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About This eBook
ePUB is an open, industry-standard format for eBooks. However, support of ePUB and
its many features varies across reading devices and applications. Use your device or app
settings to customize the presentation to your liking. Settings that you can customize
often include font, font size, single or double column, landscape or portrait mode, and
figures that you can click or tap to enlarge. For additional information about the settings
and features on your reading device or app, visit the device manufacturer’s Web site.

Many titles include programming code or configuration examples. To optimize the
presentation of these elements, view the eBook in single-column, landscape mode and
adjust the font size to the smallest setting. In addition to presenting code and
configurations in the reflowable text format, we have included images of the code that
mimic the presentation found in the print book; therefore, where the reflowable format
may compromise the presentation of the code listing, you will see a “Click here to view
code image” link. Click the link to view the print-fidelity code image. To return to the
previous page viewed, click the Back button on your device or app.
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Foreword by Ken Schwaber
I created Scrum to improve the way in which I and others develop software. Scrum has
been refined over the last 27 years, mostly through the creation, publishing, and gentle
refinement of the Scrum Guide. Jeff Sutherland (the coauthor of Scrum) and I posted
Scrum, as precisely defined in the Scrum Guide, online so people can suggest
improvements. Over the years, we have refined Scrum based on these comments, making
Scrum easier to use and understand.

When I first used the phrase “Scrum Master,” many people became confused. Nobody
was mastering Scrum; we were all learning how to use it and how to augment it with
practices and tools so as to improve outcomes and to help team members use Scrum with
proper values, practices, artifacts (“Done” Increments), and roles—all working together
to achieve Scrum’s goals.

The Scrum Master’s job is to help the organization and the Scrum Team use Scrum
properly to improve their ability to deliver value. The Scrum Master has to help the team
members and people who are affected by Scrum (human resources, finance, etc.)
understand how they can operate optimally. Anyone on the Scrum Team can improve
their Scrum mastery; they can become better at using Scrum and empiricism to achieve
better results, to deliver more value, in complex domains. Anyone can become more
professional.

A professional is someone who works for money and follows the rules established for the
profession. Professionals act and work according to standards, where they exist (e.g.,
adhering to the rules set forth in the Scrum Guide). They also embrace and embody a set
of ethical principles established by their profession (e.g., the Scrum values of Focus,
Commitment, Openness, Respect, and Courage).

Sometimes the Scrum professional may be torn between two alternatives. In these
circumstances, the Agile Manifesto provides higher-level guidance:

Individuals and interactions over processes and tools

Working software over comprehensive documentation

Customer collaboration over contract negotiation

Responding to change over following a plan

Foreword by Ken Schwaber
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Scrum professionals do not redefine Scrum itself or “tailor” it to their organizations;
Scrum is Scrum. To create Increments of valuable Product and reach the desired
outcomes, they do add supporting and ancillary practices, including DevOps, Kanban,
and testing, reconciliation, and communication practices. Practices that distinguish Scrum
from other approaches to complex work include the following:

1. The team organizes work in short cycles.

2. Management doesn’t interrupt the team during a work cycle.

3. The team reports to the client, not to the manager.

4. The team estimates how much time and effort that work will take.

5. The team decides how much work it can do in an iteration.

6. The team decides how to do the iteration’s work.

7. The team measures its own performance.

8. The team defines work goals before each cycle starts.

9. The team defines work and desired outcomes through a progressively refined
description of outcomes (called the Product Backlog).

10. The team works to systematically and continuously improve and to remove
impediments.

Our job as Scrum professionals is to continually improve our ability to use Scrum to
deliver products and services that help customers achieve valuable outcomes. This book
will help you to improve your ability to apply Scrum. Its authors share their experiences
and advice, gathered from helping many clients and students learn and apply Scrum in
their organizations. I hope that it helps you in your own professional journey.

Scrum on!

—Ken Schwaber, co-creator of Scrum and founder of Scrum.org

Foreword by Ken Schwaber
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Foreword by Dave West
What is Professional Scrum?

There is no question that the world of work is becoming more complex. It’s not that
simple work is going away, but rather that much of this work will be replaced by
automation, algorithms, and robotics. Complex work is best defined as work that is
unknown—not just in terms of how we do it, but also in regard to the outcomes and
impacts of that work. Even when we have a clear outcome in mind, it is only after we
have delivered something that we appreciate that the impact of the change may be
different from the one we intended.

Scrum was developed to help us chart our way through a complex world. The framework
is simple yet powerful, providing a way to bring order and structure to complexity
through discovery and learning. But to be effective with Scrum requires something more
than just following the mechanics of the framework: It requires a professional attitude.

Ken Schwaber, the co-creator of Scrum, describes a professional as someone who works
for money and follows established rules for the profession. He also adds that to be a
professional means embracing a set of ethical standards. These standards both unify
members of a profession and define that profession to the outside world, as does the
Hippocratic Oath for the medical profession.

Building upon that model of professionalism, four additional elements are key to
achieving professionalism using the Scrum Framework:

Discipline. To be effective with Scrum requires discipline. You have to deliver to
gain learning; you have to do the mechanics of Scrum; you have to challenge your
preconceived ideas about your skills, role, and understanding of the problem; and
you have to work in a transparent and structured way. Discipline is hard and may at
times seem unfair as your work exposes problem after problem and your efforts seem
in vain.

Behaviors. The Scrum Values were introduced in the Scrum Guide in 2016 in
response to the need for a supporting culture that would enable Scrum to be
successful. The Scrum Values describe five simple ideas that when practiced
encourage an agile culture: Courage, Focus, Commitment, Respect, and Openness
describe behaviors that both Scrum Teams and the organizations they work within
should exhibit.

Foreword by Dave West
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Value. Scrum Teams work on problems that, when solved, deliver value to customers
and stakeholders. Teams work for a customer who rewards them for that work. But
the relationship is complex, because the problems are complex: Customers might not
know what they want, or the economics of the solution might be unclear, or the
quality and safety of the solution may be unknown. The job of a Professional Scrum
Team is, to the best of their ability, to do the right thing for all these parties by
delivering a solution that best meets their customers’ needs within the constraints that
have been placed on them. That requires transparency, respect for each other and for
customers, and a healthy dose of curiosity to uncover the truth.

Helping others. Scrum is a team sport, but one where each team is small. In
consequence, the team is often the underdog trying to solve problems that it barely
has the skills and experience to solve. To be effective, Professional Scrum Teams
must work with other members of their community to learn new skills and share
experiences. Helping to scale the agility of the community is not completely
altruistic, because the helpers often learn valuable things that they can bring back to
help their own teams. Professional Scrum encourages people to form professional
networks in which ideas and experiences that help teams can be exchanged.

Merely describing Professional Scrum does very little to help you realize those ideas in
your organization or on your product. That is where Stephanie and Simon’s book comes
in: It is a support book for Professional Scrum. It takes the Core Scrum Framework and
puts it in the context of professionalism, describing why many of these ideas make sense
and how they have evolved from different disciplines and concepts. Whether you read it
from cover to cover or dip into a particular section for specific guidance, it provides
practical advice for how you can master Scrum and become more professional. And that
journey is long and never ends.

Good luck, and enjoy the ride.

—Dave West, CEO and Product Owner Scrum.org

Foreword by Dave West
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Introduction
We live in a world in which the only certainty is uncertainty. As the world becomes more
interconnected and interdependent, it also becomes more complex. And it’s changing
rapidly: New customers and competitors can appear, evolve, and disappear before we
have a chance to respond. Technology is constantly changing, new political realities can
create new regulatory and legal requirements to meet, and malicious hackers seem to
learn faster than our ability to thwart them.

In response to this uncertainty, we accept the fact that we cannot predict the future. The
best we can do is to act intentionally, taking small steps forward, embracing uncertainty,
embracing empiricism, and using feedback loops to learn. This is the heart of agility and
the foundation of Scrum: planning in small increments, delivering a working Product
Increment, inspecting the result, and adapting, repeatedly and with complete
transparency. But for agility to work, it must be pursued with professionalism.

Evidence of a lack of professionalism is everywhere: from the order that arrives with the
wrong items, to the phone app that won’t work, to the reports of security breaches that
expose our private information to unauthorized parties. It manifests itself in projects that
spiral out of control, costing millions of dollars while delivering nothing of value. It also
manifests itself in personal terms: valuable working years wasted without developing new
skills or opening up new opportunities. It undermines trust and damages working
relationships. Anyone who has worked in product development has experienced at least
some of its symptoms:

Lack of transparency with respect to progress, quality, and outcomes

Promising false certainty and avoiding open and honest conversations about
complexity and risk

Cutting quality to save money or time

Avoiding accountability

Delivering products that do not achieve acceptable quality so as to hit a delivery date

Ignoring new information and carrying on with the plan

Scrum Provides a Way Forward, If Pursued With Professionalism

Introduction
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Scrum is an empirical approach to delivering products in a complex and uncertain world.
While Scrum is widely adopted, a lot of it is not very professional. As Scrum co-founder
Ken Schwaber observes, “Scrum is simple to understand, yet difficult to master.”1

Among the various teams and organizations that are actually doing Scrum, many are
simply going through the motions. We call this “mechanical Scrum.” Such teams use
Scrum terminology without understanding the intent behind it or exhibiting the discipline
that Scrum requires.

1. www.scrumguides.com

This book aims to dispel the myths, correct misunderstandings, and help organizations to
use Scrum to deliver high-quality products and experiences for their customers. In short,
it aims to help organizations apply Scrum while achieving professionalism.

Who Should Read This Book

This book is intended for people who have a working knowledge of Scrum, who may be
doing many things right but want to improve. You may be a Scrum Master, but you could
also be a Development Team member or a Product Owner. The important thing is that
you want to, and need to, improve. If you want to learn about Scrum, we suggest you
start with the Scrum Guide, a class about Scrum, or one of the many excellent
introductory books on the subject.2

2. To find a class, see https://www.scrum.org/courses. If you’re looking for a concise
book about Scrum, we recommend Scrum: A Pocket Guide by Gunther Verheyen (Van
Haren Publishing, 2013).

How This Book is Organized

Our intent in writing this book was to provide you with a virtual Scrum Coach to assist
you on your journey, helping you face challenges with transparency and courage, and
introducing you to new approaches that will help you to master Scrum, exhibit
professionalism, and enable business agility. We don’t have all the answers, but we will
provide tools that you can use to find your own answers to your unique challenges.

To simplify the journey toward Scrum mastery, we have designed an approach for
Professional Scrum that synthesizes what we have learned and provides a compass to
help you navigate during your own journey. This approach is based on our experience as

Introduction
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practitioners, Professional Scrum Trainers, and our learnings from the wider Scrum.org
community. Where you start on your journey is up to you.

Each chapter focuses on a particular set of challenges:

Chapter 1: Continuously Improving Your Scrum Practice provides a way of
taking stock of your current practices, supported by the self-assessment in Appendix
A, with an eye toward identifying areas for improvement.

Chapter 2: Creating a Strong Team Foundation helps you understand how your
team works together, identify areas for improvement, and use appropriate techniques
to improve the team’s composition and way of working.

Chapter 3: Delivering “Done” Product Increments explains why “Done” is the
most critical concept in Scrum and why “undone” work is a sign that something is
terribly wrong and needs to be fixed.

Chapter 4: Improving Value Delivered focuses on measuring the value delivered
by your “Done” Product Increment and provides practices to improve the value you
deliver over time.

Chapter 5: Improving Planning helps you improve the way that you decide what
work you’re going to do and focus on delivering high-value Product Increments while
eliminating “undone” work.

Chapter 6: Helping Scrum Teams Develop and Improve reveals the barriers that a
team might face in delivering “Done” Product Increments and suggests strategies to
overcome them.

Chapter 7: Leveraging the Organization to Improve considers how organizational
impediments can limit a team’s ability to deliver and addresses what you can do to
overcome those obstacles.

Chapter 8: Conclusion and What’s Next provides a look back at the journey
you’ve been on in this book and suggests some ways to continue your journey.

Appendix A: A Self-Assessment for Understanding Where You Are provides a
means for assessing your current Scrum practices.

Appendix B: Common Misconceptions About Scrum describes and corrects
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common misunderstandings about what Scrum is and what it isn’t.

Call to Action

As you continue forward, we encourage you to start some powerful and productive
conversations, which will help you get the most out of this book. First, you should reflect
on where you are now and where you want to go. Remember to ask for different
perspectives while identifying common goals. Here are some questions to get you started:

1. What does business agility mean to our organization? How does that relate to our
mission? What benefits do we expect to see as an organization? What will it look like
when we achieve our vision for agility? How will it feel different?

2. What does business agility mean to our team? What benefits do we expect to see?
Which data can we use to understand agility at the team level and product level?

3. How does business agility relate to the product vision?

4. How soon can we get a return on investment (ROI)? What more do we want?

5. How much flexibility and control does our business have in making investment
decisions? What more is needed?

6. How quickly can we take advantage of opportunities and respond to risks? What
more do we want?

7. How do we demonstrate professionalism as a team? How do the organization’s values
and behaviors relate to professionalism?

8. What are some examples of unprofessional behavior that we have seen (or
participated in) within our organization?

Register your copy of Mastering Professional Scrum on the InformIT site for convenient
access to updates and/or corrections as they become available. To start the registration
process, go to informit. com/register and log in or create an account. Enter the product
ISBN (9780134841526) and click Submit. Look on the Registered Products tab for an
Access Bonus Content link next to this product, and follow that link to access any
available bonus materials. If you would like to be notified of exclusive offers on new
editions and updates, please check the box to receive email from us.
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1. Continuously Improving Your Scrum Practice
Scrum is a lightweight framework that helps teams create valuable releasable products
frequently. The rules that exist for Scrum practice are important to ensure transparency,
to enable effective inspecting and adapting, to reduce waste, and to enable business
agility.1

1 To learn more about Scrum, see https://www.scrum.org/resources/what-is-scrum.

No matter how experienced, every team can improve its ability to inspect and adapt to
deliver valuable Product Increments. Customers are continually evolving, and their needs
are constantly changing. Competitors are continually evolving and adapting as well.
Likewise, technologies are constantly changing, enabling new capabilities while also
creating new challenges to overcome. New team members bring new skills and insights
but may change the dynamics of the team. Meeting these challenges means not only
mastering the delivery of great products by using empiricism, but also inspecting,
adapting, and improving the Scrum Team’s capabilities.

Focus on Seven Key Areas to Improve Your Scrum Practice

To help you and your teams improve, we have broken the problem down into seven key
improvements:

An agile mindset

Empiricism

Teamwork

Team process

Team identity

Product value

Organization

An Agile Mindset

1. Continuously Improving Your Scrum Practice
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An agile mindset is essential to improving the attitudes and outlooks held by the members
of a Scrum Team, shaping how they interpret the world and how they work with each
other and the world at large. When we talk about an agile mindset, we include the Scrum
values,2 the values and principles from the Manifesto for Agile Software Development,3

and Lean Principles.4 These values and principles guide the decisions that a Scrum Team
makes, and they directly affect the effectiveness of that team in collaborating while using
an empirical process to deliver valuable Product Increments.

2 www.scrumguides.org

3 agilemanifesto.org

4 See Mary Poppendieck and Tom Poppendieck, Lean Software Development: An Agile
Toolkit (Boston: Addison-Wesley, 2003).

Delivering value in a complex world means that there are few rules and no “best
practices” that a team can apply. Instead, team members are guided by an agile mindset
to make decisions based on the best data available to them.

Empiricism Is at the Heart of Scrum

Scrum is designed to enable empiricism. Embracing empiricism improves transparency,
inspection, and adaptation. Understanding these three pillars of any empirical process is
essential for a Scrum Team to improve its ability to deliver valuable Product Increments.

Transparency means that the Scrum Team has a full understanding of what’s going
on; all aspects of the process that affect outcomes are visible to them. Transparency
helps them understand which features and functions are planned for the product, how
the Scrum Team is progressing toward its goals, and what value customers receive
when they use the product.

Inspection means that the Scrum Team is able, at frequent intervals, to observe
results and learn from new information. Team members actively seek information
about both achievements and shortfalls from desired outcomes and goals.

Adaptation means that the Scrum Team, at frequent intervals, uses information
obtained from inspection to change its strategy, plans, techniques, and behaviors to
realign them with the desired outcomes and goals.

1. Continuously Improving Your Scrum Practice
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The Scrum Framework provides a set of lightweight rules that help a Scrum Team to
achieve a minimal level of empiricism:

Time-boxes help a Scrum Team create empirical feedback loops.

By producing a “Done” Increment at least once during a Sprint, a Scrum Team
enables transparency that allows them to validate their assumptions about value.

To truly maximize the benefits of Scrum, Scrum Teams must increase the breadth
(quantity) and depth (quality) of their empiricism. For example:

By increasing transparency into how they do their work, they are able to identify
improvements in their processes, tools, and interactions.

By increasing transparency into the value that customers realize from using the
product, they gain deeper insights into how they can improve the product.

By increasing their frequency of collaboration during the day, beyond just the Daily
Scrum, they can identify and resolve issues sooner, thereby improving their flow of
work.

By collaborating with the Product Owner as the work is being done, they can
increase the speed with which they are able to improve the product.

Mastering Scrum Means Improving Teamwork

To make empiricism work, Scrum Teams need to collaborate to deliver valuable solutions
to complex problems, then measure the results, and subsequently adapt based on
feedback. An effective Scrum Team is:

Cross-functional. A cross-functional team has all of the skills needed to accomplish
the goal. This reduces the risk caused by dependencies outside the team, including
potential waste from partially done work. “Cross-functional” does not mean that
every person needs to be able to perform every activity. Instead, a team must figure
out the combination of skills and how to spread the skills among the team to reduce
waste, improve innovation and quality, and adapt to changing needs.

Self-organizing. A self-organizing team determines what it can accomplish and how
team members will work together to accomplish it. To ensure accountability, the first

1. Continuously Improving Your Scrum Practice
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step is for a team to feel ownership of the work. Members need to be trusted as the
experts and allowed to experiment, try new things, and change direction—all in the
service of value delivery.

Collaborative. To harness the power of collective intelligence, a self-organizing,
cross-functional team must break down silos to gain the benefits of collaboration.
Working in silos makes it challenging to innovate or even to simply deliver something
of value to a customer quickly. Handoffs create gaps in understanding, delays, and
other waste.

Stable. A self-organizing, cross-functional, collaborative team is more than a
collection of individuals; it is an entirely new entity made up of people who
themselves are wonderfully complex creatures. It takes time and conscious effort to
bring a group of individuals together to form a cohesive team that is able to
continuously evolve in terms of who it is and how it works. Without stability, the
team never completely forms, and its sponsoring organization never truly reaps the
benefits of a high-performing team. This does not mean that team composition should
never change, only that when it does it will take time and conscious effort to help the
individuals work as a team again.

Every Scrum Team Must Focus on Improving the Value That Its Product Delivers

The purpose of a Scrum Team is to deliver a series of valuable Product Increments. To
deliver value, a Scrum Team must:

Understand the motivations, behaviors, and needs (both stated and latent) of users
and customers.

Align the product’s vision, its strategy, and the mission and objectives of the
organization.

Measure the actual value delivered.

Essentially, Scrum enables a team to deliver a lot of stuff, frequently. However, if the
team isn’t optimizing the value of the Product, it will achieve very little.

Every Strong Team has a Distinct Team Identity

A team starts as a collection of individuals. Together they form an entirely new living and
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breathing organism. This new organism forms an identity over time. Just as a child grows
up and becomes a teenager and then a young adult, a team must constantly seek to
discover and evolve its identity.

At a fundamental level, establishing identity is about answering three big questions that
guide a team on its journey toward high performance:

1. Why do we exist? (Purpose)

2. What is important to us? (Values)

3. What do we want? (Vision)

To Improve, Teams Must Hone Their Team Processes

The Scrum Team defines its way of working within guard rails established by the Scrum
Framework—that is, the boundaries and guidance established by role accountabilities,
event goals, and artifact purposes. How the Scrum Team fulfills the roles, uses the
artifacts, and conducts the events is left up to them. How they create the Product
Increment and ensure quality is also left up to them.

The Team Process dimension includes practices, tools, and ways of working together. It
touches on a wide variety of areas, including the following:

Engineering practices and tools

Quality practices and tools

Product management practices and tools

Product Backlog management practices and tools

Effective use of Scrum events and artifacts

Effective communication and collaboration

Identification and removal of sources of waste

Identification and removal of impediments
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Effective use and growth of team knowledge, skills, and capabilities

The practices and tools that a team uses will be influenced by the product type, its
technology platform, the environment in which the product is used, the users of the
product and how they use it, regulatory and legal conditions, market trends, changing
needs of the business, and so forth. That’s a lot of stuff! Moreover, much of that stuff
changes over time.

As a result, Scrum Teams must remain vigilant in inspecting and adapting what they are
doing, why they are doing it, how they are doing it, and what benefits they are getting
from doing it. New practices and tools are continuously being created and shared in
product development communities around the world, so it is important to stay connected
and keep learning. In fact, teams may need to invent new practices and tools to meet
their unique challenges and needs.

The Organization Can Greatly Influence the Team’s Performance

Organizations provide both structure and culture. Both of these facets impact the teams
and products that live within the organization, in either positive ways or negative ways.

Structure includes the business model, which is essentially the design for successfully
operating the business. This includes the mission, the strategy, products, and services, as
well as how they relate to revenue sources, a customer base, and financing. Structure also
includes how employees, partners, and service providers are organized. It often
influences organizational processes and policies.

Culture is a body of habits that bind people together into a cohesive unit. Culture is a way
of seeing things, of knowing what to do in specific circumstances. It evolves from the
sum of all human behavior within an organization. It is often influenced by the
organizational structure and processes, including roles, goals, and incentives.

The success of Scrum Teams is greatly influenced by organizational structure and culture.

Maximizing the benefits of Scrum often means evolving organizational culture, processes,
and possibly structure. Although you may not have to tackle these things immediately,
usually Scrum Teams eventually start running into impediments that are outside of their
control. They may be able to work around those impediments for a time, but this means
they will reach a plateau.

1. Continuously Improving Your Scrum Practice

33



Growing Scrum Requires a Team to Improve Other Capabilities

Scrum Teams need a number of capabilities to help them to continuously improve and to
adapt to change. By “capability,” we mean the ability to apply knowledge, skills, and
experience to solve problems. Specifically, Scrum Teams must have knowledge (e.g.,
theory, techniques, domains), the ability to apply that knowledge skillfully to obtain
desired results, and experience to build those skills as well as to guide intuition and
foresight.

Scrum Teams need different capabilities depending on the kind of product they are
developing and the constraints of the organization in which they work. The kinds of
capabilities they need can be organized into five categories:

Teaching skills

Facilitation skills

Coaching skills

Technical excellence

Servant leadership

People within the Scrum Team must have these capabilities and continue to grow these
capabilities so as to be successful in the dimensions that enable Professional Scrum.

Teaching Skills

Teaching is instructing others in an effort to give them new knowledge and skills. Often,
Scrum Masters employ their teaching skills to help team members understand the Scrum
Framework and its underlying values and principles. Scrum Teams will likely need to be
introduced to techniques that can help them move forward with Scrum and become more
effective with Scrum.

The skills and knowledge that a Scrum Team needs to continuously improve and tackle
new challenges will change over time. Scrum Masters recognize what the Scrum Team
needs based on its growth as a team and the current context to help the team get to the
next level needed. This may be professional training, short exercises and knowledge
sharing, a refresher course, a situational teaching moment, or a combination of all of
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these.

Of course, it is not always the Scrum Master who needs to teach the team. Product
Owners may teach Development Teams about the product market, customer needs, and
business value. Development Team members may teach each other about quality
practices, testing approaches, and tools.

Teaching does not simply mean telling people things; that is, teaching is not a lecture.
People learn much more effectively by doing and discovering. They learn by relating to
what they already know. They also learn when the new knowledge and skills have an
emotional impact.

Teaching is not something everyone can do. Some people may have an innate teaching
ability, but ultimately teaching is a capability that people can develop and grow. Luckily,
you do not have to be at the level of a professional teacher to employ and develop this
capability.

Facilitation Skills

Facilitators guide groups by using a neutral perspective to help them come to their own
solutions and make decisions. The facilitator provides a group with enough structure to
enable the members to engage in positive collaboration to achieve productive progress in
meetings and conversations. The word “facile” is French for “easy” or “simple”; thus, a
facilitator is trying to make things easier for a group of people to work together.

Facilitation skills can help improve every Scrum event. In addition, facilitation can help
improve other working sessions as well as ad hoc conversations that occur when teams
are doing complex work together.

The extent of facilitation can range from light to extensive, depending on the needs of the
group. Wherever a meeting or conversation falls on this range, ensure there is enough
structure to meet the following aims:

Stay on target with their purpose or goals.

Create an environment that promotes rich discussion and collaboration.

Clarify the group’s decisions, key outcomes, and next steps.
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Any team member can help the team by facilitating. The Scrum Guide does not require
the Scrum Master to facilitate all of the events; instead, facilitation is a skill that can and
should be grown across a Scrum Team. Facilitation skills also help team members guide
their own informal conversations and working sessions with each other to be more
focused, creative, and productive.

Coaching Skills

Coaching enhances a person’s ability to learn, make changes, and achieve desired
goals. It is a thought-provoking and creative process that enables people to make
conscious decisions and empowers them to become leaders in their own lives.5

5 For even more information on coaching, see the International Coach Federation
(https://coachfederation.org/) and the Coach Training Institute (https://coactive.com/).

Our view is that coaching is not the same as advising or consulting. The key difference is
that the person being coached is the one taking the lead. With advising, the person being
advised is not learning and discovering based on his or her own experiences and desires,
but rather receives advice based on someone else’s experience and desires. “Consulting”
is a broad and loosely used term, but it typically involves doing the work (versus helping
others discover solutions) and advising people how to do the work.

Coaching skills help Scrum Teams grow because they help the team members improve
their accountability and ability to self-organize. They also help the team become more
resilient when faced with complexity, new challenges, and constant change.

Technical Excellence

Technical excellence means excellence in the choice and application of techniques; it is
not just about the technology. Scrum doesn’t tell you how to be an excellent
Development Team, nor does it tell you how to be an excellent Product Owner. The
approaches, skills, and tools you will need in each role are completely dependent on the
context in which you are working. Although Scrum doesn’t define what sort of things you
will need to exhibit technical excellence, doing Scrum well absolutely requires that you
demonstrate technical excellence. Technical excellence encompasses many things: from
engineering practices to programming languages, from product management practices to
quality assurance, from mechanical engineering to user experience design, and much
more.
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Because technology and business are changing so rapidly, along with other environmental
changes that impact product possibilities, any attempt to define exactly what is needed to
deliver with technical excellence would become outdated immediately. Furthermore,
products are becoming much more than just software. As a result, Scrum Teams need to
constantly refine and evolve what technical excellence means to them as business and
technology needs change.

Servant Leadership

The Scrum Guide describes the Scrum Master as a servant-leader and provides examples
of ways that the Scrum Master serves the Product Owner, the Development Team, and
the organization. Scrum Masters are accountable servant-leaders, which means a Scrum
Master’s success is determined by the success of his or her Scrum Team. A Scrum Master
helps everyone grow their capabilities, effectively navigate limitations and challenges,
and embrace empiricism to deliver, on a frequent cadence, valuable products in a
complex and unpredictable world.

However, there is an artful complexity to fulfilling the accountability of the Scrum
Master role. When success depends on the actions of others, it is easy to want to direct
them and step in when things appear to be going off-course. Yet such intervention can
undermine self-organization and their feeling of accountability. This is where the
capabilities of servant leadership guide a Scrum Master.

Here are examples of behaviors of accountable Scrum Masters:

They create an environment of safety, encouraging productive debate to ensure
people feel heard and respected, thereby helping teams reach better decisions and
own those decisions.

They facilitate consensus, helping teams clarify decisions and responsibilities to
increase focus and create shared understanding.

They refrain from solving problems and aim to increase transparency, which
empowers teams and helps them to better self-organize, taking ownership of their
process, decisions, and outcomes.

They are comfortable with failure and ambiguity. When team decisions do not lead to
the anticipated outcome, they help the team learn and grow and gain confidence in
using an empirical approach that maximizes learning and controls risk.
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They care for people, meeting them where they are and helping them find their next
step for growth, but are not afraid to challenge people when they are capable of
more.

They show low tolerance for organizational impediments and fiercely advocate for
the team to remove obstacles that are preventing the team from achieving better
results.

These behaviors contribute to higher engagement, faster feedback, and better outcomes
for the product. When managers of Scrum Teams and other leaders in the organization
act as accountable servant-leaders, they support the growth of both Scrum Teams and
agility across the wider organization.6

6 You can learn more about servant leadership in the context of Scrum from Geoff
Watts’ Scrum Mastery (Inspect & Adapt Ltd., 2013).

A Process for Continuous Improvement

Appendix A, “A Self-Assessment for Understanding Where You Are,” presents a set of
self-assessment questions. If you take the time with your team members to complete this
assessment, it will bring additional perspectives and insights. The assessment is meant to
help you identify areas where you can improve as a team; it is not meant to pass
judgment on you for doing things wrong. Ideally, this tool will prompt your entire Scrum
Team to look objectively at where you are and where you want to be, as a starting point
for your team’s improvement.

After you have completed the self-assessment, look for questions where you scored
yourself as 7 or lower. Especially look at questions where you scored yourself as 5 or
lower.

The list of areas where you feel you need to improve may feel overwhelming, but as we
said earlier, transparency is essential to improving the results that you will get by using
Scrum. The way you start improving anything complex is to ask yourself three questions:

1. What hurts the most?

2. Why?

3. What are small experiments we can run that will deliver the most value?
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What Hurts the Most?

You can’t fix everything at once. Your energy and focus will become diluted when you
try to change too many things simultaneously, making it difficult to achieve anything
meaningful for any one thing. When people in the organization don’t see quick benefits,
they tend to lose interest and withdraw their support, and the new habits may not be
given the chance to take hold. Spreading yourself across too many things also makes it
difficult to measure the impacts of each change or to know which changes are having the
desired impacts.

Instead, incrementally implement changes continuously over time, making adjustments as
you learn more—in other words, improve empirically! Sometimes the changes will be
small, and sometimes the changes must be big. It all depends on what is broken. The best
place to start is usually where it hurts the most.

In Practice: Seven Common Scrum Dysfunctions

In our experience, seven common mistakes prevent teams and organizations from fully
enabling business agility with Professional Scrum. These mistakes can happen even with
the best of intentions.

1. Undone Scrum. In our experience with a wide variety of teams, we have found that
the biggest pain point for Scrum Teams is not being able to create a “Done” Product
Increment by the end of a Sprint. Scrum Teams that don’t produce a “Done”
Increment can’t inspect and adapt and are not really getting any bene? t from using
Scrum. This can lead to “zombie” Scrum, or water-Scrum-fall, or several of the other
dysfunctions listed here.

2. Mechanical (or Zombie) Scrum. This problem involves simply going through the
motions without the spirit of continuous improvement and without understanding or
caring about the underlying values and principles. This is “checking the box” to say
you are doing it, but there’s no beating heart.

3. Dogmatic Scrum. This issue may happen when an “expert” tells the Scrum Team the
“best practices” based on his or her own experience. There are no best practices
with Scrum. The assertion that teams must follow certain “best practices”
discourages self-organization and ultimately limits agility. Scrum is meant to be a
framework for opportunistic discovery.
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The reason Scrum is so lightweight is because speci? c practices and techniques are
not universal. Product delivery is complex and unpredictable, and it requires creative
exploration by self-organizing teams. The best practice is the practice that works for
your product and your team in the current moment. And it likely won’t be a best
practice for your product and your team six months from now.

4. One-Size-Fits-All Scrum. In one-size-? ts-all Scrum, an organization wants to
standardize and create a Scrum “methodology” for all Scrum Teams in the
organization. This problem, which is often combined with dogmatic Scrum,
sometimes emerges more because of a (misplaced) feeling of control and
predictability, rather than out of a sense of creating true value for the organization. It
may represent an attempt to ensure all previous activities and documents are
“covered.”

In Scrum, the activities are not what matter; the outcomes are what matter. We need
to be open to new ways of working to meet the real needs. Scrum is a process
framework, and teams need to ? gure out their own process within the boundaries of
Scrum.

5. Water-Scrum-Fall. This problem comes in two flavors. In the first version, a Scrum
Team is operating in a series of Sprints but essentially still doing a waterfall process
within the Sprint, with silos of knowledge and skills and multiple handoffs. This often
results in not having a “Done” Increment by the end of the Sprint.

In the second manifestation, a Scrum Team does its “development” work in a Sprint,
but there are up-front requirements and design cycles and later testing cycles. This is
not really Scrum at all, because there is no intention of producing a releasable
Increment at the end of every Sprint.

6. Good Enough Scrum. With this problem, the Scrum Team gets some efficiency
benefits by regularly planning and looking at the state of the product, but it tolerates
the organizational impediments and current limitations, assuming “that’s the way
things have always been done.” Team members don’t challenge themselves to
improve technical and engineering practices to have a “Done” Increment every
Sprint.

