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Agile Values and Principles 

By Manfred Mühlfelder 

Occasions 

• You want to create enthusiasm for agile work? 

• You want to increase flexibility and agility in your projects? 

• You want to change the mindset of your employees? 

Results 

• Readers can reflect the values and essential principles of agile methods. 

• They can explain the relationship between agile values, principles and methods. 

• They know methods to change the attitude of their employees. 

• They lay the foundations for the application of agile methods in work practice. 

Impulses 

Have you ever thought about ... 

• ... what are the requirements for agile working methods like Scrum to work in practice? 

• .... which attitudes and behaviours contribute to agile principles being lived in practice? 

• .... how you can specifically influence and develop these attitudes in yourself and your 

colleagues, so that agile work functions in practice? 

The agile mindset 

What is an "agile" mindset? 

Why is an "agile" mindset a basic requirement for the successful introduction of agile methods in a 

company? Expert Svenja Hofert explains here the connection: 

https://www.youtube.com/watch?v=pH0DfYmxEiI 

Courage to innovate 

Agility requires courage to deal with the unknown. Compared to "classical" project management 

methods, which aim at predictability and fixed events, agile methods focus more on the 

management of complexity, unpredictability and innovation. Realize / recognize the limits of 

predictability if you want to be agile. 

Openness 

Openness to new and unconventional ideas is the basis for creativity and innovation. Openness to 

other perspectives, cultural imprints and ways of thinking enables the creation of new products and 

services. Without openness, we are trapped in old ways of thinking and behaving. 

Focus and concentration on value creation 

Agile teamwork requires all participants to concentrate on common goals. At its core, it is about 

creating new (product) functions and services in such a way that the benefits for the customer 

increase... and that step by step. Everyone in the team must cultivate a feedback culture and 

encourage each other to always focus on customer benefits in product development. 
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Respect in dealing with the team and with customers and suppliers 

Respect and appreciation in dealing with each other are the cornerstones of agile work. Without 

respect, people refrain from new things, are afraid to open up and reduce their contribution. 

Respectful interaction means actively listening to others, taking other points of view into account and 

making compromises. Respect is a state of mind that is reflected in behaviour and communication. 

Commitment and reliability 

Commitment is an attitude towards tasks and people. Agile working enables more self-organization 

and self-regulation. On the other hand, self-organized teams are only operative if the team members 

can rely on each other. Everyone must commit themselves to achieving the common team goals and 

communicate if they cannot or do not want to commit themselves to them. Psychology still 

distinguishes between an affective commitment ("I feel emotionally connected to the task and the 

other team members."), a normative commitment ("I feel obliged to the others to complete my tasks 

as well as possible.") and a calculative commitment ("I feel obliged to do something positive for me in 

the end"). 

Agile Basics 

Agile basics are general standards that have already shown their validity in Lean Management. 

These are among others 

Incremental product development  

• Products are developed in small steps. The product features are extended and supplemented 

step by step. Instead of a "roll out" of the complete product, smaller releases are planned. 

Iterations  

• The product is developed in small time slices (sprints). At the end of each sprint, new 

functions are evaluated and either accepted or rejected. The process follows the PDCA cycle 

(Plan-Do-Check-Adjust). 

“Pull" instead of "Push"  

• Downstream work processes "pull" their content from the upstream process. Upstream 

processes only work so fast that they do not push work content to the downstream process. 

This keeps the overall process in balance. There are no "sinks" or overloads in individual work 

steps. 

“Just in Time" Production  

• Work results are completed in such a way that they can be processed immediately. No work 

results are produced "on stockpile". This prevents waste due to overproduction. 

Time boxing  

• Each event in agile work has a specified duration. In production work, this duration is 

determined by the customer cycle. In agile work, certain specifications are made as to how 

long individual events may last, e.g:  

Sprint planning 8 h 



Learning Cards on Agile Project Management 

 
 

 
- 5 - 

 

Sprint Review: 2-3 h 

Retrospectives: 2-3 h 

Daily Scrum: 15 minutes 

Sprint length: 2 to 4 weeks 

Recommended reading 

Liscia, G., Liscia, J. & Liscia, M. (2018). Workbook Attitude: Eine Frage der inneren Haltung sowie 

Werte, die gelebt und kommuniziert werden (D.R.E.A.M. of LEADERS® - Workbooks). Norderstedt: 

Books on Demand 

Koschek, H. & Dräther , R. (2018). Neue Geschichten vom Scrum: Von Führung, Lernen und 

Selbstorganisation in fortschrittlichen Unternehmen. Heidelberg: dpunkt.Verlag 

Preußig, J. & Sichart, S. (2018). Agiles Führen: Aktuelle Methoden für moderne Führungskräfte. 

Freiburg: Haufe 

Sauter, R., Sauter, W.& Wolfig, R. (2018). Agile Werte- und Kompetenzentwicklung: Wege in eine 

neue Arbeitswelt. Berlin: SpringerGabler 
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Agile Methodologies - An Overview 

By Manfred Mühlfelder 

Occasions 

• Gain orientation about agile methods 

• Gain an overview of various agile framework models 

• Recognize connections between the methods 

Outcomes 

• You know different frame models for agile working. 

• You can assign individual techniques to the respective frame models. 

• You can select the most suitable methods for your problem. 

• You can compare and contrast the different agile methods. 

 

What are "agile" methods? 

• Which frameworks are there for the description of agile methods? 

In this learning card you will get to know the most important agile methods and framework models. 

Learning Objectives 

Please describe three personal learning objectives for this learning card. 

 

Overview of Agile Methods 

 

Agile methods differ in their level of detail and formalization. 
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SCRUM is at the forefront of flexible framework models for agile work. At SCRUM, the development 

teams work on product development in a self-organized manner. Under the guidance of a SCRUM 

Master, they implement the specifications of the PRODUCT OWNER step by step. 

