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Master proven processes for improving development with Scrum and Azure DevOpsThis guide
can help any development team plan, track, and manage work far more effectively, by combining
today's leading agile framework (Scrum) and Microsoft's ALM/DevOps toolset (Azure DevOps).
Renowned Scrum expert Richard Hundhausen thoroughly covers team formation, backlogs,
Sprints, test plans, collaboration, flow, continuous improvement, Azure Boards, Azure Test
Plans, and the real-world tradeoffs associated with DevOps. Throughout, you'll find practical, in-
the-trenches tips from experienced Professional Scrum Developers. To make this guide even
more valuable, Hundhausen has organized it to complement Scrum.org's popular Professional
Scrum Developer (PSD) program, which he created with Scrum.org's Ken Schwaber, author of
this book's Foreword.Professional Scrum Trainer Richard Hundhausen shows how to: Deepen
your understanding of the Scrum framework and Professional Scrum as based on the 2020
Scrum Guide.Provide proven work item planning and tracking, and quickly drive value from
Azure BoardsImprove your Scrum “pre-game”: the tasks you'll perform before your first
SprintUse Azure DevOps to create and manage backlogs, plan Sprints, and collaborate
throughout themImprove at scale with Scaled Professional Scrum and the Nexus scaled Scrum
frameworkRecognize which practices are still most efficiently performed without toolsDefine and
optimize team flow, overcome common dysfunctions, and evolve into a high-performance
Professional Scrum TeamAbout This BookFor everyone who works with or relies on Scrum,
including developers, designers, architects, testers, business analysts, Product Owners, Scrum
Masters, managers, and other stakeholdersFocuses primarily on using Scrum for software
products, but can support development of adaptive solutions for any complex problem
performance Professional Scrum Team

About the AuthorRICHARD HUNDHAUSEN is the president of Accentient, a company that helps
software organizations and teams deliver better products by understanding and leveraging
Azure DevOps and Scrum. He is a Professional Scrum Trainer and co-creator of the Nexus
Scaled Scrum framework. As a software developer, consultant, and trainer with nearly 40 years
of experience, he understands that software is built and delivered by people and not by
processes or tools. You can reach Richard at richard@accentient.com.--This text refers to the
paperback edition.
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Praise for this book“Scrum is described as taking 10 minutes to learn and a lifetime to master. In
this book, Richard provides tips and tricks to mastering Scrum. He marries the practical with the
abstract, providing a foundation of learning that helps Developers deliver high-value products
and solve complex problems. If you are using Azure DevOps and want to get better at doing it,
then this is the book for you.”—Dave West, Product Owner and CEO“Like it or not, many teams
need tooling to help them with their Scrum implementation. That’s where Richard comes in. His
knowledge and passion shine through in all that he touches—especially in this essential guide
for how to use Azure DevOps for Scrum Teams. If you know anything about Richard, and you are
using Azure DevOps with Scrum, then you’ll know this book is a must-read.”—Daniel Vacanti,
Co-founder, ActionableAgile“In this book, Richard Hundhausen does a great job explaining and
connecting the domains of Professional Scrum with professional development using Microsoft
Azure DevOps. Richard introduces the history and current state in both domains and makes the
book even richer with personal tips and illustrations through case studies.”—Gunther Verheyen,
independent Scrum Caretaker, Professional Scrum Trainer“Scrum is a framework that is easy to
understand but difficult to master. Richard takes the difficult out of the equation for you. What
sets him apart from all others is his ability to help others not only understand Scrum, but become
masters at it.”—Chris Roan, Wells Fargo Agile Transformation Leader“If you’re working on a
Scrum team, do yourself a favor and read this book. In it, Richard distills his many years of
practical experience leading Scrum teams in order to help you and your team accelerate your
DevOps transformation. If you want to deliver more customer value at higher velocity, there’s no
better place to start.”—Jeff Beehler, Senior Director, Product Operations, GitHub, Inc.“During my
time on the Azure DevOps team, I became aware of Richard’s passion for Professional Scrum
and his desire for us to build the tool in a way that Scrum Teams would love it. The essence of
DevOps is to get a right blend of processes, tools, and people working seamlessly to deliver
customer value. Combine that with Scrum and you have a winner. Richard does a great job of
taking the theory of Scrum and converting it into specific sets of actions that everyone in a team
(Product Owners, Developers, Testers, stakeholders, etc.) can follow. If you want to be an expert
at Scrum while putting it into day-to-day practice using Azure DevOps, this is the book for you!”—
Ravi Shanker, Principal Group Program Manager and former Product Owner for Azure Test
Plans“Richard successfully weaves three important concepts: Azure Devops, Scrum, and
creating quality code. This book is a must-read for anyone interested in end-to-end solutioning
within the Microsoft development environment.”—Donis Marshall, Microsoft MVP, Professional
Scrum Developer, President of Innovation in Software“Richard has been at the forefront of agile
and Scrum since the beginning and was the first ALM/DevOps MVP. The book shows his vast
knowledge and understanding of Professional Scrum and Azure DevOps. It’s a must-have for
teams to continue on their improvement journey.”—Philip Japikse, CTO Pintas & Mullins,
Microsoft MVP, Professional Scrum Trainer“Scrum is simple—or it seems that way until you



actually try to implement it. The great thing about Richard’s book is that it gives readers practical
implementation advice to translate the simple words in the Scrum Guide into valuable actions by
their teams.”—Steve Porter, Professional Series Manager, Professional Scrum Trainer“Azure
DevOps is a suite of tools and Scrum is a framework used to deliver a product in an iterative and
incremental way. Both have a lot in common but are totally different beasts. Richard blends them
together in a surprisingly delightful and easy-to-digest way that clearly explains how and where
to apply both to help teams deliver better and more valuable software together.”—Jesse
Houwing, Lead Consultant at Xpirit, Professional Scrum Trainer, Microsoft MVP“If you are
working with Azure DevOps, then this book should be required reading for everyone who
touches that system. With 80 percent of all development teams using Scrum, this is the book to
help you do Professional Scrum within Azure DevOps and improve the likelihood of success of
your team.”—Martin Hinshelwod, naked Agility, Professional Scrum Trainer, Azure DevOps
MVP“Scrum is simple to understand but extremely hard to implement well. In his book Richard
offers battle-hardened experience and practices with which mastering Scrum becomes
achievable using Azure DevOps.”—Ognjen Bajic, Professional Scrum Trainer, Azure DevOps
MVP“Richard draws on his expertise as a Professional Scrum Trainer and DevOps guru to write
a fantastic book that describes the “why” and the “how” of doing Scrum with Azure DevOps.
Clear and well written, this should be on your bookshelf if you are using Azure DevOps with
Scrum.”—Simon Reindl, Professional Scrum Trainer“Just by following Richard’s actionable
recommendations, even first-time users will get a properly configured and productive
implementation of Professional Scrum with Azure DevOps. Experienced practitioners will be
able to confront their ways of work and experiences with real-world advice from the book.”—Ana
Roje Ivancic, Professional Scrum Trainer, Azure DevOps MVP“I use Azure DevOps every day. I
did not realize how much I had to learn until I read Professional Scrum Development with Azure
DevOps. It is filled with expert guidance for maximizing value for your team!”—Cory Isakson,
Microsoft Senior Consultant“If you have to read one book about Scrum, make it the one you are
holding right now. This book teaches you everything you need to know about Professional
Scrum Development—clear and concise, without the fluff.”—Martin Kulov, Microsoft DevOps
MVP, Microsoft Regional Director
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ForewordBy 2001, the software industry was in trouble—more projects were failing than
succeeding. Customers began demanding contracts with penalties and sending work offshore.
Some software developers, though, had increasing success with a development process known
as “lightweight.” Almost uniformly, these processes were based on the well-known iterative,
incremental process.In February 2001, these developers issued a manifesto—the Agile
Manifesto. The Manifesto called for Agile software development based on four principle values
and twelve underlying principles. Two of the principles were 1) to satisfy customers through early
and continuous delivery of working software, and 2) to deliver working software frequently, from
a couple of weeks to a couple of months, with a preference for the shorter timescale.By 2009,
the Scrum Agile process was used predominantly. A simple framework, it provided an easily
adopted iterative incremental framework for software development. It also incorporated the Agile
Manifesto’s values and principles. The two authors of Scrum, Jeff Sutherland and myself, also
were among the authors of the Agile Manifesto.I had anticipated some of the difficulties
organizations (and even teams) would face when they adopted Scrum. However, I believed that
developers would bloom in a Scrum environment. Stifled and choked by waterfall, developers
would stand tall, employing development practices, collaboration, and tooling that nobody had
time to use in waterfall projects.Much to my surprise, this was only true for perhaps 20 percent of
all software developers.In 2009, Martin Fowler characterized most Agile software development
as “flaccid”:There’s a mess I’ve heard about with quite a few projects recently. It works out like
this:■ They want to use an Agile process, and pick Scrum.■ They adopt the Scrum practices,
and maybe even the principles.■ After a while, progress is slow because the codebase is a
mess.What’s happened is that they haven’t paid enough attention to the internal quality of their
software. If you make that mistake you’ll soon find your productivity dragged down because it’s
much harder to add new features than you’d like. You’ve taken on a crippling Technical Debt and
your Scrum has gone weak at the knees. (And if you’ve been in a real scrum, you'll know that's a