7. Snowflake Scrum. This situation happens when a team or organization thinks it is
“unique,” so it has to adapt Scrum to fit its needs. You either do Scrum or you don’t
do Scrum. Modifying Scrum does not fix the problems. Modifying Scrum will likely
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hide your problems … for a little while. When the problems are hidden, it may feel
better—but those problems are still there. Ultimately, they will manifest as a lack of
business agility and dysfunction.

Root Cause Analysis

The question “why” is about getting down to the root cause. The 5 Whys is a technique
used to determine the root cause of a problem by repeating the question “Why.”7 The
“5” in the name of this technique comes from observation that typically five iterations of
asking the question are needed to get to the root of the problem, although the actual
number may be either fewer or more.

7 For more information about the “5 Whys” technique, see
https://link.springer.com/chapter/10.1007%2F978-981-10-0983-9_32.

In Practice: Using the “5 Whys” to Diagnose Root Causes

To illustrate using the 5 Whys, consider the following problem: “Releases are constantly
delayed, frustrating customers and other stakeholders.”

The first question you could ask is “Why are releases constantly delayed?” Your answer
might be “Because we didn’t deliver a ‘Done’ Product Increment, so our work has to
continue into the next Sprint.”

In response, your second question would likely be “Why didn’t you deliver a ‘Done’
Product Increment?” Your answer might be “Product Backlog items are always larger
and more difficult than we think, and we don’t usually discover this until late in the
Sprint.”

Based on your experience you may already have thought of some possible root causes:

The work is too big. (Team Process)

The work is not well enough understood. (Team Process, Product Value)

How the team gets things to “Done” is not transparent or not effective. (Empiricism,
Teamwork, Team Process)

Progress is not transparent. (Empiricism, Team Process)
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Team members may be afraid to bring up issues and risks. (Teamwork, Team
Identity)

You can now form better questions to start digging deeper into the root causes. Your
third question might be “How much transparency is there to the progress of work on a
daily basis?” The answer might be “We have a Daily Scrum and look at the Scrum Board.
Team members report the status for the cards they are working on. Most cards take a few
days, sometimes more than a week, to get done. So it’s toward the end of a Sprint that
people start reporting that they are at risk of not ? nishing. By then, of course, the testers
don’t have enough time.”

Based on our experience, possible root causes include the following issues:

Not understanding the purpose of the Daily Scrum and poor facilitation of the Daily
Scrum (Empiricism, Teamwork, Team Process)

Lack of shared purpose among the Development Team and not holding each other
accountable (Teamwork, Team Identity)

Silos in knowledge and skills that prevent collaboration and getting items completed
earlier in the Sprint (Teamwork, Team Identity, Team Process)

Given the answers provided, ask the following kinds of questions to refine your
understanding:

How much transparency is there to the progress of work on a daily basis?

Why do team members work on different things?

How does the Scrum Team adapt when it discovers that there is not enough time to
finish everything?

There are many ways this example conversation could unfold, and in practice it will take
longer and require more questions to find the root causes of the problem. Major pain
points are often complex and have multiple root causes. Consequently, you will have to
prioritize which paths you go down first. You will start to see themes or patterns develop.
Look for the root causes that are foundational, meaning they will prevent progress in
solving other issues essential to the effectiveness of Scrum.

Scrum Teams can use this technique in Sprint Retrospectives to help them understand

1. Continuously Improving Your Scrum Practice

42



why they are experiencing a particular problem (see Figure 1-1).

Figure 1-1 A sample output from a root cause analysis

A figure representing the root cause analysis report of a team is shown. The three
major pain points are no "Done" increment, low product value, and releases and
customer feedback delayed. They are related to each other as follows: no "done"
increment leads to releases and customer feedback delayed, which in turn leads
to low product value. The possible causes for each pain point are shown. The
possible causes that affect no "Done" Increment directly are, knowledge/skill
silos, poor/unclear DoD, and external dependency. The possible causes that have
an indirect effect are: lack of team ownership and accountability which is a result
of knowledge/skill silos, scrum team not understanding scrum, and work being
forced into sprint and not understood well, which is a result of PO not
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empowered to make decisions. The possible causes that affect low product value
directly are: quality issues impacting customers, and PO focusing on PBI details
only. The possible causes that affect the low product value indirectly are: poor or
unclear DoD leading to progress not being transparent which further leads to
quality issues impacting customers.

In Figure 1-1, a Scrum Team’s three major pain points are circled, and each possible
cause is shown as contributing to one or more of the pain points. Now that they have
visualized the problems and root causes, the Scrum Team can make better-informed
decisions about where to start to fix the most critical issues. Although there is no magic
formula to address all possible root causes, an iterative and incremental approach will
allow the team to discover the best options for them at this point of time. Improving
incrementally is done by employing empiricism. By discussing challenges and their
possible root causes, you have created transparency and enabled inspection of that
transparent information.

Experiment with Different Approaches

Complex problems don’t have simple or obvious solutions. Before you make a major
investment in a particular solution, make sure that you understand the problem and have
a viable solution for fixing it. Regardless of the data, intuition, and experience you have,
there will always be some things that you don’t know.

To move forward without being paralyzed by these unknowns, you can try some
experiments to see what might work or to gather more information.8 Sounds very in
alignment with navigating complexity and unpredictability, eh?

8 Trying things out in a structured and disciplined way is the foundation for the scientific
method; see https://www.britannica.com/science/scientific-method.

To effectively use experiments to improve, follow these steps:

1. Identify the problem you are trying to solve. You’ve probably got some ideas about
this from your root cause analysis.

2. Create a hypothesis about some action that you think you can take to improve.

3. Decide what you will do to test this hypothesis.
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4. Run the experiment.

5. Analyze the results. This includes comparing actual results against expectations,
reflecting on learning, and getting feedback.

6. Refine and repeat. This may include modifying the hypothesis or the experiment.

When you design the experiment, be clear about the following points:

What are you trying to learn?

How will you measure success?

How soon can you get feedback?

When you design the experiment, you also want to consider the potential return on
investment (ROI) of the experiment. Ideally, the experiment should be reasonably small,
so you can minimize the investment and get feedback sooner. The experiment should also
provide sufficient value. The low-hanging fruit may be fast and easy to pick, but you may
get less return from it. The higher-value things may take more investment, time, and
energy.

There is no one right answer. You have to consider your team’s unique pain points and
unique needs. You have to get creative about breaking down the big stuff into smaller
experiments of higher value. By doing so, you can improve iteratively and incrementally.

Now you know where you are—and you know where you want to be. As you start
identifying experiments to run in an effort to move closer to where you want to be, create
an improvement backlog. Order these items and begin.

In the same way that Scrum uses an empirical approach to solve complex problems and
deliver valuable products, you can use an empirical approach to solve complex problems
and maximize the benefits of Scrum. You can do this at the Scrum Team level and at
other levels of the organization beyond the Scrum Team. For an individual Scrum Team,
this cycle of continuous improvement is already built into the cadence of a Sprint and the
use of a Sprint Retrospective to inspect and adapt as a Scrum Team. In addition, it is up
to each Scrum Team to determine the amount of time that needs to be devoted to
improvement each Sprint and how to organize and validate the improvements made each
Sprint.

1. Continuously Improving Your Scrum Practice

45



Success or Failure?

Is it possible for a success to be a failure? Is it possible for a failure to be a success?

You may have noticed that many of the Business Agility assessment questions in
Appendix A deal with outcomes (e.g., value, quick delivery). Although outcomes are
most important, behaviors can also be important when they help build a team’s
capabilities.

You cannot control all of the variables in complex work and the unpredictable
environmental conditions around you. If you could, then you would plan everything out
in advance, follow that plan, and obtain guaranteed results. In the messy real world,
however, you may do all the “right things” and still not get the desired outcomes. This is
why it is important to look at behaviors as well.

As you analyze the results of your experiments or improvement steps, consider both
outcomes and behaviors, especially their trends over time. For example, consider the
situation in which a Development Team uncovers major technical challenges with a new
integration. The Development Team started this work on the first day of the Sprint
because team members knew it would be more challenging and had previously learned
the hard way that they should tackle the riskier items sooner. They swarmed. They
informed the Product Owner of the situation and worked together to break the work
down smaller. Ultimately, though, they didn’t get to “Done.”

In this example, there is a clear failure: The team does not have a “Done” Increment. Yet
there is also a success: The team applied learning from their previous experience and did
the best they could with what they knew at the time. They collaborated, negotiated, and
adapted throughout the Sprint. The key is to find new learning to do even better next
time. Perhaps the team will decide to adjust how they do Product Backlog refinement to
break items down in a different way. Maybe they will identify a skill gap to address.
Maybe they will decide to change their development practices or tools.

Ultimately, there are two questions to ask:

Did we do the best we could with what we knew at the time?

How can we do better?

Summary
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The seven key improvement areas we focus on—an agile mindset, empiricism, teamwork,
team process, team identity, product value, and organization—provide a lens through
which you can inspect your team’s ability to achieve its goals and find ways to improve.
By looking for underlying root causes, running experiments to try to improve, and then
inspecting and adapting, you can gradually, consistently, and continuously improve your
ability to achieve better results.

The seven key areas also provide a lens through which you can observe outcomes and
behaviors. You can look for underlying root causes, peeling the onion. This lens creates
focus and clarity so that you can reflect and take intentional action.

You improve empiricism by employing empiricism. You must create transparency about
the desired outcomes of the improvements and regularly inspect and adapt your way
toward maximizing the benefits of Scrum.

Call to Action

Review your notes from your self-assessment questions and ratings and consider the
following points:

What do you notice about the data?

What trends do you see?

What new insights did you gain from this assessment?

Using what we have discussed in this chapter for guidance, hold a collaborative
discussion with your Scrum Team to take the following steps:

1. Identify the top two or three pain points.

2. For each one, identify possible root causes.

3. Choose two or three root causes to address.

4. Create an ordered list of the first improvements you want to implement. For each of
these “experiments,” be sure to clarify expected outcomes and how you will measure
results.

5. Begin.
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2. Creating a Strong Team Foundation
Agile success starts with a strong team. Ideally that team is cohesive, cross-functional,
and self-organizing, though most teams start out as a collection of individuals who have
to learn how to work with each other to achieve their shared goals. Members of new
Scrum Teams, especially those who are not used to working as part of a cross-functional
team, often struggle at first to produce “Done” Product Increments in every Sprint. In
this chapter, we consider how teams can overcome these challenges.

Forming a Team Identity

You cannot simply put a group of people together, tell them “You are a team,” and
expect them to achieve great things. Forming a team means making an investment in
bringing a group of people together to achieve something they could not achieve by
themselves. Together, the team members form an entirely new living and breathing
organism that develops an identity over time.

At a fundamental level, establishing a team’s identity is shaped by answering three
questions that guide a team on its journey toward performing:

Why do we exist—what is our purpose?

What is important to us—what values do we hold dear?

What do we want to achieve, together?

Just as we do as individuals, every team will constantly refine and clarify its identity as its
members learn and grow. A team’s beliefs about its identity help it (or hinder it) on its
journey toward achieving shared goals and continuously improving its effectiveness. In
the context of agile product development, an agile mindset provides a helpful starting
point in forming a Scrum Team’s identity.1

1. For ideas on how to leverage the Scrum values and the Agile Manifesto values
(www.agilemanifesto.org) to refine a team’s identity, see
https://www.scrum.org/resources/blog/maximize-scrum-scrum-values-focus-part-1-5.

What Makes a Good Team Member?
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We are human, and as such we make mistakes, even though we may have good
intentions. We want to do the best we can. We want to grow and learn. We are all
capable of much more than we know. We thrive when we feel a sense of connection and
have community. We are also wonderfully unique.

Even in a team environment, understanding and appreciating the individual is important.
Although individuals need to let go of their individual status and ego to focus on team
goals and outcomes, each person on the team still has his or her own needs to be met.
After all, engaged and fulfilled people will be more creative and productive and probably
even more enjoyable to work with.

Three aspects are important to consider to appreciate the unique skills and talents that
team members will bring to the team and to understand how being part of that team may
help those individuals grow and find fulfillment:

Personality. People are wonderfully unique; they have different personalities, which
show up as preferences and behaviors that tend to persist across a lifespan. Some
characteristics are genetic in origin, whereas others are shaped by experiences.
However, people can consciously choose to act differently than their innate
preferences so as to meet the team’s desired goals.2

2. https://carleton.ca/economics/wp-content/uploads/little08.pdf

Personality differences create conflict, but these same differences create diversity
that expands perspectives in ways that make teams more innovative and effective.3
When teams are effective, team members figure out how to navigate conflict in
healthy ways.

3. https://hbr.org/2013/12/how-diversity-can-drive-innovation

Emotional intelligence. Emotional intelligence is about understanding and managing
your own emotions and behaviors and being able to recognize and influence the
emotions of others.4 Emotional intelligence helps people understand when and how
to express their personality traits.

4. For more background on emotional intelligence, see Daniel Goleman’s Emotional
Intelligence: Why It Can Matter More Than IQ (Bantam Books, 2005).

According to research by TalentSmart, emotional intelligence comprises a flexible set
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of skills that can be improved with practice. Although some people naturally have
higher emotional intelligence than others, you can acquire and grow this skill set.
Furthermore, TalentSmart has found that 90 percent of top performers are also high
in emotional intelligence. On the flip side, just 20 percent of bottom performers are
high in emotional intelligence.5 This makes sense when we think about the nature of
product development.

5. Travis Bradbury and Jean Greaves, Emotional Intelligence 2.0 (TalentSmart,
2009).

Intrinsic motivation. While motivation matters for all work, self-organizing teams
simply are not effective unless each team member is intrinsically motivated. As Dan
Pink notes in Drive, knowledge workers are not motivated by extrinsic rewards like
money; instead, they are motivated by three factors:6

6. Dan Pink’s book Drive (Riverhead Books, 2011) provides a compelling discussion
of what motivates people working on complex intellectual tasks, which is
summarized in the following short video: https://www.youtube.com/watch?
v=u6XAPnuFjJc. For more information, see https://www.danpink.com/drive.

Autonomy. People are in control of how they do their work.

Mastery. People have the ability to become great at something, to grow and
sharpen their knowledge and skills.

Purpose. People feel they are working on something bigger than themselves.
They see meaning in their work.

In Practice: Personality and Emotional Intelligence

A Scrum Team has built up frustration with a team member named Alex whom team
members say is “negative,” “antagonistic,” and “? ippant.” The new Scrum Master has
been getting these complaints from individuals for a few weeks. She has also closely
observed interactions between Alex and the rest of the team and senses that Alex’s
personality puts him low on the agreeableness scale.7

7. While many models for understanding personality preferences have been developed,
the factor agreeableness comes from the Five Factor Model. See
https://positivepsychology.com/big-five-personality-theory.
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Through a series of one-on-one conversations with Alex and team members, as well as
leveraging opportunities presented in team discussions about their work, the Scrum
Master helps create a better understanding of differences in personality and the benefits
they provide. Team members begin to realize that Alex is not trying to be negative or
skeptical of their ideas. His nature is simply to question things first in an attempt to
understand better, to ensure that there has been sufficient exploration. They even begin
to appreciate and seek his input more often. Alex also has a better understanding of how
his comments can be perceived negatively by team members and even feel hurtful, and
he is more mindful of how he questions and explores his colleagues’ ideas.

By learning more about their own and each other’s personalities, team members are
better able to choose how they show up in their daily interactions. In turn, they are better
able to achieve desired outcomes while feeling more ease in how they work together.

Successful teams are composed of team members who are self-aware enough to
understand their own strengths, have sufficient emotional intelligence to adapt their
reactions to those around them, and are intrinsically motivated to work with others to
achieve things that they could not achieve on their own.8

8. For more on the skills and traits that individuals can grow to become better at
teamwork, see Teamwork Is an Individual Skill by Christopher Avery
(ReadHowYouWant, 2012) and The Ideal Team Player by Patrick Lencioni (Jossey-
Bass, 2016).

Who Should Be on a Scrum Team?

In a perfect world in which everyone has all the skills that a team might need, we would
say that the answer to this question is “anyone who wants to be on the Scrum Team.” In
reality, when you need to keep the number of people on the team small enough to
manage the complexity of communication, and you need a lot of different skills to deliver
a “Done” Product Increment in every Sprint, you have to make wise choices and
thoughtful trade-offs about who is on the Scrum Team and who is not. Then, as a team,
you must work within the constraints established by those choices.

Over time, you will need to continuously improve your skills. As a team, you do the best
that you can with the skills that you have today and then work to grow skills to fill any
gaps. Being on a cross-functional team means that team members are willing to do things
to contribute to overall success even if they may not be the best or the fastest at doing
that thing. Such teams figure out how to leverage the skills and knowledge they have as a
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whole, and they take action to grow when they discover gaps and bottlenecks that are
slowing them down. Over time, this means that they will gradually develop more and
different kinds of “deep” skills (see Figure 2-1).9

Figure 2-1 Over time, team members tend to develop deep skills in more areas.

A schematic diagram that shows three different patterns of team members to
develop skills is shown. They are T-shaped, pi-shaped, and comb-shaped. In all
the three patterns, the top horizontal line represents generalist/broad knowledge.
The vertical lines represent specialist. There is one vertical line in the T-shaped
pattern, two in a pi-shaped, and four in a comb-shaped pattern.

9. “T-shaped skills” is a metaphor for a person having broad problem-solving or business
domain skills as well as deeper skills in an area of specialty (see
https://en.wikipedia.org/wiki/T-shaped_skills). Pi and comb-shaped skills simply refer to
a person having deep skills in more than one area of specialty.

Development Teams own their cross-functionality. Indeed, this is a key aspect of self-
organization. A Development Team may choose to add someone to the team to gain more
skills and knowledge. Team members may also choose to get formal training or spend
time on self-directed learning so as to develop broader and deeper skills and knowledge.
In addition, a Development Team may choose to work in a way that supports mentoring
aimed at further growing existing team members. As the product and the team evolve, the
distribution of skills and knowledge across team members will need to evolve as well.

Development Teams Need to Know About More Than Just Development

When you think about the skills required to deliver a “Done” Product Increment to
customers or real users, consider the following questions:

Is it useful for Development Team members to understand how the product is used
by customers?
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Is it useful for Development Team members to understand how product changes
might impact business processes or other products used by customers or in the
organization?

Is it useful for Development Team members to understand how their product may be
affected by changes to other products, business processes, and policies in the
organization?

Of course, the answer to all these questions is, most emphatically, yes! Business analysis
skills are an important part of delivering a working Increment of value, but this doesn’t
always mean that you need a Business Analyst on the Development Team; you have to
move beyond the old ways of building products.

What if someone with this business context joins the Development Team? How can this
person’s knowledge and experience and skills contribute to the work in a Sprint? Perhaps
the new member can answer questions to guide the direction of a Product Backlog item
(PBI) while it is being developed. Perhaps this individual can contribute to improving
quality by offering input on testing approaches and test case details and by assisting with
the testing effort itself. Perhaps the member can play a role in developing online help,
training materials, or business change management activities. Perhaps he or she can
contribute to Product Backlog refinement. All of these contributions will help the
Development Team meet its definition of “Done.”

Not everyone on a Development Team has to know how to write code, and creating a
valuable “Done” Increment requires much more than just writing code.

How Do Scrum Teams Form Working Agreements?

Working agreements help a group of individuals with different personalities, preferences,
and experiences work together effectively by being explicit about what commitment to
the team looks like. Keep in mind that working agreements are not the Scrum Master’s
rules to enforce. Instead, the entire Scrum Team takes on this responsibility: Team
members hold each other accountable and address issues as they arise. Working
agreements are not static, however, and teams should regularly revisit and update them as
the team evolves.

Working agreements often address three areas:

Tasks, or the expected activities and deliverables for the team
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Process, or how the activities will be carried out

Norms, or the ways in which team members will interact with each other

Creating a working agreement contributes to the formation of a strong team identity.
Working agreements are born out of the values and principles that the team members
hold dear, and developing working agreements often makes these values and principles
concrete. Such an agreement establishes a foundation on which the team can self-
organize. A team is more committed to team success over individual success when all
members share a common set of values and principles. It is also easier to commit to team
decisions even if an individual has some concerns when that person knows those
decisions are grounded in values and principles.

Asking the following questions may help you develop your team’s working agreement:

What are our standards of quality, and how will we ensure we meet them?

How will we collaborate effectively?

How will we share information within the team and with stakeholders?

What are our standards for meeting attendance, promptness, and participation?

How will we make decisions?

How will we surface conflict or disagreements?

How do we want it to be when we are in conflict?

How will the Scrum values guide our interactions and our work?

How will we grow knowledge and skills across team members?

What does respectful behavior look like for us?

How will we monitor our performance and progress?

How will we hold each other accountable for our commitments?

The Development Team’s definition of “Done” is also a working agreement about how
team members will ensure quality and completeness of a Product Increment.
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In Practice: The Team Purpose Statement

Helping a team construct its own purpose statement (see Figure 2-2) can be a useful way
to bring the team together and to bring clarity and transparency to its working
agreements. A purpose statement addresses the following elements:

What: what customer needs the team is attempting to fill

How: the methods or technologies the team will use to fill those customer needs

Who: a description of the primary customer(s)

Why: the reasons why it is important to fill those customer needs

Special Sauce: what makes the team different

Figure 2-2 A sample team purpose statement.

What Does Self-Organization Look Like?

A self-organizing Scrum Team is able to determine how it does its work. In practice, this
can manifest itself in a variety of ways:

Scrum Teams take ownership of their processes. They don’t blame the process. They
change things that aren’t working well and challenge the organizational processes
that are impeding them.

Scrum Teams determine a Sprint Goal together. Development Teams decide how
much work they can forecast in a Sprint together. Development Teams decide how
they will do the work together.

Development Team members don’t wait until the Daily Scrum to bring up challenges
or impediments.

2. Creating a Strong Team Foundation

56

file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch02.xhtml#ch02fig02


Development Team members decide how and when to swarm problems that
jeopardize the Sprint Goal.

Development Team members update their Sprint Backlog to reflect current progress
and new learning.

Scrum Teams determine how they will improve as a team and take ownership of
implementing these actionable commitments in every Sprint.

Scrum Team members address and resolve their own disagreements and conflicts.

Scrum Teams make consensus-based decisions in a timely manner. They determine if
they need to consult outside expertise.

Effective self-organization requires three things: shared goals, clear accountabilities, and
boundaries (see Figure 2-3). If any of these weaken, the team may lose the ability to self-
organize and become less effective.

Figure 2-3 Effective self-organization requires all three legs to stay balanced.

Shared Goals

All great teams need a goal—the more audacious, the better. They need something
toward which they can strive and stretch, and an achievement against which they can
measure themselves. Without shared goals, it is easy for team members to follow
divergent paths and for a team to lose purpose and cohesion.
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Shared goals usually start with the goals for the product, expressed in terms of a clearly
articulated business strategy, a well-defined product vision, a clear understanding of
customer value, and a clear way to measure it. All of these aspects provide guidance that
helps teams see where they are headed and what is important.

The Sprint Goal is also important and provides an overarching purpose or objective for
the Scrum Team while conducting the Sprint. It provides focus as the team uncovers new
information and encounters challenges while building the Increment during the Sprint.
You can look at Sprint Goals as the waypoints that make up the path to meeting bigger,
longer-term release or business goals.

Getting even more granular, every day the Daily Scrum is focused on the work that the
Development Team will undertake in the next 24 hours to progress toward the Sprint
Goal.

Clear Accountability

Scrum provides clear accountabilities for each role. The organization must respect these
accountabilities. This means ensuring Scrum Team members are given the authority to
fulfill their roles. Team members also need the knowledge and skills to fulfill their
accountabilities. This may require an investment in knowledge transfer and training. It
may also mean giving people access to information to help guide decisions.

Of course, Scrum Team members need sufficient time to fulfill their roles. When team
members have multiple responsibilities beyond their Scrum role, it is important to assess
the impact this may have. Which role takes priority? Do individuals have sufficient time
to fulfill their Scrum role? How about their other roles? What happens when the
individual has to make a difficult choice to let something drop to fulfill the Scrum role, or
vice versa?

Furthermore, if a misalignment occurs between how individual performance is assessed
and what individual members are accountable for, this can create a dilemma for team
members to navigate. Should they do what is in their own best interest for the purposes of
having a “good performance review”? Or should they do what’s best to fulfill their Scrum
role?

What it takes to fulfill the Product Owner role, the Development Team role, and the
Scrum Master role will change over time as the product, the business, and the Scrum
Team evolve. To ensure that these needs can be addressed, it is important for Scrum
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Teams to continue assessing what is needed now and in the near future.

Boundaries

The Scrum Framework, including its 11 elements and the rules that bind them together,
provides boundaries that make it “safe” for the Scrum Team to self-organize. By “safe,”
we mean that the risk of failure is reduced and the cost of failure is limited.

Time-boxes in Scrum are an example of boundaries that provide focus, create a sense of
urgency, reduce waste, and limit risk. Consider how the use of time-boxes is providing
these benefits to the team or where their benefits may be lacking.

A “Done” Increment is required at least by the end of a Sprint, and a definition of
“Done” provides a clear boundary of what quality and completeness means to a
Development Team. Note that an organization may have a minimum baseline definition
of “Done”—this is an example of the organization setting the minimal boundary that a
Development Team can then build upon.

There may be a need to establish and clarify boundaries beyond the Scrum Framework.
These boundaries may relate to technology decisions, team development, or many other
categories. Ask these kinds of questions to clarify boundaries:

What decisions is the Scrum Team empowered to make?

Who does the team need to consult for certain types of decisions?

Who does the team need to inform when it makes certain types of decisions?

For example, a Scrum Team may need to consult with an Enterprise Architecture group
when team members want to bring a new technology into their product platform. They
may simply need to inform an Enterprise Architecture group when they are making
changes that grow the size of their product platform.

Another example is the decisions that a Scrum Team can make regarding team
development. A Scrum Team is autonomous in how its members work together to build
the Increment, teaching and mentoring each other to grow skills, but the team may have
to consult a manager when it wants to invest more than a specific dollar amount for
training and other learning resources.
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Leadership and Self-Organization

Leadership is essential for creating the conditions for effective self-organization. In Turn
the Ship Around!, David Marquet describes the relationships among the three factors of
control (i.e., giving more control), competence, and clarity as a means to create a space
of intent-based leadership.

The leader’s job is to support Development Teams in their efforts to increase their overall
competence. The leader can help teams build competence and clarity and then give them
more control. Alternatively, the leader can give more control first and then fill in the
competence and clarity. The way to rapidly change and improve is to give more control
first, which requires that leaders trust their teams. It is easier for them to do this when
they have the boundary of a Sprint to create focus and minimize the impacts of failure.

People develop competence and clarity fastest when they learn by doing the work—that
is the essence of empiricism! Even when they come up short of their goals, they learn
new things that help them move closer to the goal the next time they try. Some agilists
refer to this approach as “failing fast” but, in truth, the only real failure is failure to learn
from experiments.

How Do Scrum Teams Collaborate?

A self-organizing, cross-functional team needs to learn how to collaborate. To do that,
team members need to invest in building “collaborative assets.” Five assets help teams
reap the benefits of effective collaboration:10

10. If you have read Patrick Lencioni’s leadership fable The Five Dysfunctions of a
Team (Jossey-Bass, 2002), these assets may seem familiar. In his highly acclaimed book,
Lencioni presents five dysfunctions. Here we focus on the opposite of these dysfunctions
—that is, the assets of collaborative teams.

Trust

Productive conflict

Commitment

Accountability
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Shared goals and outcomes

These assets, as depicted in Figure 2-4, build upon one another. If you don’t have trust, it
will be impossible to have the other four assets. If you don’t have productive conflict, it
will be impossible to have commitment, accountability, and shared goals. And so on for
each asset.

Figure 2-4 These assets form building blocks for effective team collaboration.

Trust, in this context, means willingness to be vulnerable with one’s fellow team
members, such as willingness to admit a mistake or ask for help. When team members
trust each other, they are open to productive conflict: They are willing to challenge each
other, to challenge assumptions, and to be open to and share what they think may be wild
and crazy ideas.11

11. For more on this topic, see https://www.agilesocks.com/build-trust-enable-agility/.

In Practice: Building Trust

Trust is a willingness to be vulnerable, a willingness to make something important to you
be vulnerable to the actions of others. People who work in an atmosphere of trust can
collaborate productively, enabling things to get done faster and at a lower cost.
Conversely, when trust is absent, business slows down and costs rise as people spend
more time trying to protect themselves against those whom they cannot trust.12

12. The Speed of Trust by Stephen M. R. Covey (Free Press, 2008).

There is no one sure way to build trust, and there are countless ways to destroy it. We see
trust as an ongoing journey that is more about consistency in how you show up in your
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relationships and interactions. This journey is never complete, and you can easily move
backward. Here are some techniques that we use to build trust:13

13. For a deeper insight into building trust, see https://brenebrown.com/videos/anatomy-
trust-video/.

Go first. You may need to be the one to give trust first before you have it returned.
Be vulnerable to show others it is okay to be vulnerable. Ask for help. Admit your
mistakes.

Be willing to say no. When you overcommit, you put yourself at risk for not
following through and negatively impacting others. You can be perceived as
unreliable.

Assume positive intent. Do your best to always assume positive intent about another
person’s actions or words. While it may be appropriate to address a situation when
someone’s actions or words have had negative outcomes, have that conversation
assuming the person had good intentions. This helps you address the conflict, resolve
issues, and come to a better understanding of each other while showing you trust the
other person.

Avoid gossiping. Talking about people is often perceived as an easy way to make
conversation and bond with others. However, the unintended consequence is that it
makes you appear to be untrustworthy. If you talk about someone and share
something that person told you in confidence with me, how do I know that you
wouldn’t do the same with something I told you in confidence?

Match your words to your actions. Make sure that you live up to what you profess to
believe is important. If you tell your team that sustainable pace is important, yet you
work long hours and answer emails on the weekends, there is a misalignment
between your stated beliefs and your actions.

Be open and honest with people. Creating an environment in which people can be
open and honest about their feelings, their concerns, and their desires is essential for
trust. You may have to go first, leading by example. When creating working
agreements, ask team members what agreements they need to be open and honest
with each other.

When you make mistakes, share the learning. Rather than focusing on blaming (or
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worse, shaming), help everyone recognize that every mistake is a learning
opportunity. Encourage team members to share their own learning opportunities with
the team. You may have to go first, leading by example. Refer to your own mistakes
when teaching moments arise.

Get to know each other as people. Encourage team members to see each other as
people with rich experiences and full lives beyond the office. Create situations that
help people bond over their personal stories. You may sensitively ask about family,
friends, hobbies, or interests. Consider starting by sharing personal information about
yourself first.

Conflict, in this context, means using conflict in productive ways to generate new ideas
and explore different solutions. Effective teams use the diverse perspectives of their
members to constructively challenge and improve solutions. Passionate arguments, when
conducted with mutual respect and while seeking the best possible outcome, are
sometimes the catalyst that enables breakthrough solutions. Productive conflict involves
questioning the status quo, challenging assumptions, and overcoming limiting beliefs.

In Practice: Navigating the Conflict Spectrum

Once team members trust one another, they can exploit the power of productive conflict.
Sometimes the team may even want to seek out conflict to deal with complex issues,
whereas at other times they will want to defuse conflict.

So how does a team know if conflict is productive? When conflict exists because team
members have diff erent viewpoints but still share a common commitment to achieving
the best outcomes for their customers, stakeholders, and organization. If conflict makes
you a little uncomfortable, keep in mind that positive conflict always emerges from a
desire to change for the better.

It helps to understand your own natural response to conflict, which is an element of your
personality. It’s not right or wrong; it’s simply a preference. You may choose to override
that initial preference, if you are aware of it.14

14. The Thomas–Kilman Instrument (TKI) is one tool for understanding conflict response
modes.

Conflict tends to escalate in a graduated way. It may start with simple differences in
perspectives and ideas. Perhaps personal factors and environmental factors might then
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contribute to conflict progressing in ways that are driven by a need to protect oneself, to
be validated, or to uphold deeply ingrained belief systems. Also, people may turn to
techniques such as forming coalitions, undermining, or even threatening. What is
important is to recognize the level of conflict and respond in ways that move people
toward a shared commitment to seek the best possible outcomes.

Being able to engage in and resolve conflict productively is important for selforganizing
teams. Some teams may need help in the form of learning how to engage in productive
conflict. Other teams may need help with facilitating the de-escalation of unhealthy
conflict. And in some cases (e.g., harassment, risk of physical or emotional harm),
immediate action may be needed to intervene, separate, and take appropriate steps.15

15. We encourage you to look for additional resources to understand models for conflict.
We will offer two to explore here, but keep in mind that the best model is one that helps
you and your team engage in productive conflict. While Speed Leas applied his Levels of
Conflict model in religious organizations, it has been embraced in the agile community
and written about here: https://dzone.com/articles/agile-managing-conflict. Another
model to consider is Friedrich Glasl’s nine-stage model of conflict escalation:
https://www.mediate.com/articles/jordan.cfm.

Commitment, in this context, means that once the team resolves conflicts and reaches
consensus, team members are committed to the decision because they perceive that their
ideas and perspectives are respected by their fellow team members. We often use the
phrase “disagree and commit” to reflect that team members may still hold to their own
opinions, but they commit to their fellow team members to respect the team’s decision.

