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Day 2:  Questions from Day 1?



Loose Workshop Outline – Day 2 – Agile/Scrum
• 8:30 AM – Kick off

• Review/questions from Day 1

• 9:00 AM Agile/Fundamentals

• Quecreek Rescue 

• Agile Benefits

• Exercise: How Agile is ETS Today?

• 9:30 AM Agile Long Term Planning

• Agile Roles

• Overarching Process Flow Review

• Review of Office Pro Plus Business Case

• Exercise: Elevator Statements

• Exercise: The Focus Matrix

• 10:00 AM  Break

• 10:15 AM Finding Project Scope

• Finding scope with story mapping

• Simple user stories

• Prioritizing Scope

• Estimation and Release Planning

• Noon: Lunch

• 12:30 PM Delivering with Scrum

• Detailed user stories

• Sprint Planning

• Refinement

• Daily Standup

• 1:45 PM Break

• Demos

• Retrospective

• Plan Adjustments

• 2:50 PM Final Questions

• 3:00 PM Workshop Ends
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What 
Is     

Agile?
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The Story of Quecreek
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The Shift Starts
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The Tragedy Begins - Wednesday
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Looking For a Sign - Thursday
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The Big Drill Arrives
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The Last Man Out
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Parallels between Quecreek and Projects: 

Clear Priorities

Copyright Greg Smith

• Quecreek had a major time constraint -
Get the miners out before they died

• Most software projects have to be 
delivered by a deadline or their value
is marginalized

• The analogy: “What is the value of 
a Sunday newspaper on Monday?”
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Copyright Greg Smith

The Quecreek rescuers adapted to:
• Broken drill bits
• Gas lines blocking their drill path
• The need to reduce the time required to 

manufacture a fishing device

In projects we encounter:
• A missing requirement
• A technical constraint that invalidates your  

design
• A department or vendor delivering their part of 

the project later than expected 

Parallels between Quecreek and Software Projects: 

Expect change and be ready to adapt 
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Parallels between Quecreek and Projects: 

Collaboration

Copyright Greg Smith

Ideas came from all Quecreek team members
• Idea – Drill a pilot hole first

• Idea – Use positive air pressure to keep the water 
at bay

On projects we want:
• Ideas from all team members 

• To avoid a contract/adversary relationship                                                                                   
with vendors or the customer
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At Quecreek the rescue team thought                                                                  
they knew where the miners were

• A quick pilot hole verified the assumption 

On projects we:

• Demonstrate frequently to verify we are on 
target with the customer needs

Copyright Greg Smith

Parallels between Quecreek and Projects: 

Early Feedback
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1. Synchronizing everyone on the main goal

2. Harnessing the knowledge of the team

3. Expecting and adapting to changing needs

4. Establishing a collaborative environment

5. Minimizing risk through frequent feedback

6. Removing all forms of waste from the process

7. Delivering while the need still exists

8. Planning at a level that correlates to the information available

9. Delivering extensible projects

10.Emphasizing value delivery over following a plan

Agile is What We Just Discussed

Would any of 
these not 
make sense 
within ETS?

Copyright Greg Smith
14



Agile Benefits - VersionOne 2020 Survey

15



About Agile TeamsRoles
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About Agile Teams

• Cross-functional – all the skills needed to deliver what the customer needs

• Work together to deliver value to the customer, may include helping outside of their 
functional area

• In a perfect world - self organizing

• In a perfect world - all have good soft skills and can resolve conflict

• Make sure their work and project status are 100% transparent

• Expose and work risks as soon as possible

• Seek feedback from the customer throughout the project

• Plan at the beginning but realize re-planning after discoveries is even more important

• Coordinate their work with support teams such as load testing, dev/ops, security, help 
desk, regulatory, and localization

• Often use collaborative techniques to reach consensus

• Provide high level estimation to create an early project plan and detailed estimation to 
deliver a sprint

• Take ownership for the project

Copyright Greg Smith 

Agile Teams
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Roles Related to Requirements