Bad Thing.)”Martin’s description of flaccid Scrum resonated with our experience. Most
developers were skilled, but not adequately skilled in the three dimensions required to rapidly
build complete increments of usable functionality. These dimensions are:■ People The ability
to work in a small, cross-functional, self-managing team.■ Practices The knowledge of and
ability to apply modern engineering practices that short cycle development
mandates.■ Tooling Tools that integrate and automate these practices so that successive
increments can be rapidly integrated without the drag of exponentially accruing artifacts that
must be handled manually.We put our business on hold while we worked through 2009 to create
what has become known as the Professional Scrum Developer program. Offered in a three-day
format, we formulated a workshop. The input was developers whose knowledge and capabilities
produced flaccid increments. The output were teams of developers who had developed solid
increments of software called for by the Agile Manifesto and demanded by the modern,
competitive organization.Richard has been there since the beginning. His book, Professional
Scrum Development with Azure DevOps, continues his participation in the movement started by
us few in 2009.When you read Richard’s book, you can learn the three dimensions needed for
Agile software development: people, practices, and tools. Just like in the course, Richard
intertwines them into something you can absorb. If you are on a Scrum team, read Richard’s
book. List the called-for practices. Identify which practices pose challenges to your team. Order
them by their greatest impact. Then remediate them, one by one.Many people spend money
going to Agile conferences. Save the money and more by buying this book, discussing it with
others, and going to meetups and code camps—the “un-conferences” for the serious.Richard
and I look forward to your increased skill. Our industry and our society need it. Software is the
last great scalable resource needed by our increasingly complex society. The effective,
productive teamwork of Agile teams is the basis of problem solving that our society also
needs.Scrum on!Ken SchwaberCo-creator of Scrum

IntroductionScrum is a framework for developing and sustaining complex products such as
software. Scrum is just a set of rules, as defined in the Scrum Guide (), and it describes the
roles, events, and artifacts, as well as the rules that bind them together. When used correctly,
this framework enables a team to address complex problems while productively and creatively
delivering products of the highest possible value. Scrum is an Agile method. In fact, it is the most
popular Agile method in use today.Scrum employs an iterative and incremental approach to
optimizing predictability and controlling risk. This is due to the empirical process control nature
of Scrum. Through proper use of inspection, adaptation, and transparency, a Scrum Team can
try a new way of doing something (an experiment) and gauge its usefulness after a short
iteration. They can then collectively decide to embrace, extend, or drop the practice. This
includes the tools a team uses and how they use them.Combining Scrum with the tools found in
Microsoft Azure DevOps is a powerful marriage. It is the purpose of this book to establish a
baseline understanding of Scrum and how Scrum is supported in Azure DevOps. I will also



illustrate which practices provide more value when executed without the use of tools. In addition,
I will point out the tools that have been erroneously marketed as agile and contrast them with
more preferred practices.In software development, anything and everything can change in a
moment’s notice. Healthy teams know this. They also know that continuously inspecting and
adapting the way things are done is a way of life. High-performance Scrum Teams take this a
step further. They know that within every impediment or dysfunction is an opportunity to learn
and improve. Reading this book is a great first step.Who Should Read This BookThis book will
be of value to any member of a software development team that uses Scrum or is considering
using Scrum. I primarily focus on the responsibilities and tasks of the developer (which in Scrum
includes designers, architects, coders, testers, technical writers, etc.). Product Owners and
Scrum Masters will also derive value from this book, as they will be using many of the same
Azure DevOps tools to plan and manage their work and assess progress. Stakeholders,
including customers, users, sponsors, and managers, will also gain value from this book,
especially when they learn what they should and should not do according to the rules of Scrum
and which tools in Azure DevOps support these rules.This book primarily focuses on using
Scrum for software products, mostly because that’s the target domain for Azure DevOps. Much
of this book, however, is applicable beyond software development and IT projects. Since Scrum
is a lightweight framework for developing adaptive solutions for all types of complex problems,
the guidance in this book can apply to developing any kind of product, such as a service, a
physical product, or something more abstract.This Book Might Not Be for You If . . .This book is
intended for teams using Scrum and Azure DevOps together as they develop complex products,
such as software. It won’t provide as much value for non-Scrum teams or Scrum teams
developing products that are not complex. It won’t provide any value for teams running formal
waterfall or sequential software development projects, except to hopefully change the minds of
such proponents. Likewise, if a team is using Scrum but not yet using Azure DevOps, the bulk of
the book won’t be very interesting, except to define and highlight Professional Scrum and point
out what goodness those teams might be missing out on. This is also the case for teams using
older versions of Team Foundation Server, which won’t contain the latest, high-value, team-
based tools for planning and managing work and enabling team collaboration.If you are looking
for “best practices,” then you have the wrong book and the wrong author. I refuse to use that term
because it implies a couple of wrong assumptions: (1) that this practice truly is “best” for all
teams working on all products in all organizations, and (2) that a team can stop looking and
experimenting once they’ve found that best practice. I prefer the term “proven practice” instead.
Regardless of what you or I call it, this book is full of many practices for you and your team to
consider on its improvement journey.Organization of This BookThis book is divided into three
sections, each of which focuses on a different aspect of the marriage of Professional Scrum and
Azure DevOps. Part I, “Scrumdamentals,” sets a baseline understanding of the Scrum
framework, Professional Scrum, Azure DevOps, and specifically the Azure Boards service. Part
II, “Practicing Professional Scrum,” consists of several chapters detailing the practical application



