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Foreword 
by Ken Schwaber

Agility is the word of the new millennium. As the world around us grows more complex, we
strive to build more complex products. These products often consist of many components that
must interact precisely through sophisticated interfaces. At the same time, these products are
being used in more sophisticated, critical applications, including life-critical products such as
pacemakers and nano-robots, and society-critical applications such as an intelligent energy grid.
In parallel with the growth of complexity, there has been a need for increased safety, predictabil-
ity, risk management, and control—both of the development process itself and the resultant prod-
ucts. At the same time, our need to be nimble, flexible, and adaptable has increased. Enter the era
of agility.

Agility first formally entered the product development arena with the publishing of the
Agile Manifesto in 2001. As of 2008, more organizations are employing agile techniques and
processes to develop and sustain complex products than those that continue to employ more tra-
ditional techniques. Of those using agile techniques, 84% of them employ an agile framework
process, Scrum.

A complexity faced by almost all large organizations is distribution of teams (many teams
working in different locations) and dispersed teams (team members within a team are dispersed to
different locations). Among the compelling reasons for distribution and dispersion are scarcity of
skills, flexibility of forming teams rapidly, and sustaining adequate workforces. One of the origi-
nal reasons for distribution and dispersion that has proven to be elusive, however, was lowered
costs. By the time the development infrastructure was in place, the teams and team members had
familiarized themselves with each other, and integration issues were addressed, cost savings were
no longer the compelling reason.

When organizations begin to use Scrum, they often run into the difficulties inherent to dis-
tributed and dispersed teams. Because Scrum uses frequent inspection and adaption of transpar-
ent artifacts to control risk and create predictability, distribution and dispersion make these



techniques difficult. For instance, if I have never worked closely with someone on my team from
Asia and I am in Boston, how do I interpret what he or she means in the Daily Scrum? If we have
many teams scattered throughout the world, what techniques can we use to resolve our dependen-
cies and frequently integrate our work, so that transparency is retained? There are no optimal
solutions, only best possible solutions.

I have known Elizabeth since she and a small group within IBM took on the challenge of
making the IBM culture agile, and doing this with Scrum as its framework. When IBM began its
path to use Scrum and other agile techniques, it arose from a grass-roots initiative. As success
occurred and became visible, senior management provided needed support and leadership to real-
ize the benefits at an enterprise level.

This book is about how to use Scrum in a very large, heterogeneous, globally distributed
organization, such as IBM. This book contains many of the best practices that have emerged dur-
ing IBM’s transition to agile. Each practice is well stated with tips and alternatives. These tech-
niques are not ethereal, but have emerged from hard, empirical experiences that the teams in IBM
have faced.

I have found that change only happens one person at a time. If a person doesn’t understand
what the benefits of the new way of doing things are, both to his or her organization and to him or
her personally, passive and/or outright resistance will occur—singly, then in groups, and then in
political action. The authors have carefully and subtly demonstrated the advantages of agile, not
by selling, but by creating insight everywhere and in everyone, and by having the natural leaders
within the organization lead the change.

I encourage you to read of the changes to agility that those contributing to this book have
been able to initiate, support, and sustain. Read this book and gain insights that may assist you in
your efforts to gain agility in your organization.

Elizabeth told me the community would be honored if I wrote this Foreword. I am honored
to write this Foreword for them, and the cunningly thoughtful change they have caused.

Ken Schwaber
Co-creator of Scrum
www.scrum.org
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Foreword 
by Scott Ambler

If you’re reading this foreword, you’re probably trying to answer one or more of the following
questions: “What will I learn?,” “Should I spend my hard-earned money on this book?,” “Will it
be worth my valuable time to read it?,” and “Is this a book that I’ll refer to again and again?” To
help you answer these questions, I thought I’d list a few user stories that I believe this book
clearly fulfills.

As a reader, I want:

• A book that is well-written and understandable.

• Real-world examples that I can relate to.

• Quotes from actual people doing this in the field.

• To understand the challenges that I’ll face with distributed agile development.

As someone new to agile, I want to:

• Learn the fundamentals of Scrum.

• Understand the fundamentals of agile delivery.

• Learn about what actually works in practice.

• Discover how to extend Scrum into an agile delivery process.

As an experienced agile practitioner, I want to learn:

• How to scale agile approaches for distributed teams.

• How to overcome the challenges faced by distributed teams.



• How to tailor existing agile practices to reflect the realities of distribution.

• About “new” agile practices that we might need to adopt.

• Techniques so that distributed team members can communicate effectively.

• How to extend Scrum with proven techniques from Extreme Programming, Agile
Modeling, and other agile methods.

• How to address architectural issues on a distributed agile team.

• How agile teams address documentation.

• How agile teams can interact effectively with non-agile teams.

As a ScrumMaster, I want to learn how to:

• Lead a distributed agile team.

• Facilitate a distributed “Scrum of Scrums.”

• Facilitate the successful initiation of a distributed agile project.

• Facilitate communication and collaboration between distributed team members.

As a product owner, I want to learn:

• How to manage a product backlog on a distributed team.

• About different categories of stakeholders whom I will need to represent.

• About techniques to understand and capture the goals of those stakeholders.

• How to manage requirements with other product owners on other sub-teams.

• What to do during an end-of-sprint review.

• How I can streamline things for the delivery team that I’m working with.

As an agile skeptic, I want to:

• See examples of how agile works in practice.

• Hear about the challenges faced by agile teams.

• Hear about where agile strategies don’t work well and what to do about it.

I work with organizations around the world helping them to scale agile strategies to meet
their real-world needs. Although this book is focused on providing strategies for dealing with
geographical distribution, it also covers many of the issues that you’ll run into with large teams:
complex problem domains and complex technical domains. An important aspect of scaling agile
techniques is to first recognize that there’s more to scalability than dealing with large teams,
something that this book clearly demonstrates.
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At the risk of sounding a bit corny, I’ve eagerly awaited the publication of this book for
some time. I’ve known two of the authors, Elizabeth and Matt, for several years and have had the
pleasure of working with them and learning from them as a result. Along with hundreds of other
IBMers, I watched this book get written and provided input where I could. The reason why I’m so
excited about it is that I’ve wanted something to which I could refer the customers who I work
with and honestly say, “yes, we know that this works because this is what we do in practice.”

IBM is doing some very interesting work when it comes to scaling agile. We haven’t pub-
lished enough externally, in my opinion, due to a preference for actively sharing our experiences
internally. This book collects many of our experiences into a coherent whole and more impor-
tantly shares them outside the IBM process ecosystem. The bottom line is that I think that you’ll
get a lot out of this book.

Scott W. Ambler
Chief Methodologist/Agile, IBM Rational
https://www.ibm.com/developerworks/mydeveloperworks/blogs/ambler/
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Foreword 
by Roman Pichler

My early experiences of distributed software development include attending conference calls
without having access to the documents being discussed; hoping for an upgrade to get some sleep
on a long-haul flight; and being surprised when I finally met the face to a voice I only knew from
telephone conversations. Distributed software development is challenging, as Elizabeth Wood-
ward, Matthew Ganis, and Steffan Surdek clearly point out in their book, A Practical Guide to
Distributed Scrum. Things don’t get easier when Scrum is applied. I remember one Scrum project
I worked on where the build times grew longer and longer, as the number of teams and locations
increased. On another project, we had to figure out how to run the sprint meetings with teams dis-
tributed across several times zones. And on a third project, an empowered chief product owner
was missing, causing the distributed teams to follow their own goals and agendas.