The Business Owner

• Involved in long term strategic planning

• Often has a product roadmap for the next 12 to 24 months

• Creates an initial business case for a program or high level initiative

• Programs and initiatives usually tie to one to many projects

• Common titles: Director or VP of Marketing, Business Area Director

Product Owner

• Defines the features and stories of the product, provides input on release plan, owns and 
maintains the product backlog

• Aggregates input from users, stakeholders and other interested parties Prioritizes features 
according to business value 

• Defines the acceptance criteria and conditions of satisfaction for the Sprint and the project 
backlog

• Takes feedback from users and stakeholders in the demo and makes a business decision on 
which are added to the feature list and which are set for the next Sprint

• Common titles: Product Manager, Program Manager, Business Analyst
Copyright Greg Smith 

Roles Related to Requirements and Needs
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Overview of The Process for an Agile Project
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1) The Team Reviews the Business Case
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Review of The Business Case for Our Simulation
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Elevator Statements

Define your position based on the target market and how you will provide value to 

capture the market.  Go on to discuss your competition and what your product 

will do to separate itself from similar products. 

For (target customer)

Who (statement of the need or opportunity)

The (product or project name) is a (category)

That (statement of key benefit – that is, compelling reason to proceed)

Unlike (primary competitive alternative)

Our Product (statement of primary differentiation)

2) The Team and P.O. Create an Elevator Statement

22



Elevator StatementsElevator Statements
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For Requestors (Capitol Security’s customers)
Who Desire a more efficient (intuitive, role/identity-focused) and robust 

(consolidated, one-stop shop) system to make and manage physical access 

requests to facilitate the fulfilment of their orders.

The Building Enterprise Access Request System (BEARS)

Is a Single system to make access requests

That Allows us to make correct orders on the first attempt

Unlike The current card key request system and other manual request processes
Our

BEARS system… 
…will allow us to make access requests more easily and accurately, which will 
reduce turnaround time.



Elevator StatementsYou Can Still Keep and Use Remaining Benefitstatements

24

Additional/Secondary benefits

❑ Facilitates modern, intuitive, and efficient ordering 

workflow system

❑ Is a robust reporting solution for ordering activities

❑ Is a notification system for orders and key activities

❑ Will improve access request communication 



Elevator Statements

Copyright Greg Smith

Elevator Steps

1. Identify the key audiences who get value 

(audience is a category of users, not specific roles)

2. Document the main need of the audience

3. What is the name of your project or product?  

What type (category) of project is it?

Before going to steps 4, 5, and 6 – brainstorm all 

possible benefits to the audience, if we do this project

When done proceed.

4. Put a “good” benefit here.  Maybe a benefit that 

makes you equal to your competition

5. For 5 and 6, put your separator here.  What makes 

your product better than your competitor or your 

current product?  What will the audience be most 

excited about?
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An Elevator Statement is Our Project Compass

Copyright Greg Smith

HCA Example
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For

Who

The

Is a

That

Unlike

Our
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Mural Exercise



An Elevator Statement is Our Project Compass

• The elevator statement tells us 
which way to go when prioritizing

• It helps us make tradeoff decisions

• It reminds the team who we are 
serving and how

• It synchronizes the team on the 
value

28Copyright Greg Smith

Elevator Statement – Our Project Compass



Envisioning – The Focus Matrix

 

 

Fixed
(1)

Emphasized
(1)

Flexible
(2 to Infinity)

Resources X
Schedule X
Scope X

• Your stakeholders want everything for a project

• But if the team can only guarantee one attribute, what do the stakeholders want?

• The Focus matrix shows the relative importance of each factor for a given project, as determined 
by the stakeholders of the project request.

• “Fixed” means the factor cannot be changed.  “Emphasized” means it is our main focus since 
we have some control. “Flexible” means the factor can be heavily adjusted.

