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Monica Yap

ÅStarted program in 1992

ÅStarted doing Agile in 2000

ÅBecame a Scrum and XP coach 

ÅStill love to pair with developers

ÅLoves to travel around the world
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Outline

ÅProduct Owner role in Scrum

ÅCommon anti patterns & why they made your 
project fail 

ÅThe Absent Product Owner

ÅCopy The Old One

ÅThe Churning Backlog

Å¢ƘŜ ²ŀŦŦƭƛƴƎ 5ŜŦƛƴƛǘƛƻƴ ƻŦ ά5ƻƴŜέ

ÅNo Single Product Owner

ÅMissing Stakeholders

ÅQ&A
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Product Owner role in Scrum
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Å¢ƘŜ ά{ƛƴƎƭŜ WringablebŜŎƪέ

ÅHas the responsibility to deliver a 
successful product in terms of
ïVision

ïPriorities

ïMinimum Marketable
Feature Sets

ïRelease Dates

ïROI 

ïCost



Product Owner role in Scrum
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ÅPrioritizes features for 
the product

ÅMaintains enough detail 
of each feature in 
anticipation of the next 
level of planning

ÅDefines the product 
development roadmap



Product Owner role in Scrum
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Å Is open to the negotiations that will occur

Å Is business-oriented

ÅCan be Product Manager, Marketing Manager, Project 
aŀƴŀƎŜǊΣ ƻǊ άǊŜŀƭ ŎǳǎǘƻƳŜǊέ



Product Owner role in Scrum
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ÅSeek out stakeholders 

ÅGet them to help define 
the roadmap

ÅGet them to help prioritize 
the backlog

ÅSeek feedback and 
acceptance 



Common anti patterns & why they made 
your project fail 

ÅShip sailing without direction from captain

ÅOver sail, or did not get there on time

ÅSail to the wrong place

ÅCannot get to destination

ÅTeam delivers features that are: 
ïLow priority

ïExtra

ïIncorrect

ïCombination of all of the above
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Common anti patterns & why they made 
your project fail 
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ÅStandish Group Study Reported at XP2002 by Jim Johnson, Chairman

ÅAlways
Å7%

ÅOften
Å13%

ÅSometimes
Å16%

ÅRarely
Å19%

ÅNever
Å45%

ÅRarely or never

Åused:  64%

ÅOften or always

Åused:  20%

Å© 2004 Poppendieck.LLC



The Absent Product Owner ςAnti Pattern

ÅPO not available to provide rapid feedback to 
team

Å¢ŜŀƳ ǿƛƭƭ άǎŜƭŦ-ƛƴǎǇŜŎǘέ ŀƴŘ ƳŀƪŜ ŘŜŎƛǎƛƻƴǎ

ÅTeam delivers features that are: 
ïLow priority

ïExtra

ïIncorrect

ïCombination of all of the above
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The Absent Product Owner ςSmells

ÅCommunicates backlog and stories 
electronically

ÅNo shows for planning/sprint reviews
ïTeam/ScrumMaster has to maintain the product backlog

ÅStories and acceptance criteria not clear  
ïTeam has to determine acceptance criteria for stories on 

their own

ÅAbsent or not adequate time allocated to 
ŀƴǎǿŜǊ ǉǳŜǎǘƛƻƴκŎƭŀǊƛŦȅ ǘŜŀƳǎΩ ǉǳŜǎǘƛƻƴǎ

ÅNo time to accept stories
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The Absent Product Owner ςRemedies

ÅRequest PO to devote enough time

ÅDesignate a (full time) Product Owner proxy

ÅIf none is satisfied

ïraise as impediment at organizational level

ïSuggest aborting the project
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Copy the Old One ςAnti Pattern

ÅWhen the project is to build a new application 
to replace an old one

ÅPO does not create stories or prioritize the 
backlog
ï¢ƘŜȅ ŀǊŜ άŀƭƭ ǘƘŜǊŜ ƛƴ ǘƘŜ ƻƭŘ ŀǇǇƭƛŎŀǘƛƻƴέ

ïJust copy the old one and repeat 

Å¢ŜŀƳ άŀŎǘέ ŀǎ ǘƘŜ th
ïLearn the old application via code/spec

ïWhat they learned is outdated

ïhƭŘ ǎȅǎǘŜƳ ŘƛŘƴΩǘ ƘŀǾŜ ǘƘŜ ŎƻǊǊŜŎǘ ŦŜŀǘǳǊŜǎ
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Copy the Old One ςSmells

