Assumptions Mapping). Once you have the “mid-
size level”, consider exploring patterns for splitting Product Backlog items (PBIs) even further.
And remember you don’t need to break everything down up front. Your Product Backlog emerges over time, and you will adapt it based on what you 
are learning as you build the product iteratively and incrementally.
Create an understanding of value alignment … to deliver greater value.
Another way to create focus on value in your Product Backlog is to identify the desired outcomes.  Many times Product Backlog items (PBIs) state 
the features and functions desired. But what if we switched this to focus more on the desired outcomes for the feature or function.
There are many techniques to focus PBIs on value, including user stories (if you use them well), hypothesis driven development, and A/B tests, just 
to name a few. You can also simply capture value as metadata in your Product Backlog for each PBI. Perhaps it is a ROI dollar amount. Perhaps it 
is a mapping to a value proposition you defined as part of Step 2.
Zoom out and zoom in repeatedly… to ensure you are still on track for value delivery.
As you inspect and adapt, you need to “zoom out” to see what’s different, then “zoom in” again to see what’s different now and how you may need to 
adapt.  This is how you validate learning and then apply that learning as the path unfolds before you. The frequency of your zoom in/ zoom out will 
depend on your product, how frequently you are able to validate assumptions in the market, and how much change you experience in your business 
and market.
Note: Product Owners are not expected to determine what is valuable in isolation.  Nor are they expected to know the best way to break down value 
into smaller, clearer pieces and perfectly capture it in writing for everyone’s understanding.  This is why Product Owners must leverage techniques 
and skills that engage and enable others to collaborate in the process of Product Backlog refinement.

August 5, 2018, Scrum Mastery: 4 Steps to Optimize Product Value, Stephanie Ockerman
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This blog provides practical insight into Product Value and explores the question of how do you know if you are building the 
right thing to create value? [0:09:00]

https://www.scrum.org/resources/blog/scrum-mastery-4-steps-optimize-product-value

Step 4: Validate Actual Value
Now you have the building blocks in place, so you can measure actual value.
Value is just an assumption until validated by the market.  
You need to release in order to get the most accurate picture of actual value delivered. Seek empirical data to create the transparency needed for 
informed decision-making.
What is the the actual value realized versus the desired value?  How will you gather this empirical data in an effective way?
Development Teams can often help come up with ways to build data gathering capabilities into the product.  As a product grows in size and 
complexity, you will need to grow your processes and tools to gather this empirical data.
Once you have the data, you can analyze the trends.  Remember that one data point in time doesn’t tell you much.  The trends are what matter. 
And you need multiple types of data because one type of data doesn’t tell you the full story, since there are often many factors (some beyond your 
control) that can affect the use of your product.
As you are analyzing the value trends, consider what changes you released and when and how those may have impacted value.  Consider what 
factors are beyond your control (e.g. a decline in the stock market could impact user decisions even though you’ve implemented new features you 
expected to increase sales.)
Make actual value measures transparent.  Get input from stakeholders and how they think trends should inform adaptation.  A Sprint Review is a 
great opportunity to do this.
Summary
Are you building the right thing to create value for the organization? And how do you know?
Êmpiricism guides you in fiercely tackling these difficult product value questions.   You must have transparency to value, and you must have 
frequent enough inspection of the actual value realized so that you can adapt as needed.  Just like the complexity and unpredictability inherent in 
building a working product, there is complexity and unpredictability in figuring out what to build.  You will learn by doing and making decisions 
based on what is known.
Scrum is not about how much stuff we build.  Scrum is about how much value we can create for the organization through frequent delivery of 
releasable product. Therefore, Scrum is also about continuously learning and adapting in order to wring more value out of the product.

August 5, 2018, Scrum Mastery: 4 Steps to Optimize Product Value, Stephanie Ockerman
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This blog addresses a paradigm shift in teams to value thinking through empathizing with stakeholders, and some helpful 
questions to ask along the way. [0:08:00]

March 30, 2015, Empathy Driven Development: Rescuing Value From the Bermuda Triangle, Ravi Verma

EMBARRASSING DISCOVERY

True Story from when I was Agile Coach for a Multi-Billion Dollar, Fortune 15 Giant…

It was a large Agile program and we had new team members joining the program in waves. Not everyone was familiar with Agile and we did 
not have money for in-person training. So we had to do the next best thing – remote Agile training. Ugh!

Anyway, so I designed five 90 minute modules and as I was introducing the concept of optimizing value and minimizing waste, I asked the 
attendees who our customers and end users were and how our program helped them be more successful.

Nothing. Crickets.

I made an embarrassing discovery – most of the attendees were unaware of who our end customers and end users were. Application 
Architects, Scrum Masters, Developers. This made it hard to talk about value and waste.

COURSE CORRECTION

I was disappointed in myself. I had let my team down. So we worked with our Product Owner to shoot a series of videos that answered key 
questions about our business, our customers, our end users, their pain, what made them successful and where our program fit in. We 
made these videos available on our Team Sharepoint and made it mandatory viewing as part of on-boarding.

A few months later, as I was walking around the office, chatting with some new team members, I asked the same questions – who were our 
customers and users, what were their pain points, where did our program fit-in? I got great answers. No more crickets.
https://www.scrum.org/resources/blog/empathy-driven-development-rescuing-value-bermuda-triangle
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TRAM-SCRUM

This got me thinking about how frequently we get sucked into the mechanics of Scrum – the events and artifacts, without 
reflecting on the business value we were chartered to create. I call this TRAM-SCRUM where TRAM stands for
 
T-actical
 
R-itualistic
 
Am-ateur

This was not why Jeff and Ken created Scrum. They wanted us to use Scrum Strategically and Professionally. I learned more 
about Professional Scrum in the Scaled Professional Scrum Course in Boston last year, but that is another topic for another 
blog.

I began wondering about some of the most common obstacles that prevented teams from making the shift from TRAM-
SCRUM to PROFESSIONAL SCRUM. One common pattern kept niggling away at me – the lack of Stakeholder Empathy.

This blog addresses a paradigm shift in teams to value thinking through empathizing with stakeholders, and some helpful 
questions to ask along the way. [0:08:00]

March 30, 2015, Empathy Driven Development: Rescuing Value From the Bermuda Triangle, Ravi Verma
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THE BERMUDA TRIANGLE

Our industry still suffers from the curse of the Bermuda Triangle – the place where all stakeholder value goes to die. This 
triangle is a crafty chameleon and seems to have changed forms over the years, but you know what Shakespeare said -

“A stinky diaper-genie by any other name would smell just as stinky.”

- William Shakespeare

Or something to that effect, anyway. English Literature never was my strong point.

But I digress. Even though we have migrated to the rituals of Scrum, in many cases, we still labor under the tyranny of the Iron 
Triangle of Staff, Schedule and Scope, we just rename the sides to be more “Agile”…

This blog addresses a paradigm shift in teams to value thinking through empathizing with stakeholders, and some helpful 
questions to ask along the way. [0:08:00]

https://www.scrum.org/resources/blog/empathy-driven-development-rescuing-value-bermuda-triangle
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COST THINKING VS VALUE THINKING

So how do we stop getting more efficient at delivering waste and get more efficient at delivering value?

STEP 1: Let go off Cost Thinking - How can I relentlessly cut costs, without factoring in the unintended destruction of value.

STEP 2: Take baby steps towards Value Thinking – how can I increase delivery of stakeholder value at the lowest cost, to 
generate sustainable stakeholder value?

I think one of the barriers to making this shift is lack of Stakeholder Empathy. Which brings us to the question what is 
Empathy…?

This blog addresses a paradigm shift in teams to value thinking through empathizing with stakeholders, and some helpful 
questions to ask along the way. [0:08:00]

March 30, 2015, Empathy Driven Development: Rescuing Value From the Bermuda Triangle, Ravi Verma
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EMPATHY

Empathy can be defined as…
“The action of understanding, being aware of and being sensitive to the feelings, thoughts and experiences of 
another.”
It requires us to walk in another’s shoes…

CURRENT STATE

So this might open up an avenue of exploration for you – what is the current state of empathy in your teams, when 
it comes to your stakeholders?
We must begin by creating a shared understanding of who your stakeholders are. They might fall into different 
buckets…
SPONSORS: Fund the Scrum Team
END USERS: Use the increments
END CUSTOMERS: Served by end users via the increment
COLLEAGUES: Impacted by the Scrum Team
EMPLOYERS: Writing the pay-check
COMMUNITY: In which the team works
OTHER: …?
What indicators might you use to assess this state? 
Are you satisfied by the current state, or would you like to make any adaptations?
 And if you would like to make some adaptations, what might you do…?

This blog addresses a paradigm shift in teams to value thinking through empathizing with stakeholders, and some helpful 
questions to ask along the way. [0:08:00]

March 30, 2015, Empathy Driven Development: Rescuing Value From the Bermuda Triangle, Ravi Verma
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EMPATHY DRIVEN DEVELOPMENT:

An approach to developing software that relies on team members making decisions based on empathy towards impacted 
stakeholders.