In Practice: Facilitating Consensus

The consensus techniques described here are ways to gather quick and transparent data
about where a team stands on a decision. Here are a few examples of when these
techniques could be used:

To determine the Sprint events schedule.

To confirm the Development Team’s agreement on the Sprint Goal and the Sprint
Backlog.

During collaboration sessions for design or architecture approaches.
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In Product Backlog refinement sessions to determine how to break down
features/functions into smaller PBIs and/or how and when to run experiments for
feedback and learning.

The assumption when you use these techniques is that sufficient discussion has already
happened to ensure everyone’s ideas have been explored for shared understanding, and
everyone has been heard.

Fist of Five is a consensus technique that allows groups of people to quickly understand
where they agree or disagree. People indicate their level of support by holding up one
hand and indicating a number. It may take a few rounds of discussion and check-in to
reach a consensus-based decision. You can use time-boxes to help keep the discussions
focused and avoid getting into analysis paralysis.16

16. For more information, see Jean Tabaka’s book Collaboration Explained: Facilitation
Skills for Software Project Leaders (Addison-Wesley Professional, 2006).

Roman Voting is derived from how the Romans indicated their will in the gladiatorial
arena. With this technique, people indicate their level of support with a thumbs-up,
thumbs-sideways, or thumbs-down gesture:

Thumbs-up means I support this.

Thumbs-sideways means I will go along with the will of the group.

Thumbs-down means I do not support this and wish to address the group.

If all thumbs are down or all thumbs are up, you have quite clear consensus. In case of a
mixed vote, be sure to allow people with thumbs-down to speak. Be cautious of decisions
where all thumbs are sideways because the group may have some artificial harmony or
unhealthy conflict that needs to be explored at a deeper level.17

17. https://www.mountaingoatsoftware.com/blog/four-quick-ways-to-gain-or-assess-
team-consensus

Accountability, in this context, means that team members hold each other accountable
for the commitments they have made. It takes courage to challenge a fellow team
member for not upholding commitments. Because accountability is built on trust, along
with the knowledge that everyone shares the same goals, the inherent conflict in these
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conversations is defused and channeled toward productive discussions about how to
move forward.

Team members holding each other accountable is more effective than management
holding teams accountable. This is also why commitment is the building block that leads
to holding each other accountable. Team members will feel more accountable for their
own commitments than for commitments others make on their behalf.

When team members are willing to hold each other accountable, they enable the team to
set and meet higher standards. This could show up as higher quality, better solutions,
greater learning, and more innovation.

When there is accountability within a team, it is then possible to focus on shared goals
and outcomes.

How Do Teams Progress?

Teamwork is essential, but it doesn’t happen automatically, and it doesn’t usually happen
quickly. Most teams go through a series of stages as they come together and build the
assets they need for effective collaboration. Bruce Tuckman’s model of group
development is one way to view the changes that a team goes through as members learn
to work together (see Figure 2-5). Some teams never progress beyond the lower levels,
and teams can fall back to earlier stages when setbacks occur, new members join, or key
members leave.

Figure 2-5 Tuckman’s model of group development18

18. See https://project-management.com/the-five-stages-of-project-team-development for
more background on Tuckman’s model and its application to team development. While
Tuckman’s model appears to show that teams progress in a linear fashion, the reality is
much more complex. Nevertheless, the model provides a perspective on how teams
evolve.
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When teams are forming, they are trying to understand each other. They may be reserved
in their interactions. They avoid conflict while they work to establish boundaries.

As differences begin to surface (remember the discussion about personalities) and team
members become more dependent on each other, conflicts begin to arise. Tuckman calls
this stage storming.

As teams begin to channel their conflict more productively and gain a better
understanding of how they can work more effectively together, they are said to be
norming. Members begin to focus on team goals and set standards for quality and
effectiveness. They are committed to the team and take pride in being part of the team
and the work they produce as a whole.

As the team evolves together, members begin to operate more smoothly and
autonomously. They are now performing. You will see passionate debate among team
members because they are committed and dedicated to creating the best outcomes,
keeping high standards, and continuously improving themselves. While they cannot
predict the future, they exude a confidence that as a team they can meet any challenge.

Adjourning occurs when a team disbands. This termination can be quite stressful,
especially when it happens suddenly and is unplanned. Even the best teams can find this
stage disorienting and demotivating.

In reality, teams move between these stages in response to external events. A performing
team can run into new challenges that require members to expand their skills and
knowledge, and the resulting uncertainty and conflict may pull them back to norming, or
even forming, if they have to add new team members.

In Practice: Dealing with Setbacks

Here is a situation that we run into quite often: A team that has been performing decided
in its last Sprint Retrospective to improve the test automation, forcing team members to
learn new techniques and technologies. Pushed out of their comfort zone, they struggle to
learn new skills while also trying to complete other work during the Sprint. conflicts and
frustration emerge, and their forecasted productivity drops.

The next Sprint Review does not go well. Not only did the team members not achieve all
that they had forecast, but they also did not make much progress on automating tests. In
their Sprint Retrospective, they recognize that they did not anticipate the degree to which
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their team’s working relationships would be aff ected, or the eff ort that automation
would require. Team members agree to be more mindful of these changes as they plan the
next Sprint.

Stronger teams with supportive leadership and a learning culture will recover more
quickly from such backtracking, whereas teams in organizations that seek to lay blame
for setbacks may never recover.19

19. For more on learning cultures, see Peter M. Senge, The Fifth Discipline: The Art &
Practice of Learning Organization (New York: Doubleday/Currency, 1990).

In Practice: How Stable Does a Team’s Composition Need to Be?

A stable team is one whose team members don’t split their time too much with other
teams and whose team composition doesn’t change too much over time. Members of a
stable team can form better working relationships because they spend more time together,
which allows time for the members to develop trust in each other. These teams also tend
to be more familiar with the product and the business domain because they spend more
time working on a single product.

Some organizations find it difficult to maintain stable teams because their products don’t
need to change quickly, so they do not need a dedicated team. Furthermore, team
members may want to work on diff erent products, learn new technologies and business
domains, and work with diff erent people.

Even when team members could work on one team, the team may need to vary the skills
on the team over time, so it may need to move people on and off the team. Or perhaps
team members may be shared with other teams when they all need the same scarce skills.

Virginia Satir created a five-stage change model that describes the eff ects that each stage
has on feelings, thinking, performance, and physiology.20 As depicted in Figure 2-6, at
the point of change, the team enters resistance where it experiences a decline in
performance. This change interrupts stability and familiarity, and some individuals may
be in denial, avoidance, or even blocking mode. Chaos is the period of erratic
performance that occurs while the team members search for a way to deal with and
incorporate the change in their world. When they find this transforming idea, they enter
integration. During this time, performance trends upward as the team integrates this new
change and even sees how it can be beneficial. Ultimately, team members find a new
status quo in which they have fully assimilated the change.
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Figure 2-6 Introducing change to a team causes instability and a drop in
performance.

The SATIR change model for a team is shown. Initially, the status quo is at a
level, and is fairly constant. When a change in the team or a resistance occurs,
there is a decline in performance. This region is marked chaos. Beyond this, the
team figures out their problems and new integration takes place, leading to a rise
in performance. This in turn leads to a new status quo stage, higher than the
initial one. Potential gains occur, involving teams to increase likelihood of
improving/adapting.

20. https://stevenmsmith.com/ar-satir-change-model/

When we implement planned change, such as adding a team member, we are hoping that
the new status quo will be greater than the old status quo. But, of course, there is no
guarantee that we will achieve this improvement.

So what’s the answer? The goal is “stable enough.” The goal is for the Scrum Team to
find a dynamic stability—that the team can recover quickly from a change, whether
planned or unplanned. When you are implementing a planned change such as adding or
removing team members to an existing team and when you are forming new teams,
involve team members in the decision-making process. When possible, let them own the
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decision. If team members have a say, it is more likely that the inevitable drop in
performance will be less severe and last for a shorter time, and ultimately the team may
experience higher performance from the change.

Team stability should be something you inspect and adapt to frequently. Observe
behaviors and outcomes. Get input from team members. Consider how the amount of
change in your team composition could be contributing to less desirable behaviors and
outcomes.

Some general advice is to move work to the teams, rather than teams to the work.
Amazing teams can learn new things, but growing amazing teams takes time and usually
presents the greater challenge. When a team has found that magic, take advantage of it as
long as it makes sense.

Characteristics of Productive and Adaptable Teams

When Scrum Teams reach the level of performing, we expect them to be productive and
adaptable, “striving to be the best they can be. It is a continuous journey toward
something better.”21 When they focus on team goals rather than individual
accomplishments, teams are able to create more valuable outcomes. A productive and
adaptable team succeeds or fails as a team.

21. See Lyssa Adkins’ Coaching Agile Teams: A Companion for ScrumMasters, Agile
Coaches, and Project Managers in Transition (Addison-Wesley Professional, 2010),
page 21.

At the performing stage, Scrum Teams tend to focus on the following aspects:

Improving the quality and completeness of a “Done” Increment

Improving the value they deliver to customers

Removing impediments

Growing team skills and knowledge

Improving their way of working through Sprint Retrospective actionable
improvements
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Considering the “Done” Product Increment as a shared goal, if a Scrum Team fails to
deliver a releasable Increment, it has produced nothing of value and has not
demonstrated business agility. It does not matter what the individuals accomplished
during the Sprint—as a team they have failed to deliver a valuable outcome.

To prevent this from happening, team members adapt what they are doing and how they
are doing it when challenges arise so that they can achieve the most valuable outcome in
alignment with their shared goals. Productive and adaptable teams have the following
characteristics:

Are confident that, as a team, they can solve any problem

Are committed to team success over individual success, considering both short-term
and long-term impacts

Are driven by results and take responsibility for their results, seeking better outcomes

Are hyper-transparent

Make value-driven, consensus-based decisions

Actively seek productive conflict

Are willing to push themselves beyond their comfort zone

Always look to improve their effectiveness and productivity

Are able to adapt fluidly to unexpected change

Take responsibility for their process, tools, and interactions—if something isn’t
working, team members take ownership of changing their experience

Which of these characteristics do you recognize in teams you work with now or that you
have worked with in the past? How did it feel to be part of these teams?

Summary

Strong, resilient, cross-functional, and self-organizing teams provide the essential
foundation for agile success. Shared values and goals bind the team together and provide
team members with principles they can all align to and use to guide decision-making.
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While all teams will develop at their own pace, creating an environment to enable and
grow self-organization, cross-functionality, and effective collaboration is essential if
teams are to become high performing and to realize the benefits of Scrum.

Teams are not static, however. As their composition and goals change, they need to
revisit and adapt their values and goals. As they do, they will reinforce some aspects of
their identity, refine others, and develop in new ways.

Call to Action

Consider these questions with your team:

How clear is your team’s purpose, and is it understood and embraced by every team
member?

How do the Scrum values guide your team’s decisions and ways of working?

How do the values and principles of the Agile Manifesto show up in daily
interactions?

What activities can you do to help team members understand their own and their
teammates’ personalities better?

Which challenges or limitations with self-organization are holding back your team?

What assets does you team want to grow to improve collaboration?

How much business process, product value, and user knowledge makes sense to have
in your Development Team for your product today?

What needs to change to capitalize on the benefits of dynamic stability?

What challenges are hurting the most right now? Identify one or two experiments to
help create a stronger team foundation. For each experiment, be sure to identify the
desired impacts and how you will measure them.
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3. Delivering “Done” Product Increments
At the heart of Scrum is the concept of “Done.” Scrum is a framework to enable business
agility, and without “Done” Product Increments, business agility cannot exist: There is no
such thing as “sort-of Done” or “almost Done.” Getting to “Done” requires Scrum Teams
to embrace teamwork, empiricism, and an agile mindset and to mature their team process
to deliver a product that enables the team to evaluate the Sprint Goal in an empirical
manner.

Once they are past the forming stage, new Scrum Teams often continue to struggle to
produce a “Done” Product Increment every Sprint. When we teach the Professional
Scrum Master (PSM) course,1 one of the most common questions we get is: “I
understand why ‘Done’ matters, but how do we get there if we cannot do it today?”

1. https://www.scrum.org/courses/professional-scrum-master-training

As the team’s identity grows and creates a stronger foundation, team members will
simultaneously be working on clarifying and refining their process. The Scrum
Framework intentionally leaves it up to the Scrum Team to determine their own process.
Remember there are no “best practices” with Scrum—that is, the best practice or tool is
the one that works for your product and your team in the current moment. Moreover, the
team process must evolve over time to fit changing needs and new challenges.

This dynamic quality explains why it is essential for Scrum Teams to be grounded in the
elements of teamwork, empiricism, and an agile mindset so that they can deliver “Done”
Product Increments. Better collaboration and more effective self-organization will point
the way to higher quality and faster delivery. Greater transparency relative to the
workflow, progress, and quality will enable new insights and better adaptations that
improve how quickly and effectively releasable Increments are produced. Clearly, the
Scrum values of focus and commitment play an important role in the team getting to
“Done.”2

2. For more details on how the Scrum values help guide Scrum Teams in effective use of
Scrum, read this blog post: https://guntherverheyen.com/2013/05/03/theres-value-in-the-
scrum-values/.

Throughout this chapter, we will highlight “good practices” to consider. Keep in mind,
though, that the key point is understanding what the practice is aiming to do. Is it creating
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more transparency into progress or quality? Is it enabling productive conflict and greater
commitment to team decisions? Is it establishing boundaries to create more focus and
reduce risk? Look for the root causes of your challenges, and choose practices—either
those presented in this chapter or those found beyond the boundaries of this book—that
will help you reliably and consistently deliver “Done” Product Increments.

Although the Development Team is accountable for producing “Done” Increments, the
Product Owner and Scrum Master also contribute to the team’s success; there is an
inherent tension between the role accountabilities that complements collaboration.3 For
that reason, this chapter is for everyone on a Scrum Team and the leaders who support
and enable them.

3. For greater understanding of the accountabilities of the Scrum roles and how they work
collaboratively, read this blog post: https://www.scrum.org/resources/blog/accountability-
quality-agile.

What is a Definition of “Done”?

The definition of “Done” (DoD) describes the Development Team’s shared
understanding of the work needed to create a usable, releasable Increment. This
definition—often described with conventions, standards, and guidelines—needs to meet
(or exceed) any existing organizational definition.

The DoD needs to be achievable and appropriate for the product and the team. When the
Increment meets the DoD, it is the Product Owner’s choice as to whether it is released
(or not). The Increment may be released many times in a Sprint (e.g., in a continuous
delivery or DevOps model) or only after multiple Sprints.

The DoD must ensure that all the work applied to the Increment is integrated with prior
Increments. When multiple teams are working on a product, the combined work of all the
teams needs to create a “Done” Increment. The individual team definitions may vary, but
they must share a baseline minimum of quality and completeness, which of course
requires integration to create a releasable product.

If this concept is so important, why doesn’t Scrum tell you what should be part of the
DoD? Put simply, the DoD depends so much on context that creating a universal DoD
would be impossible. That is, the DoD is very different for teams working on a mobile
game, a medical device, an aircraft flight control system, and an international banking
system. The usage of the product, business impacts, safety, and the impact of issues on
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the users will all influence how “Done” is defined.

Benefits of a Definition of “Done”

Having a solid DoD, and creating an Increment that meets it, has the following benefits:

Transparency of process. A “Done” Increment provides the ultimate transparency
into progress and value delivery. When a team does not deliver a “Done” Product
Increment in a Sprint, it is a sign that the team lacks important knowledge or
capabilities. This failure represents an opportunity for the Scrum Team to examine
and improve their processes, their tools, and how they work together.

Transparency of the Increment. When there is clarity around “Done,” no one in the
Scrum Team or the stakeholders should be surprised about the quality and
completeness of what is being shown in the Sprint Review. When the Increment
meets the DoD, the Product Owner can release the product to customers and realize
the value from that product (ROI). Assumptions about value and how the product
will be received in the market can be validated.

Transparency about where we are. When there is clarity around “Done,” the
Product Owner can better communicate with stakeholders about completed work.
This allows the Product Owner to update forecasts indicating when incremental
product delivery goals are likely to be achieved.

Transparency about where we are going. When Product Backlog items are
completed to the agreed DoD, their size and complexity can be used to forecast
future work of similar size and complexity.

Transparency about planning a Sprint. By gaining a clear appreciation of what is
required to complete a piece of work—to get the work “Done”—the Development
Team will have a better idea of what it can deliver in a Sprint.

How to Create a Definition of “Done”

While the Development Team owns the DoD, the Product Owner can participate in the
creation of the DoD to better understand what it takes to create a releasable Increment of
high quality. The Product Owner may also help define quality standards for the product,
such as the number of concurrent users that the system needs to support or the maximum
acceptable transaction duration.
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The following questions are useful to stimulate a collaborative discussion about the DoD:

What do we need to do to assist the people who will maintain the product (e.g.,
readable code, variable naming conventions)?

How will we minimize technical debt (e.g., refactoring)?

How will we test the product (e.g., unit testing, functional testing, regression testing)?

What testing will be automated?

What defects must be resolved (e.g., severity, type)?

How will we meet performance and scalability requirements (e.g., transaction
processing time, concurrent users)?

Which development standards will guide us toward technical excellence?

How will we verify conformance to our team’s development standards (e.g., peer
reviews)?

How will we validate and ensure data quality?

How will we ensure that our product is secure?

How will we ensure that our product meets regulatory, legal, or other compliance
standards?

What do we need to do to meet branding requirements?

What do we need to do to ensure that our product is usable by people with
disabilities (e.g., American with Disabilities Act [ADA] accessibility standards)?

What documentation is needed to release to production (e.g., online help, updates to
asset management system)?

In Practice: Using “Now, Next, Future” to Create and Improve the DoD

This technique can help a team collaboratively create an initial DoD and improve it over
time. It can also help teams struggling with a not-so-great DoD focus on what is most
important right now and take intentional action to move forward.
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1. The Development Team is invited to brainstorm everything it would want to be part
of the DoD for the highest-quality and most complete Increment. Team members
assume they can do anything at all—zero constraints.

2. Team members collaboratively identify the items they are capable of doing now and
move them into the center of a set of nested rectangles, as shown in Figure 3-1.

Figure 3-1 Using “Now, Next, Future” can help Development Teams define their DoD.
(Photo by Simon Reindl.)

3. Team members determine what would be the next improvements they want to make;
they move these items into the rectangle labeled “Next.”

4. Team members determine the desired future improvements, which are likely to take a
significant amount of time or money to implement, and move these into the rectangle
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labeled “Future.”

By the end of this exercise, a team should have an updated DoD, as well as the start of an
ordered list of improvements to tackle in the next few Sprints. The items may need to be
broken down more granularly or reworded for more clarity, so the team may choose to do
this activity after the session.4

4. For more information and examples of using Now, Next, Future to improve a DoD, see
https://www.scrum.org/resources/blog/improving-your-definition-done

Using Sprint Goals to Get to “Done”

The Scrum Team commits to the Sprint Goal as the shared purpose for conducting the
Sprint. When you consider the success of a Sprint, first ask, “Do we have a ‘Done’
Increment?”; then ask, “Did we meet the Sprint Goal?”

A good Sprint Goal has three characteristics: focus, flexibility, and purpose.

Does it provide enough focus so that we can have a working Product Increment that
provides value by the end of the Sprint?

Does it provide enough flexibility so that we can adapt our plan (i.e., Sprint Backlog)
as we uncover new learning and complexity?

Does it provide a sense of purpose so that we can see the value and meaning in our
work? Does it get the stakeholders excited or at least interested in attending the
Sprint Review?

Creating Good Sprint Goals

There is no perfect formula for creating a good Sprint Goal. Every Sprint Goal is very
context-dependent, and Scrum Teams must experiment to find what works for them and
adapt as their context changes (see Figure 3-2).5
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Figure 3-2 Sample Sprint Goals.

Three sample sprint goals with their context are shown. The sprint goals and their
contexts are as follows: Sprint goal - "Improve reports load time to under 2
seconds" and its context is "Team working on database-driven reports, needed to
address architectural issues to address performance." The second sprint goal is
"at the end of the Sprint we will show the site landing page using production-like
infrastructure" and its context is "Team working on a new product needed to
prove the infrastructure model and the deployment process." The third sprint
goal is "Expand the payment options to include more payment options" and its
context is "The product supported one card type provider, and needed to include
other cards, PayPal, Amazon Pay, and other options. There was a lot of
uncertainty, so the goal would be met if they could bring one further option."

5. For more information about creating good Sprint Goals, see
https://www.agilesocks.com/creating-good-sprint-goals/.

The following tips will help you improve your Sprint Goals:

Avoid compound Sprint Goals. Compound Sprint Goals, such as “Build X and Y and
Z,” split the Scrum Team’s focus and do not allow flexibility. Sometimes compound
Sprint Goals occur when teams are working on multiple unrelated initiatives or when
they are trying to take on too much work in a Sprint. Compound Sprint Goals leave
little room for the work to emerge as the Scrum Team learns.

Don’t try to micromanage with Sprint Goals. You do not need to include every
Product Backlog item (PBI) in your Sprint Goal. In fact, a Sprint Goal that says
“complete all of the PBIs” is the equivalent of not having a Sprint Goal at all. If you
want self-organizing, empowered teams to be effective, you must believe that people
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are committed to doing their best. If the Scrum Team meets the Sprint Goal before
the end of the Sprint, team members will figure out what else they can do to
contribute in meaningful ways.

Make the Sprint Goal measurable. When you get to the end of a Sprint, the entire
team should be in agreement on whether the Sprint Goal has been achieved. To
ensure the Sprint Goal is clear, ask, “How will we know if we have achieved the
Sprint Goal?” during Sprint Planning, and consider if it is possible to have an
objective measure.

Ensure team consensus on the Sprint Goal. During Sprint Planning, use a consensus
technique to confirm everyone’s understanding and commitment to achieving the
Sprint Goal.

Create Sprint Goals that achieve business impact. People want to do meaningful
work that has an impact. To ensure this, try the following:

Make it business or user focused. What will a user be able to do when you
implement this feature? What will a business area be able to achieve with this
enhancement?

Make it focused on testing business assumptions and getting feedback. It is
difficult to 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.

Make it focused on reducing risk. Proving out the use of a new technology or
perhaps a new architecture is an important part of reducing risk. If you learn that a
technology will not meet your needs for performance, security, or scalability, you can
change direction. The earlier you change direction, the cheaper the cost of the
change will be.

Using the Sprint Goal for an Effective Daily Scrum

The Daily Scrum is intended to allow the Development Team to inspect their progress
toward the Sprint Goal, adapt their plan based on new learnings so as to meet the Sprint
Goal, and identify any impediments to achieving the Sprint Goal. The Daily Scrum offers
an opportunity for the Development Team to recommit to each other and their shared
accountability.
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An effective Daily Scrum has the following characteristics:

Promotes self-organization and collaboration. The Development Team facilitates
the Daily Scrum, and they update their own Sprint Backlog. If everyone is focused on
their commitment to the Sprint Goal and can see the progress being made toward it,
there are more opportunities to contribute and collaborate.

Creates focus and reduces waste. The Daily Scrum should feel like a quick
collaborative planning session. A clear Sprint Goal helps everyone stay focused on
the purpose of the Daily Scrum and keep it within the 15-minute time-box.

Promotes transparency and a shared understanding of progress of valuable
outcomes. A Daily Scrum is not simply an update on the status of tasks that each
individual is working on.6 By focusing on having a “Done” Increment that achieves
the Sprint Goal, the Development Team is reminded of their purpose and
commitment. Team members can assess progress in the context of the entire Sprint. If
new work has been identified that endangers the Sprint Goal, they can discuss and
adapt the plan. If issues are slowing progress, they can spot them early and adapt the
plan.

6. The Daily Scrum is not a status meeting; for more on this point, see
https://www.scrum.org/resources/daily-scrum-not-status-meeting.

By the end of the Daily Scrum, every Development Team member should understand
progress toward the Sprint Goal, the current plan for achieving it, and the likelihood of
achieving it. In addition, team members should know what they plan to accomplish in the
next 24 hours and how they will work together to accomplish it. Again, using a consensus
technique at the end of a Daily Scrum could be helpful to ensure everyone’s voice is
heard and everyone is on the same page.

Getting PBIs to “Done” Earlier in the Sprint

Here are some techniques that can help you get a PBI to “Done” sooner:

Apply the DoD to every PBI. Instead of waiting until the end of a Sprint to look at
the DoD and perform the activities, apply the DoD to every PBI as it is worked on—
and get it truly “Done” before moving on to something new. This approach has a
notable side benefit: It might enable you to actually release the Product Increment
before the end of the Sprint.

3. Delivering “Done” Product Increments

81

file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch03.xhtml#ch03fn6
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch03.xhtml#ch03fn6_r
https://www.scrum.org/resources/daily-scrum-not-status-meeting


Break PBIs down to smaller items. Smaller PBIs will likely have less complexity and
unknowns, as well as less effort.

Try a one-day Sprint. When a Scrum Team is struggling to break the work down into
smaller increments and to collaborate on the same piece of work, a one-day Sprint
can force them to challenge their assumptions. This kind of Sprint is not likely
something that you’ll want to do all the time, but it can be an illuminating team
improvement activity that helps break down limiting beliefs and encourages creative
approaches to delivering value.

To get the team started, you can offer this challenge: “Is there any small piece of
value that we can deliver to users in a day?” By shrinking the time-box, you create
focus and urgency, forcing team members to try new things. They will worry less
about their specializations and expertise and instead think more about contributing to
the team results. There is little risk to trying a one-day Sprint: If it doesn’t work, only
a day has been lost. But the potential benefit can be substantial; the insights that
emerge are often quite powerful and lead to many actionable commitments for the
next “regular-length” Sprint.

Include the Development Team in Product Backlog refinement. The Development
Team needs to understand what they are building so that they can meet the business
need. Those conversations can start before the Sprint as Product Backlog refinement
activities happen. Furthermore, Development Team members will have the
knowledge to help break things down into smaller items and in ways that enable more
flexibility and creativity in delivering valuable outcomes. Dependencies can be
identified and potentially resolved before the PBIs are planned in a Sprint.

In Practice: Using a Scrum Board to Visualize Progress

A Scrum Board is a visual representation of the Sprint Backlog and its progress (see
Figure 3-3). Development Teams can keep a physical Scrum Board in their team space so
that it’s easily accessible and in their line of sight. For remote team members, many
digital tools are available that meet this need (both free and paid). The Development
Team updates the Scrum Board anytime they have new information about the PBIs they
are working on.
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Figure 3-3 Sample Scrum Board.

A representation of a scrum board is shown. It is a tabulated data with column
headers PBI, To-Do, In-progress, and Done. The works are represented as
rectangles under PBI. The rectangles are partitioned into equal and smaller
rectangles representing that the work has been assigned to different team
members. These small rectangles are placed under the other three columns
according to their level of progress.

In Figure 3-3, PBIs are captured on the larger cards, and the related breakdown of the
activities to complete those PBIs appears in the same row. The columns on the board
represent the current state. Be cautious of Scrum Boards that are designed in a way that
promotes a waterfall or siloed way of working during the Sprint, such that individuals
focus only on “their column.” An example would be a “Testing” column that is
considered to be “owned” by the people on the Development Team who specialize in
testing.

When a Scrum Team effectively uses a Scrum Board, you are likely to hear the following
kinds of conversations:

Team members discussing how to work together on a PBI to get it to “Done” sooner

Team members asking if they can help on an in-progress PBI rather than picking and
starting work on a new PBI

One team member offering advice to another based on his or her experience working
in a certain area of the product
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The team, as a whole, discussing who would like to work on certain PBIs given the
current skills and how individuals would like to grow their skills

Team members expressing concerns about not being able to meet the Sprint Goal and
renegotiating scope—what can be removed from the Sprint Backlog, what can be
broken down smaller to be more focused on the Sprint Goal

Team members confirming that new work jeopardizing the Sprint Goal will not be
added to the Sprint Backlog but rather directed to the Product Owner

The team, as a whole, questioning whether work is impeded and discussing what to
do to improve flow

The team, as a whole, discussing how the actionable commitments from the Sprint
Retrospective affect how the team is working

The team, as a whole, recognizing a new dependency and discussing how to resolve it

The team, as a whole, confirming the DoD has been met when a PBI is moved to
“Done”

In Practice: Using a Sprint Burndown to Track Progress

A Sprint Burndown is a chart that tracks PBIs as they are completed, which means that
they have met the DoD (see Figure 3-4). Note this chart is diff erent from a Sprint
Burndown that tracks tasks or hours, as its focus is on getting PBIs to “Done.” Such a
chart helps the Scrum Team visualize their work during a Sprint.
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Figure 3-4 Sample Sprint Burndown.

A sprint burndown chart is shown. The horizontal axis represents the days
ranging from day 1 to day 10 in intervals of 1. The vertical axis represents the
PBI ranging from 0 to 140 in intervals of 20. In this sample, the PBI keeps falling
day by day.

A Sprint Burndown chart can be used in the Sprint Retrospective to talk about the rate at
which PBIs are being completed and to identify potential problems and areas for
improvement. It helps the Scrum Team ask questions that lead to greater insights during
the Sprint Retrospective:

What happened on specific days when the line flattens that prevented PBIs from
being completed? What changes could reduce waste in our process and enable better
flow?

Where did we discover new work? How did we respond to that discovery? What
would we do differently in the future?

What happened on specific days when the line is steeper that helped us complete
more PBIs? What can we learn from this moving forward?

Team members might also look at Sprint Burndown charts from previous Sprints and see
how the flow has changed over time. Have the improvements they have implemented had
the desired eff ect? Have new challenges arisen? The visualization helps recall details
from the past and adapt appropriately.

Limiting Work Items in Progress

When a Development Team is applying the DoD to every PBI, it may also want to limit
the number of PBIs in progress. This technique, which applies the Lean Principles to
improve flow, helps improve collaboration and learning. For example, a Development
Team may set a Work in Progress (WIP) limit of 2 for the “In Progress” column of its
Scrum Board. When two PBIs are in progress, a Development Team member who has
availability will then focus on helping the team make progress on those two PBIs rather
than starting something new.

This approach can be challenging for Development Teams whose members are struggling
to figure out how best to apply their skills and knowledge to work collaboratively. Yet
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they will not likely push beyond that challenge if they don’t try. Limiting WIP creates a
boundary that forces them to challenge their old ways of working, to be creative in self-
organizing around the work, and to be willing to try new things.

As an example, suppose that during the Daily Scrum, Bob states that he wants to start
working on a new PBI because the PBIs in flight do not have any front-end design and
development needs (his specialty). The Development Team can point to the WIP limit
and encourage Bob to take on an activity that contributes to getting an in-progress PBI to
“Done,” such as running some tests, updating documentation, or pairing with someone.

Why would we want to do this? Well, the short answer is Little’s Law.7 We won’t go into
a detailed explanation here, but essentially the more things that you work on at any given
time (on average), the longer it will take you to finish each of those things (on average).
When work takes a long time, people seem to have a natural tendency to start new items
as soon as possible so that they can “finish on time,” regardless of what is currently in
progress. The result is that items end up taking longer to complete due to the many forms
of waste created by this situation.

7. Read this white paper for more information about how Little’s Law applies to Scrum
Teams: https://www.scrum.org/resources/littles-law-professional-scrum-kanban.

To get more done overall, you need to focus on doing fewer things at the same time. Fix
the impediments that are slowing you down rather than introduce more work into your
workflow.

Measuring and Analyzing Flow

The key to improving a team’s process is to create transparency into what is actually
happening in the process. Objective data can help identify potential patterns that may be
missed when simply relying on observation or trying to remember how the work flowed
through the process.

These measures and techniques can help bring transparency to flow within a team’s
process:

Track your cycle time. You can have multiple “cycles” that you define and measure
for your process. To keep things simple, we will define cycle time here as the
duration from the time a PBI is started to the time it is ready to release. (Note: Some
teams define the endpoint as actual release of the product, especially if that is part of

3. Delivering “Done” Product Increments

86

file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch03.xhtml#ch03fn7
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch03.xhtml#ch03fn7_r
https://www.scrum.org/resources/littles-law-professional-scrum-kanban


their DoD. Do what makes sense for your team.)

Use a Sprint Burndown or throughput chart. Track the number of PBIs completed
per unit of time. Some teams may have a PBI burndown based on size of the PBI
(e.g., if they are using story points for sizing). The key here is that the team
understands when individual PBIs (not tasks) are getting to “Done.”

Track your WIP. Track the total number of PBIs that have started and not yet
finished at a point in time. These items are being developed but not yet providing
value.

Track your blocked PBIs. When a PBI is started but gets stopped from moving
forward somewhere in the process, the PBI is considered blocked. In addition, a team
can track how long the item stays in a blocked state and the reason for the blocked
state.

Pay attention to trends! The point of capturing these data is to look for trends.
Where do the trends point to opportunities for improving the process?

In Practice: Improve Process Transparency and Flow with Kanban

Kanban (n): a strategy for optimizing the flow of stakeholder value through a process that
uses a visual, work-in-progress limited pull system.