of how a Professional Scrum Team would use the relevant features of Azure DevOps to create
and manage a Product Backlog, plan a Sprint, create a Sprint Backlog, and effectively
collaborate during the Sprint. Part III, “Improving,” includes a chapter on defining and improving a
Scrum Team’s flow, identifying common challenges and dysfunctions in order to remove them,
and using techniques to continually improve your game of Scrum. There is also a chapter on
how to improve at scale by adopting Scaled Professional Scrum using the Nexus scaled Scrum
framework. By reading all sections sequentially, you will see how Azure DevOps and Scrum can
be used together in an effective way and how a Scrum Team can evolve into a Professional
Scrum Team and, further, into a high-performance Professional Scrum Team.Throughout each
chapter, I suggest and recommend many practices and patterns of working. I use terms like
Professional Scrum Team and high-performance Scrum Team to differentiate from garden-
variety Scrum Teams—those practicing mechanical Scrum without attention to inspection,
adaptation, and improving. At times you may dismiss my guidance as “magical thinking” and
assume that I don’t live in the real world. You may think that the ideas I propose won’t work for
your team, with your people, in your organization. Although it’s true that I don’t know the specifics
of your organization, I’m confident that improvement can be made regardless of the amount of
friction you might face. I’ve seen it and hundreds of my Professional Scrum Trainer colleagues
have, too. Keep in mind that my descriptions of these high-performance behaviors should be
considered a vision or “perfection goal” of what your team can achieve. It will be hard. It will take
time. It will take help. Ultimately it will be people like you who lead the improvement
journey.Finding Your Best Starting Point in This BookThe different sections of Professional
Scrum Development with Azure DevOps cover a range of topics. Depending on your needs and
your existing understanding of Scrum, Azure DevOps, and the related practices, you may wish
to focus on specific areas of the book. Use the following table to determine how best to proceed
through the book.If you areFollow these stepsNew to Scrum or have never heard of itRead the
Scrum Guide and then read Chapter 1New to Professional Scrum or have never heard of itRead
Chapter 1New to Azure DevOps or its suite of toolsRead Chapter 2New to the Azure Boards
service or want to know how to create a custom, Professional Scrum processRead Chapter
3Familiar with Scrum and Azure DevOps and only want to learn how to set up Azure DevOps for
a Scrum TeamRead Chapter 4Familiar with Scrum and Azure DevOps and only want to learn
how to plan a Sprint and create a Sprint BacklogRead Chapter 6New to the concept of
acceptance test-driven development and how to plan and track a Sprint using Azure Test
PlansRead Chapter 7New to the concept of flow or how a Scrum Team can use the Kanban
board to visualize work and manage its flowRead Chapter 9Facing common Scrum challenges
and are interested in overcoming dysfunctional behaviorRead Chapter 10Facing a scaling
situation where several Scrum Teams are collaborating to build a common productRead Chapter
11Conventions and Features in This BookThis book presents information using conventions
designed to make the information readable and easy to follow.■ Screenshots from relevant
Azure DevOps features are provided for your reference.■ Boxed elements with labels such as



“Note” or “Tip” provide additional information and guidance related to the subject.■ Some
notes and tips are practical guidance provided by fellow Professional Scrum Developers and
Professional Scrum Trainers who have helped review this book.In addition, I have included two
additional boxed elements, one labeled “Smells” and the other labeled “Fabrikam Fiber Case
Study.”Smell Throughout this book, I point out specific situations and traps that a Scrum Team or
its members should avoid. I refer to these as smells. These smells typically—but not always—
indicate an underlying dysfunction or other unhealthy behavior. For teams new to Scrum, these
smells may be hard to identify. Once they are brought to light, however, they should be mitigated
and used as learning opportunities. As a team improves, it should be able to recognize
dysfunction on its own, as well as remove it. Professional Scrum Teams have the ability to
identify potential waste or dysfunction, evaluate the risks, and even decide to opt in to specific
behaviors, including those that may be a smell to the uneducated.Fabrikam Fiber Case StudyAs
you flip through the pages, you will read about Fabrikam Fiber as our case study. Fabrikam Fiber
is a fictional broadband communications provider (think: Cox, Sparklight, Charter/Spectrum,
Comcast, etc.). Fabrikam Fiber is a large corporation that provides services for multiple U.S.
states. They also use an on-premises web application for their customer service representatives
to create and manage tickets for customer support issues. The team has been using Scrum for
some time and has recently moved to Azure DevOps. My opinions on healthy and unhealthy
behaviors are made evident through the choices made by the Fabrikam Fiber Scrum
Team.System RequirementsAlthough this book does not contain any hands-on exercises, I
encourage you to sign up for Azure DevOps Services in order to experiment and learn as you
read. It takes only a few minutes to create an organization, and the first five users are free on the
Basic Plan—which is more than adequate for you and some colleagues to use all the features
mentioned in this book. Azure DevOps Services is a cloud-based SaaS offering delivering new
features every three weeks, which means that the screenshots in this book may not match what
you see in your browser.In addition, you may want to download Visual Studio Community Edition
or Visual Studio Code to explore how they connect to Azure DevOps and how they can be used
for collaboration using Azure Boards and Azure Repos. Both of these products are
free.Downloads: Code SamplesThis book contains no code samples.AcknowledgmentsThere
are several people who helped me write this book. Thanks to: Loretta Yates for giving me
another opportunity to write for Microsoft Press; Charvi Arora, Tracey Croom, Elizabeth Welch,
Songlin Qiu, Vaishnavi Venkatesan and Donna Mulder for patiently reviewing my content and
helping me get the styles right; Donis Marshall for inspiring me to write another book and giving
me such direct (and valuable) feedback; Dan Hellem for answering scores of Azure Boards
questions and reviewing chapters; Phil Japikse, Simon Reindl, Brian Randell, Ognjen Bajić, Ana
Roje Ivančić, Martin Kulov, Cory Isakson, David Corbin, Charles Revell, Daniel Vacanti, and
Christian Hassa for providing some great ideas and helping me sharpen the message; and Ken
Schwaber and Jeff Sutherland for updating the Scrum Guide after I was almost done writing this
book. Errata, Updates, and Book SupportWe’ve made every effort to ensure the accuracy of this



book and its companion content. You can access updates to this book—in the form of a list of
submitted errata and their related corrections—at:If you discover an error that is not already
listed, please submit it to us at the same page.For additional book support and information,
please visit .Please note that product support for Microsoft software and hardware is not offered
through the previous addresses. For help with Microsoft software or hardware, go to .Stay in
TouchLet’s keep the conversation going! We’re on Twitter:

Part IScrumdamentalsCHAPTER 1 Professional ScrumCHAPTER 2 Azure
DevOpsCHAPTER 3 Azure BoardsThe chapters in this section establish a baseline
understanding of the three areas that every Professional Scrum practitioner using Microsoft’s
DevOps tools must know:■ Scrum, and more specifically, Professional Scrum■ Microsoft
Azure DevOps (broadly)■ Microsoft Azure Boards (specifically)I begin by looking at Scrum and
the rules of Scrum. The focus is on how and when a Developer interacts with the Product Owner
and Scrum Master, participates in the various Scrum events, and interacts with the various
Scrum artifacts. It’s important for all Developers to understand the rules of Scrum and what’s
expected of them and their team, as well as when and how they should interact with the Product
Owner, Scrum Master, stakeholders, and various artifacts.Note In the 2020 Scrum Guide, the
Development Team role was replaced with the Developer role. The goal was to eliminate the
concept of a separate team within a team that led to “proxy” or “us and them” behavior between
the Product Owner and Development Team. There is now just one team—the Scrum Team—and
it is focused on the same objective, with three different sets of accountabilities: Product Owner,
Scrum Master, and Developers. Remember, Scrum recognizes a tester, coder, designer,
architect, analyst, database professional, technical writer as simply . . . a Developer.The
remaining chapters in this section are more technical in nature and cover the tools found in
Azure DevOps, specifically Azure Boards. I focus on the cloud-hosted Azure DevOps Services,
rather than the on-premises Azure DevOps Server. Although many DevOps tools are available to
a Scrum Team, I endeavor to list and discuss only those relevant to practicing Professional
Scrum. I also point out which shiny tools are better left in the toolbox, allowing the team to
exercise higher-valued collaborative practices instead. After all, we value individuals and
interactions over process and tools, right?

