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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 T 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

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:

The team organizes work in short cycles.

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

.

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

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

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

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

The team measures its own performance.

.

I - N R N N

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


http://Scrum.org
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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 struc-
ture 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 stan-
dards. 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.

 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 practi-
cal 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


http://Scrum.org
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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 unauthor-
ized 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 FoRwWARD, IF PURSUED WITH
PROFESSIONALISM

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.”’ 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.

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.

1. www.scrumguides.com


http://www.scrumguides.com

WHoO 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.?

How THiIs 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 trans-
parency 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 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.

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).


http://Scrum.org
https://www.scrum.org/courses

¢ 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
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?

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?

How does business agility relate to the product vision?

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

want?

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

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

. How do we demonstrate professionalism as a team? How do the

organization’s values and behaviors relate to professionalism?

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

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.” Tt 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?

e 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

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 NoTt 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.! To improve your ability

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.”



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.

Studies have shown that 65 percent of features are rarely or never used (see
Figure 4-1).? 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.”

Standish Group, Features and Function Usage

Sometimes Hardly Ever
16% 50%

Infrequently
30%

2002 2014
Figure 4-1 Most features are rarely or never used.

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.

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
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ProbucT 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 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 cus-
tomers seek to better inform decisions.*

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.

UsiING THE PrRobDucT VISION TO ENLIVEN TEAM
PurrPose, 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.® Various related techniques help the team shape and reinforce
their identity:

e Product value. A clear understanding of value helps a team understand
the why behind their work and how to validate whether their work is con-
tributing value. Knowing the value in a tangible way (e.g., revenue,

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.

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.
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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.®

¢ Product Roadmap. A Product Roadmap is a visual representation of the
high-level 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:

I. 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 under-
standing 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.

6. For more information on personas, see http:/gamestorming.com/empathy-mapping/ and
https://www.romanpichler.com/blog/10-tips-agile-personas/.
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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 align-
ment 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 Box’ or a
poster of the elevator pitch).®

MEASURING VALUE

Scrum Teams can measure the value they deliver in a variety of ways, and dif-
ferent 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

e Customer referrals

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-examples/.
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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:

e Time saved for the customer to achieve a goal
* 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 different ways. In most cases, one mea-
sure 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.

FocusiNng PBls oN UserR OUTCOMES

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 PBIL.

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
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Personas and outcomes are antidotes to features that don’t have clear objec-
tives 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.” 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 out-
comes 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).

Persona Outcome Impact PBIs
Existing Customers | Have a great ride experience Recommend friends
Provide reward for referrals
Book trips in advance
Have an easier riding Choose GKR for
Taxi Customers peri i Communicate with driver in real time
Price-based advertising
Add a tip
Female
Customers Arrive safely at destination Choose GKR for safety
Notify contacts of ride details
Provide security alerts
Goal
Have an enjoyable
-haill KR fi
ride-hailing and Use GKRrom Integrate with Facebook Messenger
payment experience favorite apps
| grate with Google Maps
Tech-savvy Riders Integrate with TripAdvisor
Make air travel more
predictable and Use GKR for airport [
enjoyable transfers Y Intearate P
Frequent Travelers N Integrate with airline booking sites
Experience fewer delays Use GKR instead of Pay with transit pass
and less waiting public transit
Ride-share with friends
Price-Conscious Riders Split fare with friends

Figure 4-2 An extended impact map helps connect PBls back to goals.

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.

86


https://www.scrum.org/resources/blog/extending-impact-mapping-gain-better-product-insights
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 PBls as Hypotheses or
Experiments

Hypothesis-Driven Development (HDD) is a way of expressing PBls in a way that
makes the persona, outcome, measurement, and expected result explicit." 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." Figure 4-3 provides an example of
one way to express a hypothesis.

Expressing Hypotheses
Feature Persona

Outcome
We believe [doing‘{his] for [these /
people] will achieve [this outcome] We
will know that this is true when we see
[this measurement] changed

Measure

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

» 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.

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

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:

I. Assuming that PBls 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 PBl 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 help-
ing create focus and understanding of the user for whom you are designing a
feature or function. As noted in #l, you don’t have to always use this format,
but you should have a shared understanding of the users and customers for
your product.

