
scrum 
for managers

Rini van Solingen

Rob van Lanen



PREFACE...................................................................................................... 9

WHY SHOULD YOU BE INTERESTED IN SCRUM? ..................... 21

When is Scrum for you? .............................................................................24

When should you avoid Scrum? .................................................................25

The nine most important benefits of Scrum ..............................................26

Is Scrum a hype? .........................................................................................27

Examples of the wide applicability of Scrum .............................................28

SCRUM: HOW DOES IT WORK? ......................................................... 35

Scrum and stable teams to which the work flows .......................................38

Scrum in twelve steps ..................................................................................39

Does Scrum always work?...........................................................................44

Why can Scrum handle dynamics and complexity? ...................................45

Where does Scrum come from? .................................................................46

WHAT’S THE DIFFERENCE BETWEEN AGILE AND  

SCRUM? ..................................................................................................... 51

What is agile? ..............................................................................................54

The four reasons why agile is needed .........................................................54

Scrum brings agility by using iterations .....................................................56

What is the Agile Manifesto and why should you know it by heart? ........57

© Rini van Solingen & Rob van Lanen, 2014

All rights reserved.

Publisher: Happy Melly Express, www.hmexpress.happymelly.com

Design by Muuks Creative, www.muuks.com

table of contents



HOW DO YOU MANAGE SCRUM TEAMS? ...................................... 65

Scrum doesn’t have an ojcial manager role  .............................................68

Primary focus on improvement ..................................................................69

Aim for ekectiveness, flexibility, and flow ..................................................70

The six most important changes for managers ..........................................71

CAN EVERY ORGANIZATION ADOPT SCRUM? ............................ 77

How to apply Scrum in an existing (plan-driven) organization? ...............80

What about the current procedures and roles? ..........................................81

How about project budgets and year plans? ...............................................83

Flexible ojce spaces, part-timers, and flexible  

working times versus stable teams ..............................................................84

How can you adapt Scrum to your organization  

(or adapt your organization to be agile)? ....................................................85

WHAT DOES SCRUM COST AND WHAT ARE THE  

RETURNS? ................................................................................................ 91

What is the Return on Investment of Scrum? ...........................................94

The five most important benefits of Scrum ...............................................95

The four reasons why Scrum results in a strong growth in productivity ..97

Facts don’t lie ..............................................................................................98

HOW DO YOU ADOPT SCRUM? ...................................................... 103

The first ten steps towards an agile organization .....................................106

Six choices for team focus .........................................................................110

When are you done with adopting Scrum? ..............................................113

What KPIs help monitor the introduction of Scrum? .............................114

WHAT ARE COMMON PITFALLS WITH SCRUM? ...................... 119

When does Scrum fail? .............................................................................122

The ten most important pitfalls ................................................................123

Is combining Scrum and fixed-price contracts a pitfall? ..........................125

What to do when it’s impossible to subdivide the work? .........................126

HOW TO BUILD SCRUM TEAMS? ................................................... 131

How is the Sprint length of a team decided? ...........................................135

Who to put in which Scrum team? ..........................................................137

Does a Scrum team really not have a project manager? ..........................139

How to do personnel management for Scrum teams? .............................140

HOW TO MONITOR SCOPE AND PROGRESS IN SCRUM? ...... 145

Measuring progress with results ...............................................................148

Monitoring progress and scope with a Burn-up chart .............................148

Four additional devices for measuring progress .......................................150

What’s the scope if you can constantly change it? ...................................151

Six measures for fixed-price Scrum ..........................................................152

HOW TO BE PREDICTABLE AND PRODUCTIVE WITH  

SCRUM? ................................................................................................... 157

What kind of commitments help with being more predictable? .............160

Why do we express our estimates in points instead of hours? .................160

How to realize a continuous increase in productivity? ............................162

Nine measures to further improve productivity ......................................163

Devices to mutually compare Scrum teams .............................................165

HOW DO YOU ENSURE QUALITY WITH SCRUM? ................... 171

Working in one team prevents quality issues ...........................................174

How to decide whether the quality is good? ............................................174

Should you automate all quality tests? .....................................................176

Bad quality costs time and money and causes even more bad quality .....177

What about Scrum and documentation? ..................................................178

What about Scrum and architecture? .......................................................179

HOW DOES SCRUM SCALE? ............................................................. 183

How to scale with many teams .................................................................186

How to manage dependencies between teams .........................................187

How to guarantee knowledge sharing between teams .............................188



9

How to do Scrum if you’re not together? ................................................189

How to do Scrum when nearly everything is outsourced? ......................191

HOW TO CONVINCE OTHERS OF THE VALUE OF SCRUM? 195

How to explain Scrum to customers and stakeholders? ...........................198

Eight measures to let stakeholders experience Scrum .............................199

How to deal with people who refuse to participate with Scrum? ............201

EPILOGUE .............................................................................................. 204

ABOUT THE AUTHORS ...................................................................... 207 The first publication on Scrum appeared twenty years ago in 

1995. After the first uncertain steps, the methodology has matured in 

the new millennium and has become a hit. More and more examples of 

best practices are published, the external knowledge and certification 

options grow, and a large number of articles and books have been 

published.

