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Agile software development centers on four values, which are identified  
in the Agile Alliance’s Manifesto*:  

 1. Individuals and interactions over processes and tools
 2. Working software over comprehensive documentation
 3. Customer collaboration over contract negotiation
 4. Responding to change over following a plan

The development of Agile software requires innovation and responsiveness, based on 
generating and sharing knowledge within a development team and with the customer. 
Agile software developers draw on the strengths of customers, users, and developers  
to find just enough process to balance quality and agility.

The books in The Agile Software Development Series focus on sharing the experiences 
of such Agile developers. Individual books address individual techniques (such as Use 
Cases), group techniques (such as collaborative decision making), and proven solutions 
to different problems from a variety of organizational cultures. The result is a core of 
Agile best practices that will enrich your experiences and improve your work.

* © 2001, Authors of the Agile Manifesto

Visit informit.com/agileseries for a complete list of available publications.

The Agile Software Development Series
Alistair Cockburn and Jim Highsmith, Series Editors
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Foreword  
by David J. Anderson

“Scrum is hard,” says Ken Schwaber, one of the creators of the method. It’s a defined 
process with a prescriptive set of rules that are known to work in combination. Scrum 
is known to work in the context for which it was designed. The real challenge for 
those adopting Scrum is in changing their context to enable Scrum to be effective for 
them. Changing the context of your business and the demands of your customers isn’t 
easy—and hence, “Scrum is hard.”

Back in 2002, when I was first contemplating what we now know as the Kanban 
Method, Scrum was not the dominant Agile method that it is today. Agile was new 
and the term “Agile software development” had been around for only one year. The 
best known of the Agile methods was Extreme Programming. Many software devel-
opment organizations were still practicing methods developed in the 1980s and 1990s 
and using techniques such as use cases to capture requirements. Project planning was 
done with Gantt charts, and phase-gate governance processes that forced entire large-
scale projects known as “phases” were commonplace. There would be a requirements 
gathering phase, a systems analysis phase, a design phase, and so on. Agile methods, 
with their small deliverable increments and iterative approaches to coding and test-
ing, were scary and adoption was slow. Where I saw the greatest resistance was in 
adoption of looser approaches to requirements definition, such as the use of user sto-
ries, and in the dismantling of phase-gate governance processes often controlled by 
program/portfolio management offices or an audit or quality function often report-
ing into the PMO.

I came to the conclusion that if we were to deliver true business agility for the 
masses of technology development companies around the world, we had to adopt a 
new approach to improvement. Rather than trying to replace existing methods with 
new (but scary) Agile methods, we should instead pursue an evolutionary approach 
where we “start with what you do now” and look for specific problems that exist, and 
then seek specific ways to fix those.

By 2004, I saw a pattern where IT departments and product development groups 
would commit to too much work, too early; make plans often based on idealistic 
assumptions; and then fail to deliver on their promises, leading to unhappy custom-
ers. The causes of the failures formed a common pattern. Committed work would 
change in scope and definition, while new work would arrive, and the ongoing work 
would be interrupted often for information gathering reasons, or for rework, or for 
servicing production problems. Committed work in progress would get put aside and 
blocked for many reasons, and insufficient risk management planning had taken 
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place to allow for these problems. The solution for many of these problems was to 
adopt a kanban system as a first step in a process of evolutionary improvement. Kan-
ban systems encourage us to defer commitment, limiting work in progress and limit-
ing our exposure to many of the common problems that cause promises to be broken 
and projects to fail to deliver on expectations.

These two things were separate: We needed an evolutionary approach to improv-
ing service delivery in IT work and product development, and kanban systems were 
a good solution to unrealistic early commitment and the problems of interruptions, 
changing and growing scope, and work blocking for a multitude of reasons. It turned 
out that the pattern that required use of a kanban system was so common that by 
2007 the concepts had effectively merged into one single management approach we 
now know as the “Kanban Method.”

So Kanban was “agility for the rest of us.” Kanban was designed to bring agility to 
those who couldn’t or wouldn’t adopt defined Agile methods in the 2000s. What does 
this have to do with Scrum? Well, Scrum is hard. It has probably been oversold to an 
eager audience keen to find a simple solution to their delivery challenges. Many firms 
have adopted Scrum without fulfilling its full requirements—they haven’t changed 
their context to one that’s truly suitable for Scrum. Indeed, in many cases, it simply 
isn’t possible to control the context of your business; instead, your customers and your 
market do that for you. They don’t change to fit the way you want to work; rather, you 
must change to fit the way in which they expect you to do business with them. This 
has left a world full of troubled, incomplete, or lackluster Scrum implementations.

It turns out that despite the smaller increments of sprints, many Scrum imple-
mentations suffer from all the same ailments that I observed with traditional project 
management and software development life-cycle methods more than a decade ago. 
Hence, adopting Kanban is an appropriate way to help a challenged Scrum deploy-
ment evolve and adjust to the context in which it is being used. This doesn’t make 
the purists happy. It’s not “Scrum by the defined set of rules,” so, according to Ken 
Schwaber, it isn’t Scrum. The question you have to ask yourself is, “Is our goal to do 
Scrum perfectly and be first-class citizens in the worldwide Scrum community? Or is 
our goal to improve the service delivery of IT work, software development, and new 
products to our customers?” If you recognize the latter as your true goal, then you 
have to accept that some degree of tailoring is required to develop a process that is 
unique to your own situation and “fit for purpose.” The fact that you’ve picked up this 
book and taken the trouble to read the foreword would suggest that you already rec-
ognize that strictly following the rules of Scrum isn’t working for you, and you need 
help to evolve to something that better matches the context of your business. 

Ajay Reddy is an experienced Scrum practitioner who has been through the 
same journey you find yourself on. He, too, discovered that he needed help, and he 
found that the message of the Kanban Method resonated with him and enabled him 
to deliver solutions to what had appeared to be intractable problems. If Scrum hasn’t 
been working for you, maybe the issue doesn’t lie with you and your ability to follow 
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its strict rules properly. Maybe the truth is that you need a different process solution, 
uniquely tailored to your situation. Let Kanban help you achieve that, and allow Ajay 
to guide you in how to do it.

If there is a single message I want you to take away from this foreword, it is con-
tained in this quote from my own book, Kanban: Successful Evolutionary Change for 
Your Technology Business: “You have permission to try Kanban. You have permission 
to modify your process. You have permission to be different. Your situation is unique 
and you deserve to develop a unique process definition tailored and optimized to 
your domain, your value stream, the risks that you manage, the skills of your team, 
and the demands of your customers.” Be proud of what you’ve achieved so far with 
Scrum, and embrace the idea that there is so much more you can do in future. Let 
Kanban help you get there.

—David J. Anderson
  Sequim, Washington
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Foreword  
by Jim Benson

If there was one central tenet of Lean, one that no one ever talks about, it would sim-
ply be this:

You have to pay attention to your project.

That is simply it. To continuously improve or to deliver a quality product, we need to 
actually know, as a team, what we are doing and why.

When we abandon our projects or our understanding of our customers to pre-
scriptive management techniques, we are saying that we (our team and our product) 
are just another run-of-the-mill software factory. Predictable, mechanical, uncre-
ative. Certifiable.

But very few projects can claim to have reached this level of the mundane. Soft-
ware creation gains profitability only because of differentiators. Differentiators 
require vision. Vision requires creativity. And creativity requires experimentation and 
imagination.

We are not robots. Software is not an assembly line—far from it. Therefore, soft-
ware developers and those drawn to the industry have some key shared characteristics:

1.	 They are problem solvers.
2.	 They are inventors.
3.	 They are craftspeople.
4.	 They get really angry when they are denied to be 1–3.

In 2008, when my colleague Corey Ladas wrote Scrumban: Essays on Kanban Sys-
tems for Lean Software Development, he was extending the definition of increasingly 
prescriptive Agile techniques by providing two important things:

hh A toolkit to pay attention
hh Permission to pay attention

Software development is a system that is creating other systems. It is intricate. It 
is social. It is complex. We don’t have shelves and shelves of books on how to develop 
software because it is easy. Each project has many potential implementation paths, 
many potential life cycles, and many decisions.
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In turn, each website, app, or embedded program we create is itself a system. It 
interacts with the user, it interacts with other software, it breaks, it needs to be main-
tained. Our software products live within social, financial, and digital worlds that we 
must at least appreciate, if not understand, to craft appropriate code. 

So I must honestly ask of you and your current Agile practice: 

hh Are you setting your development teams up with a system that allows them to 
really see the real-time context of their work? 

hh Does your system allow your team to notice early when there are problems? 
hh Does it allow them to change not just the features, but also your processes?
hh Does it really allow them a sustainable pace (develop a quality product) or are 

you always trying to improve your velocity (increase utilization)?

To do any of these things, we cannot afford to separate the developers from the 
design. Current versions of popular Agile techniques incorporate mechanisms to 
divide developers from the vision of their product. Our original goals with Agile were 
to liberate the programmers. Instead, we have come full circle. Scrum masters have 
become project managers; product owners have become product managers. We have 
recreated waterfall in Scrum clothing. 

The Kanban Method, Personal Kanban, Scrum (Types A, B, C), Scrumban, SAFe, 
RUP, XP . . . none of these things is THE answer. There is no one, single answer. If 
there was, it would be obvious and we’d all just do it. Taken alone, these approaches 
are as healthy as a prepackaged microwave dinner. When these and other techniques 
are used as ingredients, then you can make a real meal.

There would be no Kanban today without Kent Beck, Eliyahu Goldratt, Taiichi 
Ohno, and W. Edwards Deming. David’s, Corey’s, and my experiences in launching 
Kanban were themselves the products of learning and paying attention—of combin-
ing many ideas into one.

Just as a driver’s manual from Tokyo won’t tell you precisely how to drive in 
Akron, so the methods and ideas mentioned earlier won’t tell you precisely how to 
steer your projects if they are used in isolation. To steer, you have to pay attention. To 
pay attention, you need to see your work and reduce distractions. 

Lean and Kanban will help you do these things, but they are frustrating. 
Why? 
Because you and your team are likely overworked and don’t have the time or per-

haps even the permission to pay attention to or change your working environment. 
Open-ended Lean systems are therefore hard to start. You need to have clear direction 
and descriptions of work for your team members, your bosses, and other stakehold-
ers. Who has time for that? 

That’s where this book comes in.
Ajay is taking Corey’s ideas a step further, providing some more potential imple-

mentations for teams who would rather be successful than blind followers of canned 
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processes. This book will help you to pay attention, to see the work you are taking on, 
to demonstrate to others the load you are dealing with, and to begin to take control of 
your work in process. But don’t stop here: Ajay calls it (r)evolution on purpose. Evolving 
is a continuous process.

Think of this book as that first glimmer of light at the end of the tunnel. But 
remember, simply seeing that light is not enough: You need to keep moving forward, 
keep improving your processes, and keep creating and maintaining the best product 
possible.

Software never sleeps.

—Jim Benson
  Author of the Shingo Award-winning Personal Kanban: 
  Mapping Work | Navigating Life
  Ocean Shores, Washington
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Preface

Although Scrumban has evolved as a framework over the years, it has no definitive 
guide or definition. In fact, as highlighted early in this book, several “authoritative” 
sources disagree about what Scrumban actually represents. Scrumban deserves better.

The objective of this book is to transform a confusing set of conflicting repre-
sentations into a comprehensive, coherent, and practical resource that brings value to 
the individuals and organizations wishing to harness the power of Scrumban in their 
own environments. This book is not about new advances in thinking, but rather about 
demonstrating how a broad set of proven Lean and Agile principles can be effectively 
interwoven and managed within the context of a single framework. In the same vein, 
it’s not a recipe book. Although it incorporates recommendations and practice tips, 
this book is primarily intended as a guide to allow individuals and organizations to 
expand their thinking in ways that effectively support their ultimate aims.

How to Use This Book
There are a couple of different strategies for approaching this book. Before addressing 
them, let’s consider the different levels of learners. 

New practitioners want to seek out concrete steps to implement and follow. 
Scrumban presents a couple of unique challenges for these “Shu-level” learners. First, 
it calls for practitioners to engage in systems thinking and to acknowledge the notion 
that we can’t improve the systems of which we’re a part without first gaining a holistic 
understanding of those systems. Second, though some of Scrumban’s practices and 
principles lend themselves to defining concrete steps, most do not. Consequently, the 
concrete steps early learners will be asked to embrace represent incremental building 
blocks to larger understandings.

Now for the two strategies. Which one you select depends on what you want to 
get out of this book:

hh If you’re interested in understanding the big picture and want to master 
Scrumban in its full context (something I strongly encourage), then moving 
through this book from beginning to end is the way to go. Should you find 
yourself reading something that you think is irrelevant or puts you to sleep, 
then by all means skip ahead. But I don’t suggest doing this too often— 
gaining a comprehensive understanding of the full context is especially 
important to helping new practitioners avoid common pitfalls. 
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hh If you’re interested in learning more about a specific topic, you can jump 
straight to the chapter that covers it. Each chapter is a self-contained vehicle 
of knowledge on a broad topic, but the chapters are also ordered to lend a 
sense of continuity to the journey that is Scrumban.

Throughout the book I’ve sprinkled stories about how teams and organizations 
have used Scrumban. In some cases, teams or organizations accelerated their mas-
tery of Scrum’s roles and practices. In other cases, Scrumban served as an alternative 
path to Agility (which meant the teams following this path were no longer practicing 
Scrum). Both kinds of outcomes delivered pragmatic, bottom-line results—the thing 
teams and organizations care most about. If you don’t care about these things, then 
this book is not for you.

Although this book predominately focuses on software development, the Scrumban 
framework can be adopted across a variety of business functions, it facilitates shared 
languages and shared understandings, and it integrates and aligns efforts effectively. 
This aspect of the framework is particularly relevant to challenges associated with 
scaling Lean and Agile practices across the enterprise, and is what ultimately makes 
Scrumban so powerful.