29Copyright Greg Smith

3) The Focus Matrix



A Good user story follows “Invest” 

Copyright Greg Smith

4) The Team and the P.O. Identify the Users (Mural, Teams, Other)

System

Revenue 
Manager

Staff Account

Security 
Manager

Loan 
Applicant
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A Good user story follows “Invest” 

Copyright Greg Smith

Some Synonyms for “User”

• Actor

• Role

• Persona

• Profile

• Audience

• Demographic

31



One for Our Case Study – Joe the Bargain Buyer

Copyright Greg Smith

BEARS Profiles
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Requestor (Capitol Security’s customers):
• May be dedicated to facilities work only, or have 

tasks that are primarily unrelated to facilities 

o Requestors’ jobs and tasks can vary greatly

• Likely has a limited understanding of access control-

specific terms 

o Often reaches out via phone or e-mail to Capitol 

Security 

• May requests sparingly/occasionally, or may be in 

charge of making large bulk requests 

o E.g., May need to coordinate group access when 

their program moves to a new location.

• If there’s more than one requestor from a specific 

program/agency, may need to double-check the 

requests that another requestor made.

Capitol Security - General
• Performs recurring access control tasks

• Resolves simple/common customer service 

issues/complaints

• Escalates more complex customer service 

issues/complaints 

Capitol Security - System Admin:
• Understands the big picture of access control 

and how the pieces fit together

• Fills in the program where needed

• Pulled in many directions (projects, tasks, 

etc.)

• Resolves more complex customer service 

issues/complaints



One for Our Case Study – Joe the Bargain Buyer

Copyright Greg Smith

BEARS Profiles
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Capitol Security - Investigator:
• Capitol Security manager

• Responsible for input into program budget

o Conscious about program costs

o Interested in auditing/investigating internal processes to gather information and 

validate effectiveness

• Ensures high-level processes are effective

Finance Staff:
• Ultimately receives Capitol Security’s customer payments

• Supports multiple programs

• Finance experts, but likely unfamiliar with the intricacies of Capitol Security’s 

business processes

• Occasionally needs to research specific order details

• Needs to see big-picture financial information and high-level reports



A Good user story follows “Invest” 

Copyright Greg Smith

Who Would Be Our Users for Office Pro Plus? (Mural Exercise)

System
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A Good user story follows “Invest” 

Copyright Greg Smith

5) Once We Know the Users, We Need to Identify The Stories They Need

User Story Education System

Instructor
Staff 
Accountant

Business 
Analyst

Reporting 
Manager

35



Stories are “Tasks” that the User Performs with the System

As a buyer 
I want to review seller feedback 
so that I can see if I trust this seller

As a buyer
I want to compare prices
so that I can make sure I am buying at the lowest possible price

I start with this simple structure, when we are just scoping:

User:

Verb/Action:

Noun:

36
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Can We Identify Some User Stories for Office Pro Plus? (Mural Exercise)

ETS Employee
Share
Document

Administrator
Assign
Roles

Help Desk
Support
Office Pro Users

I.T.
Monitor
Application

37



• A Minimum Viable Product has just those 
features/stories that allow the product to 
be deployed, and no more

• I like to say that if even one MVP story is 
removed, we do not have a deployable 
product for any audience

• It is a strategy to avoiding delivering what 
customers do not want

• The MVP often serves as a learning 
experience to tell us what to add to the 
product next

• MVP also helps us get to market while the 
need still exists

6) Once We Have the Stories/Backlog, We Could Find MVP
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Potential Auction System MVP

Exception 
Stories

Spike 
Stories

Research 
Stories

Document 
Stories

Story 
Writing

Basic 
Syntax

Refactoring 
Stories

Sprint 
Zero 

Stories

Register
Students

Create 
account

Delete 
account

Update 
account

Customize 
Account 

View

Estimating 
Stories

Affinity 
Estimation

Planning 
Poker

Testing Stories

Acceptance 
Criteria

BDD

Automating 
Tests

Relative 
Estimation

MVP

Once We Identified All of the Stories, We Could Identify MVP

Notifications

Testing 
Students

Post 
Workshop 

Exam

Obtaining 
PDUs

In workshop 
quizzes

Future 
Release(s)

Copyright Greg Smith 39



Priority Requirements/Stories Size

Critical/MVP Document Sharing 2 - Small

Critical/MVP Messaging 3 - Medium

Critical/MVP Create Chat Groups 8 - Extra Large

Critical/MVP Notifications 5 - Large

High Online Calls 3 - Medium

Medium Download documents 5 - Large

7) Team Estimation of Stories using Story Points
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CONFIDENTIAL

• The team discusses the story with the 
customer

• Each member secretly chooses a card with 
either 1, 2, 3, 5, or 8 for size

• On command everyone expose their cards

• The differences leads to discussion

• Keep discussing and voting until the 
estimates are somewhat close to each other

Planning Poker

41



In the New Days, An App We Can All Access

The Scrum Master could facilitate and 
record the agreed to estimate.