Flow is the movement of customer value throughout the product development system.
Kanban optimizes flow by improving the overall efficiency, eff ectiveness, and
predictability of a process.8

8. For more information on using Scrum with Kanban, see
https://www.scrum.org/resources/kanban-guide-scrum-teams.

Kanban’s flow-based perspective and focus on transparency and visualization, combined
with the Scrum Framework, can help a team design a process to optimize the means for
delivering customer value. Scrum Teams achieve flow optimization by adding the
following four practices to their Scrum process:

Visualization of the workflow

Limiting WIP
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Active management of work items in progress

Inspecting and adapting their definition of “workflow”

Kanban emphasizes greater transparency into workflow and identifies a minimum set of
flow metrics that are used to actively manage work items in progress and enable flow-
oriented inspection and adaptation. It leverages Queueing Theory and Little’s Law to
make the point that to get more stuff done, you need to work on less. Yep, it sounds
crazy, but it is mind-blowingly true.

Ultimately, Kanban enables greater empiricism by providing a few more practices and
metrics to help you figure out your best process within the Scrum Framework.9

9. For more information about Kanban and Scrum, see
https://www.scrum.org/resources/blog/understanding-kanban-guide-scrum-teams.

Building in Quality From the Beginning

Quality encompasses the user’s experience of the product, including how well it balances
flexibility, maintainability, efficiency, and responsiveness. Scrum Teams need early and
continuous insight into the quality of the product so that they can adapt it to meet the
customer’s needs. In practical terms, this driving force guides teams toward a test-first
approach to establish focus on quality from the start.

Taking a test-first approach means the Scrum Team determines its tests before building
the solution so that it can get early feedback that the solution under construction works as
intended. This results in greater testing coverage as well as higher quality because
everything that is built will have also been verified. A number of practices leverage the
test-first approach, some of which are combined with automation:

Test-Driven Development (TDD), in which automated unit tests are created before
the code is written to drive the design of the software and force decoupling of
dependencies. The work consists of:

Writing a “single” unit test describing an aspect of the function

Running the test, which should fail because the program lacks that function

Writing “just enough” code in the simplest way possible to make the test pass
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Refactoring the code until it conforms to expected coding standards (as specified
in the DoD)

This process is repeated, creating a set of automated unit tests that grows over time.
This set of automated tests can then be run at any time to validate that the product is
still working properly.10

10. https://www.agilealliance.org/glossary/tdd/

Behavior-Driven Development (BDD), which builds on the general principles of
TDD and adds ideas from Domain-Driven Design to create automated tests that
validate a particular behavior that you want your application to have. Pieces of
functionality are built incrementally, guided by the expected behavior. Behavior-
driven developers typically use their native language in combination with the
language of Domain-Driven Design to describe the purpose and benefit of their
code.11

11. https://www.agilealliance.org/glossary/bdd/

Acceptance Test–Driven Development (ATDD), a collaborative practice in which
users and the Development Team define acceptance criteria prior to building any
functionality. These tests represent the user’s point of view and describe how the
system will function. In some cases, the team automates the acceptance tests. This
approach places the validation of business functionality as the priority.12

12. https://www.agilealliance.org/glossary/atdd/

Automation and “Done”

Automation is becoming more essential in product development today due to the speed at
which many businesses need to deliver value to customers, the complexity and scale of
products and systems, and the importance of quality in a world that is becoming more and
more dependent on technology. Automating work can seem daunting for teams that do
not have experience with it. Automation does require a significant amount of effort, but
the benefits are worth the effort:

Reduced manual effort by team members

Reduced bottlenecks related to specific skill sets
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Defects found earlier in the delivery cycle

Reduced chance of human error

Focusing the skills and energy of team members on tackling new challenges and
learning new things

Overall, these benefits contribute to an ability to deliver value faster with higher quality,
as well as allowing people to learn faster. If you’re building a new product, don’t save
automation until later. It’s easier when you start with a small product and build
automation as the product grows—plus you start getting the benefits earlier. And if you
are in a situation where a product is already quite large, you’ll have to eat the elephant
one bite at a time.

Some teams know that they should automate but are always “too busy” to make any
progress toward that goal. The solution to this dilemma is to take on less work in a Sprint
so as to invest in automation, with the goal of creating additional capacity to do more
work in the future. A Development Team should work with the Product Owner to make
the right trade-offs between reducing progress now so as to achieve greater progress later.

Automation is often addressed in the following order:

1. Version control

2. Automated build

3. Automated test

4. Automated packaging

5. Automated deployment

Automation activities and quality control may be part of a Development Team’s DoD.
Several different levels of testing may be considered, as illustrated in Figure 3-5.
Ultimately, the more levels that are automated, the more certainty you have around the
quality you are building into the product.
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Figure 3-5 Levels of testing.

The different levels of testing are shown. They are as follows: (from outermost to
innermost) operational acceptance - production, function/user acceptance
testing, system testing, integration testing, continuous integration build and test,
check-in, developer tests, compile and build, and code compilation.

The Agile Manifesto says that agile teams value working software over comprehensive
documentation. This means that the team needs to build and test software. A lot. All of
the time, in fact. Ideally, the team needs to build every time it commits a change to the
source code repository. But builds are just the starting point—the team also needs to test
every time it makes a change. Not just unit tests, but functional tests, regressions tests,
performance and scalability tests, all driven from APIs. And not just in simple
environments, but ones that look as much like production as possible. When teams do
this, they deliver better code.13

13. https://www.scrum.org/resources/blog/what-devops-taught-me-about-agile

Technical excellence is an essential capability for Development Teams to grow, and
automation practices are a major component of that effort. Continuous Delivery (CD)
and the DevOps movement are areas to explore further.14

14. The book Continuous Delivery by Jez Humble and David Farley is a great resource
for learning more about broader technical topics, including configuration management,
continuous integration, deployment pipelines, managing infrastructure and environments,
testing, and managing data.

DevOps
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There is a lot of confusion about what DevOps is and isn’t. Many sources focus on the
technical practices, some of which have already been explained (e.g., continuous
integration, automated testing, CD, Infrastructure as Code [IaC]). But it is important not
to lose sight of the overarching purpose of DevOps: DevOps breaks down barriers
between operations and development in pursuit of increased agility.15

15. For more information about how agility and DevOps complement each other, see
https://www.scrum.org/resources/convergence-scrum-and-devops.

Code Reviews

In a code review, a Development Team member (or multiple team members) reviews the
work done by another team member, so as to provide a quality check. Teams that use this
practice often have a checklist of things they are specifically looking at during the code
review, which would likely include the DoD. In addition to building quality in, a code
review is a great learning opportunity for people to continue to grow their knowledge of
the system but also grow their knowledge and skills as developers.16

16. For a perspective on why code reviews actually save time, see
https://www.atlassian.com/agile/software-development/code-reviews.

Quality Metrics

Measuring aspects of the product that are indicators of quality helps create transparency
so that the Scrum Team can inspect and adapt how quality is impacted by the way in
which they build the product and the choices they are making. Some of these metrics are
generated by automated tools; others can be tracked manually. Remember that with
metrics, the trends are more informative than the specific data points. Moreover, Scrum
Teams will want multiple metrics to inspect, given the many variables (both known and
unknown) that may influence a metric. Note that these metrics are intended for the
Scrum Team’s use. To respect and maintain transparency, they should not be used by
people outside the team to measure the team’s performance, nor should they be
incentivized.

Some of the common quality metrics are summarized here:

Code coverage metrics indicate how much of the product’s code base is covered by
automated tests. This a common data point for teams using TDD. While a high
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percentage does not guarantee that the code is “written well” and that the tests are
maintained, this is a helpful measure for teams.

Complexity metrics help the Development Team understand the degree of
maintainability of the code. This kind of quality factor reflects the long-term
effectiveness and efficiency of a Scrum Team. Examples of how to measure
complexity include cyclomatic complexity, depth of inheritance, class coupling,
nesting, and Halstead metrics.

Build stability metrics are a leading indicator of the overall stability of the product.
They indicate whether the build process is stable and expose issues related to the
code’s quality. Build stability can be measured by the number of days since the last
red status (build failure) and consecutive red status days.

Defect metrics provide a window into the quality of the product. Bugs are costly to
fix in production, and they often interrupt the team’s ability to deliver new features
and functions. Bugs can have significant impacts on users, ultimately affecting a
business’s brand, reputation, and bottom line.

In addition to the measures themselves, trends are important, too:

How many defects are found in production and how many defects are resolved
before production, and how is this ratio changing over time?

How long does it take to fix a production defect, on average, and how is this
changing over time?

What is the average criticality of defects (i.e., what’s the cost or impact to the
business and customers), and how is this changing over time?

How many defects recur, and how is this changing over time?

How long are defects open, and how is this changing over time?

Tackling Technical Debt

Technical debt is deferred work for the product, which often results from decisions made
by the Development Team to trade quality for speed. Technical debt can be seen as
brittle or difficult-to-change code. Note that taking on technical debt is not necessarily a
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bad thing—as long as there is a real plan to “pay it off.” Just like with financial debt, it
can sometimes be a good thing if the return is greater than the interest paid. For example,
creating a prototype to test something in the market before investing in a robust backend
for the system might be a sound decision. Technical debt must be transparent, as well as
the impacts of creating it on the future ability to deliver value.

Examples of technical debt include:

Lack of automated tests, build, or deployment

Lack of unit tests

High code complexity

Highly coupled code

Business logic in the wrong places

Too few acceptance tests

Duplicated code or modules

Unreadable names or algorithms

If technical debt in a product accumulates to the point that it becomes difficult to have a
releasable Increment of meaningful value by the end of every Sprint, you need to start
paying it off, and quickly. Of course, you want to avoid getting to that point—and the
way to do that is to start tackling technical debt sooner, rather than later.17

17. To explore the topic of technical debt further, watch this Scrum.org webinar by Mark
Noneman, Dealing with Technical Debt: Avoiding Technical Bankruptcy:
https://www.scrum.org/resources/dealing-technical-debt.

In Practice: Update the DoD to Reflect a Low Tolerance for Technical Debt

It can be helpful to include specific expectations around technical debt in a DoD. What
will the Development Team do to avoid creating new technical debt? And what will the
Development Team do to resolve existing technical debt?

Here are some examples of things a Development Team may want to address in a DoD
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related to technical debt:

What should be refactored?

How will we leave a module better than we found it (the Boy Scout Rule)?

When we encounter technical debt in building the Increment, what will we do? What
technical debt will we look for and resolve as we build?

What will we do with technical debt that remains unresolved?

A Development Team’s DoD is a form of a working agreement, so it is important to make
explicit how technical debt will be both prevented and managed. This agreement both
helps team members hold each other accountable for high quality standards and makes
quality more transparent to stakeholders.

Making Technical Debt Transparent

Adding technical debt to the Product Backlog will make it transparent to the Scrum Team
and stakeholders. This step also enables the Product Owner to make better decisions
about ordering the work. If you do, be sure to clearly capture the value of resolving the
technical debt in business terms. What will the business gain by resolving this technical
debt? What is it costing the business to not resolve this technical debt? How are users
being impacted by not resolving this technical debt?

Here are some examples of capturing value in business terms. Consider adding data
reflecting existing quality issues or expected efficiency gains based on history for the
specific product.

Refactor so there are fewer pathways through the code, reducing time to test by 30
percent.

Apply consistent naming and structural conventions, allowing team members to be
more effective and more efficient when building new features and fixing issues.

Centralize the business logic for Feature X, making it easier to update the business
logic in the future, and reducing the likelihood of bugs. In the last 4 months, we have
had 24 bugs that directly impacted customers and resulted in loss of $100,000 profit.

Refactor Feature Y, increasing the performance of the system by 35 percent, and
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resulting in a transaction time improvement of 2.5 seconds.

Refactor Feature Z so that, now the customer viability has been proven, we will be
able to scale the solution to a broader user base, leading to more revenue.

In Practice: Treat Technical Debt Like Credit Card Debt

Stop creating it. And start paying it back, a little bit every Sprint. If technical debt has
gotten so bad that the team finds it quite challenging to deliver a “Done” Increment with
significant value to the business, the Scrum Team should have a discussion about this
issue—and determine if it is time to cut up the credit card and start paying a little more
than interest payments every Sprint.

The Development Team can help the Product Owner understand the criticality of
addressing the problem of technical debt and negotiate an amount of time to set aside in
upcoming Sprints for PBIs related to technical debt. The Product Owner can help
stakeholders understand the value they are getting from resolving these issues.

This approach should continue to be inspected and adapted to understand the benefits
gained and to adjust the amount of time spent resolving technical debt as appropriate.

Making Technical Debt “Repayment” Visible

If a product has a significant amount of technical debt to pay back, consider creating a
visible progress indicator for the team. This step starts with the Scrum Team setting an
initial goal or perhaps multiple goals. Team members can then create an information
radiator that tracks their progress toward paying back the technical debt during each
Sprint.

Figure 3-6 shows an example using a thermometer as a metaphor and progress indicator.
Perhaps the Scrum Team sets a goal of resolving a certain amount of technical debt over
the course of several Sprints, and the thermometer helps them to celebrate the small gains
made every Sprint. Another approach is a burndown chart showing the total amount of
technical debt known (i.e., transparent in the Product Backlog) and tracking the trend
over time as technical debt gets resolved, uncovered, or perhaps created intentionally.
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Figure 3-6 Visualizing technical debt can provide motivation to do something
about it.

Summary

Getting to “Done” is essential to delivering value while controlling risk and managing
complexity. As a Scrum Team forms a stronger foundation, it will naturally be in a
position to evolve the team process to more effectively deliver a high-quality, high-value
product. There are no “best practices” in Scrum, so teams must continually examine what
they are doing, why they are doing it, and what benefits they are (or are no longer)
getting. Technology and business change all the time, so teams must look for what’s
coming next and what they need to do differently to meet new needs, stay ahead of the
competition, and delight customers.

The flexibility provided by the minimal boundaries of the Scrum Framework opens up
many possibilities to unleash the creativity of collaborative teams. They can navigate the
possibilities by always seeking better transparency into their process and its effects on
outcomes, and by frequently inspecting and adapting the team process based on these
insights. Teams should minimally consider how well they are using a definition of “Done”
and Sprint Goals, how work flows through their process, and which quality practices and
measures are needed.
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Call to Action

Consider these questions with your team:

Are you reliably getting to “Done” at least by the end of every Sprint? If not, what
has the team been doing about it? Otherwise, where are there opportunities to do
things more effectively with higher quality and greater joy?

How do the Scrum values show up in your team process?

How robust is the definition of “Done”? How has it evolved over time, and what
opportunities are there for improvement?

How are Sprint Goals being used throughout the Sprint?

How much transparency do you have to the way work flows through the Sprint?
Where do you need more?

How is quality trending for the product?

How much technical debt is in the product? Is it increasing or decreasing?

Where does the team need to grow knowledge and skills to create a releasable
Increment of appropriate quality sooner?

Which challenges are hurting the team most right now? Identify one or two
experiments to help evolve the team process and more effectively get to “Done.” For
each experiment, be sure to identify the desired impacts and how you will measure
them.
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4. Improving Value Delivered
Producing a “Done” Product Increment isn’t the end of the journey—it’s merely the start
of the learning journey to deliver more value. A Scrum Team now has the capability to
measure the value they deliver and to use empiricism to improve the value that customers
experience.

What is Value?

The term value is used many times in the Scrum Guide. The first time this term is used is
in the definition of Scrum: “delivering products of the highest possible value.” It is an
interesting experiment to ask people how they define “value.” It is actually difficult to
define what value means without using the words “value” or “valuable.” Value is,
ultimately, determined by customer experiences.

These questions can help you determine whether you are delivering value:

Are your customers happy? Do you help them achieve outcomes that they find
important?

Is that happiness reflected in ways that can be profitably monetized?

Are you adding or shedding customers?

How quickly can you deliver a new idea to a customer and measure the result?

Are your employees happy?

Not-for-profit and social enterprises don’t have concerns about profitably monetizing
customer outcomes. Even so, they are still concerned with customer outcomes—although
they may use names like “citizens” or “clients” instead of “customers.” Some for-profit
enterprises are also mission-driven, but missions can be described in terms of achieving a
set of outcomes for a group of people, as in the following examples:

Increasing local employment

Improving the well-being of a community

Reducing negative ecological or environmental impacts
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Noted management consultant, educator, and author Peter Drucker observed, “If you
can’t measure it, you can’t improve it.” The same is true of value: Producing and
delivering “Done” Product Increments is not enough; you have to measure the value you
are delivering to improve it.

Delivering Faster Is a Good Start, But Not Enough

While many organizations turn to Scrum to “deliver faster,” once they start delivering to
customers and measuring the results, they discover that the real benefit of Scrum is
getting feedback sooner to drive faster improvement. In fact, if faster delivery alone
could solve the problems that organizations face in meeting customer needs, a traditional
approach with many very small releases would suffice.

The problem is that, to paraphrase John Wanamaker, more than half of our ideas deliver
no value; we just don’t know which half.1 To improve your ability to deliver value, you
have to not only improve the speed at which you deliver value, but also measure what
you deliver to determine its value, and you must use that feedback to improve the value
you deliver in the next release.

1. John Wanamaker (1838–1922), a wealthy department store owner, famously observed
that “Half the money I spend on advertising is wasted; the trouble is, I don’t know which
half.”

Studies have shown that 65 percent of features are rarely or never used (see Figure 4-1).2
In a similar vein, a 2017 article in the Harvard Business Review stated that “the vast
majority of [new ideas] fail in experiments, and even experts often misjudge which ones
will pay off. At Google and Bing, only about 10% to 20% of experiments generate
positive results. At Microsoft as a whole, one-third prove effective, one-third have
neutral results, and one-third have negative results.”3
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Figure 4-1 Most features are rarely or never used.

Two pie-charts representing the use of new ideas in organizations in 2002 and
2014 are shown. In 2002, 45 percent of organizations never used the new ideas,
19 percent of organizations rarely used, 16 percent of organizations used these
new ideas sometimes, 13 percent of the organizations used these ideas often, and
7 percent of these organizations used these ideas always. In 2014, 50 percent of
the organizations hardly ever used the new ideas, 20 percent of organizations
used it often, and 30 percent of organizations used it infrequently.

2. The Professional Product Owner: Leveraging Scrum as a Competitive Advantage by
Don McGreal and Ralph Jocham (Addison-Wesley, 2018), part of the Professional Scrum
Series from Scrum.org.

3. https://hbr.org/2017/09/the-surprising-power-of-online-experiments

Value is easy to understand when measured in terms of revenue, income, and direct costs,
but not all value is monetary in nature. Market share growth rate, diversity of the
customer base, customer satisfaction, employee satisfaction, and employee turnover rate
are also important measures of value. Likewise, ease of use and ease of product adoption
can be important measures that inform product improvements.

Product Value and the Scrum Team

In Scrum, the Product Owner is accountable for maximizing the outcomes that the
product will deliver to customers, thereby maximizing the value realized by the
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organization.

This focus on value and outcomes represents a change for organizations in which output
has historically been the measure of success. Output measures things that are produced or
consumed, such as features delivered or story points. Output is easy to measure, but it is
of only secondary importance: The number of features delivered is irrelevant if none of
those features improves the lives or capabilities of the customer. Features delivered
matters only in consideration of profitability or time-to-market, but if they produced
nothing of value then they are simply waste.

In Practice: Measuring Progress and Success

When people talk about “status” or “progress,” listen for the mindset driving the
discussion. If it is just about percent complete, number of features built, or red/
yellow/green status, ask some powerful questions that bring focus to the value of the
product:

Could we achieve all of these measures and still be unsuccessful?

How are we validating assumptions about the user needs or the market demand?

What are we learning about value? How is this guiding our product decisions?

What has changed with our users or our competitive environment since we began this
initiative?

Too often, “percent complete” and similar discussions hide an assumption that everything
on the “wish list” is important and valuable. The aforementioned studies prove that they
are not. Instead of worrying about whether everything will get done, focus discussions on
how you can more quickly test assumptions about value to reduce waste and increase the
value that you deliver.

The Scrum Team determines its process within the Scrum Framework. This process
includes defining value, delivering value, and measuring value. Although the Product
Owner remains accountable, it is likely that a Product Owner needs help. The Product
Owner needs input from stakeholders, including customers, users, and Development
Team members. The Product Owner also depends on the Development Team to actually
deliver value, so it’s important that those team members understand the outcomes that
customers seek to better inform decisions.4
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4. For a much deeper dive into defining products and how to better understand what
customers will find valuable, we recommend Scrum.org’s Professional Scrum Product
Owner class: https://www.scrum.org/courses/professional-scrum-product-owner-training.
If you can’t make it to a class, or even if you can, we also recommend The Professional
Scrum Product Owner by McGreal and Jocham, part of Scrum.org’s Professional Scrum
Series.

The Product Backlog creates transparency into the relative importance of the work that
the Product Owner believes will maximize value delivered. When it’s used most
effectively, it forms the foundation for a dialogue with the rest of the Scrum Team as well
as stakeholders, about what is valuable.

Using the Product Vision to Enliven Team Purpose, Focus, and Identity

The Product Vision expresses the raison d’etre of the product—who it is for, and what it
hopes to do for them. It is important when defining and funding the product, but it also
has value in bringing purpose and focus to the Scrum Team and helping them form their
identity. Returning to this vision periodically is a useful way to remind everyone on the
team why the team exists.5 Various related techniques help the team shape and reinforce
their identity:

5. For more information on creating a strong product vision, see The Professional Product
Owner: Leveraging Scrum as a Competitive Advantage by McGreal and Jocham.

Product value. A clear understanding of value helps a team understand the why
behind their work and how to validate whether their work is contributing value.
Knowing the value in a tangible way (e.g., revenue, market share, customer
satisfaction) goes a long way toward instilling a sense of purpose.

Personas. Personas help a team understand users and customers better, so as to
develop empathy for them. This ultimately helps team members see the purpose in
their work and create better solutions. Some teams post their persona descriptions
around their work environment as a continual reminder of the people they are
working to help.6

6. For more information on personas, see http://gamestorming.com/empathy-
mapping/ and https://www.romanpichler.com/blog/10-tips-agile-personas/.

Product Roadmap. A Product Roadmap is a visual representation of the high-level
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plan intended to help a team see the direction of the product over time. The more a
roadmap focuses on business objectives and business value, the more it provides a
solid purpose.

In Practice: Enlivening the Product Vision

It is easy for the Product Vision to be defined early in a product’s life cycle, but then
become forgotten in the pursuit of individual releases. Products change over time, and
they can do so either mindfully or accidentally. Feature creep and other forms of harmful
scope expansion are often caused by the lack of focus that results from a confused or
unfocused Product Vision. Consider these ways to keep the Product Vision keenly tuned:

1. Involve a broader community. Your stakeholders and your Development Team likely
have valuable perspectives and ideas. And by including others, you help them feel
heard, which is likely to increase their commitment to and understanding of the
Product Vision. Using the Product Vision to engage in periodic discussions of who
the product should serve and what it should do for them is a good way to evolve it in
mindful, and not accidental ways.

2. Evolve it based on new information. The initial Product Vision is a starting point,
based on assumptions and guesses, many of which will be correct but some of which
will prove wrong. You will need to inspect, adapt, and evolve the Product Vision
based on new information.

3. Keep it focused. Successful products have a clear focus; the teams building them
know who they are serving and how. Poor products try to do a little something for
everyone, but not very much for anyone.

4. Constantly reinforce it. In the words of Professional Scrum Trainer Don McGreal,
“Be annoying about it.” Product Owners should look for opportunities to reinforce
the Product Vision, as well as validate alignment to the Product Vision. Product
Owners can bring the physical manifestation of the Product Vision to Sprint Reviews
or other discussions with stakeholders and the Development Team (e.g., the Product
Box7 or a poster of the elevator pitch).8

7. For more on the Product Box technique, see
https://www.innovationgames.com/product-box/.

8. For examples of elevator pitches, see https://strategypeak.com/elevator-pitch-
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examples/.

Measuring Value

Scrum Teams can measure the value they deliver in a variety of ways, and different kinds
of value will need to be measured in different ways, ranging from very general about the
product as a whole to highly specific about certain PBIs. In reality, you will probably
need all of the following kinds of measures at different times:

General measures of customer happiness:

Net Promoter Score

Revenue or profitability per customer

Repeat customer business

Reduction in total cost of ownership

Improved conversion rates

Growth in number of customers or users

Customer referrals

Achievement of business goals:

Market share

Aggregate revenue or profit

Cost to obtain a new customer

Reduction in cycle time, reductions in inventory on hand, cost savings, or increases
in market share

Specific measures of customer results:

Time saved for the customer to achieve a goal
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Frequency of feature usage

Duration of feature usage

Number of customers or users using a feature

Transaction completion/abandon rates

In Practice: Using Several Measures to Diagnose Product Problems

The preceding lists are not exhaustive, but rather illustrate that different kinds of
measures can be used to quantify value in diff erent ways. In most cases, one measure
will trigger questions that require other measures to explain. For example, a general
decline in the Net Promoter Score or customer referrals suggests that customers have
become less happy with the product. When you start measuring what users are actually
doing with the product, you might find that some new feature that you introduced has
made the product harder to use, leading to the general dissatisfaction that you measured
earlier.

Scrum Teams can improve their measures of value in a variety of ways:

Involve others. Just as with a Product Vision, your stakeholders and your
Development Team likely have valuable perspectives and ideas. Also, by including
others, you help them feel heard, which is likely to increase their commitment to and
understanding of product value.

Make measures visible. Measures should be transparent to all stakeholders and the
Development Team. Consider creating a dashboard of value metrics for the product.

Talk about measures and results in Sprint Reviews. As features and functions are
being demonstrated to attendees, speak to the value expected and how it will be
known if it is achieved.

Relate measures and results back to business goals. This comes back to creating
alignment and helps provide the rationale for how you are defining value. And if
business goals change, then that can be a good indicator that you need to inspect and
possibly adapt your value definitions and measures.

Focusing PBIs on User Outcomes
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Understanding user needs and desires is key to understanding what is valuable and why.
Scrum Teams can apply a number of techniques to understand users better. In particular,
two techniques often combined to help Scrum Teams better understand and focus on
users are personas/outcomes and User Stories.

Personas and Outcomes

A persona is a fictional character created to represent a user or customer type that might
use a product in a similar way. Personas are often created through market research data
and customer interviews. They bring the person to life (so to speak) by painting a picture
with information related to demographics, lifestyle, goals, and reasons for using the
product. Using personas helps the Scrum Team achieve focus by helping them get very
specific about who they are targeting with a particular PBI.

An outcome is some condition or goal that a person matching the persona would like to
achieve. Understanding these goals helps a Scrum Team achieve focus by clearly
articulating what the user or customer would like to achieve.

Using personas and outcomes has the following principal benefits:

Help the people building the products empathize more with the users and their needs

Help identify user pain points and creative solutions

Help create focus while still being able to see the whole

Personas and outcomes are antidotes to features that don’t have clear objectives or a
clear target audience. Personas also help avoid vague discussions about “the user,”
because no product has a single homogenous kind of user; instead, people use the same
product in very different ways to achieve very different outcomes.

In Practice: Using Impact Maps to Gain Better Product Insights

Impact mapping can be a useful technique for connecting PBIs back to the goals they are
intended to meet.9 You can use a modified impact map to connect the business goal you
are trying to achieve to the personas that you will serve, the outcomes you hope to help
them achieve, the impacts to your organization if you meet that outcome, and the PBIs
that you will deliver in the product to achieve those outcomes (see Figure 4-2).
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Figure 4-2 An extended impact map helps connect PBIs back to goals.

A figure shows an extended impact map used to connect PBIs back to goals. The
overall goal is to increase the new customers by 20 percentage. These goals are
specialized according to different persona and their respective outcome, impacts,
and PBIs. The different personas are, existing customers, taxi customers, female
customers, tech-savvy riders, frequent travelers, and price-conscious riders. The
outcome for the existing customers is to have a great ride experience. The impact
is, these customers will recommend the product to their friends and the PBI
would be to provide reward for referrals. The outcome for the taxi customers is
to have an easier riding experience. The impact is choosing GKR for
convenience and the PBIs are, book trips in advance, communicate with driver in
real time, price-based advertising, and add a tip. The outcome for female
customers is to arrive safely at destination. The impact is choosing GKR for
safety and the PBIs are, notify contacts of ride details and provide security
alerts. The outcome for tech-savvy riders is to have an enjoyable ride-halling and
payment experience. The impact is using GKR from favorite apps, and PBIs are,
integrate with facebook messenger, integrate with google maps, and integrate
with tripadvisor. The outcome for frequent travelers is to make air travel more
predictable and enjoyable. The impact is using GKR for airport transfers, and the
PBIs are, integrate with tripIt and integrate with airline booking sites. The
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outcome for price-conscious riders is to experience fewer delays and less
waiting. The impact is using GKR instead of public transit, and the PBIs are, pay
with transit pass, ride-share with friends, and split fare with friends.

9. For a description of a useful extension of impact mapping, see
https://www.scrum.org/resources/blog/extending-impact-mapping-gain-better-product-
insights.

In the example in Figure 4-2, the organization—a company that is entering the ride-
sharing service market—would like to increase the number of new customers by 20
percent. To do so, it needs to appeal to many different kinds of potential riders, each
represented by a different persona. Each persona has different outcomes that it would
like to achieve. The company believes that by satisfying specific outcomes, it will achieve
certain impacts, or results for the company, and it believes that delivering certain PBIs
will help the company do that.

Impact maps can be used in a variety of ways. In the context of Product Backlog
refinement, they help the Scrum Team think about how each PBI will provide some
outcome. Impact maps also help the Product Owner envision who the product serves,
what those different kinds of users or stakeholders would like to achieve by using the
product, and how the organization will benefit from helping customers achieve specific
outcomes.

In Practice: Expressing PBIs as Hypotheses or Experiments

Hypothesis-Driven Development (HDD) is a way of expressing PBIs in a way that makes
the persona, outcome, measurement, and expected result explicit.10 The discipline of
HDD helps Scrum Teams to frame hypotheses and experiments and to be mindful about
how they will know whether a hypothesis (or assumption) is true. This encourages
everyone to think about not only what they are trying to accomplish, but also how they
will measure it.11 Figure 4-3 provides an example of one way to express a hypothesis.

Figure 4-3 Explicitly expressing hypotheses can help teams uncover unstated
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assumptions.

10. Scrum.org’s Professional Scrum with User Experience Course
(https://www.scrum.org/courses/professional-scrum-user-experience-training) teaches
how to integrate modern UX practices with Scrum, based on the book Lean UX by Jeff
Gothelf and Josh Seiden (O’Reilly Media, 2016).

11. For more on Scrum and HDD, see https://www.scrum.org/resources/blog/scrum-and-
hypothesis-driven-development.

User Stories

User Stories are both widely used and widely misused. Their original intent was to serve
as a placeholder or token for a conversation about how someone would use the product
to achieve some outcome. When they stray from that reminder to have a conversation
and become a format for documenting PBIs, they can become utter nonsense,
particularly when used to express technical requirements or constraints. To keep this
from happening, focus on the 3 Cs of User Stories:12

12. https://www.agilealliance.org/glossary/user-stories/

The Card, which is simply a reminder to have Conversations. It should have a simple,
minimal format that fits on an index card (or a sticky note) and may consist of
nothing more than “Talk to Mary about how accounts are settled at the end of a
billing period.”

The Conversation, which is the actual discussion about the topic mentioned on the
card.

The Confirmation, which are the actual tests that prove it works.13

13. If you want to apply User Stories as an effective Product Backlog refinement
technique, we recommend Mike Cohn’s book User Stories Applied (Addison-Wesley
Professional, 2004).

In Practice: Common Product Backlog Item Pitfalls

Regardless of the format that your PBIs take (personas and outcomes, User Stories, or
something else), beware of these common traps:
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1. Assuming that PBIs must follow a set format. The commonly used format for User
Stories is not the original format, nor is it required. It may be helpful for your Scrum
Team to use a format, but they don’t have to fight to fit a PBI into that format. Write
what makes sense. After all, the Card is just a reminder to have a Conversation.

2. Not being clear on the user or customer the PBI benefits. If you are writing over and
over again, “As a user” at the beginning of a User Story, you are not helping create
focus and understanding of the user for whom you are designing a feature or
function. As noted in #1, you don’t have to always use this format, but you should
have a shared understanding of the users and customers for your product.

3. Not clarifying the value. Often PBIs will state a desired feature, function, or
capability, but precisely why that item is desired is not clear. When there isn’t a
shared understanding of why you are building something, it is possible that
alternative solutions to the problem will not be discussed. This misses an opportunity
to maximize value.

4. Treating the PBI as a contract. The Product Backlog is not just the “agile version”
of a traditional software requirements document. PBIs are open to change. Consider
the User Story technique: It is meant to represent a customer’s needs, not just
document them. User Stories are to be elaborated, even during the work of building
it.

5. Including implementation details. PBIs should be focused on the “what” rather than
the “how.” If you make implementation decisions too early, you may limit your
options. You may also create waste by detailing things that are likely to change when
implementation actually occurs.

Improving Value Delivered During the Sprint

As the Development Team works on PBIs during a Sprint, their understanding of the
value that the PBIs will deliver continues to improve as they learn more, through
conversations, through stakeholder feedback, and even from real customers or users if
the team is releasing a product during the Sprint. (Yes, this is possible!)14 A PBI is never
“locked down” or “finalized” until it is actually “Done.” This includes the details of both
what is being built and how it is being built. If members of a Development Team are
collaborating with one another, as well as with the Product Owner, they can constantly
ask questions related to value and let this drive their decision-making process. For
example:
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14. For a deeper perspective on releasing during a Sprint, see
https://www.scrum.org/resources/blog/myth-3-scrum-releases-are-done-only-end-sprint.