How This Book Is Organized
This book is organized into four main sections, each consisting of several chapters. 

hh Part I, Introduction
hh Chapter 1, Manifestations: Scrumban Demystified

An overview of Scrumban’s origins and current states of understanding 
in Lean and Agile circles.

hh Part II, Foundations—Starting with the End in Mind
Chapters 2, 3, and 4 are intended to provide readers with a holistic overview 
of Scrumban’s roots and the reasons to employ it. The holistic nature of these 
chapters makes the material relevant for all levels of learners (Shu, Ha, and 
Ri—I’ll talk more about these levels in Chapter 1), but especially for manag-
ers and executives. Because deep foundational understandings at every level 
drive better outcomes, I encourage individuals at the team level to avoid giv-
ing these chapters short shrift—especially Chapter 2.

hh Chapter 2, The Matrix and the Mess: Where It All Begins
This chapter introduces key considerations that often go unrecognized 
in quests for improvement. I visit historical factors that often influence 
the performance of IT organizations, explore why efforts to become 
Agile (which often involves introducing Scrum into an environment) 
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can stall or fail, and how Scrumban is generally structured to help over-
come these impediments. 

hh Chapter 3, The Mission: Clarifying the Relationship between Purpose, 
Values, and Performance
Organizations are most successful when they maximize the alignment 
of efforts across four key areas. In this chapter, I highlight how Scrum-
ban can be used to improve organizational alignment across all busi-
ness functions.

hh Chapter 4, Motivations: Why Scrumban Works
Why Scrumban? I take a closer look at the core principles and practices 
that make Scrumban such a robust framework for improving worker 
satisfaction and creating high performance.

hh Part III, Execution—Putting Scrumban into Practice 
Chapters 5, 6, and 7 are where the rubber meets the road, emphasizing the 
“how to” versus the “why.” Because I strongly discourage new practitioners 
from diving into the “how to” with little understanding of the “why,” readers 
will still find a significant amount of explanatory material embedded within 
content that’s intended to serve as a practical guide.

hh Chapter 5, Mobilize: Rolling Out Scrumban
A close look at one approach for kickstarting Scrumban within a team 
or organization.

hh Chapter 6, Method: Working under the Hood
A concrete exploration of how Scrumban’s specific values, principles, 
and methods can be applied and used at different stages of adoption.

hh Chapter 7, Measurements: Gaining Insights and Tracking Progress
The metrics I rely on to provide new perspective and enable more reli-
able forecasting. 

hh Part IV, Improving—Advanced Topics and Practices
Chapters 8, 9, and 10 represent advanced thinking—a “graduate”-level 
course. Unseasoned practitioners are less likely to fully understand the  
relevance and power of the topics discussed, as that understanding comes 
only with experiencing Scrumban in action. Nonetheless, the content pro-
vides perspective on the many options and capabilities the framework 
exposes over time.

hh Chapter 8, Management: Management Is Doing Things Right— 
Leadership Is Doing the Right Things
Though Scrumban doesn’t have to be driven from a top-down direction 
to achieve initial success, this chapter reviews why good leadership is 
essential to sustaining high performance over the long term. 
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hh Chapter 9, Maturing: Like a Fine Wine, Scrumban Can Get Better 
with Age
Approaches that help teams continue to mature, and common evolu-
tions that might be encountered.

hh Chapter 10, Modeling: To Boldly Go Where Few Men and Women 
Have Gone Before
Even more advanced techniques for more precise forecasting and adap-
tive management.

hh Appendix, More: For the Stout of Heart
An appendix containing definitions and additional reference material. 

Conventions
I’ve employed a couple of simple conventions to help readers navigate through certain 
categories of information. For example, some topics are especially suited to executives 
and those in portfolio or program management roles. You’ll encounter illustrations 
of executive and manager types introducing these topics (I’ve borrowed these illustra-
tions from GetScrumban, an online game I co-created as a training tool).

Similarly, “Sanjay” the coach will direct your attention to concepts of particular 
importance, call out traps and pitfalls for the unwary, and otherwise offer tips based 
on experiences helping many teams leverage Scrumban in their environments.

I also try to let you know when more advanced topics are addressed so you can 
elect to revisit them as your understanding grows over time. 
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Chapter 1

Manifestations: Scrumban 
Demystified

I estimate that 75% of those organizations using Scrum will not succeed in get-
ting the benefits that they hope for from it . . . Scrum is a very simple frame-
work within which the “game” of complex product development is played. Scrum 
exposes every inadequacy or dysfunction within an organization’s product and 
system development practices. The intention of Scrum is to make them trans-
parent so the organization can fix them. Unfortunately, many organizations 
change Scrum to accommodate the inadequacies or dysfunctions instead of solv-
ing them.

—Ken Schwaber, co-creator of Scrum

Scrum is an incredibly simple, effective, and popular software development frame-
work; its value increases as teams and organizations develop their understanding and 
application of its core principles and practices.

Despite its simplicity, Scrum can be difficult to master. While it empowers both 
individuals and teams to discover factors that impede Agility and address how they 
should be tackled, it relies on their collective motivation, effort, and capabilities to 
make this happen. An entire industry now exists around delivering services to help 
individuals, teams, and organizations rise to higher levels of capability.

Scrumban is also a simple framework. It’s a relative newcomer to the world of 
software development and has yet to fully evolve; it’s also often misunderstood by 
people in Lean and Agile circles. Many people have never even heard of it. Some 
believe it to be nothing more than using virtual kanban systems within the Scrum 
framework, while others believe it to be a new software development framework that 
combines “the best” elements of Scrum and the Kanban Method. Neither of these 
viewpoints captures the true essence of Scrumban.

A Helpful Perspective
In the early 2000s, Alistair Cockburn introduced “Shu-Ha-Ri” to the software devel-
opment world. It provided a way of thinking about the three distinct phases people 
pass through as they master a new skill or concept. Cockburn borrowed this concept 
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from Japanese martial arts and believed it could be effectively applied within the con-
text of improving software development processes and practices. 

I invite you to embrace a learning style that is loosely based on Shu-Ha-Ri in 
learning to understand Scrumban. Let’s quickly review the three stages:

hh Shu (Beginner): The first stage of learning. New learners seek to reproduce a 
given result by following a set of instructions that are practice focused. They 
focus on how to perform a task with a basic understanding of the underlying 
principles. Success in this stage is measured by whether a procedure works 
and how well the student understands why it works.

hh Ha (Intermediate): Once a student has mastered basic practices, values, 
and principles, he or she begins to identify the limits of these practices and 
techniques. The student seeks to expand his or her awareness of alternative 
approaches, learning when an alternative applies and when it breaks down. 
Success in this stage is measured by how well the student learns to apply 
adaptive capabilities to varying circumstances.

hh Ri (Advanced): The student has become a master. It no longer matters 
whether he or she is following a given procedure or practice. His or her 
knowledge and understanding are the product of repeated thoughts and 
actions. The master has developed a fully adaptive capability within the 
context of his or her experience in the environment. Success is measured by 
consistently successful outcomes.

Informed readers should not confuse the concept of Shu-Ha-Ri with something 
like Carnegie Mellon University’s Capability Maturity Model Integration (CMMI) 
process improvement training and appraisal program. Those who adopt and practice 
Scrumban principles would not be as inclined to direct harsh criticisms at the model 
as have some individuals in Lean and Agile circles.

Although I disagree that CMMI’s prescribed “destinations” or “characteristics” 
correlate with capability in all contexts, this model does present a menu of poten-
tial catalysts to employ in a Scrumban framework when pursuing desired business 
outcomes. Viewed from the opposite direction, the f low management capabilities 
that Scrumban enables may provide a useful catalyst for organizations pursuing pre-
scribed levels of CMMI capability to achieve their desired outcomes.

A Framework for [R]Evolution
When Corey Ladas introduced the world to Scrumban in his seminal book, Essays on 
Kanban Systems for Lean Software Development (Modus Cooperandi Press, 2009), he 
defined Scrumban as a transition method for moving software development teams 
from Scrum to a more evolved development framework. Over the past five years, my 



		  A Framework for [R]Evolution	 5

own research and work experience have unearthed the many ways in which Scrum-
ban itself has evolved.

Since Corey wrote his book, organizations have layered the Kanban Method 
alongside Scrum to help them achieve several different kinds of outcomes. For exam-
ple, I’ve successfully helped organizations apply Scrumban principles and practices in 
a variety of contexts—from startups to Fortune 50 companies, in industries ranging 
from professional services to software product development. Across these contexts, 
I’ve used Scrumban for the following purposes:

hh Help teams and organizations accelerate their transitions to Scrum from 
other development methodologies

hh Enable new capabilities within teams and organizations to help them over-
come challenges that Scrum (purposefully) causes them to confront

hh Help organizations evolve new Scrum-like processes and practices that work 
for them—not to accommodate the inadequacies and dysfunctions that 
Scrum exposed, but rather to resolve them in a manner that is most effective 
for their unique environment

These experiences demonstrate that Scrumban has evolved to become a family 
of principles and practices that create complementary tools and capabilities. And like 
any living organism, these principles and practices will continue to evolve as practi-
tioners share their experiences and learnings.

Now, let’s consider the three different outcomes summarized previously within 
the context of Shu-Ha-Ri: 

hh Scrumban provides the discipline and structure needed by practitioners in 
the Shu phase of learning. The Scrumban framework enables teams and 
organizations to manage the introduction of the artifacts and ceremonies of 
Scrum or the enhanced metrics and flow management practices of Kanban—
disciplines and structures that new learners require in limited scope.

For example, Scrum’s ceremonies are essential to creating desired levels 
of performance and agility. Although it is a relatively simple framework, 
Scrum can seem overwhelming when it is first introduced. In a misguided 
effort to ease adoption, many organizations modify or omit ceremonies or, 
even worse, ignore the importance of understanding the basic principles and 
values. This rarely, if ever, produces the desired outcomes.

Additional capabilities provided by the Scrumban framework can substi-
tute for the functions served by the modified or omitted Scrum ceremonies. 
Scrumban’s visualizations and other mechanics improve the effectiveness 
while reducing the time and effort associated with conducting ceremonies. 
Scrumban more effectively connects the practice of ceremonies with the  
principles and values that the ceremonies serve. 



6	 Chapter 1    Manifestations: Scrumban Demystified

hh Scrumban exposes new tools and capabilities that aid the experiments and 
discoveries pursued in the Ha phase. Meeting the challenges that teams and 
organizations commonly face as they implement Scrum or other Agile prac-
tices represents one aspect of this dimension. 

Consider creating and managing a product backlog. This Scrum artifact, 
and the events surrounding it (grooming and planning sessions), is intended 
to manage risk and optimize value by enabling better decision making due to 
maximized transparency and understanding of work. This can be especially 
frustrating when organizations effectively assign multiple product owners to 
a backlog because individual limitations interfere with realizing a full set of 
capabilities, or because of wide variations in subjective assessments. 

The Scrumban framework visualizes information and integrates capabili-
ties other frameworks don’t inherently provide. It helps provide improved 
contextual understandings and more accurately measures the outcome of 
different approaches (directly appealing to the Ha phase practice and under-
standing). For instance, Scrumban visualizes all sources of work demands 
and a more objective economic impact over time (cost of delay) to help priori-
tize work, lending greater transparency to the overall picture and expanding 
ways to adapt. 

hh Scrumban is flexible enough to provide Ri-level masters with a robust process 
within which to operate at hyper-performing levels. By emphasizing systems 
thinking, experimentation, and discovery, Ri-level masters are free to mold 
their ways of working in whatever fashion will produce the best results—
from both performance and worker satisfaction standpoints. It makes no dif-
ference whether the resulting process is true to any particular set of practices.

hh Scrumban supports both “revolution” and “evolution.” More importantly,  
it’s structured in a way that strongly supports all levels of learning and  
understanding—at a level of quality that is greater than that provided by 
either Scrum or Kanban alone. 

All of Scrumban’s added capabilities can be optionally applied to a Scrum context 
in a variety of ways. They can also be extended across multiple areas of an organiza-
tion to drive better business outcomes. Scrum’s software development framework lies 
at its foundation, as does the Kanban Method. However, neither of these frameworks 
represents a prescribed destination for organizations practicing Scrumban.

Beyond representing a significantly evolved mindset from the framework 
expressed by Ladas, today’s Scrumban is quite different from the definitions used 
by other respected leaders in the Lean/Agile community.1 In many respects, these 
perspectives view Scrumban as a vehicle for moving teams from Scrum to another 
software development process. While this remains one potential outcome, real-world 

1.	 See, for example, http://tiny.cc/badcomparisonsSK (July 2013).

http://tiny.cc/badcomparisonsSK
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applications demonstrate Scrumban has come to entail more than this across a broad 
range of contexts.

Over the years, Scrumban has been used to help teams and organizations accel-
erate their transitions to Scrum from other development methodologies. It’s been 
used to help teams and organizations overcome a variety of common challenges that 
Scrum is designed to force them to confront. When the context requires, it’s been 
used to help organizations evolve new Scrum-like processes and practices that work 
best for them—not simply as a means to accommodate inadequacies and dysfunc-
tions Scrum exposed, but rather as a strategy to resolve those problems in a man-
ner that is most effective for that environment. This latter outcome is obviously not 
something for which Scrum itself provides. These different paths reflect Scrumban’s 
bottom line—the service-oriented pragmatism that most businesses value.

Ultimately, Scrumban has become a framework of empowerment. David J. 
Anderson, pioneer of the Kanban Method, recently stated:

Empowerment isn’t about letting people do whatever they want, or assuming 
they’ll somehow self-organize to produce the right outcome. Empowerment is 
about defining boundaries, and we do the same with children when bringing 
them up; we tell them things like when their bedtime is, where they’re allowed to 
play, whether they’re allowed to go outside the yard of the house, they’re allowed 
to swim at the shallow end of the pool, they aren’t allowed to jump from the 
diving board . . . all these things. So empowerment is about giving people clear 
boundaries, and then letting them use their initiatives inside the boundaries.2

Scrumban is distinct from Scrum because it emphasizes certain principles and 
practices that are quite different from Scrum’s traditional foundation. These include 
the following:

hh Recognizing the role of management (self-organization remains an objective, 
but within the context of specific boundaries)

hh Enabling specialized teams and functions
hh Applying explicit policies around ways of working
hh Applying laws of flow and queuing theory

Scrumban is distinct from the Kanban Method in the following ways:

hh It prescribes an underlying software development process framework 
(Scrum) as its core.

hh It is organized around teams.
hh It recognizes the value of time-boxed iterations when appropriate.
hh It formalizes continuous improvement techniques within specific ceremonies.

2.	 http://tiny.cc/DavidAKanban (March 2013).

http://tiny.cc/DavidAKanban
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Stop Drinking the Kool-Aid
Mike Cohn, a leader in the Agile/Scrum community, recently “criticized”3 Scrum 
teams for not being “focused on finding innovative solutions to the problems they 
[teams] are handed.” He wasn’t actually criticizing Scrum; rather, he was criticizing 
a mindset that has evolved among Scrum practitioners—a mindset that favors a safe 
approach to completing work over innovation.

I see a related phenomenon in my coaching engagements. The biggest impedi-
ment to improvement often lies with team members who are either unable or unwill-
ing to think about improving the way work is done (or how their work is relevant to 
creating business value). 

I believe the problem runs even deeper than this. A cult of Scrum has arisen that 
permeates the industry that has developed around Scrum. Not only are Scrum prac-
titioners failing to pursue innovation in their work, but they are also failing to pursue 
innovation in the process. Scrum has evolved over the years as new information was 
discovered, yet there seems to be a growing resistance among its most ardent practi-
tioners to reflecting on how to support its fundamental purpose.

I saw this reluctance most recently during a presentation to an Agile community 
in Boston. At the beginning of the presentation, I asked the audience how many of 
them were using Scrum in their environments. About half the audience members 
raised their hands. Then I asked how many had experienced challenges in adopting 
Scrum in their organizations. Not a single hand went down. 

