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3Delivering “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 agil-
ity 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?”

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.

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

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 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.

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.

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/.

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.
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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 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. 
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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.

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)?
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• 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.

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.

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 signifi cant amount of time or money to implement, and move these

into the rectangle labeled “Future.”
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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

Figure 3-1 Using “Now, Next, Future” can help Development Teams define their DoD. 

(Photo by Simon Reindl.)

 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
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