The authors of this book are convinced that “agility”, being 

able to quickly respond to change, will make the dikerence in the 

coming years. Scrum is able to make a jump start with this – and 

we are not alone in this opinion, as you will be able to read on the 

following pages. Over the years, we have learned that support and 

vision of management is essential for becoming successfully “agile”. 

Therefore, this book is specifically targeted at management. Indeed, 

managers will need to discover the importance of Scrum and what 

advantages they can achieve by applying it. On the following pages 

some of them have shared their view on it.

PREFACE
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GUNTHER VERHEYEN AND KEN SCHWABER (CO-CREATOR OF 

SCRUM), SCRUM.ORG

—

Did you also hear that managers are useless or not 

needed in Agile? We wonder…

Indeed, the Agile movement promotes emergence. 

Indeed, agile software development thrives on  

“manager”. And Scrum – after all – is the most applied 

process for agile software development. But is that 

in an agile environment?

The agile movement successfully established a set 

and complex nature of software development. The focus 

is on teams, collaboration, people, and self-directed 

discovery. The Scrum framework provides a great 

foundation for organizations to grasp agility.

The adoption of agile thinking via Scrum represents 

a major shift in our industry. And it is still gaining 

traction as the context in which we have to create 

software becomes increasingly complex and uncertain. 

Even without Scrum having prescriptions for management, 

it is clear that the self-organizing fundaments of 

Scrum have a profound impact on the role, approach, 

and act of managing. The challenge is to discover 

and implement the new needs and demands for managers 

when the product development process is transformed 

to Scrum.

The book Scrum for Managers by Rob and Rini explains 

the Scrum framework to managers. It provides them with 

clear insights in Scrum, what it is, what it isn’t. 

From that basic understanding, options are presented 

on how to deal with it as a manager. Scrum for Managers 

guides managers in discovering where their added value 

is when their organizations adopt Scrum for their 

product development and their teams grow more mature 

in the use of Scrum.

Perfection is an illusion. Perfection is not the 

goal. Gradual improvement is. This book, Scrum for 

Managers, is part of that. Read it. Learn from it.  

Act, learn, improve. Re-invent yourself as a manager 

and increase the value you bring to the organization 

and its teams while transforming to Scrum.
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RON VAN KEMENADE

CIO, ING

—

Change happens quickly. This seems obvious, but there 

are clear reasons why this applies now more than ever. 

On the one hand, technological advances are happening 

faster and faster. On the other hand, customers are 

increasingly able to share their experiences in  

are the explosion of Tweets after a disruption of the 

payment services and the immediate feedback in the app 

stores when a new mobile app is released.

ways to deal with this fast way to share feedback. We 

need to become more and more responsive. We do not have 

a choice.

And not just conceptually but in the form of a real 

and concrete way of working. It has been my experience 

of management and especially also a lot of personal 

involvement.

Scrum for Managers is a very handy book. It is 

written on the basis of a large number of common 

questions in practice. I recognize questions I have 

had myself and questions I frequently encounter. This 

book gives clear answers which have also been written 

in a style which is easy to read. The book is useful 

to anyone who needs to decide whether or not to start 

with Scrum. I recommend starting with the chapters 

which are especially about this decision (Chapters 1, 

2, 5, and 8). Subsequently, you can take your time to 

read the other chapters.

I recommend every manager to start with Scrum. Each 

manager will, as I do with my teams, face unique 

challenges. Therefore, you should start small, learn 

from your initial experiences, improve your way of 

working, remove impediments, and most important of 

all, listen to the people you work with. This book 

helps with this.
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JEROEN TAS

CEO, INFORMATICS, SOLUTIONS & SERVICES AT PHILIPS 

HEALTHCARE

—

Under the “Accelerate!” theme Philips is going 

through an in-depth transformation necessary to 

realize the full potential of the company. The 

traditional functional and product-oriented approach 

is gradually replaced by a customer-focused “end-

to-end” approach. This requires organizational and 

cultural change. Multi-disciplinary teams with 

specialists in marketing, supply chain, IT, design, 

and R&D closely collaborate to realize solutions that 

market requirements need to be realized in products 

quickly: action!

In 2011, we decided to adapt to the new reality of 

agile business. Scrum was chosen for this because of 

its seamless connection with the needed mindsets and 

behaviors:

• “Teaming up to Excel”. Self organizing teams 

of seven people. These teams need to be  

create solutions.

• “Eager to Win”. Every team needs to make the 

created value  transparent and steer based 

on this. We prefer to measure this value in 

terms of the customer and market impact.

• “Take ownership”. Self-steering teams are the 

basis. The tight collaboration of disciplines 

increases the problem solving skills and pace 

tremendously.

Another important argument to choose for Scrum was 

the awareness that we cannot specify the needed changes 

in Philips in detail in advance. There is much we need 

to learn and discover iteratively.

Scrum’s starting to quickly spread outside of the 

IT organization as a means to make Philips an agile 

company. We’re convinced that making Philips agile 

is an important prerequisite to be able to operate 

successfully in the dynamic markets of today and 

tomorrow. For now, Scrum’s the most important part of 

this.