42



The Scrum Master Would Enter the Stories and Estimates into Azure DevOps
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A process where team members put the product backlog in sequence,                
from smallest to largest.

44
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1 2 3 5 8

Story

Story

StoryStory

StoryStory

Story

Story Story

Story

Story

Another Option – Affinity Estimation



Copyright Greg Smith

8) Example Release Plan Based on a Reference Sprint Velocity

Sprint 1 Sprint 2 Sprint 3 Sprint 4

1 – MSN Governance 5 – Module testing 8 – Advanced search 8 – View average grade

3 – ACM Governance 8 – Contact instructor 1 – Email to a friend 13 – Workshop refund

8 – Story testing 2 – Online Help 13 – Customize my view 3 – Venmo payment

8 – Simple Search 5 – Provide app feedback 2 – Pause training session

3 – Contact student 5 – Review app feedback

24 25 24 24

We will assume the development team has averaged 25 
points per sprint in the past (velocity).
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• Envisioning gives your release or project a 
strong foundation, with common 
understanding.  It can still be performed 
remotely.

• Elevator statements can still be created 
collaboratively. 

• We can still perform Story Mapping and find 
MVP collaboratively, when we are remote.

• Planning Poker is still valuable, and still easy to 
do remotely

• Almost all Agile/Scrum tools will support 
creating releases and defining MVP

• This is a good time to initialize a light charter

Long Term Planning Review
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Break

47



Agile at the Team Level – Via Scrum
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• Sprints - time boxes

• 3 kinds of Artifacts

• Product backlog list (a list of user stories)

• Sprint backlog list (a list of tasks)

• Sprint burn down chart (graph showing progress and how much remains to be done)

• 5 kinds of Meetings

• Sprint planning meetings

• Daily scrum (and scrum-of-scrums for larger projects)

• Sprint refinement

• Sprint review

• Sprint Retrospective

• 3 Roles

• Product Owner

• Scrum Master

• Team (development)

Simplified Scrum Overview

49



Sprint Structure Example

Copyright Greg Smith

Monday Tuesday Wednesday Thursday Friday

Week 1:

➢ Sprint 
Planning

➢ Start 
Sprint Sprint Begins

Build/Test/Accept

Write test cases

Write Code

Accept Stories

Daily Standup 

Code Reviews/Refactor

Refine Future Stories

Build/Test/Accept

Write test cases

Write Code

Accept Stories

Daily Standup 

Code Reviews/Refactor

Refine Future Stories

Build/Test/Accept

Write test cases

Write Code

Accept Stories

Daily Standup 

Code Reviews/Refactor

Refine Future Stories

Build/Test/Accept

Write test cases

Write Code

Accept Stories

Daily Standup 

Code 
Reviews/Refactor

Refine Future Stories

Week 2:

➢ Build
➢ Test
➢ Accept
➢ Complete

Build/Test/Accept

Write test cases

Write Code

Accept Stories

Daily Standup 

Code 
Reviews/Refactor

Refine Future Stories

Build/Test/Accept

Write test cases

Write Code

Accept Stories

Daily Standup 

Code Reviews/Refactor

Refine Future Stories

Build/Test/Accept

Write test cases

Write Code

Accept Stories

Daily Standup 

Code Reviews/Refactor

Refine Future Stories

Build/Test/Accept

Write test cases

Write Code

Accept Stories

Daily Standup 

Code Reviews/Refactor

Refine Future Stories

Sprint Wrap-Up

Stabilize code

Finish off bugs

Complete 
documentation

Review Definition of 
Done  

Team Refinement 
Meeting  9 AM

1:00 PM: Demo/Review

2:00 PM Retrospective

8:30 AM Sprint Planning

Big Picture Review

Sprint Goals

Planning

Commit or Adjust

Team Refinement 
Meeting  9 AM

50



What are Sprints? (Mini-projects) 