KANBAN, SCRUMBAN and CRYSTAL are frameworks for agile work, which above all ensure efficiency 

in the processes. They stand for relatively simple methods for controlling the workflow and increase 

transparency. 

FEATURE DRIVEN DEVELOPMENT (FDD), EXTREME PROGRAMMING (XP) and LEAN SOFTWARE 

DEVELOPMENT (LDS) focus on lean and function-oriented software development with integrated 

tests and feedback loops. 

Software engineering models such as the V-Model or the Rational Unified Process Model have the 

highest degree of formalization and detailing. 

SCRUM 

SCRUM (German "Gedränge") is a working method in which self-organized teams develop new 

products or product increments together in iterations according to certain rules. 

 

Scrum Roles 

In Scrum there are three central roles that interact with each other. 
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1. PRODUCT OWNER 

The product owner is the one who determines the product properties and formulates the so-called 

EPICS and USER STORIES. A user story is a functional description from the point of view of a specific 

role, e.g. 

• As a [customer] I want a [visualization function] to have a [three-dimensional representation 

of a product so that I can imagine the product more precisely]. 

The Product Owner is responsible for product and release planning. He defines the product scope 

and prioritizes the user stories according to business value and benefit. 

However, he has no disciplinary authority over the development team. 

Product owners need above all professional and entrepreneurial skills. 

2. SCRUM MASTER 

The Scrum Master is the team coach for the Scrum team. He pays attention to the observance of the 

Scrum rules and moderates the Scrum events. He also has no disciplinary power over the Scrum 

Team, but acts as a coach and moderator. 

One of his central tasks is the removal of obstacles that prevent the development team from working 

on the product (e.g. missing licenses or access to other systems). 

Scrum Masters need above all methodical and social skills. 

3. DEVELOPMENT TEAM 
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The development team consists of 3 to 9 people, who self-organize the product features and user 

stories to be developed into work packages and transfer them into concrete (programming) tasks. In 

SPRINT PLANNING MEETINGs they plan the tasks and goals for the next sprint and appreciate the 

complexity of each user story. 

All tasks necessary for the realization and testing of a user story are planned and executed by the 

team itself. 

The team members need above all technical skills. 

Artefacts in Scrum 

 

The => PRODUCT BACKLOG is the key document in which the product requirements are formulated 

and prioritized by the product owner in the form of EPICS (key topics) and USER STORIES. It is not a 

rigid specification, but can develop from sprint to sprint. New requirements can be included in the 

product backlog, already formulated user stories can be eliminated or their importance can be 

prioritized upwards or downwards. With the help of the product backlog, the product owner controls 

the product creation process. 

Example of a Product Backlog 

The => SPRINT BACKLOG contains the worklist for the developer team for the next sprint. It contains 

the most prioritized user stories from the product backlog. The development team determines 

together with the product owner which user stories are to be realized in the next step and estimates 

their complexity. Depending on the effort and complexity of the user stories, the Sprint Backlog can 

contain more or less user stories. 
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Events in Scrum 

 

In SPRINT PLANNING MEETINGS, the development team plans the steps necessary to implement the 

user stories from the Sprint Backlog. The team members discuss dependencies between the user 

stories and determine which work steps are necessary to achieve the sprint goal. 

In an ESTIMATION MEETING, developers estimate the complexity of each user story and the effort 

involved in implementing the functions. 

With DAILY SCRUM, the developers give each other a short daily report on the status of the tasks 

they have taken on. If necessary, problems are escalated via the Scrum Master to the Product Owner, 

e.g. if the sprint target is at risk. 

In the SPRINT REVIEW, the development team presents the new functions developed in a sprint to 

the product owner. The product owner accepts or rejects the functions if they do not meet the 

agreed acceptance criteria ("Definition of Done"). 

In the RETROSPEKTIVE, the team looks back at the course of the past sprint. The aim of the 

retrospective is to improve teamwork and remove obstacles before the start of the next sprint. The 

retrospective is moderated by the Scrum Master. 

Checklist for the evaluation of a sprint (www.retromat.org) 

Special methods in Scrum 

On the following pages you will get to know some special methods for the cooperation in Scrum 

Teams. 

Kanban 

KANBAN is a Japanese word and means "SIGNAL" or "SHIELD". It was originally introduced in LEAN 

MANAGEMENT for the control of production processes according to the "PULL" principle. On a 

KANBAN board, all tasks that have to be completed in a sprint are written on individual cards. Then 

they are pulled one after the other from left to right through the individual columns of the kanban 

board. Only if a place on the board is empty, a following card can be drawn on this place. This 

ensures a fast workflow in the system. 



Learning Cards on Agile Project Management 

 
 

 
- 11 - 

 

 

Planning Poker 

At PLANNING POKER, the team members in the Scrum Team jointly estimate the complexity and time 

required for each user story. Planning Poker cards are often used for this. The story is read aloud and 

each team member draws a card from his or her card set, concealed, with which the effort for the 

realization of all functions belonging to a user story is estimated. Then the cards are laid openly on 

the table at the same time. 

If the estimates are far apart, the team members with the highest and lowest estimates must justify 

their decision. The other team members listen to the arguments and rethink their own estimates. 

After that they play poker again. The estimates should now converge. 

In this way, all user stories to be realized in the next sprint are estimated and summed up in terms of 

their complexity and effort. This is the number of STORY POINTS to be realized by the team in the 

next sprint. 
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Sprint Review 

In a SPRINT REVIEW, the development team introduces the product owner to the functions that have 

been developed and tested for realization during the last sprint. 

The product owner accepts the functions if they meet the agreed acceptance criteria. 

The accepted functions can then be transferred to the next release. 

Functions that are not accepted must be revised again in the next sprint according to the acceptance 

criteria. 

 

Retrospective 

In a RETROSPEKTIVE the Scrum team members reflect the quality of their cooperation and the results 

achieved in the sprint. 

The following key questions can be used for structuring. 

1. What went well? What positive experiences did we have in the last sprint? 

2. What went badly? What negative experiences did we have in the last sprint? 

3. What information and better communication do we need to be more effective as a team in 

the next sprint? 

