
 S c rum

 Def inition of  S c rum

 S c rum is  a lightweight f ramework t hat h elps 
 people, teams and organiz ations g enerate 
 value through adaptive solutions f or 
 c omplex  problems.

 Rather than provide p eople w ith d etailed 
 instruc tions, the rules o f  S cr um guide their 
 relationships and interact ions.

 S c rum makes v isible t he relative ef f ica cy  o f  
 c urrent management, envi ronment, and 
 work tec hniques, so that improvements ca n 
 be made.

 S imple to understand

 Dif f ic ult to master

 Theory

 S c rum is  founded on e mpiric ism and l ean 
 thinking.

 Empiric ism
 Empiric ism asserts that k nowledge co mes 
 f rom ex perienc e and making dec isions 
 based on what is  obs erved.

 Lean thinking
 Lean thinking reduc es w aste a nd f ocu ses 
 on the essentials .

 S c rum employ s an iterative, incr emental 
 approac h to optimize predict ability  and t o 
 c ontrol risk .

 S c rum engages groups of  p eople w ho 
 c ollec tively  have all t he sk ills  a nd e x pertise 
 to do the work and share o r acq uire s uc h 
 sk ills  as needed.

 S c rum c ombines four formal e vents f or 
 inspec tion and adaptation w ithin a  
 c ontaining event, the S print.

 These events work bec ause t hey  implement 
 the empiric al S c rum pillars of  t ransparency, 
 inspec tion, and adaptation.

 Events (5)

 The S print is  a c ontainer f or all o ther 
 events.  Eac h event in S cr um is  a  f ormal 
 opportunity  to inspect  a nd a dapt S cr um 
 artif ac ts.  These events a re s pec if ica lly  
 designed to enable the transparency  
 required.

 S print

 S prints are the heartbeat of  S cr um, w here 
 ideas are turned into va lue.

 They  are f ix ed length e vents o f  o ne month 
 or less to c reate c onsistency.  A n ew S print 
 starts immediately  af ter t he co ncl usion o f  
 the prev ious S print.

 All the work nec essary  t o a c hieve the 
 Produc t Goal, inc luding S print P lanning, 
 Daily  S c rums, S print R eview, a nd S print 
 Retrospec tive, happen w ithin S prints.

 During the S print:

 No c hanges are made that w ould e ndanger 
 the S print Goal;

 Q uality  does not decr ease;

 The Produc t Bac klog is  r ef ined as n eeded;

 S c ope may  be c larif ied and r enegotiated 
 with the Produc t Owner a s m ore is  l earned.

 A S print c ould be c ance lled if  t he S print 
 Goal bec omes obsolete.  Only  t he Product  
 Owner has the authority  to ca nce l t he 
 S print.

 S print planning

 S print Planning initiates the S print b y  l ay ing 
 out the work to be performed for the S print.

 S print Planning addresses the following 
 topic s:

 W hy  is  this  S print valuable?

 The Produc t Owner p roposes h ow the 
 produc t c ould inc rease its  va lue a nd u tility  
 in the c urrent S print.

 The S print Goal must be f inalized prior to 
 the end of  S print Planning.

 W hat c an be Done this S print?

 Through disc ussion with t he Product  
 Owner, the Developers s elect  i tems f rom 
 the Produc t Bac klog t o incl ude in t he 
 c urrent S print.

 How will the c hosen w ork g et d one?

 For eac h selec ted Product  B ac klog item, 
 the Developers plan t he work n ec essary  t o 
 c reate an Inc rement t hat m eets the 
 Def inition of  Done. T his is  o f ten d one by  
 dec omposing Product  B ac klog items into 
 smaller work items o f  o ne day  or less.

 The S print Goal, the P roduct  B ac klog items 
 selec ted for the S print, plus the plan f or 
 delivering them are t ogether r eferred to a s 
 the S print Bac klog.

 S print Planning is  timebox ed to a  m ax imum 
 of  eight hours for a one- month S print.  For 
 shorter S prints, the e vent is  u sually  s horter.

 Daily  S c rum

 The purpose of  the Daily  S cr um is  t o 
 inspec t progress toward the S print G oal a nd 
 adapt the S print Bac klog a s n ec essary, 
 adjusting the upc oming planned work.

 The Daily  S c rum is  a 15- minute e vent f or 
 the Developers of  the S cr um Team.

 Daily  S c rums improve co mmunica tions, 
 identif y  impediments, p romote q uic k  
 dec ision- making, and co nsequently  
 eliminate the need for other m eetings.