Åth ŀǎƪŜŘ ǘƘŜ ǘŜŀƳ ǘƻ άƧǳǎǘ ǊŜŀŘ ǘƘŜ ƻƭŘ ǎǇŜŎέ

Åth ŀǎƪŜŘ ǘƘŜ ǘŜŀƳ ǘƻ άƧǳǎǘ ǊŜŀŘ ǘƘŜ ƻƭŘ ŎƻŘŜέ

ÅPO takes a screen shot of the old application 
and ask the team to reproduce 

ÅPO refused to prioritize or explain the stories

ÅPO may not know how or why the systems 
behaves like it does
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Copy the Old One ςRemedies

ÅLǎ ǘƘŜ ƻƭŘ ŎƻŘŜκǎǇŜŎ άŎƻǊǊŜŎǘέΚ ²Ƙŀǘ Řƻ ǘƘŜ 
users says about the current system?
ï²Ƙŀǘ ŀǊŜ ǘƘŜ άǿǊƻƴƎέ ŦŜŀǘǳǊŜǎ

ï²Ƙŀǘ ŀǊŜ ǘƘŜ άƳƛǎǎƛƴƎέ ŦŜŀǘǳǊŜǎ

ï²Ƙŀǘ ŀǊŜ ǘƘŜ ŦŜŀǘǳǊŜǎ άƴŜǾŜǊκǊŀǊŜƭȅέ ǳǎŜŘ

ÅGet ROI in multiple releases throughout the 
project and can mitigate many risks
ïprioritize the stories into releases

ïavoid risk of building wrong or waste features

Å¦ǎŜ ǘƘŜ ά!ǎ ŀΣ L ǿŀƴǘΣ ǎƻ ǘƘŀǘ Χέ ǎǘƻǊȅ ǘŜƳǇƭŀǘŜ
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A User Story Template (Card)

Å5ŜǎŎǊƛōŜǎ ǘƘŜ ǾŀƭǳŜ ƻŦ ŦǳƴŎǘƛƻƴŀƭƛǘȅ ŦǊƻƳ ŀ ǳǎŜǊΩǎ 
perspective

ÅUser ςa user of product team is developing

ÅGoal ςfeature user needs to increase value of product

ÅValue ςwhy feature is important
16
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User Story

As a <<user>>

I want to <<goal>>

so that <<value>>



The Churning Backlog ςAnti Pattern

ÅSprint backlog churning after Sprint planning

ÅThis means:
ïNot enough planning as done before each Sprints

ïPO is not fully aligned with product vision/roadmap and 
strategy

ÅTeam cannot stay focus ςwhat they are working on 
keep changing

ÅNo stability, no cadence

ÅA lot of waste produced (unfinished code)

ÅTeam can not be productive
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The Churning Backlog ςSmells

ÅNew story often added to Sprint backlog 
during the Sprint

ÅPO and stakeholders rationalize small changes
ïά¢Ƙƛǎ ƛǎ Ƨǳǎǘ ŀ ŎƭŀǊƛŦƛŎŀǘƛƻƴΣ ƛǘ ǎƘƻǳƭŘƴΩǘ ƛƳǇŀŎǘ ǘƘŜ ǎǇǊƛƴǘΦέ 

ïά¢Ƙƛǎ ƛǎ ǘƘŜ ǎŀƳŜ ǎƛȊŜ ŀǎ ·Σ ǎƻ Ǉǳƭƭ · ƻǳǘ ŀƴŘ Řƻ ǘƘƛǎ 
ƛƴǎǘŜŀŘΦέ

ÅTeam continually has to split stories to get 
something done in the sprint.