4. Which Scrum rules and principles did we pay particular attention to or neglect in this sprint? 

5. What decisions do we make for the next sprint? What will we keep? What will we change? 
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Further reading 

Andresen, J. (2017). Retrospektiven in agilen Projekten: Ablauf, Regeln und Methodenbausteine. 

München: Carl Hanser Verlag 

Gloger, B. (2016). Scrum: Produkte zuverlässig und schnell entwickeln. München: Carl Hanser Verlag 

Häußer, A., Römer, E. & Zeppenfeld, N. (2017). Praxisbuch Agilität. Tools für Personal- und 

Organisationsentwicklung. Freiburg: Haufe 

 

Test your knowledge. 

Who does what in the Scrum Team? 

What roles are there in the Scrum Team? 
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Backlog 

By Jörg Longmuß 

Occasions 

- The work to do in the project should be clearly structured over all stages. 

- The tasks that have to be processed in the next stage are to be extracted. 

Assignment 

- Bring the tasks within the project into a clear structure in which they can be easily processed. 

Input: Backlog 

In general, "backlog" (in the original sense a large stack of firewood behind a fireplace) means a lot of 

work that has accumulated over time or a stock of orders waiting to be processed. 

The term describes a quantity of work that has accumulated over a period of time. In agile project 

management, a backlog stands for project-related tasks that have to be completed. A basic 

distinction is made between the product backlog and the sprint backlog. The product backlog 

contains all requirements for the final result, e.g. the requirements for the software to be created in 

a software development. The sprint backlog contains the tasks that are to be processed within a 

stage / a sprint. 

Product Backlog 

The product backlog is an structured list of all items that are required for the product according to 

the current state of knowledge. Thus, a team always has an overview of its tasks until a project is 

completed. The Product Owner is responsible for the product backlog, including any necessary 

changes. 

The product backlog should not be confused with the classic requirement specification. It is not 

necessarily completed, but is usually dynamic. The earliest version defines the initially known 

requirements. More general descriptions can also be used, which only become detailed in the course 

of the project. The product backlog then develops with the development of the product. It can be 

continuously refined and elaborated. The order of product backlog items in a product backlog can 

also change if priorities change or new requirements become clear. This is an ongoing process in 

which the product owner and the development team work together on the details.  

It is possible that a product backlog becomes too large to be managed effectively. This happens when 

too many details are added that could be part of the result. At such a time, it would be better to only 

list comprehensive work packages or product features in the product backlog, which only become 

detailed when they are transferred to the sprint backlog for editing. 

Sprint Backlog 

A sprint backlog is the subset of the product backlog that a team processes during a sprint to achieve 

the sprint goal. The sprint backlog consists of product backlog items agreed between the team and 

its product owner during sprint planning. Most teams estimate how many hours each task takes 
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someone on the team to complete (=> Planning Poker). This allows the team to concentrate on a 

clear scope for the duration of the sprint.  

A sprint backlog gives a team a clear short-term focus, while a dynamic product backlog provides a 

mechanism for the team to collect and store ideas for the future. Keeping a stable list of product 

backlog items in a sprint backlog protects the team from changing priorities and interruptions, at 

least for a manageable period of time. 

 

The sprint backlog may change as the sprint progresses, based on what the team learns while 

processing the sprint backlog.  For editing it is recommended to use a => Kanban Board to track the 

tasks. The work status can be edited graphically with a => Burn Down Chart or a => Cumulative Flow 

Chart. 

Each sprint backlog is used only for the duration of one sprint. A new sprint starts with a new sprint 

backlog, whereby the team can include elements from the sprint backlog of the previous sprint in the 

new sprint backlog if they have not yet been sufficiently edited. 

Developing a sprint backlog 

A task within the sprint backlog is usually assigned to a person. However, it can also be at the start of 

a sprint, that a task is not personally assigned. If a team member has completed his or her current 

tasks or is unable to progress with them, he or she selects another task for processing the team's 

sprint backlog. As soon as a team member takes over another task, it moves on the Kanban Board to 

"In progress". This process continues until all tasks from the backlog have been completed - or until 

the next review, where a new sprint backlog is set up. 

Links for further studies 

https://www.agilealliance.org/glossary/backlog 

Regarding the question, when a task is actually completed, see e.g.: 

https://www.leadingagile.com/2017/02/definition-of-done/ 

https://www.agilealliance.org/glossary/backlog
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Time Boxing 

By Benjamin Höhne 

Occasions 

• Developing an agile mindset for your own work 

• Gain orientation about agile methods 

• Understand the core values of agile work  

Outcomes 

• Can divide a meeting into effective time blocks 

• Can plan moderation techniques that limit a meeting in a result-oriented way 

• Can pick up important topics that are not the core of a meeting and schedule them for 

another meeting. 

Application 

Framework conditions 

• How much time was set aside for the meeting in advance? 

• Divide the meeting period into equal timeboxes (e.g. 15 minutes or 30 minutes). How long 

are your timeboxes and how many are available? 

Topics 

• Which topics (agenda items) are to be dealt with. 

• Categorize topics 

• Categorize your topics according to their time requirements. 

Impulses 

The time boxing method is used for the moderation and planning of meetings. In short, the goal is to 

make a meeting as short and productive as possible. Therefore the meeting is divided into fixed time 

units (Time-Boxes). For each topic on the agenda, it is easy to determine how many time boxes are 

needed. In an agenda you can quickly see how much space is given to which topic. For example, you 

could split a 2 hour meeting into 10 minute boxes and assign a goal to each topic. 
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Each item on the agenda must be linked to a goal in the planning, which is clear to both the 

moderator and the team. For the planning of the time boxes, the following questions can be asked in 

order to arrive at a realistic and economic time estimate: 

- What do we want to extract from this item on the agenda as a concrete result? 

- Who has to represent, report or present what? 

- Does the topic need to be discussed? If so, what about and with what aim? 