Copyright Greg Smith

A sprint is a time-boxed event that delivers a subset of 
production-ready software. 
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Sprints

Copyright Greg Smith

• The software could be custom code, or 
a configured SaaS such as Salesforce

• A team is dedicated to a sprint.  They 
all work together to deliver the 
software by the end of the sprint.

• A customer representative, called a 
product owner, interacts with the team 
during the sprint to answer questions 
and to clarify requirements as needed.

• Scrum can be used for non-tech 
projects

Sprints are typically 1 to 4 weeks 
long, but I have seen them go as 

long as 8 weeks and 
still be beneficial.
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Why Sprints?  

E
E
E

• We can delivering value to the 
customer throughout a project, as 
opposed to just the end

• We do a better job of delivering 
accurately due to a shorter gap 
between analysis, coding, and testing

• We have a logical place to adapt to 
discoveries throughout a project             
(at the end of a sprint)

• We have a great tool for measuring 
the most important project metric –
how much code is truly complete               
(production ready)? 
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The Definition of “Done”

54

The Definition of Done for a Sprint

❑ Code meets the Story Acceptance Criteria

❑ Code completed, unit tested (when possible), checked in and 
run against current version in source control

❑ Code is peer reviewed and meets development standards

❑ Builds without errors

❑ No priority 1 or priority 2 bugs are open 

❑ QA validates that the functionality has been met against the 
stated acceptance criteria.

❑ Story and tasks are marked as ‘complete’ in JIRA

❑ Technical Documents Complete (When Necessary)

❑ Release Steps documented (When Necessary)



Sprint Planning

Rating Practice
Ideal Team discusses stories with Product 

Owner/BA, and tasks out the work in Azure 

DevOps
Not 

Advised
Team discusses stories with Product 

Owner/BA, and they tell the Scrum Master 

what to put into Azure DevOps

Ideal Identify target dates within the sprint, for 

each story to be complete.

Ideal Manage work in progress, focus on 

completing stories one at a time.  Limit how 

much work is in progress.

The Goals: Understand the scope of work for a sprint, so that it can be the planned with high confidence.  Related:
• Understand the work well enough to know if it fits
• Understand the work well enough so that each team member can make the call on what they can commit to
• Have a general feel for handoffs during the sprint
• Focus on completing - and not needing stories to rollover

Copyright Greg Smith
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Once We Know the Roles/Personas

Copyright Greg Smith

Epic
Acceptance 
Scenarios

Story Build Tasks

Registration Title: Create Account

Detailed Story:

As a student, I want 
create an account, so 
that I can register for 
the user story 
workshop

5 Story  Points 
(estimated during grooming)

Scenario 1 – User name does not exist:
Given the student enters a unique user name
When they submit their account request
Then create a new account
And Then say “Account Successfully Created”
And Then email a confirmation to student’s email address

Scenario 2 – User name does exist:
Given the student enters a user name that already exists
When they submit their account request
Then say “Account Name Already Exists, Please Try Again”
And Then place the cursor in the account name field

• Create account screen – 10 hr.
• Write query logic – 14 hr.
• Write test case – 2 hr.
• Execute Test Case – 1 hr.
• Create Error Handling – 6 hr.