I wish A Practical Guide to Distributed Scrum had been available then. It would have saved
me plenty of time and provided invaluable help. The advice in Chapter 2 on telephone dynamics
would have helped avoid the painful telephone calls; following the recommendation in Chapter 3
to organize for the lowest level of distribution could have made some of the flights unnecessary;
using videoconferencing as suggested in Chapters 2 and 6 would have made communication
more effective; employing continuous integration, as discussed in Chapter 7, would have miti-
gated the build time problem; Chapters 4, 5, 8, and 9 would have helped greatly to organize the
distributed sprint meetings; and the advice in Chapter 3 would have avoided the chief product
owner issue.

The book does an outstanding job at raising the reader’s awareness of the problems that are
likely to arise on a distributed Scrum project. It excels at providing practical tips to avoid
and overcome these issues. Woodward, Ganis, and Surdek take the reader on journey through the



lifecycle of a distributed Scrum project—from creating the product vision and setting up the right
project organization to preparing the sprint planning meeting and running distributed sprint
review and retrospective meetings. They point out the traps along the way and explain specific
practices like lookahead planning, test automation, and being aware of culture and language
differences.

If you are involved in distributed Scrum projects, then this book is for you.

Roman Pichler
Author of Agile Product Management with Scrum
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Foreword 
by Matthew Wang

Agile development has gained popularity in recent years. Software companies adopted agile to
better respond to frequent requirement changes. When agile was introduced in the mid 90’s, col-
located development teams were common (that is, the whole project team was in one location).
So the daily Scrum meetings could be conducted in the same place at the same time. Nowadays, a
distributed development team is the norm as companies embrace global sourcing. A project even
could have team members located in different continents. The challenge is how to apply the agile
principles that were established in a collocated environment to a distributed development
environment.

As a global integrated enterprise, IBM has been on Agile for years and has set up the agile
community to drive this effort. The book A Practical Guide to Distributed Scrum is one of the
major achievements of the community. It offers an unprecedented view on how distributed teams
can also implement Scrum, the leading framework for agile software development, with tips and
recommendations contributed by over 1,300 members from 30 countries in IBM. The book itself
was developed in an agile way—a successful distributed agile project by itself.

IBM China Development Labs (CDL) has been embarking on the agile journey since 2005.
It has accumulated wealthy knowledge and experience on agile development. Particularly, most
CDL teams need to conduct product development by collaborating with worldwide teams; dis-
tributed Scrum is well adopted in CDL. For example, driven by the agile community, more than
60 teams at CDL have used Rational Team Concert, a collaborative software development envi-
ronment, to assist agile development. The teams also have done tremendous innovations such as
leveraging the 12-hour time difference between development and test teams to maximize agile
benefits. Some of the practice have been included with this book; you can read about the details in
various chapters.



The methodology of software development has been evolving continuously. Software com-
panies will be more successful only when they can grasp the new methodology. Distributed teams
will continue to be a trend in software industry due to the benefits of talent availability and cost
reduction, so distributed agile development skill is critical. I highly recommend this book to soft-
ware developers—you can learn a great deal from the well-structured content, which is practical
and can be put into use right away.

Matthew Wang
Vice President
IBM China Development Laboratories
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Preface

You know, we do this stuff all the time. We should just write a book about it!

John Sutcliffe

Agile software development is a growing trend as companies look for ways to improve quality,
reduce time to deliver software to the market, and more accurately deliver software that meets the
needs of their clients. At the same time, globalization, distributed software development work,
and telecommuting are rapidly changing how software development teams work.

In 2007, Dr. Dobbs Journal reported that agile software development had successfully
crossed Moore’s technology-adoption chasm in that 69% of agile survey respondents indicated
their organizations were doing one or more agile projects (Ambler 2007). Of the remaining
respondents, 24% believed their organizations would do so within the next year. Of the 44% indi-
cating a 90%+ success rate for agile projects, co-located respondents were 60% more successful
than non-co-located.

Telecommuting is also a growing trend that increases the likelihood that even teams work-
ing in the same geographical areas will be functioning as a distributed team at least part time. In a
2008 CompTIA study, a majority of respondents (78%) reported that some employees within
their organizations telecommute at least part time (CompTIA 2008). With telecommuting provid-
ing significant increases in productivity, cost savings for companies, a reduction in a company’s
carbon footprint, and a compensation trend for those hiring, telecommuting is a trend that is
likely to continue to grow.

A number of great articles on implementing agile in the distributed enterprise environment
have recently been presented at conferences, such as the Agile 2008 conference. However, only a
few books have been published on distributed agile. Only one book has been published specifi-
cally on Enterprise Scrum. This book is complementary to such books in that it provides practical



tips, recommendations, and experiences that enrich the knowledge of readers of seeking informa-
tion on Enterprise Scrum.

This book shares the experience of a community of 1,300 Scrum team members from
across IBM business units and geographies. The diversity provides a unique perspective into a
broad array of challenges specific to working in a fully distributed software development envi-
ronment.

Who Should Read This Book?
The target audience for this book is members of software development organizations worldwide,
across industries who work with distributed team members and in particular those who are adopt-
ing Scrum for agile development. Software developers, testers, technical writers, team leaders,
managers, and others who telecommute, work with outsourced teams, or work as part of a fully-
distributed team will benefit from the practical guidance provided in this book. Because the book
applies to geographically distributed teams, the audience for this book is global.

This book applies not only to the large-scale software top-100 companies but also to
smaller companies that perform contract work for larger, distributed organizations and to small
companies that find value in allowing their software development team members to telecommute.

Managers who manage distributed teams would be interested in this book as a way to scale
agile methods to benefit their organizations.

Why a Practical Guide to Distributed Scrum?
Distributed development is quickly becoming the norm rather than the exception. There are many
challenges faced by new teams or teams early in their journey toward distributed development.
While creating the content for the book, our aim was to share the challenges that we faced and
propose solutions that teams can adapt and adopt. Our goal is not to prescribe solutions, but to
present options and to have teams decide what will work best for them in their world.

In all our chapters, we first provide a baseline from the regular Scrum perspective and then
we discuss the challenges distributed teams face; we then provide guidance or approaches to
make that piece of Scrum smoother.

How We Wrote This Book
IBM Quality Software Engineering (QSE), an organization responsible for helping teams to
improve their software development practices, facilitates several communities including the
QSE Scrum Community. This book, started at the end of October 2008, would not have been
possible without the contribution of its members. The effort was to be a community-developed
book, with Elizabeth and Matt serving as authors. Steffan joined the brainstorming group in Jan-
uary 2009 and signed on as the third co-author shortly after that.
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Throughout the content development process, the initial core group of contributors and
members of the Scrum Community participated in numerous brainstorming sessions, presenta-
tions, and content reviews. Thomas Starz, Gregg Gibson, John Sutcliffe, Elizabeth, Matt, and
Steffan served as facilitators for many of the sessions and converted many hours of recordings
and notes into sentences and paragraphs. We also had the pleasure of hosting a Scrum Commu-
nity presentation by Roman Pichler, author of Agile Product Management with Scrum, who
kindly offered to review an early version of Chapter 3, “Starting a Scrum Project.”