As I began describing some of the alternative ways Scrumban enables teams and 
organizations to achieve their desired purposes, debates erupted over whether pre-
scribed or popular approaches associated with Scrum were ineffective. Despite my 
repeated emphasis that Scrumban simply represents alternative or additional paths 
when some aspect of the Scrum framework isn’t fulfilling its intended purpose in a 
particular context, the majority of people in the room—even those who acknowl-
edged challenges with their Scrum adoptions—were more interested in defending 
their existing process than in considering whether an alternative approach could help 
them overcome a challenge.

This cult-like mentality is not limited to the Scrum community. Pick your 
method or framework, and you’ll find a lot of similar behavior—even in Kanban.

Fortunately, most day-to-day practitioners are pragmatists and realists. Sim-
ple pragmatism and a willingness to experiment are why Scrumban has evolved to 
become the framework described in this book. Unfortunately, there will always be a 
fringe set of “thought leaders” who perpetuate framework debates because they are 
unwilling to promote the benefits of an approach that “competes” with models in 
which they’ve invested significant amounts of both time and money. Scrumban may 

3.	 http://tiny.cc/cohnscrumcricism.

http://tiny.cc/cohnscrumcricism
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be somewhat less threatening because of its familiar elements, but they will criticize 
it anyway. 

Scrumban is a framework that almost forces its practitioners to accept the real-
ity that good ideas can come from anywhere. It encourages people to actively pursue 
this reality at every turn. The question readers must answer for themselves is whether 
they’re ready to accept this reality and embrace exploration, or whether they will 
remain trapped within a narrower perspective, justifying this mindset by the exis-
tence of a “debate” that is perpetuated more out of fear than out of fact.

Let’s Get Started
One of the most powerful characteristics of Scrumban is the fact it can be imple-
mented at any level of the organization—you don’t need the authority of someone 
in command and control to begin making a difference in how you work (though it’s 
certainly easier if you do have some degree of buy-in).4 It also tends to be contagious.

So whether your goal is to have your company become a market leader or simply 
to gain better control over your own environment, I invite you to join the Scrumban 
community’s Scrumban.io5 LinkedIn group or www.facebook.com/Scrumban and to 
follow the Scrumban blog at www.scrumban.io.

4.	 This can be true even in environments where development processes are subject to audit, 
though the nature and extent of evolutionary change may be more limited than in less restric-
tive contexts. 

5.	 The Linkedin group is available at www.theagilecollaborative.net, which redirects to https://
www.linkedin.com/groups/Scrumbanio-7459316.

http://www.facebook.com/Scrumban
http://www.scrumban.io
http://www.theagilecollaborative.net
https://www.linkedin.com/groups/Scrumbanio-7459316
https://www.linkedin.com/groups/Scrumbanio-7459316
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Chapter 5 

Mobilize: Rolling Out 
Scrumban

IN THIS CHAPTER

hh How Framework Choices Influence Outcomes
hh A Step-by-Step Guide to Getting Started
hh Using Scrumban to Stabilize a Team before You Improve

Having outlined the foundational principles and mechanics that make Scrumban suc-
cessful, it’s time to discuss how teams and organizations can start employing Scrum-
ban. Rolling out Scrumban doesn’t have to require a lot of effort. In fact, the approach 
outlined in this chapter can be completed in a single day.

Your Starting Condition
There are essentially three potential starting conditions for rolling out Scrumban:

hh You’re working with a team or organization for which both Scrum and 
Scrumban represent new ways of working.

hh You’re working with an existing Scrum team or organization that will use 
Scrumban to improve its mastery of the responsibilities and ceremonies  
associated with the Scrum framework.

hh You’re working with an existing Scrum team or organization that will use 
Scrumban to monitor performance, diagnose issues, and adapt existing  
practices to the form best suited for their context.

It’s best if all teams participating in a formal kickstart program share the same 
origin, but it won’t necessarily be fatal if they don’t.

When You’re New to Scrum
Scrum can be difficult to master, even though it is a relatively simple framework. Rec-
ognizing this reality, we’ve made Scrumban our chosen framework for introducing 
Scrum to teams and organizations for the first time. 
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Because Scrumban seeks to minimize the disruptions associated with impos-
ing new definitions and responsibilities upon employees, rolling out Scrum under 
this framework is substantially different from traditional approaches. Rather than 
starting out with Scrum-specific orientation and training, we emphasize discovery 
of existing systems and processes, then use the framework to gradually introduce ele-
ments of Scrum as warranted by the context.

This gradual introduction can be both role based and process based. For instance, 
the “daily scrum” is a process-based change the team can begin to employ within the 
context of a Scrumban framework, just as new Scrum masters can be eased into their 
responsibilities one element at a time.1 

The Kickstart Process

Coaching Tip! 
Prefer to bypass the 
background detail 
provided in this section? 
Check out our quick 
Kickstart reference in the 
Appendix.

The kickstart process covered here 
is particularly effective when you’re 
faced with limited time or 
resources—in other words, when 
teams or organizations need to bet-
ter manage workf low, but don’t 
have sufficient resources to develop 
those better ways. Naturally, this is 
not the only way to introduce 
Scrumban to teams.2 Always use 

your understanding of Scrumban principles to modify the process to fit your 
context.

Incidentally, this process is modeled after a Kanban kickstart process developed 
by Christophe Achouiantz, a Lean/Agile coach, and Johan Nordin, development sup-
port manager at Sandvik IT. Sandvik needed a way to empower its company’s teams 
to begin a process of continuous improvement that wouldn’t involve a significant 
initial investment of time or effort. Achouiantz and Nordin have documented this 
process and made it available to the public as a reference guide. While the particulars 

1.	 In some contexts, the role of Scrum master may even remain optional. In working with a vari-
ety of organizations over the years, Frank Vega notes that one of his earliest efforts to help a 
team move toward more iterative and incremental ways of working dispensed with this role 
altogether. It remains one of the most effective teams he’s ever worked with. I don’t necessarily 
consider this an ideal approach, but mention it only to underscore the importance of contextual 
discovery and decision making.

2.	 For example, the approach taken by Siemens Health Services (see the Appendix for the full case 
study) would not have called for individual teams to engage in a process of systems discovery 
and definition. 
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may not apply directly to your needs, it’s an outstanding summary of the key points 
and objectives relevant to any process.

Preparation
As systems thinkers, it’s critical to first understand the context of the environment 
before attempting to kickstart anything. At a minimum, preliminary preparation 
should include the following steps:

hh Identifying the current conditions and organizational priorities  
(e.g., increased quality, productivity, predictability) 

hh Developing working relationships with key managers and team leads
hh Ascertaining areas of desired change
hh Introducing Kanban/Scrumban as a framework for evolutionary change
hh Starting to educate staff on Scrumban’s core principles and practices
hh Identifying any risks and potential impediments to introducing Scrumban to 

targeted teams

Regarding that last item, it’s important to recognize that some teams or contexts 
may not benefit from introducing Scrumban until certain conditions or impediments 
are addressed. These can include teams in an active state of reorganization, teams 
with serious internal conflicts, and so forth. Your context will determine how you 
address these situations. For example, Sandvik’s needs dictated that such teams be 
bypassed until circumstances changed. 

Though it’s possible for teams to initiate Scrumban adoption without organi-
zational buy-in, as previous chapters indicate, broader engagement is necessary to 
achieve the full breadth of desired outcomes and to sustain them over time. As such, 
Scrumban is not substantially different from a pure Scrum context. 

PMO/Program Managers:
If you’re overseeing a pilot 
program or broad-based 
transformation effort, 
we strongly encourage 
you to consider the 
recommendations outlined 
here. The choices you 
make in the early stages 
will greatly influence your 
ultimate success.

    In his book Succeeding with 
Agile : Software Development 
Using Scrum (Boston: Addison-
Wesley, 2009), Mike Cohn 
addresses a variety of consider-
ations that apply when you’re 
selecting the project context in 
which to roll out a new process 
(these considerations are made 
with an eye toward building off 
demonstrated success). Though 
less critical in a context where 
the Scrumban or Kanban 
framework is employed, they 
nonetheless represent worthy 
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considerations (see Figure 5.1 for a graphical illustration of the convergence of 
these considerations):

hh Project size: For Scrum pilots, Mike suggests selecting a project that will not 
grow to more than five teams, and limiting initial efforts to just one or two of 
those teams. Coordinating work among more Scrum teams represents more 
work than you can effectively tackle. 

For Scrumban rollouts, there’s substantially more leeway. With fewer 
concepts to learn and master (again, we start out respecting current roles and 
processes), working with a slightly larger number of teams is feasible. 

hh Project duration: Select a pilot project of average duration for your organiza-
tion, ideally around 3–4 months. This is plenty of time for teams to begin 
mastering the framework and seeing benefits. It’s usually also sufficient for 
demonstrating that your new approach will lead to similar success in other 
contexts.

hh Project importance: Mike suggests that with Scrum pilots, it’s critical to select 
high-profile projects. Unimportant projects will not get the organizational 
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Figure 5.1  The convergence of key considerations in selecting a pilot project for 
introducing Scrum. These same considerations apply to Scrumban.

Source: Michael Cohn. Succeeding with Agile: Software Development Using Scrum (Boston: Addison-Wesley, 
2009).
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attention necessary to make Scrum successful, and team members may be 
disinclined to do all the hard things Scrum requires.

There’s slightly more leeway with Scrumban. Building momentum and 
trust through success is still an important objective, but the framework’s 
service-oriented agenda and active management of psychological barriers to 
change represent additional capabilities that can be leveraged to ultimately 
satisfy these needs. 

hh Business owner’s level of 
engagement: As previously 
mentioned, Scrum and 
Scrumban ultimately require 
changes in the way both the 
business and the technology 
sides of the house approach 
things. Having an engaged 
player on the business side can 
be invaluable for overcom-
ing challenges and evan-
gelizing success across the 
organization.

Scrumban modifies the 
weight of this factor sub-
stantially. To function 
properly, Scrum requires 

Executives:
Your efforts to educate 
your organization’s 
nontechnical employees 
about how this 
undertaking is important 
to the business, and 
encouraging their active 
engagement in the 
process, will go a long 
way toward creating long-
term success.

active engagement on the business side—its prioritization and feedback 
functions depend on it. Scrumban won’t function well without business 
engagement, but it does afford teams the ability to create positive changes 
by allowing knowledge discovery to “stand in” for disengaged business 
players.

In a similar vein, Scrumban is ultimately designed to respond to business 
demands. If the business isn’t demanding change, then Scrumban’s pragmatic 
“response” is to reflect the absence of any need to change (although a culture 
of continuous improvement will continue to spawn incremental changes to 
make what you’re already doing well even better).

Initial Considerations
Many topics can be addressed during a kickstart. What constitutes “information 
overload” for a particular group will vary from context to context, and must always 
be judged against the level of ongoing support available following the kickstart (for 
example, you will likely cover more material if teams will have coaching support fol-
lowing the kickstart than if they will have none at all).
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With these considerations in mind, incorporating themes that reinforce the ser-
vice-oriented philosophy and the organization’s core values will go a long way toward 
positioning teams to evolve more effectively. There are many ways to do this, and 
it’s one area where an experienced practitioner or coach will really add value to the 
process.3

One special consideration for existing Scrum teams may be to introduce the con-
cept of Sprint 0 (if this tactic is employed within the involved team or organization). 
There’s much debate about the “appropriateness” of Sprint 0 in Scrum circles. These 
special sprints are often described as necessary vehicles for managing what needs 
to be done before a Scrum project can start. For example, the team may need to be 
assembled, hardware acquired and set up, and initial product backlogs developed. 
Purists’ feathers may be ruffled by the notion of differentiating sprints by type and, 
more importantly, by the idea that any sprint would be structured in a way that fails 
to deliver value.

The Scrumban framework obviates the need for debate on these issues. The tasks 
associated with ramping up a new project can be easily accommodated and managed 
within the Scrumban framework as a special work type. If it’s important for your 
environment to ensure Scrum ceremonies hold true to their Agile objectives, then 
Scrumban provides a ready solution.

It also makes sense to assess existing Scrum practices with an eye toward under-
standing their impact on performance. Larry Maccherone and his former colleagues 
at Rally Software have analyzed data from thousands of Scrum teams in an effort to 
assess how differences in the way Scrum is practiced affect various elements of per-
formance. This data mining exposed some interesting realities about how our choices 
involving Scrum practices can influence various facets of performance. Incidentally, 
Maccherone’s analysis is consistent with data mined from hundreds of teams using 
my own Scrum project management platform (ScrumDo.com). 

Maccherone elected to adopt a “Software Development Performance Index” as a 
mode of measuring the impact of specific practices. The index is composed of mea-
surements for the following aspects:

hh Productivity: Average throughput—the number of stories completed in a 
given period of time

hh Predictability: The stability of throughput over time—how much throughput 
values varied from the average over time for a given team

hh Responsiveness: The average amount of time work on each user story is “in 
process”

hh Quality: Measured as defect density

3.	 As previously noted, the Siemens Health Group case study (see the Appendix) represents a great 
example of how expert assistance played a critical role in contributing to the depth of the com-
pany’s success. 
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How You Choose to Organize Makes a Difference

Especially For:
Managers & Executives

As noted, Larry Maccherone’s 
analysis reflects a definite cor-
relation between certain 
choices and software develop-
ment performance. Although 
correlation does not necessar-

ily mean causation, we can use these relationships as a guide for tailoring a kickstart 
process to address specific factors relevant to a particular implementation. Teams can 
be guided to position their visualizations and practices to better understand and dis-
cover which choices regarding Scrum practices are likely to work best for their desired 
outcomes.4 

Determining Team Size
Humans are the slowest-moving parts in any complex organization. Teams can help us 
counteract this reality by making us smarter and faster. However, this outcome is pos-
sible only if we get teams right. Team dynamics is Scrum’s strong suit—and an arena 
Kanban addresses only tangentially, if at all. In fact, providing a framework that helps us 
improve team dynamics is a great example of how Scrum boosts Kanban’s capabilities.

To this end, size stands out as the most significant predictor of team success. There’s 
a right size for every team, and like so many other aspects of managing systems, that 
size should be dictated by overall context. Even so, having guidelines doesn’t hurt.

The military is a great starting point for gaining perspective on ideal team size. 
The basic unit in the U.S. Army’s Special Forces is the 12-person team. The army 
arrived at this number after recognizing there are certain dynamics that arise only in 
small teams. For example, when a team is made up of 12 or fewer people, its members 
are more likely to care about one another. They’re more likely to share information, 
and far more likely to come to each other’s assistance. If the mission is important 
enough, they’ll even sacrifice themselves for the good of the team. This happens in 
business, too.

The founders of Scrum understood these dynamics. Ask anyone in the Scrum 
community about ideal team size, and you’ll hear 7 members plus or minus 2.