(estimated and defined during         
sprint planning)

Product Backlog

A Story After Sprint Planning
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Lets Look at an Office Pro Plus Story and Enrich it (Mural Exercise)

As a buyer (who)

I want to review seller feedback (what)

so that I can see if I trust this seller (why?)
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Other Artifacts to Enrich

Detailed Story:
As a student, I want to create an 
account, so that I can register 
for the user story workshop

Scenario 1 – User name does not exist:
Given the student enters a unique user name
When they submit their account request
Then create a new account
And Then say “Account Successfully Created”
And Then email a confirmation to student’s email address

Scenario 2 – User name does exist:
Given the student enters a user name that already exists
When they submit their account request
Then say “Account Name Already Exists, Please Try Again”
And Then place the cursor in the account name field

Acceptance Criteria:

Screen Designs

Flow Diagrams

You can still use tools like:
• Figma
• Sketch
• Mira
• Mural



Some Teams Do Tasks and Hours During Sprint Planning, and Leave Story Points Behind
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Sprint Planning Cheat Sheet  

Sprint Planning has 3 goals: 

1. Understand the stories we are pursuing.  Understand the user need, understand why, understand how the user will define done for a story. 

2. Define the work needed to deliver the stories.  Identify and estimate the major tasks that need to be completed. 

3. Determine if the work will fit into the sprint, and the team can commit to delivering the stories. 
Note that the sprint grooming/refinement meeting provides our first estimate of what might fit into the sprint.  We do this based on points and historical velocity. 

Understanding the Stories Requested 

Output: The team understands the sprint goal, 

and the related user stories, from a business 

needs perspective. 

 If there is an overarching goal for the 

sprint, the P.O. should discuss this with the 

team first.  In effect, the stories we choose 

are assumed to support the goal, but 

sprint planning may show new or different 

stories are needed to support the goal. 

 After reviewing the goal, have the P.O. and 

B.A.s explain the business need of each 

story, and the related user.  The team 

should ask questions until they are clear 

on the need. 

  Once the team understands the story, they 

should review the acceptance criteria for 

the story.  Acceptance criteria can be in 

the gherkin language (given/when/then) 

or simply list a binary result that should 

happen after the story is executed.  

Acceptance criteria may also be in the 

form of a visual or mockup of a screen 

display.  

 The team will also consider the 

relationship of the stories to each other, as 

this could influence the build sequence. 

Defining the Work Needed to Build the Stories 

Output: The team creates a sprint backlog.       

(stories and the tasks needed to complete them) 

 The team identifies the tasks needed to 

complete each story. 

 We frequently have tasks in these areas: 

• Research/Requirements 

• Design 

• Coding 

• Service Creation 

• Peer Review (PR) 

• Testing (QA or UAT) 

Azure should show the tasks                                     

and their estimates, tied to                                                    

a story. 

 

 When the team has identified all of the work, 

they should discuss the total amount of work by 

role, and see if there is enough capacity to 

complete the work.  If there is not, the team 

may split a story, or return one to the Product 

Backlog. 

 If only one role has extra capacity, the P.O. may 

choose to have that role work on fixes, 

enhancements, or do research on future stories. 

Determining if the Work Fits 

Output: The team commits to the sprint. 

 A good last step is to sequence the work 

across the sprint, and verify the work 

fits when team members are available. 

 

 The sequence sheet may show when we 

are targeting mid-sprint demos, and also 

show key milestones for the sprint. 

 The last step is for the team to vote on 

whether they can commit to the sprint.  

Scope may be reduced to get consensus 

support to go forward. 

 Fist of five may be used for the 

consensus vote. 

 A sprint planning retrospective is held at 

the end of sprint planning.  

(review the exit questions on page 1, at the 

end of sprint planning) 

 



If It Fits - Commit
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Sprint Planning Cheat Sheet  

Sprint Planning has 3 goals: 

1. Understand the stories we are pursuing.  Understand the user need, understand why, understand how the user will define done for a story. 

2. Define the work needed to deliver the stories.  Identify and estimate the major tasks that need to be completed. 

3. Determine if the work will fit into the sprint, and the team can commit to delivering the stories. 
Note that the sprint grooming/refinement meeting provides our first estimate of what might fit into the sprint.  We do this based on points and historical velocity. 

Understanding the Stories Requested 

Output: The team understands the sprint goal, 

and the related user stories, from a business 

needs perspective. 

 If there is an overarching goal for the 

sprint, the P.O. should discuss this with the 

team first.  In effect, the stories we choose 

are assumed to support the goal, but 

sprint planning may show new or different 

stories are needed to support the goal. 