A Scrum Team chooses to split a PBI to focus on the most valuable acceptance
criteria for the user functionality required now, which allows the lower-value piece to
be reprioritized at a later time based on a consideration of other desired functions.

When seeing a new capability implemented in the product, the Product Owner
provides guidance on how to make it more prominent to the target users.

The Development Team sees alternative ways to increase user conversion, which is
the stated value of the PBI they are building. They bring these options to the Product
Owner, and they negotiate a change to the scope to better meet the business need
while still delivering a “Done” Increment in the Sprint.

Inspecting and Adapting Based on Feedback

Once you’ve released the product or demonstrated the product to stakeholders, you will
have empirical data that you can use to confirm (or reject) your hypotheses. One data
point in time usually doesn’t tell you much, but trends over time will show you whether
you are getting better or worse in a particular dimension. And, remember, you may need
different measures to really understand what is going on.

For example, you might have very happy customers who love your product, but no
measures of their happiness will tell you why people don’t buy your product. If you want
to expand your market share, you will need to measure more than the current value
delivered by the product—that is, you will also need to understand which factors prevent
you from realizing the full market potential of your product.15

15. Scrum.org has developed a framework for understanding how to measure value and
improve your ability to deliver value called Evidence-Based Management. The two
dimensions of value are Current Value, referring to the value realized by current
customers of your product, and Unrealized Value, meaning the potential value that you
could deliver to all potential customers, but do not deliver today. For more information,
see https://www.scrum.org/resources/evidence-based-management.

As you are analyzing the value trends, consider what changes you released and when and
how they may have impacted value. Consider what factors are beyond your control (e.g.,
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a big decline in the stock market could impact users’ decisions even though you’ve
implemented new features you expected to increase sales).

Learning as Value

Sometimes the value lies in the learning. This process may or may not be data-driven, but
it can be helpful to be explicit about learning as the value. For example, a Scrum Team
may want to learn which of two technology services will be easy both to implement and
to enhance, while also meeting the business needs. In another example, a Scrum Team
might want to learn which user experience is most likely to lead to a purchase.

Effective Sprint Reviews Include Value Realized

Recall that the outcome of a Sprint Review is adaptation of the Product Backlog. In
addition to stakeholder feedback on the Product Increment and overall market trends,
actual value data and trends give you even more empirical data to guide Product Backlog
decisions.

Make your actual value measures transparent. Get input on what stakeholders see in the
trends and how they think it should inform adaptation.

Gathering Stakeholder Feedback

How you approach gathering input from stakeholders will depend on many factors,
including, but not limited to, the complexity of your product, the number of stakeholders
you have, the diversity of stakeholder types and their needs, and where your stakeholders
are located. You often need to pay special attention to stakeholders to gather the most
valuable information from them. While they are usually quite expert in some area of
interest, you might need to steer their attention toward the things about which you need
feedback. Keep in mind that Sprint Reviews are not the only time Product Owners can
get input from and collaborate with stakeholders. You will get more from stakeholder
collaboration sessions in general, and Sprint Reviews in particular, if you can focus
stakeholders’ participation in the following ways:

Be explicit about what you are reviewing and what feedback you are looking for.
Having a simple but explicit agenda for feedback sessions helps everyone focus.

Make feedback sessions active, and encourage participation. People thrive on
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activity. Conversely, sitting passively, listening to someone drone on about features,
functions, and capabilities, is often boring for participants. Organizing sessions in
ways that force people to move will keep them more engaged, which in turn often
saves time. Also, people are more likely to feel heard if they physically participated
in an activity.

Enable stakeholders to collaborate with each other. Stakeholders can learn from
each other. Not everyone shares the same perspective, and sometimes this results in
conflicts that could be resolved if stakeholders understand each other’s perspectives.

Make collaboration visible. It is easier to discuss a wide range of ideas when we can
see them in a physical space and easily add, update, and move information. In
addition, this approach creates transparency into what we are trying to accomplish
and what we learned together by the end. It is also helpful to have that vision and
definition of value visible to keep things focused.

Break into smaller groups during a session. Smaller groups of people interested in
particular topics are usually more effective than large group discussions. Allow time
for them to have smaller group discussions and bring their results back to the group.

Introduce techniques that encourage relative value comparisons. It is easy to get
bogged down in details, especially when discussing which PBIs are more valuable
than others. By comparing value relatively (i.e., Item X is more valuable than Item Y
but less valuable than Item Z), we can get enough information quickly.16

16. For specific facilitation techniques to gather input about relative value to help
with Product Backlog ordering, see The Professional Product Owner by McGreal
and Jocham, p. 213.

Summary

Scrum is not designed to help you build and release more “stuff.” Instead, Scrum helps
you maximize the value you create for your customers, and therefore for your
organization, by frequently delivering a product, measuring the results, and then learning
and adapting so as to wring more value out of the product.

In this chapter, we explored how empiricism, an agile mindset, and teamwork guide you
in fiercely tackling difficult product value questions. You must have transparency into
value, and you must engage in frequent enough inspections of the actual value realized
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that you can keep moving in the best direction. Just like the complexity and
unpredictability inherent in building a releasable product, figuring out what to build
entails some complexity and unpredictability. Scrum provides the minimal level of
empiricism, and the Scrum Team needs to determine their process within the Scrum
Framework. This process includes how you enable value emergence, measure actual
value, and adapt to new information and the changing environment.

The Product Owner is the single person accountable for optimizing value. An empirical
Product Owner will engage and empower others to support them in achieving this goal. A
strong Product Owner will foster a product mindset across the organization and paint the
bigger picture, creating alignment within the Development Team and among stakeholders
on the direction of the product and how value is defined. The Product Owner works
collaboratively with the Development Team and stakeholders to enable value emergence
iteratively and incrementally, guided by the learning from measuring actual value.

Call to Action

Consider these questions with your team:

How well is the Product Vision understood by the Development Team and
stakeholders?

Where do you need more transparency into desired outcomes and value
assumptions?

What value measures would help you make more informed decisions about what is in
the Product Backlog and its order? How frequently would you need to inspect those
data?

How does the Development Team collaborate with the Product Owner or relevant
stakeholders during the Sprint?

How much feedback and new insights come out of the Sprint Review or other
collaborative sessions with stakeholders?

Do stakeholders focus on value delivery as the key measure of success? What
conversations can you have to help shift the focus in the right direction?

What challenges are hurting the most right now? Identify one or two experiments to
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help improve understanding and measurement of value. For each experiment, be sure
to identify the desired impacts and how you will measure them.
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5. Improving Planning
Taking an empirical approach to delivering complex products in an uncertain and rapidly
changing world requires empirical planning. This means that in planning activities, aim to:

Enable transparency to progress

Set realistic expectations

Minimize waste while maximizing value

Harness change and new learnings for competitive advantage

Have open and honest discussions about the unpredictability and complexity inherent
in product development

Business leaders and customers will still—and should—ask questions such as “When will
it be ready?” and “How much will it cost?” When you work empirically, your answers to
these questions will reflect likelihoods and probabilities rather than commitments and
certainties. You cannot perfectly plan complex work, but rather must remain open to
change and new knowledge. Even within the time horizon of a Sprint, there are
complexities, unknowns, and possibilities for change.

There are four key things a Scrum Team should get out of its planning activities:

1. Establish a common set of understandings from which emergence, adaptation, and
collaboration can occur (agile mindset, empiricism, teamwork).

2. Establish expectations that progress will be measured against (empiricism).

3. Convince a source of funding that the ROI of an initiative is worthwhile (agile
mindset).

4. Help people involved in the value delivery process make better decisions
(empiricism, agile mindset).

Planning and forecasting encompass a wide range of topics. In this chapter, we will focus
on illuminating the following concepts for planning and provide additional resources to
explore specific tactics:
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How Scrum Teams plan empirically and get the most benefits from Product Backlog
refinement

How Scrum Teams plan effectively to create a “Done” Increment of sufficient value
during every Sprint, while incorporating learning and continuous improvement

How Scrum Teams can approach release planning without having to plan many
Sprints in advance

Planning with a Product Mindset

A product mindset helps Scrum Teams and organizations focus on delivering valuable
outcomes rather than just concentrating on the quantity of output.1 It is easier to
understand this approach when we compare it with a project mindset.

1. For a more complete description of the differences between a project mindset and a
product mindset, see https://www.scrum.org/resources/blog/project-mindset-or-product-
mindset.

According to the Project Management Institute (PMI), a project is a temporary endeavor
undertaken to create a unique product, service, or result.2 The two key points in this
definition are that a project has a beginning and an end date (which creates boundaries
around scope and resources), and it is not repeatable.

2. https://www.pmi.org/about/learn-about-pmi/what-is-project-management

When you think about Scrum, you could look at every Sprint as a project. The Sprint has
start and end dates, and the Scrum Team produces a unique releasable Increment during
that span. Or you could consider a subset of the Product Backlog as a project that
encompasses multiple Sprints and achieves a value proposition or business goal through
delivery of multiple Increments. The point we are trying to make here is that these
concepts are interwoven. However, the challenge arises when you consider how success
is often measured.

Measuring Success

In our experience, project success is traditionally measured by answering these three
questions:
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Did you deliver all of the scope?

Did you do it within budget?

Did you do it on time?

These questions are derived from the Project Management Triangle, also known as the
Iron Triangle or the Triple Constraint, illustrated in Figure 5-1.

Figure 5-1 Iron Triangle of project management.

The problem with only using these variables as the measure of success is that doing so
leaves out valuable outcomes. How do you know if the investment is worth it? How do
you know if you need to change direction or if you can stop investing sooner? And even
if an organization does measure the ROI against the original business case for the project,
that usually happens after the project has completed, so it is too late to matter. Besides,
business cases are themselves just educated guesses whose assumptions need to be tested
using empiricism.

Planning Empirically

“A plan is simply a guess you wrote down.”3 Instead of doing a lot of analysis and
estimation up-front to create a long-term detailed plan, take an empirical approach to
planning. Empiricism says learning comes from doing. You plan a little, actually do that
work, and then inspect the results, asking “What assumptions have we validated? What
did we learn?” Based on new information, you adapt your plan accordingly. By
modifying your plans based on new information, you minimize the risk of complex work
in an unpredictable and changing world.

3. https://m.signalvnoise.com/planning-is-guessing/BOOK.

Planning empirically requires transparency. The agile mindset helps remind us that the
only measure of progress is a working product. Completing some “activities” doesn’t
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deliver any value if there is no working product. There is no such thing as 85 percent
complete when it comes to a “Done” Increment, or any other complex work. That type of
“status update” is often a wild guess at best, and sometimes an effort to avoid difficult
questions and conversations. Furthermore, when organizations focus on meeting a
schedule and/or budget, they discourage transparency and openness to change and
learnings. This actually increases—rather than reduces—risk.

The agile mindset also reminds us to seek to maximize value and reduce waste. Consider
how much waste is created when you frequently update long-term detailed plans. How
much waste is created by change control processes that create a lot of work to
incorporate new information into your plan? What value is potentially lost or delayed
when people feel the burden of a heavy change control process and choose to just “stick
with the plan and hope for the best”? When teams are pushed to meet a deadline, quality
is often sacrificed. Ultimately, this costs you in the longer term because it damages your
ability to deliver future value.

Staying grounded in empiricism and the agile mindset will help maintain a focus on a
product mindset as a Scrum Team plans the work for the product, from the shorter-term
to the longer-term planning horizons. This grounding will also remind everyone that the
less history a Scrum Team has (i.e., empirical data) and the further into the future the
forecast stretches, the wider the range of unknowns, complexities, and likelihood for
change will be.

In Practice: Empiricism Reduces Uncertainty by Taking Action, Not by Planning More

Traditional project management approaches suggest that making more detailed plans
reduces risk, but more planning actually just delays confronting risk by making more
assumptions. This is why so many traditional projects fail. For example, describing a
detailed architecture for a product does nothing to tell you whether that architecture will
actually work. The best way to understand whether something will work is to build a
critical subset of the solution and try it out.

This point is even more true for ideas about what consumers will like. The only way to
know for sure whether customers will like your product is to actually deliver something
minimally usable, sometimes called the Minimum Viable Product (MVP).4

4. For more information on the Minimum Viable Product concept, see
https://www.agilealliance.org/glossary/mvp.
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The cone of uncertainty5 is a project management model that expresses the reduction in
uncertainty of outcomes as an organization gathers more information. At the start of a
release, uncertainty about what to build and how to build it can be quite high. Plans will
be quite “rough”—perhaps nothing more than desired outcomes, some possible features
and functions to achieve those outcomes, and a rough idea of desired release dates based
on market conditions. As the Scrum Team completes Sprints, they gather information and
refine the Product Backlog, and they develop a better understanding of how much work
they will need to do to achieve the desired outcomes. The Product Owner can trust the
empirical process, knowing that something of value will be “Done” at least by the end of
every Sprint. In turn, the new information and new learnings will guide the Product
Owner in deciding to continue forward, adapt the direction, or stop investing.

5. https://www.construx.com/books/the-cone-of-uncertainty

Creating Alignment

Planning is only effective when there is alignment to value delivery in the organization.
Alignment is about everyone moving in the same direction. You can visualize planning
product delivery as peeling the layers of an onion, as illustrated in Figure 5-2.
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Figure 5-2 Planning product delivery requires alignment through the various
levels in an organization.

The Scrum Framework directly addresses the two innermost (i.e., shorter-term) levels of
planning. The Daily Scrum is a plan for the next 24 hours to make progress toward the
Sprint Goal. The Sprint Goal is created in Sprint Planning and is informed by an ordered
Product Backlog. The Product Owner’s strategy for moving toward a Product Vision is
essentially reflected in the Product Backlog. Finally, to maximize value, the Product
Vision and strategy must be aligned with the organization’s business strategy.

Each layer represents a different planning horizon in the context of the product and how
it fits into the direction of the larger organization. Looking at the bigger picture, these
questions are likely to come up:

How far in advance should you plan, and at what level of detail for each layer?

How frequently should you inspect and adapt your plans at each layer?

Who should be involved in planning for the outer layers that go beyond the Scrum
Team?
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The answer to all of these questions is “It depends!”

It depends on the complexity of your product and its relationship to the greater
organization, as well as the environment in which it is used. Consider how the planning
cycles in your organization enable empirical planning and alignment between the bigger
picture business objectives and the work being done by the Scrum Team.

Product Backlog Refinement

Product Backlog refinement is an activity that helps create alignment. The Product
Backlog is the plan for future Sprints; it is a living plan, open to change and continually
being evolved, as long as the product exists. Therefore, Product Backlog refinement is
how Scrum Teams plan an upcoming Sprint, as well as future Sprints, which then impact
the higher-level plans for business areas.

In our training classes, people often ask why Product Backlog refinement is not an event
in Scrum. Because this activity is highly context dependent, it is an aspect of the Scrum
Team’s process—and is left to the team to determine the most effective practices and
timing.

Many Scrum Teams struggle to find their rhythm with Product Backlog refinement.
Common questions arise around how frequently to do it, how much time to spend on this
activity, how much detail to get into, who is involved, and which practices to use. Again,
this is something best determined by the Scrum Team and best learned by experimenting,
inspecting, and adapting.

Minimum Viable Product Backlog Refinement

The goal for Product Backlog refinement is minimal but sufficient. Product Backlog items
(PBIs) have the attributes of a description, an order, an estimate, and value. This set of
attributes reflects the minimum amount of information that an effective team should have
before starting on a piece of work. Of course, all of these attributes are open to change as
more information is learned.6

6. ScrumGuides.org

As PBIs become closer to being pulled into a Sprint, the Scrum Team will make some
effort to break them down into smaller pieces and add details. PBIs will be deemed
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“ready” when the Development Team has a sufficient shared understanding of the value
desired and believes the item to be small enough to get it to “Done” within a Sprint.

In Practice: Do You Need a Formal Definition of “Ready”?

We have seen the complementary practice of a formal definition of “Ready” used well,
and we have seen it used poorly. Such a definition may be useful when a Scrum Team
often runs into dependencies or gaps in understanding among the Development Team
members that would be best handled during the refinement process, to avoid delays once
a PBI is brought into a Sprint. Here are a few examples:

Text requires review by the legal department

Updated graphics are needed that align with branding/style guidelines

Hardware or software needs provisioned and configured

The way not to use a formal definition of “Ready” is to treat the PBIs like “locked
down” requirements documents, in which all details must be written out and approved.
This leads to an atmosphere of valuing “contract negotiation over collaboration.”7

7. This is the opposite of valuing customer collaboration over contract negotiation, one of
the core values in the Manifesto for Agile Software Development.

Do not build an artificial barrier that prevents work from flowing to the Development
Team or that means the Development Team cannot collaborate with the Product Owner
or the relevant stakeholders. PBIs will continue to be refined even during the Sprint
because more will be learned.

Scrum Teams should seek six benefits from Product Backlog refinement activities:

1. Increased transparency. The Product Backlog 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.

2. Clarification of value. When you clarify the details around value, the outcomes you
are trying to achieve with the PBI become clearer. 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 the Development Team figure out what is
actually needed.
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3. Breaking 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 more flexibility to meet a Sprint Goal and deliver a
“Done” Increment.8

8. For more information on how to split user stories into smaller PBIs, see
https://agileforall.com/patterns-for-splitting-user-stories/.

4. Reduction of dependencies.Dependencies often turn into impediments. While you
may not be able to avoid them all, try to reduce them where possible. At the very
least, you want the dependencies to be transparent.

5. Forecasting. A refined Product Backlog combined with historical information about
the Scrum Team’s ability to deliver a working product helps you forecast.
Forecasting for some products needs to stretch several Sprints into the future to help
communicate release expectations to stakeholders. For other products, forecasting
beyond the current Sprint is unnecessary. Most products fall between these two
extremes.

6. Incorporation of learning. Empiricism is about incorporating the learning you gain as
you build the product, as you better understand how to realize product value, and as
you see changes happening in your environment.9

9. Learn more about these benefits in this blog post:
https://www.scrum.org/resources/blog/art-product-backlog-refinement.

With experience, you will find how much refinement is right for you to make planning
easier while minimizing potential waste created by spending too much time refining.

Estimation

The purpose of an estimate is to help a Development Team forecast what can be
developed in a Sprint and to help a Product Owner manage a Product Backlog,
specifically by determining whether an item has enough assumed value to warrant the
investment in doing it (i.e., ROI). When we start to think about the bigger picture of
forecasting and planning beyond a Sprint, estimates can help with this effort as well.

An estimate is really just a “guess” you make based on the best information you have
about the size, effort, and complexity of a PBI. Because it is just a guess, you should
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assume every estimate is wrong; you should not expect estimates to accurately predict
the future when you are doing complex work. When people are expected to be accurate
in their estimates (either by a direct incentive or by an implicit measure of performance),
this often leads to “gaming of the numbers.” This then potentially leads to inflated
estimates (which means they are no longer transparent and no longer serve their purpose)
or cutting corners to meet an estimate (which means the Increment is no longer
transparent and there is no way to deliver value).

Scrum does not prescribe how to estimate, but it does state that the Development Team
owns the estimates because they are the ones doing the work. These team members are
accountable for creating the “Done” Increment, and they own the Sprint Backlog, which
means they decide how much work to pull into the Sprint. This is an important aspect of
self-organization.

You can approach estimation in two different ways: You can estimate the effort
necessary, represented by hours or working days, or you can do relative estimation,
which means you compare a chunk of work to something else based on an understood
reference point. Empiricism and an agile mindset bias teams toward relative estimation
because that approach helps teams incorporate complexity and unknowns, is based on
experience with known work, and minimizes the amount of time spent on estimation (i.e.,
potential waste). The techniques you use are not as important as how you are using them
and which benefits the Scrum Team is gaining.

In Practice: Leverage Teamwork, Empiricism, and an Agile Mindset with Relative
Estimation Techniques

We have experienced success by helping teams select a relative estimation technique and
leverage the power of group estimation. Here is a brief description of five commonly used
relative estimation techniques:

Story points: PBIs are estimated using a series of numbers, often the Fibonacci
sequence (1, 2, 3, 5, 8, 13, etc.), to assign points to an item based on size and
complexity.

T-shirt sizes: PBIs are estimated using T-shirt sizes such as X-Small, Small, Medium,
Large, and X-Large.

Animals, fruits, etc.: PBIs are estimated using a physical object to represent relative
size. For example, a watermelon is bigger than a cantaloupe, which is bigger than a
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grapefruit, which is bigger than a lime, etc.

“Same-size” items: PBIs are sliced and split to have them all be roughly the same
size.

“Right-size” items: Essentially, this is breaking things down small enough that at
least one item can be delivered in a Sprint.

Research indicates that group estimation is more accurate than individual estimation. It
requires that groups have diversity and independence and that authority is decentralized
within the group. The best decisions come from having productive conflict such that all
perspectives are heard and the group can come to consensus.10

10. Wisdom of Crowds by James Surowiecki (Anchor, 2005).

Consider engaging the entire Scrum Team in estimation. All the Development Team
members can offer unique perspectives based on their own experiences, knowledge, and
skills. Although the Product Owner does not estimate the work, this person’s
participation helps clarify the purpose and desired value of the PBIs. The Scrum Master
helps ensure the team is collaborating well and doesn’t fall into antipatterns involved with
estimation (e.g., anchoring, analysis paralysis).11

11. To learn more about estimation techniques, see the book Agile Estimating and
Planning by Mike Cohn (Prentice Hall, 2005).

Breaking PBIs Down to Focus on Valuable Outcomes

Teams often struggle with breaking down big features and functions into valuable PBIs
that are small enough to get to “Done” in a Sprint. We often see the focus being more on
“small enough” while losing sight of “valuable.”

Product Backlog refinement brings transparency to both the Scrum Team and the
stakeholders about what the team is planning to build to deliver value. The Scrum Team
needs to have a shared understanding of the desired outcomes to build the right thing.
The Product Owner gains more flexibility and understanding of how to order the Product
Backlog to optimize value. Stakeholders gain more transparency into how the work the
Scrum Team is doing at the Sprint level connects to the larger things the business wants to
achieve for the product.
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Consider collaborative visualization techniques such as User Story Mapping, which
enable the Scrum Team and stakeholders to see both the big picture and possible ways to
break it down, while not losing sight of the user outcomes and value.12

12. To learn more about user story mapping, see the book User Story Mapping by Jeff
Patton (O’Reilly Media, 2014).

No matter which techniques you employ, be sure that your Scrum Team and stakeholders
are getting the six benefits described previously from breaking down the PBIs. Know
why you are using a technique, and regularly inspect on how well that technique is
meeting your needs. Adapt techniques to work better for you.

Planning a Sprint

In the process of planning a Sprint, the Scrum Team should answer these three questions:

What is the right work to focus on this Sprint, and how well do we understand it?

How much can we get “Done” in a Sprint?

How much time do we need to spend on improving how we work this Sprint?13

13. Refresh your knowledge of the basics of the Sprint Planning event (purpose,
inputs, outputs) here: https://www.scrum.org/resources/what-is-sprint-planning.

We’ve already talked about the first question. We will focus on the other two questions
here.

How Much can you Get “Done” in a Sprint?

As they plan the Sprint, the members of a Development Team select items from the
Product Backlog that they believe they can complete in the current Sprint to achieve the
Sprint Goal. How much they can get “Done” depends on their experience working as a
team, the effectiveness of their team’s processes, and their demonstrated ability to do
similar work.

As Scrum Teams grow their team identity and clarify and improve upon their ability to
build quality releasable Increments, they will get better at having an intuitive sense of
how much product they can build in a given period of time. The Sprint helps provide a
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cadence, or rhythm, for this intuitive sense to grow over time.

Here are some common challenges that will make it difficult to develop that intuitive
sense:

Frequent change in team composition

Lack of collaboration

Frequent change in the length of Sprints

Team members being split across other teams or pulled away

Frequent interruptions that lead to context switching14

14. After each interruption, it can take more than 20 minutes for a person to get back
to where he or she left off; see https://www.washingtonpost.com/news/inspired-
life/wp/2015/06/01/interruptions-at-work-can-cost-you-up-to-6-hours-a-day-heres-
how-to-avoid-them/?noredirect=on&utm_term=.8f892c76b64d.

Partially done work at the end of a Sprint

To overcome these challenges, strive to create more stability and greater focus. Can team
composition change? Yes, but it should be done intentionally and in a way that provides
the team with sufficient control. Can a Sprint length change? Yes, but it should be done
intentionally. Can there be interruptions? Yes, but they should be for good reasons and be
done in ways that minimize their negative impacts.

And the reality is that the longer a Sprint is, the harder it is to plan. Longer Sprints have
more complexity and more unknowns. If we asked you to plan out every single thing you
can accomplish in the next month, that challenge would likely feel very overwhelming.
But if we asked you to plan out your accomplishments for the next week, that would
probably seem much easier.15

15. To learn an approach to facilitating a Sprint Planning event, watch this short video:
https://www.scrum.org/resources/effective-sprint-planning.

In Practice: How Long Should the Sprint Be?

”A Sprint should be as short as possible and no shorter.” –Ken Schwaber
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Scrum tells us a Sprint must be one month or less. But how do you know what is right for
you? Two factors determine Sprint length:

1. How quickly does the business need to change direction?

2. How quickly can the Development Team create a “Done” Increment?

The first question is about enabling the business to take advantage of opportunities,
respond to changes in the market, and manage its investment risk. A Product Owner will
also need to consider how frequently feedback and new information will be collected and
incorporated given the inspection and adaptation cycle of a Sprint.

Often we see that Scrum Teams focus on the second question. But if the answer to the
second question is limiting business agility, then the Development Team should consider
how to improve the necessary processes, tools, and capabilities to meet the business
need. As an example, if the marketplace changes so frequently that there will never be
four weeks of stable work available, then a four-week Sprint does not meet the business
need.

Once a Sprint starts, its length doesn’t change. However, a Scrum Team can choose to
change the length of a Sprint for continuous improvement (usually determined in a Sprint
Retrospective as the current Sprint concludes), with the decision applying to all future
Sprints. The point is to allow the team to settle into a rhythm.

It may be helpful to align Sprint length with an “organizational heartbeat.” For example,
when multiple Scrum Teams are working on one product or product suite, coordinating
work and resolving dependencies through aligning cadence becomes more important.

In Practice: Forecasting a Sprint with Empirical Data

Velocity is a complementary practice that provides an indication of the average amount
of Product Backlog turned into a “Done” Increment during a Sprint by a Development
Team. It is tracked by the Development Team for use within the Scrum Team. When
historical data is gathered over time, a Scrum Team gains an understanding of the rate at
which work has been completed and then can use this knowledge to forecast future work
(i.e., to select PBIs for the Sprint Backlog).

However, velocity can easily be misused. It is crucial to understand what velocity is not:

A performance measure of the Development Team
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A promise of what will be delivered in the future

A way to compare Scrum Teams or Development Teams

A way to compare individuals on a Development Team

An indication of “how hard” a Development Team is working

In Practice: Probabilistic Forecasting

Probabilistic forecasting is an approach by which historical process data is used in
conjunction with a statistical sampling method (e.g., Monte Carlo simulation) to make a
prediction about when an item or items will be completed. This technique is popular with
flow-based processes, as flow metrics are particularly conducive to statistical analysis.

The output of such a forecast is a statement about the future, cast in probabilistic terms
within some agreed confidence level. In other words, a probabilistic forecast includes a
range of possible future outcomes as well as a confidence level of that range occurring.
For example, a team might use historical cycle-time data to off er an expectation that
individual items will flow through their process in “8 days or less 85 percent of the time.”
Or they might use historical throughput data as input into a Monte Carlo simulation to
forecast the chance of completing all items in the Product Backlog as “on or before
October 1 with a 95 percent confidence.”

The power of probabilistic forecasting lies in the fact that it embraces the intrinsic
uncertainty associated with predicting the future. Whenever uncertainty is present, a
probabilistic approach is warranted. Moreover, understanding the probabilities associated
with certain outcomes is advantageous when assessing the risk that accompanies a given
plan.16

16. For more details on probabilistic forecasting, see the book When Will It Be Done by
Daniel Vacanti: https://leanpub.com/whenwillitbedone.

How Much Time Should You Spend on Improving This Sprint?

There is always pressure to deliver more value. Unfortunately, that often gets interpreted
as “deliver more stuff.” We often see that to deliver more value, Scrum Teams need to
focus on improving how they work together, improving their tools, removing technical
debt, and incorporating new learning.
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In 2017, the Scrum Guide was updated to make explicit that the Sprint Backlog must
include at least one high-priority process improvement identified in the previous Sprint
Retrospective.17 How much time is spent on continuous improvement is left up to the
Scrum Team to decide. If a team is still struggling to create a “Done” Increment during
every Sprint, the team members will likely need to spend more time on improving their
practices, tools, and interactions. Of course, this means taking on less work right now,
while acknowledging that this investment in improvement will create opportunities to
increase the flow of value in the future.

17. This has always been the expectation since the inception of Scrum, because
inspection without adaptation is pointless.

How Far Ahead to Refine

A Product Owner ensures that there is a healthy Product Backlog of “just enough”
refined work understood by the Development Team. The desire for prioritization is made
clear through the order of the Product Backlog and an overall understanding of value and
how it relates to business goals. The Development Team determines how much they can
consume in a Sprint, and they learn to find the right balance over time. They can use
empirical data—specifically, how much of the Product Backlog they have finished in
previous Sprints—to forecast how much they might finish in future Sprints, but this
forecast also takes into consideration how much change is expected in the menu and their
appetite during the period being forecasted.

You may also need to forecast at higher levels. Perhaps you need to forecast when a
subset of PBIs is likely be delivered to achieve a business goal … and then the next
business goal … and the next. Perhaps you need to forecast when a particular PBI in the
Product Backlog is likely to be delivered.

Planning Releases

The purpose of planning is to communicate and manage expectations. We also plan so as
to have something to measure progress against. As part of the rapid pace of modern
society, people are seeking faster solutions to their concerns. The way to delight them is
to either preempt or cultivate the desire for a feature, or be exceptionally responsive. This
approach lies at the heart of Scrum—that is, in being able to release as quickly as
necessary given the context of the product and the market in which it is used. A release is
how you actually deliver value to users/customers.
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The word “release” appears frequently in the Scrum Guide, yet Scrum does not prescribe
release strategies or release planning. What Scrum does tell us is that as a part of the
accountability to optimize value, it is the Product Owner’s responsibility to decide when
to release a “Done” Increment.

Some people ask, “Why isn’t release planning a Scrum event?” Well, you don’t have to
release at all in a Sprint. In fact, you could go several Sprints before releasing. Or you
could release multiple times in a Sprint, perhaps every time a PBI meets the definition of
“Done.” Netflix engineers release thousands of times per day because they are running
lots of small experiments, the risk of any one of those changes causing a problem is very
low, and the cost of backing out the change is also very low.18 By contrast, a team that
builds software for implanted medical devices will release very infrequently because the
risk of causing harm if an error occurs is very high, and the cost of a re-release or product
recall is exceptionally high. Each product will have an ideal release frequency that
reflects its risk and cost of change.

18. For a brief introduction to modern release practices, see https://medium.com/data-
ops/how-software-teams-accelerated-average-release-frequency-from-three-weeks-to-
three-minutes-d2aaa9cca918.

How Large Should a Release Be?

The release strategy employed will depend on the type of product, the environment in
which the product is used, and the capabilities of the Scrum Team. Therefore, the level of
planning needed and the way to do the planning will be highly dependent on the release
strategy. Release planning is best considered a part of the Scrum Team’s empirical
process, so that the team determines when and how best to do it to maximize benefits and
reduce waste.

How Small Can a Release Be?

The smallest release you should consider is a new or improved outcome for a single
persona. If you don’t deliver at least that much to your customers, you will go through a
lot of effort and your customers will not receive any benefit. If you deliver more than one
new or improved outcome, you have prevented your customer from receiving the benefit
of one of the outcomes earlier.

It may not be possible for you to release a single outcome at a time. You may have too
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much manual effort or complexity in your release process to make this possible. You may
lack sufficient testing to ensure quality, or you may lack automation of key release
activities. No matter how frequently you release, or how small the Increment is, removing
these barriers will help you to improve the quality, cost, and frequency of your product
releases.19

19. For more information about release planning strategies, see The Professional Product
Owner by Don McGreal and Ralph Jocham, also part of the Professional Scrum Series
by Scrum.org, published by Pearson Addison-Wesley (2018).

Summary

Plans are living artifacts: The activity of planning is what matters. Work on what you can
control—creating the shared understanding, getting really good at delivering smaller
pieces of value, and making sure you’re always working on the next right thing. It will
then be easier to adapt your plan when change inevitably happens.

The Product Backlog combined with empirical data is all you need to plan and forecast. It
really is that simple. Over time, you will adjust your plan as you learn by doing the work
and observing what is changing around you.

The Product Backlog is the plan for future Sprints.

The Sprint Backlog is the plan for the current Sprint.

Product Backlog refinement is the planning activity.