12. https://www.agilealliance.org/glossary/user-stories/
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).
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3. Not clarifying the value. Often PBls 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 ver-
sion” of a traditional software requirements document. PBls are open to
change. Consider the User Story technique: It is meant to represent a cus-
tomer’s needs, not just document them. User Stories are to be elaborated,
even during the work of building it.

5. Including implementation details. PBls 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 cus-
tomers or users if the team is releasing a product during the Sprint. (Yes, this
is possible!)™* 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:

¢ 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.

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.


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

¢ 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.”

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., 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.

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.
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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 particu-
lar, 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.

o Make feedback sessions active, and encourage participation. People thrive
on 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.

e 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.

e 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.

o 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., [tem X is
more valuable than Item Y but less valuable than Item Z), we can get
enough information quickly.'¢

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

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.



transparency into value, and you must engage in frequent enough inspections
of the actual value realized that you can keep moving in the best direction. Just
like the complexity and unpredictability inherent in building a releasable prod-
uct, 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?

e 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?
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¢ 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 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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Sprint Goals, 56-57
teamwork, self-assessments,
167
“force field” analysis, 116117
forecasting
probabalistic forecasting, 110
Sprints, 109-110
forming teams, 42
frameworks
“Done” increments, 34
empiricism, 3—4
guard rails, 6
Team Processes, 6



funding
evolving plans/funding of
products, 151-152

initiatives, 148

G
goals
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
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, 140141
control (illusion of), letting go,
146
evolving plans/funding of
products, 151-152
Iron Triangle, 146—148
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
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, 8485
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, 169170
mindsets (agile), 2
estimation and, 105-106
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
“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



PBI (Product Backlog Items) (continued)

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
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, 102103
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
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
enlivening, 81-83
productive teams, characteristics of,
4647
progress
measuring, 80
Scrum Boards, 59-60
Scrum Teams, 4245
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

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
roadmaps, defined, 82
root cause analysis, 15-17

S

Satir change model, 4445

scaling organizations, 149150,
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
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
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, 3641

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, 143144

emotional intelligence, 25, 26

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, 116117
norming, 42
organizations, improving, 138
pair programming, 125
performance, 7, 43
performance reviews, 139
personality, 25-26
planning, keys to, 96
Product Increments, §
Product Vision, 81-83
productive teams, characteristics
of, 4647
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
stable teams, 4-5, 4445
stakeholder engagement and, 123
storming, 42
success, measuring, 80
teaching skills, 8—9
team impacts, 141-143



Team Processes, 6
teamwork, 45
technical excellence, 1011
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
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

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
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
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, 163164
success, measuring, 173
value, improving, 89-90
stability, build stability metrics, 69
stable teams, 45, 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
support (product), outsourcing, 142

T

TDD (Test-Driven Development), 65

teaching skills
Scrum Masters, 132

Scrum Teams, 89

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, 3641

continuous improvement, need for,
12-13

control (illusion of), letting go,
146

CoP, 126-127

cross-functional teams, 4

developing/improving, 138

Development Team, 28-30

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, 116117

norming, 42

productive teams, characteristics
of, 4647

progress, 4245, 80

purpose of, 5, 26

purpose statements, 31

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, 141143
stable teams, 45, 4445
storming, 42
success, measuring, 80
teaching skills, 8-9
team impacts, 141-143
Team Processes, 6
teamwork, 45
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
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
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, 3638

V)

undone Scrum, 14

user outcomes, PBI and, 8587
User Stories, 88—89

\

value
defined, 77-78
fast delivery versus feedback,

7879

improving during Sprints, 89-90
learning as, 90-91
measuring, 83—85
personas, 81-82
Product Roadmaps, 82
product value, 80—82
Product Vision, 81-83
Sprint Reviews, 91



INDEX

value (continued)
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,

4041

w
WIP (Work In Progress)
flow, measuring/analyzing, 63
limiting, 6263
tracking, 63
transparency, measuring/
analyzing, 63
working agreements, 29-30

X-Y-Z

zombie (mechanical) Scrum, 14
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