The reasons for maintaining small team sizes are valid, but not every 12-person 
military unit is right for a particular assignment. Likewise, not every 9-person Scrum 
team is right for a given environment. Your system ultimately will dictate your needs, 
and it may very well require expanding your teams to incorporate a larger number of 
specialists or address some other need.

4.	 In sharing this data, Maccherone has been diligent in emphasizing that there is no such thing as 
“best practices” relevant to all contexts. Each team and organization must discover what works 
best at any given point in time.
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Scrumban supports this f lexibility through its enhanced information sharing 
and visualization capabilities. Even the cadence of daily stand-ups is different: We’ve 
seen daily stand-ups in a Scrumban environment involving almost 100 individuals 
that are both effective in addressing organizational needs and capable of being com-
pleted within 15 minutes. This would be impossible in a Scrum context.

Iteration Length
Many organizations seek to establish uniform iteration lengths because they mistak-
enly believe this is a good approach for aligning different systems to the same cadence. 
Yet for many years, the general consensus among Scrum practitioners has been to rec-
ommend two-week iterations. What does the data tell us?

Rally Software’s data shows that almost 60% of the software development teams 
using its tool adopt two-week sprints, and I’ve seen similar patterns among users of 
ScrumDo. The data also suggests a team’s overall performance tends to be greatest at 
this cadence (Figure 5.2). 

Dig more deeply, however, and differences begin to show up among the various 
components of the index. Throughput, for example, tends to be greatest among teams 
adopting one-week iterations (Figure 5.3).

Quality, in contrast, trends highest among teams adopting four-week cadences 
(Figure 5.4).
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Figure 5.2  A view into the relationship between iteration length and team performance.

Source: © 2014 Rally Software Development Corp. All rights reserved. Used with permission.
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Figure 5.3  A closer look at productivity.

Source: © 2014 Rally Software Development Corp. All rights reserved. Used with permission.
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Every organization possesses characteristics that drive different outcomes, which 
is where Scrumban’s visualization and added metrics can help teams discover what’s 
best for their unique circumstances. The higher throughput typically associated with 
two-week cadences won’t magically materialize if the historical lead time for most of 
your completed work items is three weeks. Similarly, delivering completed work every 
two weeks won’t magically produce better outcomes if the customers can’t accept it 
at that rate.

Also, be wary of inferences drawn from data associated with teams that have 
adopted longer iterations. For example, Frank Vega recently made an interesting 
observation on this topic, recounting instances where teams chose longer iteration 
periods as a means of opposing (consciously or subconsciously) Agile transformation 
efforts because agreeing to a shorter iteration cycle would counteract their position 
that nothing of any real value could be delivered in such a short time period.

Estimating Story Points
Scrum prescribes the Sprint Planning ceremony as an event that determines which spe-
cific stories can be delivered in the upcoming sprint and how that work will be achieved. 

Although Scrum itself doesn’t prescribe a particular approach or method that 
teams should use to assist with this decision making (other than expecting it to be 
based on experience), most Scrum teams use story points and team estimation tech-
niques as components of this process. 

Another process that teams use to aid their estimation efforts is Planning Poker—
a consensus-based technique developed by Mike Cohn. With this approach, which is 
used primarily to forecast effort or relative size, team members offer estimates by 
placing numbered cards face-down on the table (rather than speaking them aloud). 
Once everyone has “played,” the cards are revealed and estimates discussed. This 
technique helps a group avoid the cognitive bias associated with anchoring, where the 
first suggestion sets a precedent for subsequent estimates.

Scrumban enables teams to begin measuring the correlation between story point 
estimates and the actual time spent completing development, measured from the time 
work on a story begins until the story is completed. Some teams reflect a strong corre-
lation between their estimates and actual work time. Others are more sporadic, espe-
cially as the estimated “size” of stories grows. Teams using exponentially based story 
size schemes tend to be more precise with their estimates. Comparing the two charts 
in Figure 5.5 and Figure 5.6, it’s fairly evident that exponential estimation reflects a 
tighter band of variability in lead time—especially among smaller stories. The spec-
trum of variability is much wider across the Fibonacci series.

As with the data on sprint length, the way teams estimate the size and effort of 
work tends to correlate with overall performance (Figure 5.7).

It is not uncommon to find a lack of correlation between a team’s velocity, the 
average number of story points completed during a sprint, and actual throughput. 
Nonetheless, there are many instances when the estimating process works well for 
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Figure 5.5  There tends to be only a loose correlation (if any at all) between esti-
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individual teams. As mentioned previously, it’s more challenging to work with this 
metric on a portfolio level involving multiple teams. Calculating relative correlation 
is one way that Scrumban helps teams gain a better sense of whether the ceremonies 
they engage in, such as estimation events, are providing sufficient value to justify the 
investment of time and effort.

Scrumban Stories: Objective Solutions

Objective Solutions’ teams showed a lack of correlation between their story point 
estimates and actual lead time, but this discrepancy wasn’t noticed until after 
the company’s implementation of the Scrumban framework. As the organization 
opted to continue using team estimates for forecasting purposes, its solution 
for improving predictability was to apply a “velocity factor” derived from the 
difference between these values. To avoid the influence of Parkinson’s law (the 
tendency for the time needed to complete work to expand to the time allowed for 
it), these velocity factors were not communicated to the team members, and only 
used by the product owners and Scrum masters engaged in planning.

Read the full story of Objective Solutions in the Appendix.
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Contextual Responsibilities
As teams begin to employ Scrumban, members will assume a range of new 
“responsibilities.”

First and foremost, team members must be groomed to challenge and ques-
tion their team’s policies, facilitating team interest in and ownership of how they 
work. Fortunately, this basic concept should not be foreign to people already used 
to a Scrum context. A great way to promote and support this mindset is through the 
establishment of “working agreements.”5 

Not surprisingly, Scrum’s existing ceremonies and artifacts implicitly support the 
notion of working agreements. Scrumban’s framework goes one step further, calling 
for the team to make such agreements explicit and to visualize them on their boards 
as appropriate. In many respects, they are akin to establishing an internal service level 
agreement between team members.

Ultimately, we want to develop leaders who help all team members acquire the 
ability to see and understand concepts like waste, blockers, and bottlenecks. Good 
leaders also ensure teams don’t get stuck in a comfort zone, by prodding team mem-
bers to always seek out ways to improve. 

As previously mentioned, although teams will experience work improvements 
simply from employing Scrumban independently, an active management layer is 
essential to realizing benefits at scale. Systemic improvements are less likely to occur 
without a manager who maintains contact, helps resolve issues outside the team’s 
domain, and oversees the extent to which teams devote time and effort on pursuing 
discovered opportunities for improvement. Setting expectations for this need at the 
kickstart helps ensure a more sustainable implementation.

Scrumban Stories: Objective Solutions

Like Siemens Health Services, Objective Solutions had successfully adopted 
Scrum/XP practices in its development operations but was struggling with a 
number of challenges at scale. The company adopted elements of Scrumban to 
address these challenges. Not surprisingly, this journey allowed the organiza-
tion to improve many of its Scrum and pair programming practices that had 
been negatively influencing throughput and quality.

For example, Objective Solutions was experiencing challenges with man-
aging the pair programming process: Keyboard work was not balanced, the 
time required to complete work unnecessarily expanded, and mentoring bene-
fits were not being fully realized. Scrumban allowed this company to recognize 
specific problems, and to implement processes for managing its pair program-
ming practices in the course of managing its regular workflow.

Read the full story of Objective Solutions in the Appendix.

5.	 See, for example, http://tiny.cc/AgileTeamAgreements.

http://tiny.cc/AgileTeamAgreements
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The Kickstart Event

Coaching Tip! 
This overview was 
prepared for initiative 
leaders, and covers 
broad, general guidelines. 
Adjust to your context as 
warranted.

As with any initiative, adoption of 
Scrumban should start with some 
type of “formal” event. Though 
simpler to launch than a direct 
transformation to Scrum, some 
elements of “education” and set-
ting expectations are still neces-
sary to ensure a smooth start. All 
team members should be physi-
cally present for any kick-off 

meeting. This is obviously more of a challenge with distributed teams, so some con-
sideration must be given to communications and visualization. The topics that the 
agenda for a good kick-off event should, at a minimum, address are covered in the 
following sections.

Introductory Remarks
The kick-off event is an opportunity to set the stage for what follows. Remarks should 
reinforce at least two key concepts. 

First, you want to underscore that this effort is solely about introducing and 
employing Scrumban in the context of your current ways of working, and represents 
little to no change in existing work roles or responsibilities. It’s important to address 
this point up front to minimize the potential barriers to effective learning caused by 
fear or resistance to change. 

Second, you should reinforce the fact that this event has just one achievable out-
come—each team walking away with a clear visualization of how it works. As with 
threatened change, epic objectives create unnecessary psychological barriers. Com-
municating an achievable outcome up front will help engage participants early on and 
make the kickstart process considerably more meaningful. We define our “definition 
of done” for this step as follows:

hh Each team member has a clear understanding of his or her team’s purpose.
hh Each team has created a visual representation of its ongoing work and current 

workflow.
hh All team members agree on their most important and relevant work policies.

Current Concerns
Service orientation lies at the core of the Scrumban framework, so it’s critical for 
teams to begin with a clear identification of their stakeholders and any dissatisfaction 
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they might have. Getting stakeholders to work with you, instead of against you, is one 
of your greatest tools for achieving continuous improvement. 

Though adjustments should always be made based on the context of your envi-
ronment, Klaus Leopold recently articulated one approach for visualizing stakeholder 
relationships that seems particularly informative and useful for introducing Scrum-
ban to an organization.6 Among the suggestions he offers are the following:

hh Visualizing the power and influence of each stakeholder using different size 
cards.

hh Visualizing the degree to which stakeholders support your initiative through 
a spatial reference point: The closer to the point they’re positioned, the 
stronger their level of support. Although Leopold’s article specifically speaks 
to stakeholder relationships relative to undertaking a change initiative in gen-
eral, there’s no reason this approach can’t be undertaken for any initiative.

hh Visualizing the frequency of the relationships among stakeholders with dif-
ferent style lines (e.g., dotted for infrequent or tenuous connections, other 
styles for different grades).

hh Visualizing the quality of the relationship with special symbols (e.g., friendly 
or adversarial, healthy and strong or tenuous and weak).

Why engage in this evaluation of stakeholders? Because you need to understand 
your stakeholders’ sources of dissatisfaction, and find the most effective ways to work 
with them toward resolving those issues. In fact, teams should change their work poli-
cies and work visualizations only if doing so will help resolve areas of dissatisfaction.

Visualizing the dynamics associated with key relationships also creates a clear 
view of who holds the most power, the current state of each relationship, and the steps 
that must be taken to move closer to a solution. It helps prioritize an approach to 
resolving dissatisfaction. 

Next-Level Learning:
Evolving to More 
Advanced Practices

    If you’re looking to apply an even 
greater level of calibration to the process, 
this arena is ripe for applying a model 
like the Cynefin framework to provide 
information on how best to manage a 
given relationship.

In most circumstances, it is appro-
priate to facilitate discussions around 

current issues. Simply invite members to identify the top three to five issues that repre-
sent irritants or impediments to their work. Any issues that relate to how work is done 
or how the team interacts with other groups can be set aside for possible discussion, as 

6.	 See http://tiny.cc/StakeholderDissatisfact.

http://tiny.cc/StakeholderDissatisfact
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these represent way-of-working or policy matters the team will be addressing during 
the kickstart. Any others should be tabled, as they don’t relate to issues relevant to the 
workshop.

Defining Purpose and Success Criteria
Teams and organizations that lack a common purpose typically cannot achieve or 
sustain high levels of performance. Any exercise that moves them toward a common 
understanding of purpose and criteria for success is all that matters. I like to have 
teams answer the question, “Why does our team exist?”

You should skip this step only when you’re sure everyone agrees they’re on a com-
mon journey to pursue incremental change toward working more effectively.

Identifying How Work Is Done
The goal for this segment is to have teams gain a realistic understanding of their cur-
rent situation—in other words, how they actually perform work versus how they think 
they perform work. We get to this point by introducing a systems perspective—by 
asking the team to visualize itself as a closed system having several basic components 
(Figure 5.8). This exercise may be the first time many teams acquire a realistic sense 
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Figure 5.8  Visualizing a closed system.
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of the complexity of how work flows in and out of their domain, plus the full scope of 
what they’re responsible for producing on an ongoing basis.

The team’s articulation of upstream demand represents which work they’re asked 
to perform, who makes those demands (internal customers, external customers, or a 
combination of both), how those demands are communicated, and what their relative 
frequency and quantity are. These understandings are used to categorize work types 
later in the workshop. 

Defining the downstream end reinforces the notion of recipients as consumers 
or partners in a process, thereby reinforcing Kanban’s concept of knowledge work as 
service delivery. These initial definitions of system boundaries clarify the scope of the 
team’s responsibility—where their work begins and ends.

Articulating how the team performs its work should command most of the team’s 
attention. Teams should be guided to creating a simple, high-level visualization of the 
stages that each type of work must pass through before completion; this will be the 
foundation upon which their working board is built. Simple and abstract is the key—
no more than 2–3 different kinds of workflows and no more than 7–10 stages in each.

Focusing on Work Types
A good kickstart process will incorporate activities that ensure team members acquire 
a common understanding of work types and their significance. It may be relevant to 
your organizational context to have teams identify and manage their work using pre-
defined types, but in any case it’s important for the team to understand the nature of 
the demands placed upon them. Naturally, this is an ongoing process. Common modes 
of approaching this include assessing which work types meet the following criteria:

hh Have the most value for their customers or partners
hh Are demanded the most and the least (in terms of quantity)
hh Are usually more urgent than others
hh Are best aligned with the team’s purpose (the kind of work the team should 

do to a greater extent)
hh Are least aligned with the team’s purpose (the kind of work the team should 

do to a lesser extent)

It may be relevant to your organizational context to have teams identify and 
manage their work using predefined types. Nevertheless, regardless of how you elect 
to proceed, it’s ultimately most important that they understand the nature of the 
demands being placed upon them. Naturally, this is an ongoing process. Common 
categorizations include the following:

hh By source (e.g., retail banking, product X, maintenance items)
hh By size (e.g., in terms of effort)
hh By outcome (e.g., production release, analysis report)
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hh By type of flow (e.g., development, maintenance, analysis)
hh By risk profile (e.g., standard work, urgent work, regulatory compliance)
hh By relevance (how closely the work is aligned with team purpose)

Whatever scheme you choose, categorization provides a frame of reference against 
which an appropriate balance of work in progress can be created and managed.

Basic Management
It’s one thing to have teams begin visualizing how they work; it’s another thing to 
provide them with a framework for using these visualizations to discover better ways 
of managing it. I recommend using the GetScrumban game (Figure 5.9) to intro-
duce teams to the basic principles behind managing their workflow. (Full disclosure: 
I designed this game.) It’s usually employed in tandem with other “classroom” exer-
cises to illustrate and emphasize key principles and practices.