Chapter 1Professional ScrumScrum is a lightweight framework that helps people, teams, and
organizations generate value through adaptive solutions for complex problems. Software is a
complex problem. Therefore, Scrum is ideal for managing the development of software in order
to find solutions in an adaptive way. Software development doesn’t generate the same output
every time, given a certain input. Scrum embraces this fact, and because of its empirical nature,
it promotes the use of experimentation in order to inspect and adapt.Scrum is not a
methodology or a process. It is only a framework. In other words, if you take Scrum and add your
own complementary practices, such as acceptance test-driven development, what you will end



up with is your process. Teams can leverage Scrum’s empirical attributes to regularly see the
effectiveness of its practices and make changes accordingly. I will introduce you to many
complementary practices in this book for your consideration.Note Scrum is founded on empirical
process control theory and lean thinking. Empiricism asserts that knowledge comes from
experience and making decisions based on what is known. Lean thinking leads to reduction in
waste while focusing on the essentials.Even today, more than 60 years into the evolution of
software development, the chances are still good that a medium-sized to large-sized software
project will fail. Fortunately, our industry has finally noticed, understands, and has started to
respond to this problem. Some organizations have improved their odds. Evidence shows that
agile practices, such as Scrum, are leading these successes.Tip Using a software development
analogy, you can think of agile as being an interface. Agile defines four abstract values and 12
abstract principles (). Although there are many ways to implement these values and principles,
the Agile Manifesto does not describe them. Scrum does. You can think of Scrum as a concrete
class that implements the agile values and principles through its roles, events, artifacts, and
rules.Agile teams know that they must continuously inspect and adapt—not just their product,
but their process and practices as well. Being book-smart on Scrum, DevOps, and Microsoft’s
tools is a good start. Having experience using them together in practice is better. Being able to
identify and act on opportunities for improvement as you use them is awesome! It’s being a
professional. That should be your goal. Don’t just settle for a project that doesn’t fail. Strive for
completing the project better, with more value, and with more learning than the spectators
thought possible.The Scrum GuideScrum has been around since the early 1990s. During that
time, Scrum’s definition and related practices have come from books, presentations, and
professionals doing their best to explain it. Unfortunately, those messages were not always
accurate and almost never consistent. Even the two creators, Ken Schwaber and Jeff
Sutherland, were inconsistent at times. Scrum, as it has emerged today, doesn’t look like it did
25 years ago.In 2009, codified Scrum by creating and publishing the Scrum Guide. This free
guide represents the official rules of Scrum and is maintained by Scrum’s creators, Schwaber
and Sutherland. It is very concise. In fact, the 2020 version PDF is only 14 pages. It is available in
30 languages and downloadable at .The Scrum Guide is a great reference that you can use
even as you are reading this book. As you read the guide, you will see that Scrum is lightweight
and quite easy to understand. Unfortunately, it is extremely difficult to master. The Scrum Guide
will continue to be updated and may supersede the guidance you read in this chapter and the
rest of the book.Tip You can think of Scrum as being like the game of chess. Both have rules. For
example, Scrum doesn’t allow two Product Owners just as chess doesn’t allow a player to have
two kings. When you play chess, it is expected that you play by the rules. If you don’t, then you’re
not playing chess. This is the same with Scrum. Another way to think about it is that both Scrum
and chess do not fail or succeed. Only the players fail or succeed. Those who keep playing by
the rules will eventually improve, though it will take time to master the game.The Scrum
framework consists of the Scrum Team and the associated roles, events, artifacts, and rules.



Each of these elements serves a specific purpose, as you will see in this chapter. The rules of
Scrum, as defined in the Scrum Guide, bind together these roles, events, and artifacts. Following
these rules is essential to the success of a team’s ability to use Scrum and, more importantly, to
the successful development and delivery of a high-value, high-quality product. Changing the
core design or ideas of Scrum, leaving out elements, or not following its rules covers up
problems and limits the benefits Scrum provides, potentially even rendering it useless.Scrum is
free and offered in the Scrum Guide. Scrum’s roles, events, artifacts, and rules are immutable,
and although implementing only parts of Scrum is possible, the result is not Scrum. Scrum exists
only in its entirety and functions well as a container for other practices, techniques, and
methodologies. I often describe Scrum as “a framework within which a team can experiment with
various complementary practices.”The Pillars of ScrumScrum is founded on empiricism and lean
thinking. Empiricism asserts that knowledge comes from experience and making decisions
based on what is observed and known. Lean thinking reduces waste and focuses on the
essentials. Scrum employs an iterative, incremental approach to optimize predictability and to
control risk. Scrum engages groups of people who collectively have all the skills and expertise to
do the work and share or acquire such skills as needed.Scrum combines four formal events for
inspection and adaptation within a containing event—the Sprint. These events work because
they implement the empirical Scrum pillars of inspection, adaptation, and transparency. I will
cover events later in this chapter, but I want to spend a moment defining these three pillars of
Scrum:■ Inspection The Scrum artifacts and the progress toward agreed goals must be
inspected frequently and diligently to detect potentially undesirable variances or problems. To
help with inspection, Scrum provides cadence in the form of its events. Inspection enables
adaptation. Inspection without adaptation is considered pointless. Scrum’s events are designed
to provoke change and improvement.■ Adaptation If any aspects of a process deviate outside
acceptable limits or if the resulting product is unacceptable, the process being applied or the
item being produced must be adjusted. The adjustment must be made as soon as possible to
minimize further deviation. Adaptation becomes more difficult when the people involved are not
empowered or self-managing. A Scrum Team is expected to adapt the moment it learns anything
new through inspection.■ Transparency The emergent process and work must be visible to
those performing the work as well as those receiving the work. With Scrum, important decisions
are based on the perceived state of its three formal artifacts. Artifacts that have low transparency
can lead to decisions that diminish value and increase risk. Transparency enables inspection.
Inspection and adaptation without transparency is misleading and wasteful.Scrum in ActionIf
you study the Scrum Guide, you can understand the components and related rules, but you
won’t necessarily see how they flow together. Doing so requires you to actually experience
Scrum while developing a product on a team. As a substitute for that experience, Figure 1-1 was
created by to help illustrate the Scrum framework in action.FIGURE 1-1 The Scrum
Framework.In Scrum, the product is the vehicle that delivers value. The product could be a
service, a physical product, or something more abstract. The product has a clear boundary,



