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Scrum Guide 
Quick Reference Table 

 

Scrum 
Definitions 
 
 
 
 
 

Scrum is a lightweight framework that helps people, teams and organizations 
generate value by creating adaptive solutions for complex problems. Scrum 
requires a Scrum Master to foster / maintain an environment where:  
1. A Product Owner orders the work for a complex problem into a Product 

Backlog.  
2. The Scrum Team turns a selection of the work into an Increment (of value) 

during a Sprint.  
3. The Scrum Team and stakeholders inspect the results and adjust for the 

next Sprint.  
4. Steps 1 through 3 are repeated for all sprints. 

The Scrum framework is purposefully incomplete. It only defines the parts 
required to Implement Scrum theory. 

Scrum wraps around existing practices or removes the practices which are 
unnecessary. Scrum brings transparency to the effectiveness (or 
ineffectiveness) of the current management, environment, and work 
techniques, so that improvements can be made. 

The Scrum framework consists of  
1) Scrum Teams  
2) Roles / Accountabilities  
3) Artifacts  
4) Rules  
 
Each component within the framework serves a specific purpose and is 
essential to Scrum's success and usage. The rules of Scrum bind together the 
accountabilities, events, and artifacts, governing the relationships and 
interactions between them. 

Scrum recommends using all the Scrum components and rules (not just the 
ones which suit the project). While 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 techniques, methodologies, and practices. Example 1: A 
Team cannot decide that Sprint Retrospective Meeting would not be 
implemented since it is not needed.  
Example 2 : Developers cannot choose to skip the Daily Scrum Meetings 
because they might be busy with writing code or developing the Product. 

Scrum proves especially effective in an iterative and incremental knowledge 
transfers. 

 
 

Cells marked with  denotes a quite remarkable item.  
_________________________________________ 
The content of this guide is neither endorsed nor affiliated with Scrum.org. All content related to Scrum Guide is taken from scrumguides.org. 
This document also uses content from the Scrum Glossary at https://www.scrum.org/resources/scrum-glossary.  
Professional Scrum™, Professional Scrum Master, PSM, PSM I, Professional Scrum  Product Owner, PSPO, PSPO I, etc. are trademarks and the protected brand of 
Scrum.org.  
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Scrum Definitions 
-cont. 
 

Scrum is founded on:  
1) Empirical process control theory, or Empiricism. Empiricism asserts that 

knowledge comes from experience and making decisions based on what 
is known.  

2) Lean Thinking : Lean thinking reduces waste and focuses on the 
essentials. 

Scrum is:  
1) Not a process, technique, or definitive method.  
2) A framework within which can employ various processes and techniques. 
3) Employs an iterative, incremental approach to optimize predictability 

and to control risk.  
4) Lightweight  
5) Simple to understand. 

Scrum Values  
 
1. Commitment  
2. Courage  
3. Focus  
4. Openness  
5. Respect  
 
 
 
Memorize: 
CCFOR 

Scrum Values give direction to the Scrum Team with regard to their work, 
actions, and behavior. They also help define the work ethics the Scrum team 
should have. The Scrum Team members learn and explore the values as they 
work with the Scrum events and artifacts. Different Scrum values are:  
1. Commitment: The Scrum Team members personally commit to achieving 

the Scrum Goals and to supporting each other  
2. Courage : The Scrum Team members have courage to do the right thing 

and work on tough problems.  
3. Focus : Everyone focuses on the work of the Sprint and the best possible 

progress made toward the goals of the Scrum Team. 
4. Openness (No Hiding) : The Scrum Team and its stakeholders agree to be 

open about all the work and the challenges with performing the work  
5. Respect : Scrum Team members respect each other to be capable, 

independent people. Scrum Team members are respected by the people 
with whom they work. 

Lack of Trust impacts all the above Values. 
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Three Pillars of 
Scrum  
 
1. Transparency  
2. Inspection  
3. Adaptation 

 
Memorize: TIA 
 
 
 

 
 
 

Transparency  

Transparency implies that all aspects of the process must be visible. Visibility 
or transparency should exist between :  
1) The Scrum team members performing the work. 
2) The Scrum team members and stakeholders responsible for receiving 

the work / outcome. 

Transparency means sharing a common standard and a common language. 

Important decisions are made based on the state of the Sprint backlog, 
Product backlog and the Product Increment. Thus, these three artifacts 
should be extremely transparent. 

Artifacts having low transparency can lead to decisions that diminish value 
and increase risk. 

Transparency enables inspection. Inspection without transparency is 
misleading and wasteful.  

Example: Scrum Team members (within the same scrum Team) performing 
the work and inspecting the resulting increment must share a Common 
Definition of "Done". 

Inspection 

Scrum users must frequently inspect scrum artifacts and progress made 
toward a Sprint Goal, to detect undesirable variances. Inspection should not 
impact the work being done. 

Inspections are most beneficial when diligently performed by skilled 
inspectors. 

Inspection enables adaptation. Inspection without adaptation is considered 
pointless. Scrum events are designed to provoke change. 

Adaptation 

If an inspector determined that one or more aspects of a process deviated 
outside acceptable limits, and that the resulting product was unacceptable, 
the process or the material being processed must be adjusted as soon as 
possible or immediately. 

A Scrum Team is expected to adapt the moment it learns anything new 
through inspection. 

In case of variances from the unexpected, an adjustment must be made as 
soon as possible to minimize deviation. 

Scrum prescribes five mandatory events for Inspection and Adaptation:  
1. Sprint Planning  
2. Daily Scrum  
3. Sprint Review  
4. Sprint Retrospective  
5. The Sprint (container of the above four events).  
The event that contains the four formal events is called the Sprint. 
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Scrum Team 
 
 

 
 
 
 
 
 

Accountabilities:  
1. Scrum Master  
2. Product Owner  
3. Developers 

 
 
 

Scrum Team =  
Developers + 

Scrum Master + 
Product Owner. 

A Scrum Team is a cohesive unit of professionals focused on one objective at a 
time, the Product Goal. 