Figure 5.9  The GetScrumban game lets players experience the typical evolution of Scrum 
teams after introducing the Scrumban framework into their way of working.

Source: GetScrumban.com.
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The GetScrumban game simulates how a software development team that 
employs Scrum as its chosen framework can use Scrumban’s core principles and prac-
tices to amplify its current capabilities, overcome common challenges, or forge new 
paths to improved agility. The game allows players to experiment with and experience 
the impact of these principles and practices:

hh Expanded visualizations
hh Value streams
hh Types of work
hh Risk profiles

hh Pulling work versus assigning work
hh Evolutionary adjustments versus radical change
hh Cost of delay versus subjective prioritization 
hh Distinct classes of service versus a single workflow
hh Continuous flow versus time-boxed iterations
hh Value of options

Whether you use an interactive tool like GetScrumban or employ some other 
mode of instruction, your teams should walk away with an understanding of the 
following:

hh Concepts Already Familiar to Scrum Teams
hh Work items/cards (user stories): These are typically visualized on physi-

cal boards in the form of a sticky.
hh Work size estimate (story points): As most Scrum teams already engage 

in some form of estimation, the concept of estimating (and the notion 
of breaking larger stories down into more manageable sizes) should be 
very familiar. 

hh Definition of done: A short checklist of standards that must be present 
for a work item to move from one column to another.

hh Daily stand-ups: Scrumban stand-ups tend to eliminate declarations 
of status (what each team member completed, what the team member 
is committing to complete, and the identification of impediments) 
because all of that information is already visualized on the board. 
Instead, stand-ups evolve to focus on how well work is f lowing and 
which actions the team can take to improve overall f low and delivery of 
value. 

hh New Concepts
hh Work type: Often represented by the color of a work card; reflects the 

mix of work in progress. Visualizing and actively managing the mix of 
work (i.e., standard user story, bug fix, maintenance item, estimations) 
is usually a novel concept for Scrum teams.
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hh Workflow: Columns on a work board represent the value-adding stages 
work passes through to completion. These usually start with “Ready” 
and conclude with “Done,” “Ready to Deploy,” or some similar termi-
nology. Scrum teams often welcome this change because story progress 
and individual contributions toward it are made more visible.

hh Pull: Though some Scrum teams may be familiar with pull-based 
systems, many others are new to this mechanism. Pull mechanisms 
avoid clogging the system with too much work. Rather than work being 
“pushed” onto a team by those with a demand, the team selects work to 
pull into their work stream when they have the capacity to handle it. 

hh Ready for pull: These “holding” areas are visualized as columns within 
a column. Typically used when a handover occurs (such as from a devel-
opment phase to a test phase), they help manage bottlenecks. 

hh Definition of ready: A short checklist at the bottom of a “Ready” col-
umn that visualizes the relationship a team has with those requesting 
work. The definition should specify the information or resources a team 
needs to effectively begin working on an item. Though many Scrum 
teams may employ definitions of ready in their work, they are rarely 
explicitly defined and visualized within a working framework. 

hh Blockers: Flags that indicate when work on an item is suspended 
because of dependencies on others. Blockers are usually visualized as an 
additional sticky or magnet (pink or red) on a work item. The purpose 
is to call attention to such items so the team attends to removing the 
impediment. Some Scrum teams may already visualize blockers on 
their task boards.

hh Classes of service: Different “swim lanes” used to call out different risk 
profiles associated with given work items. We can choose to visualize 
separate classes of service to reflect and manage risk better (e.g., helping 
to ensure higher risk profiles attract more attention from the team than 
lower risk profiles. Similarly, you may want to help the team recognize 
it’s okay to take longer to complete lower-risk items. 

hh Explicit WIP limits: Teams should limit the amount of work in progress 
at any given time. We can do this by establishing explicit WIP limits 
across the board, within each column (preferred), within each swim 
lane/class of service, by work type, by team member, or any combina-
tion. Limiting WIP improves flow efficiency (by reducing or eliminat-
ing the cost of context-switching, among other things).

Common Language (Optional)
If you’re looking to align Scrumban practices across a large number of teams, it’s 
usually beneficial to establish a “common language” around common concepts. It’s 
possible to borrow some terms from Scrum (for example, teams might all carry a 
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“backlog” or items that are ready to be worked on). Similarly, it may make sense for 
teams working on different aspects of the same program to use the same visualization 
scheme and share common policies.

Visualization Policies
One of Scrumban’s core practices is to ensure that all work policies are explicit. We 
do so to ensure that everyone is on the same page, and that the work policies can be 
easily remembered and shared with others. Common practices include the following:

hh Work items: Most practices will be natural carry-overs from Scrum:
hh Due date (if any).
hh External reference (e.g., from a management/tracking tool).
hh Size of work (e.g., story points or person-hour estimates).
hh Start date (important to track for measurement purposes).
hh End date (date work was fully completed—some metrics can be 

impacted by how you measure this, but any agreed-upon policy is  
sufficient when starting out).

hh Workflow: The basic elements should already be incorporated in the systems 
diagram the team developed earlier. Some columns may be adjusted and rows 
added, however, as the team’s understanding develops.

hh Pull Criteria: Scrum practitioners familiar with Definition of Done 
can optionally break it up into more granular lightweight “Pull crite-
ria” visualized as a combination of mandatory and optional conditions 
before which a pull can be made.

hh What not to visualize: Cluttering up your visualization with unnecessary 
items defeats the objective of bringing greater clarity and understanding to 
how you work. Although teams should capture as much of their work as pos-
sible, there can be legitimate omissions, as in the following examples:

hh Administrative activities (such as meetings unrelated to ongoing work). 
However, there may be great value to capturing how much time meet-
ings are taking away from actual work, or whether certain resources are 
more encumbered than others.

hh Short, ad hoc work (5- to 10-minute requests or incidents). As with 
administrative activities, there can be value in capturing these items. 
Measuring the number of such work items in the course of a day or 
week could reveal a significant and ongoing demand that would other-
wise fly beneath the radar.

Frequency of Synchronization
Daily meetings are as much a ceremony with Scrumban as they are with Scrum. 
Unlike in Scrum, however, teams can move beyond sharing status and making 
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commitments to collaborating on impediments to workflow and recognizing oppor-
tunities for improvement. This requires the team’s visual board to be in sync with 
reality. Some development teams may be able to get by with once-a-day synchroniza-
tion, whereas others will need real-time updates. Decisions made in this context can 
impact tool choices and other related factors.

Create a Working Board
The kickstart session is an ideal time to assist teams with setting up their working 
boards. The sooner a team starts to see and work with actual items, the more relevant 
the process becomes. This effort typically involves the following steps:

hh Drawing the workflow: Creating columns that represent the value stream of 
the team’s work process.

hh Creating the board: I recommend that the teams create the board together, 
whether it’s an electronic tool or physical board. This accelerates team learn-
ing and ownership.

hh Ticket design: The information to incorporate on a work ticket will vary from 
team to team. We discuss these considerations in more detail in Chapter 7.

hh Adding current work (self-explanatory).

This is also an ideal time for teams to establish their definition of ready and defi-
nition of done for work items and lanes. Ready definitions can be easy to neglect, 
but they help avoid potential blockages once work begins. Teams might also discuss 
prioritization, but in a Scrum context this issue should have been already addressed 
by product owners.

Way of Working Policies
It’s critical that all team members agree how work will be handled in their visual 
boards so that it is done in a consistent manner. Areas to address include the following:

hh Which individual(s) will be responsible for managing the ready buffer 
(placing new work items in the buffer and prioritizing them for the team to 
address as capacity allows). This topic is not relevant for teams that continue 
to use time-boxed sprints.

hh When and how the ready buffer will be replenished. For teams that continue 
practicing Scrum, this usually coincides with the sprint planning process. In 
complex environments, developing policies could become quite involved. The 
immediate objective is simply to have a workable starting point.

hh Which individual(s) will be responsible for managing completed work (espe-
cially important when work is to be forwarded to downstream partners).
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hh How ad hoc work or requests from outside normal channels should be man-
aged. Consideration must be given to the needs of the system making the 
request.

hh When work should be pulled from the ready buffer (typically whenever 
a team member has capacity and can’t contribute to any ongoing work). 
Consideration should be included for managing WIP limits and what should 
occur if exceptions are to be made.

Most of these considerations involve assessing risk (addressed further in Chap-
ter 6). Having teams explicitly address risk as part of the kickstart process is the best 
way of ensuring more considered management as they mature. At a minimum, teams 
should be encouraged to explicitly articulate how work will be prioritized and which 
considerations are expected to be addressed as part of this process (i.e., is prioritiza-
tion based exclusively on market/business risks, or should the decision incorporate an 
assessment of risks associated with the underlying technology, the complexity of the 
work, the team’s familiarity with the domain, and other factors).

Limiting WIP

Coaching Tip! 
This is an especially 
important topic.

Setting explicit limits on work in progress 
will be a new concept for Scrum teams, 
and the science behind this mandate can 
be counterintuitive. For teams already 
practicing Scrum, it may be beneficial to 
point out how the Sprint ceremony is an 

implicit WIP-limiting mechanic. The idea is not to dive into detail, but rather to pro-
vide enough of an overview so the team understands why limiting work in progress 
matters. 

“Stop starting and start finishing” should become every team’s mantra. Pull 
mechanisms are one way to ensure new work items are started only when a team 
member has capacity to do the work, thereby enabling the team to eventually attain a 
stable WIP level that matches its total capacity. Explicit WIP limits are another strat-
egy (but should really be reserved for more mature teams, as they require a more 
complete understanding and practice of many core concepts). 

To help ensure system agility, it’s essential to maximize your options. The more 
tightly work is packed within a system, the less agile you become (tightly packed 
work reduces your available options to respond to changes in circumstances). Limit-
ing WIP is one mechanism for maintaining a sufficient amount of slack to ensure a 
smoother flow through the system. 

A commonly used approach when introducing teams to the concept of explicit 
WIP limits is to establish them based on available resources or some other factor 
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that’s not associated with actual demand and capacity. As with most things, the best 
approach will be dictated by the team’s specific context.

As the team performs work, circumstances may call for violating WIP limits. 
These are learning opportunities, and should always trigger a discussion. Perhaps 
current limits are too low and should be raised. Or perhaps circumstances are such 
that the need constitutes a one-time exception. Regardless of the context, WIP limits 
represent an essential constraint that forces teams to improve their process and way 
of working.

Practice Tip
The amount of work a system should have in progress at any given time is a 
matter of balance. Just as tightly packed work can impede flow, so carrying 
too many options can represent waste. The proper balance is achieved over 
time, and is not something to target when starting off. Nonetheless, under- 
standing what proper balance is expected to resemble is important to estab-
lishing any “proto” constraints with which you elect to begin.

Teams will confront some common challenges with regard to establishing and 
abiding by WIP limits (we address these in greater detail in Chapter 7). These include 
the following issues:

hh Variability: In the form of demand, the work, the risks, and numerous other 
factors. 

hh Constraints: Constraints ultimately determine system capacity. In knowl-
edge work, they tend to move around, making them difficult to identify and 
manage. This makes discovering and establishing the right WIP limits very 
challenging.

hh Human nature: People are funny. They often mask their true desires and 
intentions in less than obvious ways. 

Planning and Feedback Loops
Scrum practitioners are already used to daily check-ins. Employing Scrumban, how-
ever, presents the opportunity to shift the meeting’s focus from status and com-
mitment to more proactive planning. The kanban board already provides status 
information and should detail who is working on what. Impediments should also be 
visualized. Consequently, the focus of the team’s discussion can shift to a collabora-
tive effort geared toward identifying potential impediments, dealing with requested 
exceptions to policies, and otherwise addressing discoveries about how work is being 
performed. 

If your Scrum teams are made up of inexperienced practitioners, it’s possible they 
don’t know whether their existing stand-ups are even effective. If the teams to which 
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you’re about to introduce Scrumban fall into this category, the kickstart is an oppor-
tunity to help them improve.

Jason Yip, a principal consultant at the firm Thoughtworks, has effectively sum-
marized patterns to establish for a good stand-up (easily remembered using the mne-
monic GIFTS):

hh Good start: Good stand-ups should be energizing, not demotivating.
hh Improvement: The primary purpose of the meeting is to support improve-

ment, not to discuss status.7

hh Focus: Stay focused on the right things, which should be to move work 
through the system (rather than dwelling on pointless activities). 

hh Team: Good stand-ups foster effective communication and collaboration. If 
people aren’t helping one another during stand-ups, something is awry. 

hh Status: Stand-ups should communicate a basic sense of what’s going on. As 
previously noted, the actual conversations move away from this information 
in Scrumban (i.e., this information should be communicated through the 
kanban board).

Scrum’s time-boxed Sprint remains the main vehicle for coordinating the deliv-
ery of completed work and replenishing the team with new work. Over time, teams 
can opt to modify the process for replenishment and commitment to delivery (and 
even de-couple these cadences) to adopt approaches more focused on actual demand 
and capacity.

Sprint Reviews and Retrospectives are existing feedback loops within the Scrum 
framework that we tweak in some measure when practicing Scrumban. For example, 
whereas Sprint Reviews are focused on soliciting customer feedback on the delivery 
of completed product, in Scrumban we incorporate the concept of reviewing overall 
service delivery (borrowing from the Kanban Method’s Service Delivery and Risk 
Review cadences). Similarly, the Sprint Retrospective takes on more of the f lavor of 
the Kanban Method’s Operations Review.

It is also important to mention the importance of conducting organizational level 
feedback loops, such as the Strategy Review cadence integrated within the Kanban 
Method. 

Individual Flow (Optional)
Some of the concepts and techniques Scrumban employs to give teams greater con-
trol over their collective focus and workflow are not obvious and are sometimes 

7.	 To this end, helping team members learn how to effectively engage in difficult conversations 
can be immensely beneficial. See our references in the Appendix for additional guidance in this 
area.
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counterintuitive. Devoting a portion of your kickstart program to techniques for 
managing personal workflow is one way to enhance appreciation of their effective-
ness. Topics of particular relevance include the following:

hh Managing energy and not time (introduced via the Pomodoro technique, for 
example)

hh The power of habits in knowledge work (by way of a brief introduction to 
disciplined approaches in problem solving such as A3 Thinking, for example)

Wrapping Up
Kickstart workshops should always be closed with a summary of what the teams 
achieved and the next steps that will be taken moving forward. In all instances, some 
degree of continued coaching and guidance is necessary for teams to optimize their 
understanding and practice.

Some Final Thoughts

Coaching Tip! 
Important Concept Ahead

We’ve encountered a common 
misconception among Agile con-
sultants and coaches regarding 
Scrumban implementations—the 
notion that because kanban sys-
tems are grounded in queuing 

and systems theories, there is no value in implementing them until the systems in 
which they’re used are stabilized.8 

Key Take-Away
As Deming recognized decades ago, systems should be stabilized before 
undertaking efforts to improve them. Unfortunately, many Agile experts fail 
to recognize that kanban systems provide a path to stability in and of them-
selves (from which we can apply scientific principles in pursuit of more con-
sidered improvements).