One of the most interesting aspects of writing this book was that everyone who participated
or contributed in any way in the project was distributed. Elizabeth, Steffan, and Matt wrote a lot
of the rough content for the chapters, and the participants from the QSE Scrum Community were
just amazing in quickly reviewing these drafts for us and contributing their own ideas and content
to help make the book better.

Starting around April 2009, we used two-week Sprints to convert the content from the
brainstorming sessions into chapters on specific topics. As authors, we overcame the distance
separating us (Elizabeth is in Texas, Matt is in New York, and Steffan is in Quebec) with weekly
conference calls and by being very open to changes the other authors felt necessary.

It was our intention to capture experiences and helpful recommendations not just from
within IBM, but also from knowledgeable Scrum Team members, coaches, and consultants
outside of IBM. We felt very strongly that we needed to take an agile approach to developing this
book. We wanted to share chapters outside of IBM as they were being developed and gather feed-
back and quotes that would enrich the content and be helpful to any team using Scrum in a dis-
tributed environment. To do this, we had to work to adapt the IBM Press publication and IBM
Legal processes. Steve Stansel and Nicole Gallo saw the value of an Agile approach and went out
of their way to work with us to make the necessary changes. Peter Santhanam and Dave Hayward
provided web server access, so that we could deliver chapters through www.distributedscrum.
com. The process opened a door for other authors to take an Agile approach to writing books.

Because of the level of participation from so many contributors, we decided early in the
development of A Practical Guide to Distributed Scrum that we would donate all royalties to
charitable organizations. Members of the IBM QSE Scrum Community voted on the following
charities to benefit from these efforts:

• Children’s Hunger

• Alzheimer’s Association

• Alzheimer Society

We are thrilled to have had an opportunity to collaborate with so many experienced,
thoughtful, and motivated Scrum practitioners through this effort. We hope that this book will
make a difference not only for those benefitting from these charities, but for the Scrum and agile
community at large.
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Many attempts to communicate are nullified by saying too much.

Servant Leadership, Robert Greenleaf

Once the Scrum Team has completed Sprint Planning, they will begin working together to com-
plete user stories and meet the Sprint Goal. The Daily Scrum, shown in Figure 6.1, provides just-
in-time planning and serves as a heartbeat for the Sprint. It is the time each day when the Scrum
Team gets together for just 15 minutes and each team member responds to three simple questions
(Schwaber 2002):

• What did you do yesterday?

• What are you going to do today?

• Do you have any blockers?

Although the idea is simple, keeping everyone focused on just the three questions can be a
Distributed Daily Scrum Meetings significant challenge. Humorous videos on YouTube show just
how bad a collocated Daily Scrum can be (ScrumMasters 2, 2006). Distributed communication
makes the Daily Scrum even more challenging because communication through teleconference
or some other channel is not as effective as being face-to-face. Many of subtleties of facial
expression and body language are missing when holding meetings through teleconferences and
to a lesser degree with video conferencing.

The combination of inefficient communication channels coupled with a meeting of team
members located in different countries can cause the Daily Scrum heartbeat to become irregular
and impact the health of the team.

C H A P T E R 6

Distributed Daily
Scrum Meetings
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Figure 6.1 The Daily Scrum meeting

Ming Zhi Xie, an agile testing specialist with IBM Software Group’s lab in Beijing, China,
shared the early experience of his team with Scrum:

We would have liked to take part in the Daily Scrums, but with our teams 12 hours
apart, it was difficult to schedule. It would have meant team members in China would be
on the phone at 10 o’clock at night or team members in North Carolina would be on the
phone at 3 o’clock in the morning. Neither was a good long-term solution. Separating
into two local teams was unrealistic because of skills. We clearly needed an alternative.

This chapter talks about how to answer the three questions and provides some tested tech-
niques for conducting effective Daily Scrum meetings with distributed teams (Schwaber 2002).

Using the Three Questions Effectively
To make the Daily Scrum useful to everyone, it is important that team members understand the
purpose behind the three questions they need to answer in the meeting. It is also important they
provide responses that bring value to the rest of the team.
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Answering the Three Questions
Here is an example where John, a fictional team member, answers the three questions of the Daily
Scrum meeting:

Yesterday: I started writing the code to load information into the database.

Today: I’m going to handle some of the data issues that cropped up yesterday.

Blockers: I have no blockers.

On the surface, it appears John is answering the Daily Scrum questions, but how much
value are these answers providing to the rest of the team. His responses are brief and resemble
someone providing a status report, but the Daily Scrum meeting is not a status meeting. It is an
opportunity for a team to get together to find ways to help one another and to make sure the team
as a whole is able to continue making progress.

Before the Daily Scrum meeting, everyone needs to examine how their current work
impacts other team members or identify who can help them resolve an issue. During the meeting,
they need to communicate any relevant information to the rest of the team.

KEY POINT Team members should communicate information that brings value to oth-
ers on the team. They should also try to identify team members that can help them resolve
their issues.

Here is a better response where John provides the same basic information but adds some
more information to provide added value to the team:

Yesterday: I started writing the code to load user information into the database. I’ve dis-
covered that some of the international addresses in the sample data provided by Com-
pany ABC do not meet the format we had expected. Mary, I think you are going to run
into the same problem with the code to import the data into the label printing module.
We can get together offline to discuss.

Today: I’m going to rewrite the module based on the sample data.

Blockers: It looks like there is a problem with the constraints we put on the tables, and
we may need to update the design.

The greatest value of the Daily Scrum meeting is the communication between team members.

Coordinating the Team on a Daily Basis
The Daily Scrum meeting allows team members to communicate, coordinate their efforts, and pos-
sibly revise their plans daily based on the answers of the others. Using our preceding example, John
clearly states Mary may run into the same problem that he faced when working with the sample
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data. This may change Mary’s plans for the day, because now she needs to get with John to discuss
this. The plans of another team member may also change to address the blocker that he identified.

KEY POINT Priorities can change daily. The Daily Scrum meeting provides a daily syn-
chronization point for the team and allows them to revise their plans regularly.

Committing to the Team
The Daily Scrum meeting is where team members make a verbal commitment to the team. When
they state what they are going to do today, they are making a verbal commitment to the rest of the
team. The next day, when they state what they did yesterday, it is an opportunity for the rest of the
team to confirm they met their commitments.

The Daily Scrum creates peer pressure on two fronts, as follows:

• To complete work that is blocking the progress of other team members.

• To create a sense of accountability within the team, in the case where team members do
not deliver on the tasks they committed to the previous day.

The Daily Scrum keeps team members accountable as they will eventually need to justify
themselves to the rest of the team if they continually do not deliver on their commitments.

KEY POINT Team members are making a verbal commitment to their team when they
state what they are going to do today.

Verifying Progress
The two first questions allow the ScrumMaster to test the focus of the team. The team always
needs to be working on stories coming out of the product backlog.

The ScrumMaster also wants to know if the team is completing the work they planned to
complete during the Sprint. If estimates are expanding or new tasks come up, there will be an
impact on the burndown chart. The ScrumMaster should question team members that are doing
work that is not helping the team make progress toward the Sprint goals.

KEY POINT Tasks not opening and closing regularly are an early sign the team may be
going off track.