The Scrum Team consists of the following accountabilities (previously known 
as roles)  
1) One Product Owner  
2) Developers  
3) One Scrum Master. 

The entire Scrum Team is :  
1) Responsible for all product-related activities from stakeholder 

collaboration, verification, maintenance, operation, experimentation, 
research, development, documentation, and anything else that might be 
required. 

2) Accountable for creating a valuable, useful increment every Sprint. 

A Scrum Team does not consist of Project Managers or Functional Managers. 

The Scrum Team is small enough to remain nimble and large enough to 
complete significant work within a Sprint, typically 10 or fewer people. 
Remember 10 is just a Guideline. A Scrum Team can be 11 people if needed but it 
should stay small enough to stay nimble. 

Scrum Teams are Cross-functional teams that have all competencies needed to 
accomplish the work without depending on others outside the team. 

Scrum Teams are cross-functional teams having all the skills ( as a team ) 
needed to create a Product Increment. 

Scrum Teams are Self-managing which means they internally decide who does 
what, when, and how. 

Self-managing teams:  
 
1) Manage their own work.  
2) Decide how to achieve goals.  
3) Grow as a team.  
4) Continuously improve.  
5) Manage stakeholders.  
6) Help other teams and co-workers to grow, improve and thrive.  
7) Constantly collaborate with other teams, pinpoint improvements and learn 

fast, making them more motivated and productive. 

Scrum Teams are structured and empowered by the organization to manage 
their own work. 

Scrum engages groups of people who collectively have all the skills and 
expertise to do the work. The Scrum teams can share or acquire such skills as 
needed. 
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Scrum Team 
-cont. 

Sub-team formations (or hierarchies) in the Scrum Team is not allowed. Sub - 
Teams such as testing teams or an operation teams are not allowed to be 
formed in the Scrum Team. 

Titles are not assigned to the developers within the Scrum Team members, 
regardless of the type of work they perform. 

All the test cases (and documentation) are written and executed by members of 
the Scrum Team. 

The duty of the Scrum Team is to be transparent. Users seeking for information 
about the work done / completed by the Scrum Team are responsible for 
getting it. People interested in such information can :  
1. Investigate the artifacts (Product Backlog, Sprint Backlog) created by the 

Scrum Team.  
2. Visit the next Sprint Review meeting if needed.  
No one in the Scrum Team is responsible for creating status reports. 

Scrum Teams deliver products iteratively and incrementally. 

Scrum Team collectively decides on the Scrum Length. 

Scrum Team delivers a "Done" increment every Sprint to ensure a potentially 
useful version of a working product is always available. However, it is up to the 
Product Owner to "Release" it.  

Different Teams working on the same Product:  
• Must have the Same Product Backlog.  
• Must have the Same Product Owner.  
• Must have the Same Product Goal.  
• Must have different Sprint Backlogs. (one for each team)  
• Must have a shared Definition of Done.  
• Can have different Sprint Lengths.  
• Can have different Scrum Masters. 
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Product Owner 
 
(Sole person 
responsible for the 
Product Backlog) 
 
 
 
 

The Product Owner is accountable for managing the Product Backlog. He 
/ she is also accountable for maximizing the value of the Product and the 
work the Developers do. 

The Product Owner is accountable for :  
1) Creating the Product Goal.  
2) Explicitly communicating the Product Goal. 

The Product Owner is responsible for creating and clearly expressing 
Product Backlog items. 

The Product Owner is also accountable for ensuring that the Product 
Backlog is transparent, visible, and understood. 

The Product Owner is accountable for prioritizing / ordering the items in 
the Product Backlog to best achieve the Product goal and missions. 

The Product Owner is responsible for optimizing / maximizing the value 
of the work the Developers performs.  

The Product Owner is responsible for ensuring that the Product Backlog is 
visible, transparent, and clear to all. 

A Product should always have only one Product Owner no matter the 
size of the Product or Backlog. 

A Product Owner may represent the desires of stakeholders using the 
Product Backlog. This typically requires Product Owners active interaction 
with them. 

For the Product Owner to succeed, the entire organization must respect / 
provide autonomy to his or her decisions. 

No one can force (not even the CEO) the Developers to work on a 
different set of requirements, then what is agreed by the Product Owner. 

Only the Product Owner has the authority to cancel the Sprint, although 
he or she may do so under an influence, based on feedback received from 
the stakeholders, the Developers, or the Scrum Master. 

The Product Owner tracks total work remaining at least once every 
Sprint Review.  

The Product Owner prioritizes the Product Backlog items as deemed 
appropriate to him. 

The decisions made by the Product Owner are visible in :  
1) The content of the Product Backlog.  
2) The ordering of the Product Backlog.  
3) The inspectable Increment at the Sprint Review. 
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Product Owner 
-cont. 
 

The Product Owner is accountable for maximizing the value of the product 
resulting from the work of the Scrum Team. How this is done may vary widely 
across organizations, Scrum Teams, and individuals. Product Owner should 
focus on:  
 → Key Stakeholder Involvement In order to maximize Product value, 
the Product Owner should identify the key stakeholders for the product and 
involve them as necessary throughout the development effort.  

→ Product Marketplace  
The Product Owner should be expertly aware of the marketplace for the 
product. They should constantly be gathering and re-gathering information 
regarding the marketplace, so that the product value is maximized.  
 → Product Release Decisions  
The Product Owner is the one and only person who can decide whether to 
release the latest Increment of the Product. For Product value to be captured, 

The Product Owner: 
1. The Product Owner is one person, not a committee.  
2. Communicates regularly with the Stakeholders.  
3. Creates new items in the Product Backlog.  
4. Revises the priority of Product Backlog items  
5. Work with the Developers on Product Backlog refinement.  
6. Answers questions about the Product Backlog items and makes sure that 

everyone has the right understanding of Product Backlog items.  
7. Checks the completed items with the Developers to ensure they are Done 

based on the "Definition of Done"  
8. Collaborate with stakeholders, user communities, and subject matter 

experts. 
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Developers 
 
(Sole Owners of the 
Sprint Backlog) 
 
 
 
 
 

Developers are professionals in the Scrum team who work towards 
delivering a useful and valuable Increment of “Done" product, at the end of 
each Sprint. 