known stakeholders, and well-defined users or customers. Software fits this definition nicely,
although Scrum can be used for so much more than software. That said, and because this is
also a book about Azure DevOps, I will be describing Scrum and Professional Scrum in the
context of software being the product.The Product Goal describes a future state of the product
which can serve as a target for the Scrum Team to plan against. The Product Goal is the long-
term objective for the Scrum Team. They must fulfill (or abandon) one objective before taking on
the next. An example of a Product Goal for software might be “to achieve 100k downloads from
the app store.”The Product Backlog is an ordered list of everything that is known to be needed to
achieve Product Goals. It is the single source for any changes to be made to the product and it is
emergent – meaning that it will evolve continuously due to variation in business conditions, the
domain, and technology. Each item in this list is a Product Backlog item (PBI). For software, the
Product Backlog includes features to be implemented, bugs to be fixed, and experiments to be
conducted. The Product Owner is accountable for managing the product’s expectations, risks,
and outcomes as well as ensuring that the Product Backlog is ordered (prioritized), made
transparent (available), and understood.The Developers collaborate with the Product Owner,
and others as needed, during Sprint Planning and Product Backlog refinement to understand,
estimate, and forecast PBIs. The Product Owner orders the Product Backlog according to one or
more factors, such as ROI (value/size) of those PBIs, risk, business priority, dependency, and
learning opportunity.The Sprint is a fixed-length period of time that contains the other Scrum
events. A Sprint should be one month or less in duration in order to lower risk and create
consistency. A new Sprint starts immediately after the conclusion of the previous Sprint.The first
event within a Sprint is Sprint Planning. In this timeboxed event, the Scrum Team collaborates to
forecast and plan the work of the Sprint. The PBIs toward the top of the Product Backlog that can
best achieve the Product Goal will be considered. The Scrum Team collaborates to forecast
those items that it believes it can complete by the end of the Sprint. A Sprint Goal is crafted, and
the Sprint Backlog emerges. The Sprint Backlog contains those forecasted items plus a plan for
delivering them. The Sprint Backlog shows the work remaining in the Sprint at all times.The bulk
of the Sprint will be spent working to achieve the Sprint Goal through the development of the
items in the Sprint Backlog. The rules of Scrum are fairly quiet on what occurs each day during
development. The Developers must meet regularly for the Daily Scrum to synchronize on the
plan for the next 24 hours.If necessary, the Developers should also meet with the Product Owner
to refine the Product Backlog. During refinement, items in the Product Backlog are given
additional detail and estimates. This keeps the Product Backlog healthy so that the Product
Owner can have more meaningful conversations with stakeholders, plan releases, and make
better decisions on what to do next.During the Sprint, the Scrum Team completes items in their
Sprint Backlog according to the Definition of Done. This definition lists the practices and
standards that must be met for every item before it can be considered complete. If a Definition of
Done doesn’t already exist, then it is created by the Scrum Team. It’s important for everyone to
understand the definition because it will be used to facilitate the inspection of progress and



quality. Work that does not meet the Definition of Done is . . . not done, and cannot be released. It
should also not be inspected at the Sprint Review.Ideally, the Developers collaborate with the
Product Owner throughout the Sprint to ensure that a great product emerges. If the Developers
complete their forecasted work early, they should collaborate with the Product Owner to find
additional PBIs to work on. Conversely, at the first inclination that the Developers suspect that
they won’t be able to complete their forecasted work, they should collaborate with the Product
Owner to identify and discuss trade-offs and modify the Sprint Backlog in a way that does not
sacrifice quality or alter the Sprint Goal.An Increment is a useful and valuable body of
inspectable work that meets the Definition of Done. An Increment is made up of one or more of
the done PBIs that were forecasted for the Sprint. The Increment is inspected during Sprint
Review. The Product Owner may invite various stakeholders to the Sprint Review for their
feedback. This feedback is captured and might end up as new items in the Product Backlog.
Existing PBIs may also need to be updated or removed. Stakeholder feedback may influence the
Product Owner’s decision on releasing, continuing development, or stopping it altogether. These
latter decisions should be based on business reasons, not quality reasons. Regardless of when
the Increment is released, the Scrum Team should always develop the Increment as though it
were going to be released. This may include being released multiple times during the Sprint—
which Scrum totally supports.The last event in the Sprint is the Sprint Retrospective. This is an
opportunity for the Scrum Team to inspect themselves and how they work in order to adapt their
practices and process so that they can improve. If improvement experiments are identified, the
team should create an actionable plan for the next Sprint. To ensure continuous improvement,
the Scrum Team should identify at least one high-priority process improvement and enact it
during the next Sprint. Nothing is out of scope during a Sprint Retrospective—people,
relationships, process, practices, and tools can all be discussed. The Scrum Team may also
decide to adjust its Definition of Done in order to increase quality. After the Sprint Retrospective,
the next Sprint begins, and the cycle repeats.Scrum RolesThe group of individuals who are
responsible for, and committed to, building the product and meeting its goals is known as the
Scrum Team. The Scrum Team consists of the following Scrum roles:■ Product
Owner■ Developers■ Scrum MasterIf you think of the roles in terms of providing service, the
Developers serve the Product Owner, whereas the Scrum Master serves everyone. Therefore,
the Developers can exert a strong influence to select (that is, hire or fire) the Scrum Master. The
Product Owner can exert a strong influence to select the Developers that they want doing the
work (HR policies and procedures notwithstanding). Because of this separation of duties, the
roles should be played by separate individuals. This mitigates any chance of a conflict of
interest. Smaller teams may find it necessary to combine roles.DevelopersDevelopers are the
professionals on the Scrum Team who are capable of designing, building, testing, and delivering
a Done, releasable product. There are between three and nine Developers on a Scrum Team—a
small enough number to enable them to easily communicate and be nimble, while being large
enough to be cross-functional and collaborate in the complex space, such as software



development.A team with only two Developers doesn’t need Scrum, since they can simply
communicate directly and be productive. Also, there is a greater chance that those two
Developers won’t have all the skills required to do all the work. On the other hand, teams with
more than nine Developers require too much coordination. These larger teams tend to generate
too much complexity to derive value from Scrum’s empiricism. For situations with more than nine
Developers, multiple Scrum Teams may need to be formed, or even a Nexus. I’ll talk more about
the Nexus and Scaled Professional Scrum in Chapter 11, “Scaled Professional Scrum.”Note The
Product Owner and Scrum Master are not considered in this count of 3–9 Developers unless
they are also a Developer who will be working out of the Sprint Backlog during the Sprint.
Regardless, the Scrum Team is typically 10 or fewer people.It’s important to note just because a
person is playing the Scrum role of Developer, that does not necessarily mean that they are a
developer in the classic sense—someone who develops/writes code. Depending on the task,
they may be developing architecture, developing user interfaces, developing test cases,
developing database schema, developing deployment pipelines, developing test results,
developing installers, or developing documentation. Everyone develops something.Table 1-1
lists the high-level activities that the Developers on a Scrum Team will perform.TABLE 1-1
Developer activities within Scrum.ActivityWhenCollaborating with the Product Owner to forecast
the Sprint’s work and craft a Sprint GoalSprint PlanningCollaborating with fellow Developers on
a plan to implement the forecasted workSprint Planning, Daily Scrum, or as neededParticipating
in the Daily ScrumDailyDeveloping the Increment according to the Definition of DoneAfter Sprint
Planning and prior to Sprint ReviewCollaborating with the Product Owner to refine the Product
BacklogDuring the Sprint as determined by the Scrum TeamCollaboratively identifying additional
development when forecasted work is completed earlyDuring the Sprint as
neededCollaboratively discussing trade-offs and creating a contingency plan for when
forecasted work can’t be completedDuring the Sprint as neededAssisting stakeholders with
inspecting the Increment and eliciting feedbackSprint Review or any time during the Sprint as
neededReflecting on the process and practices in order to identify experiments for
improvementSprint RetrospectiveInspecting, adapting, learning, and improving—living the
Scrum ValuesAlwaysDon’t assume that a Developer will execute only those types of tasks they
are good at or familiar with. For example, just because Dieter has a background in database
programming, that doesn’t mean he’ll be the one executing those types of tasks. If, during the
Sprint, it is decided that the next logical task to execute requires database programming and
Dieter is not available, another Developer should jump in and take on that work if at all possible.
During development, the person who is best suited to perform a given task will emerge based on
many factors, including expertise and availability. It is for this reason that any Sprint Backlog
estimates are made by the Developers as a collective, not individuals—even if those individuals
are specialists or even experts within those domains. It’s also why a Scrum Team should have
more than one Developer with a necessary skillset. I will dive deeper into this in Chapter 8,
“Effective Collaboration.”Tip I find very few Scrum Teams whose members refer to each other as