Scrum for Managers is an excellent guide to learn 

the new way of leading which is part of the transition 

we are going through. The book answers the most 

important management questions about managing an 

agile organization. This book will make an important 

contribution to the conceptualization in the management 

of Philips. Scrum for Managers should be mandatory for 

anyone in a management position in a quickly changing 

world!
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VIKRAM KAPOOR

CEO, PROWARENESS

—

At Prowareness we help our customers to be more 

try to be in the forefront in this and we advocate the 

statement “practice what you preach” or even better 

“drink your own champagne”. We want our company to be 

the most agile organization in the world. 

When I saw the title of this book I was a bit 

startled. I don’t believe in the concept of managers. 

Managers are reactive; you “manage a situation”. For me 

personally it is mostly about leadership. An excellent 

leader primarily leads himself. Leading is causing 

something, making something happen, and doing so in 

a directing fashion. To do so you need to unlearn a 

number of things as well and you can only do this if 

you stay close to yourself. Leaders need to know what 

stance to take in an agile environment and how best 

to act.

This book helps in this. It makes the challenges 

of a leader concrete and provides you with practical 

and concrete tips on how to act. In particular the 

dialogues, the roadmap of the transition, and the 

practical To Do lists at the end of every chapter have 

been very helpful to me.

Of course I know both authors very well and I 

completely support their ideas. I know how passionately 

they work and recognize this in this book as well. I 

wish you luck with the next step for yourself and 

your organization, as a manager or a leader. Have fun 

reading this book!

SIMON REINDL

PROFESSIONAL SCRUM TRAINER AND AGILE CONSULTANT

—

A recurring theme with organizations that are in 

the early stages of adopting an agile mindset is what 

do the managers do? A common misconception is that 

since there is no reference to managers in the Scrum 

Guide, then they must not be needed. Who will help 

the organization change if not the managers – but how 

should they do it?

This book addresses that question, in a pragmatic 

easy-to-read fashion. If you are looking for a 

helpful guide from people with practical experience, 

this is it. The advice in this book is based on 

years of experience helping organizations move to a  

value-driven approach – to develop the sustained 

competitive advantage of having an engaged motivated 

workforce that builds a product that delights the 

customer. The handy checklists at the end of each 

chapter provide a useful check to see if you are moving 

in the right direction.
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Scrum brings 

immediate 

results in 

a short time 

frame and 

requires 

barely any 

preparation.

Scrum isn’t magic. It’s simple logic. Apply it to deliver results 

faster, learn how to improve these results, and last but not least, gain 

more satisfied customers. Achieve all this by focusing on small tasks, 

looking at them from the customer’s viewpoint, and completing them 

as soon as possible.

In short, Scrum helps you deliver value to your customer quickly, 

bringing you many benefits and making you much more agile. But 

isn’t this what everyone is trying to achieve? Why would the result 

be any dikerent when you use Scrum? Because applying Scrum to 

an organization redefines the work system in an organization by 

introducing new roles, processes, documents, and responsibilities. 

These aren’t added to the current system but completely replace it. 

The special thing about all this is that Scrum requires barely any 

preparation. You can start using Scrum within the existing structures 

right now. It’s a revolutionary intervention that works, as long as you 

do it completely. Remember: don’t put in half the ekort unless you’re 

satisfied with half the result!

In fast-changing innovative environments in which challenges 

are found with planning and with delivering the right quality in time 

and within budget, Scrum can tremendously improve things, and do 

it quickly.

WHY SHOULD YOU BE 

INTERESTED IN SCRUM?

– chapter 1 –
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“How can you do your work without making a plan? 

making a plan? That’s impossible!”

“I don’t understand what you’re trying to say?”

“Well, using Scrum, right? You never know what 

can this work for us? We have to specify a price and 

a completion date. It’s impossible to do that without 

a plan!”

“I think you’re mistaken! Let me try to explain. 

What are you going to have for lunch later?”

“Well, salad with an avocado! I made it myself this 

morning.”

“Alright, what are you going to have for lunch on 

Monday eight months from now?”

“Well, I have no idea of course!”

“Exactly! But that doesn’t mean you won’t eat at 

all, right?”

“I’m not following.”

“You’re claiming that without a plan you won’t 

achieve anything. But you’re certain you will eat 

something on a date eight months from now, without 

knowing exactly what that will be. That’s also how 

Scrum works. Because you’re allowing yourself to make 

some decisions later; by enabling yourself to do so 

now, you can be certain it will work out.”

for us. We have to make commitments about what 

functionality we will deliver. We need the details to 

be able to do so.”

“That right there is your mistake. What if I told 

you eight months in advance what you would eat each 

afternoon? That would give you absolute certainty, but 

it wouldn’t be much fun, would it?”

“No, of course not. I want to be able to decide what 

I want to eat later.”

“Precisely! I’ll prove to you I know how to cook, 

and by doing so you’ll trust me to postpone decisions 

about details. So the only thing you do need to change 

is your promise. Instead of promising what to deliver 

you’ll promise that you’ll solve the problem. I cannot 

promise you what you’ll eat eight months from now, but 

I can promise it’ll be good! That’s how Scrum works. 

Promising to solve the problem instead of promising 

what exact detailed functionality you’ll deliver. Of 

course, this does require one extra condition.”

“Which one?”

“That we periodically review the taste and decide 

how we can improve. We do this together.”

parties have a common goal to continuously review and 

improve how things are done. Do you get it now?”

“I do! Right, it’s time for lunch.”