The entire Scrum Team is accountable for creating a valuable, useful 
Increment Sprint. (Not just the developers) 

Developers within the Scrum Team are self-organizing. The Scrum Master, 
Product Owner and Developers work together to turn Product Backlog into 
Increments of valuable functionality. 

Sub-team formations (or hierarchies) within the Scrum Team is not allowed. 
Sub-Teams where Developers might be categorized as testing teams or an 
operation teams are not allowed to be formed in the Scrum Team. 

Titles are not assigned to the developers within the Scrum Team members, 
regardless of the type of work they perform. 

Developers or people doing the work are responsible for all estimates in the 
Product Backlog. Product Owner can only influence. 

Scrum does not prohibit the Product Owner & Scrum Master to do 
Development work.  

Developers within the Scrum Team range between be between 3 to 8 
Members. Changing developers typically reduces cohesion, performance, 
and productivity in the short term.  

Developers are accountable for:  
1. Creating and managing the Sprint Backlog (plan for the Sprint).  
2. Creating and prioritizing tasks within the Sprint Backlog.  
3. Instilling quality by adhering to a Definition of Done.  
4. Running Daily Scrums.  
5. Adapting their plan each day toward the Sprint Goal.  
6. Holding each other accountable as professionals.  
7. Measuring the Sprint performance  

Different Teams working on the same Product : • Must have the Same 
Product Backlog.  
• Must have the Same Product Owner.  
• Must have the Same Product Goal.  
• Must have different Sprint Backlogs. (one for each team)  
• Must have a shared Definition of Done.  
• Can have different Sprint Lengths.  
• Can have different Scrum Masters. 

At least one functionality is recommended to be delivered every sprint by the 
Developers. (Not Mandatory) 
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Scrum Master 
 
 
 

The Scrum Master is accountable for establishing, promoting and supporting 
Scrum. 

The Scrum Master helps within the team and throughout the entire organization 
to understand Scrum theory and practice. 

The Scrum Master is accountable for the Scrum Team's effectiveness. 

The Scrum Master facilitates Inspection and Adaption opportunities as 
requested or as needed.  

The Scrum Master serves the Scrum Team by : 1) Coaching the team members 
self-management and cross - functionality  
2) Helping the Scrum Team focus on creating high-value Increments that meet 
the Definition of Done.  
3) Removing impediments to the Scrum Team's progress.  
4) Ensuring that all Scrum events take place and are positive, productive, and 
kept within the timebox. 

The Scrum Master serves the Product Owner by:  
1) Helping the Product Owner find techniques for effective Product Goal 

definition and Product Backlog management.  
2) Helping the Scrum Team understand the need for clear and concise Product 

Backlog items.  
3) Helping establish empirical product planning for a complex environment 
4) Facilitating stakeholder collaboration as requested or needed.  

The Scrum Master serves the organization by: 1) Leading, training, and coaching 
the organization in its Scrum adoption.  
2) Planning and advising Scrum implementations within the organization.  
3) Helping employees and stakeholders understand and enact an empirical 
approach for complex work.  
4) Removing barriers between stakeholders and Scrum Teams.  

Scrum Masters are true leaders who serve the Scrum Team and the larger 
organization. 

The Scrum Master helps those outside the Scrum Team understand which of 
their interactions with the Scrum Team are helpful and which aren't.  

The Scrum Master helps finding techniques for effective management of the 
Product Backlog.  

The Scrum Master ensures that the Scrum Team is meeting as needed and 
teaches the Scrum Team to keep the meetings within the time-box. 
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Sprint 
 
 
 
 
 

 
 
 

The heart of Scrum is a Sprint where ideas are turned into value. 

Each Sprint may be considered a short project. 

Sprint a time-box of one month or less during which a "Done", useable, and 
valuable Product Increment is created. 

All the work necessary to achieve the Product Goal, including Sprint Planning, Daily 
Scrums, Sprint Review, and Sprint Retrospective, happen within Sprints. 

Each Sprint has :  
1) A goal of what is to be built (Sprint Goal)  
2) A design and flexible plan that will guide building the Product.  
3) Work which is done.  
4) Resultant Product Increments.  

Different Scrum Teams working on the same product can have different Sprint 
length. The duration of a Sprint is fixed and should not be shortened or 
lengthened once the Sprint has started. 

A Sprint event is held at the same place and time. 

At least one functionality should be implemented in a Sprint. (including the first 
Sprint). This is a recommendation and not mandatory. 

During the Sprint :  
1) The Product Backlog is refined as needed.  
2) Deliverables or Sprint items are worked on.  
3) No changes are made that would endanger the Sprint Goal.  
4) Quality does not decrease.  
5) Scope may be clarified and re - negotiated between the Product Owner and 

Developers. 

The purpose of each Sprint (including the first Sprint) is to deliver Increments of 
valuable functionality that adhere to the Scrum Team's current Definition of 
"Done”. 

Sprints enable predictability by ensuring inspection and adaptation of progress 
toward a Product Goal at least every calendar month. 

A new Sprint starts immediately after the conclusion of the previous Sprint. There 
is no gap or work done between Sprints. 
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Sprint 
-cont. 

When a Sprint's horizon is too long:  
1) The Sprint Goal may become invalid.  
2) Complexity may rise.  
3) Risk may increase.  
 
Shorter Sprints can be employed to generate :  
1) More learning cycles.  
2) Limit risk of cost to a smaller time frame.  
3) Limit risk of effort to a smaller time frame.  

Various practices exist to forecast progress, like burndowns, burn-ups, or 
cumulative flows. While proven useful, these do not replace the importance of 
empiricism. In complex environments, what will happen is unknown. Only what has 
already happened may be used for forward - looking decision making.  

Only the Product Owner can cancel the Sprint. 

A Sprint should be cancelled in case the Sprint Goal becomes obsolete. (even if the 
Sprint Time Box is not over).  