“Developers.“ There is still a reflex to equate “developer” to programmer or coder. Our industry
reinforces this. For these teams, and for the time being, using the term “team member” may be a
suitable substitute—and be more inclusive for testers, designers, and other nonprogrammers.As
a collective, the Developers must be cross-functional. This means that there must be at least
one Developer on the Scrum Team who has the necessary skill to execute every type of work
required. In other words, the Developers—as a whole—must have all the skills needed to
complete their work. Being cross-functional doesn’t mean that each Developer is cross-
functional—although that would be awesome. Ideally, there will be more than one Developer
who has a required skill. If not, then the team should strive to correct that by pairing and sharing,
or by leveraging some other instructional techniques during development. Having only one
Developer on a team with a key skill is a risk.The composition of the Scrum Team does not
change during the Sprint. If it must change, it should only change “in-between” Sprints. This is
typically the result of a decision made collaboratively during the Sprint Retrospective. Changes
may include adding a new team member, swapping a member with another team, removing a
team member, or changing a team member’s role or capacity. Keep in mind that any change to
the team composition is a disruption. Productivity may initially decrease for a time and then
should (hopefully) increase again. If the Scrum Team tracks velocity or Throughput, the
disruption will be apparent.Note Velocity is a historical measure of PBIs that a Scrum Team has
been able to deliver. Velocity can be measured in the number, size/effort (such as points), or
business value of those items. Velocity of a single Sprint is not useful, but tracking it over several
Sprints shows the general direction of productivity of a team. Once velocity has normalized, it
can be useful in planning Sprints and releases. For example, if a team has an average velocity of
20 points per Sprint and the Product Backlog shows 12 PBIs totaling 96 points yet to be
developed to reach a Product Goal, you can expect the release to be available in roughly five
Sprints, or 2 1/2 months given a 2-week Sprint cadence. Velocity is not mentioned in the Scrum
Guide and is considered a complementary practice. Teams may also consider tracking and
using flow metrics such as Throughput as a measure of past performance. I’ll cover flow and flow
metrics in Chapter 9, “Improving Flow.”Fabrikam Fiber Case StudyThe Developers on the
Fabrikam Fiber Scrum Team consist of five cross-functional individuals with varying
backgrounds, skill sets, and skill levels. They are Andy, Dave, Dieter, Toni, and Richard (yours
truly). Andy and Toni have architecture, design, and some C# experience. Dave, Dieter, and I
have solid C# experience. Dieter and I also have SQL and Azure development experience,
including Windows PowerShell. As a team, we have all taken ’s Professional Scrum Developer
training and achieved passing assessment scores.The Product OwnerThe Product Owner
represents the voice of the user. This means the Product Owner knows not only the product, its
domain, its vision, and its goals, but also its users. Just knowing how the product works and
what to fix is not enough to be a competent Product Owner. Good Product Owners are in touch
with the needs of their users. Great Product Owners will actually share in their passion and feel
empathy for their struggles and expectations. The Product Owner also represents the



Developers to the organization—at least until the Developers are introduced and begin working
with others in the organization directly.Note Over the years I’ve heard that the Product Owner is
the voice of the stakeholder or customer. Although true, I prefer thinking of the Product Owner
primarily as the voice of the user. What’s the difference? The stakeholder is anyone who is
interested in the product or its development. The customer is typically the one who is sponsoring
or paying for the product. The user is the one who actually uses it. A Professional Scrum Product
Owner strives to satisfy all stakeholders.The Product Owner must represent the needs of the
user and drive value in their direction, rather than just trying to satisfy the person writing the
check. There is only one Product Owner on a Scrum Team, an arrangement that helps avoid
confusion. When the Developers have a question about the product or need to be introduced to
a stakeholder, their first instinct should be to talk with the Product Owner. The Product Owner
may have to consult others for answers, especially for large and overly complex products. The
Product Owner should be considered the go-to person for all questions about the product’s
vision, value, goals, and functionality.The Product Owner is responsible for maximizing the value
of the product through the work of the Developers. The Product Owner’s primary communication
tool for doing this is a refined and ordered Product Backlog. The Product Owner collaborates
with the Developers on what and when to develop. Table 1-2 lists the common Developer
interactions with the Product Owner.TABLE 1-2 Developer interactions with the Product
Owner.InteractionWhenCollaboratively plan the Sprint and forecast PBIs.Sprint PlanningGet
product/domain questions answered and get introduced to stakeholders.During the Sprint as
neededRefine the Product Backlog.During the Sprint as determined by the Scrum
TeamCollaborate to take on additional work.During the Sprint as neededCollaborate to plan
contingency work.During the Sprint as neededAssist the Product Owner with inspecting the
Increment and other emerging work.During the Sprint as neededAssist the Product Owner with
stakeholder inspection and to elicit feedback.At least during Sprint Review, but also during the
Sprint as neededCollaborate to inspect the Scrum Team’s practices and plan for
improvement.Sprint RetrospectiveCollaborate to create the Definition of Done.Sprint
RetrospectiveA common misconception—one that was corrected in the 2020 Scrum Guide—is
that the Developers develop the product. In fact, it’s the Scrum Team that “develops” the product
—through the cooperation and collaboration of everyone on the team.Tip A Professional Scrum
Product Owner should know the product, know the product’s domain, know the product’s
customers, know the product’s users, know Scrum, have authority to make decisions related to
the direction of the product, be highly available to the rest of the Scrum Team, and have good
people skills. I’ve not yet met a Product Owner who ticked all of these boxes. I have met many
Product Owners who wanted to improve in all these areas and work toward that
goal.Professional Scrum Teams understand the separation of duties between the Product
Owner and the Developers and have come to rely on each role doing their part. Although the
Scrum Guide doesn’t explicitly state that the Product Owner cannot be the Scrum Master or a
Developer, I think that’s a good separation to maintain. Keeping the Product Owner focused on



what to develop, the Developers focused on how to develop it, and the Scrum Master focused
on ensuring that everyone understands and follows the rules of Scrum is a recipe for
success.Since the organization may hold the Product Owner accountable for the profit or loss of
the product, the Product Owner should maintain a constant vigil for optimizing the product’s
value. Professional Scrum Product Owners are engaging Product Owners. They continuously
want what is best for their product and, more importantly, what is best for its users.Fabrikam
Fiber Case StudyPaula is the Product Owner of the Fabrikam Fiber web application. Having
started as a technician, she knows the pain points of the product and the struggles of its users.
This awareness inspires her to constantly improve and evolve the capabilities of the product.
She even likes to brag that she’s the app’s most prolific user. Her vision is to improve Fabrikam
Fiber one ticket at a time until most customers can get their issues resolved the same day. Paula
is an informed and engaging Product Owner who is available when necessary and has the
authority to make the necessary decisions. Paula has been using Scrum for about three years.
She has been through ’s Professional Scrum Foundations and Professional Scrum Product
Owner training.The Scrum MasterThe Scrum Master fosters the Scrum Values, practices, and
rules throughout the Scrum Team and the organization. The Scrum Master ensures that the
Product Owner and the Developers are functional and productive by providing necessary
guidance and support. The Scrum Master is also responsible for ensuring that Scrum is
understood by all involved parties and that everyone plays by the rules.Note The Scrum Master
is not the same thing as a project manager—not even close. They are considered a manager—
but of Scrum and its implementation, not of a project, or people, or the product. Therefore, they
should be given authority to make changes and remove impediments.The Scrum Master must
be vigilant while giving the organization time to acclimate and realize the benefits of Scrum. This
means keeping any dysfunctional (such as old “waterfall”) habits at bay. It also means keeping
any unenlightened managers at bay, while continually quashing the illusion that command and
control and opaqueness equate to better and faster value delivery. Sometimes the Scrum
Master may become the de facto change agent, leading the effort of organizational adoption of
Scrum. If this is the case, then the Scrum Master’s steadfastness must be able to scale. This
also illustrates the need for a Scrum Master to have great interpersonal skills.A Scrum Master
can be called on to act as a coach, ensuring that the team self-manages and is functional and
productive. This role may include shielding them from focus-busting interruptions and other
external conflicts while also removing any impediments to their progress. The ability of the
Scrum Master to serve the team by removing impediments to their success is a vital piece of
Scrum.As a servant leader, the Scrum Master achieves results by giving priority to the needs of
the team. Scrum Masters may also be of service to stakeholders and others in the organization,
helping them understand the Scrum framework and expectations from the various players.
Servant leaders are often seen as humble stewards of the people and processes in which they
are involved. By having a “What can I do for you today?” attitude, the Scrum Master fosters an
environment of collaboration and respect, providing fertile soil for a high-performance Scrum