This approach requires development teams to creatively self-organize within the constraints of their organizations, to work 
around the barriers that isolate them from their stakeholders.

Empathy Driven Development is complementary to Agile Software Delivery with Scrum and is key to Scrum Activities and 
Events like Backlog Management and Refining, Sprint Planning, Daily Scrum and Sprint Review.

This blog addresses a paradigm shift in teams to value thinking through empathizing with stakeholders, and some helpful 
questions to ask along the way. [0:08:00]

March 30, 2015, Empathy Driven Development: Rescuing Value From the Bermuda Triangle, Ravi Verma
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COMMON BARRIERS TO EDD
As you think about using this approach, chances are that you will encounter some common obstacles…

• Stakeholders Inaccessible to Development Team
• Un-validated Assumptions about Stakeholder need
• Layers of Proxies between Stake-holders and Development Team
• Distrust between Stakeholder Proxies and Development Team
• Cynicism / Apathy towards Stakeholders
• No time / money to connect with stakeholders

If you are not ready to give up, here is a place to start…

STAKEHOLDER EMPATHY MAP
Get your team together in a room and…
Create a grid with flip-charts and tape.
In the first column, ask your team to put post-it’s for all your stakeholders. Review and refine as a group
Now, ask your team to put up post-it’s to capture in 140 characters or less, each stakeholder’s…

• ACCOUNTABILITY: What outcome are they responsible for?
• MOST VALUABLE: What do they consider to be most valuable in the software they use, to help them deliver on their 

accountability?
• MOST PAINFUL: What do they find most painful and frustrating in the software they use to deliver on their accountability

Review and refine as a group.
For instance, if we were doing this exercise in a group that develops patient care software used in a hospital, the outcome 
might look a little bit like this…

This blog addresses a paradigm shift in teams to value thinking through empathizing with stakeholders, and some helpful 
questions to ask along the way. [0:08:00]

March 30, 2015, Empathy Driven Development: Rescuing Value From the Bermuda Triangle, Ravi Verma
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DESIRED OUTCOMES

Whenever I have facilitated this exercise, it has generated tremendous conversation among the team members, which is the 
desired outcome. We want this exercise to result in…
 Good conversations

Un-validated assumptions
Head scratching
Curiosity
Action items to connect with stake-holders
Many follow-up actions and conversations
But most importantly… an increase in stakeholder empathy!

HEAD VS HEART

As you explore this further, an approach that might help you facilitate the enquiry is a pattern described by International 
Change Leadership Guru and Harvard Business School Professor – Dr. John Kotter, founder of Kotter International. In his book 
– The Heart of Change, Dr. Kotter illustrates one of his Six Key Principles -

Head and Heart. Dr. Kotter’s research demonstrates that successful large-scale change requires engaging not just the minds 
of those we lead, but, more importantly, their hearts. Creating a vivid picture of opportunities ahead is vital. A heartfelt passion 
and commitment enables companies to overcome the inevitable barriers and obstacles encountered along the way to success.

This blog addresses a paradigm shift in teams to value thinking through empathizing with stakeholders, and some helpful 
questions to ask along the way. [0:08:00]

March 30, 2015, Empathy Driven Development: Rescuing Value From the Bermuda Triangle, Ravi Verma

https://www.scrum.org/resources/blog/empathy-driven-development-rescuing-value-bermuda-triangle
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Try to apply Dr. Kotter’s principle to establish an emotional connection between your team-members and your 
stakeholders.

SELF-ORGANIZATION
Challenge your teams to self-organize within the constraints of your organization to increase stake-holder empathy. Here 
are some initial ideas to get the ball rolling…
Try to get your Developers to customer site…? (Make sure your most influential / cynical team members participate)

Try to get customers to developer sites.
If you don’t have money, video customers using product and share it on your team site.
Maybe you can Skype / GotoMeeting with Webcam and watch your customers use your product and get frustrated or 

delighted with it

Maybe you can include all these videos in new-hire training / on-boarding

No matter what your team does, it must capture the smiles and frowns of your customers and stakeholders so it tugs at the 
hearts of your teams.

CALL TO ACTION
So here is my call to action – begin using Empathy Driven Development. Right Now….
1. Apply Empiricism:
  TRANSPARENCY: Current state of stakeholder empathy

• INSPECTION: Is it where you would like it to be?
• ADAPTATION: Self-organize to make it better!

2. Create an Empathy Map
3. Interact with stakeholders – face to face / webcam. Talk to them, talk to each other. Walk in their shoes. Self-organize 
and figure it out…!
Rescue Value from the Bermuda Triangle of Cost Thinking and Value Destruction!

This blog addresses a paradigm shift in teams to value thinking through empathizing with stakeholders, and some helpful 
questions to ask along the way. [0:08:00]

https://www.scrum.org/resources/blog/empathy-driven-development-rescuing-value-bermuda-triangle
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This blog offers different value definitions, perspectives, and progress measures according to the Product Owner, customer, 
and stakeholder. [0:08:00]

January 8, 2015, Customer Value Is Not Enough, Cesario Ramos

https://www.scrum.org/resources/blog/customer-value-not-enough

I was coaching a number of teams and their Sprint Reviews were boring status meetings and few stakeholders attended. I see this pattern 
often at companies and a reason for poor stakeholder attendance is that the discussion about added value happens in other meetings. In this 
post I want to share a little model that is based on Impact Mapping[1] and Value Requirements[2] that I use to improve team's focus on value.
 
Value Driven Development
Delivering value has always been the priority of agile teams. One of the principles of the agile manifesto emphasises this focus:
“Our highest priority is to satisfy the customer 
 through early and continuous delivery 
 of valuable software”.

This principle sets the focus on delivering value to customers. Value from the customer’s point of view is the benefit they think they will get 
from using a product or a service. The focus on customer value has led some to measure and track value delivered with user stories.
 
Customer value is not enough
User stories are great for many reasons, but a user story is focused on a small set of stakeholders as you can see in the quote below.
“A user story describes functionality that will be valuable to either a user or purchaser of a system or software”
source: User Stories Applied, Mike Cohn, 2004

If your Sprint Reviews have a lack of stakeholders, maybe it is because you are having the wrong discussions. If your Sprint Review is a 
demo and only discusses how many user stories were delivered you might have found the problem. The discussion at the Sprint Review 
should be about “how much value we created?” and “what is preventing us from shipping today?”. It should address the value of all 
stakeholders not just the customer's value.
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This blog offers different value definitions, perspectives, and progress measures according to the Product Owner, customer, 
and stakeholder. [0:08:00]

January 8, 2015, Customer Value Is Not Enough, Cesario Ramos

https://www.scrum.org/resources/blog/customer-value-not-enough

A Product Owner may have the following value questions:
• Are we solving the right problem?
•
• Are we building the right solution for that problem?
•
• Are customers willing to pay for it?
•
• Can I make money developing it?

For a customer, value questions could be:
• Does it solve a problem I know I have in a better way then my current solution?
•
• Does it solve a problem that I didn’t know I had?
•
• Am I willing to use it?
•
• Am I willing to pay for it?

A stakeholder could be interested in:
• Am I making the right investment?
•
• Am I reaching my stakeholder objectives?

Answering all these questions by measuring value points on user stories can be challenging. It can work if you are developing 
a mobile-app, but it becomes harder when you are developing an internal system for supporting a new business process.
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This blog offers different value definitions, perspectives, and progress measures according to the Product Owner, customer, 
and stakeholder. [0:08:00]

January 8, 2015, Customer Value Is Not Enough, Cesario Ramos

https://www.scrum.org/resources/blog/customer-value-not-enough

Define value for all stakeholders
In order to satisfy different stakeholders and steer development you need another definition of value and progress. 
Different stakeholders seek different values There are various levels of outcomes and outputs; I like to discriminate 
between three levels:

• The team level
• The product level
• The business level.

Value at the team level
I like to see outputs at the team level as potential solutions[2] a.k.a. product increments. The outcomes at the team level 
are its potential impact on product quality. These are product qualities like usability, costs, maintainability, performance and 
so on.
 
Value at the product level
At the product level, the qualities of the product are merely outputs of a team. Outcomes at the product level are the 
impact the qualities have on customer behaviour and stakeholder values.
 
Value at the business level
At the business level, the happy customers and happy stakeholders are merely outputs of the product. The outcome at the 
business level would be increased revenue or increased employee satisfaction for example.