When a Sprint is cancelled :  
1) All completed and "Done" Product Backlog items are reviewed.  
2) If part of the work is valuable, the Product Owner typically accepts it.  
3) All incomplete Product Backlog Items are re-estimated and put back on the 

Product Backlog. 
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Daily Scrum 
 
 
 
 

 
 
 
 
 

 
 
 
 
 
Mandatory: Yes 

The purpose of the Daily Scrum is to :  
1) Inspect progress toward the Sprint Goal.  
2) Adapt the Sprint Backlog as necessary, adjusting the upcoming planned 

work. 

The Daily Scrum is a 15-minute time-boxed event for the Developers. The Daily 
Scrumis held every day of the Sprint at the same place and same time. 

Every day in the Daily Scrum, the Developers understands how they intends to 
work together (as a self-Managing team) to accomplish the Sprint Goal. 
Developers also work towards creating the anticipated Increment by the end of 
the Sprint. 

Only the people doing the work (described in the Sprint Backlog) need to 
inspect and adapt at the Daily Scrum. If the Product Owner or Scrum Master 
are actively working on items in the Sprint Backlog, they participate as 
Developers and will need to be at the Daily Scrum. Otherwise, the Scrum 
Master simply must make sure the Developers knows how to conduct a Daily 
Scrum and does so. 

Developers uses the Daily Scrum to track and inspect how its progressing 
towards completing the work in the Sprint Backlog. 

The structure and agenda of the meeting is set by the Developers and can be 
conducted in different ways, if it focuses on progress toward the Sprint Goal. 

Developers can select whatever structure and techniques they want as long as 
:  
1) Daily Scrum focuses on progress toward the Sprint Goal  
2) They produce an actionable plan for the next day of work. This creates 

focus and improves self-management. 

The Scrum Master ensures that the Developers have the Daily scrum meeting 
but does not have to be present in the meeting. 

If people outside the Scrum Team are present in the Daily Scum, the Scrum 
Master ensures that they do not disrupt the meeting. 

Product Owner and Scrum Master are not required in the Daily scrum. 
However, Developers members must be present. 

Daily Scrums :  
1) Improve Communications  
2) Identify impediments for removal.  
3) Improve Team members knowledge.  
4) Promote quick decision-making.  
5) Consequently, eliminate the need for other meetings. 

The Daily Scrum is not the only time Developers can adjust their plan. They 
often meet throughout the day for more detailed discussions about adapting 
or re-planning the rest of the Sprint's work. 

 
 
 
  



 

Scrum Guide – Quick Reference Table  13 

 
 
 
  

Sprint Planning 
 
(Scrum Team Effort) 
 
 
 

 
 
 
 

 
 
 
 
 
 
Mandatory: Yes 

The work to be performed in the Sprint is planned in a meeting / event 
called the Sprint Planning. 

Sprint Planning initiates the Sprint by laying out the work to be performed 
for the Sprint This resulting plan is created by the collaborative work of 
the entire Scrum Team. 

The Product Owner ensures that attendees are prepared to discuss the 
most important Product Backlog items and how they map to the Product 
Goal. 

Technical Domain Experts and other people (invited by the Scrum Team) 
may attend Sprint Planning to give advice. 

Sprint Planning addresses the following topics:  
Topic One: Why is this Sprint valuable?  
The Product Owner proposes how the product could increase its value and 
utility in the current Sprint. The whole Scrum Team then collaborates to 
define a Sprint Goal that communicates why the Sprint is valuable to 
stakeholders. The Sprint Goal must be finalized prior to the end of Sprint 
Planning.  
 
Topic Two: What can be Done this Sprint?  
Through discussion with the Product Owner, the Developers select items 
from the Product Backlog to include in the current Sprint. The selected 
items get moved to the Sprint Backlog. The Scrum Team may refine these 
items during this process, which increases understanding and confidence. 
Selecting how much can be completed within a Sprint may be challenging. 
However, the more the Developers will be more confident about how 
much work they can do in the sprint / sprint forecasts based on knowing 
more about :  
1) Developers past performance.  
2) Developers upcoming capacity.  
3) Definition of Done.  
 
Topic Three: How will the chosen work get done?  
For each selected Product Backlog item :  
1) The Developers plan the work necessary to create an increment that 

meets the Definition of Done.  
2) This is often done by decomposing Product Backlog items into 

smaller work items of one day or less.  
3) The decomposing of Product backlog items into smaller work items is 

at the sole discretion of the Developers. No one else tells them how to 
turn Product Backlog items into Increments of value. 
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Sprint Planning 
-cont. 
 
 
 
 

The Inputs to Sprint Planning are:  
1) Prioritized Product Backlog along with the Definition of Done.  
2) Developers past performance.  
3) Developers upcoming capacity.  
4) Projected capacity of the Developers. (based on their past performance)  

The objective of the Sprint & Sprint Goal is decided in the Sprint Planning 
meeting.  

The number of items selected from the Product Backlog for the Sprint is 
solely up to the Developers. Based on the discussions with the product owner, 
the Developers can best assess what can be accomplished over the upcoming 
Sprint.  

The Sprint Planning is a maximum of 8 Hours per Monthly Sprint. For shorter 
Sprints, the event is usually shorter.  

Work for the entire sprint is planned by the entire Scrum team and the 
Developers decompose the selected items by the end of this meeting. (Often 
in units of one day or less) 

During Sprint Planning, the Sprint Backlog should be groomed, defined and 
decomposed enough so the developers can create its best forecast of what it 
can do and start the first several days of the Sprint.  

Sprint Planning answers the following questions:  
1) Why is this Sprint valuable?  
2) What can be delivered in the Increment resulting from the upcoming 

Sprint?  
3) How will the work (needed to deliver the increment) be achieved?  

By the end of the Sprint Planning, the Developers should be able to:  
1) Explain to the Product Owner and Scrum Master, how it intends to work 

as a self organizing team to accomplish the Sprint Goal  
2) Clearly Vision the anticipated Increment. 
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Sprint Review 
 
 
 

 
 
 
 
 

 
 
 
 
 
 
 
Mandatory : Yes 

A meeting / event called the Sprint Review is typically held at the end of the 
Sprint to :  
1) Inspect the Increment.  
2) Adapt the Product Backlog.  