When team members are not showing regular progress on their tasks for the Sprint, it can
be a sign of outside distractions having an impact on their work for the Sprint. These may be
meetings, task assignments for work outside the Sprint, or requests from others. It is important
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for team members to identify these distractions in the Daily Scrum so the ScrumMaster can help
reduce or remove them. Steffan Surdek shares this story:

Once, I was working on a team with tight deadlines, and some of the team members
that were on the critical path were regularly getting requests from another group to
provide them with information. When I learned of these interruptions, I directed these
team members to redirect the next question my way before taking any action on it. After
they forwarded me the next question, I replied to the other team and let them know they
were interfering with the deliverables of these team members. I also told them they
should come through me in the future for such requests and I would redirect their
queries to someone who would be available to help them.

KEY POINT Team members not showing regular progress may be facing outside dis-
tractions the ScrumMaster should reduce or remove.

There is also the possibility that team tmembers who are new to Scrum are not used to
depending on their team to help them resolve problems. Smart technical people can feel intense
pressure to solve problems on their own and not to depend on others. Admitting any kind of diffi-
culty can make them very uncomfortable. When the Scrum Team notices that a member is experi-
encing problems, they can encourage that person to work with others to get the help needed.

Resolving Blockers
The Daily Scrum allows team members to identify blockers they are facing that are preventing
them from making progress on their work for the Sprint. Sutherland states there are different
kinds of blockers a team may face (Sutherland 2006), as follows:

• Software or technology not showing tup at the right time. These may be dependencies
across teams or groups. The ScrumMaster or the team may not be able to resolve this.
The management team may need to step in.

• Meetings irrelevant to the Scrum Team. Here again, the ScrumMaster may not be able
to fix this, but it is the ScrumMaster’s role to recognize it and bring it to the attention of
the management team.

• Hard technical problems often slow things down. The team can often fix this, but at
times, management must bring in other resources.

Blockers may create new issues that may in turn become new tasks or user stories in the
backlog. These may force the team to change the current plan.

Sutherland also states that it is important for the ScrumMaster to create a list of blockers
and assign them to the team or to managers. A major responsibility of the ScrumMaster is to man-
age, prioritize, and assure this impediment backlog is burning down. The Scrum Team should
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expect management to help work the impediment backlog. Removing bottlenecks is the fastest
way to improve productivity.

KEY POINT The ScrumMaster should create a list of blockers and assign them to team
members or managers. The ScrumMaster should also ensure the team is burning through
the blocker list.

Daily Scrum Logistics
Scrum encourages collocated teams to meet in the same room at the same time every day for the
Daily Scrum. To adapt this meeting to work in a distributed environment, the first step is for the
team to decide how to best conduct it.

The distribution level will have an impact on how to conduct the Daily Scrum meeting.
Conducting the Daily Scrums when team members are in the same time zone and speak the same
language is much simpler than for a team with members spread in multiple countries and time
zones, having many different languages and cultures.

Distributed teams with no overlapping work hours have the biggest challenge because they are
scheduling a 15-minute meeting at a time outside the normal working hours of some team members.

Ways of Communicating During the Daily Scrum
Teams can use different ways to communicate during their Daily Scrum meetings, from face-to-
face meetings to using an instant messaging tool. Teams need to select the methods that best suit
their needs as well as their distribution level.

Face-to-Face Meeting
We recommend face-to-face Daily Scrum meetings for collocated teams. They foster stronger
communication between team members, put pressure on team members to deliver on their com-
mitments to their team, and encourage the Scrum Team to self-organize.

When a Scrum Team meets in the same location every day, it creates a routine for the team
members as well as accountability for the meeting to start at the scheduled time. Manmohan
Singh, a ScrumMaster in IBM, shares the following story about how the Daily Scrum meeting
evolved in his Scrum Team:

In the early days of our Daily Scrum meetings, I often had to remind team members to
come to the meeting. There was lot of inertia in the team because we were transitioning
from traditional waterfall to agile. After a few months, the meeting became part of the
daily routine of the team because team members found value in the meeting. I believe
conducting the Daily Scrum meetings at a fixed time every day instilled the habit of
attending the Scrum in the team, and today the team meets daily at the scheduled time
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in the conference room. When I am absent that day, a senior developer or QA member
starts the meeting, takes the Scrum notes, and then communicates the blockers and
issues to the entire distributed team. This is a clear signal of my team starting to turn
into a self-organizing team.

I find the real value of the Daily Scrum meeting is the verbal communication that
occurs between team members. Often, when a team member verbally updates the whole
team on his tasks, dependencies, and issues, other participants have new information
related to the tasks and everyone benefits from this. We also have cases where a team
member has a dependency or an issue and someone else on the team immediately has
the information on how to address the issue. This is a great way ffor us to unblock the
team quickly.

Table 6.1 summarizes the pros and cons of the Face-to-Face Meeting approach.

KEY POINT Having face-to-face Daily Scrum meetings gives the team the highest col-
laboration level possible.

Teleconference Meeting
When a face-to-face meeting is not possible for fthe entire Scrum Team, members can use a tele-
conference to call into the Daily Scrum. This method works well for distributed teams and for
collocated part-time teams.

Distributed teams with overlapping work hours should find a time during the overlapping
hours to meet every day at the same time and on the same teleconference number for the Daily
Scrum. Collocated part-time teams may also find this approach useful as a backup to the face-to-
face Daily Scrum. If a collocated team member is out of the office visiting a client site, at a con-
ference, or working from home, he or she can dial into the Daily Scrum. It can be helpful to the
Scrum Team to use the same teleconference number each day. This creates a routine for the team

Table 6.1 Summary of Pros and Cons for the Face-to-Face Meeting Approach

Pros Cons

• Highest collaboration level.

• Richest communication level.

• No loss of nonverbal communication.

• Promotes team self-organization.

• Whole team takes part in each day.

• Requires a collocated team. A distributed
team with several team members in one
location can meet face-to-face and use a
teleconference call to include others in the
Daily Scrum.



and makes it easier for team members to dial into the Daily Scrum. Sirsidynix shows teams can
successfully combine the Daily Scrum of a collocated and a remote Scrum Team (Sutherland,
Viktorov, Blount, and Puntikov 2007).

Daily Scrums can be harder to facilitate in a teleconference call format than a face-to-face
format; the “Tips for Distributed Daily Scrums” section, later in this chapter, provides some addi-
tional guidance to help make the meeting run more smoothly.

KEY POINT Distributed teams with overlapping work hours should use a teleconfer-
ence call to the same phone number every day to hold their Daily Scrum meetings.

Table 6.2 shows the pros and cons of this approach.
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Videoconference Meeting
An alternative to a teleconference is to do a videoconference instead. The main advantage of this
approach is that team members get to see one another, so there is less nonverbal communication
loss. The main challenge of this approach is how to be able to see everyone depending on the
number of participants in the Daily Scrum.

This approach needs added hardware as each location joining the videoconference will
need a webcam. To be able to conference multiple video streams at the same time, the team may
also need extra software. There may be software and bandwidth limitations as well, which could
cause problems with the video feed.

The other challenge is when there are multiple participants in one of the video streams—
where should the focus of the webcam be? When only focusing on the current speaker, the remote
participants will lose any nonverbal reactions of other participants at that location. When focus-
ing on a larger group at a location, it may be difficult to see everyone.

Table 6.2 Summary of Pros and Cons for the Teleconference Meeting Approach

Pros Cons

• Ideal for distributed teams with overlapping hours.