In the graphic below you see the three levels and their relationship on outputs and outcomes.
The good part of all of this is that you can measure and receive feedback at these three levels and are therefore able to 
learn more from your development experiments.
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This blog offers different value definitions, perspectives, and progress measures according to the Product Owner, customer, 
and stakeholder. [0:08:00]

January 8, 2015, Customer Value Is Not Enough, Cesario Ramos

https://www.scrum.org/resources/blog/customer-value-not-enough

A simple Example
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This blog offers different value definitions, perspectives, and progress measures according to the Product Owner, customer, 
and stakeholder. [0:08:00]

January 8, 2015, Customer Value Is Not Enough, Cesario Ramos

https://www.scrum.org/resources/blog/customer-value-not-enough

A simple Example
Let’s say you are an airline company and your business objective is to make more money by increasing ticket sales in 
the current customer base. The expected outcome at the business level is a 20% increase in revenue and of course 
happy customers and stakeholders. It is decided that one way to contribute to the 20% increase in revenue, is to 
increase in the sales under frequent flyers from 10M to 12M. At the business level, we end up with an expected outcome 
of 20% increase in revenue under existing customers and an output of 1M increase in frequent flyer tickets sales.

At the product level the 1M increase in frequent flyer sales is one of the outcomes. Another outcome is happy customers, 
in this case frequent flyers. In order to have happy frequent flyers it is decided to increase the ease of rebooking. So, at 
the product level we have as outcome a 1M increase in frequent flyer sales and as output we have an increase in ease 
of rebooking.

Finally we arrive at the team level. The outcome of delivering an increment is to increase the easy of rebooking. The 
product quality we are talking about here is Usability. The output is the potential solution ‘Auto-rebooking’ functionality to 
increase the ease of rebooking.

You now have linked the experiment of developing ‘auto rebooking’ to the expected business outcome of 20% increase 
in revenue. All you need to do now is quantify all the outcomes. At the Sprint Review you can discuss how much product 
value you added by measuring Usability. You can also measure, after shipping your Increment, if an increase in Usability 
results in an increase of frequent flyer sales and if the business objective is significantly impacted.

You can now measure progress towards different stakeholder values and have informed discussions in your Sprint 
Reviews about them.
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This HBR article dives deep into the different elements of value and how customers perceive them through extensive 
research. [0:20:00]

https://hbr.org/2016/09/the-elements-of-value

LIRE ARTICLE 
https://hbr.org/2016/09/the-elements-of-value
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This video provides an overview of Product Backlog Refinement and provides some tips for how to hold and improve 
refinement sessions. [0:05:26]

As part of the Scrum Tapas video series, Professional Scrum Trainer Ralph Jocham describes the Backlog Refinement, 
provides tips for how to hold and improve refinement sessions. 

https://youtu.be/k0JzDpEwoVA
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This blog provides a practical guideline for how to address Product Backlog Refinement empirically using the Goldilocks 
Principle. [0:07:00]

https://www.scrum.org/resources/blog/art-product-backlog-refinement

June 11, 2018, The Art of Product Backlog refinement, Stephanie Ockerman

A common question I hear in Scrum training courses and in coaching sessions is, “how much Product Backlog refinement 
should we do and how much detail should be in the Product Backlog?”
First, let’s look at the Scrum Guide.

Product Backlog Refinement
According to the Scrum Guide, Product Backlog refinement is the act of adding detail, estimates, and order to items in the 
Product Backlog.  But Scrum doesn’t prescribe how you do it, and for good reason.
Refinement is an ongoing process.  It never stops because requirements and opportunities never stop changing.  
Detailing everything up front would create waste and also delay the delivery of value.
Different products and different teams will have unique needs in terms of frequency, techniques, and level of detail.  
Even the same Scrum Team working on the same product will need to evolve how they do Product Backlog refinement over 
time to fit new situations.  Scrum Teams needs to figure out what works for them.  So how do they do that?
Self-organization and empiricism.
Apply the Goldilocks Principle to help a team experiment and find what works best for them through inspection and adaptation.
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This blog provides a practical guideline for how to address Product Backlog Refinement empirically using the Goldilocks 
Principle. [0:07:00]

https://www.scrum.org/resources/blog/art-product-backlog-refinement

June 11, 2018, The Art of Product Backlog refinement, Stephanie Ockerman

The Goldilocks Principle and Product Backlog Refinement
The Goldilocks Principle is about finding what is “just right” for your team.
The goal is to balance gaining enough benefits from the activity while minimizing the potential waste.
Let’s first look at the 6 benefits of Product Backlog refinement:

1     Increase transparency
2     Clarify value
3     Break things into consumable pieces
4     Reduce dependencies
5     Forecasting
6     Incorporate learning

Now let’s dive deeper into each of these to see how we can apply the Goldilocks Principle.  I’m going to give you a couple of 
starter questions in each of these 6 benefit areas to help your team figure out if it’s too hot, too cold, or just right.
#1 – Increase Transparency
The Product Backlog is an artifact that helps provide transparency.  It is the “single source of truth” for what is planned in the 
product.  Adding details increases transparency to what you plan to deliver, as well as your progress.
Goldilocks Questions

• How well do stakeholders and the Scrum Team understand what is planned for the product?
• How frequently are the interested stakeholders surprised by what was delivered?
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This blog provides a practical guideline for how to address Product Backlog Refinement empirically using the Goldilocks 
Principle. [0:07:00]

https://www.scrum.org/resources/blog/art-product-backlog-refinement

June 11, 2018, The Art of Product Backlog refinement, Stephanie Ockerman

#2 – Clarify Value
When you clarify the details around value, the outcomes you are trying to achieve with the Product Backlog Item (PBI) are 
more clear.  Why do you want this?  What is the user benefit?  What is the business benefit?
This helps the Development Team build the right thing to meet the need.  This can affect what is requested, the estimate, 
and the order as the Product Owner and Development Team figure out what is actually needed.  This conversation creates a 
shared understanding.
Goldilocks Questions

• How often do you discover during a Sprint that there is not a shared understanding of the business need or what you are 
building to meet it?

• How frequently do you discover in a Sprint Review or after a release that a PBI does not meet the user or business need?
#3 – Break Things into Consumable Pieces
You want PBIs to be small enough that a Development Team can complete more than one in a Sprint.  Having more than one 
PBI in a Sprint gives the team some flexibility to meet a Sprint Goal and deliver a “Done” Increment.
Goldilocks Questions

• How often are you not delivering a “Done” Increment?  How often are you not meeting a Sprint Goal?
• When is this attributed to discovering mid-Sprint that PBIs are much bigger than you thought or not sliced thin enough?

http://www.brandsetter.fr
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This blog provides a practical guideline for how to address Product Backlog Refinement empirically using the Goldilocks 
Principle. [0:07:00]

https://www.scrum.org/resources/blog/art-product-backlog-refinement

June 11, 2018, The Art of Product Backlog refinement, Stephanie Ockerman

#4 – Reduce Dependencies
Dependencies often turn into impediments and can grind a team to a halt.  While you may not avoid them all, you should try to 
reduce them where possible.  This is especially important for dependencies outside the Scrum Team.  You can slice and split 
the PBIs in different ways.  You can re-order, or you can collaborate with other teams to help resolve the dependency in 
advance.  There are many options, and at the very least, you want the dependencies to be transparent.
Goldilocks Questions

• How often do you discover dependencies during a Sprint that jeopardize the Sprint Goal?
• How long do PBIs in a Sprint stay “blocked” by dependencies?
• When do you have to re-order the Product Backlog to account for dependencies?  And how much of an impact does this 

have on the Product Owner’s ability to optimize value?
#5 – Forecasting
A refined Product Backlog combined with historical information about the Scrum Team’s ability to deliver working product helps 
you forecast.  Some products need to forecast several Sprints into the future to help communicate release expectations with 
stakeholders.  Other products will not have a need to do forecasting beyond the current Sprint.  Most products fall somewhere 
along this spectrum.
Related to forecasting, you also may need a refined Product Backlog in order to get funding.  Scrum does not forbid up-front 
planning.  Scrum simply says to consider your effort to do so, the potential waste, and the fact that you cannot perfectly 
predict the future in a complex domain no matter how much analysis you do.
Goldilocks Questions

• How much lead time is necessary for users, customers, and other stakeholders to implement a new feature or function? 
 What is the impact if they have less lead time?

• How much detail do users, customers, and other stakeholders need in release forecasts?  What is the impact if they have 
less detail?
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#6 – Incorporate Learning
Empiricism is about incorporating the learning you gain as you build the product, as you better understand how to realize the 
product vision, as you see changes happening in your environment.
Goldilocks Questions

• How are you adapting the Product Backlog to reflect new learning about the product’s evolving capabilities and how users 
are responding to the changes?