“Alright, then I’ll start cooking. I’ll show you the 

end result in eight months!”

“Yeah, yeah, I know. Joker!”
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When is Scrum for you?

Do you work in an environment where you’re judged on results, 

where customers are served, or where products are being made? 

Do you work in an environment where products or services are 

often delivered late, budgets are exceeded, quality is often too low, 

or expectations are regularly not met? If any of these apply to you, 

Scrum will help you.

By introducing Scrum, you make a revolutionary intervention, 

solely with the aid of one result, two lists, three roles, and four 

meetings, which jointly make up a new framework that quickly leads 

to valuable results. These valuable results for your customers quickly 

make you more successful and make your people much happier.

In most organizations, false security is key: plans, specifications, 

documents, promises, etc. But this doesn’t work in practice because 

everything changes. If it’s not the requirements, it’s the implementation 

technology. If it’s not the implementation technology, it’s the market. 

Our world is extremely dynamic and unpredictable. Still, we insist 

on using processes created with the implicit assumption that nothing 

ever changes.

In short, we use plan-driven approaches in complex, adaptive 

environments. One of the core properties of a complex environment 

is that a plan is outdated before the ink it was written with dries. And 

when, inevitably, something does change, we would rather stick to our 

outdated plans than embrace the new situation and adapt accordingly. 

Pretty weird, huh?

And the funny thing about all this is that the world is becoming 

increasingly dynamic. The market is more dynamic than it has ever 

been. Scrum is an excellent approach to deal with this. One of the 

core assumptions in Scrum is that everything changes and it defines 

a structured way to be flexible. In a dynamic, complex environment, 

Scrum is successful because the framework defines a learning 

component in which the framework is adapted based on empirical 

data. Because of this, Scrum is able to help deliver predictable and 

valuable results.

Scrum enables agility, to help unleash all the power in an 

organization.

When should you avoid Scrum?

Scrum isn’t particularly useful in simple situations. When results 

are highly predictable and few things change (a simple environment), 

the added value of using Scrum is low. In such situations, it’s best to 

just make a plan and execute it. Scrum is also better avoided when 

either the team or the goal are too small to make implementing 

Scrum worthwhile. For example, the overhead of running the 

framework with a team of two people is too high. However, on the 

other hand, Scrum concepts are always applicable based on the idea 

of transparency of progress, being ready to respond to unexpected 

events, and being able to handle uncertainty and change. If any of 

those are important to you, Scrum works to your advantage.

Much of our work however, involves being able to adapt to 

complex situations and to act in a predictable manner. Uncertainty is 

the factor that severely limits our ability to work predictably. When 

we focus our attention on a knowledge-intensive situation in general 

or a software-intensive situation in particular, the uncertainty is 

strongest with respect to implementation technology and customer 

requirements. The higher the uncertainty of the technology and 

the higher the instability of the requirements, the more chaotic the 

situation becomes. 

A common misconception is that you shouldn’t use Scrum 

for anything large, complex, and complicated. According to this 

misconception, it would be best to use Scrum for anything simple, 

small, and clear. In fact, the exact opposite is true. Especially in 

complex situations with many interdependencies, Scrum is highly 

valuable. This is due to the short iterations and many small steps, 

continually creating an integrated product. The more complex a 

project is, the bigger the potential impact of even a small change. 

If something breaks, you want to know immediately so you can 

take action. When in a complex environment, you simultaneously 
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change multiple things at once, you’ll have no idea what the cause 

is if something breaks. So Scrum is most ekective for things like 

complex backend systems, large construction projects, and complex 

collaboration structures. Scrum helps to reduce complexity and 

emphasizes getting to working results quickly. When the situation is 

simple and clear, Scrum isn’t really needed.

The nine most important benefits of Scrum

1. More control of the outcome. Using Scrum okers significant 

value in situations where you need to control the result. Because 

work is being done in short cycles or iterations – working from 

one stable situation to the next – the amount of control is 

increased. Because of this, it is possible to adjust the direction 

between iterations or Sprints.

2. Opportunity to leverage new insights. Scrum is particularly 

valuable in situations where you’re figuring things out as you go 

and, as such, it would be naive to think you can plan everything 

in advance.

3. Happier customers and users. Scrum is valuable to customers 

and end users. They are much more content when an iterative 

and customer-focused approach is used. The aspects that are most 

important to them get priority instead of the preconceived plan. 

4. More value for less cost. By constantly re-prioritizing all the 

work to be done based on value, the highest value results are 

reached much sooner. Moreover, often when executing a plan 

you’ll see opportunities you didn’t know existed when you 

originally made the plan. Consequently, you can stop when you 

reach an optimal return on investment (ROI) and leverage the 

next opportunity. By doing so, you’re maximizing the amount of 

work you don’t (yet) do, without losing any value.

5. Shorter turnaround times. When using Scrum, a result that 

solves the most important problems is ready much sooner. 

Consequently, Scrum okers strong benefits in delivering value 

soon and solving important problems quickly.

6. Higher productivity. Using Scrum leads to higher productivity, 

firstly businesswise, because more value is created for less money. 

Also, the team productivity increases because: focus is constantly 

on solving the biggest problems and improving the team itself; 

there are less handovers; and the team members simultaneously 

work on the same problem. All the waste due to things such as 

storing knowledge, searching for information, waiting for team 

members, and the “how did we do that again”-ekect is cut away.