- Does a concrete decision have to be made or responsibilities assigned? 

The more complex the answers to these questions, the more time must be planned. As a general 

guideline, however, necessary discussions should also be limited in time and, in case of doubt, a new 

meeting should be arranged if the topic needs to be discussed in greater scope and detail. Especially 

when time boxing is introduced in an existing team, it can be useful to run a timer that is visible to all 

(stopwatch or similar). 

An additional benefit of the above mentioned guiding questions is that necessary inputs can be 

named by the participants and thus their scope can be discussed in advance. The same applies to the 

consideration of possible discussions or necessary decisions. Here, too, it can be clarified in advance 

whether an ambiguity can be clarified, for example, by positioning a superior or other stakeholders. 

In order to work as effectively as possible with the time-boxing method, the following principles are 

helpful: 

- We start at the agreed time 

- We concentrate on the essentials 

- We only exchange information that is relevant to all parties involved. 

- Additional discussion needs are identified and scheduled 

- The time-boxing principle can of course not only be used for meetings, but also for your own daily 

planning. This allows you to schedule your own tasks in time boxes of any size. Especially for people 

who have a lot of small decisions and interactions in their everyday life in management positions, 

such a procedure can be worthwhile for their own time management. 
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Recommendation 

An extreme example of self-organization with the time-boxing method is reported about Elon Musk. 

He is supposed to plan his entire day in 5 minutes slots. If you are interested in this story and a few 

hints on apps that can help you plan your own day with the time-boxing method, you can find some 

good ideas in Thomas Frank's video: 

 

https://youtu.be/fbAYK4KQrso  

 

 

 

 

 

  

https://youtu.be/fbAYK4KQrso
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Kanban 

By Benjamin Höhne 

Occasions 

• Using the Kanban Method for a Project 

• Designing projects with agile methods 

Results 

• Can create a Kanban board 

• Can plan a project with the Kanban method 

Application 

Project Kanban 

Create a Kanban board with the columns for your current project:  

• Backlog 

• To Do 

• In Progress 

• Check 

• Done 

Use either an analogue variant (pin board, whiteboard) with post-it or a digital representation 

(Kanboard, Trello, Jira or MS Project ). 

If you would like to create your Kanban with our Kanboard software tool, write us a short mail 

(info@agile-learning.eu) and we will activate it for you. 

Tasks 

Create two new tasks in the backlog that are currently pending in your project and think about how 

you want to display the following information on your board: 

• Responsibilities 

• Deadlines for tasks 

• Time span of a sprint (one stage) 

Impulses 

Kanban (Japanese: card) is a way to divide the work on complex tasks into smaller tasks and to 

visualize them. The principle is particularly suitable for agile (learning) projects, since not all tasks are 

already known at the beginning of the project and prioritizations can change frequently. In its 

simplest form, a Kanban board consists of three columns in which the work packages are organized 

(To Do, Doing, Done). Just give it a try: 
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For the organization of an agile project it has become established to work with four columns (To Do, 

In Progress, Check, Done) and to assign the To Dos directly to responsible persons. The check column 

is introduced in order to be able to signal that the task has been completed from the team's point of 

view. If the result was approved in the review meeting, the card can be moved to Done. 

Often a further backlog column is introduced for project planning, in which all tasks to be completed 

in the project are collected. In general, the term backlog refers to a lot of work that has accumulated 

over time or a stock of jobs waiting to be completed. The backlog is not complete, nor does it claim 

to be. At the beginning of a project, it contains the known and best understood requirements and 

serves as a source for filling the To Do column of the current sprint.  
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When working with an analogue Kanban board, it should be ensured that it is easily accessible to all 

team members and that the board is updated regularly. If the status of the tasks cannot be seen "in 

passing by", regular stand-up meetings should be held by all team members (about 15 minutes) to 

inform all involved about the status of the processing. The team members have to take care on their 

own to remain informed about status changes. 

An alternative to analogue Kanban is the introduction of a digital Kanban board. The advantage of a 

digital Kanban board is the possibility to implement an automated notification in case of a status 

change of tasks, to allow comments on the status or to upload intermediate statuses as documents 

to the cards. Tools such as Kanboard, Jira or Trello are suitable for this purpose. 

A simple implementation of a digital Kanban board, which focuses on the most important 

functionalities for agile (learning) projects, was also implemented for the Agile Learning Academy. 

 

For further information, please contact info@agile-learning.eu 

A free and widely used Kanban application is Trello. Trello is available for all common operating 

systems and as a smartphone app: https://trello.com/ 

Instructions on how to set up a Kanban board in MS Project 2016 can be found here: 

https://youtu.be/81PvB1zKh-I 

No native Kanban is supported for Ms Project 2010, but with some creative energy you can still 

create a Kanban view: http://www.cambermast.com/agile-ideas-create-kanban-board-microsoft-

project/ 
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Stand-up Meeting 

By Benjamin Höhne 

Occasions 

• Execution of a stopover (stand-up) in an agile project 

• Moderation of a small group 

• Development projects with agile methods. 

Results 

• All team members are informed about the status of the achievement of the other team 

members.  

• Necessary joint work has been agreed upon.  

• Obstacles have been identified and strategies and responsibilities for solving them have been 

agreed upon. 

Checklist 

Information stand 

• Are all team members sufficiently informed about the progress of the tasks?  

• If not, what was agreed to keep everyone informed? 

Responsibilities 

• Has all the necessary work been agreed and have all responsibilities been assigned? 

• If not, what has been agreed to make the necessary arrangements? 

Obstacles 

• Are there obstacles or problems that cannot be overcome by the team?  

• If so, who can help and who will contact this person? 

Impulses 

A short meeting (approx. 15 minutes) with the entire project team to compare the status quo of the 

work packages, to synchronize the activities and, if necessary, to adjust the procedure. Time interval 

and location can be freely chosen by the team. The following questions may help: 

• What have I already done? 