Team. Lao Tzu, the ancient Chinese philosopher, said it best:When the master governs, the
people are hardly aware that they exist. Next best is a leader who is loved. Next, one who is
feared. The worst is one who is despised. If you don’t trust people, you make them untrustworthy.
The master doesn’t talk, they act. When their work is done, the people say, “Amazing: we did it,
all by ourselves!”The Scrum Master is not a technical role. Having a strong background in the
pertinent domain (such as software development) is not necessary, though it can be helpful at
times. Scrum Masters must really know Scrum—that’s their domain. That’s not negotiable. A
good Scrum Master will also have good communication and interpersonal skills. They may have
to facilitate interactions with other team members or enable cooperation across roles, events, or
others in the organization. It’s important to have those soft skills. Keep this in mind when
considering who might make a good Scrum Master. Table 1-3 lists the ways in which the Scrum
Master serves the Developers.TABLE 1-3 Ways in which the Scrum Master serves the
Developers.ServiceWhenHelp facilitate Scrum events, when the Developers can’t/won’t
facilitate for themselves.During the Sprint as neededIdentify, document, and remove
impediments.During the Sprint as neededProvide training, coaching, mentoring, and
motivation.During the Sprint as neededCoach the Developers on self-management.During the
Sprint as neededBe the Developers’ emissary to the organization.During the Sprint as
neededAttend nonproductive but “required” meetings on the Developers’ behalf.During the
Sprint as neededShield the Developers from interruption and noise in order to protect their
focus.During the Sprint as neededBe relied on less and less.Over time as the Developers
improveTip In my opinion, traditional project managers don’t make good Scrum Masters.
Unfortunately, this is a common reflex for an organization adopting Scrum. For example, the
decision makers decide to send “Roger,” their PMI-certified, Gantt chart–loving, Microsoft
Project expert to Professional Scrum Master training. The expectation is that Roger will lead the
change. What I’ve seen happen is that either Roger’s project management “muscle memory“
adversely affects the adoption of Scrum, or his old colleagues and managers do.The duties of
the Scrum Master may not require a full-time commitment. Professional Scrum Teams recognize
this and may select a Developer to play the part-time role of Scrum Master. This role may rotate
between other Developers over time. Full-time Scrum Masters may morph into a Developer or
move on to assist other Scrum Teams as they emerge in the organization. The Scrum Master
role is more flexible than the other roles in this regard. As long as a Scrum Team understands
and follows the rules of Scrum and has access to someone who can perform the duties of a
Scrum Master when needed, party on.Tip The skills of a Scrum Master are unique and
important. The best Scrum Master I ever met was a man named Brian. He didn’t have a business
background or a technical background. He was formerly a drug and alcohol counselor, which
meant that he could listen, encourage, motivate, and also tell when someone was slacking, not
doing all they were capable of doing, or not telling the truth. Being a Scrum Master is a career
choice for some. In my experience, they tend to be outgoing, motivated, and dedicated to
continuously improving their skills as they serve the team. These Scrum Masters should remain



just that and shouldn’t be dismissed or converted to another role. They will bring more value to
the team and the organization as a full-time Scrum Master. They are worth their weight in sticky
notes.Fabrikam Fiber Case StudyScott was brought on last year to serve as Scrum Master.
Initially, he served another team, providing the necessary coaching in order to transform them
into a high-performance, Professional Scrum Team. Management agrees that he’ll be a fine
Scrum Master for Paula’s team. They also plan to use Scott to help other teams within the
organization learn and adopt Scrum. Scott has many years of practical, hands-on Scrum
experience with various companies and teams. He has been through several Professional
Scrum training classes and is active in the community.StakeholdersAlthough not an officially
defined role in the Scrum Guide, stakeholders include everyone else involved or interested in the
development of the product. Stakeholders can be managers, directors, executives, board
members, analysts, domain experts, attorneys, sponsors, members from other teams,
customers, and users of the software. Stakeholders are very important. They represent the
product’s necessity from various perspectives. They also drive the vision, goals, and usability of
the product by influencing the Product Owner. Without stakeholders, who would use the product,
pay for its development, or derive benefit from it?In my experience, Developers can tend to
discount nontechnical individuals. This is unfortunate—stakeholders should not be ignored.
They should be engaged. That said, some stakeholders can take too much interest in the
development effort and its status, becoming a distraction and killing focus. A lot of
misunderstanding exists on when and why stakeholders and Developers interact. Reading the
Scrum Guide, you might think interaction only occurs during Sprint Review. As you can see in
Table 1-4, stakeholders and Developers can interact at multiple points throughout the
Sprint.TABLE 1-4 Developer interactions with stakeholders.InteractionWhenCollaborate to refine
the Product Backlog.During the Sprint as determined by the Scrum TeamCollaborate to answer
questions that Developers might have about a PBI (estimating, planning, designing, building,
testing, etc.).During the Sprint as neededCollaborate to inspect the Increment and to elicit
feedback.At least during Sprint Review, but also during the Sprint as neededInspecting and
providing feedback on the product, such as requesting a capability/feature, should involve the
Product Owner. Inspecting and providing feedback on the development process, such as
inquiring about status, should be handled by the Scrum Master. In other words, stakeholders
should almost always be kept out of the development process—unless they are invited in by the
Developers. Following this guideline will help protect the Developers’ focus.Tip Burndown,
burnup, or other analytics posted in a common area or on a dashboard are a great way to keep
stakeholders informed. This keeps the interruptions of the Scrum Team to a minimum. If anyone
has questions, the Scrum Master can educate them.The Scrum Master should strive to keep
stakeholders out of the various Scrum events, with the exception of the Sprint Review and
maybe Sprint Planning. Stakeholders should not be involved in any planning, development, or
refinement activities unless their input is required. Attendance to any event is by invitation of the
Scrum Team only. Stakeholders should not attend the Daily Scrum, as its purpose is to allow the



