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PREFACE
As this is a book on Scrum, an Agile method, I thought it appropriate to start off
with a User Story…
“As an individual interested in Scrum,
I want practical, real-world advice on Scrum,
so that I can be successful at understanding and practicing Scrum.”
Now, let’s deconstruct this User Story…

“As A…”—Who Is This Book For
The “As a” line of a User Story speaks of who the feature is for. I asked my Team of
reviewers to share who they thought would benefit from reading this book. They
came up with the following groups of individuals:
“I feel that anyone with an interest in Scrum, particularly at the
beginning or intermediate level, would benefit from reading the book.”
—Ken Sawyer
“Any member of any product development Team, specifically
organizations interested in adapting a new methodology to serve
customers better and faster.”—Marat Rikelman

“I Want…”—What Are You Looking For?
While it can be arrogant to make assumptions about why people would want to read
a book, it must be written with a particular target audience in mind. Here is what I
was thinking about when I set out to write this book.
Since founding Braintrust years ago, I have been working with thousands of
individuals at hundreds of organizations to successfully implement Agile/Scrum.
I have had the privilege of seeing Scrum done really well, but have also had the
misfortune of seeing it done poorly too many times.
Often, people come to me with an incorrect or biased view of Scrum. Perhaps they
were never formally trained, or were trained by a biased, internally developed class.
These individuals are always shocked to learn what Scrum is and I love seeing the
light bulb come on for them. Sometimes just knowing what Scrum actually is can be
enough to help someone succeed.
During every class or coaching engagement I come across deep questions and
people who have complex issues needing resolution. I have captured some of these
questions and provided solid guidance from actual client solutions in the Questions
and Answers and Smells sections.
Rather than devoting your life to teaching/coaching Scrum, like I have for the past
years, learn from my experiences with countless clients and their solutions.

“I see 2 audiences: Beginners needing a quick overview of Scrum and
seasoned professionals needing a quick reference, especially when
meeting with Stakeholders so they can give real-life, easy to understand
definitions.”—Stephen Maldony
If you are new to Scrum and want to learn it quickly or are a veteran who
occasionally needs a quick reference, this book is for you.
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“So That…”—Always Start With Why
Ever wonder why someone would take the time to author a book? Especially a book
on a well-known subject, such as Scrum? After having read the majority of the
Scrum books on the market today, I have come to the conclusion that many of them
focus on software development. My vision for writing this book is to author a text
applicable to any field. Whether you are applying Scrum for hardware development,
running your non-profit, teaching school, or tackling a home improvement effort,
the knowledge in this book still applies.
So what makes this book non-software development specific?

Summing Up The Preface
If you find that this User Story…
“As an individual interested in Scrum,
I want practical real-world advice on Scrum,
so that I can be successful at understanding and practicing Scrum.”
…fits your situation, then it is my hope this book will help you to be more successful
with applying Scrum. Only one person can be the judge of whether or not I have
accomplished my goal and that would be you.

No Technobabble. It is written in plain English, with the simplest
explanations possible.

Please contact me at brian.rabon@braintrustgroup.com or 205.329.3974
and let me know if this book works for you.

After having trained and coached thousands of people at hundreds of
organizations, I have seen what works across many different fields and am
presenting those findings to you.

Sincerely,

Regardless of what field you are in, this book specifically points out areas
that may challenge you and your organization with adopting Scrum.

Brian M. Rabon, CST, PMP

Other books point out challenges with implementing Scrum, but they
stop there. This book goes one step further and gives practical solutions
to your most challenging issues.
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HOW TO USE THIS BOOK
If you have picked up this book, you obviously have more than a passing interest in
Agile/Scrum. Perhaps you are new to Agile/Scrum, have heard a few buzzwords, but
the core concepts are not familiar yet. Perhaps you are an Agile/Scrum veteran who
wants to brush up on their knowledge. Regardless of where you are on your path to
mastery, this guide will help you to gain more understanding and knowledge.
This guide is broken up into several sections:

WHAT’S MISSING FROM THIS BOOK?
The following topics can be very important to making Scrum work properly, but
have been left out of this guide on purpose. It was my intention to make this guide
succinct enough to read in one trans-continental flight. Also, I wanted to focus on
topics core to Scrum and so there are certain Generally Accepted Scrum Practices
(GASPs) that won’t be included. Here is the list…
User Stories

Introduction—An explanation of what Agile is and how is it different
from Scrum, the features and benefits of Scrum, and thoughts behind
how this “way to get work done” works

Acceptance Criteria

Roles In Scrum—Who the key players are in Scrum and what they are
responsible for

Sizing (Relative Estimation)

Meetings (Ceremonies) In Scrum—The Sprint and all the core
meetings that make it up
Artifacts In Scrum—What is left behind, in terms of documentation,
after a Sprint is complete
Conclusion—My parting thoughts and a glossary chock-full of terms to
help you understand Scrum better
Throughout the guide you will notice a lot of bold, italicized words. Whenever
you see one of these, check the glossary at the back of the book to find an in-depth
definition.
You can read this book cover-to-cover or simply jump to the section you need help
with most. Remember to keep this guide close-at-hand and you will always be inthe-know.

Epics

Scaling Scrum
The Work Of The Product Owner
Prioritizing
Strategic Planning in Scrum
Visioning
Road-Mapping
Release Planning
Now, if you can’t wait for my next book to come out on these GASPs, then perhaps
you can find some answers in the following resources:
Agile Atlas—http://www.agileatlas.org
Agile Product Management With Scrum—Roman Pichler, 978-0321605788
User Stories Applied—Mike Cohn, 978-0321205681
You can always checkout our company Blog—http://www.braintrustgroup.com/blog
as well!
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INTRODUCTION
WHAT’S AHEAD IN THIS SECTION
What is Agile
Agile outside of software development
An overview of Scrum
What makes Agile tick and how it differs from traditional methods
The features and benefits of Scrum
When to apply Scrum

Agile, An Overview
Many of you will already be familiar with a plan-driven method of getting work
done, such as Waterfall. You may be less familiar with an iterative-incremental
development method like Scrum, which is considered to be Agile. If you already
familiar with why Scrum is considered an Agile method, feel free to skip this
section, if not, read on for a brief history lesson.
The term Agile, as applied to an alternative way of developing software, was
coined in February of 2001. Frustrated with the prevailing software development
paradigms, a group of 17 met and hashed out a powerful statement of why they felt
there needed to be change in a document called The Agile Manifesto. The Agile
Manifesto can be found at http://www.agilemanifesto.org, and an in-depth look at
the Manifesto can be found in our article on the Core Values of Agile (http://www.
braintrustgroup.com/2012/the-agile-manifesto-reviewing-agiles-core-values).

work, Agile focuses on setting a Vision and outlining details with incremental
development of small pieces of functionality. Thus, a Stakeholder can suggest new
ideas along the way, with minimal disruption to work already performed on the
Product.
Agile is a philosophy or mindset for iterative and incremental Product development,
based upon a shared set of values and principles. The implementations of Agile
promote Teamwork, collaboration, and adaptability throughout the lifecycle of
Product development. There are approximately forty methods considered Agile for
developing Products. Some examples include: Scrum, Extreme Programming (XP),
Kanban/Lean, Crystal, Feature Driven Development (FDD).
So, what is the connection between Agile and Scrum again? I like to think of Agile
as the generic (think tissues) and Scrum as the brand name (think Kleenex). Put
another way, Scrum has a specific way of implementing generic Agile concepts.
For example, Agile calls for work to be completed in short periods of time called
Iterations, while Scrum implements Iterations with the concept of Sprints. It also
shares the same values and principles as all Agile methods.

