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• Dave West
• CEO Scrum.org
• Dave.west@scrum.org
• @davidjwest
• Linkedin.com/in/davidjustinwest
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Looks Whose Talking
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Ken Schwaber
Scrum.org Founder,  

Chairman and 
Co-creator of Scrum

Who is Scrum.org

Mission:

Helping People and 
Teams Solve

Complex Problems
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• 1,033,000 Cert Holders

• 1.2 Million website visits

• 360 Licensed Trainers

• 48 Countries

• 201 Partners
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Some Numbers - UPDATE

Oct 2024 Numbers
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The New Normal
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• Decide on what you want to focus on (Business 

Strategy)

• Build teams around customers / problems / outcomes

• Support and empower those teams to deliver value

• Create an organization that creates the environment for 
success

• Do, Learn, Plan, Do, Learn, Plan, Do…

• Review everything frequently to ensure you are going 
in the right direction

• Manage, size, dependencies and impediments
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Working In This New Normal Is Simple?

Agile Design Thinking Lean StartupFlow
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We Continue To See..

Work Backlog

No Sprint Goal

Status of 
Work Daily

Mgt Review of 
Progress

How do we increase 
velocity meeting

Definition 
of Ready 

Gate

Release ProcessWater – Scrum – Fall 

Planning 
Process
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• Business Strategy is complex and 
unclear

• Business and technology disconnected
• Teams built around skills, applications, 

departments
• Lack of empowerment and support
• Organization is focused on risk not 

innovation
• Plan, plan, discuss, plan, do, replan… 
• Review work, progress, status..
• Manage cost and risk
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The Reality 
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A Tale of Two Space Programs 

Boeing CST-100 Starliner Space X 
Dragon

https://arstechnica.com/space/2024/05/the-surprise-is-not-that-
boeing-lost-commercial-crew-but-that-it-finished-at-all/
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Project vs Product

"The difference between the two company’s 
cultures, design philosophies, and decision-
making structures allowed SpaceX to excel in a 
fixed-price environment, where Boeing stumbled, 
even after receiving significantly more funding," 
said Lori Garver Deputy Admin Nasa

Hand-Offs No end-to-end 

testing

Milestone 

payments drove 

process theater

Sub-contractors

Software 

Integration

Middle 

management 

and hierarchy
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And…

https://phys.org/news/2024-07-nasa-astronauts-unexpected

-july-international.html

https://www.theguardian.com/business/article/2024/jun/26/

boeing-starliner-astronauts
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Product vs Project

Product Project

Outcome Output

Flexible Fixed

Value Time, Scope, Cost

Permanent Temporary (end date)

Focused Teams Allocated Resources

Revenue, Use, Profit, 
Benefit

Cost, Variance, 
Acceptance

Mindset Alignment Investment
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Time For A Change

Mindset Approach every problem 

with a view to stakeholders, 

users, outcomes, 

dependencies, ownership 

and value

Alignment Organize, structure and 
manage to a product 

model

Investment Plan and invest to products 

within a portfolio driven by 

strategy

Product can apply for each or just for one, but if product is only mindset, 

with alignment around applications / skills and investment project it can 

be challenging



1993 – 2024 Scrum.org All Rights Reserved

• Mindset, Alignment and investment to Product

• The Operating Model for each Product (Unique)

• With built in ability to respond to change based on 
experience

• The next step in agile evolution?

14

Time For An Agile Product Operating Model

Team 

Focused
Scaling Enterprise  

Business 

Agility

Agile 

Product 

Operating 
Model 
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• Can be described using any 
approach

• The elements of the 
Operating Model
• People & Organization
• Processes
• Governance 
• Culture 
• Measures and Incentives
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What is an Operating Model?

An operating model is 

both an abstract and visual 

representation (model) of 

how an organization 

delivers value to its 

customers or beneficiaries 

as well as how an 

organization actually runs 

itself.

https://en.wikipedia.org/wiki/Operating_model
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Driven by Product

Strategy

Product 
Definition

Product 
Model

Product
Operating 

Model

Product 
Portfolio Mgt
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• Provides a good or service to 
your organization

• The best products
• Clear and everyone understands 

that it is a product
• Value is easy to measure
• Are manageable in size and scope

• Shared services can be 
products

• Projects still exist for unifying 
initiatives and cross product 
activities 
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Product Definition – What is a Product?

A product is a vehicle to deliver value. It has a 
clear boundary, known stakeholders, well-
defined users or customers. A product could be a 
service, a physical product, or something more 
abstract.

Scrum Guide 2020
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A Product Is More Than A Name..

• Business Roadmap
• How does the product align to business 

strategy. What role does it play in the 
business future. 