The purpose of the Sprint Review is to inspect the outcome of the Sprint and 
determine future adaptations. 

The Sprint Review is a working session and the Scrum Team should avoid 
limiting it to a presentation. 

The Sprint Review is the second to last event of the Sprint. 

During the Sprint Review, the Scrum Team and Key Stakeholders (people 
outside the Scrum Team) collaborate to discuss and review:  
1) What was achieved / accomplished in the current Sprint?  
2) What has changed in their environment?  
 
Based on this information, attendees collaborate on what to do next. The 
Product Backlog may also be adjusted to meet new opportunities. 

Multiple Increments may be created within a Sprint. The sum of the 
Increments is presented at the Sprint Review thus supporting empiricism. 

In the Sprint Review, the Next things that could be done to optimize Product 
value, are also reviewed. 

The result of a Sprint Review is a revised Product Backlog that defines the 
probable Product Backlog items for the next Sprint (which also get discussed in 
the Next Sprint Planning Meeting) 

The Sprint Review meeting is at most a four-hour meeting for one-month 
Sprints. (or shorter)  

The Scrum Masters ensures that the Sprint Review meeting takes place. 

The Scrum Team explains what Product Backlog items have been "Done" and 
what has not been "Done" in the Sprint Review Meeting. 

The Scrum Team discusses what went well during the Sprint, what problems it 
ran into, and how those problems were solved, in the Sprint Review Meeting. 

The Scrum Team demonstrates the work that it has "Done" and answers 
questions about the Increment in the Sprint Review Meeting. 

The Key Stakeholders are allowed to participate only in the Sprint Review 
meeting. However, any member of the Scrum Team can interact with them any 
time. 

The Sprint Review should never be considered a gate to releasing value. 

 
 
 
 



 

Scrum Guide – Quick Reference Table  16 

Sprint 
Retrospective 
 
 
 

 
 
 

 
 
 
 
 
Mandatory: Yes 

The Sprint Review will review the Increment in the context of both the Sprint 
Goal and the Product Goal. This encourages Sprint Reviews to put some context 
around their findings and ask questions about how much progress has been 
made toward the Product Goal. These findings will be very useful in Sprint 
Planning as they can help create focus and form decisions about the next Sprint. 

The Sprint Retrospective is an opportunity for the Scrum Team to inspect itself 
and create an improvement plan which can be enacted. 

The purpose of the Sprint Retrospective is to plan ways to increase quality and 
effectiveness. 

The Sprint Retrospective occurs after the Sprint Review and prior to the next 
Sprint Planning. 

In the Sprint Retrospective :  
1) The Scrum team inspects how the last Sprint went with regards to 

individuals, interactions, processes, tools, and their Definition of Done.  
2) The Scrum Team discusses:  

• What went well during the Sprint.  
• The problems they encountered.  
•  How those problems were (or were not) solved.  

3) The Scrum team identifies and orders the major items that went well along 
with the potential improvements. 

The most impactful improvements are addressed as soon as possible. They may 
even be added to the Sprint Backlog for the next Sprint. 

After the Retrospective discussion all the improvement items discussed are 
placed in the Product Backlog. 

The most impactful improvements may even be added to the Sprint Backlog for 
the next Sprint. (Not Mandatory)  

The Sprint Retrospective is at most a three-hour meeting for one-month Sprints 
or shorter. 

The Scrum Master and Product Owner participate as a peer team member in 
the meeting. 
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Scrum Artifacts 
and 
Commitments 
 
 
 
 
 

 

The three Scrum Artifacts are:  
1) Product Backlog  
2) Sprint Backlog  
3) Product Increment.  

Scrum's artifacts represent work or value. 

Scrum's artifacts are designed to maximize transparency of key information  

Each artifact contains a commitment. Commitments ensure that:  
1) They provide information that enhances transparency.  
2) They provide focus against which progress can be measured.  
3) They exist to reinforce empiricism and the Scrum values for the Scrum 

Team and their stakeholders. 

Artifacts that have low transparency can lead to decisions that diminish value 
and increase risk. Transparency enables inspection. Inspection without 
transparency is misleading and wasteful.  

Remember :  
• The commitment for the Product Backlog, is the Product Goal.  
• The commitment for the Sprint Backlog, is the Sprint Goal.  
• The commitment for the increment is the Definition of Done. 

Are commitments mandatory?  
Yes, if a team is using Scrum, they must provide a commitment for each 
artifact. 

Who creates the commitments?  
They are part of the existing artifacts and as such whoever is accountable for 
that artifact is accountable for that commitment. Product Goal is created by 
the Product Owner working with the Scrum Team. The Sprint Goal is created 
by the Scrum Team. And, the Definition of Done is created by the Scrum Team. 

 
 
Remember :    
 

Artifact  Commitment  Creator / Owner 

Product Backlog Product Goal Product Owner 

Sprint Backlog Sprint Goal Scrum Team 

Product Increment Definition of Done Scrum Team 
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Product Backlog 
(Owner: Product Owner) 
 
(Ongoing Process) 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 

The Product Backlog lists all features, functions, requirements, 
enhancements, and fixes that constitute the changes to be made to a 
Product. 

The Product Backlog is an emergent, ordered list of what is needed to 
improve the product. 

The Product Backlog is the single source of work undertaken by the 
Scrum Team. All the work which the Scrum Team does needs to be 
originated from the Product Backlog. 

A Product Backlog is never complete & is always evolving. It is a living 
artifact. 

A Product cannot exist without a Product Backlog. A single Product can 
have only one Product Backlog. 

Product Backlog Refinement 

Product Backlog Refinement is the act of adding detail, estimates, 
order and other attributes to items in the Product Backlog. Refinement 
ensures that members of the Scrum team undestands items in the 
Product Backlog to the level needed. 

Product Backlog items that can be "Done" by the Scrum Team within 
one Sprint are deemed "Ready" for selection. 

Product Backlog refinement is the act of breaking down and further 
defining Product Backlog items into smaller more precise items. 