Thinking Bigger (Agile Outside of Software Development)
When the founding fathers of Agile wrote The Agile Manifesto, they originally wanted to find a
way to improve their software development. The question today is, “Were the founding fathers of
Agile thinking big enough?” With time, Agile has evolved beyond software development and is
now used to manage work in all sorts of industries. Here are just a few examples:
Eric Reis with his book “The Lean Entrepreneur” has revolutionized the way
startups and venture capitalists work today
Joe Justice is taking on the “Big-Three” automakers with his car company
Wikispeed (http://wikispeed.com)
James Denning with his book “The Leader’s Guide to Radical Management” is

The Manifesto has become a statement of values and principles about what Agile
development should look like. Collaboration, accepting change, interacting faceto-face, and a functional product are valued over pre-defined plans, documentation,
and rigid processes. Agile is sometimes referred to as a lightweight process because
of the lack of formal steps and planning documentation. Just because these
components are not overly emphasized does not mean they are absent. Instead,
they’re tailored to meet the needs of the effort without compromising Agile’s core
values.

transforming business management as we know it
Braintrust’s very own John Miller is adapting Scrum for use in K-12 education
(http://theagileschool.blogspot.com)
This book has intentionally been written to leave out references to software development.
While still relevant to software development, this guide will just as easily help you plan your
next marketing campaign, your next vacation, or even help you get your chores done in your
household.

The primary features of Agile support continuous improvement and innovation of
the Product. Instead of clearly defining every detail of the Product prior to starting
12
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SCRUM, AN OVERVIEW

at the end of which we expect to have a Potentially Shippable Product Increment
(a functional piece of the Product).
The Sprint starts with a Sprint Planning meeting revolving around 2 primary
conversations. The first conversation is the Product Owner presenting the highest
Priority Product Backlog Items to the Team and the Team deciding which ones
they are comfortable getting Done. The second part of the conversation involves
the Team getting technical and figuring out the Tasks necessary to get the agreed
upon Product Backlog Items complete. Once the goal and the scope of the Sprint is
set, the Team is ready to start building.
The heartbeat of each Sprint is the Daily Scrum meeting. This meeting is an
opportunity for the Team to come together briefly to discuss their progress, ask
for help, and synchronize their efforts. We may also incorporate other tools during
the Sprint, in order to promote transparency, like Burn-Down Charts and Scrum
Boards (discussed in greater detail later in this text).

Fundamentally, Scrum is a “way to get work done”. It is based on the concept of
“KISS” (Keep It Simple, Stupid.) by only specifying a few concepts and letting
you and your organization fill in the gaps. Scrum is considered an Agile method
because the values and principles of the Agile Manifesto can be found throughout.
Scrum is also based on its own set of values: commitment, focus, openness, respect,
and courage. According to a VersionOne survey (1), Scrum is the most popular of
the Agile Methods. The following paragraphs will give a brief overview of Scrum,
which will then be detailed over the next several chapters.
In Scrum, there are 3 primary roles: the Team, a group of individuals who get
the work done, the Product Owner, who represents the Stakeholders’ desires to
the Team, and the ScrumMaster, who focuses on helping the Team maximize
their productivity through constant improvement. Everyone else is considered a
Stakeholder and their input is valued and needed throughout the process.
Everyone’s ideas for the Product go into what we call the Product Backlog. You
can think of the Product Backlog as an iceberg, a dynamic entity. New ideas are
constantly coming in and old ideas are falling off the bottom, melting away. The
Product Owner maintains the Product Backlog; taking in new ideas, refining
existing ideas, and always keeping it in priority order, based on everyone’s feedback.
The Stakeholders want to get the Product built and we accomplish this through
executing one or more Sprints. A Sprint is a period of time (typically 2 to 4 weeks)
14