• Technology Roadmap
• What are the key technology changes to 

expect. What are the opportunities or risks 
to the value

• Operational Stability
• Service levels and expectations around 

operations

• Governance and Flow
• How is risk, investment, choices, decisions 

managed

• Total Cost Of Value
• What is the economic model for this product 

(costs vs value over time)

Some Products this is a page on a wiki others this is a significant volume or work
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• People & Organization
• Supporting Teams to be self 

managed and empowered
• Measures & Incentives

• Re-enforce agile way of working
• Agile processes

• Empirical, Self Managed and 
Continuously improving

• Culture & behavior
• Trust, safety, curiosity and focus

• Governance 
• Clear ownership and transparency

19

The  Agile  Product Operating Model
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• Strategy drives measures
• Measures drive behavior
• Evidence Based 

Management provides 
structure

20

Evidence Based Approach
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The Role of Scrum Masters and Product Owners

Unrealized Value
(UV)

Current Value
(CV)

Ability to Innovate
(A2I)

Time to Market
(T2M)

Market Value

Organizational 
Capability

Quality
Governance

Ethics
Culture

Product Owner

Scrum Master

Product Manager

Delivery Manager

Evidence Based Mgt
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The Role of Scrum Masters and Product Owners

Unrealized Value
(UV)

Current Value
(CV)

Ability to Innovate
(A2I)

Time to Market
(T2M)

Market Value

Organizational 
Capability

Quality
Governance

Ethics
Culture

Product Ownership

Servant Leadership

Evidence Based Mgt
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• Organizations are designed not 
to change

• Change is great when it is 
someone else changing

• Will product model, operating 
model still be the same?

• Let’s see… 
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Can Product Break Larman’s Laws? 

https://www.craiglarman.com/wiki/index.

php?title=Larman%27s_Laws_of_Organi

zational_Behavior
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Product Is A Popular Topic
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Do you consider yourself a product organization?

73,0%Yes

27,0%No

A part of the 
process (e.g. 
one step of a 

claims process)

Tool/Application 
(e.g. zip code 

look up)

I don’t 
know / NA

End to end value 
proposition (e.g. 

entire claims 
process)

23,5%

16,2%

3,9%

56,5%

What does your product provide to 
stakeholders? 

Sample - 4205
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Change is hard and Product does not change that
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• Incrementally, one 
product at a time

• Introducing change is 
complex and requires 
agility

• And there MUST be a 
reason for the change
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How Do You Move To APOM?

• The product mindset is more 
important than the product 
operating model

• Can be introduced at any level 
in the organization

• By asking a simple set of 
questions such as
• Who is the customer?

• Why do they want it?

• Who is paying for it?

• What is the outcome we seek?

• Etc..
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Product is a Valuable Approach
• Product provides structure: 

• Mindset – Approach every problem with a view to 
stakeholders, users, outcomes, dependencies, 
ownership and value. 

• Alignment – Organize, structure and manage to a 
product model. 

• Investment – plan and invest to products within a 
portfolio driven by strategy.

• A natural evolution for agile as it becomes more 
mainstream crossing the business technology 
divide

• Each product needs a clear
• Business, Technology roadmap

• Total cost of value

• Operational stability

• Governance & flow

• The agile product operating model includes
• People and organization

• Measures and Incentives

• Agile processes

• Governance

• Culture and behavior 
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• Financial Services IT used product model
• Provided clarity and focus
• Allowed IT teams to say NO and reduced churn

• BioTech Organization
• Aligned teams to customers and outcomes 
• Simplified investment and portfolio decisions

• Consumer packaged goods company
• Kept teams together 
• Built bridge between strategy and execution

31

Here Are Some Thing We Also Learned
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Questions

32
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Connect with the Scrum.org community

X
@scrumdotorg

LinkedIn
LinkedIn.com/

company/
Scrum-org

Facebook
Facebook.com

/Scrum.org

RSS
Scrum.org/RSS

ForumsScrum.org

Forums
Scrum.org  

                                                

 lo 

YouTube
@ScrumOrg

http://linkedin.com/company/Scrum-org
http://www.facebook.com/scrum.org
http://www.scrum.org/rss
https://www.scrum.org/forum/scrum-forum
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Thank you!

34
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Back Up Slides 
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• Decouple product development 
from professional development

• Autonomy at the right level 
about the right thing

• Cross functional teams focused 
on clear outcomes

• Everyone can access the user, 
customer, stakeholders

• Dependencies are necessary 
but should be reduced 

• Developing highly skilled, 
motivated people is important

• Servant Leadership

36

Deep Dive - People and Organization

Community of
Practice or Center
of excellence

Product Nexus
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Two Key Roles

Unrealized Value
(UV)

Current Value
(CV)

Ability to Innovate
(A2I)

Time to Market
(T2M)

Market Value

Organizational 
Capability

Quality
Governance

Ethics
Culture

Product Owner

Scrum Master

Product Manager

Delivery Manager

Evidence Based Mgt
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• Empirical, Self Managing and 
continuously Improving

• Outcome centric
• Measurable
• Every changing and unique to 

you
• Owned by the people using it

• Helps people work together to 
deliver value not to control and 
govern them (that is 
governance ☺)

38

Deep Dive - Processes
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• Culture is like watching a 
magician do close-up 
magic ☺

• Some ideas include:
• Trust

• Safety

• Team

• Re-enforced by incentives, 
processes and governance

39

Deep Dive - Culture and Behavior

• Transparent

• Fun

• Curiosity
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• Transparent success 
measures for teams

• Encourage learning and 
change when necessary

• Promotion based on 
helping others 

• Measure outcomes 

• Use work measures to 
drive improvement

• Keep measures simple

40

Deep Dive - Measures and Incentives
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