7. Better quality. Using Scrum requires the quality to be higher 

because it defines short iterations to work from one stable release 

to another. Therefore, errors and problems are detected and 

fixed much sooner.

8. The ability to stop. Scrum brings a lot of value in situations 

with large external influences and when drastic course changes 

are needed. Because there is a stable release at the end of every 

iteration, stopping is a valid option with acceptable consequences.

9. Happier employees. Finally, well-executed Scrum also 

encourages the employees to be more content. This is caused 

by the high degree of team self-organization but also because 

constantly working towards a short-term valuable end product is 

a great motivator.

Is Scrum a hype?

Scrum is certainly not a hype, but more of a trend. A hype is 

excessive attention for something with little substance. A trend, on 

the other hand, is a long-term development in a certain direction. 
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Agility is such a long-term development and Scrum is an ekective 

approach to implementing this trend. Incorporating Scrum helps 

organizations take a first step towards being agile.

By saying Scrum is merely a hype, you’re denying its true value. 

Scrum has proven its value for more than twenty years already in a 

wide range of organizations: from small to large, young to old, and in 

both the public and private sector. Examples are Microsoft, Adobe, 

Google, ING, Exact, Philips, and CoolBlue.

Scrum is long past being a hype. In nearly every organization 

you’ll find people using Scrum or at least preparing to start using 

it. Many marketing departments, highly successful sales teams, 

communication departments use Scrum, and in the education industry 

Scrum is already getting a foothold. 

Besides this, Scrum itself is maturing as well. More and more best 

practices are documented, books and articles are being published, and 

external training and certification are becoming available. The Scrum 

Guide itself, the original description of Scrum, is open to revisions. 

Jek Sutherland and Ken Schwaber regularly publish new versions in 

which they incorporate experiences with Scrum in practice.

Examples of the wide applicability of Scrum

Scrum is popular, being used in a wide variety of settings, 

even those for which it wasn’t originally intended. To make Scrum 

applicable in these settings, changes are made to the method and 

terminology but the principles remain the same: the most valuable 

thing first, short iterations, self-improvement, transparency, and 

team ekort.

Scrum in education. Scrum is being deployed in secondary 

education using the name EduScrum. The largest adaptation is that 

only the teacher sets the goals and acts as a Product Owner. The 

students are part of self-organizing teams and are responsible for 

their own learning process. The results are phenomenal: motivated 

students, increased collaboration, and increased exam grades.

Scrum in marketing, sales, or communication. Marketing 

teams often work within a select number of themes and Scrum is 

perfectly suited for this. The teams make a weekly plan for each 

theme on a Scrum board in the hall. Sales teams use Scrum to process 

their sales pipeline and customer base. “What are we going to do this 

week to help all our customers advance a little bit?” 

Scrum in business. Managing your entire business with Scrum? 

It is possible! The meetings, roles, and aids are suitable for this, as is 

working result-oriented with truly cross-functional teams. Marketers, 

salespeople, advisors, and developers can all be assigned to one team 

and make customers happy with valuable results using short iterations.

Scrum in public policy formulation. Making year plans can take 

months and many iterations. Several governments have experimented 

with using Scrum to do this. So they used short iterations and complete 

focus to make a full version of the year plan for each iteration.

Scrum for lawyers. Contracts are basically like software: they 

aren’t physical. It’s all about the collaboration. It’s astonishing to see it 

sometimes takes companies years to finalize a contract and, in ekect, 

also postpone the collaboration (and therefore the creation of value) 

for years.

Scrum in finance. It is possible to manage investments using 

Scrum. Don’t make the entire investment in advance and wait for it 

to make money but rather work in short iterations. Assign a limited 

budget to a project for a number of Sprints and use the proceeds of 

the results of those Sprints to pay for the subsequent Sprints. If it’s 

impossible to finance the subsequent Sprints by monetizing what was 

created in the first Sprints it might be a good idea to stop the project 

altogether.
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Scrum to get your house ready to be sold. Crazier examples 

exist! One of the authors has “two left hands” and has used Scrum 

to get his house ready to be sold. He made a Scrum board and put 

everything that needed to be done in the “To Do” column. Then 

he invited all his friends and together they finished all the tasks via 

“Busy” and “Done”. Fun and focused! And the last task on the list? 

Having a barbecue together, but... only when all the other tasks are 

finished!

Do you know any other examples? Let us know! It’s great to see 

how wide Scrum is applicable and how much happiness it brings.

• Scrum is a simple intervention to work in a 

completely dikerent way.

• Scrum is particularly suited for dealing with 

complex and dynamic situations.

• Scrum is especially suitable for large complex 

and dynamic systems.

• In small and simple projects that are easy to 

plan, Scrum is less valuable.

• With Scrum, you deliver more value in a 

shorter time.

• With Scrum, you face lower and predictable 

costs.

• With Scrum, you are able to deliver higher and 

more predictable quality.

• With Scrum, you can stop anytime, increasing 

your flexibility.

• In a fast-changing environment, you shouldn’t 

plan details far in advance.

• Dynamics and complexity cannot be controlled 

by making a plan.

• By making you organization agile and flexible, 

you make better use of the potential of your 

team.

• Scrum isn’t a hype but a trend.