Seek to maximize the value of planning activities while reducing waste. Accept that plans
will evolve, and be vigilant about evolving plans as you learn. Enable transparency to
progress so that you can set realistic expectations, and have open and honest
conversations about the inherent complexity and unpredictability in product
development.

Call to Action

Consider these questions with your team:

Do planning activities feel light or heavy?
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How well do you collaborate as a team for planning and forecasting?

How much change do you experience in the Product Backlog from Sprint to Sprint?
How much Product Backlog does it make sense to have “Ready”?

How well do the Scrum Team and stakeholders understand the value desired for
individual PBIs?

What benefits would be gained from releasing more frequently? What is holding you
back from releasing more frequently?

How do planning cycles in your organization enable empirical planning and alignment
between the bigger picture business objectives and the work being done by the Scrum
Team?

What challenges are hurting the most right now? Identify one or two experiments to
help improve the effectiveness of planning. For each experiment, be sure to identify
the desired impacts and how you will measure them.
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6. Helping Scrum Teams Develop and Improve
Improving planning is important, but it is only one small aspect of the ways in which
Scrum Teams can improve how they work together to deliver value. The need for these
improvements is often revealed in the Sprint Retrospective, but it can also be revealed
through feedback obtained in Sprint Reviews and through impediments surfaced
throughout the Sprint.

Who helps the Scrum Team improve? The Scrum Master, most certainly, but not
exclusively. In many cases, team members help each other to improve, and ideally the
rest of the organization helps the team to improve. Leaders in the organization can play a
big role in helping the team. But ultimately, the Scrum Team itself is responsible for
improving itself and asking for help when needed.

Using the Sprint Retrospective to Uncover Areas for Improvement

When the Scrum Team fails to deliver a “Done” Product Increment, the focus in the
Sprint Retrospective needs to be how the team can get to “Done” in the next Sprint. A
team that is able to effectively self-organize should be able to step back and understand
what happened to prevent them from getting to “Done,” but the very fact that the team
did not suggests that they may not be effective—at least, not yet.

Similarly, if customers or other stakeholders are unhappy with the value being delivered
(this assumes, of course, the Scrum Team is getting to “Done”), that would also be a
focus for a Sprint Retrospective. How effectively is the Product Owner working with the
Development Team to create a shared understanding of value? How effectively is the
Scrum Team working with stakeholders to better understand and deliver value?

The Scrum Master plays a critical role in how effective the Scrum Team is in diagnosing
both problems and other impediments. The team may need help to push through self-
created boundaries. We have seen teams impede their ability to deliver by assuming
constraints and limitations on what they are allowed to do. The Scrum Master needs to
clarify to the team what is in its scope to challenge, what is fixed, and what it should
constantly and firmly push against.

In Practice: Use “Force Field” Analysis to Understand Motivation to Change

One way to discover the team’s motivation to change is to do a simple force field analysis
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with your group. This process will outline the factors influencing the change.1 After
listing the factors that are affecting the proposed change, weight the factors based on
their influence. Figure 6-1 describes the factors affecting a focus on “Done.”

Figure 6-1 Force field analysis of “Done.”

The forces for change and forces resisting change for "done" in a sprint are
shown. The forces resisting change are: no test environment; only manual tests;
organizational focus on features, not quality; no management support (budget);
and no automation skills. The forces for change are: team wants it; less bugs in
live; visibility; prove ready to release; and faster to market.

1. For more information about force field analysis, see www.mindtools.com.

Making the process of working visible and bringing transparency to any impediment that
slows the Scrum Team down is a good start. This may begin from the moment a feature is
requested, and span all the way through implementation into the production environment.
Teams and organizations tend to embrace change only when the cost of not changing
exceeds the cost of changing. Force field analysis can help you have a discussion, as a
team, about whether the change effort will be worth the cost.

In our experience, Scrum Teams struggle most with the Sprint Retrospective. Few people
are comfortable with self-reflection and actively seeking areas where they need to
improve. It’s so much easier to focus on how to make the product more robust (“We
should enhance that feature to support other business areas”) or to complain about other
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teams (“It’s always so difficult to work with them”). True self-reflection means being
vulnerable, confronting limitations, and stretching to see other perspectives; most people
find that very discomforting.

In Practice: Tips for Facilitating Sprint Retrospectives (and Any Other Collaborative
Meeting)

Facilitation is an important skill when it comes to creating space for everyone’s ideas and
perspectives to be heard, as well as unlocking the creativity of a group’s diverse
experiences and areas of expertise, knowledge, and skills. The goal is to create
productive conflict in a way that involves everyone in positive and creative collaboration,
while getting to consensus-based decisions and clear outcomes.2

2. Facilitation is an entire profession, and we encourage you to explore the many
resources available. For a deeper perspective on how to design and facilitate effective
retrospectives, see Agile Retrospectives: Making Good Teams Great by Esther Derby
and Diana Larsen (Pragmatic Bookshelf, 2006).

Here are some tips to improve your Sprint Retrospectives, which can be applied to any
collaborative session:

Use silence. Generally, silent facilitation techniques make space for people with
personality preferences that may lead them to take time to think before speaking or
to be hesitant to interrupt others during a lively conversation with strong voices. They
can also be helpful when strong emotions are in play and you want to lower the level
of conflict or, conversely, when artificial harmony is present and you need to create
some conflict.

Use different group configurations. Many challenges can arise with group
discussions, especially as the size of the group increases. One or two people may
dominate the conversation. While listening to others speak, people may form
questions and new ideas but end up waiting until they see an opportunity to talk. At
this point, their comments may not seem relevant or may even be forgotten.
Furthermore, some people are more comfortable speaking one-on-one or in smaller
groups.

Get people moving and taking action. This immediately engages and involves
everyone. People are less likely to get distracted or bored. For example, if people are
switching partners or groups, they are physically moving. Another example is to have
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people make their conversations and results visible using flip charts.

Shake things up. What we mean is to shock people’s brains a bit, to challenge them
to think differently and create some new perspectives. Changing up facilitation
formats and techniques helps prevent people from just “going through the motions”
or losing interest.

Come in with an agenda but be flexible. Generally, you are seeking to (1) review
transparent information to (2) generate new insights and then (3) decide on what
actions will be taken for improvement. Have a plan for accomplishing each of those
things, including the time expected to be spent on each. But be flexible and respond
to the needs of the team while upholding the purpose of the event and the time-box.

Identifying and Removing Impediments

For a Scrum Team to have a powerful Sprint Retrospective, its members must be able to
identify impediments, ideally throughout the Sprint, that prevent them from creating a
releasable Increment that meets the Sprint Goal. An impediment is anything that blocks
or slows the Scrum Team’s ability to deliver a valuable releasable product. The
Development Team and Product Owner can and should resolve some impediments on
their own (e.g., how they do their work to meet their accountability), perhaps with
coaching and facilitation support from the Scrum Master. Impediments that Scrum Team
members cannot resolve on their own are taken up by the Scrum Master.

By understanding the system that the team is working in as a whole, you will be able to
identify what is impeding or holding the team back. Sometimes you can get more
movement by releasing a brake than you can by pulling harder.

Scrum Teams maximize flow when they move items through the process as quickly as
possible, without any risk to quality and customer satisfaction. Removing waste enables
them to maximize flow—and by “waste,” we mean anything that doesn’t add value to a
customer. To maximize flow you should look beyond just blocking impediments, by also
focusing on things that slow the team down and prevent them from delivering the most
value; don’t wait until impediments become full-blown barriers.

Teams improve by creating more transparency into the things that may be slowing them
down in their process so that they can identify the impediment and then figure out how
best to tackle it. Scrum Boards are a common practice to visualize the progress of work.
Visualizing the work helps the Development Team see when work is blocked or moving
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slowly, and there are many details to visualize beyond just using a Scrum Board.

In Practice: Create Transparency with a “Waste Snake”

Figure 6-2 visualizes waste in a team’s work activities. You can create a snake-like chain
of sticky notes, each summarizing something the team has to do that the team members
consider to be wasteful. Prep the team by discussing sources of waste and what
information to capture on each sticky note, such as the initials of the person, a short
statement of the wasteful activity, the category of waste, and how much time was spent
on the activity. This exercise provides a simple way for team members to capture the
waste as they work during the Sprint. You can use it during the Sprint Retrospective to
get a bigger picture of the trends and the costs and then discuss actions to reduce the
wasteful activities.
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Figure 6-2 A “waste snake” visualizes a team’s wasteful activities.

Common wasteful activities include the following:
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Manual regression testing

Environments not available when needed, including crashes and restarts

Starting work on a PBI and then discovering it has a dependency on another team
and cannot be resolved during the Sprint

Filling out requests for other teams to perform activities and encountering delays in
their response (e.g., access to logs, changing a network setting, restarting a system)

Filling out a security review form that has many irrelevant or unclear questions,
which takes a lot of time and often requires additional follow-ups for clarification

A team member being interrupted constantly and having to spend time reorienting
himself or herself back to the work

A poorly documented aspect of the system, which causes team members to have to
relearn by asking other team members and researching every time they need to work
in that area

Detailing too much of the “how” for all PBIs during Sprint Planning and having to
rework many of the tasks in the Sprint Backlog as the work unfolds

Tracking Impediments and Quantifying Impacts

Given the many impediments teams face when doing complex work, it is likely that not
all impediments will be immediately addressed when they are identified in a Sprint. Make
this data visible and look for trends, indicating which impediments are within the Scrum
Team’s control, which are within the Scrum Team’s influence, and which are external to
the Scrum Team (see Figure 6-3).
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Figure 6-3 Impediments chart example.

The table consists of 7 columns namely, ID, impediment, impact, date identified,
frequency, action, and owner. The data inferred from the table (row-wise) is as
follows: 1, Do not have lower environments that match production closely
enough, Deployment issues impacting customers (most significant March
release), sprint 03, every release, PO to secure funding to enhance environments
and add this to PB; Dev team will work directly with infrastructure to design
solution, product owner. 2, dev team does not have access to database, delays
with troubleshooting during sprint, usually takes between 2 hours and up to a
day, sprint 03, average 3 times per sprint, will require an exception to the existing
policy; SM to work with IT management to get details on the exception process,
scrum master. 3, dev team getting pulled into meetings frequently to consult on
integrations for future projects, work interruption/context switching, takes time
away from working on current sprint goal, sprint 04, sprint 03 - 10 hours, sprint
04 - 14 hours, TBD - how can we support other teams in the organization while
maintaining appropriate focus on delivery? TBD.

Here are some useful questions to gain a better understanding of the impacts:

How much time are we spending dealing with an impediment?

How frequently is this impediment occurring?

How is the impact affecting quality? Is the number of defects discovered in
production increasing or decreasing? What is the cost of fixing a defect in production
versus fixing a defect found during development?

How is the impediment affecting morale? Are people leaving because they are
unhappy with the impediment? What is the cost of hiring someone new?

In Practice: Tracking Interruptions Over Time

Tracking interruptions as an explicit type of impediment helps to quantify the impact of
loss of focus. It doesn’t matter whether the team actually takes on the work; merely being
interrupted causes team members to lose productive time while they seek to regain their
concentration.

You can track this data in a very simple way. Draw a timeline in the team’s room, with a
space for each day of the Sprint. Then, whenever a Development Team member is
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interrupted with unplanned work not aligned to the current Sprint Goal, he or she can
write what it was on a sticky note and place it on the timeline. It can be helpful to include
the source of the request (e.g., another team, a manager, a user, production issue) and
how much time was spent dealing with the interruption. This information can be reviewed
in the Sprint Retrospective to help the Scrum Team inspect the impacts and help guide
actionable commitments for improvement.

Examples of interruptions include the following events:

Bugs, incidents, and production support questions

Additional work assigned by a team’s manager

Requests for time with team subject-matter experts

A “drive-by” from a stakeholder wanting to chat with a developer about a new idea

Requests to estimate potential future work

Getting kicked out of a conference room and having to move somewhere else to
finish a collaboration session

Not all interruptions are bad, but increasing transparency into interruptions and their
impacts helps the Scrum Team determine how to make the necessary interruptions more
valuable and eff ective (e.g., schedule specific time for a certain type of activity) and
how to eliminate or reduce the unnecessary interruptions.

Tackling Impediments

Once you have transparency into impediments, you can build a case for investing time
and money to resolve those impediments. Of course, you will need to prioritize what you
take on first. Some questions can help you decide where to start:

1. What goal do we need to achieve? What is our desired outcome?

2. What will happen if we don’t tackle this impediment now?

3. What would we do if we could do anything we want to solve this problem? What
constraints limit our options? Are they really constraints, or are we making
assumptions?
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4. If an organizational policy or standard stands in our way, can we change it, suspend
it, or work around it?

5. How will we know if we are improving the situation (related to our desired
outcome)?

6. Whose knowledge, support, or influence do we need?

In Practice: Engaging Stakeholders to Remove Impediments

Don’t be afraid to talk about some impediments in the Sprint Review. Some things are
best handled within the Scrum Team during the Sprint Retrospective, but it may make
sense to bring up organizational impediments or impediments that require investing in the
Scrum Team in the context of the Sprint Review. A wide range of stakeholders are in
attendance in those sessions, and they may have influence (or money) to assist with these
impediments.

Scrum Masters are responsible for resolving impediments that the Scrum Team cannot
resolve themselves. However, Scrum Masters should not feel they have to tackle these
impediments on their own. Often, managers or other roles in the organization (e.g.,
project managers) have great knowledge of how the organization works and its history.
Scrum Masters should seek to partner with people who can provide additional
knowledge, insights, and influence to tackle organizational impediments. And sometimes
a Scrum Master just needs to ask for someone to provide a little “cover.”

In Practice: Don’t Focus on Velocity

Many organizations seek agility to improve their “speed,” which causes them to focus on
improving velocity. Velocity is empirical evidence, a historical fact, that is useful only for
the Scrum Team. Usually, when a manager wants to know how to “improve velocity,” the
person is really just asking, “How can we deliver greater value more frequently?” In our
experience, the best thing to do is to focus on removing impediments and waste. Focusing
on velocity can lead to cutting corners and reducing quality in the rush to “go faster.”
Focusing on removing waste and impediments, by contrast, actually increases quality and
leaves more time for doing the job right in the first place, while at the same time
improving delivery speed.

Velocity going higher or lower is meaningless without context. A Development Team
may deliver greater value, more frequently, and with higher quality, without any change
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in its velocity by simply taking into account improvements in its ways of working when it
estimates.

Focus on removing the things that are holding the Scrum Team back, instead. Let the
Scrum Team own its “delivery metrics,” and focus stakeholders on “value metrics.”3

3. https://www.scrum.org/resources/blog/why-focus-velocity-inhibits-agility

Growing Individual and Team Capabilities

Scrum itself doesn’t solve problems. Instead, people are the ones who have to solve the
problems that the Scrum Framework exposes, creating high-value solutions with an agile
mindset and teamwork. To do this, they need to be given the space and the support to
grow their capabilities. Every member of a Scrum Team must hone his or her “technical
craft.”

By “technical craft,” we don’t mean just engineering or software development skills.
Product Owners need to develop a broad range of product management skills, while
Development Teams need a wide range of skills related to creating a releasable Increment
of value. Everyone needs to inspect and adapt their skills, knowledge, and capabilities
and look at where the Scrum Team needs to grow so that it can meet new challenges and
business needs.

Make Time for Continuous Learning and Growth

Product development is complex and constantly evolving. New technologies and new
insights into customer problems create new opportunities. Scrum Teams don’t just inspect
and adapt their product based on new information; they also inspect and adapt their own
skills based on their experiences and the challenges they foresee. Learning and
development is an aspect of self-organization. It is best to let the individuals and team
own it, with support and guidance.

Continuous learning can take many shapes and forms: spending time on independent
study, using online forums, attending webinars and meetups, attending or speaking at
conferences, and reading books, articles, and case studies. It may include online training
or an in-depth classroom experience, possibly including earning certifications (i.e.,
validation of learning). It may include having coaches or mentors, whether through
formal or informal relationships. It may simply be people collaborating on their work,
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learning from each other, and getting real-time input and feedback.

In Practice: Pairing Beyond Programming

You may have heard of pair programming, in which two development team members
collaborate on the same programming activity. They work together at one workstation.
One person, deemed the “driver,” writes code; the other, known as the “observer,”
reviews each line of code as it is written. The partners switch roles frequently.
Throughout this process, they assist each other’s work, discuss the design decisions, and
provide immediate code review feedback.

You can extend this idea of pairing to create even more opportunities and benefits for a
team. For example, two Development Team members might work as a pair, where one
has stronger programming skills and the other has stronger testing skills (or database
skills, or some other skills). Two Development Team members might also pair up for
testing activities (e.g., designing tests, writing tests, executing tests).

Pairing helps provide two sets of eyes, brings diff erent perspectives from people with
varied skills and experiences, and grows the overall knowledge and skills of the team.
Qualitative evidence suggests that pairing results in better design, fewer mistakes, an
increase in learning, faster problem solving, and more accountability.4

4. This conference talk by Professional Scrum Trainer Pradeepa Narayanaswamy
illuminates the benefits of pair testing as a means to grow skills:
https://www.youtube.com/watch?v=DJBKWUjw01w.

In Practice: Respect People by Training Everyone Who Needs It

We often encounter situations where organizations have sent Scrum Masters to
Professional Scrum training but did not send the rest of the Scrum Team. The
organization expected the Scrum Master to be able to give everyone a mini-training
session after attending class.

This situation can have several negative impacts. First, Scrum Team members may feel
that the organization doesn’t respect them or the work they do enough to invest in their
learning. Second, Scrum Team members often don’t have a solid understanding of the
Scrum Framework and the intent of Scrum when they start their Sprints because they
didn’t get the full experience from a professional trainer. This does not set people up for
success.
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Leverage Knowledge and Experience in the Organization

Whether it’s Scrum, facilitation, Java, data analytics, user experience, or any other area,
there is likely a wide array of knowledge and experience just waiting to be tapped into
within an organization. Generally, people are eager to share and to support others.
Teaching and mentoring others also help people hone their craft, as well as provide a
greater sense of purpose.

In Practice: Communities of Practice Enable Sharing and Improvement

A Community of Practice (CoP) is a group of people with a common interest. They share
their experiences with each other and have a common desire to improve. In addition to
supporting the growth of the participants, a CoP can graduate to helping reveal
organizational impediments and guiding the organization.

A CoP is quite open in terms of what it looks like and how events and activities are
facilitated. Its activities may include community presentations, presenters from outside
the community, Lean Coff ee, problem-solving sessions, workshops, and social events.

In terms of structure, CoPs may form based on a variety of factors: roles (e.g., Scrum
Master), disciplines (e.g., Product Management, Testing), skills (e.g., Java, Architecture),
or anything else your heart desires. It’s okay if there is overlap; people may want to join
multiple CoPs.

Here are some tips for creating effective CoPs:

Managers need to support communities by providing meeting spaces (physical,
virtual, or both), time for people to participate in and contribute to their communities,
and funding to support community activities.

Let people join communities voluntarily; coercing membership usually dilutes the
benefits of the CoP.

Let people self-organize. CoP members should define how it will work, how it will
evolve, and who will run the CoP activities.

Pick a good location for events, one that enables the collaboration you are seeking to
create. It helps to periodically meet in person, but also provide virtual ways of
meeting when physical meetings are not possible.5
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5. Watch this short video by Professional Scrum Trainers Stacy Martin and Ty
Crockett on their experiences with how to start CoPs, fund CoPs, get greater
participation, and much more: https://www.scrum.org/resources/overview-
communities-practice.

Being an Accountable Scrum Master

A Scrum Master is accountable for ensuring Scrum is understood and enacted, thereby
helping Scrum Teams and the organization to maximize the benefits of Scrum. Often this
gets interpreted as simply making sure the Scrum Team is following the “rules” of the
Scrum Framework and removing organizational impediments that are perhaps getting in
the way of the Scrum Team following that framework. While that is true, the role of
Scrum Master is so much bigger than that.

The Scrum Guide describes the Scrum Master as a servant-leader. With this style of
leadership, a Scrum Master’s success is measured by the growth and success of others.
This happens through a Scrum Master’s ability to influence individuals and teams to take
greater responsibility for their actions and outcomes, inspiring people to higher greatness.

While a Scrum Master does have authority over the Scrum process and may need to
reinforce the basic rules of the framework with new teams, his or her intention of helping
others improve fosters trust and inspires team members to follow by choice, not simply
because of force. An effective Scrum Master exhibits the following qualities:

Leads by example. The Scrum Master embodies the Scrum values and collaborative
teamwork. She is open to change and trusts in empiricism to deal with ambiguity and
unpredictability. By modeling this positive mindset and adaptive approach, she shows
the way for others.

Enables and empowers others. The Scrum Master doesn’t solve people’s problems
but instead seeks to reveal opportunities for improvement through transparent
information and open discussion. She knows that she doesn’t have the “best
answers” and values the collective intelligence of the Scrum Team.

Creates an environment of safety and is comfortable with failure. When people are
learning and doing complex work, they need to feel safe entering into conflict,
challenging each other, and trying new things.

Listens first and learns to “read the room.” The Scrum Master seeks to facilitate
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consensus, ensuring people feel heard and are open to hearing other perspectives.

Cares deeply for people and is also willing to challenge when they are capable of
more. The Scrum Master assumes positive intent and doesn’t judge people. She meets
people where they are and helps them find their next step, inspiring them to hold
themselves to even higher standards.

Operates with integrity and stays calm under pressure. The Scrum Master’s
leadership provides consistency and stability for others to hold onto when they are
feeling stressed and overwhelmed by the uncertainty around them.

Shows low tolerance for organizational impediments. The Scrum Master is willing to
speak truth to power, challenging the status quo and advocating for the team.

To whom is the Scrum Master accountable? Both the Scrum Team and, ultimately, the
organization. The Scrum Master serves the Scrum Team in maximizing the benefits of
Scrum. The Scrum Team serves the organization in delivering valuable products.
However, there are many paradoxes a Scrum Master must navigate to be successful.

Measuring the Success of a Scrum Master

The success of a Scrum Master is based on the success of the Scrum Team. However, a
Scrum Master must not be short-sighted and take actions that will undermine the longer-
term success of a Scrum Team. Similar to how you want to analyze the trends of multiple
types of data to understand product value, so you need multiple types of data and an
examination of the trends to determine how well a Scrum Master is doing. Here are some
questions to consider:

Is the Scrum Team reliably creating a releasable Increment during every Sprint?

Is the value of the Increment acceptable? Is it improving?

Is quality of the Increment acceptable? Is it improving?

Do team members enjoy their work, and are they continuously learning and growing?
Or does the team seem to be stagnating and experiencing declining morale?

Is the Scrum Team committed to continuously improving every Sprint?

Do the Scrum Team members have a solid understanding of the Scrum Framework,
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and do they apply it consistently and purposefully? Or are they just “following the
rules” because the Scrum Master tells them to?

A Scrum Master’s success can be measured on a continuum, as depicted in Figure 6-4.
On this continuum, trends (getting better/getting worse) are more important than point-in-
time measures.

Figure 6-4 Success is demonstrated through the growth and success of others
across multiple areas.

A framework demonstrating the failing and succeeding areas is shown. In the
given data, the failing areas are, poor quality or low value, inconsistent delivery,
inconsistent or mechanical scrum, low morale, stagnation or degradation, and
dependency on scrum master. The succeeding areas are reliable delivery of
quality valuable Increments, solid understanding of scrum framework, theory,
and values, continuous improvement and learning, happiness, and self-sustaining.

In Practice: Signs That a Scrum Master May Be Sacrificing Long-Term Success

Scrum Masters are often under pressure to “show improvement quickly.” This
challenging environment can lead to some behaviors that actually undermine the success
of a Scrum Team:

The Scrum Master facilitates the Daily Scrum or updates the Scrum Board to help
“keep everything on track.” A self-organizing team is capable of managing their own
progress and updating their own plan. Early on, a Scrum Master may need to teach
facilitation techniques and ask questions to help create focus and ensure consensus.
Over time, however, the Scrum Master’s direct involvement should increasingly
diminish. In fact, if things go “off track,” that failure may be the most powerful
learning experience for the Scrum Team.
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The Scrum Master becomes a go-between when conflict arises between team
members. People are better served when they learn to resolve their own conflicts
directly with each other.

When a Scrum Master is out of the office, the Scrum Team skips Scrum events. This
can indicate either a lack of understanding of the purpose (i.e., not yet embracing
empiricism) or a lack of skills (e.g., nobody feels comfortable facilitating a Sprint
Retrospective).

Each of these behaviors demonstrates a dependency on the Scrum Master. In reality,
Scrum Masters should aim to work themselves out of a job. While that will never actually
happen, because teams will always face new challenges and have opportunities to
improve, the Scrum Master should always seek better ways for the Scrum Team to be
more self-supporting.

A Scrum Master is accountable to the organization, yet will often be in the position of
challenging the organization when it stands in the way of the Scrum Team’s success. The
Scrum Master must show both courage and compassion to directly challenge people in
leadership positions; learning how to deliver a difficult message with respect is crucial.
Approaching people with openness and curiosity helps. In all that they do, Scrum Masters
create shared understanding and involve people in developing collaborative solutions.

Effective Scrum Masters Vary Their Approach Based on Context

A Scrum Master relies on observation to understand where people are today and where
they most need to grow. With experience, they develop an intuitive grasp of what to do in
any given situation. They also continuously seek new information and recognize when it
is time to change their approach (see Figure 6-5).
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Figure 6-5 A Scrum Master must choose the best approach(es) based on
context.

Scrum Masters will respond differently depending on the situation. Among their options
are the following:

Uphold Scrum. A new Scrum Team may not fully understand and embrace the
empirical nature of the Scrum Framework. Team members may feel that they can
skip an event, overrun a time-box, or lose sight of the accountability of their role
without consequence. This may be because they are still struggling to build a strong
team foundation, due to pressure from the organization to cut corners or because
they have become complacent and started to let things slide. Upholding Scrum means
guiding the Scrum Team back to the “why” behind the framework, reinforcing the
benefits that being true to Scrum’s principles provides.

Teach. When a Scrum Team needs to improve its understanding of the foundations,
core principles, and complementary practices of the Scrum Framework, a Scrum
Master will need to help team members improve their understanding and apply that
understanding to deliver value more effectively. They do this best by creating a space
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where people learn experientially through guided discovery.6

6. Tastycupcakes.org is a great crowdsourced repository of teaching activities for
common agile concepts.

Point north. In the context of Scrum, pointing north means creating and fostering an
empirical culture of inspection and adaptation, with the intention to make better
decisions by delivering value, gathering feedback, and changing course based on that
feedback.

Coach. When Scrum Masters coach, they embody the belief that the person or team
has the capability of finding their own answers, and they help them find those
answers. They focus on helping team members build an understanding of their
situation and what they want to do next. This is usually done by asking questions to
help them gain better understanding, identifying actions that they will take, and
helping them be accountable for the actions.7 Coaching helps people grow their
ability to demonstrate responsibility, accountability, self-organization, and comfort
with change and unpredictability.8

7. We encourage Scrum Masters and others who would like to improve their
coaching skills to consider training from an organization accredited by the
International Coach Federation (ICF). Organizations with which we have personal
experiences with training include the Coach Training Institute (CTI) and Agile
Coaching Institute (ACI).

8. For an example of how to combine coaching using the Scrum values, check out
this blog post: https://www.agilesocks.com/4-ways-to-coach-with-the-scrum-values/.

In Practice: Effective Scrum Masters (and Leaders) Coach Individuals for Better Team
Results

In our experience, it is helpful to set aside regular time for coaching conversations with
individuals on the Scrum Team (and even individuals outside the Scrum Team). Regular
coaching conversations help people learn to understand themselves better. Coaching
helps people tap into their purpose and clarify their values and vision. It also helps people
understand their own preferences, motivations, and behaviors so that they can better
manage their interactions with others.

Here are a few tips to get the most out of regular coaching conversations:
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Try to get out of the regular work environment. Perhaps take a walk around the
building, go to a local coffee shop, or sit in a nearby park. A simple change in
scenery, physical movement, or fresh air can bring about more perspective and
creativity.

Don’t always have an agenda. While sometimes you may want to address specific
observations or situations, let the person you are coaching drive the conversation.
Coaching is about the other person, not about you. Simply start the conversation by
asking, “What’s on your mind?”9

9. “What’s on your mind?” is one of the seven essential questions in the book The
Coaching Habit by Michael Bungay Stanier (Box of Crayons Press, 2016). This is a
great book that provides some easy-to-apply basics for coaching.

Celebrate successes and growth. While we do believe in continuous improvement,
that can be sustained only by celebrating successes and growth along the way.

Make time to process observations and uncover learning. If people are always in
“action,” they may not gain as many insights about themselves and their
environment.

Facilitate. Scrum Masters may facilitate Scrum events, additional working sessions,
or even the flow of impromptu collaborations throughout the Sprint. Effective
facilitation requires awareness (reading the room), constructive conflict, and
maintaining a focus on shared goals and outcomes. Facilitating provides more
structure for teams to self-organize and creates an environment in which team
members can enter into productive conflict, explore multiple perspectives, commit to
team decisions, and tap into their creativity.

Take action. In some circumstances, a Scrum Master will need to take action,
sometimes decisively and immediately. In taking action, the Scrum Master acts as a
protector of the team, its empirical process, and the interests of the broader
organization. Taking action means that the Scrum Master must strike a delicate
balance, guided by safety concerns. If the Scrum Master steps in too much or too
frequently, they will damage the Scrum Team’s ability to self-organize—but where
the team’s safety or integrity are threatened, the Scrum Master may have no
alternative.

Actively do nothing. Doing something for individuals when they could do it for

6. Helping Scrum Teams Develop and Improve

155

file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch06.xhtml#ch06fn9
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch06.xhtml#ch06fn9_r


themselves disempowers them. The heart of empiricism and a learning culture is
experimentation, learning by doing. For the team members to learn, they need to act
on their own. This is a conscious decision, and it is always in service of the learning
and growth of others. The “active” part means you continue to actively observe
while the team learns and explores. Then, based on what happens, you can continue
this approach or choose something else.

In Practice: Where Scrum Master Intervention Is Appropriate

The Scrum Guide provides a simple example of an appropriate intervention by a Scrum
Master: removing impediments, usually with input from the Scrum Team on the desired
outcome that needs to be achieved. A Scrum Master in this situation will engage with
others in the organization to help implement a solution, which often requires teaching,
facilitation, and coaching.

When the safety of any person, the team, or the framework is in jeopardy, the Scrum
Master must act. The extreme case is an instance of bullying or harassment. Not only is
such conduct not aligned with the Scrum values and the core tenets of the framework, but
it is also illegal. When something like this happens, the Scrum Master must act
immediately to protect the team’s safety.

A less extreme example is stepping in to actively manage a conflict that is escalating in an
unhealthy way. Sometimes it is reasonable to let the team learn by exploring and doing;
however, at other times, an intervention will help the team make a step change. This is
particularly common with teams starting out, as they are not sure of how to work in this
new way together. By more actively guiding the team, the Scrum Master can help
improve the pace of learning.

Summary

Scrum Teams need help and support to improve. They will likely identify many of the
areas in which they need to improve in their Sprint Retrospectives, but they shouldn’t
overlook the power and immediacy of the Daily Scrum as a lens for improvements.
Rapidly removing impediments as soon as Scrum Teams encounter them is perhaps the
greatest thing you can do to help them.

Transparency helps everyone understand the things that are holding a team back, and
keeping track of recurrent problems can help to make those challenges more visible.
Visualizing various forms of waste and communicating them to people who can help
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remove them is a good habit to adopt.

Scrum Teams also need to invest in their own improvement and be given the space to do
so by those outside the team. They need to account for personal and team development
investments when planning Sprints, and they need to make their needs for development
support transparent to people outside the team who may need to provide money, time, or
the help of other people to develop their capabilities.

Scrum Masters play an important role both on their teams and beyond their teams. They
help their teams learn and develop their skills, embrace empiricism and an agile mindset,
challenge them to improve, and help them hone their capabilities. Being an effective
Scrum Master requires a wide range of skills, along with the wisdom and expertise to
know when and how to apply different techniques. Beyond the team, Scrum Masters help
their teams by influencing the organization at large to help their Scrum Teams become
more effective over time.

Call to Action

Consider these questions with your team:

How much meaningful reflection happens in Sprint Retrospectives?

In what ways could Sprint Retrospectives be more engaging, creative, and
collaborative?

What data do you have that could bring transparency into the frequency and the
impacts of impediments?

What actions have been taken to tackle impediments in the past few Sprints?

What major impediments are being tolerated?

In what areas do team members most need to and want to grow?

In what areas is the Scrum Team improving, and how has the Scrum Master been
influencing this growth?

Is there anything a Scrum Master may need to stop doing?

What do you need from leaders in the organization to support team improvement?
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What challenges are hurting the most right now? Identify one or two experiments to
help improve. For each experiment, be sure to identify the desired impacts and how
you will measure them.
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7. Leveraging the Organization to Improve
As we explored in the previous chapter, the Scrum Master, managers, and even
individuals within the Scrum Team help each other and the overall team to improve. In
doing so, they will frequently need to leverage the organization’s structure and culture to
create the necessary conditions to help teams grow their capabilities and to improve the
team’s focus on frequently delivering value. The organization’s structure and culture
have a significant influence on a team’s identity, its process, and how team members
understand and measure product value. The challenge for everyone is to make the
organization’s influence a positive one, rather than one that impedes the growth of Scrum
Teams.