• What opportunities have been missed?  What prevented you from responding sooner?
Pulling It All Together
You’ve discussed the Goldilocks questions about refinement benefits with the Scrum Team.  (Sprint Retrospectives are a great 
opportunity to regularly have these conversations.)  Now it’s time for the Scrum Team to decide how to adapt their process for 
Product Backlog refinement.  There is a reason these are open questions and not simple yes/ no questions.
You are looking for balance, or that “just right” spot.  You want to achieve enough of the benefits of refinement while minimizing 
your waste.
With the information gained from exploring 1-6, the Scrum Team can now consider these questionswith the balance of 
benefits and waste in mind.
Goldilocks Questions

• How frequently do you want to do refinement?  And how much time do you want to spend detailing the Product Backlog?
• Who do you want to be involved in refinement?  What knowledge and perspectives are needed?  How will you enable 

shared understanding?
• How much of your Product Backlog do you want to be “Ready” before a Sprint?  What does “Ready” mean to you?
• How do you want to communicate important details about PBIs?  What methods are working well and what methods are 

not?
• How will you ensure you can see the whole and not get bogged down in details?

This blog provides a practical guideline for how to address Product Backlog Refinement empirically using the Goldilocks 
Principle. [0:07:00]

https://www.scrum.org/resources/blog/art-product-backlog-refinement

June 11, 2018, The Art of Product Backlog refinement, Stephanie Ockerman
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This blog debunks the myth that the entire Scrum Team must attend a refinement meeting by clarifying the purpose of 
refinement and providing alternative approaches and tips to increase effectiveness. [0:11:00]

https://www.scrum.org/resources/blog/myth-14-refinement-required-meeting-entire-scrum-team

June 8, 2018, Myth 14: Refinement is a required meeting for the entire Scrum Team, Barry Overeem

Scrum is intended as a simple, yet sufficient framework for complex product delivery. Scrum is not a one-size-fits-all solution, a 
silver bullet or a complete methodology. Instead, Scrum provides the minimal boundaries within which teams can self-organize 
to solve complex problems using an empirical approach. This simplicity is its greatest strength, but also the source of many 
misinterpretations and myths surrounding Scrum. In this series of posts we — your ‘mythbusters’ Christiaan Verwijs & Barry 
Overeem — will address the most common myths and misunderstandings. PS: The great visuals are by Thea Schukken. 
Check out the previous episodes here.
Myth: Refinement is a required meeting for the entire Scrum Team
Is “Product Backlog refinement” a recurring event in your Sprint schedule, happening on a fixed day during the Sprint? Is it 
something that developers slog to with lead in their shoes, mentally preparing themselves for another multi-hour required 
meeting where a few people talk and most people (pretend to) listen? If so, then this post is for you.
Product Backlog refinement is certainly an essential part of the Scrum Framework. But more often than not, it takes the form of 
a team passively sitting around a meeting table while a subset of the team discusses upcoming items in excruciating detail. 
Things are not helped by having to wait for that one member with the keyboard to enter everything in JIRA. When doing 
Product Backlog refinement like this, it is understandable that teams try to spend as little time on it as possible — which is one 
of the key reasons holding Scrum Teams back from becoming truly awesome.
In this post, we bust a myth that is at the heart of why refinement feels like a chore to many Scrum Teams: the belief that 
‘Product Backlog refinement’ should be done as one or more required ‘meetings’ that must be attended by everyone in the 
team. We also offer some alternative approaches that fit more naturally with the flow of development.
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This blog debunks the myth that the entire Scrum Team must attend a refinement meeting by clarifying the purpose of 
refinement and providing alternative approaches and tips to increase effectiveness. [0:11:00]

https://www.scrum.org/resources/blog/myth-14-refinement-required-meeting-entire-scrum-team

What does the Scrum Guide say?
The Scrum Guide describes Product Backlog refinement as the act of adding detail, estimates and order items in the Product 
Backlog. It goes on to describe that this is an ongoing collaboration between the Product Owner and the Development Team 
and that the Scrum Team as a whole decides how and when to do this.
The Scrum Guide prescribes five required, time-boxed events that happen on prescribed moments during the Sprint: the Sprint 
Planning at the start of the Sprint to select what the team will work on, the Daily Scrum to synchronize work every 24 hours, 
and the Sprint Review and the Sprint Retrospective at the end of the Sprint to inspect the results from the Sprint and the way 
the team collaborated during the Sprint, respectively. The fifth event is the Sprint itself.
So the Scrum Guide is quite clear; refinement is not an event in Scrum. This may appear like mere wordplay. But it does have 
a significant impact on how it is done in the real world. The guide emphasizes that Product Backlog Refinement is something 
that Development Teams do as a natural part of development. It is not something that necessarily happens at a fixed moment 
during the Sprint where the entire Scrum Team has to attend. Yet, this subtle distinction is sometimes lost and is one of the 
reasons why Product Backlog Refinement has become a chore for many Scrum Teams.
Before jumping into alternatives, lets first explore the purpose of Product Backlog refinement in a bit more detail.

June 8, 2018, Myth 14: Refinement is a required meeting for the entire Scrum Team, Barry Overeem
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This blog debunks the myth that the entire Scrum Team must attend a refinement meeting by clarifying the purpose of 
refinement and providing alternative approaches and tips to increase effectiveness. [0:11:00]

https://www.scrum.org/resources/blog/myth-14-refinement-required-meeting-entire-scrum-team

The purpose of Product Backlog refinement in Scrum
Scrum is built on the observation that product development is complex. Because of this complexity, better insights and ideas 
will emerge as we’re doing the work. This means that even the near future is difficult to predict. Scrum provides a lightweight 
framework for allowing this learning to happen as quickly as possible without losing the focus needed for solving complex 
problems.
“Scrum provides a lightweight framework for allowing learning to happen as quickly as possible 
without losing the focus needed for solving complex problems.”
The Product Backlog captures all the work needed for the product that we know of at this time. Some items will be small and 
clear enough to complete within a single Sprint. While other items will be too big, too unclear or both. To maximize what we can 
learn (e.g. from feedback from stakeholders and by simply doing the work) and to reduce the risk of building the wrong product, 
we want to break down and clarify items to the point where we are fairly confident that we can complete them within a Sprint.
It may be tempting to go ahead and break down all the work on the Product Backlog to make it fit within a Sprint. But a much 
better use of our time is to break down and clarify only those items that we’re about to start work on (say next Sprint or one 
soon after). The time spent on items further down the Product Backlog is largely wasted as we are bound to learn things that 
change our views on how to implement them or make them irrelevant altogether.
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This blog debunks the myth that the entire Scrum Team must attend a refinement meeting by clarifying the purpose of 
refinement and providing alternative approaches and tips to increase effectiveness. [0:11:00]

https://www.scrum.org/resources/blog/myth-14-refinement-required-meeting-entire-scrum-team

June 8, 2018, Myth 14: Refinement is a required meeting for the entire Scrum Team, Barry Overeem
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This blog debunks the myth that the entire Scrum Team must attend a refinement meeting by clarifying the purpose of 
refinement and providing alternative approaches and tips to increase effectiveness. [0:11:00]

https://www.scrum.org/resources/blog/myth-14-refinement-required-meeting-entire-scrum-team

As an activity, Product Backlog refinement has the following purposes in Scrum:
• Clarifying items on the Product Backlog that are too unclear to start work on. This is preferably done directly with the 

people you’re building the items for (the stakeholders);
• Breaking down items that are too big to pull into a Sprint (which generally also means that they’re too unclear);
• Re-ordering the Product Backlog as needed to make the upcoming Sprints as smooth and valuable as possible;
• Adding or removing items from the Product Backlog as new insights emerge;
• Estimating the effort involved in implementing particular items. This does not have to be as ‘formal’ as assigning story 

points (an optional practice in Scrum), T-shirt sizes or whatever sizing technique you use. A gut feeling (“Yeah, we 
know well enough what needs to be done and it feels doable in a Sprint”) is fine too;

Items on a Product Backlog are essentially reminders of “conversations that we will need to have in the future”. Refinement 
is simply the ongoing process of having those conversations. Sometimes this means talking with stakeholders about some 
item that may be part of the next Sprint, while at other times it can be an item that is part of the current Sprint. But instead 
of this series of conversations that naturally flow from development, for too many teams it has taken the form of a 
formalized meeting taking place (only) during a Sprint.
“Items on a Product Backlog are essentially reminders of conversations that we will need to have 
in the future.”