At the end of the Sprint, it’s time to Inspect and Adapt in order to improve. First,
we Inspect and Adapt the Product in a meeting called the Sprint Review. This
is an opportunity to invite the Stakeholders in, give them a demo, and seek their
feedback. The feedback from this meeting becomes new Product Backlog Items put
into the Product Backlog for future consideration.
After the Sprint Review meeting, we thank the Stakeholders for attending and the
Scrum Team (Team, Product Owner, and ScrumMaster) meets in order to Inspect
and Adapt the process in a Sprint Retrospective (retro). During the retro, the Scrum
Team reflects on how they worked together, focusing on what worked well and what
needs to change to improve the Team. At the conclusion of the retro, the Scrum
Team leaves the room with specific, actionable next steps that, when implemented
in the next iteration, will improve their performance as a Team.
The output of every Sprint is a Potentially Shippable Product Increment, another
brick in the proverbial wall. The decision of whether to give this functionality to the
Stakeholders then becomes a business decision made by the Product Owner.
Sprints continue, one after the other, until the Product Owner calls the development
effort Done. This can happen when a targeted date has been reached, the budget
has been depleted, or enough Business Value has been delivered to meet the needs
of the Stakeholders.
Got it? Not quite? That’s ok; we will spend the remainder of this book getting into
detail about the intricacies of the Scrum Process.
(1) Version One “The State of Agile Development” 7th Annual Survey: 2013
15

HOW IS SCRUM DIFFERENT?
Many of us are used to working in a more traditional, plan-driven environment.
When we develop a new Product, we first meet with our Stakeholders and gather
requirements. We then review those requirements and decide which ones to build,
or baseline our scope. Next, we meet with our Team to plan the development effort.
Once everyone agrees to the plan, we start executing the plan and monitoring and
controlling the progress along the way. In the end, we deliver the finished product to
the Stakeholder to their delight and all live happily ever after, right?
Unfortunately our Product development efforts rarely, if ever, go this smoothly. It seems
that our Stakeholders don’t really know what they want or change their minds halfway
through. When this happens, it interrupts the Team’s flow and we have to re-plan.
Or perhaps the Team encounters a technical difficulty while building some feature
and they get behind schedule. I am sure that we have all had some type of Product
development failure in the past and the reasons are too numerous to name here.
What makes Scrum different from the traditional plan-driven approach? Think of a
Scrum Team as a bunch of researchers following the scientific method; they develop a
hypothesis, design experiments to test the hypothesis, execute the tests then evaluate
the results of their experiment with the Stakeholders. If the Stakeholders are happy
with the Teams’ progress, they keep going. If they didn’t get what they want, they
make a new hypothesis and run another experiment in a future iteration. It’s trial and
error at its finest, in a controlled and structured way.
Scrum focuses on planning on a micro-scale, only detailing the piece of the
product about to be implemented. We build a little bit at a time, constantly seeking
Stakeholder feedback. These practices eliminate most of the risk with developing a
new Product and since the new functionality is ready at regular intervals, we are able
to deliver value back to the Stakeholders more frequently.
Because of the incremental iterative nature, we consider Scrum to be an Empirical
development method. Whereas the traditional, plan-driven approach, is considered
defined. In order for an Empirical method, such as Scrum, to be successful, we need to
consider three things:
Transparency—make it visible, we can’t evaluate what we cannot see

Next, we will look at the features and benefits of Scrum. Why would I include these sections?
Many of my clients are faced with introducing Scrum into their working environments. They are
often challenged with getting buy-in and educating everyone on the value of the approach, yet
many of them are not trained salespeople. Here is your one minute sales lesson for the day; we
buy benefits, but it’s the features that typically sell a product. Knowing the features and benefits
of Scrum can help you form more compelling arguments for why it should be implemented within
your environment. Sales lesson over, read on for the features and benefits!

FEATURES OF SCRUM
Why Scrum is so popular? Below are the features of Scrum that have made it the
most popular Agile method for developing Products. Understanding the features
can help you decide if Scrum is right for your organization.

Features of Scrum From The Client Perspective
Too many Product development efforts get caught up in the overhead of
administration, delays in shipping due to poorly-written requirements, and subpar
Products meeting only minimal requirements (if that), disappointing Stakeholders.
Below are the features of Scrum that will help you create “wow” moments for
your clients. Remember, ultimately, Product Delivery is about satisfying the
Stakeholders.
Delight your Stakeholders by building exactly what they want, even if
those wants change throughout the process.
Quickly deliver the most important features first, thus supporting your
Stakeholders by delivering value in short cycles.
Adapt to meet the current business need by prioritizing Tasks.
Embrace change in order to better meet true business needs.