Organizations Need to Evolve to Succeed

Every organization needs structure and constraints on how it works so that it can
successfully run its business. The organization defines which products and services it
offers to which customers, as well as the business models that make funding development
and support activities possible. This structure also defines how employees, partners, and
service providers work together to deliver products and services. The structure is often
expressed in the processes and policies that the organization establishes and enforces.

Every organization also has a culture, a body of habits that bind people together and
establish unwritten norms for behavior. This culture evolves from the sum of all human
behavior within an organization and is influenced by the organizational structure and
processes, including roles, goals, and incentives.

To help an organization get the most out of Scrum, you will typically need to evolve its
culture, its processes, and possibly even its structure. To minimize harm to the
organization and the Scrum Team, you need to do this intentionally; organizations and
cultures have many inherent mechanisms, both explicit and implicit, to prevent accidental
change. By introducing Scrum, you will inevitably introduce change, and the blow-back
from unmanaged change is a frequent reason why Scrum Teams struggle, often without
really understanding what is going on.

Scrum Teams can sometimes work for a while without tackling the structural and cultural
challenges of the organization, but eventually they will start running into impediments
that are outside of their control. When those impediments cannot be resolved, the Scrum
Team will reach a plateau, and they will struggle to maintain progress.
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In this chapter, we briefly explore the most common challenges that Scrum Teams
encounter at the organizational level. We also describe how to pivot your mindset from
“protecting the team from the organization” to “leveraging the organization to improve
the Scrum Team’s ability to deliver value.”

Developing People and Teams

Organizations invest a lot of money in hiring and developing people, yet their actions can
undermine their ability to retain and engage those same people over the course of their
careers. Actively disengaged employees cost U.S. companies approximately a half a
trillion dollars a year in lost value, to say nothing of the cost of the merely “not-engaged”
employees. While it is no longer a reasonable expectation for people to stay at a company
for their entire career, keeping employees purposefully engaged returns significant
benefits.1

1. https://www.inc.com/ariana-ayu/the-enormous-cost-of-unhappy-employees.html

The Impacts of Performance Reviews and Compensation

Traditional organizations focus primarily on individual performance. More realistically, in
the modern world in which we live and work, nearly everything we do requires
collaboration between many people to achieve the results we desire. Rewarding
individuals for work achieved by a team is a short-sighted and outdated practice, and one
that sends the wrong message about what is important. Often, teamwork and team
outcomes are not even considered or are only a minor part of evaluation. Furthermore,
many compensation systems can seem arbitrary and based on titles and status rather than
effort, growth, and outcomes achieved. And do annual performance reviews even make
sense anymore?2

2. https://www.forbes.com/sites/lizryan/2018/01/14/performance-reviews-are-pointless-
and-insulting-so-why-do-they-still-exist/#1cf4ca8972d1;
https://getlighthouse.com/blog/get-rid-of-the-performance-review/

In today’s fast-paced world, high-performance teams are the value-creation engines of
the organization. Organizations that want to create and nurture high-performance teams
need to reward teamwork, not individual performance. They can do this in a variety of
ways, including the following:
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Rewarding bonuses to teams, based on team results

Letting teams decide how to distribute raises and bonuses among team members

Heavily weighting contributions to the team when reviewing an individual’s
performance

Providing people with frequent, meaningful, and actionable feedback

Gathering feedback on an individual’s performance from a wide range of people:
team members, customers, and managers (sometimes called 360-degree feedback)3

3. https://www.thebalancecareers.com/360-degree-feedback-information-1917537

Considering intrinsic rewards that increase a person’s or a team’s sense of autonomy,
mastery, and purpose4

4. Drive by Dan Pink (Riverhead Books, 2011).

Individual Career Paths

In our work with organizations, we are frequently asked about defining career paths. The
role of Scrum Master is new to many organizations and is unlike any other role they have,
so they are not sure how to define a career path. The same goes for Product Owner.
Moreover, when managers begin to understand the self-organizing, cross-functional
nature of Development Teams, they may realize that the way they have defined career
paths can create conflicts.

Traditional organizations are often structured into skill-silos built around some area of
specialized knowledge, each with its own career path. This structure made sense when
work was indeed specialized and in a world in which people did not have to deeply
collaborate to get work done. We have already shown the power of self-organizing,
cross-functional teams when delivering complex products in a world that is more
uncertain than certain. Siloed organizations with rigid roles cannot keep pace with the
organization’s changing needs; the best solution is to let the people closest to the product
and customers decide which skills they need.

A career is—and really always has been—a story you tell yourself about how what you
are doing now will lead to something else. It doesn’t take a lot of self-reflection to realize
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that most of what you thought would happen didn’t, but all sorts of wonderful things you
couldn’t have dreamed of happened instead. The other problem with the notion of a
career is that innovation is creating new kinds of work all the time and killing off many
other kinds of work. The job that you will be doing ten years from now either doesn’t
exist or will be so transformed that it won’t resemble the way it’s done today.

The agile world is, in many respects, a post-career world. In a complex environment
characterized by constant change, the skills and knowledge needed to deliver value to
customers will always be evolving. In place of career planning, organizations and
individuals need to focus on building flexible problem-solving and critical-thinking skills.
Self-organizing teams are a great vehicle for this type of growth because they let any
team member volunteer to learn new skills when the team needs them.

At the same time, team members need some direction to help them make their own
professional development decisions. Their organizations can help them in the following
ways:

Being transparent about which skills are needed in different parts of the organization,
and where opportunities for developing those skills exist

Helping them understand where they might need to grow their breadth of skills in
addition to their depth of skills

Connecting them with mentors who can provide career perspective and help them
build a professional network

Helping them grow their influence in the organization beyond their current team

Supporting Communities of Practice to share and develop skills and experience

Helping them to develop leadership skills in addition to technical or task-specific
skills

Sourcing Strategies and Team Impacts

Organizations use sourcing strategies to achieve a variety of ends: lowering costs,
increasing employment flexibility, and gaining quick access to scarce skills, to name a
few. But these same strategies can affect the ability for teams to come together, to
develop autonomy and identity, which will affect their ability to deliver value. Team
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members from different organizations can have different motivations and different levels
of commitment to team goals. Contractors may not experience the same level of respect
or trust as other team members. Team members at remote locations may not experience
the same degree of transparency or inclusion. Sourcing strategies that treat people like
exchangeable labor inputs are deeply damaging to creating the kind of accountable,
transparent, self-organizing teams that are essential to success.

Sourcing strategies that focus on reducing labor rates without considering team
effectiveness are short-sighted. Long wait times resulting from excessive hand-offs,
effectiveness losses caused by excessive context-switching, and rework caused by
ineffective communication can easily overwhelm the small savings accrued from in-house
versus outsourced salary differences. Focus first on building high-performing teams, and
then focus on removing impediments and other sources of waste, or you may simply find
that your sourcing strategy achieves, as one manager we worked with lamented, “failure,
70 percent off.”

In Practice: The Inherent Conflict in Outsourcing Production Support

Many organizations want to outsource their support work to save money, but outsourcing
support work is often based on the flawed assumption that such work just requires
commodity coding and bug fixing skills. Outsourcing support is often based on a project
mindset that assumes changes to applications are infrequent and simply related to fixing
defects.

When the application is part of a value stream that delivers value to customers,
outsourcing support can be damaging in several ways. The assumption that applications
should not change frequently is a bad one. In reality, applications and other processes in
the value stream may change very frequently in response to changing markets or
customer needs. Support processes that intentionally make this change difficult become
an impediment to improving customer satisfaction and retention.

Likewise, outsourcing support deprives Scrum Teams of valuable information they need
to understand how to make the application—their product—better. They never get
experience with supporting the system, so they fail to invest in product capabilities that
could improve the customer’s experience by making the application more robust,
scalable, or secure.

Outsourcing support forces developers and operations professionals into an inherently
conflict-ridden relationship, prone to finger-pointing and animosity. Finally, it deprives
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support staff of valuable experience that can only be obtained by working on the product.

The reality is that support/operations is a complex task, and carving out support
separately from development creates many problems and solves few.

If outsourcing is part of your strategy, consider these questions:

Is this a transactional relationship or a longer-term partnership?

How will the contractors get training and professional development? And will that be
in alignment with that of the in-house employees they work with?

Does the partner have an agile mindset and commitment to empiricism?

How is the partnership assessed? What is the inspection and adaptation process for
improvement?

What risks does outsourcing pose to your business? What benefits does outsourcing
provide to your business?

Outsourcing has its benefits, when used appropriately, but be aware of the costs (both
direct and indirect) as well. Consider what the organization can do to reduce the risks of
outsourcing. Observe outcomes and behaviors.

Distributed Teams

Similar to outsourcing, distributing team members can reduce the cohesion and
effectiveness of a team. People working in different time zones will have less time to
collaborate depending on how much their workdays overlap. People working at different
sites will find that they may be less effective in their collaboration as compared to people
who work side-by-side. They will find it more difficult to work together as a team. It is
not impossible to make distributed teams work, but it is certainly much harder.

Team members from different cultures also sometimes struggle to communicate. Some
cultures are more open to expressing differences of opinion, whereas other cultures are
more deferential in the face of differing social status. These and other factors make
transparency more challenging. Trust and time working together usually help team
members reach greater levels of mutual understanding that makes transparency and
collaboration more effective, but this shared mindset is harder to achieve when team
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members are remote. In any case, you will have to work more diligently to overcome the
barriers created by distributed teams by taking the following steps:5

5. For other techniques, see https://techbeacon.com/app-dev-testing/distributed-agile-
teams-8-hacksmake-them-work.

Help the team to self-organize, rather than try to solve problems for them.

Invest in the team’s growth with on-site collaboration sessions (at least once a year;
quarterly is more desirable). Include activities focused on getting to know each other,
establishing clear working agreements, aligning around product vision and
understanding customers, and accomplishing shared goals together.

Invest in communication and collaboration tools (e.g., video communication,
interactive whiteboards).

Getting Comfortable with Transparency

Throughout this book, we have discussed the importance of transparency when dealing
with complexity, ambiguity, and unpredictability, as well as how it shows up in our
everyday interactions. As Scrum Teams begin to embrace transparency and an empirical
process, they often have to confront the harsh reality that the larger organization is not
necessarily comfortable with transparency. Transparency sounds like a good idea until
customer feedback shows that an important stakeholder’s “must do” PBI wasn’t
something customers cared about or when it exposes that the most senior developer on
the team needs to improve his code quality.

Transparency requires courage because it may challenge accepted hierarchies or dogmas.
Transparency requires real leadership because the team needs to have safety and the
psychological space to sometimes say things that are true but unpopular. More
specifically, leaders need to ensure that the rest of the organization does not overtly or
indirectly “punish” the messenger. As one of our former managers used to say, “Facts are
friendly”: It is always better to have more and better information to make better
decisions. With better information, teams are able to more effectively inspect and adapt.

Many organizations and their executives have a bias toward positive people with a “we
can do it” attitude. There is a lot of value to having a team that believes it can do
anything. At the same time, there is a fine line between confidence and delusion.
Transparency is an antidote to unrealistic expectations.
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Psychological safety is essential to nurture effective teams.6 Just as the individuals on a
team need to feel trust with each other, the organization needs to demonstrate trust of the
team. Trust means there is a willingness to:

6. https://hbr.org/2017/08/high-performing-teams-need-psychological-safety-heres-how-
to-create-it

Have open and honest discussions.

Share and explore dissenting opinions.

Believe that everyone is doing their best with what they know at the time.

A Culture of Accountability, Not a Culture of Blame

When leaders say, “I need people to be more accountable,” they sometimes really mean
they want someone to blame when things go wrong. This creates a culture of fear that
prevents people from trying new things, gathering feedback, and adapting. Agility cannot
survive in an organization with a fear-based, blame-oriented culture. Accountability is
different from blame. Yes, it does mean owning your decisions and the results of those
decisions, but the ultimate goal is not to have someone to blame. Instead, accountability
means being focused on the purpose and having the right intentions. It’s about being
transparent to how decisions were made, which enables learning and adaptation. It’s
about accepting complexity and unpredictability and about creating shorter feedback
loops to reduce risk and learn sooner.

An organization with a culture of accountability lets people own the decisions they
should own (i.e., no one trumps the Product Owner’s decisions about what to build),
demanding that they be empirical in their approach and supporting that with access to the
people and information they need, and accepting that mistakes and surprising successes
will happen along the way.

When organizations get comfortable with transparency and move from a culture of blame
toward one of accountability, it requires leaders to let go of control—or rather, the
illusion of control.

Letting Go of (the Illusion of) Control

Managers in traditional organizations live in a cultivated illusion that they are “in
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charge.” Anyone who has filled a management role has come to realize how little control
managers actually have, especially in cases where their organizations deliver complex
products. There is simply no way for a manager to have all the knowledge and expertise
needed to deliver great products. It really does take a cross-functional team that is
capable of, and empowered to, make their own decisions. With accountability.

Until managers help teams to self-organize and take on that accountability, the team will
never develop the skills, trust, transparency, commitment, focus, openness, courage, and
respect that they need to deliver great results.7 When a manager doesn’t let go of the
illusion of control to become a servant-leader, her teams will be mired in ineffectiveness
and confusion.

7. https://guntherverheyen.com/2013/05/03/theres-value-in-the-scrum-values/

The Real Power of the Iron Triangle

Recall the Iron Triangle from Chapter 5, “Improving Planning.” As we noted in that
chapter, the Iron Triangle often leads people to ignore outcomes as a measure of success.
Something else that is important to understand about the triangle is that the three
constraints of cost, schedule, and scope cannot all be fixed because we are dealing with
complex work.

Somewhere along the way, this point gets lost in many organizations, which demand that
scope, schedule, and cost all be estimated and guaranteed. The real power of the Iron
Triangle emerges when organizations recognize they cannot fix all of these variables, and
they instead have the right conversations, openly and honestly, about the constraints
impacting the decision to pursue (or continue pursuing) a given opportunity.

Can you deliver something of sufficient value quickly enough and for a cost that
justifies the investment?

Do you have familiarity with the work to be done? How are you factoring that
uncertainty into the decision to pursue the opportunity?

How frequently can you validate that your answers to the preceding questions are
still valid?

The old adage is you can fix only two sides of a triangle. Scrum make it quite easy to
follow the “rules” of the Iron Triangle. If you think about a Sprint, it is a fixed amount of
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time and a fixed cost (assuming the people on the Scrum Team and their capacity are not
changing). Thus, it becomes quite easy to fix time and cost with Scrum—and then you
allow the scope to be flexible (see Figure 7-1).

Figure 7-1 Iron Triangle with a product mindset. (Photo by Stephanie
Ockerman.)

Although you might be concerned about scope being flexible, the reality is that we cannot
predict what scope will lead to the desired outcome. Remember that Scrum gives us the
Product Owner, who is accountable for optimizing value. The Product Owner creates
alignment with a product vision, orders a Product Backlog, and defines and validates
value. The Product Owner makes sure the Scrum Team is always working on the next
right thing.

Of course, the Product Owner and stakeholders may not actually know what the right
thing is to achieve desired outcomes. They may have ideas and hypotheses, but the
complex nature of product development makes it challenging to know the right thing with
absolute certainty. This goes back to the point of validating outcomes. The flexibility in
scope represents the power of the Iron Triangle. And if you are releasing frequently to
validate your assumptions and get meaningful feedback from the market or users, you
can adapt your process to more closely align with the desired outcomes.

You might be wondering, “What if I want to fix two different sides of the Iron Triangle?”
This is where we believe the traditional project management view creates a fallacy—
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specifically, because of complexity. Fixing time and scope is often desirable, but
throwing more money at a complex problem without extending the schedule typically has
the opposite effect. The options are to have everyone work overtime or to add more
people to the team. The former burns people out, introducing quality issues and
eventually reduced morale. The latter slows you down because you now have to deal
with re-forming the team’s identity and working through team process challenges with
new team members.

The logical way to use the Iron Triangle is to fix time and money and let scope be
flexible. Alternatively, you can fix scope and let the time and money be flexible, but only
if you are absolutely sure that everything that you think you want is really needed by
your customers.

Funding Initiatives

Many initiatives start with a goal or desired outcome in mind. Sometimes the organization
has a hypothesis of what scope may help achieve the desired outcome. You might also
want to understand an approximate cost to deliver that scope to achieve desired
outcomes. This is when you do scope-based estimating. You can leverage the relative
estimation techniques discussed in Chapter 5, but you would likely do this at a higher
level.

Scope-Based Estimation

Scrum Team members that have been working together on a product can do relative
estimation and compare this work to previous initiatives they have delivered. And if they
do not have history working together, they will need to do just enough analysis to get an
idea about the work, knowing they can create a revised estimate as they learn more
during each Sprint.

At a high level, we recommend keeping estimates simple. A Product Owner conveys
what is known about the initiative, including desired outcomes and the specific features
or capabilities expected to achieve those desired outcomes. In turn, the Development
Team estimates based on what is currently known. The smallest unit that can be budgeted
for a Scrum Team is a Sprint. Therefore, it makes sense to create budgets in those units.
Perhaps the Development Team will estimate a number of Sprints. Or perhaps the
Development Team estimates the work as Small, Medium, or Large and establishes an
understanding of what level of effort and complexity falls into those categories. The team
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will then have a rough forecast of how many Sprints it will take to complete the work—
and the number of Sprints will provide the cost. Ultimately, it comes down to the number
of Sprints. Figure 7-2 provides an example of a Scrum Team’s estimation of high-level
initiatives.

Figure 7-2 Example of simple high-level budgeting.

A tabulated data of simple high-level budgeting is shown. The column headers
are high-level estimate (sprints) and team budget (50,000 dollars/sprint). The
data in the rows are as follows: capability A, 2, 100000.00 dollars; capability B,
4, 200000.00 dollars; capability C, 0.5, 25000.00 dollars; capability D, 3,
150000.00; capability E, 7, 350000.00 dollars, capability F, 1, 50000.00;
capability G, 3, 150000.00.

Of course, you may have additional costs beyond the people in the Scrum Team, so you
will need to estimate and add those costs into your budget. Remember to regularly
inspect and adapt in case any of those nonlabor costs are expected to change as the work
unfolds.

Even with scope-based budgeting, you still want scope to remain reasonably flexible so
that the team can learn and adapt the Product Backlog closer toward the desired
outcomes. This allows for adjusting the specific items in the release, while fixing the
volume of work to be completed.

Iterative and Incremental Budgeting

Scrum, done well, enables the business to iteratively and incrementally budget and fund a
Scrum Team for a number of Sprints, trusting the Product Owner to make appropriate
decisions about the order of the Product Backlog so as to optimize value. The “Done”
Increments, along with new learnings about the work, value metrics, and customer
feedback, are made transparent to stakeholders during every Sprint. (The Sprint Review
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is a great opportunity to discuss these lessons.) The Product Owner modifies the Product
Backlog based on empirical evidence and collaboration with stakeholders and the rest of
the Scrum Team. Keep in mind that the longer your Sprint, the more investment risk you
carry.

At any point, a Product Owner or the organization can decide to stop funding additional
Sprints. This may happen when the return on investment is no longer high enough to
justify enhancements to the product. It may indicate that the organization has an
opportunity to invest more in a different or new product, and the Scrum Team could be
delivering more value working on something else. This is why having a “Done”
Increment is essential, as it enables the business to respond to opportunities.

With products that have existed for a year or more and have consistently demonstrated
value from continuously delivering enhancements, it may make sense to move to an
iterative and incremental budgeting model. Perhaps it makes sense to fund a product and
its Scrum Team(s) for an entire fiscal year. Consider the amount of overhead that you
could save by not going through separate budgeting processes and maintaining separate
budgets for each initiative impacting the product that year.

This type of budgeting aligns with ideas popularized by the Beyond Budgeting
movement.8 It argues that traditional budgeting processes rarely provide the value given
the effort spent and often work against the organization becoming sustainable and
adaptive. It makes a case that organizations should replace their centrally controlled,
predetermined goals with self-regulating, relative benchmarks and transfer the decision-
making authority to employees at the front lines.

8. For more information about Beyond Budgeting, see https://bbrt.org/the-beyond-
budgeting-principles/.

Three factors affect planning and forecasting for longer time horizons:

1. Do you already have funding?

2. Do you have history (i.e., empirical data) to help you plan?

3. What is the level of trust in the organization?

In Practice: Evolving How You Plan and Fund a Product as You Grow Trust and Learn
by Working as a Team
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An existing Scrum Team has been working on a product for three months, so team
members have history together with a known type of work. From this history, they have
an intuitive understanding of approximately how big and complex work items are.
Because they have been consistently delivering “Done” Increments and have been
transparent with stakeholders about progress and how decisions about value are being
made and validated, they have built up trust. If this product is already funded for another
few months, it is likely that the team’s Product Backlog is detailed for the next couple of
Sprints. The Product Owner ensures the work at the top of the Product Backlog is the
work that will best optimize value for the organization.

Next, consider a business leader who wants to build a new product and form a new
Scrum Team to do it. The business leader needs to justify that the product off ers a
reasonable ROI, so enough planning must be done to get a high-level idea of the cost to
achieve the initial product goals. If this organization has a culture of trust, an agile
mindset, and experience with eff ective Scrum, a Scrum Team will do just enough
analysis to come up with a high-level initial plan. They will regularly inspect and adapt
the overall product initiative based on how the plan changes and as history is built with
the new Scrum Team. The Product Owner will verify assumptions about ROI as the
product is built. Additional funding can be requested if it makes sense to continue
investing in enhancing the product.

Now consider an example in which there is distrust within the organization. More up-
front planning is often done because of a mistaken belief that this kind of planning will
create certainty. A Scrum Team may spend weeks or even months detailing a Product
Backlog, which costs money and delays delivery of value. And in our experience, once
the work begins, the plan often changes as a result of feedback from a working product.
The team will likely experience a lot of waste, in the form of throwing away earlier
detailed analyses and changing details in the Product Backlog.

With Scrum, you’re going for “just right.” That is, you want planning to be minimal but
sufficient.

“Being Agile” is Not the Goal

A lot of organizations are pursuing an “agile transformation”; yours may be one of them.
Wanting to be more agile is generally a good thing, except when “doing agile” becomes
the goal. An agile mindset, agile frameworks (such as Scrum), and agile practices can
help your organization achieve its goals, but the real goal is (or should be) improving the
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value the organization is delivering, whatever that means in this particular case.9

9. For more on this topic, see https://www.scrum.org/resources/blog/scrum-transport-not-
destination.

So what’s the harm in focusing on “agile transformation”? Mainly, lack of focus, plus the
risk of “zombie Scrum,” in which people just go through the motions without really
understanding what they are doing or why. If you’re clear about what you want to
achieve, stated in customer terms, you will be much more effective at making the trade-
offs you will inevitably need to get there.10

10. Scrum.org has created a measurement-based empirical improvement framework
called Evidence-Based Management that provides ways of expressing goals and using
measures to improve your ability to reach those goals. For more information, see
https://www.scrum.org/resources/evidence-based-management.

In Practice: Why Being “100 Percent Agile” Is a Bad Goal

If “being agile” is not the goal, then being “100 percent agile” is even worse, as it pushes
an agile approach on people and teams that may have no need for empiricism or
innovation. If you want teams to deliver faster, break their work down into smaller
increments and focus on removing their impediments. You need empiricism when you
can’t determine exactly what to build or how to build it. But if you know what you need
and how to build it, then just do it. Don’t hide behind some agile facade, thinking that it’s
a superior approach.

Organizations that fall into the “if agile is a good thing, let’s do it everywhere” trap have
lost sight of what they are trying to achieve. They are also getting ahead of themselves.
When agility works, it does so because empowered, self- organizing, highly professional
teams are using agility to continuously inspect, adapt, and improve both their product and
their way of working. It takes investments of time and money, plus the right people, to
build these high-performing agile teams.

Nail It Before You Scale It

Organizations sometimes get impatient and want to add more Scrum Teams to deliver
more value. However, if the existing team is struggling to reliably deliver releasable
Product Increments that customers and users find valuable, scaling is a bad idea. When
you try to scale by adding more teams because you want them to deliver more, you are
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really just scaling the existing challenges, and you will amplify chaos and confusion.

Instead, focus on helping the Scrum Team be great. Often, removing organizational
impediments, enabling team process improvements, and creating a better understanding
of the business and customers will deliver the desired flow of value without the cost and
additional complexities of multiple teams. If you do still think you need to scale to get
where you want to go, you now have a solid foundation to build upon. Add one more
team, and work through the new challenges to get back to great. Then add another team,
and another, until you have satisfied your need for product delivery teams.

When scaling multiple Scrum Teams on the same product, do so intentionally, and
leverage what brought you success in the first place. Empowered, self-organizing teams
will determine when and how to scale, by continuously inspecting and adapting to
improve both their product and their way of working.11

11. Nexus is an approach for scaling Scrum for multiple teams working on the same
product. For more information, see https://www.scrum.org/resources/scaling-scrum.

Summary

The structure of an organization, its processes and policies, and its culture all have a
strong, and sometimes overwhelming, influence on the teams that work within it.
Learning to leverage the organization to promote a strong team identity, so as to help
teams improve flow in their process and deliver greater product value, is essential to
achieve long-term benefits from agile approaches like Scrum.

All organizations need to continuously evolve, whether or not they are using Scrum. How
quickly they must evolve depends on where they are today, where they need to go, and
which changes are affecting their business. Organizations that embrace an agile mindset
and empiricism to enhance the power of teamwork are able to be more nimble and
resilient in a rapidly changing, highly competitive world.

Call to Action

Consider these questions with your team:

Are organizational policies or processes preventing the development of people and
teams?
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Can the organization support (with time, money, or other resources) certain areas to
facilitate growing a stronger team identity?

How does the organization—specifically your leadership and stakeholders—respond
to transparent information when the update is perceived as positive? When it is
perceived as negative?

In what ways can you help the organization embrace change and adaptability as a
competitive advantage?

In what ways does the organization leverage empiricism and focus on valuable
outcomes in its processes and policies (e.g., budgeting)?

Which challenges are hurting the most right now? Identify one or two experiments to
help leverage the organization for Scrum Team improvement. For each experiment,
be sure to identify the desired impacts and how you will measure them.
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8. Conclusion and What’s Next
By now, you should understand that Scrum is a lightweight framework that is simple, yet
powerful when put into action by a skilled, cohesive, self-organized team that embodies
the Scrum values and embraces empiricism.

In the course of the book, we have explored the Scrum Framework and many common
challenges in applying it, along with ways to overcome these challenges. We have
introduced seven key improvement areas for Professional Scrum as a way to help guide
you toward achieving greater benefits with Scrum. Opportunities for reflection and action
have been sprinkled throughout the book. We hope we have challenged you to improve
your way of working and that we have given you new insights into ways that your
organization can improve.

Business Agility Requires Emergent Solutions

Throughout this book, we have explored an iterative and incremental approach to
delivering value in a complex and uncertain world. To solve problems, ideally you will
focus on a simple process: Try something, learn something, repeat. Build the solution in
line with your growing collective understanding, responding to the changes as you see
them coming.

Organizations want to enable business agility, not just to “do Scrum.” Business agility
means a quick enough return on investment (ROI), flexibility and control over investment
decisions, and the ability to easily change direction when new opportunities or risks arise.
Iterative and incremental approaches, by themselves, don’t always achieve these
valuable outcomes. The core of Scrum—an agile mindset, empiricism, and teamwork—
provides the necessary foundation for realizing the benefits of this iterative and
incremental approach.

By paying attention to feedback from the Scrum Team, the market, and stakeholders,
organizations can reap valuable insights that help them continually improve their products
and the processes being used to create those products. These feedback loops are driven
by the three enablers of empiricism: transparency, inspection, and adaptation. Feedback,
reinforced by the Scrum values, enables a learning culture that encourages
experimentation and continuous improvement.

This learning culture permeates every aspect of how an organization delivers products,
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from early conversations around what could be a good idea (a hypothesis), to delivering
each “Done” Increment. The organization continually refines both the product and its
delivery approach as it pursues its vision for the product.

In Chapter 1, “Continuously Improving Your Scrum Practice,” we introduced seven key
areas that support improvement: an agile mindset, empiricism, teamwork, team process,
team identity, product value, and organization. Through the course of this book, we have
expanded on each of these key areas, showing how to use them to help a Scrum Team to
improve.

Along the way, we hope you have learned some important lessons:

Without knowledgeable, skilled, and dedicated people, Scrum doesn’t work.
Creating valuable solutions in a complex world requires teams composed of
motivated people with many different kinds of knowledge, skills, and experiences.
These teams need supportive space in which team members can collaborate to build
creative solutions and learn from doing so.

Teams need help from the organization. Teams live within organizations, and the
culture of the organization will shape teams, either helping them expand or restricting
their growth. When friction arises between a team and the organization, look for
what is driving the conflict between who the team is and how the organization
operates. Try to understand where and why there is a conflict between the agile
values and principles and the behaviors exhibited in the organization.

Mindset shapes culture, and culture informs process. Having a positive agile mindset
will help shape the culture that facilitates maximizing the benefits of Scrum and being
resilient in a complex and rapidly changing environment.

Mastering Scrum is a journey, not a destination. Practice makes better, never
perfect. The more you practice awareness (of yourself and those around you), reflect,
and then act with intention, the better you will become at creatively and productively
solving problems and delivering solutions of the highest possible value. Where you
are going on this journey will certainly be changing as well, so stay open to the
possibilities.

Regularly revisiting the assessment questions in Appendix A, “A Self-Assessment for
Understanding Where You Are,” will help you to look for ways you and your teams can
improve. Ask yourself:
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What are you learning?

What has changed?

What risks or opportunities are presenting themselves?

Where do you see common themes?

What trends do you notice?

In a similar way that individual skills improve, the Scrum Team and organization can
improve by seeking active experiments to grow and learn, and by responding to insights
and changes at an increasingly rapid pace. Teams and organizations improve by
developing the following assets:

A ruthless focus on value

A relentless focus on technical excellence and getting to “Done”

A spirit of continuous improvement, always seeking “better”

Acknowledge your present situation and look for that smallest next step that will bring
you the most value in moving toward your goal. Change is hard, and using a framework
will guide the change to be more focused, disciplined, and effective. Being clear about
the framework you are using and using it as intended will provide the best benefits.

Call to Action

At the end of each chapter, we have issued a “call to action” intended to keep you
moving forward on your ongoing journey to maximize the benefits of Scrum. Your
journey doesn’t end here, at the end of this book; in fact, it is just beginning. Reflect on
your key insights, the actions you have already taken, and the results you have observed
from those actions. Focus first on building a strong team and on the fundamentals of
empiricism, and then build from there based on feedback. With experience and practice,
activities that were very hard at the beginning will become almost effortless.

Consider scheduling time on your calendar to regularly reflect on your learning,
observations, and insights in your journey of Scrum mastery. As you do, consider how
you will incorporate these learnings to better serve your Scrum Team and your
organization (and perhaps beyond). Continually inspect your results and adapt your
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approach.

Scrum’s power derives from its simplicity. As the world becomes more volatile,
uncertain, and ambiguous, you will need Scrum’s simplicity to navigate the world’s
increasing complexity. Leaders who embrace simplicity and empiricism enable their
people, teams, and organizations to thrive and, in turn, deliver better solutions to the
world’s challenges. We encourage you to be part of the Scrum.org mission to improve the
profession of product delivery. Let professionalism guide you.

We wish you the best on your own journey of learning and improvement.

Scrum on!
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A. A Self-Assessment for Understanding Where You Are
Before you can improve, you need to know where you may be falling short of your goals.
These questions will help you identify the pain points that hurt the most. These pain
points are often the most visible for the most people, and they tend to be interrelated.
They are often what is causing your team to feel pressure, anxiety, or apathy. Try to
answer each question openly and objectively, and if you are not sure, consider how you
can get more information.

Business Agility

Business agility and effective use of Scrum are directly connected. If you are “doing
Scrum” but are not realizing the business agility outcomes you desire, you should
consider how you are applying the Scrum Framework with an agile mindset. To
determine how agile your business is, rate your degree of agreement with the following
statements on a scale of 1–10 (1 = highly disagree, 10 = highly agree).

Your organization is satisfied with your product’s return on investment.

You produce a “Done” (i.e., potentially releasable) Increment at least once every
Sprint.

Your customers are happy with the frequency with which they receive releases.

Stakeholder and customer feedback are incorporated into the product to improve the
value of the product.

You validate assumptions about the value of the work that you are doing based on
market, customer, or user feedback.

You can deliver new product capabilities in an acceptable period of time.

You can respond to new opportunities or risks in an acceptable amount of time.

You understand, and have evidence to support, your customers’ needs.

You understand how your users or customers use the product, including which
features they use.
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You understand current and trending market conditions for your product.

Your customers feel that the level of quality of your product is high.

You spend an acceptable ratio of your product investment on maintaining the
product or fixing defects (versus new product capabilities).

Your teams are very satisfied with their work.

Your teams are very satisfied with their learning and growth opportunities.

Effective Empiricism with Scrum

To determine how empirical you are, rate your degree of agreement with the following
statements on a scale of 1–10 (1 = highly disagree, 10 = highly agree).