• What do I do until the next stopover? 

• What do I need from other team members? 

• Which obstacles/problems/delays stand in my way? 

• Can these obstacles be solved? If so, how and by whom? 

Especially when the method of stand-up meetings is newly introduced, it may sometimes take a little 

longer. Nevertheless, set yourself the goal of getting closer to the 15 minutes at every meeting and 

use a moderator, coach or Scrum-Master to structure and moderate the meetings. If a team is 

experienced, the stand-ups can often be carried out without an external moderator. 
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Advantages 

• Shorter meetings, because nobody likes to stand for long.  

• More regular exchange, because you will always have time for a 15-minute meeting. 

• Clear tasks, because putting one's own work into words structures thinking and getting a 

foreign perspective helps to solve stuck problems. 

• More togetherness, because talking regularly in a team helps you to understand each other 

better. 

Procedure 

Stand up and stand still 

Look for a table or an open space where you can stand. Standing helps you to be brief and not to 

"make yourself comfortable".  

Creating an overview 

If you use a Kanban board to organise your work, roll it there or connect a laptop and a beamer to be 

able to look at the tasks together. It must be clear to everyone what is being talked about and who is 

responsible for what. 

Giving updates 

Everyone briefly reports on what progress they have made since the last stand-up, what they want to 

achieve until the next stand-up and whether there are any obstacles that prevent them from 

completing the tasks. Don't report any details, just name the most important points in a concrete and 

comprehensible way. 

Agreements 

• Do tasks have to be reassigned? 

• Do I need input from the client or other stakeholders? 

• Do obstacles have to be removed by a team member, the coach or others? When should the 

next stand-up meeting take place? 

Referral 

“Yes, but... that only works with two or three people”? Far from it: 

 

https://youtu.be/bNe5Xx42meQ 

https://youtu.be/bNe5Xx42meQ
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Review Meeting 

By Benjamin Höhne 

Occasions 

• Implementation of a stage review 

• Moderation of a small group 

• Design projects with agile methods. 

Results 

• The results of the last stage were presented to the client and discussed together. 

• The client made a decision about the release of the results. 

Checklist 

Team 

• For which project team will the review be carried out?  

• For which stage is the review carried out? 

Milestones 

• What were the team's goals in the last stage? 

Finish stage 

• To what extent were these fulfilled? 

• What exactly has remained open in terms of the objectives?  

• What are the tasks for the next stage?  

Impulses 

A review takes place at the end of each stage (sprint) of the project. The team presents the results of 

its work to the client and all interested stakeholders and collects feedback (opinions, suggestions for 

improvement, praise and criticism). The progress is checked, then the client either accepts the results 

or hands them back to the team for further processing. The next steps are then agreed and, if 

necessary, the overall goal (see also => Product Backlog) is adjusted. 

Advantages 

A regular technical review of the progress of the project after each stage is initially costly, but has 

various advantages: 

• The project participants (team, client, stakeholders) exchange information directly and 

without detours. 

• The review makes it particularly clear what has already been worked out. The progress of the 

project can be seen in concrete results. 

• The team's identification with its own work results increases. 

• The motivation to achieve the overall goal increases because the review always presents 

implemented, tangible results. 
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• Change requests can be made directly and (after the decision of the client) planned for one 

of the next steps. 

• Ideas for further concretisation of the results are discussed jointly by all participants. 

• All participants have a common picture of which tasks are due for the next stage. 

Goals 

• Present the status of work for the client 

• Check whether the milestones have been reached: Acceptance or rejection by the client 

• Inventory of the status of all tasks 

• Target agreement for the next stage 

• Check the => Backlog 

Tools and preparation 

As a rule, an upper limit of a maximum of two hours is set for a one-month stage. For shorter stages, 

a shorter time frame may be agreed. The coach ensures that the team, the client and other 

stakeholders are invited and have an equal understanding of goals and content of the meeting. Some 

methods and tools may support the process of conducting a review meeting: 

• Analog or digital => Kanban Board (e.g. Kanboard) for quick and clear arrangement of tasks 

(status change) 

• The product => Backlog or list of tasks, sorted by priority for the overall goal of the project. 

• Preliminary, relative effort estimates of the upcoming tasks by the team (e.g. weekly working 

time).  

• “Definition of Done": General acceptance criteria that apply to the individual tasks and the 

outcome of the stage. 

• Computer access and beamer, if necessary further presentation means (models, prototypes 

etc.) as well as whiteboard or flipchart and marker. 

Referral 

For those interested in some of the many pitfalls and dos and don'ts in review meetings, the Age of 

Product video is recommended. The video also gives a good understanding of the mindset and the 

attitude for a review meeting, but with a focus on the work of software development teams. 

 

https://youtu.be/L7OxBy724w4 

https://youtu.be/L7OxBy724w4
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Retrospective 

By Benjamin Höhne 

Occasions 

• Implementation of a stage retrospective 

• Moderation of a small group 

• Development projects with agile methods. 

Results 

• Concrete agreements have been reached to optimise joint cooperation. 

Checklist 

Team 

• For which project team will the retrospective be carried out?  

• For which stage (sprint) is the retrospective carried out?  

That went well! 

• What went well in the last stage? 

This is supposed to get better! 

• What can we improve?  

• What concrete changes do we agree on for the next stage?   

• What do we need from the coach or the project owner?  

Impulses 

The aim of the retrospective is to identify the supporting and hindering factors in the individual way 

of working and the team cooperation and to derive consequences from this. The following questions 

can help: 

• What went well? What positive experiences did we have in the last sprint? 

• What went badly? What negative experiences did we have in the last sprint? 

• What information and better communication do we need to be more effective as a team in 
the next sprint? 

• What decisions do we make for the next sprint? What will we keep? What will we change? 
 