• Scrum is widely applicable in practice.

What should you always remember?
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Always ask 

teams for 

working results 

and help them 

with clearing 

roadblocks

In a Scrum team, everyone in the team takes on management 

tasks. This relieves you as a manager of these tasks. Because of this, 

quite a lot changes for you. However, this doesn’t limit your ability 

to steer the team. With Scrum, you gain access to a completely new 

instrument: steering based on working and tested results that are truly 

finished.

Scrum teams deliver a working and tested result every Sprint.  

So they don’t just deliver the end result after a year, but a small extra 

step every month or less. But remember, they only deliver results that 

are truly finished! This expands your ability to steer so greatly that 

using a process of control loses much of its importance. Therefore, 

this can, for the most part, be done by the Scrum teams themselves. 

At the same time, it’s essential that teams continuously improve.

This is the critically important role that you as a manager play – 

helping the team improve by removing obstacles for them. You help 

create an environment that the Scrum team can work in. This means 

you should hold yourself back from intervening too much. Explain 

the set of rules they should follow and why they should follow them, 

and allow the team to organize itself within this set of rules.

You can steer based on the finished results and by helping the 

teams to improve every single Sprint.

HOW DO YOU MANAGE SCRUM TEAMS?

– chapter 4 –
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“Hey, quick question: management has asked me to 

look into Scrum. They think the concepts match my 

department very well.”

“Cool! Nice to hear management is waking up to 

this.”

“Well, yeah on the one hand it’s nice. One the 

other, however, I want to prevent having Scrum imposed 

on me. I don’t believe that works. To me, Scrum is a 

means to an end and not an end goal.”

that?”

“Well, no, I’m wondering about the role of manager. 

I looked into Scrum and I really believe that working 

as a team towards short term results is a good idea. 

I also see how the three roles balance each other 

out: one Product Owner who makes the decisions, a  

self-organized development team collaborating to create 

a working and tested product, and a Scrum Master to 

guard the process.”

“So what’s your question?”

“Well, what am I supposed to be doing? If I look 

at the overall picture, they will all work it out 

amongst themselves with nothing left for me to do. At 

the same time, I don’t believe my teams will be able 

to do this right from the start. On the one hand, they 

 

self-steering yet. On the other hand, I can’t go and 

make the decisions for them, because doing so will 

prevent them from ever becoming a self-steering team. 

How do others manage this?”

“Ah, right I recognize that, it’s the big management 

dilemma between intervening and allowing for  

self-steering. When do you intervene and how do you 

get your teams to take on responsibility?”

“Exactly!”

“Well, the truth is, it’s not that hard. You’ll get 

it when you see it. You simply transfer some of your 

tasks to the team. So you’re completely sure what 

they’ll be doing.”

“Huh?”

“What you’re doing right now, is deciding how to 

setup the process based on the set of rules imposed 

on you by your superiors. Well, you’re going to let 

rules.”

“Is that it?”

more after that. First there’s getting the result 

they’re responsible for to be visible. In the end all 

that counts is what results are delivered. Second, 

you’re going to have to help them.”

“Help them? With what?”

“Help them with getting better. Scrum teams will 

only increasingly deliver more and more value if they 

continuously get better in what they do. This means 

you should help them to get better. This can be by 

providing them with the means to do so, but also by 

eliminating problems they can’t solve themselves.”

“Kind of like a coach?”

“Yes, exactly like a coach! You’re helping them 

train to get increasingly better in what they do, 

but in the end they’re the ones that have win the big 

game. Learn them to steer themselves and help them get 

better at it. That will be your new role. Sounds good, 

right?”

“Actually, yes, it does! Helping my people to get 

better and eliminating impediments. Sounds like fun!“
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Scrum doesn’t have an o[cial manager role 

Scrum doesn’t have an ojcial manager role. Scrum only defines 

Product Owners, Scrum Masters, and Development Teams.

The Product Owner focuses on the “what” and “why”, the 

Development team focuses on “how”, and the Scrum Master makes 

sure everything in the process is going smoothly and continuously 

improves. Together they form the Scrum Team, which completely 

manages itself. When there are many Scrum Teams, the Product 

Owners of the dikerent teams coordinate and prioritize between 

the teams and elect a Chief Product Owner when necessary to make 

final decisions in dijcult cases. The Scrum Masters coordinate 

collaboration between the teams and sometimes elect a Super Scrum 

Master for supporting the learning process across team boundaries. 

As always, practice is often more dijcult than theory. 

Organizations are stuck with predetermined structures in which 

managers play a prominent role. Transitioning from a hierarchical 

organization with managers to an organization with self-steering 

teams isn’t without obstacles and takes some time. In fact, many 

organizations that are very interested in Scrum don’t (yet) have the 

ambition to become a fully agile organization. It’s often unclear 

whether this ambition will ever arise at all. The more prominent the 

ambition is to become an agile organization, the higher the importance 

to heavily rely on Scrum teams. The specific circumstances will 

determine the best way to structure the organization. 

The most important job of the manager in Scrum is to define the 

set of boundaries of the self-organizing teams. Part of this is creating 

a culture in which it’s normal to work in teams towards results while 

continuously improving. By doing so, the manager is able to steer 

the teams towards becoming better. That’s nice for the manager, 

because who’s judged on growth again? That’s right, the manager!  