June 8, 2018, Myth 14: Refinement is a required meeting for the entire Scrum Team, Barry Overeem
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This blog debunks the myth that the entire Scrum Team must attend a refinement meeting by clarifying the purpose of 
refinement and providing alternative approaches and tips to increase effectiveness. [0:11:00]

https://www.scrum.org/resources/blog/myth-14-refinement-required-meeting-entire-scrum-team

Try the converge-diverge pattern
For many organizations, ‘meetings’ have become the de-facto standard to integrate and exchange information within teams 
and make decisions. In a meeting, we bring as many minds into the room as we can for a given amount of time to achieve a 
purpose. The assumption here is that this is the best (or even the only) way to tap into the wisdom and creativity of teams and 
to share knowledge. However:

• Not all activities related to refinement are ideally suited to do with the whole team. The breaking down or clarification of 
items, for example, can be done by varying subgroups in the team that then converge back to the team;

• Breaking down items is often a complex activity requiring significant creativity and time to think things through. As most 
developers will recognize, refinement can also take place during lunch conversations or cycling to work. Meetings are often not 
the best environment to do this kind of heavy mental weight-lifting;

• There is a natural flow to development during a Sprint. We want to break this flow as infrequently as possible, which is 
also why the Scrum Guide prescribes only four required events during a Sprint. This minimizes the need for other whole-team 
events;

• Sitting down around a conference table in a meeting room is not a very engaging way of doing complex work;
We believe that many teams can benefit from a Diverge-Converge Pattern. As a team, decide which items need to be clarified 
or broken down and who wants/needs to be involved. The smaller groups then do this work during the Sprint or during 
‘Breakouts’ (Diverge) and share their results with the Scrum Team at a later moment during the Sprint to decide on next steps 
together (Converge). Other activities, like estimation or re-ordering of the Product Backlog can then be done together based on 
what was learned during refinement. Multiple Diverge-Converge cycles can happen during a Sprint, depending on the 
complexity of what needs to be refined.
“We believe that many teams can benefit from a Diverge-Converge Pattern to refinement.”
Whatever you do, make sure that refinement remains a collective effort of the team. Although not everyone has to do it at the 
same time, everyone should be involved in it. Having only the analysts or lead developers do refinement is a powerful anti-
pattern as it fails to tap into the wisdom of the entire team.

June 8, 2018, Myth 14: Refinement is a required meeting for the entire Scrum Team, Barry Overeem
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This blog debunks the myth that the entire Scrum Team must attend a refinement meeting by clarifying the purpose of 
refinement and providing alternative approaches and tips to increase effectiveness. [0:11:00]

https://www.scrum.org/resources/blog/myth-14-refinement-required-meeting-entire-scrum-team

More tips to refine work differently
Rather than spending hours around a table, refinement is an excellent opportunity for the Scrum Master to help the team find different ways to 
do this:

• Invite the Scrum Team to form smaller groups that take responsibility for the refinement of particular items during the upcoming Sprint. Let 
them decide how and when to do this, collaborating with the Product Owner and stakeholders where necessary. Schedule moments where the 
pairs share their ideas and insights with the Scrum Team and gather feedback;

• Don’t use tools (like JIRA) during refinement. It’s a huge drain of energy and creativity if people have to wait for that one person with the 
keyboard to complete typing in a new item. Instead, refine work with post-its or drawings and ask the team to enter it into the tool afterwards. If 
you really need to use tools during refinement, make sure that everyone has access to it and can work in it collaboratively;

• Combine Liberating Structures or other facilitation techniques to turn boring refinement sessions into highly interactive sessions where 
everyone is fully engaged. If you’re breaking down challenging items, invite people to draw the problem. Use 1–2–4-ALL to quickly identify 
potential strategies or Troika Consulting to give and get help. Use supporting material, like our sheet with 10 potential strategies for breaking 
down work;

• Invite stakeholders to participate in refinement where needed. In order to clarify upcoming work and to build the right product, you will 
certainly need their perspective and knowledge;

• Invite team members to decide for themselves if they want to join meetings where the purpose is to break down specific items. Have them 
determine if they can contribute something to the conversation. If this results in nobody showing up, you have a good topic for the upcoming 
Sprint Retrospective;

• Experiment with what works for your team. For some teams, doing refinement together is the best way. For others, the above solutions 
may be more helpful. It depends on the size and maturity of the team and its members and the complexity of the domain;

• When using a physical Product Backlog you can easily add information that is relevant for refinement. For example: add stickers with a 
question mark to items that need clarification. Write exclamation marks on items that might become a risk or are important items to refine.

• Instead of doing refinement during a meeting, go for a walk outside and use your walk to break down work with your team or subgroup;
Closing
In this post we busted the myth that Product Backlog refinement should be done as one or more required ‘meetings’ that must be attended by 
everyone in the team. We clarified the purpose of refinement in Scrum, offered alternative approaches to do refinement and provided some tips 
to increase the effectiveness.
What’s your opinion about this myth? Feel free to share any other ideas to improve refinement, we’re always eager to learn from you as well!

June 8, 2018, Myth 14: Refinement is a required meeting for the entire Scrum Team, Barry Overeem

http://www.brandsetter.fr
http://gamestorming.com/draw-the-problem/
http://www.liberatingstructures.com/1-1-2-4-all/
http://www.liberatingstructures.com/8-troika-consulting/
https://medium.com/the-liberators/10-powerful-strategies-for-breaking-down-user-stories-in-scrum-with-cheatsheet-2cd9aae7d0eb


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Managing Products with agility Product backlog management

This blog addresses the potential repercussions of an un-refined Product Backlog and what it means to be 'ready'. [0:06:30]

https://www.scrum.org/resources/blog/if-your-backlog-not-refined-then-you-are-doing-it-wrong

Most Scrum Teams that I encounter don’t do refinement of their Product Backlog and try to work on things that they don’t 
understand correctly. However, if you get to the Sprint Planning Event and your backlog is not ready, then you are doing it 
wrong. If what you build is not of good quality then you should read about Defenition of Done.
If you get to the Sprint Planning event and your Product Backlog Items for the next Sprint are not already of a size that can 
fit into the Sprint and fully understood by the Development Team, then you are doing it wrong. You are heading for the rocks 
from the start, and you have no map of the shallows to prevent it.
Although the Scrum Guide does not define Refinement as an Event, you should be doing it. You can come up with your 
Refinement event(s), or refine ad-hoc. Whatever you chose there is a simple measure of success. If your Development 
Team looks at something within the next 2 Sprints on the backlog and they don’t understand it, then you have work to do.

If you find that you can't quite get things to fit and have to stagger iterations, or you are just not able to deliver at all, then a 
lack of refinement is usually at fault.

What does ready mean for a Product Backlog?
If the Development Team does not understand the things that they are being asked to do how could they possibly agree 
that the items can fit in a Sprint? You will often find teams that don’t do refinement confused as to why they cant get 
everything done in a Sprint. While we accept that in an empirical process like Scrum that we, know less up front than we 
discover as we go, merely taking a guess and hoping for the best is decidedly unprofessional.

January 9, 2018, If your backlog is not refined then you are doing it wrong, Martin Hinshelwood
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This blog addresses the potential repercussions of an un-refined Product Backlog and what it means to be 'ready'. [0:06:30]
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"The number of items selected from the Product Backlog for the Sprint is solely up to the 
Development Team. Only the Development Team can assess what it can accomplish over the 
upcoming Sprint."
-ScrumGuides.org
While we don’t need a definition of ready, we do need a working agreement between the Product Owner and the Development 
Team. If you are following Scrum, then the Development Team are the ones selecting for the Sprint, and they are the only ones 
that can decide what they can do. The Development Team should be empowered to refuse to take items from the backlog that 
either they do not understand, or are too big to be completed in a single sprint. In general, I would expect that a team take at 
least ten items into their Sprint, so they need to be sized appropriately.
Ready Backlog just means that the Development Team can select it with confidence.

How do you refine your backlog?
Refinement is not an explicit event in the Scrum Guide because it is something that can be different depending on the Product, 
Domain, or Technology. If you were to ask how much refinement you should do then the answer is "as much as you need and 
no more". Too much Refinement is waste, as it too little.
"Product Backlog refinement is the act of adding detail, estimates, and order to items in the Product 
Backlog. This is an ongoing process in which the Product Owner and the Development Team 
collaborate on the details of Product Backlog items. During Product Backlog refinement, items are 
reviewed and revised. The Scrum Team decides how and when refinement is done. Refinement 
usually consumes no more than 10% of the capacity of the Development Team. However, Product 
Backlog items can be updated at any time by the Product Owner or at the Product Owner’s 
discretion."
-Scrum Guide

January 9, 2018, If your backlog is not refined then you are doing it wrong, Martin Hinshelwood
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This blog addresses the potential repercussions of an un-refined Product Backlog and what it means to be 'ready'. [0:06:30]
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In the Scrum Guide there is the guide that it usually takes not more than 10% of a Development Teams time, and for a two-
week sprint, this is reflective of a whole day per Development Team member. 10% may seem like a lot, but not only is it 
necessary it is a maximum guide and not a minimum. I have found that many teams that were not doing refinement in the past 
may need considerably more time to get their backlog into some semblance of order. Once it is in order, you are only 
maintaining a rolling two Sprint projection of what you might achieve.
I usually run at least the first refinement as a guided workshop. Run one before a Sprint Planning and most teams will see the 
value by the end of the next Sprint. For the Workshop, I get the Scrum Team (Product Owner, Development Team, & Scrum 
Master) into a room with any necessary subject matter experts and we merely open the existing backlog. Start at the top and 
ask the Product Owner if this is the next most important thing? If not, find something that is. Then have the Product Owner read 
and explain it.
Any time the PO deviates from the text that is in the Backlog Item, or adds more information, stop and have someone add that 
info to the Backlog Item. Ask the Development Team to estimate the item (will or will not fit is fine too as in #noestimates), 
"Does this look like it can fit with nine other friends into a single Sprint?". If the answer is no, then you get to work breaking it 
down, reordering in the Product Backlog, and start refining again. You continue this process until the Development Team 
agrees that there is enough backlog refined for the next 2 Sprints.
This enables your Product Owner to be able to plan future releases and your Development Team to create an execution plan 
for the current one.

