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Collaboration at Scale

Designed for Scrum-centric organizations with more 
than 10 Scrum teams, the Collaboration at Scale 
webinar series provides focused, outcome-driven 
solutions to collaboration problems faced by Product 
Owners, ScrumMasters, and Development Teams.  

Produced by the Scrum Alliance and Conteneo, Inc., 
we’re proud of the many distinguished experts who 
share their wisdom in our series.
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How well does your work align to customer needs? 

• I am highly confident our work is aligned to customer needs
• I am somewhat confident our work is aligned to customer needs
• I have no idea if our work is aligned to customer needs
• You mean we are supposed to be aligned to customer needs?
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POLL QUESTION



Agenda

1 Why we need alignment & empathy
2 Why are they hard to create?
3 Frameworks and techniques
4 How to know if you’re doing well
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Alignment isn’t Empathy…
… but they are related
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Alignment and Empathy à Greatness
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We know what we’re going to 
build and why we’re building it!

We care about who we’re building 
this for and why this matters to them.



Alignment and Empathy Impact MANY Things
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Project Liftoff / 
Release Planning

Roadmapping
Vision & Strategy

Agile Transformations



We Don’t Get Them For Free!
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We Each Have Mental Models
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My 
Beliefs, 

Priorities, 
etc.

Joe Satish

My 
Beliefs, 

Priorities, 
etc.



Alignment: Accurate Mental Models of Others
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Priorities, etc.
My 
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Priorities, 

etc.

My Model of 
Joe’s Beliefs,  
Priorities, etc.
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Internal Alignment
We rank items the same
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Building Alignment Can Be Hard
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Empathy Helps Us Persevere
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We fight for 
our users!



What’s Your Alignment?

• We have weak alignment, whether internal or external (no 
alignment)

• We have strong INTERNAL alignment only (we all agree on the 
same thing)

• We have strong EXTERNAL alignment only (we can predict what 
others will do)

• We have strong internal and external alignment (high performing 
teams)
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POLL 
QUESTION

Remember: 
Internal alignment: we rank things the same way
External alignment: we can predict the rankings of others



Frameworks for Building Alignment
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Frameworks for Aligning on Vision
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Cover Story
http://bit.ly/2sUHL2u

As-Is (Now) and To-Do (Later) Drawings

Positioning Statement

Vision Mandala



Frameworks for Aligning on Priorities

18

Prune the Product Tree

Buy a Feature - $100 Test

Impact – Effort Matrix
Business Value Poker

Kano Method



Frameworks for Aligning on Product Options
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Discovery Board with 7 Product Dimensions



Frameworks for Building Empathy
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Frameworks for Building Empathy
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Product Partners
www.discovertodeliver.com

Customer Journey Map

Empathy Map

Persona

Atlassian Experience Canvas



Persona Role Play
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Complex software will often have 
between 3 and 6 personas. 

Each member of the team chooses a 
persona and “acts as if they are that 
persona” in a game.

The process creates empathy for users 
and enables the dev team to internalize 
the persona in ways that just reading a 
persona can’t accomplish.

What features would 
this persona purchase?

Advanced Use: Compare 
the results to actual market 
research and help the team 
understand any 
differences.



Getting Really Hands On: Ethnography
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The Apprentice
Actually use your own product!

Me and My Shadow
Observe customers using your product.

Warning: Powerful, but not highly scalable.



How to Know if You’re Doing Well
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Scrum Knowsy® Can Test Alignment

25https://playknowsy.com/a/scrumtide

Designed to help 
teams build alignment 
on roles, processes 
and artifacts.
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My name 
is…

My role 
is…

My goals 
are…

I depend on these roles to 
do my job well:

These roles depend on 
me to do their job well:

Here’s what I need from 
them to do my job well:

Here’s what they need 
from me to do their jobs 
well:

The Role Pointer!

Source: Ellen Gottesdiener, EBG Consulting



Summary
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Summary: Alignment and Empathy
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• Between stakeholders is needed to agree on a product

• Across teams is essential to build a cohesive product

• With the user is essential to build a successful product

All three are needed to excel.



Books & Websites

Learn more about 
• business value poker here: http://bit.ly/2tXniO0.
• the Atlassian Experience Canvas here: http://bit.ly/2tKzlvD
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What do you want for the Sep 2017 webinar?

• Impact Mapping 
• Distributed Team Liftoffs / Kickoffs
• Buyer and User Personas
• Facilitating Online Meetings
• User Teardowns
• Understanding Problem Types and Problem Solving Strategies
• How To Implement Lean Coffee at Scale
• Analyzing Retrospective Data at Scale
• My desired topic isn’t listed – email luke.hohmann@conteneo.co
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POLL 
QUESTION



Discussions
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Thank you for attending.

Our next webinar is 
23-Aug-2017 on Managing 
Technical Architectures.

Luke Hohmann
conteneo.co

Ellen Gottesdiener
ebgconsulting.com

Dave Sharrock
agile42.com