18
Copyright © 2010 SolutionsIQ. All rights reserved.



The Churning Backlog ςRemedies

Å*Pre-planning with the PO before each Sprint 
starts, and identify concrete acceptance 
criteria for each story

ÅHelp PO and stakeholders to commit to a 
product vision, roadmap

ÅCreate a release plan together 
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*Designate a team member, possibly the ScrumMaster or team lead 



¢ƘŜ ²ŀŦŦƭƛƴƎ 5ŜŦƛƴƛǘƛƻƴ ƻŦ ά5ƻƴŜέ  ςAnti 
Pattern

ÅExpectation of the stories in Sprint not well defined
ïNo concrete acceptance criteria

ÅAt Sprint end
ïάL ǘƘƻǳƎƘǘ ȅƻǳ ƪƴŜǿ ǘƘƛǎ ǿŀǎ ǇŀǊǘ ƻŦ ǘƘŜ ǎǘƻǊȅέ
ïά.¢² L ŦƻǊƎƻǘ ǘƻ ǘŜƭƭ ȅƻǳ ǘƘƛǎέ

ÅCause the team to lose the sense of 
completion
ÅEstimates inflated
ÅCannot achieve a consistent velocity
ÅThe team can never produce releasable code

20
Copyright © 2010 SolutionsIQ. All rights reserved.



¢ƘŜ ²ŀŦŦƭƛƴƎ 5ŜŦƛƴƛǘƛƻƴ ƻŦ ά5ƻƴŜέ ςSmells

ÅYou should have known about doing X

ÅWe assumed you would include X

ÅIT has always provided us with X

ÅUnless you provide X then the Y you delivered 
has no value
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Confirmation Through Acceptance Criteria
ÅProduct Owner makes first pass at Acceptance Criteria before 

Sprint Planning Meeting

ÅDuring Sprint Planning, Acceptance Criteria are discussed

ÅFinal Acceptance Criteria for each User Story is a negotiation 
between Delivery Team and Product Owner

ÅShould be short, easy to understand statements
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Story 14

As a customer, I want to check my 

order status online so that I can 

know when to expect my package

ÅAcceptance Criteria

ω±ƛŜǿ ǎǘŀǘǳǎ ŀǎ άǿŀƛǘƛƴƎ ŦƻǊ ǇƛŎƪǳǇέΣ 
άŜƴ ǊƻǳǘŜέ ƻǊ άŘŜƭƛǾŜǊŜŘέ

ωDate of each step in route

ωEstimated time of delivery



¢ƘŜ ²ŀŦŦƭƛƴƎ 5ŜŦƛƴƛǘƛƻƴ ƻŦ ά5ƻƴŜέ ς
Remedies

ÅComplete a story at a time

ÅMid-sprint acceptance

ÅUse examples in the acceptance criteria

ÅAdapt.  Update the acceptance criteria for 
stories in the next sprint
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No Single Product Owner ςAnti Pattern

ÅWhen the organization does not allow or support 
single decision makers as the PO

ÅSometimes SMEs start acting as product owners

ÅTeam thrash on different decisions made by multiple 
product owners

ÅTeam waste a lot of effort to decipher whose 
decision is correct

Å9ǾŜƴǘǳŀƭƭȅ ǎƻƳŜ ǘŜŀƳ ƳŜƳōŜǊ ǿƛƭƭ άŀŎǘέ ŀǎ ǘƘŜ th 
and make final decisions
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No Single Product Owner ςSmells

ÅDuring initial release planning/charter, no 
single person can be identified as PO

ÅThe project sponsor is a committee

ÅConflicting decisions made by different stake 
holders or domain experts

ÅProduct is large and complex
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No Single Product Owner ςRemedies

ÅPropose one single PO from the group of 
SME/stakeholders

ÅIf large project
ï5ƛǾƛŘŜ ƛƴǘƻ ƳǳƭǘƛǇƭŜ ǘŜŀƳǎΣ ŜŀŎƘ ǿƛǘƘ ƛǘΩǎ ƻǿƴ ōŀŎƪƭƻƎ

ïEach PO can own a backlog

ïCoordinate via scrum of scrums  

ïIdentify a chief product owner

ÅIf none is satisfied
ïraise as impediment at organizational level

ïSuggest aborting the project
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No Single Product Owner ςRemedies
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Many Teams, 
many backlogs

Many Teams, 
one backlog



No Single Product Owner ςRemedies
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ÅSynchronize within teams

ÅSynchronize across teams

Å9:00AM
9:15AM

Å9:30AM
9:45AM

Å10:00AM
10:15AM

Å10:30AM

11:00AM

ÅDaily Scrums

Åper TeamÅScrum Team 1

ÅScrum Team 2

ÅScrum Team 3

ÅScrum of 
Scrums



No Single Product Owner ςRemedies
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ÅChief Product 
Owner

ÅProduct Owners