For example, WIP limits should ultimately be established based on the charac-
teristics of the stable system to which they apply. However, initial-WIP limits can 
be used to bring a system into stability. I’ve pursued this path in many contexts, and 

8.	 This mindset was recently communicated by a leading consultant in the Boston Agile commu-
nity during a regular monthly gathering. 
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this approach is specifically cited in the Siemens Health Services Scrumban story. It’s 
worthy to call out some of the particulars here.

By way of background, the Siemens group elected to refrain from imposing WIP 
limits on their initial rollout. They soon discovered that the absence of WIP limits 
did nothing to stabilize or reverse their existing trend of ever-increasing cycle times. 
A cumulative f low diagram generated from their data showed the system was out of 
balance, with teams accepting new work faster than they were delivering completed 
work (Figure 5.10). Past patterns of increasing cycle times had not been influenced.

Upon establishing initial-WIP limits, the teams immediately began to see a stabi-
lization in both system lead times9 and overall system performance (Figure 5.11 and 
Figure 5.12).

The moral of the story is clear: Yes, systems need to be stable before we can 
improve them, but they also afford us mechanisms to achieve the stabilization needed 
to undertake our true journey.

9.	 Depicted here as cycle time. The terminology in the industry can be quite confusing. Cycle time 
here is the time taken to complete a work item. Refer to Chapter 7 for more precise definitions.
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Tying It All Together
This chapter outlines one approach for introducing Scrumban to a team or organiza-
tion. Though not explicitly called out, it assumes the rollout is taking place in a mid-
size or larger organization with an objective of catalyzing change to key outcomes 
across the enterprise.

Software engineers, project and product managers, and the other professionals 
with whom they interact are generally intelligent and capable people. While this chap-
ter has provided enough detail for the uninitiated to begin introducing Scrumban on 
their own, don’t discount the value of calling in outside experts, especially those who 
have seasoned systems thinking capabilities and a deep understanding of the Kanban 
Method. Indeed, the folks at Siemens Health Services made a point to call this out in 
the case study of their own experience.
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Customer focus, core value of Kanban, 65
Customer requirements. See User stories.
Cynefin framework

chaotic contexts, 319–320
complex contexts, 319
complicated contexts, 319
contexts, 318–320

definition, 37
description, 67
domain summary, 320–321
domains of complexity, 318–321
overview, 318
simple contexts, 318–320

D
Daily stand-ups

common challenges, 265
description/purpose, 265
GetScrumban game, 91
getting started with Scrum, 275–276
Scrumban kickstart process, 80

Dark matter
accounting for variability, 139–140
average, 138

Decision making. See also Real Options tool.
improving, 107
leadership characteristic, 199
making better hard decisions, 317
role of core values, 45–49

Defect reduction, Siemens Health Care stories, 
299–300

Defect resolution, Siemens Health Care 
stories, 299–300

Definitions of done, getting started with 
Scrum, 276

Delivery. See Project delivery.
Demand shaping, 59
Deming, W. Edwards

aligning understanding and effort, 21
commitment to quality, 195
orchestra as analogy for systems, 42
SPC (statistical process control), 197
stability precedes improvement, 36, 98
system of profound knowledge, 195
system variation, 31, 105
on systems thinking, 18–19, 21
on tampering, 219

Deming’s System of Profound Knowledge, 27
Dependencies, causing poor flow efficiency, 168
Design methods, 148
Design process, 148
Design thinking, 148–149. See also A3 

Thinking.
Detailed patterns of movement. See Katas.
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Difficult conversations, 315
Difficult Conversations: How to Discuss What 

Matters Most, 315
Disillusionment

preventing, 34–35
role in failure to adopt Agile, 34–35

Dissatisfaction, as a background to adopting 
Scrumban, 278–279

Distribution patterns. See also Modeling.
gamma, 254
left-weighted, 253–254
log normal, 254
long right tail, 253–254
for outlier results, 254
relevance of, 238–239
Weibull, 248, 253–254

Documentation, weaknesses, 260
Domain summary, Cynefin framework, 

320–321
Domains of complexity, Cynefin framework, 

318–321
Done, definition of

GetScrumban game, 91
Scrumban kickstart event, 86, 94

Drucker, Peter, 16, 32, 38
Due date performance, quality metrics, 

172–173
Duration, estimated, 114

E
Education. See Learning.
80/20 rule, 30
Emergency/urgent cost of delay profile, 

291–292
Emergent vs. intentional architecture, role in 

failure to adopt Agile, 39
Empiricism, core value of Scrumban, 65
Empowerment, 7
Enhanced burn-down chart, 174
Enterprise Scrum approach, Mammoth Bank 

stories, 290–291
Environmental risks, 106, 119
Epic breakdown, ScrumDo tool, 329–330
Epistemic (knowledge-based) uncertainty, 

105–106, 242
Essays on Kanban Systems for Lean Software 

Development, 4

Estimated duration, 114
Estimating. See also Modeling; Planning and 

forecasting.
fruits on a tree. See RBS (randomized 

batch sampling).
risk mitigation, 125
story points, Scrumban kickstart process, 

82–84
team estimation, 34
user stories and tasks. See RBS 

(randomized batch sampling).
work. See Planning Poker.

Estimation schemes and team performance, 84
Evolution of Scrumban, 4–7. See also Origins 

of Scrumban.
Existing organizational structure and 

function, analyzing. See Kanban lens.
Extrinsic motivators, 196

F
Facilitating difficult conversations, 315
Failure demand

accounting for variability, 139–140
average, 138
causes of defects, 169
defect trends, 169–170
quality metrics, 169–170

Feature crew approach, origins of Scrumban, 
54–55

Feedback loops
applying the wrong solution, 146–147
deferring problems to management, 147
mechanisms of, 144–145
potential hazards of, 144–147
role binding, 145
Scrum vs. Kanban vs. Scrumban, 144
Scrumban kickstart event, 96–97
tampering, 146
treating symptoms rather than origins, 

146–147
“Feelings” conversations, 315
Fever charts, 137, 174–175
Fitness criteria metrics, 60
“Five Whys” method, 67
Fixed date cost of delay profile, 292
Flaw of averages, 241
Flexibility, ScrumDo tool, 326–327
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Flexible board designs, ScrumDo tool, 328
Flight levels, 207–209
Flow

core value of Kanban, 65
GetScrumban game, 92
identifying, 88–89
Kanban Method, 62
laminar, 214
managing, 214–218
smooth, 214
visualizing, 93

Flow, continuous
origins of Scrumban, 56
ScrumDo tool, 325–326
vs. time-boxed iterations, 120–121

Flow, efficiency
concurrent with resource efficiency, 215
heijunka systems, 286
Mammoth Bank story, 286
metrics for, 167–168

Flow, improving
with buffers, 108–110
managing bottlenecks, 217
nondevelopmental f low, 318
visual f low, Mammoth Bank story, 

281–283
Focus

core value of Scrum, 64
improving (Mammoth Bank stories), 288

Forecasting. See Planning and forecasting.
Formal systems, 26
Forss, Håkan, 209
Freedom, intrinsic motivator, 58, 196
Frequentist approach

to modeling, 242
to Monte Carlo simulations, 242

G
Gamma distribution patterns, 254
Gantt charts, 122
getKanBan Game, 325
GetScrumban game

blockers, 92
classes of service, 92
daily stand-ups, 91
definition of done, 91
definition of ready, 92

illustration, 90
integration with ScrumDo tool,  

327–328
introduction, 90
principles and practices, 91
pull-based systems, 92
ready for pull, holding area, 92
WIP limits, 92
work items/cards (user stories), 91
work size estimate (story points), 91
work type, 91
workflow, 92

Getting started
with Scrum. See Scrum, introduced by 

Scrumban.
with Scrumban. See Rolling out Scrumban; 

Scrumban roadmap.
The Goal: A Process of Ongoing Improvement, 

17, 192
Goals

and adaptive capabilities, 47–49
and decision making, 47
definition, 47
intrinsic motivator, 58, 196
vs. mission, 47

Goldratt, Eliyahu, 17, 192
Goldratt’s theory of constraints. See also 

Constraints.
Agile Management for Software Engineering: 

Applying the Theory of Constraints for 
Business Results, 132

focusing steps, 217
identifying bottlenecks, 17
improving manufacturing processes, 17
limiting WIP, 110
optimizing the work process, 218
optimizing user stories, 118
safeguarding project delivery date, 174

Good costs vs. bad, 232
A good game, 198
Guesstimating lead time, 138

H
Ha (intermediate) learning stage, 4
Habits. See Katas.
Healey, Russ, 325
Health of the project, risk metrics, 174–175
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Help from Scrumban
daily stand-ups, 265
product backlog, 264
release planning, 264
Scrum ceremonies, 263
Scrum roles, 263
sprint retrospective, 266
sprint review, 266
sprint time-box, 265

Hewlett-Packard, core values, 45–46
Hiring Geeks that Fit, 227
Hiring processes, risk assessment, 227
Histograms, 159–161
History of Scrumban. See Evolution of 

Scrumban; Origins of Scrumban.
Holacratic approach to Agile practices, 32
Honor, intrinsic motivator, 58, 196
How to Measure Anything, 157
Hubbard, Douglas, 157
Hughes, Marc, 127
Human factors, role in failure to adopt Agile, 35
Humble, Jez, 229
Humility, core value of Scrumban, 65

I
Identification of issues and action steps, 

improving, 300
“Identity” conversations, 315
Implementing Scrumban. See Rolling out 

Scrumban.
Individual f low, Scrumban kickstart event, 

97–98
Individual level WIP limits, 109
Influence: The Psychology of Persuasion, 58
Informal systems, 26
Inspection and adaptation, formal events, 15
Intangible qualities, measuring, 179
Intangible systems, 26
Intangible/investment cost of delay profile, 293
Integrated functions, ScrumDo tool, 331–334
Integrity, leadership characteristic, 196–197
Intentional vs. emergent architecture, 39
Intermediate (Ha) learning stage, 4
Intrinsic motivators

acceptance, 58, 196
authority, 59
commitment, 59

consistency, 59
curiosity, 58, 196
freedom, 58, 196
getting paid, 41–42
goals, 58, 196
honor, 58, 196
Influence: The Psychology of Persuasion, 58
liking, 59
mastery, 58, 196
natural desires of individuals, 58–59
order, 58, 196
power, 58, 196
reciprocity, 58
relatedness, 58, 196
scarcity, 59
shared purpose, 42–43
social proof, 59
status, 58, 196

Inventory loss, 104–105
INVEST (independent, negotiable, valuable, 

estimable, small, testable) user stories, 
118–119

Iteration, ScrumDo tool, 325–326
Iteration length, determining, 80–82
Iteration length, relationship with

productivity, 81
quality, 81
teams, 80, 82

Iterations and related events, getting started 
with Scrum, 276

J
Jessen, Raymond, 125
Jobs, Steve, 188, 193–194
Johnson & Johnson, core values, 46

K
Kanban, interaction with Scrum and 

Scrumban, 64–65
Kanban from the Inside, 214
Kanban lens, 62
Kanban Method

core principles and practices, 60–62
definition, 16
demand shaping, 59
depth assessment, 209–214
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Kanban Method (continued)
enabling concepts, 62
fitness criteria metrics, 60
flight levels, 207–209
katas. See Katas.
patterns of movements. See Katas.
psychological agenda, 57–59
purpose of, 16
roots of Scrumban, 15–16
vs. Scrumban, 7
service delivery, 62
service orientation, 62
workflow, 62

Kanban Method, agendas
service orientation, 60
survivability, 60
sustainability, 59–60

Katas
applied to continuous improvement at 

Toyota, 63, 220–221
evolving core capabilities, 220–221
Toyota Kata, 63

Keyboard analogy, 208
Kickstart. See Rolling out Scrumban, kickstart 

event; Rolling out Scrumban, kickstart 
process.

Knowledge work
average efficiency, 167
definition, 16
vs. other types of work, 16–18
overview, 16–18

Knowledge work, leadership in
enhancing leadership through 

communication, 192
establishing proper metrics, 192
fighting entropy, 191
nurturing and protecting core values, 191

Knowledge-based (epistemic) uncertainty, 
105–106, 242

L
Ladas, Corey

continuous f low vs. time-boxed iterations, 
120–121

introduction to Scrumban, 4–6
origins of Scrumban, 53–56

Laminar f low, 214

Language, adopting a common (Mammoth 
Bank stories), 293–294

Lao Tzu, 190
Lead time

common metrics, 271
decreasing, Siemens Health Care stories, 300
vs. delivery time, 129–134
as forecasting tool, 305–306
guesstimating, 138
histogram, 160
metrics for, 164–166
as substitute for average value  

calculation, 138
Leadership. See also Management.

convictional, 188–190
core value of Kanban, 65
servant, 190

Leadership, in knowledge work. See also 
Knowledge work.

enhancing leadership through 
communication, 192

establishing proper metrics, 192
fighting entropy, 191
nurturing and protecting core values, 191

Leadership, reinforcing through management
adaptive risk management, 199
commitment to quality, 195
community of trust, 194–195
conflict resolution, 197
constancy of purpose, 194
continuous improvement, 197
The Conviction to Lead: 25 Principles for 

Leadership That Matters, 194
The Culture Game, 198
encouraging servant leadership, 198–199
encouraging thinking systems, 198
extrinsic motivators, 196
identifying common values, 194–198
integrity, 196–197
intrinsic motivators, 196
local decision making, 199
push systems vs. pull systems, 198
respect for people, 196
system/process focus, 194

Learning
committing to real learning, 69
Ha (intermediate) stage, 4
impediments to, 43
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Ri (advanced) stage, 4
Shu (beginner) stage, 4

Left-weighted distribution patterns, 253–254
Leopold, Klaus

flight levels, 207–209
keyboard analogy, 208
visualizing stakeholder relationships, 87

Liking, intrinsic motivator, 59
Little’s law

ensuring applicability of, 132
modeling, 244–245
in planning and forecasting, 129–134

Local context, getting started with Scrum, 
274–276

Local cycle time, visualizing with board 
design, 151–152

Log normal distribution patterns, 254
Long right tail distribution patterns, 253–254
Long tail of profitability, 235

M
Maccherone, Larry, 78–79
Magennis, Troy, 244, 255
Mammoth Bank stories

accounting for inherent uncertainty, 
136–139

adopting a common language, 293–294
assessing and visualizing risk, 291–293
background, 278, 289
balanced scorecards, 182
capturing new metrics, 283–286
common approaches, 280–281, 290
common challenges, 280, 290
correlation of story points to lead time, 

283–286
cost of delay profiles, 291–293
eliminating system waste, 284, 288
Enterprise Scrum approach, 290–291
flow efficiency, 286
identifying different work types, 284
implementing Agile practices, 33
improved focus, 288
improving visual workflow, 281–283
learning and evolving, 283–286
minimizing project interrupts, 295
minimizing subjective valuations, 295
a mixed approach, 57

modeling, 255–258
path to further improvements, 288
project buffer as management tool, 139–140
project/release planning example, 135–136
rampant dissatisfaction, 278–279
reduced delivery time, 287–288
reinforcing revolutionary thinking, 295
results, 286–289, 295
ROI increase, factors in, 295
SAFe (Scaled Agile Framework), 291
Scrum context, 280–281, 290–291
Scrum team implications, 293–294
Scrumban alternative, 291–294
Scrumban approach, 281–286
shifting priorities, 289
situation, 278–280, 289
sprint planning, 141–142
systemic influences, identifying, 26–27
systems thinking failure, 20–21
taming of hidden influences, 287–288
understanding the context, 279–280

Management, outside consultants, 35–36, 
187–188. See also Leadership.