Developers to synchronize with one another on the upcoming work. Even the Product Owner’s
presence at the Daily Scrum may be considered a distraction from its purpose.Fabrikam Fiber
Case StudyThe Fabrikam Fiber company has been around a few years. It has changed its name
once and has gone through a few reorgs. The primary stakeholders are its customers, who are
users of the company’s primary value stream: internet connectivity. Along with the service
technicians, other business units, including sales and marketing, are all stakeholders of the
Fabrikam Fiber web app and its support of operations. Of the various groups of stakeholders,
most are not technical when it comes to software. Some internal stakeholders, however, have
deep expertise in the domain of hardware and networking. All stakeholders have been pretty
open about providing feedback on the web application. Paula understands the importance of
capturing customer feedback. To that end, she insisted on setting up a wish@fabrikam.com
email address to receive email-based feedback. These emails are routed to a support person
who triages the requests and then works with Paula to add PBIs to the Product Backlog.Scrum
EventsThe Scrum framework uses events to structure the various workflows of incremental
development. Each event is timeboxed, which means that there is a fixed period of time to
execute the activities within that event. Timeboxing minimizes waste by ensuring that an
appropriate amount of time is spent focusing on a particular activity. These Scrum events are
meant to establish regularity and a cadence. They are also meant to minimize the need for
wasteful or impromptu meetings that are not part of Scrum.All Scrum events are a formal
opportunity to inspect and adapt something. Inspecting allows the team to assess progress
toward a goal, as well as identify any variance in their current plan. If an inspection identifies any
unacceptable deviation, an adjustment (adaptation) must be made. These adjustments should
be made as soon as possible to minimize further deviation. Failure to include or participate in
any of the Scrum events results in reduced transparency and is a lost opportunity to inspect and
adapt.Referring back to Figure 1-1, you can see that there are five events in Scrum:■ Sprint A
container for the other four events. All the work necessary to achieve the Product Goal, including
Sprint Planning, Daily Scrums, Sprint Review, and Sprint Retrospective, happens within a Sprint.
Sprints are fixed-length events of one month or less. A new Sprint starts immediately after the
conclusion of the previous Sprint.■ Sprint Planning Initiates the Sprint by laying out the work
to be performed for the Sprint. This planning is performed through the collaborative work of the
entire Scrum Team.■ Daily Scrum Used to inspect progress toward the Sprint Goal and adapt
the Sprint Backlog as necessary, adjusting the upcoming planned work. Only Developers
participate in the Daily Scrum.■ Sprint Review Used to inspect the outcome of the Sprint and
determine future adaptations. The Scrum Team presents the results of their work to key
stakeholders, the Product Backlog is updated, and progress toward the Product Goal is
discussed.■ Sprint Retrospective Used to plan ways to increase quality and
effectiveness.Note A notion exists that the Sprint is that time period after Sprint Planning and
ending before the Sprint Review in which the actual development occurs. This is incorrect. The
Sprint is actually an outer “container” for the four other events. This means that the Sprint has



already begun when Sprint Planning commences. The time between Sprint Planning and Sprint
Review doesn’t technically have a name, but most refer to it as “development.” The Sprint
concludes after the Sprint Retrospective, and then starts again with the next Sprint Planning.The
SprintA Sprint is the set period of time in which an Increment of the product is developed. A
Sprint is Scrum’s term for an iteration. Sprints are one month or less in length and run end to
end, one after another. The frequency of feedback, experience and technical excellence of the
team, and the organization and Product Owner’s need for agility are key factors in determining
the length of a Sprint. For example, if the product is an enterprise desktop application with fairly
well-defined goals and not much deviation in plans, longer Sprints are fine. If the application is a
cloud-based software as a service (SaaS) product with several competitors and demanding
customers, shorter Sprints are more desirable. The stakeholders and the Scrum Team must
collaborate to determine the ideal length of the Sprint.Sprint Planning, development, Daily
Scrums, the Sprint Review, and the Sprint Retrospective all take place within the Sprint. After
you start using Scrum, you are always in a Sprint—assuming there is still a product,
stakeholders, and a desire to invest in new capability. When a Sprint Retrospective ends, the
next Sprint begins and you repeat the inner events again. There should never be any breaks in
between Sprints.I asked Ken Schwaber once how long a Sprint should be. His answer was, “as
short as possible and no shorter.” Sprints of longer than four weeks (one month) have a smell—
the smell of water falling. When a Sprint’s length is longer than a month, the definition of what is
being built may change or complexity and risk may increase. By limiting the maximum length of a
Sprint, at most one month of development effort would be wasted, rather than several months in
a classic, “waterfallian” project.Conversely, Sprints with a length of less than one week are
possible but should be executed only by high-performance Professional Scrum Teams. Even
with very short Sprints, the overhead of the inner events must be factored in, leaving even less
time—as a percentage—for actual development. Teams working in ”micro Sprints” like these
need to be on their A-game every day.Ideally, the length of the Sprint does not change. If it must,
it can only change in between Sprints, as a result of a decision made during a Sprint
Retrospective. Any change to the length of a Sprint will cause disruption to the Developers’
cadence, thus impacting forecasts and plans. Although this will correct over time, it’s not a good
idea to constantly introduce such chaos.Each Sprint is like a mini-project. In fact, when I’m
introducing Scrum to a new organization or team, I suggest replacing their use of the term
“project” with “Sprint” or “Sprints” in conversation. For example, instead of referring to the “CRM
integration project,” just refer to that initiative as Sprints 17–19, where PBIs relating to CRM
integration will be forecasted and developed.The Sprint has a definition of “what” is to be
developed. It also includes a flexible approach on “how” to develop it. During the Sprint, all
aspects of the development work are executed. With a software product, this will typically be
more than just designing, coding, and testing. The scope of work may be clarified as more is
learned, and the Product Owner may collaborate with the Developers to renegotiate and add
new items or swap different items in the Sprint Backlog—as long as they fit with the Sprint Goal.



The Developers may not decrease any quality goals in order to finish its work. The resulting
product Increment is produced, inspected by stakeholders, and perhaps even released.The
choice of which day of the week to start (and end) a Sprint is entirely up to the Scrum Team.
Some practitioners prefer Mondays or Fridays. I prefer midweek so that the chances are highest
that the whole team will be present and participating with maximum focus. Events can be
rescheduled around holidays, but I recommend the Sprints remained fixed. For example, if Sprint
26 ends during a company holiday, leave its start and end date alone to maintain the two-week
cadence, and just schedule the Sprint Review and the Sprint Retrospective at the end of the first
week. Minor adjustments like these may need to be done throughout the year.Fabrikam Fiber
Case StudyOriginally, the Scrum Team tried four-week Sprints. They felt that the longer timebox
would be closer to the quarterly delivery schedule they had been accustomed to. Unfortunately,
since the team was new to Scrum, they continued to take a sequential approach to
development. They spent a lot of time on analysis and design at the beginning of the Sprint and
deferred testing until the end. The resulting crunch in the last days of the Sprint was not
sustainable and was really just a backslide into waterfallian habits (also known as
“Scrummerfall”). The team did not experience the productivity gains everyone anticipated. When
they brought on Scott (the Scrum Master), he recommended moving to two-week Sprints. This
caused the developers to experience an increased sense of urgency and change the way they
worked, maintaining a comfortable level of intensity throughout the Sprint. Scott also
recommended starting the Sprint on a Wednesday. This change increased the chances of the
whole team being available and operating at peak focus. It also allowed stakeholders to fly in for
an in-person Sprint Review and subsequent Sprint Planning without having to stay over a
weekend. The Scrum Team has completed many successful Sprints while on this two-week
cadence.
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C. J. Coombes, “Fantastic book. I cannot rate this book highly enough!. Professional Scrum
Development with Azure DevOps is fantastic book. I cannot rate this book highly enough!This
book covers the Scrum framework, aligned to the 2021 Scrum guide. This book covers
practising Professional Scrum with expert guidance and scenario based examples. It also covers
in-depth setup within Azure DevOps and boards with great detail, reasoning and screenshots as
to how to setup your tool for optimising professional scrum.Whilst I've used JIRA/Confluence
extensively, and slowly learning about Azure DevOps, the book itself is fantastic for learning
about Professional Scrum and applying the framework correctly.I would recommend this book to
anyone using Scrum, regardless of their use of Azure DevOps.The anti-patterns often observed
with Scrum are added into this book as 'Smells' which really draw out Richard's experience in
using Scrum, why it's a concern to a team to have a smell and what you can do to resolve it to
really foster a collaborative environment for the application of Professional Scrum.The book
goes into detail in areas such as flow, continuous improvement and scaling scrum. All invaluable
for improving the application of Scrum for anyone using the framework.I would recommend this
book to anyone, anywhere on their Scrum journey.”

Mr Phillip P Smith, “Top rate book. A very clear and concise book taking you through the
principles of adopting Scrum using Azure DevOps.”

Ivan Aksenov, “Highly recommended. Excellent content. Definitely worth the read”

The book by Richard Hundhausen has a rating of 5 out of 3.9. 18 people have provided
feedback.
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