Depending on the duration of the stages, the size of the team and the topic being worked on, the 

time required for a retrospective varies greatly. The coach or scrum master should consider in 

advance whether many discussions can be expected for the retrospective and thus plan more time 

for the "retrospective". In the case of longer projects, it can also be useful to schedule a separate 

meeting for a more extensive retrospective at longer intervals. Here, stuck but possibly ineffective 

habits can be broken or teams and responsibilities can be reassigned. 
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Helpful measures for a successful retro: 

• Moderation by a neutral person (Coach, Scrum-Master, etc.) 

• Collect topics AND develop measures (What will we do differently?) 

• Use time-boxing for the individual topics 

• Identify external needs (resources, people) and responsibilities for procurement (from whom 
and until when?) 

 

 

 

Referral 

The implementation of a successful retrospective is a challenge, especially for the coach, moderator 

or scrum master. The team members should not only deal with the external problems, but also name 

and solve the improvement potentials in their own cooperation. 

Some pitfalls on this way appear again and again. Those who are interested in some common pitfalls 

in the conduct of retrospectives can find some helpful hints in the podcast series of the Scrum 

Master Toolbox: 

https://scrum-master-toolbox.org/tag/retrospective/ 

 

  

https://scrum-master-toolbox.org/tag/retrospective/
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Planning Poker 

By Benjamin Höhne 

Occasions 

Developing an agile mindset for your own work 

Configuring projects with agile methods. 

Gain an overview of a project 

Outcomes 

Can evaluate tasks using the Planning Poker method 

Can teach a team the Planning Poker method 

Application 

How to use the tool 

If you wish, you can use this digital tool to do planning poker within the team. Each team member 

opens this page and enters the tasks they want to rate together. After each team member has 

assessed the effort of the upcoming tasks, you can talk in the team about the differences and go into 

a new round. 

Impulses 

In Planning Poker, the team members in a Scrum Team jointly assess the complexity and time 

required for each task. Planning Poker cards are often used. A task is read aloud and then each team 

member chooses a card from his card set (and concealing it from the others) showing the number of 

days he estimate the effort required to complete the task. 

If the estimates are far apart, the team members with the highest and lowest estimates must explain 

their assumptions. The other team members listen to the arguments and rethink their own 

estimates. After that, they play poker again. The estimates should now converge. 

In this way, all the tasks to be completed in the next sprint are estimated and summed up in terms of 

complexity and effort. This is the number of Story Points that will be realized by the team in the next 

Sprint. 
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Accurate estimation promotes effective planning, and you have a variety of options when choosing a 

method of estimation. The key is to find the one that best suits your team and allows you to make 

the most helpful sprint forecasts. There are a number of proven options to choose from. 

Fibonacci Sequence 

0, ½, 1, 2, 3, 5, 8, 13, 20, 40, 100 

You may remember the Fibonacci sequence, a series of numbers where each number is the sum of 

the two preceding numbers. For example, 1+2=3, 2+3=5, etc. This estimation method follows the 

same basic approach, but optionally includes ½ and then rounds off the higher numbers in the 

sequence to avoid the appearance of too high a precision. 

In general, the higher the estimated effort, the less accurate the estimate. A task estimated at 21 is 

not necessarily accurate and certainly less accurate than a task estimated at 3. The abstraction of the 

modified sequence reminds both team members and product owners that estimates are just that: 

estimates. 

T-Shirt Sizes 

XXS, XS, S, M, L, XL, XXL, XXL 

Designing the task as a T-shirt size is well suited for projects that cannot work with clearly defined 

functions or prototypes for the tasks. They also make it easier to access the assessment and make it 

clear whether, for example, you prefer to complete four small tasks or one large task. 
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For teams who want to use this method again and try it out, it also has the advantage that the T-shirt 

sizes are not yet directly associated with certain hours. While 5 effort points can be quickly linked to 

5 hours or days, an "M" simply offers a relative feeling of effort compared to the other stories. Teams 

can move faster through the planning if they focus on the overall picture rather than small details. 

Capacity Planning 

Although not necessarily an effort scale, capacity planning can be a great tool for teams new to the 

world of agile collaboration. Instead of throwing your team into the proverbial Agile Deep End with 

unknown pointing scales, new teams can determine capacity through a concrete measure that 

everyone understands: time. 

In this model, basic arithmetic will help you well: 

Hours/day x number of team members x days in the sprint = sprint capacity 

We all know that a typical working day is 8 hours, but when was the last time you worked 8 full hours 

at your desk? Your calculations should include time for phone calls, standups, brainstorming, 

holidays, service trips and other "interruptions". Assuming 6-6.5 effective hours per team member 

per day provides a more realistic approach to accurate planning. 

Let's take a five person team with a four-week stage. For this project each team member is scheduled 

for 1 day per week and we assume an effective working time of 5 hours per working day: 

5 hours/week x 5 persons x 4 weeks = 100 hours capacity 

Equipped with your capacity, you can start planning. Instead of using relative effort points like the 

previous scales, the team estimates the number of hours required for each prioritized task. 

Remember that each method you choose takes time and communication to master, and the newer 

the team, the harder it is to estimate efforts correctly. 

Further information 

More methods for Planning Poker can be found here: https://technology.amis.nl/2016/03/23/8-

agile-estimation-techniques-beyond-planning-poker/ 

A short explanation video in English can be found here: https://youtu.be/0FbnCWWg_NY 

About the advantages, disadvantages and alternatives to Planning Poker: 

https://www.extremeuncertainty.com/alternatives-planning-poker/ 
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Burn Down Chart  

By Jörg Longmuß 

Occasions 

You want to visualize continuously,  

• how much effort is still required to complete a project,  

• how fast it's coming along and  

• when it is likely to be completed. 

Results 

It becomes clear: 

• The effort still needed to complete a project 

• The pace at which the work is progressing 

• The work status (ahead of schedule or behind schedule) 

Assignment 

• Select one of your current projects, which you have an approximate overview of in terms of 
its scope 

• Estimate as carefully as possible how much effort is involved - measured in working hours, 
working days or task packages etc. - and mark the starting point on the vertical axis. 