Inspection—take time out, frequently, to see how things are going
Adaptation—when things get off course, make changes to bring them back
Now that you know the essence of what makes Scrum tick; don your lab coat,
grab your Team, and go build something truly innovative for your Stakeholders.
Remember to keep things visible and be sure to inspect and adapt your Product and
your process frequently.
16
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Features of Scrum From The Organization Perspective
Satisfied Stakeholders, who demand your products, are the lifeblood of your
business. A repeatable process that delivers products meeting this demand is like
having a goose that lays golden eggs. In this sense, the features of Scrum below will
benefit your organization.
Builds continuous innovation

The Product becomes more valuable because it does exactly what the
Stakeholders want it to do.
Scrum provides early feedback on your Product.
Scrum supports predictability of your development process.
Because the Team delivers a Potentially Shippable Product Increment
every Sprint, there is always a shippable Product. In the worst case, we
revert only a single Sprint’s worth of development if a Sprint is a failure.

Creates order out of chaos
Has a positive impact on the culture of the organization; as Scrum
spreads, other areas of your business may choose to adopt the values
and principles of Agile as well.

Features of Scrum From The Management Perspective
According to Scrum founding father Mike Cohn, the purpose of management in
Scrum is to define containers, differences, and exchanges. Creating this type of
environment fosters self-organization and self-management, freeing leaders up
from having to be so tactically focused to being more strategic.
Subtle control of the work shift from management to the Team; the
Team is now responsible for continually producing small parts of a
larger working Product
A better Team understanding of how much work they can do in a given
timeframe
An environment where the Team can find ways to solve their own issues
and problems

Features of Scrum From The Product Perspective
In the Agile framework, Products move along the development pipeline faster. The
unique nature of the Sprint in Scrum’s framework ensures that a version of the
Product is always ready to ship. Scrum’s other features as referenced to the Product
prove that:
Due to collaboration, your Product gets better over time.
Due to the real-time Inspect-and-Adapt loop, the Team is able to deliver
exactly what is needed.
18

Features of Scrum From The Team Perspective
With all of the self-managing aspects of Scrum, your Team will discover newfound
autonomy in the execution of their development. The features of Scrum your Team
will find appealing are:
It is more fun to be on a Scrum Team
Increased ownership of the work they have done
Collaboration with Team Members to learn other areas of working the
Product

BENEFITS OF SCRUM
There is a subtle but tangible difference between features and benefits. Basically,
a Stakeholder uses features, but buys the benefits. The same is true for adopting
a project management process. Before you decide to overhaul your project
management office and implement something like Scrum, you need to know how
your organization will benefit. This section looks to identify those benefits of Scrum
that have made it the most popular Agile method for developing Products.

Benefits of Scrum From The Client Perspective
Though a Stakeholder really doesn’t care about the project management process
the Team uses, they do realize some benefits from it. Scrum provides a definite set
of benefits over the traditional methods and over other Agile methodologies. For
the client, the benefits of Scrum are:
Scrum puts the control of the Value Stream (the value-added steps of
the development process) back in the hands of the business.
19

Scrum allows clients to easily change Priorities and needs.
At regular intervals, the client is able to inspect the work that is done
and decide whether they like it or even if they want to keep investing in
the Product development effort. This practice limits the client exposure
therefore decreasing the risk of the precious capital investment.

Benefits of Scrum From The Organization Perspective
As an organization, it is a big decision to adopt a new process like Agile. It is often
a culture change so it’s important to see tangible benefits quickly. This is where
Scrum shines. With a predictable, repeatable release schedule and Self-Managing
Teams, the organization realizes the following benefits:
Scrum keeps an organization honest and helps them meet their
commitments.
Scrum promotes transparency; you no longer need to hide the truth, you
can be open and honest with everyone.
Decision making is shifted to the lowest level (line employees), the best
people who are able to understand all of the facts.