Management influence vs. self-organization, 
Objective Solutions stories, 312

Managers, types of, 35
Managing Scrumban. See also Balanced 

scorecards.
basic management framework, 90–92
simulating. See GetScrumban game.

Market-based risks, 106
Marketplace, understanding, 22
Markowitz, Harry, 246
Mastery, intrinsic motivator, 58, 196
Maturing, getting started with Scrum, 277
Maturity, managing, 206–207
McGonigal, Jane, 198
Measuring. See also Balanced scorecards; 

Metrics.
aggregated data, 157
capturing new metrics, 283–286
common metrics, 269–271
depth of capabilities, 209–214
histograms, 159–161
impact of specific practices, 78
improvement over time, 159
intangible qualities, 179
outputs in isolation, 156
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Measuring (continued)
predictability, 78
probability density function, 160–161
process description, 158–160
productivity, 78
quality, 78
reasons for, 155–156
responsiveness, 78
the right things, 179–181
Software Development Performance Index, 78
tools and techniques, 159–161
the wrong things, 155–157

Measuring performance
amount of work in progress, 270–271
blockers, 271
common metrics, 270–271
getting started, 269–271
lead time, 271
Scrumban roadmap, 269–271
throughput, 271

Metrics. See also Measuring.
amount of work in progress, 270–271
appropriate for knowledge work, 192
blockers, 271
capturing new, 283–286
choosing the right ones, 49–50, 155–157, 192
common, 269–271
cost, 49
fitness criteria, 60
good, characteristics of, 158
lead time, 271
a Lean-Agile mindset, 157
mixing and matching, 158
modeling, 238–239
performance, 270–271
productivity. See Productivity metrics.
quality. See Quality metrics.
risk. See Risk metrics.
throughput, 271
velocity, 49

Metrics, measuring the wrong things
failure to gather adequate data, 157
measuring aggregated data, 157
measuring outputs in isolation, 156
neglecting the cost of measurement, 157
overview, 155–156
pointless target setting, 156
proxy measurements, 157

Mezick, Dan, 32, 198
Mission, 47–49
Modeling. See also Distribution patterns; 

Estimating; Monte Carlo simulations.
Bayesian approaches, 242
Bayesian Mixture Modeling by Monte Carlo 

Simulation, 242
Beyond Bayesians and Frequentists, 242
bootstrapping, 258
characteristics of a good model, 241
control variables, 255
creating a robust model, 254–255
definition, 239
description, 239–241
example, 244–245
flaw of averages, 241
frequentist approaches, 242
initial considerations, 241–243
input parameters, 252
Little’s law, 244–245
Mammoth Bank story, 255–258
metrics, 238–239
nonstationary processes, 243
potential pitfalls, 251
probability theory, 242
project delivery time, generating, 248–251
purpose of, 237
resampling, 247–251
risk factors, 251
SIPs (stochastic information packets), 

245–248
treating uncertainty, 241–243
“what if” experiments, 251–253, 255–258

Modeling, takt time
collecting data for, 247
generating SIPs, 247–248
vs. lead time, 246
probability distributions, 250

Mohler, Albert, 194
Monte Carlo simulations. See also Modeling.

Bayesian Mixture Modeling by Monte Carlo 
Simulation, 242

definition, 243
frequentist approach, 242
modeling aleatory (random) uncertainty, 242
from single manual simulations, 252
treating uncertainty, 241–243
uses for, 244
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MoSCoW approach, 107
Motivators. See Extrinsic motivators; Intrinsic 

motivators.
Muller, Wolfram, 174
Muscle memory. See Katas.

N
Natural desires of individuals, intrinsic 

motivator, 58–59
Neal, Radford M., 242
Nehemiah, 189
No input coordination, f light level, 207
Nonstationary processes, modeling, 243
Nordin, Johan, 74, 209, 211–212

O
Objective Solutions stories

background, 306–307
better quality, 312–314
bottlenecks, 310–312
coaching/training challenges, 308–309
common challenges, 307
continuous f low approach, 56–57
crybaby developers, 308
faster delivery, 312–314
management influence vs. 

self-organization, 312
pair programming process, 85
Parkinson’s law, 309–310
pull/push systems, 310–312
results, 312–314
scaling pair programming, 307–309
Scrum context, 307
Scrumban approach, 307–312
situation, 307
sprint starvation, 309
story point estimates, correlation with 

actual lead time, 84
stubborn developers, 308
suicidal developers, 308
types of developer pairings, 308
unbalanced task boards, 310–312
velocity factor, 84

One-piece f low approach, origins of 
Scrumban, 53–54

Online resources, 9. See also Books and publications.

Open Agile adoption framework, 32
Openness, core value of Scrum, 64
Order, intrinsic motivator, 58, 196
Organizational context, getting started with 

Scrum, 274–276
Organizational level WIP limits, 110
Organizational purpose, translating into 

individual goals, 181–182
Organizational structure

choosing, 79–80
and function, analyzing current. See 

Kanban lens.
Origin of the name Scrumban, 56
Origins of Scrumban

continuous f low approach, 56
contributions of Corey Ladas, 53–56
craft production approach, 54
feature crew approach, 54–55
kickstart process, 74–75
one-piece f low approach, 53–54
origin of the name, 56
in Scrum and Kanban, 14–16
Scrumban and Other Essays on Kanban 

Systems for Lean Software Development, 53
synchronized workflow approach, 55

Outlier results, distribution patterns, 254
Outside consultants. See Consultants.

P
Pain points, identifying, 274–276
Pair member rotation, 309
Pair programming, scaling

crybaby developers, 308
Objective Solutions story, 307–308
pair member rotation, 309
stubborn developers, 308
suicidal developers, 308
types of developer pairings, 308–309

Pareto principle, 30
Parkinson’s law, 309–310
Patterns of unsafe change, 218–219
Pay, motivating factor, 41–42
Performance bonuses, costs as measure of, 233
PERT charts, 122
Physical space, getting started with Scrum, 276
Placebo effect, testing for, 225–226
Planning, Scrumban kickstart event, 96–97
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Planning and forecasting. See also Estimating; 
Modeling; Release planning.

conservation of f low, 131
effort, 82
key considerations, 134
lead time vs. delivery time, 129–134
Little’s law, 129–134
prioritizing features, 124
releases, 122–125, 133–134
ScrumDo tool, 325–326
sprint planning, 122–125, 141–142
stability before improvement, 131
team size, 82
user stories and tasks. See RBS 

(randomized batch sampling).
Planning Poker, 82, 262, 331–334
Polarization, 107
Policies and practices, risk assessment, 227–229
Portfolio-level Scrum implementation, 208
Potential waste, metrics for, 167–168
Power, intrinsic motivator, 58, 196
Predictability

improving, 30
measuring, 78
role of Agile practices, 30

Preparation for, Scrumban kickstart process, 
75–77

Principles of Product Development Flow, 272
Prioritizing change

flight levels, 207–209
managing maturity, 206–207
measuring depth of capabilities, 209–214

Prioritizing features, 124
Prioritizing work

Scrumban roadmap, 272
ScrumDo tool, 329–330

Prisoner’s metrics, 167
Probability density function, 160–161
Probability theory, in modeling, 242
Problem solving

identifying the most important problems, 50
Toyota, 66–67.  See also Katas.
at Toyota, 50

Product backlog
common challenges, 264
description/purpose, 264
getting started with Scrum, 276

Product manager role, 200–201

Product owners
roles of, 261–262
as Scrum masters, 262
Scrum roles, 261–262

Productivity
measuring, 78
relationship with iteration length, 81

Productivity metrics
aging of WIP, 166–167
business agility, 164–166
CFD (cumulative f low diagram), 162–164
CFD/burn up overlay, 164
continuous improvement, 167–168
delivery cadence, 168–169
flow efficiency, 167–168
lead time, 164–166
potential waste, 167–168
prisoner’s metrics, 167
quantity of WIP, 162–164
takt time, 168–169
throughput, 166
touch time, 167–168
visualizing release or sprint progress, 164
work time, 167–168

Program-level Scrum implementation, 208
Project buffers. See also Buffers.

calculating, 136–139
as management tool, 139–140

Project delivery cadence, metrics for, 168–169
Project delivery time, modeling, 248–251
Project delivery time, speeding up

Mammoth Bank stories, 287–288
Objective Solutions stories, 312–314

Project duration, Scrumban kickstart process, 76
Project importance, Scrumban kickstart 

process, 76–77
Project interrupts, minimizing (Mammoth 

Bank stories), 295
Project management, effectiveness outline

continual evaluation, 316
driving product and services 

improvements with conscious 
assessments, 316–317

improving nondevelopment workflows, 318
improving products and services through 

conscious assessments, 316–317
making better hard decisions, 317

Project manager role, 202–203
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Project planning, Mammoth Bank example, 
135–136

Project size, Scrumban kickstart process, 76
Psychological agenda, Kanban Method, 57–59
Psychological barriers

addressing, 35
role in failure to adopt Agile, 38

Pull systems vs. push systems, leadership 
characteristic, 198

Pull-based systems, GetScrumban game, 92
Pull/push systems, Objective Solutions stories, 

310–312
Pull/push work concepts, getting started with 

Scrum, 275–276
Purpose, defining, 88

Q
Quality

dimension of software development 
projects, 29–30

measuring, 78
relationship with iteration length, 81
sacrificing for speed and results, role in 

failure to adopt Agile, 38
Quality assurance role, 202–203
Quality commitment, leadership 

characteristic, 195
Quality improvement, Objective Solutions 

stories, 312–314
Quality metrics

arrival rate distribution, 172
blockers’ impact, 171–172
causes of defects, 169
defect trends, 169–170
due date performance, 172–173
failure demand, 169
service rate distribution, 172

Quality Software Management, 157
Quick reference. See Scrumban roadmap.

R
Rally Software, 78, 80
Random branch sampling. See RBS 

(randomized batch sampling).
Random (aleatory) uncertainty, 104–106, 242
Rationalized effectiveness, 225

RBS (randomized batch sampling), 125–129
Ready, definition of

GetScrumban game, 92
Scrumban kickstart event, 94

Ready buffers. See also Buffers.
managing, 94
pulling work from, 95

Ready for pull, holding area (GetScrumban 
game), 92

Reagan, Ronald, 188
Real Options tool, 68, 322–323
Reciprocity, intrinsic motivator, 58
Reddy, Ajay, 278, 289
Reinerstein, Don, 272
Ries, Eric, 156
Relatedness, intrinsic motivator, 58, 196
Release planning. See also Planning and 

forecasting.
common challenges, 264
description/purpose, 264
Mammoth Bank example, 135–136

Releases
managing, 121–122
planning and forecasting, 122–125, 

133–134
ScrumDo tool, 325–326
visualizing progress, 164

Reports, ScrumDo tool, 330–331
Resampling, 247–251
Respect

core value of Kanban, 64
core value of Scrum, 64
for existing processes, 219
for existing roles, 38, 219
for people, leadership characteristic, 196

Responsiveness, measuring, 78
Retrospectives

negatively focused, role in failure to adopt 
Agile, 38

Scrumban kickstart event, 97
Scrumban roadmap, 273

Return on investment (ROI)
increasing, Mammoth Bank stories, 295
role of Agile practices, 28

Review, sprints. See Sprint review.
Revolutionary thinking, reinforcing 

(Mammoth Bank stories), 295
Ri (advanced) learning stage, 4
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Risk
accounting for inherent uncertainty, 

136–139
aleatory (random) uncertainty, 104–106
dimensions of, 104
epistemic (knowledge-based) uncertainty, 

105–106
fever charts, 137
identifying and managing, 104
mitigation through estimation, 125
types of, 104–106

Risk assessment
adaptive vs. traditional, 228–229
Ansoff matrix, 47–48
hiring processes, 227
placebo effect, testing for, 225–226
policies and practices, 227–229
rationalized effectiveness, 225
subjective, improving, 225–226

Risk assessment, and visualizing
common cost profiles, 110–112
cost of delay, 113–117
fixed cost profile, 111–112
Mammoth Bank stories, 291–293
quantifying cost or value, 113
standard cost profile, 111–112
urgent/emergency cost profile, 111

Risk assessment, cost of delay profiles
fixed date profile, 292
intangible/investment profile, 293
standard profile, 292–293
urgent/emergency profile, 291–292

Risk burn-down chart, 174–175
Risk factors, modeling, 251
Risk index chart, 175–176
Risk management

adaptive risk management, 199
areas of risk, 106, 226–229
environmental risks, 106, 119
evaluating the effectiveness of, 177–178
evolving, 221–229
Hiring Geeks that Fit, 227
market-based risks, 106
maturing practices, examples of, 223–226
people risks, 226–227
shaping demand, 223–224
strategies for, 223
work-related risks, 106

Risk management, improving with Scrumban
context switching, cost of, 108
improving flow with WIP limits and 

buffers, 108–110
Scrumban roadmap, 272
sources of risk, 106

Risk metrics
check of completeness, 178
component testing, 177–178
enhanced burn-down chart, 174
evaluating the effectiveness of risk 

management, 177–178
fever chart, 174–175
improving, 177–178
overall project health, 174–175
overview, 172–173
relative risk across domains, 175–176
risk burn-down chart, 174–175
risk index chart, 175–176

Risk profiles, for work types, 223–224
ROI (return on investment)

increasing, Mammoth Bank stories, 295
role of Agile practices, 28

Role binding, 145
Roles, facilitating evolution of

business analyst, 201–202
overview, 119, 199–200
product manager, 200–201
project manager, 201–202
quality assurance, 202–203
respecting existing roles, 38, 219
Scrum master, 201–202

Rolling out Scrumban
potential starting conditions, 73–74
when you are new to Scrumban, 73–74

Rolling out Scrumban, kickstart event
ad hoc requests, managing, 95
basic management, 90–92
common language, 92–93
completed work, managing, 94
current concerns, 86–88
done, definition of, 86, 94
focusing on work types, 89–90
individual f low, 97–98
key concepts, 86
planning and feedback loops, 96–97
purpose, defining, 88
ready, definition of, 94
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ready buffer, managing, 94
ready buffer, pulling work from, 95
Retrospectives, 97
Sprint Reviews, 97
success criteria, defining, 88
synchronization frequency, 93–94
time-boxed sprints, 97
visualization policies, 93
visualizing stakeholder relationships, 87
way of working policies, 94–95
WIP balance, 96
WIP limits, 92, 95–96
work items, visualizing, 93
workflow, identifying, 88–89
workflow, visualizing, 93
working boards, creating, 94