 After reviewing the goal, have the P.O. and 

B.A.s explain the business need of each 

story, and the related user.  The team 

should ask questions until they are clear 

on the need. 

  Once the team understands the story, they 

should review the acceptance criteria for 

the story.  Acceptance criteria can be in 

the gherkin language (given/when/then) 

or simply list a binary result that should 

happen after the story is executed.  

Acceptance criteria may also be in the 

form of a visual or mockup of a screen 

display.  

 The team will also consider the 

relationship of the stories to each other, as 

this could influence the build sequence. 

Defining the Work Needed to Build the Stories 

Output: The team creates a sprint backlog.       

(stories and the tasks needed to complete them) 

 The team identifies the tasks needed to 

complete each story. 

 We frequently have tasks in these areas: 

• Research/Requirements 

• Design 

• Coding 

• Service Creation 

• Peer Review (PR) 

• Testing (QA or UAT) 

Azure should show the tasks                                     

and their estimates, tied to                                                    

a story. 

 

 When the team has identified all of the work, 

they should discuss the total amount of work by 

role, and see if there is enough capacity to 

complete the work.  If there is not, the team 

may split a story, or return one to the Product 

Backlog. 

 If only one role has extra capacity, the P.O. may 

choose to have that role work on fixes, 

enhancements, or do research on future stories. 

Determining if the Work Fits 

Output: The team commits to the sprint. 

 A good last step is to sequence the work 

across the sprint, and verify the work 

fits when team members are available. 

 

 The sequence sheet may show when we 

are targeting mid-sprint demos, and also 

show key milestones for the sprint. 

 The last step is for the team to vote on 

whether they can commit to the sprint.  

Scope may be reduced to get consensus 

support to go forward. 

 Fist of five may be used for the 

consensus vote. 

 A sprint planning retrospective is held at 

the end of sprint planning.  

(review the exit questions on page 1, at the 

end of sprint planning) 
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Advanced Teams - Layout the Sequence



Daily Stand-up

Rating Practice
Ideal 15 meeting minute at a physical wall

Acceptable 15 meeting minute while looking at Azure DevOps together

Not Advised A meeting focused on individuals reporting on personal status, with 

disregard for the health of the entire sprint

Not Advised Working issues during the standup after 15 minutes have passed.  

Instead have folks work them post meeting.

Ideal When stories have target completion dates, review how we are 

doing to the dates.

The Goals: Review the status of the sprint.  See if there are any risks to delivery.  Work the risks and increase the 
chances of sprint delivery.  Discuss discoveries and determine whether there is need to add new stories to the Product 
backlog.

Copyright Greg Smith
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Daily Standup Meeting
Meeting Goals

This meeting is held daily and does not exceed 15 minutes.  

Attendees: Scrum Master, Project Team

Each member of the team should explain their work by answering 3 questions:

1. What Story was worked on and what task was accomplished yesterday?

2. What is planned for today?

3. Do you have any obstacles or impediments?

Example 1:  I worked on Story 1.1 and finished the testing.  I moved it to “done”

Example 2:  I started to work on Story 4.3 but could not finish as the template does 
not match the page.  I tried to follow up with the UX designer but they are on 
vacation. In the meantime, I’ll pick up the development task on Story 3.2 and get 
that started.

Note: If a team member needs a follow up discussion they will ask their teammate 
to have a conversation immediately after the Standup.  63
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Tracking During the Sprint- The Daily Standup

Copyright Greg Smith

The Scrum Master probably 
presents this screen.

We go through each story and 
discuss status.

We an do the normal:
• What you did
• What you will do
• Any obstacles

But really, the standup is about 
delivering stories and the sprint, not 
individual performance.
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Sprint Refinement/Grooming
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The Goal: Envision the next sprint, while the current 
sprint is being delivered.  Refinement accelerates 
sprint planning.  

Benefits and process:

• Usually for an hour - one or two times per sprint

• Allows time for the team to acclimate to a story

• Allows time to define the detailed acceptance 
criteria

• Allows time to discuss the story with multiple 
stakeholders

• May expose a long lead time dependency
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Sprint Review/Demo

Rating Practice
Ideal Review high level status of the sprint, commitment vs actuals.