 S print Review

 The purpose of  the S print R eview is  t o 
 inspec t the outc ome of  t he S print a nd 
 determine future adaptations.  The S cr um 
 Team presents the results o f  t heir work t o 
 key  stakeholders and progress toward t he 
 Produc t Goal is  disc ussed.

 The S print Review is  t he sec ond t o l ast 
 event of  the S print and is  t imebox ed to a  
 max imum of  four hours f or a o ne- month 
 S print.

 S print Retrospec tive

 The purpose of  the S print R etrospect ive is  
 to plan way s to inc rease q uality  and 
 ef fec tiveness.

 The S c rum Team inspect s h ow the last 
 S print went with regards to indivi duals, 
 interac tions, proc esses, t ools, and t heir 
 Def inition of  Done.

 The S c rum Team discu sses w hat w ent w ell 
 during the S print, what p roblems it 
 enc ountered, and how those problems 
 were (or were not)  solved.

 The S print Retrospect ive co ncl udes t he 
 S print.  It is  timebox ed to a  m ax imum of  
 three hours for a one-  m onth S print.

 Failure to operate any  e vents a s p resc ribed 
 results in lost opportunities to inspect  a nd 
 adapt.  Events are used in S cr um to cr eate 
 regularity  and to minimize the need f or 
 meetings not def ined in S cr um.

 Artif ac ts (3 )

 S c rum’s artif ac ts represent w ork o r va lue.  
 They  are designed to m ax imize 
 transparency  of  key  information. 

 Produc t Bac klog

 The Produc t Bac klog is  a n e mergent, 
 ordered list of  what is  n eeded to improve 
 the produc t.  It is  the single s ource  of  w ork 
 undertaken by  the Scr um Team.

 Produc t Bac klog ref inement is  t he act  o f  
 breaking down and further d ef ining Product  
 Bac klog items into smaller m ore prec ise 
 items.

 The Produc t Goal de sc ribes a f uture s tate 
 of  the produc t whic h ca n s erve as a  t arget 
 for the S c rum Team to p lan a gainst.  The 
 Produc t Goal is  in the Product  B ac klog.

 S print Bac klog

 The S print Bac klog is  co mposed of  t he 
 S print Goal (why ) , the set of  P roduct  
 Bac klog items selec ted for the S print (
 what) , as well as an act ionable plan f or 
 delivering the Inc rement ( how).

 C onsequently, the Sp rint B ac klog is  
 updated throughout t he S print a s m ore is  
 learned. 

 The S print Goal is  the single o bjec tive for 
 the S print.

 The S print Goal is  cr eated during the S print 
 Planning event and then a dded to t he 
 S print Bac klog.

 Inc rement

 An Inc rement is  a c oncr ete stepping stone 
 toward the Produc t G oal.  Eac h Incr ement is  
 additive to all prior Incr ements a nd 
 thoroughly  verif ied, e nsuring that a ll 
 Inc rements work together.  In o rder to 
 provide value, the Incr ement m ust b e 
 usable.

 Multiple Inc rements m ay  b e cr eated within 
 a S print.  An Inc rement m ay  b e delivered t o 
 stakeholders prior to t he end o f  t he S print.

 Work c annot be c onsidered part o f  a n 
 Inc rement unless it meets t he Def inition o f  
 Done.

 The moment a Produc t B ac klog item m eets 
 the Def inition of  Done, a n Incr ement is  b orn.

 The Def inition of  Done is  a  f ormal 
 desc ription of  the state of  t he Incr ement 
 when it meets the quality  measures 
 required for the produc t.

 If  a Produc t Bac klog i tem d oes not m eet 
 the Def inition of  Done, i t ca nnot b e 
 released or even presented at t he S print 
 Rev iew. Instead, it returns t o t he Product  
 Bac klog for future c onsideration.

 Produc t Bac klog Item

 User S tory

 One of  the most popular way s o f  
 ex pressing Produc t B ac klog items w orld-
 wide

 Elements -  4 C

 C ard  The C ard on whic h the story  is  w ritten

 C onversation
 The C onversation required t o a c hieve a 
 c ollec tive understanding of  t he story

 C onf irmation
 The C onf irmation that p rovi des a Def inition 
 of  Done for the story

 C ontex t
 The C ontex t within whic h t he story, o r the 
 Inc rement that it will b ec ome, ex ists

 Levels
 V ision -  Epic s -  User S tory  -  Fine- grained 
 User S tory

 S tories at dif ferent levels a re o f ten g iven 
 dif ferent labels.  In S cr um terms, w hatever 
 their label these are s imply  P roduct  G oals 
 and Produc t Bac klog Items ex pressed a t 
 dif ferent levels of  granularity  within t he 
 Produc t Bac klog.