Developers should participate in the Product Refinement as soon as 
possible. 

Refinement includes analyzing, designing and decomposing the 
Product Backlog items. Programming and testing do not happen during 
refinement. 

The Scrum Team decides how and when refinement is done. 

Product Owner and the Developers collaborate and refine the Product 
Backlog items together.  

Developers typically gives input on Technical dependencies during 
refining a Product Backlog item. 

During refinement, Developers understand and clarifies requirements. 
This could result to expanding the Product backlog item, if needed. 
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Product Backlog 
-cont. 

Product Backlog Management  

The Product Owner is also accountable for effective Product Backlog 
management, which includes :  
1) Developing and explicitly communicating the Product Goal.  
2) Creating and Clearly expressing Product Backlog items.  
3) Ordering the items in the Product Backlog to best achieve goals and 

missions.  
4) Ensuring that the Product Backlog is visible, transparent, and clear to all.  
 
The Product Owner can delegate above to others however remains 
accountable for it.  

Product Backlog items Order 

The earliest version of the Product Backlog only lays out the initially known and 
best - understood requirements. The Product Backlog evolves as the product 
and the environment in which it will be used evolves.  

Average number of items in the Product Backlog are usually larger than items in 
a single Sprint Backlog. This is how it works :  
 
[A] Items with different sizes are added to the Product Backlog.  
[B] Items are sorted based on their business value.  
[C] Large items on the top of the Product Backlog are broken down into smaller 
ones. These are more detailed than the ones at the bottom.  
 
That's why the items on the top are smaller than those on the bottom. 
Remember that size is not a basis for ordering the Product Backlog items.  
 

Higher ordered Product Backlog items are usually clearer and more detailed 
than lower ordered ones, as they would be worked on first.  

Once the Refinement is complete, the detailed Product backlog items are 
moved to the Sprint backlog.  

Product Backlog items can be updated at any time by the Product Owner or at 
the Product Owner's discretion. 
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Product Backlog 
-cont. 
 
 
 
 
 
 
 
 
 
 
 
 
 
Product Goal 
 

🥅 
 

Estimates 

Developers are responsible for all estimates. The Product Owner may 
influence the Developers by helping them understand the requirements, 
dependencies and trade-offs. 

Accountability of the Product Owner  

The Product Owner is responsible for the Product Backlog, including its 
content, availability, and ordering. 

The Product Owner tracks the total work remaining at least every Sprint 
Review.  

The Product Owner decides the order of the Product backlog based on the 
complexity, risk, dependency and size of each Product backlog item. However, 
it is up to the Product Owner to prioritize as needed to achieve the product's 
goals and to optimize the value received. 

Product Backlog Commitment: Product Goal 

Product Goals are steppingstones towards the Product Vision. Scrum Teams 
and stakeholders can see how they connect. 

Product Goal provides context to the Product Backlog. It can be thought of as 
the ' why the scrum is doing all of the work. 

The commitment for the Product Backlog is the Product Goal. 

The Product Goal describes a future state of the product which can serve as a 
target for the Scrum Team to plan against. 

The works items in the Product Backlog emerge to define "what" will fulfill the 
Product Goal.  

The Product Goal is the long-term objective for the Scrum Team. 

There can be one "Active / Current" Product Goal for the Product Backlog at 
any one time. 

The Scrum Team must fulfill ( or abandon ) one Product Goal / Objective before 
taking on the next. 
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Product Goal 
-cont. 

Note:  
1) Product Goals are like milestones on the Product roadmap. At any point in 

time, the next Product Goal is a single point to focus on for the Scrum 
teams. Product Goals are what the Scrum teams should work towards. For 
instance, if you put all your current work - in - progress on a Kanban board 
or look at all the items in a Sprint Backlog, they need to be all towards the 
next Product Goal. Getting teams to focus on the Product Goals keeps 
them focused on the product. This creates shared purpose.  

2) A Product Backlog can have Product Backlog items which could tie to more 
than one Product Goals.  

3) There can be only one "active / current" Product Goal at a time. This is the 
one Product Goal; the entire Scrum team focuses on.  

4) During Sprint Planning, while considering Product Backlog items for a 
Sprint, the team should select the items which belong to that one " active 
" Product Goal.  

5) During Sprint Review, the progress made towards the " active " Product 
Goal should be discussed.  

6) If multiple teams are working, they should all work on the same " active " 
Product Goal.  

7) During refinement, new Product Backlog items which tie to a different 
Product Goal could evolve. They should be placed in the Product Backlog. 

8) As the Scrum Guide states, the Scrum team must fulfill ( or abandon ) one 
objective before taking on the next.  

Who makes the Product Goal?  
The Product Owner is accountable for the development and communication 
of the Product Goal; however, they would work with the Scrum Team and 
stakeholders to make sure that it is clear and easy to understand What 
happens when the current Product Goal is achieved ? A Scrum team can only 
have one Product Goal, so when the current Product Goal is achieved a new 
one would be created.  

What happens when the goal changes?  
Context of the situation or the environment the team is working in will 
influence what happens next.  
1) Some teams will cancel the Sprint (which is the decision of the Product 

Owner) and go back to the stakeholders and present their findings  
2) If there is a significant change in context and the current Product Goal has 

not been achieved, some Scrum Team would replace the Product Goal with 
a more fitting one. 
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Product Goal 
-cont. 

What happens when the Product is no longer relevant?  
If the Product is no longer relevant in the market (remember floppy disks, video 
cassettes, etc.), then the existence of the organization would end.  
If this change to the Product Goal happens in a Sprint it remains in the authority 
of the Product Owner to cancel the Sprint if the goal of Sprint no longer aligns 
with the updated Product Goal. 

The Product Goal should be:  
1) Tangible and measurable ( which provides real guidance on what's most 

potentially valuable ).  
2) Clear and concise.  
3) Achievable.  
4) Made transparent in the Product Backlog in the same way that the Sprint 

Goal is made transparent in the Sprint Backlog.  
5) They communicate intent and not solution.  