• Decide for on-schedule or resource-faithful planning and define the end date. 

• Create a burn down chart for this project and draw the idealized process as a straight line 
between start and end date. 

• Now enter how much work you still have to do at each stand up meeting in the team. 

• If you have little experience with estimating in this type of project, please also note how 
much work you have had since the last entry in the chart. Compare whether the decrease in 
the work still to be done, as shown in the chart, corresponds to the actual work done. 

Burn Down Chart  

A "Burn Down Chart" shows what quantity of work a team still has to do to achieve the planned goal. 

It is well suited for projects where the required effort can be determined relatively well in 

quantitative terms, e.g. in hours, days, story points, number of open points. It makes it possible to 

continuously 

• estimate how long the work will take when it is done at a steady pace; 

• make the progress achieved clear at all times; 

• see if a team is ahead of schedule or behind.  
For example, a burn down chart can look like this 
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Source: Wikipedia, CC BY-SA 3.0 

The vertical axis indicates the amount of work estimated at the beginning of a period. The horizontal 

axis is the timeline and displays days. The zero point is the start day.  The day on which the work is 

expected to be completed is the end point. There are two ways to determine this endpoint: 

• It can be specified externally, for example, a delivery date. Then you can see from the burn 
down chart how much you have to do each day to be ready at this point in time (on-schedule 
planning). 

• You can calculate it by dividing the required effort by the average time available per day 
(resource-faithful planning). 

Then, the start and end points are connected with a line that shows the idealized course of 

processing. 

In the example above, an effort of 28 working days is estimated for the project on the start day. If 2 

team members work on it every day with 70% of their working time (i.e. accomplish tasks of 1.4 

working days per day), they need 20 days until the end of the project - they have therefore planned 

resource-faithfully. An idealized processing would match the blue line.  

Now every day it is asked how much work still needs to be done. This corresponds to the forward 

thinking in the => milestone trend analysis: To ask how much work still needs to be done and how 

long this will probably take. The state of the work will usually not coincide with the idealized line, but 

will go beyond it or lag behind it.   

The processing is thus measured by asking each day again for the work to be done until completion 

("Time to Completion"). In the example, the estimates for the work still to be done at the beginning 

and at the end of the processing time are above and in the middle below the idealized assumption at 

the beginning. Nevertheless, the end was reached as planned. 

Variants 

The burn-down chart is available in two variants:  

A Sprint Burn-Down is used to track progress within a sprint. The team updates the Sprint Burn 

Down in the daily Stand Up Meeting. If the individual tasks are approximately the same size and are 

not overly complex (no longer than one or two days), the effort to be performed can also be 

specified directly in tasks instead of in hours or days. This makes it easier to track progress.  
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A Release Burn Down is used to track a project over several sprints. The time course in sprints is 

plotted on the horizontal axis and the number of tasks still to be completed is plotted on the vertical 

axis. If the scope of the project changes, the number of open tasks jumps up or down in this scope. 

The product owner updates the release burn down with each sprint. With its help, the product owner 

can estimate the scope and completion of the project.  

Prerequisites for a Burn Down Chart 

The size and level of detail of the tasks must be appropriate: 

The size of the tasks should not be too large so that developers can realistically estimate the 

remaining effort. Therefore, you need to break down your user stories into an appropriate number of 

tasks. In large Scrum projects, this leads to a large number of requirements that need to be managed. 

The best way to meet this challenge is to use software. 

The remaining effort is not the effort already made: 

Every day you have to re-estimate the remaining effort of a task. If, for example, you find on 

Wednesday that the effort is still greater than estimated on Monday, enter the higher remaining 

effort. How much effort you have already put in does not matter for the remaining effort estimate in 

the burn-down chart. 

The remaining effort must be recorded daily. 

The Burn Down Chart requires developers to estimate the amount of time they spend each day at 

the end of the working day. Accordingly, they need to be disciplined in this task so that the burn 

down chart reflects the actual state of the sprint. 

Please note 

The work load actually executed is not shown! If the effort for the tasks was not estimated correctly, 

the burn down chart does not reflect this immediately. This becomes only indirectly clear: If the 

effort was overestimated, the team will usually be ahead of the work status assumed in the planning. 

If it was underestimated, it will constantly lag behind the planning. 

It can therefore be worthwhile to record the extent of the work performed in parallel in order to see 

how realistic the estimate was. This allows you to check afterwards whether there were systematic 

deviations in the estimates. If so, this must be taken into account when creating further burn-down 

charts. 

Links for further studies 

A detailed presentation of the requirements and details of burn down charts can be found at 

Wikipedia: https://de.wikipedia.org/wiki/Burn-Down-Chart 

See also: https://www.microtool.de/wissen-online/ 
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Cumulative Flow Chart 

By Jörg Longmuß 

Occasions 

• Gain an overview of the status of the tasks in the project 

• Estimate the time at which the project can be completed. 

Assignment 

Summarize in a graphic,  

• what volume the tasks do have in the present stage  

• which status (open, in process, in check, completed) they have on each day 

• whether, at the current pace, the milestone can be reached 

Transparency in work  

When working on a project, the status of the work should be transparent for all participants (team, 

product owner and other stakeholders): What needs to be done? How much work has already been 

done? How much work is still open? When could the project be completed? 

In order to make the answer to such questions easy to understand, a graphical representation is 

recommended. As a representation of the work status and the expected end of the project, there is 

the => milestone trend analysis from classical project management and the => burn down chart in 

Scrum. These graphics are relatively easy to create and read. However, they do not provide any 

information about the speed of processing or the exact status of the tasks.  

A meaningful graphic: The Cumulative Flow Chart 

Especially in combination with working with a => Kanban Board there is another chart which is more 

meaningful here, the Cumulative Flow Chart. It shows in an overview how many tasks are still open 

(i.e. in the => backlog), how many are currently being processed and how much still have to be 

checked or approved, as well as the extent of the work already completed.  