Rolling out Scrumban, kickstart process
best practices, 79
business owner’s level of engagement, 77
choosing an organizational structure, 

79–80
contextual responsibilities, 85
daily stand-ups, 80
estimating story points, 82–84
forecasting effort or team size, 82
initial considerations, 77–78
iteration length, determining, 80–82
key considerations, 76–77
origins of, 74–75
Planning Poker, 82
preparation, 75–77
project duration, 76
project importance, 76–77
project size, 76
role of Scrum master, 74
Sprint 0 concept, 78
Sprint Planning ceremony, 82
team size, forecasting, 82
team size, ideal, 79–80
working agreements, 85

Rother, Mike, 63
Rothman, Johanna, 227

S
SAFe (Scaled Agile Framework)

Mammoth Bank stories, 291
and Scrumban, 277

Sandvik IT, 74–75
Scaling pair programming

crybaby developers, 308
Objective Solutions stories, 307–309
Objective Solutions story, 307–308
pair member rotation, 309
stubborn developers, 308
suicidal developers, 308
types of developer pairings, 308–309

Scarcity, intrinsic motivator, 59
Scenarios. See Scrumban stories.
Schwaber, Ken, 14
Scope, dimension of software development 

projects, 29–30
Scrum

change catalyst, 14
commitment, limitations, 14
core values, 64
criticisms of, 8–9
definition, 14
inspection and adaptation, formal events, 

15.  See also specific events.
interaction with Kanban and Scrumban, 

64–65
project management framework, 14
purpose of, 14–15
roots of Scrumban, 14–15
vs. Scrumban, 7
vs. traditional processes, 259–260
for whole-system management, 16

Scrum, introduced by Scrumban
backlog, 276
creating definitions of done, 276
daily stand-ups, 275–276
iterations and related events, 276
local context, 274–276
maturing, 277
new objectives, concepts, and practices, 

275–277
organizational context, 274–276
overview, 273
pain points, identifying, 274–276
physical space, 276
providing context, 274–276
pull/push work concepts, 275–276
time-boxed sprints, 276
user stories, 276

Scrum ceremonies, 263
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The Scrum Guide: The Definitive Guide to 
Scrum, 14

Scrum master role
description, 261–262
key expectations, 201–202
in risk management, 227
Scrumban kickstart process, 74

Scrum masters
former managers as, 262
product owners as, 262
roles of, 261–262

Scrum roles
common challenges, 263
description/purpose, 263
product owner, 261–262
Scrum master, 261–262
team member, 261–262

Scrum work process, 260
Scrumban

evolution of, 4–7.  See also Origins of 
Scrumban.

incorporating other models and 
frameworks, 20

interaction with Scrum and Kanban, 64–65
introducing Scrum, 273–274
vs. Kanban, 7
portfolio-level implementation, 208
program-level implementation, 208
relationship to Agile thinking, 66
and SAFe (Scaled Agile Framework), 277
vs. Scrum, 7
uses for, 5

Scrumban, boosting Scrum capabilities
accounting for human factors, 35
adaptive capabilities, 44
addressing psychological barriers, 35
aligning actions with marketplace needs, 

23–24
assessing cost of delay, 117
breaking down impediments to learning, 44
building commitment and effort, 34
building the right products, 29
communicating and sharing vision, 22
course corrections, 37
developing shared purpose, 43
earlier ROI, 29
faster time to market, 28
greater predictability, 30

intentional vs. emergent architecture, 39
limiting software development projects, 30
MoSCoW approach, 107
open Agile adoption, 32
polarization, 107
preventing disillusionment, 34–35
reducing natural variations, 106
relationship to Agile thinking, 66
respecting existing roles, 38
team estimation, 34
thinking systems, 44
time-boxed sprints, 34
translating vision into action, 22–23
understanding the marketplace, 22

Scrumban and Other Essays on Kanban Systems 
for Lean Software Development, 53

Scrumban at scale, f light level, 208
Scrumban blog, 9
Scrumban Facebook page, 9
Scrumban roadmap

common metrics, 269–271
continuous improvement, 273
establishing WIP limits, 271–272
improving focus, 271–272
measuring performance, 269–271
Principles of Product Development Flow, 272
prioritizing work, 272.  See also CD3 (cost 

of delay divided by duration).
quantifying the cost of delay, 272
retrospectives, 273
stabilizing your system, 271–272
understanding and managing risk, 272
visualizing your system, 267–269

Scrumban stories, categorizing, 107. See also 
Mammoth Bank stories; Objective 
Solutions stories; Siemens Health Care 
stories; User stories.

Scrumban.io Linkedin group, 9
ScrumDo tool

building the right products, 29
continuous f low, 325–326
decoupling board visuals from 

measurements, 331
epic breakdown, 329–330
flexibility, 326–327
flexible board designs, 328
integrated functions, 331–334
integrating with Planning Poker tool, 331–334
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integration with GetScrumban, 327–328
iteration, 325–326
planning, 325–326
prioritizing work, 329–330
release, 325–326
reports, 330–331
story editing, 329
WIP limits, 329–330

Servant leadership
definition, 190
encouraging, 198–199
leading by example, 199

Servant leadership, supportive environment for
coaching/mentoring, 199
conceptualization, 199
empathy, 198
empirical decision making, 199
foresight, 199
listening, 198
persuasion, 198
responsibility, 198
self-awareness, 198
systems thinking, 199

Service delivery, Kanban Method, 62
Service orientation, Kanban Method, 60, 62
Service rate distribution, quality metrics, 172
The Seven Habits of Highly Effective People, 58
Shared purpose, intrinsic motivator, 42–43
Shrinkage, 104–105
Shu (beginner) learning stage, 4
Shu-Ha-Ri stages of learning, 3–4
Siemens Health Care stories

background, 296
better forecasting with lead time, 305–306
choosing the right metrics, 50
common approaches, 297
common challenges, 296–297
continuous f low approach, 56–57
decreased defects, 299–300
decreased lead time, 300
faster defect resolution, 299–300
getting started, 298–299
idealized design, 298–299
improved identification of issues and 

action steps, 300
increased throughput, 305
kickstarting Scrum, 74
outside consultants, 36

results, 299–306
Scrum context, 296–297
Scrumban approach, 298–299
situation, 296
stability before improvement, 99–100
systemic influences, identifying, 26–27
WIP limits, 99–100

Silver, Nate, 240–241
Simple contexts, 318–320
Sinek, Simon, 192
SIPs (stochastic information packets), 245–246
Smooth flow, 214
Social proof, intrinsic motivator, 59
Software Development Performance Index, 78
Software development projects, 29–30
SPC (statistical process control), 197
Sprint 0 concept, 78, 125
Sprint Planning ceremony, 82, 120
Sprint Retrospective, 266
Sprint Review, 97, 266
Sprint starvation, Objective Solutions stories, 309
Sprint time-box, 265
Sprints

choosing user stories for, 260
continuous flow vs. time-boxed iterations, 121
definition, 260
managing, 121–122
overview, 260
planning and forecasting, 122–125, 141–142
time-boxing, 260
visualizing progress, 164

Stability before improvement
Deming on, 98
Deming’s System of Profound Knowledge, 27
flow diagram of a stable system, 100
Kanban systems, 98–100
planning and forecasting, 131
Scrumban roadmap, 271–272
system lead times, 100

Staff liquidity/illiquidity, causing poor f low 
efficiency, 168

Standard cost of delay profile, 292–293
Stand-ups. See Daily stand-ups.
Starting Scrumban. See Rolling out 

Scrumban.
Statistical process control (SPC), 197
Status, intrinsic motivator, 58, 196
Steinhardt, Jacob, 242
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Stochastic information packets (SIPs), 
245–246

Stories. See Scrumban stories.
Story editing, ScrumDo tool, 329
Story points, correlation to

actual time spent, 82–83
lead time, Mammoth Bank stories, 

283–286
Story points, estimating, 82–84
Strategic planning. See Balanced scorecards.
Strategy (business), systems view, 179
Stubborn developers, Objective Solutions 

stories, 308
Succeeding with Agile: Software Development 

Using Scrum, 75
Success criteria, defining, 88
Suicidal developers, Objective Solutions 

stories, 308
Survivability, Kanban Method agenda, 60
Sustainability, Kanban Method agenda, 59–60
Sutherland, Jeff, 14
Swim lanes, 150–151
Synchronization frequency, Scrumban 

kickstart event, 93–94
Synchronized workflow approach, origins of 

Scrumban, 55
System of profound knowledge, 195
System waste, eliminating (Mammoth Bank 

stories), 284, 288
Systemic influences, identifying, 26–27
System/process focus, leadership 

characteristic, 194
Systems

characteristics of, 19
cultural, 26
discovering with the scientific method, 27
formal, 26
informal, 26
intangible, 26
in our work environment, identifying, 25–27
Scrumban’s core principles, 27
stabilizing before improving, 27
tampering with, 27
variation, 27
whole-system management, 16

Systems thinking
aligning understanding and effort, 21–25
allowing for failure, 69

collective intelligence over individual 
intelligence, 69

committing to real learning, 69
failure at Mammoth Bank, 20–21
key arenas, 21–25
overview, 17
relevance of, 20–24
required practices, 69

T
Takt time, description, 168–169
Takt time, modeling

collecting data for, 247
generating SIPs, 247–248
vs. lead time, 246
probability distributions, 250

Tame the Flow, 137, 174
Tampering with things that work

feedback loops, 146
role in failure to adopt Agile, 37
unsafe pattern of change, 219

Task boards
creating, 94
decoupling board visuals from 

measurements, 331
unbalanced, Objective Solutions stories, 

310–312
Task boards, designing

delineating work type, 151
description, 150–153
signifying class of service, 151–152
swim lanes, 150–151
visualizing local cycle time, 151–152

Task boards, examples
coordinated swarming, 333
decoupling board visuals from 

measurements, 331
a heijunka board, for planning, 334
Scrum board with expedite lanes, 333
for Scrum XP teams, 333
traditional Kanban service classes, 334

Team estimation, 34
Team level WIP limits, 110
Team member, Scrum roles, 261–262
Team size

forecasting, 82
ideal, 79–80, 261
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Teams
dynamics, 79–80
member roles, 261
relationship to iteration length, 80, 82

Tendon, Steve, 137, 165, 174
Thatcher, Margaret, 188
Theory of constraints (TOC). See Goldratt’s 

theory of constraints.
Thinking systems, 43–44, 198. See also 

Adaptive capabilities.
Throughput

common metrics, 271
increasing, Siemens Health Care  

stories, 305
metrics for, 166

Ticket design, 149
Time, dimension of software development 

projects, 29–30
Time to market

improving, 28
role of Agile practices, 28

Time-boxed iterations, vs. continuous f low, 
120–121

Time-boxed sprints
boosting Scrum capabilities, 34
getting started with Scrum, 276
Scrumban kickstart event, 97

TOC (theory of constraints). See Goldratt’s 
theory of constraints.

Tools for
decision making. See Real Options tool.
editing stories. See ScrumDo tool.
managing Scrum. See ScrumDo tool.
simulating software development, 

323–325.  See also getKanBan Game; 
GetScrumban game.

Touch time, metrics for, 167–168
Toyota

A3 Thinking, 50
adopting Agile practices, 33
“Five Whys” method, 67
katas, 63, 220–221
problem solving, 50, 66–67
Toyota Kata, 63

Toyota Kata, 63
Training. See Learning.
Tramontini, Ramon, 278, 306
Transparency, core value of Kanban, 65

U
Ullwick, Anthony, 317
Uncertainty

accounting for inherent uncertainty, 136–139
aleatory (random) uncertainty, 104–106
dimensions of risk, 104
epistemic (knowledge-based) uncertainty, 

105–106
fever charts, 137
identifying and managing risk, 104
modeling, 241–243
Monte Carlo simulations, 241–243
types of, 104–106

Understanding, core value of Kanban, 64
Uniformity, 149
Urgent/emergency cost of delay profile, 291–292
User stories. See also Scrumban stories.

in GetScrumban game, 91
getting started with Scrum, 276
INVEST principles, 118–119
optimal size, 117–119

V
Vallet, Bennet, 278, 296
Valuations, minimizing subjective (Mammoth 

Bank stories), 295
Value streams, f light level, 208
Variability, causing poor f low efficiency, 

167–168
Variation, systems, 27
Vega, Frank, 82, 200
Velocity, as a metric, 49
Vision

and adaptive capabilities, 46–47
characteristics of, 46
communicating, 47
communicating and sharing, 22
components of, 46
translating into action, 22–23

Visualization policies, Scrumban kickstart 
event, 93

Visualizing
buffer usage, 141
with Gantt charts, 122
local cycle time, with board design, 151–152
with PERT charts, 122
release or sprint progress, 164
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Visualizing (continued)
stakeholder relationships, 87
work items, 93
workflow, 93
your system, Scrumban roadmap, 267–269

W
Walter, Marcelo, 278, 306
Waste, eliminating (Mammoth Bank stories), 

284, 288
Waste potential, metrics for, 167–168
Way of working policies, Scrumban kickstart 

event, 94–95
Weibull distribution patterns, 248, 253–254
Weighted shortest job first approach. See CD3 

(cost of delay divided by duration).
Weinberg, Gerald, 157, 203
Welch, Jack, 35
“What happened” conversations, 315
“What if” experiments, 251–253, 255–258
“Who you are” vs. “where you are going,” 45
Whole-system management, 16
WIP (work in progress)

aging, measuring, 166–167
balance, Scrumban kickstart event, 96
common metrics, 270–271
hidden, 216
quantity metrics, 162–164
relationship to resources, 133–134

WIP (work in progress) limits
constraints, 96
effects of individual actions, 109
establishing, 271–272
evolving core capabilities, 216
GetScrumban game, 92

Goldratt’s theory of constraints, 110
human nature, 96
improving flow, 108–110
individual level, 109
kickstarting Scrumban, 96
organizational level, 110
Scrumban kickstart event, 92, 95–96
ScrumDo tool, 329–330
team level, 110
variability, 96

Work items, visualizing, 93
Work items/cards (user stories), GetScrumban 

game, 91
Work size estimate (story points), 

GetScrumban game, 91
Work time, metrics for, 167–168
Work types

delineating with board design, 151
focusing on, 89–90
GetScrumban game, 91

Work types, identifying
Mammoth Bank stories, 284
risk profiles, 223–224

Workflow. See Flow.
Working agreements, 85
Working boards. See Task boards.
Workload expanding to fill alloted time. See 

Parkinson’s law.
Work-related risks, 106

Z
Zappos.com, 32
Z-curve coefficient, 137–139
Zheglov, Alexei, 244
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