So, allowing the manager to primarily focus on increasing the success 

of his or her teams is an important secondary advantage of using 

Scrum.

Primary focus on improvement

The purpose of the manager is to help teams to improve. 

However, the responsibility for producing results always lies with 

the Scrum team itself. This enables the manager to focus on getting 

better at producing results.

In the terms of the late Stephen Covey: production versus 

production capability. Or in regular English: chopping trees versus 

sharpening your axe. Everyone knows that working smarter beats 

working harder. Chopping harder and harder with a blunt axe is a far 

worse tactic than taking the time to properly sharpen your axe before 

you start chopping. It’s very ekective to take the time to structurally 

take away quality-related issues (technical debt).

This is the role of the new manager: constantly focusing on 

“sharpening the axe”, focusing on production capability over 

production. This works because the manager knows that by improving 

these capabilities, the team will produce more with less energy. In the 

pre-Scrum situation, the manager also knew this, but was responsible 

for production as well. When choices need to be made between  

short-term urgency and long-term benefits, often the short term 

prevails. Scrum splits these two responsibilities: the Scrum teams 

focus on short-term results while the manager focuses on improving 

in the long term.

In this, it is important to dikerentiate between large roadblocks 

(impediments) and small ones (issues). We expect Scrum teams to deal 

with everyday issues themselves and improve their own environment 

as far as they’re able to do so. This is not the manager’s job. The 

manager’s job is to resolve impediments. Examples are securing a 

budget for setting up a representative test-environment and setting 

up “customer days” in which Product Backlog workshops are given.

We expect the manager to continuously look out for things that 

could impede the Scrum teams, so they can resolve them. He or she 

should resolve at least one impediment in each Sprint. By doing so, 

the working environment of the Scrum teams increasingly improves, 

allowing them to realize more results, faster. In short, the manager no 



– how do you manage scrum teams? 70 how do you manage scrum teams? – 71

longer focuses on production but rather on production capabilities.  

A “sharpened axe” is the primary result of this.

Aim for e\ectiveness, flexibility, and flow

In traditional work approaches, work is continuously handed ok 

from one person to another. Those who think up something hand it 

over to designers, who hand it over to builders, who hand it over to 

testers, who hand it over to senders, who finally hand it over to the 

customer. The big drawback of such chains is the isolation. Everyone 

can do valuable work in their own isolated subtask, while at the 

same time adding little value for the customer. You should look at an 

organization as a “value chain” and wonder: which of the links in the 

chain actually add value?

The main problem with such a chain becomes clear when you 

try to individually improve each of the links. Because when you try 

to make each of the links as ejcient as possible, the entire chain 

ends up being slower. The cause of this is every link in the chain will 

start accumulating a stock of work. Doing nothing is inejcient, so 

a backlog of work will help in working continuously and ejciently.  

So, the more ejcient each link in the chain becomes, the longer it 

takes for the entire chain to be passed through.

In the end, it’s not the ejciency that decides the success of a 

chain, but rather the ekectiveness! This is sometimes called “concept to 

cash” or the flow rate of a chain. The faster we can work out a concept 

into a result, the more ekective and, therefore, the more agile!

Let’s explain the importance of ekectiveness over ejciency when 

considering a highway. What is the most e*cient use of a highway? 

Ironically, a trajc jam! And preferably, a very long trajc jam that’s 

barely moving. In that case, every piece of road is optimally used. 

It’s not ekective but extremely ejcient. The most ekective use of a 

highway is when the number of cars on it is such that everybody can 

get from A to B in as short a time as possible. So the best use is: flow!

If you focus on ekectiveness, you will get ejciency for free in the 

places it matters. Just like in trajc. On large intersections it pays to 

be ejcient, but only when ekectiveness is maintained. Being ejcient 

on large sections of straight highway? Please don’t. I like to drive on! 

Good examples of free ejciency are the so-called desire paths. The 

roads are built to be ekective and people create cut-through paths to 

be more ejcient. People will automatically strive for ejciency and 

steering them to do so is therefore unnecessary. 

The six most important changes for managers

1. Make sure your teams understand the “why”. Help 

Product Owners master their vision and use it in making 

Backlogs, putting them on the wall (making them visible), 

and going through them with customers and stakeholders. 

Make sure everyone knows when they’re successful.

 

1. Make sure teams focus on working results. Always go 

to the Sprint Review. And try not to go alone: regularly 

take your own superior with you or invite the director of a 

customer. Nothing is better in providing insight than actual 

results. Engage in the meeting and provide the Scrum team 

with feedback.

2. Trust your team and help them where needed. In the 

end, it’s essential to make sure your teams get the confidence 

they need to organize themselves. They should understand 

that while they’re responsible, making mistakes is normal 

and won’t have personal consequences. Position yourself as 

support for resolving problems. You can, for example, hang 

an Impediment Backlog on your door with the impediments 

you’re currently working on.

3. Lead by example in agility. Prioritize everything,  

time-box, finish everything completely, hang the Agile 

Manifesto in your ojce. Make “getting better” the primary 

goal, not just for your teams but for yourself as well. Take 
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initiative in celebrating parties: turn the spotlight on positive 

results and exemplary behavior. Make everything open for 

discussion and transparent. But above all, reward making 

mistakes and learning from them. Show that making mistakes 

is essential to be able to learn and grow. To be able to be 

credible enough to lead the agile changes, you’ll need to 

show exemplary behavior.