For this purpose, the entirety of the tasks is plotted on the vertical axis, namely on each day (or any 

other report time), differentiated according to the status the tasks currently have (backlog, in 

progress, in review, completed). The individual values are added together. The total sum can only 

change if new tasks are added (or others deleted from the list). On the horizontal axis you enter the 

duration of the stage, e.g. in days. At the end of the stage - provided the work is completed - all tasks 

must be shown as "completed". 

In the example graphic the work was started when there were 60 hours of tasks in the backlog. After 

a few days 10 hours were added, and a little later another 10 hours. On day "0" all these tasks were 

in the backlog. Every day some tasks were taken from there in processing, submitted later for 

examination and finally marked as completed. The blue field shows what has not yet been started. 

The green field shows the tasks in progress, the yellow field shows the tasks still to be checked and 

the red field shows what has been completed. On the 16th day, all the tasks that were originally in 

the backlog had finally been completed. 
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So you can see,  

• how many tasks are in which status: "What haven't we started yet, what's on the way, what's 
already done?" 

• how quickly the work is progressing: "How many tasks are started each day, how many are 
completed? 

• whether the pace can be maintained if everything is to be ready by the end of the stage: 
"Will we be able to reach our goal at this speed? 

• where the process may have shortcomings, e.g. "Why are new tasks only started at longer 
intervals?", "Why are they so long in the works?", "Why does it take so long until the 
examination is completed? 

Links for further studies 

https://www.microtool.de/wissen-online/was-ist-ein-cumulative-flow-diagram/ 

... with detailed hints on how a Cumulative Flow Chart can be interpreted and analysed.  

http://brodzinski.com/2013/07/cumulative-flow-diagram.html 
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Milestone Trend Analysis 

By Jörg Longmuß 

Occasions 

• Checking whether a project is on schedule 

• Provide a forecast on the achievement of important milestones (e.g. concept submission, 
interim report, completion) 

• Stabilize a delayed or difficult project  

Outcomes 

• Has a better overview of the (temporal) development in the project 

• Can view a section of the project from the end 

• Can proactively initiate necessary actions / changes 

Task 1 

Think of a project you were familiar with and write it down: 

• Have there been any postponements of intermediate and final dates?  

• When would the postponements have been foreseeable?  

• When, where and how did you hear about the postponements?  

• Have all corrective measures been initiated as early as possible? 
If you think that with more foresight there would also have been better possibilities for intervention, 

you should work through this learning card. 

Starting point 

In projects it is often mainly asked whether the work is on schedule. However, this question can 

easily mislead or at least draw an incomplete picture of the current situation. Reasons for this can be:  

• Although the work is currently on schedule, delays are already foreseeable (e.g. prolonged 
absence of key personnel, delivery problems of subcontractors, ...) => Delays 

• The demands placed on work that is still in the future have been extended => Delays 

• Additional resources will be available => acceleration 

• The demands on work that is still to be done in the future are decreasing => acceleration 
More important than the question of whether a project is currently on schedule or not is therefore: 

“When will the project have reached its intermediate and final goals?”! 

Procedure 

• State when a project must be completed or when an important intermediate stage must be 
reached (transfer to production, delivery, ...) 

• Define milestones at which important intermediate stages must be reached (concept 
acceptance by the customer, submission for approval, ...). 

• Determining who is responsible for each milestone 

• At regular intervals, e.g. in every sprint review, the person responsible is asked when this 
milestone will be reached according to the current state of knowledge. 

If there are any signs of delays, immediate action can be taken. 
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Graphical processing 

The milestone trend analysis is very suitable for graphical processing. The milestones are entered in 

the time line on one axis. On the other axis, the current forecast for each milestone is entered for 

each sprint review. This makes shifts quickly and clearly visible. 

In the example of graphic 1, the 1st milestone was set for February 1, the 2nd milestone for April 1 

and the 15th for June 15. Then the forecast was queried every half month. At the first review there 

was no postponement, at the second review on February 1 the first milestone should have been 

reached, instead the forecast was February 10. The 2nd milestone had also been postponed in 

parallel by a few days, but the forecast for the end of the project had not changed. At the 3rd review 

the 1st milestone was reached. The 2nd milestone had shifted a little further and the end of the 

project had shifted, too, but only by a few days. Thus it can be seen well over time whether and how 

the project has changed over time. 
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In graphic 2, the axes are reversed, but the principle remains the same: Entering and tracking 

milestones. Here it becomes clear how shifts backwards and forwards look like. If the graph forms a 

straight line, the milestone has not shifted over time. 

Advantages of Milestone Trend Analysis 

• The milestone trend analysis challenges a look ahead. Those responsible must not only think 
about the current status, but also about foreseeable and possible shifts in the future. These 
are clear to all those involved in the review. In this way, mutual dependencies can also be 
better clarified. 

• This enables a proactive control of the project. Necessary new activities and measures can be 
immediately included in the => backlog and priorities can be changed if necessary. 

• If the graph is running straight, the forecast was reliable. If it shifts, not all factors were taken 
into account during planning. Lessons for the future can be drawn from this. 

• If a person in charge declares over a long period of time that a milestone would be stable and 
then it has to be postponed again and again shortly before it is reached, this challenges 
research into the causes: Was the deviation really unavoidable because, for example, an 
important person failed unexpectedly, or were warning signs ignored? 

Task 2 

• Please draw up a chart for one of your current projects, in which the most important 

milestones are entered (Attention: An excess of milestones makes project planning and 

monitoring rather cumbersome and confusing - limit yourself!).  

• List the points at which you consider shifts to be most likely. 
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• If possible, date the chart back: What were the ideas at the beginning, what has changed in 

the course of the project so far? 

Links for further studies 

A quite good video for creating a milestone trend analysis can be found at 

https://www.youtube.com/watch?v=k3neYhan6Ts 

Literature: e.g. Drews, G. & Hillebrand, N. (2007); Lexikon der Projektmanagement-Methoden; Rudolf 

Haufe Verlag München 
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