Ideal Key stakeholders attend the review

Ideal Select users see a demonstration of functionality (may allow stakeholders 

to leave)
Not Advised A scrum team only review.  This implies the work is not considered valuable 

outside of the team.

Not Advised Segueing the review into a retrospective

Ideal Adjustments and/or additions made to the backlog, based on feedback

The Goals: Review the work with stakeholders and end users.  When long term initiatives are involved, provide status 
on progress with the current sprint, and projections for the initiative (next milestones, ETA for delivery).  
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End of Sprint Review 

67
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You should be able to perform a Review and/or Demo with Teams - or any video conferencing tool.



Retrospective

Rating Practice
Ideal Have the team break into subgroups and do mini-retros, then regroup and 

share ideas.

Ideal Prioritize the improvements and select the top two or three to address in the 

next sprint(s)

Ideal Create improvement stories in Azure DevOps, and add them to the sprint 

backlog

Ideal Have the Scrum Master Reviewed with the team a week before sprint 

planning

Acceptable Use the Azure DevOps retrospective template to log thoughts, before the 

retro
Not Advised Have the team tell the Scrum Master their thoughts, real time in the meeting

Ideal If we are experiencing significant shortfalls to commitment (say less than 

80% of commitment), bypass the usual stop/start/continue, and immediately 

move to root cause analysis, and solutioning, for coming up short

The Goals: Review the health of the Scrum process.  Identify processes working 
well, identify and prioritize the processes that need improvement.  Leave the 
meeting with a clear improvement plan for top priority items.
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End of Sprint Retrospective
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Tools like Microsoft Teams have retrospective templates built in.  Team members can enter their 
thoughts before the meeting starts.  We can discuss and vote during the meeting.
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• Innovative environments with 
emerging requirements

• Think new product development, 
when experiments are needed to 
understand the need

• When we can see more than a week 
or two into the future

• When we do not expect those needs 
to change on a daily basis

70
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• Interrupt driven work, like a customer 
support desk, where priorities change 
often and we cannot see past a week or 
two for our needs

• Simple, repeatable work, think assembly 
line – where you can apply the same 
pattern or steps every time

• Firefighting where immediate triage is 
needed

• Maintenance work (help desk resolving 
bugs) Kanban is a better fit here
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Models Where Scrum is Less Effective
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Attributes that Set You Up Well for Agile

• An entrepreneur mentality (hungry - not a monopoly)

• Co-located team and product owner

• Where work is prioritized before it reaches the teams

• Volatile or dynamic environments

• Competitive environments where innovation is valued

• Companies with low turnover and high maturity

• When management understands that project discoveries cannot 
be eliminated with extensive upfront planning

• Where teams are recognized more than individuals

• Where managers are recognized for what their teams do - not 
what they do 
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Attributes That Set You Up Well for Agile
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• When the customer is available for frequent feedback and interaction

• When management understands, and supports, estimates vs. commitments

• Companies with work/life balance (40 hour work week, sustainable pace)

• Where customer value is more important than standardized process

• Technical excellence – scalable architecture, automated testing, continuous 
deployment 

• A culture of transparency – information is there and easily accessed

• When there is an existing culture of continuous improvement and process 
optimization

• When leadership takes the team level Agile training
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Attributes That Set You Up Well for Agile (2)
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When team members cannot be 
dedicated

When work can be done independently

On production support work

On lower priority work

On teams without Agile training

On work that is not time-boxed

On urgent work that cannot wait for a 
sprint

Note: 

If you have not done Agile or Scrum 
before – Kanban provides a great 
foundation

Kanban Better Fit Scrum a Better Fit

Team dedicated to the project

When we can see at least one to two 
weeks into the future

The deliverables require teamwork

Experienced team

Interactive Customer

Prioritized work 

Critical project or time-boxed

Few dependencies on other 
groups/departments

Team trained on Agile
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greg@gssolutionsgroup.com

(206) 854-9229

AgileSmith

https://www.linkedin.com/in/agilesmith

Questions