 Estimating tec hniques

 C omparative estimating (c onsensus- based)

 Estimate of  ef fort ex pressed a s a  m ultiple 
 of  that of  a low ef fort, ideally  k nown,
 job (something that h as a lready  b een d one) 
 or a low ef fort job that is  w ell
 understood

 Poker Planning

 Af f inity

 Fibonac c i- like series o f  va lues

 A non- linear sc ale is  u sed b ec ause a s 
 estimates get larger, they  ty pica lly  g et l ess 
 prec ise bec ause of  an incr ease in 
 unc ertainty.

 C ommitment based
 If  S tory  Points and V eloc ity  are n ot b eing 
 used then C ommitment B ased Planning is  a
 good def ault tec hnique

 V eloc ity
 V eloc ity  is  the number o f  s tory  p oints 
 assoc iated with ‘Done’ U ser S tories f rom t he 
 prev ious S print.

 S c rum has been used 
 ex tensively, worldwide, t o

 Researc h and identif y  vi able markets, 
 tec hnologies, and product  ca pabilities

 Develop produc ts and e nhance ments

 Release produc ts and e nhance ments, as 
 f requently  as many  times p er day

 Develop and sustain C loud (online, s ec ure, 
 on- demand) and other o perational
 environments for produc t u se

 S ustain and renew product s

 P illar (3 )

 Transparency

 The emergent proc ess and w ork m ust b e 
 v isible to those performing the work a s w ell 
 as those rec eiv ing the work .  

 W ith S c rum, important d ec isions a re b ased 
 on the perc eived state of  i ts  t hree formal 
 artif ac ts.

 Low transparency  ca n l ead to d ec isions t hat 
 diminish value and incr ease risk

 Transparency  enables inspect ion. 
 Inspec tion without transparency  is  
 misleading and wasteful.

 Inspec tion

 The S c rum artif ac ts and t he progress 
 toward agreed goals m ust b e inspect ed 
 f requently  and diligently  t o d etect  
 potentially  undesirable va riance s or 
 problems.

 To help with inspec tion, S cr um provi des 
 c adenc e in the form o f  i ts  f ive events.

 Inspec tion enables adaptation. Inspect ion 
 without adaptation is  co nsidered pointless.  
 S c rum events are designed to p rovoke 
 c hange.

 Adaption

 If  any  aspec ts of  a proc ess deviate outside 
 ac c eptable limits or if  t he resulting product  
 is  unac c eptable, the p roce ss being applied 
 or the materials  being produc ed must b e 
 adjusted.

 The adjustment must b e made a s s oon a s 
 possible to minimize further d eviation.

 Adaptation is  best enabled by  s elf -  
 management

 V alues (5)
 S uc c essful use of  S cr um depends o n 
 people bec oming more p rof ic ient in l ivi ng 
 f ive values

 C ommitment
 The S c rum Team c ommits t o a c hiev ing i ts  
 goals and to supporting eac h o ther.

 Foc us
 Their primary  foc us is  o n t he work o f  t he 
 S print to make the best p ossible progress 
 toward these goals.

 Openness
 The S c rum Team and i ts  s takeholders a re 
 open about the work a nd t he c hallenges.

 Respec t

 S c rum Team members r espect  e ac h o ther 
 to be c apable, independent p eople, and a re 
 respec ted as suc h by  t he people w ith w hom 
 they  work .

 C ourage
 The S c rum Team members have the 
 c ourage to do the right t hing, t o w ork o n 
 tough problems.

 Team (3 )

 The fundamental unit o f  S cr um is  a  s mall 
 team of  people, a S cr um Team. The S cr um 
 Team c onsists of  one S cr um Master, one 
 Produc t Owner, and Developers.  W ithin a  
 S c rum Team, there are no s ub- teams o r 
 hierarc hies.  It is  a c ohesive unit o f  
 professionals foc used o n o ne objec tive a t a  
 time, the Produc t Goal.

 Produc t Owner

 The Produc t Owner is  o ne person, not a  
 c ommittee.  The Produc t O wner m ay  
 represent the needs o f  m any  s takeholders 
 in the Produc t Bac klog.

 The Produc t Owner is  a cco untable for 
 max imiz ing the value o f  t he produc t 
 resulting f rom the work of  t he S cr um Team.