Product Goal example : There are many ways to capture product goals. Let's 
take an example from Melissa Perri Product Goals Canvas which clearly 
distinguishes the Product Vision from the measurable Product Goal (target 
condition). 
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Spring Backlog  
(Sole Owner: 
Developers) 
 
 
 

The Sprint Backlog is created during the beginning of the Sprint. The Sprint 
Backlog captures all the work which the developers identify as necessary, 
to meet the Sprint Goal. 

The Sprint Backlog is a plan by and for the Developers. 

The Sprint Backlog is made up of :  
1) The Sprint Goal.  
2) The Product Backlog items selected for the Sprint.  
3) The actionable plan for delivering them are together as an increment 

and realizing the Sprint Goal. 

The Sprint Backlog is created during the Sprint Planning. The Sprint 
Backlog includes : 1 ) Items selected from the Product Backlog. 2 ) Tasks 
created by decomposing the selected Product Backlog items ( during 
refinement ). 

The Sprint Backlog is highly visible, real - time picture of the work that the 
Developers plan to accomplish during the Sprint in order to achieve the 
Sprint Goal. 

The Sprint Backlog is updated throughout the Sprint as more is learned. 
Developers keep adding tasks during the Sprint, so, the Sprint Backlog 
keeps getting updated. The Sprint Backlog is the Developers plan for the 
current Sprint. This plan is not detailed upfront. 

If the Developers cannot deliver some of the items from the Sprint Backlog, 
the items can be moved back to the Product Backlog. The incomplete items 
do not go to the next Sprint automatically. 

If the work turns out to be different than they expected, developers 
collaborate with the Product Owner to negotiate the scope of the Sprint 
Backlog within the Sprint without affecting the Sprint Goal. 

Each task in the Sprint backlog could be assigned to one developer or a pair 
of developers, but the ownership is still shared across all the Developers in 
the Scrum Team. 

Only the Developers can change the Sprint Backlog during a Sprint. 

Developers modifies the Sprint Backlog throughout the Sprint, and the 
Sprint Backlog emerges during the Sprint. 

Developers should not take any work into a Sprint if there are some 
unresolved external dependencies associated with that work. 

All Sprint Backlog Items are "owned" by all the Developers in the Scrum 
Team, even though each one may be implemented by an individual 
Developer. 
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Sprint Goal 
 
 

🥅 
 
 
 
 

Sprint Backlog Commitment : Sprint Goal  
The Sprint Goal is an objective set for the Sprint that can be met through the 
implementation of the Sprint Backlog items selected in a Sprint. It provides 
guidance to the Scrum Team on why it is building the Increment.  

During Sprint Planning, the whole Scrum Team collaborates to define a Sprint 
Goal that communicates why the Sprint is valuable to stakeholders. 

The Sprint Goal is the single objective for the Sprint.  

The Sprint Goal is fixed and if changed would result into cancellation of the 
Sprint.  

A Sprint should be cancelled in case the Sprint Goal becomes obsolete. (even 
if the Sprint Time Box is not over). Only the Product Owner can cancel the 
Sprint. When a Sprint is cancelled, all completed and "Done" Product Backlog 
items are reviewed. If part of the work is valuable, the Product Owner typically 
accepts it. All incomplete Product Backlog Items are re - estimated and put 
back on the Product Backlog.  

The Sprint Goal must be finalized prior to the end of Sprint Planning then 
added to the Sprint Backlog.  
Three important purposes of Sprint Goals :  
1. The goal gives guidance during the Sprint on the objective that the Scrum 

Team wants to achieve in the Sprint, as well as why that is important.  
2. They help the Scrum Team focus on what kind of ) work is important, and 

what is not.  
3. Promote collaboration by giving Scrum Teams one clear purpose to work 

on, instead of separate initiatives.  

Sprint Goal Example 1 : This Sprint exists to set up our deployment 
infrastructure to deploy a secure, working login page.  
Sprint Goal Example 2 : This Sprint exists to build the interface for entering 
hours.  

 
Advantages of a Sprint Goal:  
1. The Sprint Goal gives sense to the tasks and motivates the Team. People 

tend to be more enthusiastic and enjoy their work when they understand 
what it's for and how they contribute to the common cause.  

2. The Sprint Goal unites the Scrum Team.  
3. The Sprint Goal helps in managing risks. Each Sprint can be considered a 

project with a fixed budget and date. The Sprint Goal indicates the risk 
that the Scrum Team mitigates during the current Sprint. The risk can be 
associated with functionality, technologies, human factors, the external 
environment, etc.  

4. The Sprint Goal helps with focus, making decisions & manage stakeholders 
' expectations. 
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Product 
Increment 
 

Scrum requires the team to create (at minimum) a valuable, useful Increment 
every Sprint. Scrum's empiricism encourages the creation of multiple valuable 
increments during the Sprint to enable fast inspect and adapt feedback loops. 

An Increment is the sum of all the Product Backlog items completed during the 
Sprint plus the value of the increments of all previous Sprints. 

An Increment is a concrete steppingstone toward the Product Goal. 

Each Increment is additive to all prior Increments and thoroughly verified, 
ensuring that all Increments work together. 

In order to provide value, the Increment must be usable.  

An Increment may be delivered to stakeholders prior to the end of the Sprint. 

Definition of 
Done 

Increment Commitment : Definition of Done  

The Definition of Done is a formal description of the state of the Increment 
when it meets the quality measures required for the product. 

The moment a Product Backlog item meets the Definition of Done, an 
increment is born. 

The Definition of Done creates transparency by providing everyone a shared 
understanding of what work was completed as part of the Increment. 

If a Product Backlog item does not meet the Definition of Done :  
1) It cannot be released.  
2) It cannot be even presented at the Sprint Review. 

If a Product Backlog item does not meet the Definition of Done, it returns to 
the Product Backlog for future consideration. 

All members of a Scrum Team must have a shared understanding of what it 
means for work to be complete, to ensure transparency. 

Definition of done should include :  
1) Conventions, standards, and guidelines of the Organization which need to 

be followed at the minimum should be a part of the definition of one.  
2) Any compliance or regulatory requirements If "Done" for an increment is 

not a convention of the organization, the entire Scrum Team must define a 
Definition of "Done" appropriate for the product. 
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Definition of 
Done 
-cont. 