How do you monitor your refinement effectiveness?
During the Sprint Planning event, your Development Team should be able to quickly select a least 10 Product Backlog Items 
that go towards the chosen Sprint Goal and agree that they fit. If you can do this, and most of the time you get most (not all) of 
the Items delivered, then you are probably doing enough refinement. If you can't, then you need to focus a little more on 
Refinement and making your Product Backlog Ready.
If at your Sprint Review the Product Owner is always wanting to reject that Backlog Items are complete then there is unlikely to 
be enough refinement for the Development Team to understand what they are expected to do.

January 9, 2018, If your backlog is not refined then you are doing it wrong, Martin Hinshelwood
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https://www.scrum.org/resources/blog/better-way-staggered-iterations-delivery

December 10, 2017, A better way than staggered iterations for delivery
 Martin Hinshelwood

This blog dives into the problem of staggered iterations and provides some suggested solutions targeted at increasing value 
delivery and quality. [0:08:00]

There is a better way than staggered iterations for delivery that will keep you on the path to agility. Staggered iterations 
lead to more technical debt and lower quality software.
The expected result of staggered iterations would be an increase in rework and in technical debt. If you are moving from 
a 4-year iterative process to a 4-month one you will see the value, but your process will be opaque and will only reduce 
your ability to deliver working software.
Yes, your cycle time will be reduced, but you can do so much better. Move all requirements for shipping your software 
into your Sprint. If you need testing then it needs to be inside of the Sprint. A general rule is that:
If you need to validate something outside of the Sprint; User Acceptance, Security audit, 
regulatory aproval; Then you need to make sure that all of the work required to pass that outside 
validation is doing inside of the Sprint, with no further work required from the development team.
-Martin Hinshelwood
For example, this means that if you have 6 weeks of animal trials, followed by 6 weeks of human trials to validsate that 
your pacemaker firmware is good, you cant have those things happen inside of every 2 weeks Sprint. Instead, focus on 
what you can do to make those things pass. If they don't pass then do a full route-cause-analysis and bring that new 
information to your Sprint Retrospective and make sure you put measures in place to make sure it does not happen 
again.

http://www.brandsetter.fr
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A better way than staggered iterations for delivery
I have seen many companies that are trying to move towards greater agility get trapped in the past by creating artificial silos 
based on skills. They believe that by creating a timbox for planning, development and testing that we can get closer to agility 
and move away from our traditional models. Unfortunately the actual result is to enshrine that traditional staged model and 
step sideways on the path to agility, not forwards. In many cases, it can be a significant step backward that will take many 
painful years to rectify.

https://www.scrum.org/resources/blog/better-way-staggered-iterations-delivery

December 10, 2017, A better way than staggered iterations for delivery
 Martin Hinshelwood

This blog dives into the problem of staggered iterations and provides some suggested solutions targeted at increasing value 
delivery and quality. [0:08:00]

Business Strategy
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Figure: Example of staggered iterations for delivery
I have heard this called many things. Water-Scrum-fall or maybe Scrummerfall but whatever you call it the reality is that this is 
just small waterfalls and in the case above not really that small at all. This is often how organisations respond when they are 
told to "do agile" and they end up figuring out how to not really change, and do the same thing that they have always done.
This is not the action of a Professional Scrum Team, but that of, at best amateurs and at worst cowboys.

The problem with staggered iterations for delivery
In the diagram above we have an 18 week cycle from inception to delivery. That’s more than 4 months between ideation and 
delivery with a lag of 2 months to even get feedback with a 2 month lag for all subsequent feedback. Worse this is the most 
expensive kind of feedback as the Coding and Testing teams have already moved on from the thing that is getting feedback 
and the result of that feedback will be more expensive to implement. Indeed worse yet if QA finds something that needs fixed 
we have maximised not only the cost to fix but the mean time to repair as the developers have moved on. And what do they do 
with that feedback? How is it prioritised? Do they quit what they are doing immediately and fix the previous iteration or do they 
wait until after they deliver this one? What if they are blocking QA? Does QA sit around till the end of the iteration after the one 
they reported the problem in?

Who is naked Agility Limited - Martin Hinshelwood
Martin Hinshelwood believes that every company deserves high-quality software delivered on a regular cadence that meets its 
customer's needs. His goal is to help you reduce your cycle time, improve your time to market, and minimise any organisational 
friction in achieving your goals. Martin is the Founder/CEO of naked Agility Limited and is both a Professional Scrum Trainer 
and a Microsoft MVP: Visual Studio and Development Technologies. He has been delivering software since 2000 and has been 
Consulting, Coaching, and Training in DevOps & Agility with Visual Studio, Azure, Team Services, and Scrum since 2010. You 
can reach Martin on hello@nkdagility.com.
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The solutions to staggered iterations for delivery
We need to foster teams over individuals and make those teams responsible for the delivery of working software. To get that we need cross-
functional teams that can turn ideas into that working software. And we need to do it often.

• Cross-functional teams – We need to have everyone on the Development Team that is required to turn the Backlog Item into working 
software. If you were a property developer you would have access to joiners, plumbers, plasterers and electricians. You would create a team of 
individuals that was sufficient to complete the daily work on site with experts on hand as needed. This is the same process for a Development 
Team. You should have all of the skills that you require on each team to turn the forecast backlog items into working software each  and every 
iteration. Have experts on hand for those tricky items but minimise the dependency that you have on them. 

• Asynchronous development -  Ideally you want all of the disciplines that you need to complete each backlog item to work together to 
deliver the software. This is more than handing off between disciplines but moving towards everyone always working at any point in time. This 
is a hard one to achieve but is the responsibility of the team to figure out how; To achieve asynchronous development you will need a modern 
source control system.

• Test first – Test first is about not doing any work unless there is a measurable test that elicits that work. Creating tests from acceptance 
criteria will make sure that your team is working on and understands the next most relevant thing to be worked on and that you have built what 
the customer wants. Additionally, creating unit tests before code will make sure that your coders are working on the most relevant problem, and 
that each line of code that they complete does exactly what they intended. The long term benefit of this is that we now have an executable 
specification that will result in an error if a future change breaks existing functionality. You are doing it wrong if you are not using test first.

• Working software each iteration – If you don’t create working software at the end of each iteration you have no way of knowing what 
really needs to be done to create a working increment. If you do four iterations of two weeks before you think about creating a working 
increment, how much work (re-work really) is left that you need to complete to really be done? To really have shippable quality? If you don’t 
have working software at the end of each iteration you are making sure that your business can’t ship out of band, no matter how much it wants 
to; Professional Scrum Teams build software that works.

• Quality Assurance requires no testing – If you consider that all testing is done as part of the sprint, then the only thing that needs to be 
done as part of the QA gate is to review the test results and coverage and determine sufficiency of those results and coverage. If you are 
taking more than four hours to QA two weeks of Development then I would suggest that the Development Teams work is not sufficient.

These things will all individually help and if you are doing all of them together your value delivery and quality should start to increase over time. 
Make sure that you focus on automating everything from the moment a Software Engineer checks in code, to it being continuously delivered to 
production. In the age of agility giving you a competitive advantage in whatever marketplace you are in, any manual work is a risk. 

Business Strategy

https://www.scrum.org/resources/blog/better-way-staggered-iterations-delivery

December 10, 2017, A better way than staggered iterations for delivery
 Martin Hinshelwood

This blog dives into the problem of staggered iterations and provides some suggested solutions targeted at increasing value 
delivery and quality. [0:08:00]

http://www.brandsetter.fr
https://nkdagility.com/getting-started-with-modern-source-control-system-and-devops/
https://nkdagility.com/getting-started-with-modern-source-control-system-and-devops/
https://nkdagility.com/you-are-doing-it-wrong-if-you-are-not-using-test-first/
https://nkdagility.com/professional-scrum-teams-build-software-works/
https://nkdagility.com/continuous-deliver-sprint/
https://nkdagility.com/continuous-deliver-sprint/


• réalisé par Sophie AUDIGUIER, Coach agile Brandsetter • www.brandsetter.fr 

Managing Products with agility Stakeholders & managers

This blog explores how Scrum Teams can help tap into the understanding of what matters to their customers most. [0:06:00]

https://www.scrum.org/resources/blog/3-key-tactics-scrum-teams-connect-customers

August 17, 2017, 3 Key Tactics for Scrum Teams to Connect With Customers!, Nagesh Sharma

People don't always think of dev teams handling customer needs. But, for a 
Scrum team to have success understanding the customer is key.
What is a company without customers?
The answer is one word:  "Nothing."
Most companies and Scrum teams fail to understand what it takes to connect with their customers, what they need, and what 
matters most to them. Companies and Scrum teams who develop this understanding are innovative and are able to maximize 
their customer satisfaction and create a meaningful relationship for both company and the customers.
In this article, we'll explore how Scrum teams can tap into the understanding of what matters to their customers most and 
create awesome products which customers love.
Author Marty Cagan shares some great ways of creating successful products and connecting with customers in the 
book Inspired. One such technique that caught my attention is "Product Discovery."
1. Product Discovery: 
This technique helps Scrum teams validate whether the product is feasible, usable, and valuable by defining and testing using 
an MVP.