Benefits of Scrum From The Management Perspective
Management, the decision-makers within the organization, will enjoy some benefits
as well. The predictable development process provides them with such benefits as:

Benefits of Scrum From The Product Perspective
The lifecycle of the product will be improved by the Scrum process, which leads to
the following Product-related benefits:
Improved credibility with your Stakeholders due to a higher quality
Product
More predictable release cycles with built-in testing processes, leading
to better Product stability
Using the Sprint Review naturally leads to a Product that the client
wants and is excited about

Benefits of Scrum From The Team Perspective
In the end, the Team will enjoy benefits of Scrum that reinforce their best work.
Autonomy, self-direction, immediate feedback, and true collaboration lead to such
benefits for the Team such as:
Increased satisfaction with work
True potential of the Team unlocked
A safe working environment where people can thrive
A learned, sustainable pace supporting a high level of productivity over
the long-haul

Better workforce management
Enhanced Stakeholder relationships
Visibility into the entirety of the project management process
Motivated and inspired Team members

20
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WHEN TO USE SCRUM

How well known are the requirements of your Stakeholders?
No clue, they can’t agree—too early for Scrum
There is some disagreement, but they have some common needs—
ideal for Scrum
They are airtight, everyone agreed to them up-front—not ideal for
Scrum
Does the Team know how to solve the problem?
They are completely lost, seems like you just asked them to put a man
on Mars—not ideal for Scrum
They have some reasonable ideas and experience with the solutions—
ideal for Scrum
They already have it sorted and are well versed in the solution—not
ideal for Scrum
Scrum is best applied when we haven’t fully developed the Product yet,
requirements are still not clear, and the solution hasn’t been completely hashed out.
You can apply Scrum in these other areas, but expect to modify Scrum to make it fit
your situation.

INTRODUCTION SUMMARY—WHERE WE HAVE BEEN
I am a pragmatist; I don’t believe that there is a one-size-fits-all solution to
developing Products. Scrum is a great way to get work done, but it may not be
appropriate for all situations. So when should you apply Scrum and when should
you use an alternate method? There are several factors to consider:
Where are you in the ideation of your Product?

We looked at Agile and how it relates to Scrum
We saw how Agile is being applied outside of Software Development
We took a brief tour of Scrum and why it works

Still in R&D—too early for Scrum

We learned the key features and benefits of Scrum to help us sell it
within our organization

Know what you want, but missing the details—ideal for Scrum

Finally, we saw when to apply Scrum to be most successful

Known quantity, time to mass produce—too late for Scrum

22
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Are you... Trying to implement Scrum outside of software development? Looking for
specific answers to your deepest Scrum questions? Wanting modern advice that will
benefit your organization?
Scrum For The Rest Of US offers practical advice, questions and answers, and tips that
will help you avoid costly mistakes with Scrum. Don’t waste hours searching the web,
reading references that are outdated, when you can have everything that you need in a
single guide.
It’s THE first book written specifically for anyone interested in Scrum outside of the
software development industry. Regardless of what field you are in, this book specifically
points out areas that may challenge you and your organization with adopting Scrum.
Perhaps you are new to Agile/Scrum, have heard a few buzzwords, but the core concepts
are not familiar yet. Perhaps you are an Agile/Scrum veteran who wants to avoid
roadblocks or improve implementation. Regardless of where you are on your path to
mastery, this book is intended to help you maximize the benefits of Scrum.
WHAT YOU’LL FIND IN THIS BOOK:
· When and why to use Scrum
· In-depth coverage of the roles, meetings, and artifacts in Scrum
· Clear answers to frequently asked questions
· Common pitfalls and how to avoid them
· Practical case studies and examples
· Tips and tricks for maximizing success
· Full glossary of terms and definitions
WHAT YOU WON’T FIND IN THIS BOOK:
· Technobabble and industry jargon
· Software references
· Boring charts and meaningless statistics
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