• Good backup for collocated teams when team
members are working remotely.

• Allows team members to interact directly.

• Whole team takes part in each day.

• Team can discuss blockers and remove them
immediately.

• Loss of nonverbal communication.

• Hard to keep the people on the phone
engaged.
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Table 6.3 shows the pros and cons of this approach.

Group Instant Messaging Approach
Another way to communicate during the Daily Scrum is to use an instant messaging tool with a
group chat feature. At a regular time every day, the ScrumMaster invites all team members to a
group chat to have them answer the three Daily Scrum questions.

This approach works with collocated or collocated part-time teams as well as distributed
teams with overlapping work hours. The benefit is that by creating a transcript of the chat session,
the ScrumMaster can send a set of notes to all team members by email or post on a wiki. These
notes can help keep track of commitments individuals are making to the team and provide a way
for members who are unavoidably absent from a Daily Scrum to review the tasks, commitments,
and blockers of the Scrum Team.

Another benefit of using a group instant messaging session is that team members can type
as much information as they want in the chat session. The approach allows team members not flu-
ent in the language to prepare their text ahead of time and paste it into the group chat.

Doing the Daily Scrum this way can be chaotic depending on how the ScrumMaster con-
ducts the meeting. There are two ways to approach it:

• All team members type in their answers to the three questions and post them in the chat
whenever they are ready. The ScrumMaster sorts through stuff the answers each mem-
ber provides and asks clarifying questions. This approach can make the discussions that
happen in the chat difficult to follow because other team members may be posting their
comments during a discussion.

• Conduct the chat session like a teleconference and have the ScrumMaster go around
each participant in the chat and ask them for their answers to the Daily Scrum questions.
When other team members have questions for the current participant, they can ask them
right away or can wait until it is their own turn to speak. At the beginning of the meeting,
the ScrumMaster should ask the people to queue up their answers to the three questions
and wait for their turn before sending it out the team.

Table 6.3 Summary of Pros and Cons for the Videoconference Approach

Pros Cons

• Potentially richer communication experi-
ence than a teleconference.

• Allows team members to interact directly.

• Can be challenging to see everyone.

• Needs added hardware and software.

• Bandwidth or software limitations may affect
the video streams.
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When using either of these methods, it is good practice for team members to prepare the
answers to the questions five minutes before the Daily Scrum meeting. This allows team mem-
bers to pay closer attention to what other team members are saying in the chat session.

Using a group instant messaging session to conduct the Daily Scrum also has some chal-
lenges. Because team members are not face-to-face in the same location, there is a loss of nonver-
bal communication as well as subtle verbal cues, such as tone of voice or inflections. It becomes
more important for team members to ask for clarifications when there are doubts.

The Daily Scrum works best when it occurs at the same time every day as this helps create
a routine the team can get into. One of the traps of the Group Instant Messaging approach is that
it can fall solely on the shoulders of the ScrumMaster to launch the group chat session at the cho-
sen time. To work around this problem, the team can name two or three people to serve as initia-
tors for the instant messaging session and to coordinate among themselves to make sure the
meeting always starts on time. Before taking part in a group chat, people typically wait for a
meeting invitation to arrive before engaging; if it does not appear, they will focus on their work
instead and forget about the meeting.

Table 6.4 summarizes the pros and cons of this approach.

Approaches to Handling Time Zone Issues
Teams can use four different methods to deal with distributed Daily Scrums where the team has
members with no overlap in their work hours, as follows:

• Daily Scrums through documentation

• Liaison approach

• Alternating meeting times

• Share the pain

Table 6.4 Summary of Pros and Cons for Group Instant Messaging Group Approach

Pros Cons

• Whole team takes part in each day.

• Team can discuss blockers and remove
them immediately.

• A transcript of the chat can easily
become a set of notes for the meeting.

• May be easier for non-language speak-
ers to write their thoughts instead of
speaking.

• The team loses both face-to-face and verbal commu-
nication. Unlike teleconference interaction, the
Scrum Team cannot hear voice inflections.

• No guarantee the Scrum Team is paying attention to
the chat session.

• Full accountability for the meeting occurring at the
same time every day is fully on the ScrumMaster.

• Can be chaotic depending on how the team conducts
the meeting.
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Each solution has pros and cons the ScrumMaster and team should consider in deciding
how to conduct their Daily Scrum meetings.

Daily Scrums Through Documentation
Perhaps the least effective way of handling distributed Daily Scrums with no overlap in the work-
day is scheduling the Daily Scrum during a time when most—but not all—team members can
meet. With this approach, team members who cannot meet as scheduled document their answers
to the three questions in a wiki, through email, or in a document the team can access.

Figure 6.2 shows an extreme example of a team distributed in locations from San Jose, CA
in the United States to Beijing, China. If the team adopts a single Daily Scrum meeting that is
held at 9:00 AM in the morning in Toronto, Canada, the meeting will likely be outside standard
working hours for the team members in San Jose, Bangalore, and Beijing. Such a team might try
to compensate by having all team members document their answers to the three questions.

The primary advantage to this approach is that it can be better for sustainable pace. And it
inconveniences no one since nobody is meeting outside their normal working hours.

However, because this approach is not interactive, those who cannot attend do not have the
opportunity to hear directly from other team members or to get quick comments from them on
their answers to the three questions. Also, this may cause members who do not take part in the
Daily Scrum to feel less a part of the team or to feel the other members of the Scrum Team do not
value their contribution as much. It is important that all members of the Scrum Team work
together to make compromises to show they value everyone equally.

San Jose, CA US
06:00

Toronto, Canada
09:00

Zurich, Switzerland
15:00

Beijing, China
21:00

One meeting at 09:00 ET with wiki entries for those who can’t attend

Bangalore, India
18:30

Hursley, UK
14:00

Sao Paulo,Brazil
10:00

Figure 6.2 Single meeting time that works for both members
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The lack of direct communication may also lead to some miscommunication when the doc-
umentation is not clear and the teams need some clarifications to understand. As an example, con-
sider the statement: “We think we should meet biweekly.” Does this mean the team would like to
meet twice each week or once every two weeks? And consider the statement: “We should write
the code in a way that is unlockable.” Does this mean the programming language used should be
unlockable or that the code should prevent locking?

Also, team members who do not verbally commit may not feel the same commitment to
deliver. The Daily Scrum is a verbal commitment in front of peers that helps to put pressure on
the team to meet their commitments.

Table 6.5 summarizes the pros and cons of the Single Meeting Time approach.

Table 6.5 Summary of Pros and Cons for Using a Single Meeting Time Approach

Pros Cons

• Better for sustainable pace.

• Nobody is inconvenienced by having
to attend the Daily Scrum at a set time.

• Loss of information because of indirect
communication.

• This approach is not interactive and does not allow
for questions.

• Adversely impacts “whole team” experience since
team members are not interacting.

• Lessens accountability through peer pressure.

KEY POINT When having Daily Scrums with some members typing in their responses
to the questions, it is important to have the ScrumMaster express their written comments
out loud. The team should address their issues quickly, just as the blockers of those
attending the meeting in person.

The Liaison Approach
Another approach to conducting Daily Scrums with distributed teams with no overlapping work
hours is to conduct two different Daily Scrums and to have a liaison attend both. Each meeting is
at a time that is convenient for half of the members of the Scrum Team. The liaison, who is com-
monly the ScrumMaster, verbally shares the information from the other team with the team they
are meeting with.