1 Feasible: Development team must be capable of building it.
2 Usable: customers must be able to use it.
3 Valuable: the product itself must deliver value to customers, so they want to buy it.

Performing an MVP exercise is key to delivering successful products. This allows Scrum teams to explore the product 
feasibility and help them to decide which features to cut and which to leave in. Once a minimal product is chalked out, a 
prototype can be built and tested with actual users to validate if it is usable and valuable.

Practical Tip: I've found this story mapping exercise by Jeff Patton a great way to create MVP along with my Scrum team. This 
exercise requires great collaboration between all the roles in Scrum and it is fun too.
Author Bernadette Jiwa describes how to connect with customers by embracing empathy, relevance, and affinity. Below are 
two tactics that are inspired by her work mentioned in the book Meaningful.
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August 17, 2017, 3 Key Tactics for Scrum Teams to Connect With Customers!, Nagesh Sharma

2. Staying Relevant to Customers by Understanding What They Really Want
Does a great product guarantee great customer satisfaction?
Today's customers really want products or services that take care of their needs. So, it is key to understand customer behavior 
and gear the product or services towards this behavior.  In 2000, Google search results were limited to simple pages of text 
with links, but soon the developers realized that an image search was required to answer "the most popular search query" they 
had seen to date. As a result, Google image search came into existence on July 12, 2001. The success of "Google Images" 
reveals that it's about observing and understanding the customer's behavior and applying this knowledge to give a meaningful 
outcome that solves customer needs.
So, how can you deliver what customers want?
Putting yourself in the customer shoes and empathizing! With this information age and digital revolution, every company and 
Scrum team has a dozen opportunities to innovate and connect with their customers. However, innovation is often 
misunderstood as creating new, breakthrough products. It's really about designing stuff that matters to the people who use 
them.
Apple may seem like a company driven by design, but their true strength lies in its customer-driven business model. Most 
companies and Scrum teams assume that if they think their ideas sound great, their customer will, too. Apple provides a great 
example here. When the iPhone6 was launched, a release that prompted the automatic transfer of U2's album onto the iPhone 
and every iTunes user for free and there wasn't any option to delete it. Apple assumed that they were giving a generous gift to 
the users, but failed to empathize with the customers who mostly saw it as an intrusion. All great teams and companies have 
one common characteristic - they connect emotionally with their customers. Today's customers are no more passive; they want 
to engage with the Scrum teams as co-creators, partners, and community members.
Practical Tip: There are many tools that can be leveraged to explore what customers really want. One such tool that I used 
recently is "Value Proposition Canvas."

http://www.brandsetter.fr
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3. Understanding Customers' Perspectives and Creating a Story That Customers 
Can Connect WIth
Author Bernadette Jiwa describes in his book the "difference model" that focuses on six P's (Purpose, Principles, People, 
Personal, Perceptions, and Product) to create a story your customers can connect with. Understanding how customers actually 
use your products and services are key to tapping into their satisfaction. This means developing their perspective and how they 
see things based on their experiences, belief, and culture, by going beyond basic demographics, like gender, age, and income. 
You'll need to learn how they spend their time and what invisible problems they encounter day-in-and-day-out. But, thanks to 
the internet, and a few other technologies, it's a cinch to gather the data. One great way to do this is the creation of Personas. 
Roman Pichler says Personas are fictional characters that have a name and picture; relevant characteristics such as a role, 
activities, behaviors, and attitudes; and a goal, which is the problem that has to be addressed or the benefit that should be 
provided. Personas offer a great learning opportunity to capture the needs and wants of the users and customers.
Practical Tip: Create user personas to explore customers perspectives. An example persona template can be found here.
Summary:
I really like what Dave West said in his Keynote at Scrum Day Europe - Organizations need to move from where the customer 
was ancillary to the job that we do to where "the customer is central to the job that we do." We need to make a shift towards 
building teams that are more aligned with customers. Building great products is all about understanding the customers well - 
their perspectives and what they expect from the product by continuously engaging with them. Many companies put a lot of 
emphasis on collecting hard data and delivering features that customers want. However, what is also key is to collect soft data 
like feedback, stories, and even customer behavior.
What other ways have you explored to connect with your customers? I am sure you'll have many to share. I'd love to hear from 
you in comments.
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This blog dives deep into how Product Owners interact with their Stakeholders, and how they could improve. [0:13:00]
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Stakeholder Management
As a Product Owner, you are responsible for stakeholder management. It's important that you know your stakeholders, their 
interests, what they need from you and your Product and how they may be able to help you out as well! Stakeholders come in 
many different forms, they may be customers, users, managers, colleagues, etc. etc. and as a Product Owner, you need to 
manage them and collaborate with them effectively, in order to maximize the value of your Product. In this post, we'll cover 10 
tips about stakeholder management. In the blogs to follow, we'll also cover tips on the other aspects of Product Ownership. I 
hope you enjoy them!

10 Tips about Stakeholder Management:
1. Start saying 'no' to stakeholders
As a Product Owner, your job is to maximize value for your Product. This involves making choices and it's best to do a couple 
of things really well, instead of doing a a lot of things halfway. This is a hard job! It's a job in which you can't satisfy everyone. 
Imagine a product you use yourself (almost) every single day... Is this a Product with tons of features? Or is it a relatively 
simple Product, which does a couple of things really really well?
In order to maximize value for your customers and users, you as a Product Owner will have to make conscious decisions, 
especially about what not to do! So, start saying 'no' to stakeholders! There are many different ways and forms of saying 'no'. 
As a matter of fact, a colleague of mine and myself are writing a book on saying no, specifically for Product Owners! So keep 
your eyes open if you want to learn more about this! ;-)

https://www.scrum.org/resources/blog/10-tips-product-owners-stakeholder-management
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2. Stop treating all stakeholders equally
Many Product Owners are very busy people. They always got tons of work to do, like refinement sessions, Sprint Reviews, 
writing Product Backlog Items and of course, those stakeholders that take up soo much of your time! If you are one of these 
Product Owners, than this tip may be one for you: Stop treating all your stakeholders equally! I encounter a lot of Product 
Owners, who spend tons of time on managing all their stakeholders, and this is certainly not a bad thing! I believe it's very 
important to spend a significant amount of your time on your stakeholders! But... These stakeholders should be your most 
important stakeholders (like the customer and/or the Products users). In daily practices however, I encounter a lot of Product 
Owners who spend all their time on all their stakeholders. Everyone seems equally important to them. But I'm sorry... That is 
just not true! Not all stakeholders are equally important! Some have a high interest in the Product, others have a low interest... 
Some have a lot of power, others don't...  Some are you 'partners in crime', others are just interested in the impact of your 
Product on their department and people... So, you have to be more explicit about who your important, and not-so-important 
stakeholders are. In order to do so, create a Stakeholder Map for example. This may help you in spending/dividing your time 
amongst stakeholders in a more effective, efficient and smart way.
3. Stop managing stakeholders individually so much
In line with the previous tip, many Product Owners not only spend a lot of time on the 'wrong' stakeholders, but they also 
manage a lot of stakeholders individually, which costs loads of time! What I've done in the past and what I see some of the 
more effective Product Owners do, is to manage stakeholders in groups. For example: some Product Owners invite groups of 
users at regular 'demo' sessions (not be confused with the Sprint Review). In these demo sessions, the Product Owner / 
Development Team shows the new Products' features to a large group of people, sometimes even including some user/system 
training. These Product Owners invite other groups (such as the most important stakeholders) to the Sprint Review Events, in 
which they collaborate to decide on the next steps to be taken in order to maximize the Products' value. Then in the refinement 
meetings for example, they invite users, customers and other people to work out some new features, brainstorm on ideas and 
do market validation. So as you can see, you could easily save loads of time when you put your stakeholders together in the 
same room!