The entire Scrum Team must define a Definition of "Done" :  
1) Developers have the knowledge and skills to do the work to create useable 

Increments, so they should bring this expertise into the Definition of Done.  
2) Product Owners often have inputs related to quality from the business 

perspective.  
3) Scrum Masters helps facilitate improvements to a Definition of Done as part of 

their accountability for the Scrum Team's effectiveness. A Scrum Master can 
help create greater transparency for the Scrum Team to identify where quality 
needs to improve.  

The entire Scrum Team would need to work together to change the definition of 
"Done". If more than one Scrum teams use the same definition of "Done", then 
those Scrum teams should be involved in changing the Definition of Done as well.  

The Developers are required to conform to the Definition of Done. 

The Scrum Team plans ways to increase product quality by adapting and improving 
the Definition of "Done" as appropriate. So, Definition of Done changes with time. 

A good time to change the Definition of Done is at the Retrospective right before 
the next Sprint. However, this is not mandatory.  

A Good Definition of Done provides:  
• Guidance on the specific patterns to be implemented in code.  
• Communicates about the Quality Standard needed.  

Each team might be working on a different part of the product (e.g. desktop 
application, mobile application, web application), or simply have different styles of 
work. If there are multiple Scrum Teams working together on a product, they must 
mutually define and comply with a shared Definition of Done.  

A Few Good Criteria to include in the Definition of Done are:  
• Unit tests passed.  
• Code reviewed Completed.  
• Acceptance criteria met / Acceptance test passed.  
• Functional tests passed  
• Non - Functional requirements met.  
• Integrated into a clean build  
• Automated regression tests pass  
• Feature level functional tests passed  
• Meets compliance requirements. 
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Things that do not 
Exist 

Scrum does not acknowledge :  
1) Hardening Phases.  
2) Sprint 0.  
3) Technical Sprints that consists only of tasks which help reduce the 

technical debt and do not add any functionality to the Product. 

Burn-down Charts 
 

 

Burn-down chart shows the evolution of remaining effort against time.  

A burn down chart is a graphical representation of work left to do versus 
time. That is, it is a run chart of outstanding work. 

X-Axis on the Burn - down chart shows he project / iteration timeline Y - 
Axis on the Burn - down chart the work that needs to be completed for 
the project. The Lines on the Graph show the Actual Task Remaining Vs 
the Ideal Task Remaining.  

Additional Meetings Scrum allows additional meetings if they facilitate achieving the Sprint 
Goal. 

Cone of Uncertainty  The Cone of Uncertainty describes the evolution of the amount of 
uncertainty during a project. 

Opportunities to 
Adapt and Inspect 

Remember, including the Sprint itself ( which is a container for all other 
events ), each event ( Daily Scrum, Sprint Review, Sprint Retrospective 
and Daily Scrum ) in Scrum is a formal opportunity to inspect and adapt 
something. These events are specifically designed to enable critical 
transparency and inspection.  

Time-boxed events Time-boxed events are events that have a maximum duration. 
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Product Release The Product Increment should be usable and valuable at the end of every 
Sprint, but it does not have to be released to the client or published. 

Role of Management  The Management supports the Product Owner with insights and 
information which helps with developing a high value product.  
The Management also supports the Scrum Master to cause organizational 
changes that foster empiricism, self-organization, bottom-up intelligence, 
and intelligent release of software. 
 
The Management has no active role in the actual product development 
through Scrum. However, Management external to the Scrum team is 
incredibly important in setting the vision and strategy to guide the overall 
direction of the organization.  

Value of the Product The Value of the product increases with increased Customer Satisfaction, 
Reduced Long Term Operational Cost and Time to market.  

Non-Functional 
Requirements 
 
 
 
 
 
 
 
 
Scrum Team Velocity  
 
 
 
 
 
Benefits of Self 
Organization 

Non-functional requirements describe qualities of the system being 
developed. E.g. the system should be secure, extensible and have 
acceptable performance. The way to meet such requirements is :  
1) Have them as a part of the Definition of Done and check the 

applicable Increment against these criteria.  
2) Add them as the Acceptance Criteria to the applicable Product 

Backlog item.  
3) Include them as Product Backlog item itself.  
 
Velocity is a measure of the amount of work a Team can tackle during a 
single Sprint and is the key metric in Scrum. Velocity is calculated at the 
end of the Sprint by totaling the points for all fully completed User 
Stories.  
 
The preferred leadership style in Scrum is " servant leadership ", which 
emphasizes achieving results by focusing on the needs of the Scrum 
Team. Some of the benefits of Self-organization are:  
• Team buy-in and shared ownership 
• Motivation, which leads to an enhanced performance level of the team  
• Innovative and Creative environment conducive to growth  
• Increased Self Accountability & Commitment to achieving the goals of 

the Scrum Team. 
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Technical Debt 
 
 

Technical debt (also known as design debt or code debt) is a concept in 
software  development that reflects the implied cost of rework caused by 
choosing an easy  solution “now” instead of using a better approach that 
would take longer. Like  any other debt, a large accumulation of Technical Debt 
(bad code) can impact  future maintainability of the product. 

 

The downsides of Technical Debt are as follows:   
1. It misleads the Product Owners, Scrum Masters and Developers about the  

“Current state” of the System. For example, if Product Backlog item A is  
assumed to be completed in a day, it might take three days for it to  
complete, because of unseen bad code or Technical Debt.   

2. The Product becomes more unstable, as more functionality is added over  
bad code (or existing technical debt). It is far more likely to impact  
components which crosscut a range of features. Moreover, if the  necessary 
refactoring is significant, it could impact the entire product, and  it could 
affect features in uneven ways.   

 
Technical Debt is a result of a bad technical decision taken in order to save time 
or effort. 

Technical debt causes a greater percentage of the product's budget to be spent 
on  maintenance of the product. 

The velocity at which new functionality can be created is reduced when you 
have technical debt. 

 
  
 
 