We have a Product Owner and …

We have a single Product Owner who is empowered to make decisions to
maximize the value of the product.

The Product Owner regularly communicates a clear vision for the product.

The Product Owner has easy access to data to help her measure the impact of
changes to the product.

The Product Owner is knowledgeable about the product strategy and how it
aligns with business objectives.

The Product Owner actively seeks input from stakeholders and sets expectations
with stakeholders.

The Product Owner is available to help answer questions and guide the value
created by the Development Team during the Sprint.

The Product Owner is able to focus adequate time on understanding
customer/user needs, establishing and communicating the product vision, and
exploring new ways of delivering value.

We have a Scrum Team and …
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The Scrum Team feels empowered to make changes to its processes and tools.

The Scrum Team actively seeks to reduce waste in its processes.

We do Sprint Planning and …

The entire Scrum Team fully participates and achieves the purpose within the
time-box.

The Scrum Team creates a Sprint Goal that provides a clear purpose for doing
the Sprint.

The Scrum Team is able to plan the Sprint efficiently and effectively with their
knowledge and the information available in the Product Backlog.

At the end of a Sprint, it is clear whether we have met the Sprint Goal.

We do Sprints and ….

The Sprint is one month or less, and the length of the Sprint remains consistent.

The Sprint is short enough to give the business the flexibility it needs to limit
investment risk, get feedback to validate assumptions, and change direction
frequently enough.

There is always a potentially releasable Increment that provides business value
by the end of every Sprint.

The Scrum Team consistently meets its Sprint Goals.

The Development Team learns more about the business needs every Sprint
through collaboration with the Product Owner and other stakeholders.

We have an Increment and …

The definition of “Done” reflects a releasable product and is expanding over
time to improve quality and completeness.

The Scrum Team does not cut quality under pressure to deliver more.

The Product Owner is never surprised by the Increment inspected in the Sprint
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Review.

Stakeholders are nearly always happy with the Increment shown in the Sprint
Review; when they are not, the Product Owner responds by using the feedback
to adapt the Product Backlog.

We have a Development Team and …

The Development Team members have autonomy over how they develop and
deliver the Increment, and they feel empowered to make these decisions.

All members of the Development Team have a clear understanding of the
definition of “Done.”

The Development Team works to clarify and enhance the definition of “Done”
to improve quality and completeness over time.

We have a Product Backlog and …

The Product Backlog is available and understandable to the Scrum Team and
stakeholders.

The Product Backlog is an ordered list representing what is currently planned for
the product.

The Product Backlog clearly identifies the value of each item.

The Product Backlog is frequently refined and updated as more information is
learned through delivering the product and inspecting changes in the
environment.

The Product Backlog is not simply a translation of other requirements
documentation handed to the Scrum Team.

The Product Backlog is not simply an ever-growing list of every
customer/stakeholder request, but rather reflects a thoughtful response to
customer needs and desired outcomes.

We have a Sprint Backlog and …
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The Sprint Backlog clearly communicates progress toward the Sprint Goal.

At least one actionable improvement from a previous Sprint Retrospective is
included in the Sprint Backlog.

The Development Team frequently updates the Sprint Backlog to reflect new
learnings as the work progresses.

There is rarely partially complete work at the end of a Sprint.

We have a Daily Scrum and …

The entire Development Team fully participates and achieves the purpose within
the time-box.

The Daily Scrum is a collaborative planning session facilitated by the
Development Team.

By the end of the Daily Scrum, the Development Team understands the progress
made toward the Sprint Goal, any impediments blocking or slowing progress, and
the plan for the next 24 hours.

The Daily Scrum is not simply a status update, but actively facilitates
collaboration to help improve the ability of the team to deliver value.

We have a Sprint Review and …

The entire Scrum Team and invited stakeholders fully participate and achieve the
purpose within the time-box.

Sprint Reviews are collaborative and generate helpful feedback about the
Increment and the product direction.

All necessary stakeholders attend to provide relevant and useful feedback.

Stakeholders understand the value of empiricism when solving complex
problems; they don’t view Scrum as simply a way to do more work in less time.

Stakeholders are concerned with having a releasable Increment that meets a
business objective rather than whether all the forecasted Product Backlog items
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were completed, or whether all applicable procedures were followed.

There is more emphasis on having a releaseable, high quality Increment that
provides value than on completing everything that was planned in Sprint
Planning.

We have a Sprint Retrospective and …

The entire Scrum Team fully participates and achieves the purpose within the
time-box.

Sprint Retrospectives include open and meaningful discussions about how the
Scrum Team is working.

During the Sprint Retrospective, the Scrum Team identifies actionable
improvements to implement in the next Sprint.

The Scrum Team implements the actionable commitments in a timely manner
and assesses the impact.

We have a Scrum Master and …

The Scrum Master ensures that the Scrum Team understands and adheres to the
Scrum Framework while enabling and encouraging self-organization.

The Scrum Master embodies the Scrum values and empiricism.

The Scrum Master actively helps the Development Team make its work
transparent.

The Scrum Master helps the Scrum Team embrace the Scrum values and
empiricism.

The Scrum Master embodies agility to the organization and actively works to
remove organizational impediments.

The Scrum Master understands the Scrum Team’s health and is helping improve
collaborative teamwork.

The Scrum Master causes changes to improve productivity and quality without
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undermining self-organization.

The Scrum Master acts as a servant-leader, measuring her own success by the
growth of the team and the team’s success in achieving the benefits of Scrum.

Effective Teamwork with Scrum

To determine the effectiveness of teamwork in your Scrum implementation, consider the
level of applicability of the following statements, rating them on a scale of 1–10 (1 =
highly disagree, 10 = highly agree).

Commitment and Focus

We measure success based on achievement of shared goals and outcomes.

We hold each other accountable to commitments and quality standards.

We make value-driven, consensus-based decisions.

All team members support team decisions and plans of action.

All team members are willing to push themselves beyond their comfort zone.

We focus on one or two small things, get those done, and then move on to the
next thing.

Openness and Courage

All team members proactively help others on the team.

All team members proactively ask for help.

All team members quickly admit mistakes and seek solutions.

All team members are willing to share their ideas and perspectives.

We handle failure or setbacks by reflecting on what we learned and trying
another approach.

We bring up issues and concerns proactively and directly.
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We are able to adapt to unexpected change.

Team members challenge assumptions, both their own and those of the wider
organization.

Respect

All team members are capable of and willing to resolve conflicts respectfully and
productively.

We frequently provide each other with constructive feedback for individual and
team growth.

All team members are open to hearing and considering different ideas and
perspectives.

We work to improve cross-functionality and grow business, technology, and
process knowledge across the team.

Analysis of Assessment Answers

Go back and look at your assessment answers. Now consider the current trends for each
one:

In which areas are you moving toward desired outcomes?

In which areas are you stagnating?

In which areas are you moving backward?

Now consider these questions:

Does it feel as if you are just going through the motions? Or do you show up with
heart, intention, and commitment?

How much open and honest discussion is happening within the Scrum Team about
the challenges and ideas for improvement?

How much control do the Scrum Team members have over how they do the work to
develop and deliver the product?
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How much support is management providing to remove organizational impediments?
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B. Common Misconceptions About Scrum
Scrum Is Not a Methodology or a Governance Process

A methodology is “a body of methods, rules, and postulates employed by a discipline; a
particular procedure or set of procedures.”1 A methodology does not work in a complex
and unpredictable domain because it relies on knowing the solution and the steps that will
get you there. In complex domains, teams must use an empirical approach to deliver
value or solve problems. They must be able to determine their own processes and
techniques and adapt them as they learn more through doing the work.

1. By Permission. From Merriam-Webster.com © 2019 by Merriam-Webster, Inc.
https://www.merriam-webster.com/dictionary/methodology.

Scrum is a process framework that provides minimal boundaries, which enables self-
organization while limiting risk. Everyone’s implementation of Scrum will look different
because each product and each team will have unique needs.

Many Scrum Teams work in organizations that care deeply about managing risk. They
want to ensure that funds are being spent effectively and in alignment with business
goals, that security and safety standards are being met, and that they are not opening
themselves to legal or regulatory liabilities. These organizations implement governance
processes to try to control these risks.

Scrum is not a governance process, but it can help you control risk. Scrum can make
waste in the organizational processes more transparent, which enables subsequent
inspection and adaption to make these processes more effective. Scrum can help ensure
alignment with business goals and provides opportunities to adapt early, bringing delivery
back into alignment with business goals. When an organization focuses on defining the
outcomes desired with regard to governance, risk, and compliance instead of defining the
methods, it allows teams to meet those outcomes in the most effective way possible. By
relentlessly focusing on building a “Done” Increment, the team simultaneously manages
delivery risk.

Scrum Is Not a “Silver Bullet” or a Way to Get Developers to Work Faster

Simply “doing Scrum” will not fix your problems. People make Scrum effective; they
develop creative solutions by making informed decisions based on empirical data. When
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people embody the Scrum values, the things that are holding them back become more
visible. And when things are visible, there is a chance at improvement. Scrum done well
is like a spotlight shining on your organization and the way you work—the good and the
bad.

Using Scrum will likely create efficiencies in the development process, meaning some
activities will take less time because of its emphasis on continuous improvement. But that
misses the point of Scrum. Scrum’s focus is on frequent delivery of value. Scrum is about
working differently so that valuable pieces of the product can be released more
frequently.

Delivering more of the wrong stuff faster is not very effective. You must be effective in
determining what is valuable. You must be effective in adapting to feedback, empirical
measurements of real value, and changes in the market. You must be effective at getting
to “Done.” Scrum helps you achieve this level of effectiveness.

When it comes to product delivery, we choose effective over efficient. Efficiency is a
secondary benefit of Scrum, and Development Teams will determine where they have
opportunities to improve efficiency in their own processes. The key is to apply the
transparency obtained from having a “Done” Increment to validate the value. The ability
to achieve a “Done” Increment and unlock the flow of value is a natural benefit of the
framework.

The Product Owner’s Main Focus Is Not Documentation of Requirements

A Product Owner’s accountability focuses on maximizing the value of the product. This
encompasses so much more than just writing requirements. A Product Owner works with
stakeholders to understand their needs and set expectations. A Product Owner
communicates the vision for a product in alignment with the business strategy and the
organization’s mission. A Product Owner makes difficult decisions about competing
priorities and desires. A Product Owner needs to understand users and how they are using
the product.

While the Product Owner is accountable for what is in the Product Backlog and the order
(prioritization) of those items, she is likely to delegate some (or most) of the details.

The Product Backlog Is Not an Agile Version of a Traditional Requirements
Document

B. Common Misconceptions About Scrum

190



With Scrum, the organization focuses on delivering opportunistic pieces of valuable
functionality.

The Product Backlog is a representation of product requirements and is open to change at
all times, and it should evolve as the team learns more about the product through
delivering Increments of the product. It should evolve as the team learns more about the
users, as the team learns about changes in the market, and as business needs change.
Even during a Sprint, the Product Backlog items may change as the team clarifies and
confirms a common understanding through the process of building it.

The Product Backlog is not handed to a Scrum Team when they start an initiative.
Likewise, it should not be treated as a contract that prevents collaborative negotiation
and an openness to change.

The Product Backlog Is Not a List of All Requests

The Product Backlog provides transparency into what is planned in the product right
now. The Product Owner is accountable for optimizing value, which is done through
ordering of the Product Backlog. If the Product Backlog includes items that you don’t
intend to implement because they have low value or are not in alignment with the
direction of the product, then you are obscuring transparency.

Every request should not be added to the Product Backlog simply to make stakeholders
feel good that their request has been captured. A Product Owner fulfills her
accountability by making the tough decisions about what will be done in regard to the
product. A Product Owner may choose to say, “not now.” If that item becomes relevant
in the future, it will come up again and can be added to the Product Backlog at that time.

The Daily Scrum Is Not a Status Meeting

The Daily Scrum is a collaborative planning session to inspect progress toward the Sprint
Goal and adapt the plan. It is not meant to account for how each person spent the
previous workday. It is not meant to focus on individual status updates because that both
loses sight of the Sprint Goal and inhibits the shared accountability of the Development
Team to create a “Done” Increment.

The Daily Scrum is not meant to provide status updates to people outside the
Development Team. Such a dynamic can cause a lack of transparency into progress and
take away the emphasis on Development Team collaboration.
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A Sprint Can Be Successful Even When All Planned Sprint Backlog Items Are Not
Completed

Even within the shorter time frame of a Sprint, product delivery entails a great deal of
complexity and unpredictability. The Sprint Backlog is not a promise to deliver a specific
set of items within a specific timeframe. We recognize that we cannot perfectly plan, so
we accept that ambiguity and make informed decisions to adapt our plan based on what
we learn as the solution emerges. We use the Sprint Goal to provide focus and adapt the
Sprint Backlog as we learn more.

A successful Sprint delivers a releasable product. A successful Sprint delivers value.

The Scrum Master Is Not Responsible for Tracking the Development Team’s Work

The Development Team is self-organizing, which means the team members are
responsible for monitoring their own progress and adapting their plan. A Scrum Master
may support a Development Team by teaching them techniques to work more effectively
together and to increase the transparency of their progress and outcomes.

The Sprint Review Is Not an Acceptance Meeting

The releasable Increment is already created when the team gets to the Sprint Review. The
Sprint Review is an opportunity to gather feedback and collaborate on what to do next,
but it does not lead to an accept or reject decision.

If stakeholders are not happy with the product they see at the Sprint Review, the Product
Owner still makes the decision about how to adapt the Product Backlog. If a Product
Owner is not happy with the product she sees at the Sprint Review, she should consider
how to work more collaboratively with the Development Team during the Sprint to get
the product she wants.

It Does Not Take a Lot of Preparation to Start Sprinting

A Scrum Team can start a Sprint if it has a Product Owner with a product vision, a
Development Team with all of the skills to create a “Done” Increment, and a Scrum
Master. Product Backlog refinement happens along the way.

B. Common Misconceptions About Scrum

192



Of course, it is helpful to have some startup activities such as training and lightweight
process definition (e.g., creating a definition of “Done”).

This is also probably a good time to clarify that there is no such thing as sprint 0,
infrastructure sprints, or design sprints. The purpose of a Sprint is to produce a “Done”
Increment. If you do not plan to produce a “Done” Increment, you are not doing a Sprint.
Do whatever you feel is necessary to prepare to start (within reason—don’t get caught in
analysis paralysis!). Just don’t call that preparation time sprint 0.
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accountability, 33–34, 41

collaborative teams, 41

organizations, improving, 145

Scrum Masters, 127–129

Scrum Teams, 33–34

adaptable teams, characteristics of, 46–47

adaptable teams, characteristics of, 46–47

adaptation, empiricism, 3

Agile Manifesto, 67–68

agile mindsets, 2

estimation and, 105–106

planning and, 98–99

agile transformations, improving organizations, 152–153

agility (business)

emergent solutions and, 157–160

self-assessments, 161–162

agreements (working), 29–30

alignments (planning), creating, 100–101
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analyzing, 63

answers, analyzing, 168

approaches

context-based approaches (Scrum Masters), varying, 131–132

different approaches, experimenting with, 18–20

ATDD (Acceptance Test-Driven Development), 65–66

automation, “Done” increments, 66–68

autonomy, team members, 26

B

backlogs, Scrum Boards, 59–60

BDD (Behavior-Driven Development), 65

blocked PBI, 63

boundaries, Scrum Teams, 34–35

budgeting (iterative/incremental), 150–152

build stability metrics, “Done” increments, 69

burndowns

example of, 61

Sprint Retrospectives, 61

business agility, 161–162

emergent solutions and, 157–160

self-assessments, 161–162
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business goals, measuring achievement of, 83–84

business impact, Sprint Goals, 56–57

C

career paths, 140–141

capabilities (individual/team), growing, 124

career paths (individual), 140–141

change model (Satir), 44–45

coaching skills

Scrum Masters, 132–134

Scrum Teams, 10

code coverage metrics, “Done” increments, 69

code reviews, “Done” increments, 68

collaborative teams, 4, 36

accountability, 41

commitment, 40–41

conflict, 38–39

consensus, 40–41

Fist of Five, 40–41

Roman voting, 40–41

trust, 36–38

commitment
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collaborative teams, 40–41

teamwork, self-assessments, 167

complexity metrics, “Done” increments, 69

Community of Practice. See CoP

confirmations (User Stories), 88

conflict

collaborative teams, 38–39

spectrum of, 39

consensus

collaborative teams, 40–41

Sprint Goals, 56

context-based approaches (Scrum Masters), varying, 131–132

continuous improvement (self-assessments), need for, 12–13

control (illusion of), letting go, 146

CoP (Community of Practice), 126–127

courage (teamwork), self-assessments, 167

conversations (User Stories), 88

cross-functional teams, 4

customers, measuring

happiness, 83

results, 84

Index

197

file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch02.xhtml#page_40
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch02.xhtml#page_41
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/app01.xhtml#page_167
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch03.xhtml#page_69
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/index.xhtml#index_73
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch04.xhtml#page_88
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch02.xhtml#page_38
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch02.xhtml#page_39
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch02.xhtml#page_39
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch02.xhtml#page_40
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch02.xhtml#page_41
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch03.xhtml#page_56
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch06.xhtml#page_131
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch06.xhtml#page_132
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch01.xhtml#page_12
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch01.xhtml#page_13
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch07.xhtml#page_146
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch06.xhtml#page_126
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch06.xhtml#page_127
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/app01.xhtml#page_167
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch04.xhtml#page_88
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch01.xhtml#page_4
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch04.xhtml#page_83
file:///C:/Users/MERRELL/Documents/eBook Converter/Oreilly Downloader/tmp/9780134841632/ch04.xhtml#page_84


cycle times, measuring/analyzing

flow, 63

transparency, 63

D

Daily Scrums, 165

effectiveness of, 57–58

self-assessments, 165

Sprint Goals, 57–58

as status meetings, 172–173

defect metrics, “Done” increments, 69

Definition of Done. See DoD

Development Team, 28–29, 164

DevOps, “Done” increments, 68

diagnosing product problems, 84–85

different approaches, experimenting with, 18–20

distributed teams, 143–144

documenting requirements

Product Backlogs, 171–172

Product Owners, 171

DoD (Definition of Done), 50–54

benefits of, 51–52
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scope-based, improving organizations, 149–150
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evolving plans/funding of products, 151–152
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Sprint Burndowns, 63

throughput charts, 63
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Sprint Goals, 56–57
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probabalistic forecasting, 110

Sprints, 109–110
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Team Processes, 6

funding

evolving plans/funding of products, 151–152
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business goals, measuring achievement of, 83–84

Scrum Teams, 32–33

shared goals, 32–33

Sprint Goals, 33, 55–58

governance processes, 169–170

group development, Tuckman’s model of, 42

group estimation, 105–106

growth (continuous), Scrum Team development, 125

guard rails, Scrum Framework, 6

H

happiness (customer), measuring, 83

HDD (Hypotheses-Driven Development), 87

hypotheses, PBI as, 87

I

identity of Scrum Teams, 5, 23–24

illusion of control, letting go, 146

impacts

quantifying, 121–122

teams, improving organizations, 141–143

impediments
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chart example, 121

identifying, 118–119

impacts, quantifying, 121–122

prioritizing, 123

removing, 118–119, 123

stakeholder engagement and, 123

tracking, 121–122

velocity, improving, 124

“waste snakes,” 119–121

improvement (continuous), self-assessments, 12–13

incremental changes versus quick benefits, Scrum Teams, 13

incremental/iterative budgeting, 150–152

increments, self-assessments, 164

individual capabilities, growing, 124

individual/team development, 138

accountability, 145

budgeting (iterative/incremental), 150–152

career paths, 140–141

control (illusion of), letting go, 146

evolving plans/funding of products, 151–152

Iron Triangle, 146–148
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organizations, improving, 138

performance reviews, 139

score-based estimations, 149–150

sourcing strategies, 141–143

team impacts, 141–143

initiatives, funding, 148

inspection, empiricism, 3

intelligence (emotional), team members, 25, 26

interruptions, tracking, 122

intervention, appropriateness of (Scrum Masters), 134

intrinsic motivation, team members, 25–26

Iron Triangle, 97–98, 146–148

iterative/incremental budgeting, 150–152

J – K – L

Kanban, measuring/analyzing flow/transparency, 64

knowledge/experience, Scrum Team development, 126

large releases, 113

leadership

Scrum Teams, 35

servant leadership, 11–12

learning
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as value, 90–91

continuous learning and Scrum Team development, 125

length of Sprints, 109

M

managing Sprint Goals, 56

mastery, team members, 26

measuring

business goals, achievement of, 83–84

customer happiness, 83

customer results, 84

product problems, diagnosing with measures, 84–85

progress, 80

quality, “Done” increments, 68–70

Sprint Goals, 56

success, 80, 97–98, 129–131, 173

value, 83–85

mechanical (zombie) Scrum, 14

meetings (status), Daily Scrums as, 172–173

methodology, Scrum as, 169–170

mindsets (agile), 2

estimation and, 105–106
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planning and, 98–99

misconceptions about Scrum, 169

motivation (intrinsic), team members, 25–26

MVP (Minimum Viable Product), 99

N

norming, Scrum Teams, 42

north (pointing), Scrum Masters, 132

Now, Next, Future technique (DoD), 53–54

O

one-day Sprints, 58–59

one-size-fits-all Scrum, 14

openness (teamwork), self-assessments, 167

outcomes (user), PBI and, 85–87

outsourcing product support, 142

P

pair programming, 125

PBI (Product Backlog Items), 58–59

blocked PBI, 63

Development Teams, 58–59

DoD, 58
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“Done” increments, 58–59

experiments and, 87

flow, measuring/analyzing, 63

HDD, 87

hypotheses and, 87

pitfalls of, 88–89

product value, 80–81

small PBI, 58

Sprint Goals, 56, 58–59

technical debt, 71–72

transparency, measuring/analyzing, 63

user outcomes and, 85–87

User Stories, 88–89

valuable outcomes, focusing on, 106–107

performance

reviews, 139

Scrum Teams, 7, 43

personality, team members, 25–26

personas, defined, 81–82

planning

agile mindsets and, 98–99
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aim of, 95

alignments, creating, 100–101

empiricism and, 98–99

estimation and, 104–106

evolving plans/funding of products, 151–152

PBI, valuable outcomes, 106–107

Product Backlog refinement, 101–104

product mindset, 96–97

“Ready,” defined, 102–103

releases, 112–113

Scrum Teams and, 96

self-assessments, 163

Sprints, 107–112

success, measuring, 97–98

pointing north, Scrum Masters, 132

practice, community of (CoP), 126–127

preparing for Sprints, 174

prioritizing impediments, 123

probabalistic forecasting, 110

problem-solving, experimenting with different approaches, 18–20

Processes (Team), 6
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Product Backlog Items. See PBI

Product Backlogs

as request lists, 172

documenting requirements, 171–172

evolving plans/funding of products, 151–152

refinement, 101–104

self-assessments, 164–165

Product Increments, Scrum Teams, 5

Product Owners, 58–59

documenting requirements, 171

self-assessments, 162–163

product problems, diagnosing, 84–85

Product Roadmaps, defined, 82

product support, outsourcing, 142

product value, 80

defined, 81–82

PBI, 80–81

progress, measuring, 80

success, measuring, 80

Product Vision

defined, 81
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enlivening, 81–83

productive teams, characteristics of, 46–47

progress

measuring, 80

Scrum Boards, 59–60

Scrum Teams, 42–45

Sprint Burndowns, 61

visualizing, 59–61

WIP, limiting, 62–63

purpose

statements, 31

team members, 26

Q

quality

building in, 64–66

build stability metrics, 69

code coverage metrics, 69

complexity metrics, 69

defect metrics, 69

“Done” increments, 64–66, 68–70

metrics, 68–70
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trends, 69–70

R

“Ready,”

defined, 102–103

Sprints, refining as, 111–112

releases

large releases, 113

planning, 112–113

sizing, 113

small releases, 113

repaying technical debt, 73

request lists, Product Backlogs as, 172

requirements documents

Product Backlogs, 171–172

Product Owners and, 171

respect (teamwork), self-assessments, 167–168

results (customer), measuring, 84

retrospectives

setbacks, dealing with, 43

Sprint Burndowns, 61

reviews (performance), 139
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roadmaps, defined, 82

root cause analysis, 15–17

S

Satir change model, 44–45

scaling organizations, 149–150, 153–154

score-based estimations, improving organizations, 149–150

Scrum

as methodology, 169–170

as “silver bullet” for development speed, 170–171

best practices, 14

common dysfunctions, 14–15

defined, 1

dogmatic scrums, 14

good enough scrums, 15

governance processes, 169–170

mechanical (zombie) scrums, 14

misconceptions about, 169

one-size-fits-all scrums, 14

root cause analysis, 15–17

snowflake Scrum, 15

undone Scrum, 14
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water-Scrum-fall, 14–15

zombie (mechanical) Scrum, 14

Scrum Boards, 59–60

Scrum Framework

“Done” increments, 34

empiricism, 3–4

guard rails, 6

Team Processes, 6

Scrum Masters

accountability, 127–129

approaches, 131–132

coaching skills, 132–134

context-based approaches, varying, 131–132

Development Teams and, 173

impediments, managing, 123

intervention, appropriateness of, 134

pointing north, 132

self-assessments, 166

servant leadership, 11–12

success, measuring, 129–131

teaching skills, 132
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upholding Scrum, 132

Scrum Teams

accountability, 33–34, 145

adaptable teams, characteristics of, 46–47

adjourning, 43

autonomy, 26

boundaries, 34–35

budgeting (iterative/incremental), 150–152

capabilities, 7–12

capabilities (individual/team), growing, 124

career paths, 140–141

coaching skills, 10

collaborative teams, 4, 36–41

continuous improvement, need for, 12–13

control (illusion of), letting go, 146

CoP, 126–127

cross-functional teams, 4

developing/improving, 138

Development Team, 28–29, 30

distributed teams, 143–144

emotional intelligence, 25, 26
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empiricism, 3–4

evolving plans/funding of products, 151–152

facilitation skills, 9–10

feedback loops, 3

forming, 42

foundations, building, 23–47

identity, 5, 23–24

impediments, managing, 118–124

improving, 115–134

incremental changes versus quick benefits, 13

intrinsic motivation, 25–26

Iron Triangle, 146–148

knowledge/experience, leveraging, 126

leadership, 35

mastery, 26

motivation to change, 116–117

norming, 42

organizations, improving, 138

pair programming, 125

performance, 7, 43

performance reviews, 139
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personality, 25–26

planning, keys to, 96

Product Increments, 5

Product Vision, 81–83

productive teams, characteristics of, 46–47

progress, 42–45, 80

purpose of, 5, 26

purpose statements, 31

score-based estimations, 149–150

Scrum Boards, 59–60

Scrum Masters, 127–134

selecting team members, 27–28

self-assessments, 162–163

self-organizing teams, 4, 31–32, 35

servant leadership, 11–12

setbacks, dealing with, 43

shared goals, 32–33

skills/talents of team members, 24–27

sourcing strategies, 141–143

Sprint Goals, 33

Sprint Retrospectives, 115–118
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stable teams, 4–5, 44–45

stakeholder engagement and, 123

storming, 42

success, measuring, 80

teaching skills, 8–9

team impacts, 141–143

Team Processes, 6

teamwork, 4–5

technical excellence, 10–11

time-boxes, 3, 34

training, 126

transparency, 3–4, 144–145

Tuckman’s model of group development, 42

value, measuring, 83–85

velocity, improving, 124

“waste snakes,” 119–121

working agreements, 29–30

self-assessments

answers, analyzing, 168

business agility, 161–162

commitment (teamwork), 167
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continuous improvement, need for, 12–13

courage (teamwork), 167

Daily Scrums, 165

Development Teams, 164

empiricism, 162–166

focus (teamwork), 167

increments, 164

openness (teamwork), 167

Product Owners, 162–166

respect (teamwork), 167–168

Scrum Teams, 162–163

Sprint Planning, 163

Sprint Retrospectives, 166

Sprint Reviews, 165–166

Sprints, 163–164

teamwork, 167–168

self-organizing teams, 4, 31–32, 35

servant leadership

Scrum Masters, 11–12

Scrum Teams, 11–12

setbacks, dealing with, 43
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shared goals, Scrum Teams, 32–33

“silver bullet” for development speed, Scrum as, 170–171

sizing releases, 113

skills/talents of team members, 24–27

skills, Scrum Team

coaching skills, 10

facilitation skills, 9–10

teaching skills, 8–9

small releases, 113

solutions (emergent), business agility and, 157–160

solving problems, experimenting with different approaches, 18–20

sourcing strategies, improving organizations, 141–143

speed, improving, 124

Sprint Backlogs, 59–60

completing for Sprint success, 173

Scrum Boards, 59–60

Sprint Burndowns, 61

example of, 61

flow, 63

Sprint Retrospectives, 61

transparency, 63
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Sprint Goals, 33, 55–58

business impact, achieving, 56–57

compound Sprint Goals, 56

consensus, 56

creating, 55–57

Daily Scrums, 57–58

“Done” increments, 55–58

focus of, 56–57

managing, 56

measuring, 56

PBI, 56, 58–59

Sprint Planning, self-assessments, 163

Sprint Retrospectives, 166

facilitating, 117–118

Scrum Teams, developing/improving, 115–118

self-assessments, 166

setbacks, dealing with, 43

Sprint Burndowns, 61

Sprint Reviews, 166

as Acceptance Review meetings, 173–174

self-assessments, 165–166
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setbacks, dealing with, 43

value, 91

Sprints, 107–108, 163–164, 174

“Done” increments, 34, 174

forecasting, 109–110

improving, 111

length of, 109

one-day Sprints, 58–59

planning, 107–112

preparing for, 174

“Ready,” refining as, 111–112

self-assessments, 163–164

success, measuring, 173

value, improving, 89–90

stability, build stability metrics, 69

stable teams, 4–5, 44–45

stakeholder feedback, value, 91–92

stakeholders, impediments, managing, 123

statements (purpose), 31

status meetings, Daily Scrums as, 172–173

storming, Scrum Teams, 42
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support (product), outsourcing, 142

T

TDD (Test-Driven Development), 65

teaching skills

Scrum Masters, 132

Scrum Teams, 8–9

Team Processes, 6

teams

accountability, 33–34, 145

adaptable teams, characteristics of, 46–47

adjourning, 43

autonomy, 26

boundaries, 34–35

budgeting (iterative/incremental), 150–152

capabilities, 7–12, 124

career paths, 140–141

coaching skills, 10

collaborative teams, 4, 36–41

continuous improvement, need for, 12–13

control (illusion of), letting go, 146

CoP, 126–127
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cross-functional teams, 4

developing/improving, 138

Development Team, 28–30

distributed teams, 143–144

emotional intelligence, 25–26

empiricism, 3–4

facilitation skills, 9–10

feedback loops, 3

forming, 42

foundations, building, 23–47

identity, 5, 23–24

intrinsic motivation, 25–26

motivation to change, 116–117

norming, 42

productive teams, characteristics of, 46–47

progress, 42–45, 80

purpose of, 5, 26

purpose statements, 31

selecting team members, 27–28

self-assessments, 162–163

self-organizing teams, 4, 31–32, 35
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servant leadership, 11–12

setbacks, dealing with, 43

shared goals, 32–33

skills/talents of team members, 24–27

sourcing strategies, 141–143

stable teams, 4–5, 44–45

storming, 42

success, measuring, 80

teaching skills, 8–9

team impacts, 141–143

Team Processes, 6

teamwork, 4–5

Tuckman’s model of group development, 42

working agreements, 29–30

teamwork, 167–168

commitment, 167

courage, 167

focus, 167

openness, 167

respect, 167–168

self-assessments, 167–168
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technical debt, 70–73

DoD, 71

“Done” increments, 70–73

examples of, 70

PBI, 71–72

repayment, visibility of, 73

transparency, 71–72

visualizing, 73

technical excellence, Scrum Teams, 10–11

testing, levels of, 67

throughput charts, 63

time-boxes

feedback loops, 3

Scrum Teams, 3, 34

tracking

impediments, 121–122

interruptions, 122

progress

Scrum Boards, 59–60

Sprint Burndowns, 61

training, Scrum Team development, 126
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transformations (agile), improving organizations, 152–153

transparency, 144–145

trends

quality of “Done” increments, measuring, 69–70

value, 90

trust

building, 37–38

collaborative teams, 36–38

U

undone Scrum, 14

user outcomes, PBI and, 85–87

User Stories, 88–89

V

value

defined, 77–78

fast delivery versus feedback, 78–79

improving during Sprints, 89–90

learning as, 90–91

measuring, 83–85

personas, 81–82
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Product Roadmaps, 82

product value, 80–82

Product Vision, 81–83

Sprint Reviews, 91

stakeholder feedback, 91–92

trends, 90

User Stories, 88

velocity, improving, 124

visualizing

progress

Scrum Boards, 59–60

Sprint Burndowns, 61

technical debt, 73

waste, 119–121

voting (Roman), collaborative teams, 40–41

W

WIP (Work In Progress)

flow, measuring/analyzing, 63

limiting, 62–63

tracking, 63

transparency, measuring/analyzing, 63
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working agreements, 29–30

X – Y – Z

zombie (mechanical) Scrum, 14
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