Figure 6.3 shows an example of a team that holds two different Daily Scrum meetings each
day. The first meeting is at a time convenient for the half of the team in the more western time
zones. The second meeting is at a time convenient for the other half of the team in the more east-
ern time zones. The ScrumMaster serves as a liaison, attending both meetings and verbally pre-
senting the notes from the half of the team that is not present.
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SVL CA US
10:00

Toronto, Canada
13:00

Zurich, Switzerland
09:00

Beijing, China
15:00

Bangalore, India
12:30

Sao Paulo,Brazil
14:00

Liaison

Hursley, UK
08:00

Daily Scrum #1 Daily Scrum #2

Figure 6.3 Liaison approach using two different Daily Scrum meetings

The advantage to this approach is that it helps with sustainable pace. No one other than the
liaison is meeting outside their normal working hours. This can also help the whole team to have
visibility into each others’ efforts, though the team cannot address questions or blockers brought
by team members who are not present immediately.

Pushpa Baskaran, a technical leader working at IBM, shares her experience using the Liai-
son approach:

I led a team of developers with subteams in China and the United States. It was imprac-
tical to expect all team members to be available for all meetings, and it was challeng-
ing to find a time slot that worked for everyone. So, I had two weekly scrum calls, one
for the U.S. time zone, where Chinese developers were optional, and another for the
Chinese time zone, where the American developers were optional. This approach
allowed flexibility for team members and only the ScrumMaster (myself) needed to
manage my work hours.

When the China and North America team members were co-developing a task, one of
them made the extra effort to work outside their regular hours. As the team gained more
experience working in a globally distributed team environment, assigning and separat-
ing work modules, working outside regular hours reduced significantly.

Possibly the worst side of this approach is that it is not the ideal method of communication.
This can be a bit like a childhood game called “telephone,” where one person tells a story to a sec-
ond person, the second tells it to a third person, and so on. At the end of the chain, the story told is
rarely the same as the story told by the original storyteller. The story told by the liaison will be
similar, but not the same as the story told by the team member. To deal with this issue, some
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teams have each group record their Daily Scrum responses. The ScrumMaster can then play back
the responses from one half of the team when meeting with the other half of the team.

The team can also splinter into two factions that would likely negatively impact the ability
of the team to work together as a whole team.

Another consideration in taking this approach is that, unless there is a rotation in the role,
there can be an impact to the work-life balance of the liaison.

Table 6.6 summarizes the pros and cons of the Liaison approach.

Some teams improve the Liaison approach by having the whole team meet for the Daily
Scrum at least occasionally. Gregg Gibson, of IBM System and Technology Group’s Manage-
ment Module Firmware organization, reports many teams within his organization tried both the
Liaison approach and the Sharing the Pain approach described later in this chapter:

We are finding that even with the Liaison approach, it is helpful to get the entire team in
a meeting at least occasionally. Otherwise, the team devolves into multiple teams that
don’t always work together effectively.

KEY POINT When using the Liaison approach, consider rotating the liaison responsibil-
ities to reduce the burden on any one person.

Alternating Meeting Times
A third approach to scheduling Daily Scrums where members of the team have no overlap in
work hours is to alternate meeting times. With this approach, the team holds one Daily Scrum
during the normal workday for part of the Scrum Team and holds the other Daily Scrum during
the normal work hours of the other part of the Scrum Team.

Table 6.6 Summary of Pros and Cons for the Liaison Approach

Pros Cons

• Better for sustainable pace.

• Some degree of visibility into each of
the tasks of each team member.

• Richer communication medium than
through documentation. Allows for
questions.

• Liaison might present the wrong information.

• Possible splintering of team into factions.

• Negative impact on work-life balance of the
liaison.

• Negative impact on “whole team” view.
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Ling, a Scrum Team member in Beijing, worked on a Scrum Team with members in Austin,
TX and Raleigh, NC:

Our team was meeting daily at 12:00 PM Eastern Time. For me, in Beijing, it was after
midnight. I often could not attend the Daily Scrums. The team later decided to switch to
alternating meeting teams so I could attend at least part of the time in person.

Figure 6.4 shows a team that alternates their meetings between two different times. One
meeting is most convenient for team members in Toronto, Sao Paulo, and Hursley. The other is
more convenient for team members in Hursley, Zurich, Bangalore, and Beijing.

The advantage of this approach is everyone has an opportunity to attend during their nor-
mal working hours at least every other day. Unlike the approach of having a fixed time always
outside working hours for some team members, every team member has an opportunity to attend
at least part of the time.

Figure 6.4 shows the given schedule of alternating meeting times that would possibly allow
team members in Toronto, Zurich, and Hursley to meet daily comfortably, while other members
may only join in every other day. Ideally, team members will be comfortable meeting outside tra-
ditional working hours. That can allow the whole team to meet daily, rather than every other day.

When the whole team does not meet daily, the team may not get the full benefit of the
Daily Scrum.

San Jose, CA US
03:00, 08:00

Toronto, Canada
06:00, 11:00

Zurich, Switzerland
12:00, 17:00

Beijing, China
18:00, 23:00

Bangalore, India
15:30, 20:30

Hursley, UK
11:00, 16:00

Sao Paulo,Brazil
07:00, 12:00

One meeting at 06:00 ET, one at 11:00 ET

Daily Scrum 2Daily Scrum 1

Figure 6.4 Alternating Meeting Times approach
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KEY POINT When meeting at alternating times, have teams members who cannot take
part in the meeting log their responses to the three questions. At the meeting, have the
ScrumMaster or a team member read the written responses from absent team members.

When using the Alternating Meeting Times approach, the team should check with everyone
to make sure that they have the ability to call into the meeting outside their working hours.

Elizabeth Kumau, a test expert with IBM Test Services, gives this experience:

Some of my team members in India have to stay in the office or go to the office at night
to attend meetings scheduled outside their normal working hours. Out of four team
members, only one has home connection access.

In this example, some team members would not be able to attend some meetings when
using the Alternating Meeting Times approach.

Table 6.7 summarizes the pros and cons of the Alternating Meeting Times approach.

Sharing the Pain
A fourth approach—the one that most closely aligns with the spirit of co-located Scrum—is to
have the team members share the pain. With this approach, the team works together to share the
pain associated with being part of a distributed team. They select a time to meet that is best for the
team as a whole.

Although sharing the pain may not sound like a great solution for the team, flexible work
hours can be a benefit both to the employer and to the Scrum Team members. Matt, a ScrumMas-
ter with IBM Sales and Distribution, describes the advantage of working flexible hours:

I had to be on a 15-minute Daily Scrum at 7:00 PM, after my normal workday. How-
ever, I also had the flexibility to attend my daughter’s father-and-daughter lunch at
school, which was on the other side of town. Working with a global team isn’t always
the most convenient, but I appreciate getting to be there for my kids’ special events.

The best way to carry out this approach is to ask each member of the team the following
questions:

Table 6.7 Summary of Pros and Cons for the Alternating Meeting Times Approach

Pros Cons

• Everyone has a chance to attend the meeting.

• Shares the pain across team members.

• Loss of information from team members
who do not show up because the time is
not good for them.
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• What times are best for you to meet?

• What times are you willing to meet?