 The Produc t Owner is  a lso a cco untable f or 
 ef fec tive Produc t Bac klog management.
 The Produc t Owner m ay  d o i t o r may  
 delegate the responsibility  to o thers.  
 Regardless, the Produc t O wner r emains 
 ac c ountable.

 Developing and ex plic itly  co mmunica ting 
 the Produc t Goal;

 C reating and c learly  co mmunica ting 
 Produc t Bac klog items;

 Ordering Produc t Bac klog items ( takes 
 input f rom the development t eam);

 Ensuring that the Produc t B ac klog is  
 transparent, v isible a nd u nderstood.

 Those wanting to c hange t he Product  
 Bac klog c an do so by  try ing to co nvi nce  t he 
 Produc t Owner.

 Developers

 Developers are the people in t he S cr um 
 Team that are c ommitted to cr eating any  
 aspec t of  a usable Incr ement e ac h S print.

 The self managing group of  p rofessionals 
 who do the work of  d elivering one or more 
 ‘Done Inc rements eac h S print

 Developers are alway s a cco untable for:

 C reating a plan for the S print, the S print 
 Bac klog;

 Instilling quality  by  a dhering to a  Def inition 
 of  Done;

 Adapting their plan e ac h d ay  toward t he 
 S print Goal;

 Holding eac h other a cco untable as 
 professionals.

 S c rum Master

 The S c rum Master is  acco untable for 
 establishing S c rum as d ef ined in t he S cr um 
 Guide. They  do this by  h elping everyone 
 understand S c rum theory  a nd p rac tice , 
 both within the S c rum Team a nd t he 
 organiz ation.

 S c rum Masters are true leaders who s erve 
 the S c rum Team and t he larger o rganiz ation.

 The S c rum Master serves the S cr um Team 
 in several way s

 C oac hing the team m embers in s elf -
 management and c ross- funct ionality ;

 Helping the S c rum Team focu s on cr eating 
 high- value Inc rements t hat m eet the 
 Def inition of  Done.

 C ausing the removal o f  impediments t o t he 
 S c rum Team’s progress;

 Ensuring that all S c rum e vents t ake place  
 and are positive, produc tive, a nd k ept 
 within the timebox .

 The S c rum Master serves the Product  
 Owner in several way s

 Helping f ind tec hniques f or ef fec tive 
 Produc t Goal def inition a nd P roduct  
 Bac klog management;

 Helping the S c rum Team understand t he 
 need for c lear and c onc ise Product  B ac klog 
 items;

 Helping establish empirica l p roduc t 
 planning for a c omplex  e nvi ronment;

 Fac ilitating stakeholder co llaboration a s 
 requested or needed.

 The S c rum Master serves the organiz ation 
 in several way s

 Leading, training, and co ac hing the 
 organiz ation in its  S c rum adoption;

 Planning and advising S cr um 
 implementations within t he organiz ation;

 Helping employees and s takeholders 
 understand and enac t a n e mpirica l 
 approac h for c omplex  w ork ;

 Removing barriers be tween s takeholders 
 and S c rum Teams.

 S c rum Teams are c ross- funct ional, meaning 
 the members have all t he sk ills  n ec essary  t o 
 c reate value eac h S print.  They  are a lso s elf -
 managing, meaning t hey  internally  d ec ide 
 who does what, when, and h ow.

 C ross- func tional

 C ross- func tional teams h ave all 
 c ompetenc ies needed t o a cco mplish t he 
 work without depending on o thers n ot p art 
 of  the team.

 S elf - organiz ing
 S elf - organiz ing teams c hoose how best t o 
 ac c omplish their work , r ather t han b eing 
 direc ted by  others outside the team.

 The S c rum Team is  s mall e nough t o r emain 
 nimble and large enough t o co mplete 
 s ignif ic ant work within a  S print, ty pica lly  10 
 or fewer people.  In general, we h ave found 
 that smaller teams c ommunica te better a nd 
 are more produc tive.

 >=3  S ize <=10

 S maller Development T eams m ay  
 enc ounter sk ill c onstraints d uring the 
 S print, c ausing the Development T eam t o 
 be unable to deliver a  p otentially  r eleasable 
 Inc rement

 Having more than nine members requires 
 too muc h c oordination

 The Produc t Owner a nd S cr um Master r oles 
 are not inc luded in t his  co unt u nless they  
 are also ex ec uting the work o f  t he S print 
 Bac klog
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