http://www.brandsetter.fr
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4. The customer is also a stakeholder
In many organizations 'the customer' seems to be someone who is 'scary'. I encounter a lot of Product Owners who are afraid 
to show a Product to customers which isn't 100% complete. They rather keep working on the Product for a longer period of 
time (whilst not getting feedback), instead of going out there and collaborating with customers. This is such a shame, since 
there are many customers and users out there who would love to collaborate more, in order to get Products that are actually 
valuable for them! For example, a couple of years ago ING Bank (in the Netherlands) released their first version of their mobile 
banking app to customers. This first version of the app only included a feature to gain insight in your payment bank account. 
Besides that, there was a feedback button. This functionality was all that was included in the first release, which was done to 
actual customers/users of the bank. By delivering this version, the bank got thousands and thousands of feedback responses 
from customers, which they used to develop the app further. So, don't be afraid for your customer(s)! Involve them in your 
Products' development process, and you'll be amazed!
5. Act as an owner to increase your mandate
Many starting Product Owners don't have a lot of mandate (yet). On the Product Owner maturity level (also see this blog), they 
are often a Scribe, Proxy or Business Representative. A lot of these Product Owners we meet, are complaining that they don't 
have any mandate, any power to make decisions or any freedom. But guess what? There is something you can do about this!

http://www.brandsetter.fr
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Alright sure. So 'Act as an owner to increase your mandate'. What does that mean? Well, we've coached many Product 
Owners who were continuously asking permission or consent from their stakeholders. They asked permission to develop a new 
feature, they asked permission to spend some time on resolving bugs/issues, the asked permission to spend time on reducing 
technical debt. I'm not saying there is anything wrong with including/involving your stakeholders! But if you want to really 
become an entrepreneurial Product Owner, you have to stop acting as a scribe and start acting as an owner! The way you 
present yourself to the stakeholders, the way you present your Product to them and the way you act (talk, behave, your 
appearance, etc.) determine the mandate that you get! So, if you start acting as the owner of the Product, taking responsibility, 
making a plan (your plan), showing that you love and care for the Product and your team, will help you in increasing your 
mandate. To put it differently: 'If you don't make a plan for yourself, you will become (and remain) part of someone else's plan!'
6. Make your own plan, instead of becoming part of someone else's plan
The sentence which we closed off tip five with, is also tip six! That's cool! So yeah, as a Product Owner, or as an 
entrepreneurial Product Owner, you don't want to become part of someone else's plan I hope! You want to create your own 
plan, build your Product and make it successful. In many organizations that are adopting 'Agility', I meet people who say that 
planning is impossible in Agile, so we're not doing it anymore. This of course is nonsense! Of course you can make a plan in an 
Agile environment! But the way we look at the plan is a bit different though!
Traditionally seen, we want to create a plan, which we next want to follow and when we are deviating from the plan, we want to 
manage things as exceptions or problems, in order to get back on track with the plan. The way we look at planning from a more 
Agile perspective, is that a plan is actually a plan to deviate from! It is a roadmap, a forecast, something that guides us for a 
(short) period of time, but it is not 'the holy grail'. It is not carved in stone. And it is not that we have the illusion that we can 
predict what is going to happen in the far away future. But still... We have to make a plan. Otherwise, how can someone 
possibly know what to do? How will we determine where to go next? We have to make our assumptions clear, get a shared 
understanding of the vision, strategy and roadmap, but we also must accept that the world changes around us. That we can't 
predict what will happen 3 months from now. But we do need a plan to deviate from!

http://www.brandsetter.fr
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7. Stop spending (so much) time on your least important stakeholders
This tip is a bit in line with tip 2, which was 'treating all stakeholders equally'. Many Product Owners I meet spend most of their 
time on their least important stakeholders. The least important stakeholders, are often the ones with little power and little 
interest in the Product. Often, these are groups of people that should mainly be 'monitored'. You have to keep an eye on them 
once in a while, to see if their power or interest hasn't changed and besides that, you may want to send them a newsletter, post 
an update on the intranet or something similar, but you most certainly don't want to spend the majority of your time on these 
stakeholders! In daily practice however, I do see a lot of Product Owners that aren't following this guideline, so I hope you will 
take advantage of this tip.
8. Know your stakeholders' interests by heart
For some Product Owners, this may be an open door. For a lot of Product Owners though, knowing your stakeholders interests 
by heart isn't top of mind. As  explained earlier, you have to manage your different stakeholders in different ways. You have to 
speak their language. What really helps in speaking their language, is if you know their interests. For example, if one of your 
stakeholders is responsible for the operations department, he or she probably won't be very interested in hearing about your 
new Product features. He or she may on the other hand be very interested in the impact of your new features on the straight-
through processing (STP) numbers, the expected impact on the Net Promoter Score (NPS) or maybe expected process-
efficiency gains. If you know your stakeholders' interests by heart, it makes it much easier to keep them updated, it makes it 
easier to speak their language and it probably saves you time as well talking to these stakeholders, when you know that 
matters to them.

http://www.brandsetter.fr
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9. Involve your Scrum Master / Agile Coach in stakeholder management
Managing stakeholders effectively may be rather challenging and complex from time to time. Especially with the more 'difficult' stakeholders. 
Although you as a Product Owner are responsible for stakeholder management, this doesn't mean you have to do it on your own! So, let your 
Scrum Master or Agile Coach support you! He or she can perfectly support you when you are getting a lot of questions about the development 
process, the way of working, why you're working Agile, etc. etc. Stakeholders (especially (senior) management) are often used to having 
'control'. And this is important for them, since they are often responsible for running a (part of the) business. Control is important, also in Agile 
environment! The way we get control however, is quite different in Agile environments. We often use other practices, tools and techniques than 
we are used to. For example, steering committees are often not needed in Agile environments anymore. But you can't just erase them without 
replacing this control mechanism with something else. So let your Scrum Master or Agile Coach support you and your stakeholders so that 
together, you can find new/other ways of remaining in control, whilst increasing your Agility!
10. Don't be a proxy between stakeholders and the Development Team
In tip 9, we just talked about being in control. Being in control is something that is often very important for starting Product Owners as well, just 
like for the stakeholders. What we see Product Owners do quite often, is that they start acting as a proxy, a gateway, the single point of entry, 
towards the Development Team. The Development Team isn't allowed to talk to stakeholders, customers and users. All communication in these 
teams is done via the Product Owner. This costs you massive amounts of time as a Product Owner and not to forget, it is also very ineffective 
and inefficient!
What we've seen more successful Product Owners do, is to support direct communication between stakeholders, customers, users, business 
people and the Development Team as much as possible. This is way more effective, since the Development Team can immediately embrace/
adapt to the feedback on the Product. Also, the Development Team gets to understand the users and the business much better. Besides all 
other advantages, it also saves you loads of time as a Product Owner, when you do not longer have to act as a carrier pigeon (in Dutch: stop 
met postduiven!).
One of the things that starting Product Owners are often afraid of, is that the development of the Product will go in all kinds of directions, but 
not the right one. You won't solve this problem by doing it all yourself. Instead, make very clear agreements with the team! Make sure they 
really understand the Product vision, the direction you want to go to, and what the next steps are to be taken. Provide them with a clear Sprint 
Goal, to give them focus. Make agreements on how much change the Development Team can embrace, before they have to get in touch with 
you. These kinds of actions and agreements will help you much more than doing everything yourself. And if something goes wrong, use the 
Sprint Retrospective with the team, to learn what went wrong and how things can be improved in the future.
So, these are the 10 tips for Product Owners on the topic of Stakeholder Management! I hope you enjoyed them and that they'll help you in 
becoming a better Product Owner!
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This video documents a 1-week experiment run by Nordstrom Innovation Labs and is focused on real-time customer feedback 
and value. [0:06:42]

https://www.youtube.com/watch?v=dS3sD96m8gc
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In this book, you will learn about the tools, techniques, and practices that managers need to thrive, and how successful 
organizations listen to customers. [7:00:00]

Digital technology is changing everything about business today. Why? 
Because it gives organizations the ability to build continuous two-way 
communication into every customer touch point. 
Most leaders and project teams think this is simply the evolution of “IT”—
leaving business management unchanged. This is not true. As this 
technology becomes embedded in literally every phase and process of our 
businesses, we need new organizational structures and management 
practices capable of leveraging these new capabilities.
Sense & Respond, How Successful Organizations Listen to Customers and 
Create New Products Continuously, from Harvard Business Press, describes 
the tools, techniques, and practices that managers need to thrive in this new 
world. 
Jeff Gothelf and Josh Seiden have been working with leading organizations 
that are inventing the tactics to respond to this sea change. In this book, they 
bring these revolutionary tactics to you. There's no other book out there 
addressing this and helping leaders understand what to do.
http://senseandrespond.co
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Test how well you handle uncertainty ?  
http://nymag.com/scienceofus/2015/12/this-quiz-shows-how-well-you-handle-uncertainty.html

Annexe
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