• What times are off-limits?

Everyone considers the possibility of working outside their traditional work hours. The
resulting Daily Scrum time is the time that works best for the entire team as a whole.

Elizabeth, a ScrumMaster with IBM Quality Software Engineering, talks about a case
where asking the three questions would have been helpful:

I have learned to always ask the team what will work for them. Some of us are morning
people, so a 5:00 AM meeting may not be a problem. Others are not available until
10:00 AM, but 9:00 PM is not a problem for them. I was working with a team that had
members in Hyderabad, India and Saint John, Canada. I assumed—always a bad
idea—the team I was working with in India was working on their local time. At the end
of a 3:00 AM meeting to show my support for global teaming, they politely asked why I
had called the meeting so early. Oops! They were working on Eastern Time! Now, I
always ask the three questions: when is the best time, when are you available, and
when is off-limits?

The advantage to the approach of sharing the pain is the whole team is taking part in the
Daily Scrum each day, and the time selected for the meeting has the whole team sharing the pain.
Everyone hears directly from the other team members, so there is less of a chance of confusion
than the team might have with other methods.

However, not everyone may like working outside their normal working hours. When using
this approach, the team should have the flexibility to take some time off from their normal work-
ing hours to compensate.

Table 6.8 summarizes the pros and cons of the Sharing the Pain approach.

Table 6.8 Summary of Pros and Cons for the Sharing the Pain Approach

Pros Cons

• Aligns best with the interactive spirit of Scrum and Agile.

• Whole team takes part in each day.

• Everyone hears directly from team.

• Team can discuss blockers and remove them immediately.

• Team is better able to hold one another accountable.

• Flexibility in work schedule.

• Some may not like working outside
normal work hours.

• Can be challenging for sustainable
pace.
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Tips for Distributed Daily Scrums
After the team decides on the times that they will meet for the Daily Scrum, they will start attend-
ing the Daily Scrums through a teleconference. And, while the general teleconference tips pre-
sented in Chapter 2 apply for the Daily Scrum meeting, the team will find there are some special
nuances to the Daily Scrum.

The distributed Daily Scrum is unlike the other Scrum meetings in that the Daily Scrum is
not a brainstorming, collaborative working session. Instead, it is a brief, intense 15 minutes with
members’ one-by-one answering questions. Although team members may ask quick questions for
clarification, they should handle any in-depth discussion outside the Daily Scrum. This section
offers tips to help teams to be more effective with the Daily Scrum.

Removing Side Conversations
Side conversations during the Daily Scrum are a distraction during a co-located Daily Scrum, but
they are even more problematic during the distributed Daily Scrum. Side conversations introduce
two main problems for the distributed team:

• Increased distraction. Background noise can be distracting on a teleconference. If the
quality of the teleconference or phone lines is already making it difficult to hear every-
one, background noise and other voices can make listening even more difficult.

• Exclusion. If the Scrum Team is a new team just beginning to learn to work together,
and if there are issues between team members or new members on the team, background
discussions can cause members on the phone to feel excluded.

Side conversations can be problematic where part of the team meets in one room and other
members have dialed into the teleconference using separate phone lines, as shown in Figure 6.5.

One method to prevent side conversations is to have all members dial into the teleconfer-
ence. Each person dialed in is immediately in an equal position to everyone else. Everyone is
speaking directly into the phone, which can make it easier for everyone on the team to hear the
conversation. And, verbal side conversations are less of a problem.

Of course, to promote teaming and to give everyone a chance to speak without disruptions,
members of the team and the ScrumMaster should help to end any side conversations quickly.

Keeping the Team Engaged
Distributed team members who have teleconferenced into the Daily Scrum can become detached
and distracted by other tasks.

Unfortunately, most of us have heard the clicking in the background as one person types
away on an email message while another team member is diligently answering the three ques-
tions. Most of us who work as part of a distributed team have ourselves had distractions at one
time or another by an email message, an instant message, or some other tasks in the middle of the
Daily Scrum. Some of us have also heard the ever-popular excuse of “I was on mute” from a team
member called on unexpectedly and scrambling to think of a response.
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Austin, TX, USA
Suburb

Suburb

Figure 6.5 Scrum Team with collocated and remote team members

Because the Daily Scrum is an intense 15 minutes, it is especially important for team mem-
bers to remain actively engaged during the call. If necessary, close down applications, step away
from the machine, turn on a screen saver, or just commit to stay focused.

Possibly the best way to stay engaged and to make sure that others on the team stay
engaged is to make the time as valuable as possible for the team. Bill Krebs, a coach with IBM
Quality Software Engineering, suggests:

To help your team members to find value in your responses, focus on the three A’s of the
Scrum meeting:

• Awareness. Build awareness of what the team is working on.

• Advertising. Advertise for collaboration.

• Attack blockers. The team and ScrumMaster should strive to fix all blockers within
one hour of the Daily Scrum.

Facilitating the Meeting
Facilitating a Daily Scrum meeting can be more challenging for the ScrumMaster working with a
distributed team. On collocated teams, members are able to read body language and use body lan-
guage to show a speaker they are taking the meeting off track. The distributed ScrumMaster and
team members have to rely on other techniques.

As an example, the ScrumMaster with a co-located team starts with the person on his or her
left and goes around the room asking for responses to the three questions. In a distributed environ-
ment, as individuals come into the call, they will identify who they are. The ScrumMaster then
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calls each person and asks for their response. They may respond in the order they arrived at the tele-
conference or the ScrumMaster may choose to call on each person. One team member reported:

Early on, we experimented with having the team members go in alphabetical order by
name, so the ScrumMaster wouldn’t have to call on individuals. We found it to be dis-
tracting and much less efficient than just having the ScrumMaster call on people.

Another example is a case where the ScrumMaster is trying to move on from one team
member to the next. In a co-located environment, the ScrumMaster can turn his or her body to the
next team member when someone is being too verbose or elaborating beyond the responses to the
three questions. By teleconference, this technique is not available. Instead, the ScrumMaster is
likely to have to interrupt the speaker verbally. Although this would be rude in other cases, ver-
bally interrupting can help the team to more efficiently use the Daily Scrum time.

Using a technique for getting people to focus on just the three questions and to streamline
their responses can help to prevent having to interrupt. One technique presented by Bill Krebs of
IBM Quality Software Engineering is to focus on the “top two”:

I like to ask teams to give two headlines of what they did yesterday, two headlines of
what they are going to do today, and any blockers. This helps to keep them from getting
into too much detail about how they did the work.

Jean-Louis Marecheaux has used a countdown timer to streamline responses:

I have used a countdown timer in the past, visually displayed on a web conference like
NetMeeting or ST Unyte. It helped speakers keep track of the time left within the
allowed time slot.

Taking Daily Scrum Notes
Notes are typically not taken during the Daily Scrum; the team must only log the blockers. How-
ever, when working with a distributed team, it can be helpful to have the notes available in a com-
mon location. Wikis that allow multiple users to write at the same time can be a good repository
for Daily Scrum notes. Regardless of the archiving tool used, it is easier for the team to use a
single, common archive.

Having the notes available in a common location allows those not able to attend the Daily
Scrum to share their tasks with others and provides them with a way to learn about the tasks of
other team members.