4. Make sure your teams understand they’re responsible. 

Don’t ever make detailed decisions for them. Even when you 

see the team make a choice you consider wrong, allow them 

to make that mistake, unless it is safety critical. Ask them 

questions about how and why but do not intervene. Even if 

it works out like you thought, it’s fine. You’ve just confirmed 

that they, and not you, are indeed responsible. Furthermore, 

allow them their own learning process. You learned by 

making mistakes as well.

5. Make team accomplishments transparent. Arrange for 

overviews in which teams and people can judge themselves. 

Make how things are going transparent – whether good 

or bad – and don’t intervene. Again, asking questions and 

defining boundaries is fine. If teams aren’t able to be successful 

within those boundaries, then adapt them. But keep the team 

responsible for its own work within those new boundaries. 

The HR-cycle could become more frequent and, next to the 

individual, also focus on the team.

6. Make sure teams strengthen their capabilities and coach 

them in doing so. If teams should improve, individual team 

members should work on their skills as well – taking courses, 

reading books, and experimenting. So, the teams should be 

provided with the time and space to do these things. You 

can choose to provide teams with their own training budget.  

If you do this, the team members can decide together how 

best to employ those funds for the good of the team. Really 

see yourself as the coach for these teams. How can you best 

help them in getting the best out of themselves?
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• Give teams the confidence and room for  

self-organization.

• Grant everyone the opportunity for their  

own learning process and don’t intervene.

• Make sure all results are always transparent.

• Focus on providing value for the customer.

• Aim for ekectiveness, value, flexibility, and 

flow.

• Provide boundaries within teams arrange  

their process.

• Make team improvement your goal.

• Lead by example by also using a transparent 

list (backlog) yourself.

• Help teams by resolving impediments.

What should you do?

Can every 

organization 

adopt Scrum?
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EPILOGUE

We are passionately involved in introducing and training agility 

on a daily basis. For us, Scrum is an excellent first step towards high 

ekectiveness and agility. In the last years, we found that support and 

vision of management is essential in achieving this. It is necessary for 

management to fully comprehend Scrum and help the Scrum teams 

to be successful.

We are 110% convinced that agility will make the dikerence in 

the next decades. Because of the increasing power and influence of 

social media and the profound computerization of our society, it is 

dijcult to survive if you are unable to quickly respond to change.  

In an ever-changing and increasingly small world, survival of the 

fittest is the norm. We hope this book helps in this.

Nobody ever writes a book alone. Inspiration comes from many 

people and our learning experiences have occurred in the presence of 

many. It is impossible to mention everyone we want to thank here. 

Nevertheless, there are a few people we like to thank specifically:

Simon Reindl, an excellent scrum.org trainer and Agile coach, 

who helped us out with a detailed review of the English version of 

this book.

Kevin Dullemond, who helped us out with an initial translation 

of the book. 

Eelco Rustenburg, Astrid Claessen, and Paul Kuijten who, 

based on their experience in Agile coaching, have helped us with a 

detailed review of the first version of this book.

All supervisors, managers, and directors who have taken a critical 

look at this book and have given us indispensable suggestions for 

additions and improvements: Ruud Bos, Henk Richmond, Ronald 

Voets, Marieke Teerds, Ronny Kennes, Svenja de Vos, Irene 

Tiepel, and Leo van der Heijden. Additionally, we’d like to thank 

Betteke van Ruler who looked at the manuscript without the bias 

that comes with a background in IT. Of course, we want to thank you 

all for recommending quotes as well.

All CEOs and CIOs who critically read our book and were 

prepared to write a foreword: Gunther Verheijen, Ken Schwaber, 

Ron van Kemenade, Jeroen Tas, Vikram Kapoor, and Simon 

Reindl. We are proud of your contributions and your help!

We also want to thank all our colleagues at Prowareness who 

helped us in making the inexhaustible list of management questions. 

In the end, this list of questions has been our primary source for 

determining what to discuss in this book.

Vasco Duarte at Happy Melly Express and all his colleagues 

involved in bringing this book to the market. Marcel Roozeboom 

for publishing this book in the Netherlands and his critical input with 

respect to the tone and design. 

We especially want to thank our families. Without their support 

it would have been impossible for us to go through the ekort of doing 

our job and the additional steps necessary for writing this book.

Finally, we want to address you. Yes you, our reader. Of course, 

thanks for the time and energy you have taken to work your way 

through our book. Thanks for being prepared to read this book and if 

you intend to hand the book to future readers, thanks for that as well.

We’d like to emphasize one thing to you at the end of this book: 

your leadership is crucial for making Scrum a success. This book is 

the contribution we can give you in this.

Now it is up to you!
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It won’t always be easy to start working with Scrum. However, 

try to find support in Darwin’s words, which may apply more today 

than ever: “It is not the strongest of species that survives, nor the most 

intelligent. It is the one that is the most adaptable to change.” 

We wish you all the energy and decisiveness you need to create 

valuable results in our dynamic world, and hope this book will be 

both support and inspiration for you.

Delft, October 2014

Rini van Solingen

Rob van Lanen
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