Taking notes for the Daily Scrum can also help distributed teams that are dealing with lan-
guage difficulties. For those who are using their second language on the teleconference, having
the text prepared earlier can help them to state their responses. And, it can help others who are
using the primary language of the meeting to understand what they are saying.
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Daily Scrum notes are especially important for teams working in a regulatory compliance
environment (such as the FDA, HIPPA, or others), which one-third of agile teams claim to do
(Ambler 2009).

Dealing with Language Barriers
The Daily Scrum is an intense meeting with rapid communication. When a distributed team uses
a language that is not the first language of all participants, communication becomes more diffi-
cult. Although one-on-one meetings and interactive meetings provide opportunities for those
members using their second language to ask questions, translation on the Daily Scrum call can
create significant delays.

There are two ways teams can use to deal with language barriers:

• Use a chat session. The person who is having difficulty can ping one of the team mem-
bers who is not speaking to get clarification.

• Set a longer time-box for the Daily Scrum. Scrum is about the team working together
effectively. If the team is consistently unable to complete the Daily Scrum in 15 minutes
because of language issues, set a time-box that works for the team and stick to it. This is
not an excuse to poorly manage the Daily Scrum, but instead is a way of handling a lan-
guage barrier. Matt Ganis shared the following story:

One of our Scrum Teams had a daily 15-minute Scrum scheduled between team
members in India and the U.S. We quickly found that 15 minutes was not enough
time to resolve issues or come to a common understanding on what we were dis-
cussing. We decided that since the Daily Scrum was the one time the team was sure
to talk during the day (because of time zone issues) that it would make sense to
expand the duration to 45–60 minutes. The first part of the meeting, we did a tradi-
tional standup meeting, followed by a more detailed discussion of issues and plans
to address the “blockers.”

Tools to Help with Distributed Daily Scrum
Because the Daily Scrum is such a short meeting and focuses on verbal responses to three ques-
tions, there is little need for tools. However, a chat tool, wiki or other repository, and a full-duplex
phone can be helpful.

Chat tools can be a distraction for some team members, but they can also be valuable in
cases where a team is having language issues. The person who is having difficulty understanding
someone else’s responses can ask questions through chat without disrupting the Daily Scrum.
The team may want to cut and paste or save the chat transcript to a wiki for future reference.

A wiki or other repository can be helpful for sharing Daily Scrum notes. Notes can be help-
ful in communicating with team members who are unable to attend a given Daily Scrum as dis-
cussed earlier in this chapter.



118 Chapter 6 Distributed Daily Scrum Meetings

If part of the team is calling in from a conference room and using a speakerphone, it should
be a full-duplex phone. With half-duplex phones, participants can only hear only one speaker at a
time, either the team members in the room or an individual dialed into the teleconference sepa-
rately. If someone goes on and on without pausing, it can be impossible to interrupt their mono-
logue. With only 1–2 minutes granted for each person, this can be a major obstacle to hearing
every team member within 15 minutes. Fortunately, the telephone buttons will still work while
the person is speaking, so the ScrumMaster or a team member can push a button to get the atten-
tion of the other person. But, this is not ideal. Invest in a full-duplex phone if possible.

Videoconferencing tools offer mixed results. From performance issues to setting the cam-
era so everyone is visible to the time needed to set up the Daily Scrum, videoconferencing today
may be more of a headache than it is worth. There are, however, teams that have had success with
using a wide-angle web camera for the Daily Scrums.

Scrum of Scrums
Besides the Daily Scrum, scaled Scrum Teams will want to engage in a Scrum of Scrums, where
representatives from the different teams answer the following four questions:

• What has your team done since the last meeting?

• What will your team do before the next meeting?

• What blockers does your team have?

• What blockers are you about to cause for another team?

The Scrum of Scrums should include five to nine people. Each Scrum Team sends one or
two representatives, depending on how many teams are working together. Representatives may
be the ScrumMaster or development team members who are knowledgeable about the code of
interest to the teams engaging in the Scrum of Scrums. The Product Owner (or Product Owners in
an environment with a hierarchy of Product Owners) may also take part in identifying dependen-
cies or issues that might impact the priorities in the Product Backlog.

During the Scrum of Scrums, teams discuss future dependencies, commitments to other
team members, issues with integration, and other points that impact one another.

The frequency and duration of the Scrum of Scrums meetings should be enough to allow
the Scrum Teams to coordinate their work. Projects with higher dependencies or greater collabo-
ration between teams should engage in Scrum of Scrums more often.

Summary
The first step to running effective Daily Scrums is to decide the meeting days and times for the
team. The distribution level has an impact on how challenging the Daily Scrums will be for the
team. Collocated teams with members that telecommute part-time can successfully engage in
the Daily Scrum by calling into the meeting. Geographically distributed teams with an overlap in
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Table 6.9 Summary of Different Daily Scrum Approaches with Recommendations

Team Type Possible Approaches Recommendations

Collocated Team • Face-to-Face Meeting

• Teleconference

• Videoconference

• Instant Messaging

Face-to-face meeting; it increases the
communication, commitment, and
collaboration between team members.

Collocated
Part-Time

• Face-to-Face Meeting

• Teleconference

• Videoconference

• Instant Messaging

Face-to-face meeting for the collo-
cated team members with a telecon-
ference line open for remote team
members.

Distributed with
Overlapping Work
Hours

• Face-to-Face Meeting

• Teleconference

• Videoconference

• Instant Messaging

Team members should find a time
where the work hours overlap and
members in the same location meet
face-to-face with a teleconference line
open to talk with remote team mem-
bers. If members in the different loca-
tions are unable to hear each other,
they should consider having everyone
dial in. When verbal language is a
problem, you can use an instant mes-
saging session at the same time for
clarity.

Distributed without
Overlapping Work
Hours

• Share the Pain

• Alternating Meeting Times

• Using a Liaison

• Documentation

Share the pain by selecting a standard
meeting time when everyone will
attend because it respects the spirit of
Scrum and agile the best. Alternating
meeting times also works well by
allowing the team to switch off on
times that are most comfortable.

workdays can set up a time to meet daily during their standard workday. Teams with no overlap
in their workdays are the most challenging to schedule.

There are four different approaches that teams can take to dealing with no overlap in their
workdays. The Sharing the Pain model more closely aligns with providing the same benefit as co-
located teams.

The following sections will discuss how to conduct the Daily Scrum meeting first for teams
with and without any overlapping work hours. Table 6.9 shows the different approaches with
which collocated and distributed teams can decide to perform their Daily Scrum meetings and the
method we recommend these teams use.
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Regardless of the approach the team selects for their Daily Scrums, the team has an
opportunity to reevaluate the decision at the end of each Sprint. During the retrospective, the
team can discuss whether they should consider adopting a different model to improve their
performance.

Once the team begins conducting distributed Daily Scrums, they will discover some issues
related to the unique points of the Daily Scrum (for example: brevity, intensity, and one-way
communication pattern). To be productive, the team and ScrumMaster will need to remove side
conversations, effectively facilitate the Daily Scrum, use notes where necessary, overcome lan-
guage barriers, and recognize local schedules and holidays.

Tools are less of an issue with the Daily Scrum. A chat tool can help to overcome language
barriers, the team can use a wiki or another repository to store notes, and a full-duplex phone can
help when some of the team members meet in the same conference room.

Scaled teams will engage in Scrum of Scrums meetings as well as Daily Scrums to help
with coordination and integration between teams.
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