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Project Management Using Scrum 
 
If you have any dealings at all with software development or project management, you’ve 
undoubtedly heard the buzzwords “agile development,” “agile methodologies” and “Scrum.” 
But you may not know what they mean. 
 
Agile Manifesto 
 
Agile software development got its start in 2001 with a group of software developers who 
weren’t happy with the current modus operandi when it came to developing software. They 
got together and at the end, created what is called the Agile Manifesto:  

Individuals and interactions over processes and tools 
Working software over comprehensive documentation 
Customer collaboration over contract negotiation 
Responding to change over following a plan 
 
That is, while there is value in the items on the right, we value the items on the left more.1 

Agile methodologies stand in direct contrast with what’s called the “waterfall model” of 
software development, which is a sequential process that flows in a single direction through 
multiple phases, from early conception, through design and development, to testing and 
implementation. 
 
In contrast, the heart of agile methodologies is iterative and practical; that is, it allows for and 
is dependent on frequent feedback and, as necessary, course corrections, to reach successful 
project completion. It leans towards creating a “working prototype” as quickly as possible and 
encourages collaboration and communication between team members. Team members need 
to be “agile”—quick, flexible, and ready to adapt to changing requirements. 
 
Why Agile? 
 
First and foremost, a client often doesn’t know the full extent of their needs until they have 
something they can work with in front of them – thus the focus on providing functional 
software as early as possible. In the waterfall model, by the time a client sees working 
software, a great deal of time and money has already been spent, and it becomes costly to 
redesign and redevelop the software to meet requirements that were not known at the 
conception stage of the project. Agile methodologies recognize and are designed to work with 
requirements volatility – the changing needs of the client once they begin to work with the 
software itself. 
 
Think of the waterfall model as a straight flow downwards from conception to completion, 
whereas agile models are more like spirals that work their way through multiple iterations of 
analysis-design-test all the way to final deployment. 

                                                           
1 http://agilemanifesto.org/ 
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Not all projects need—nor even want—the use of agile methodologies. But in terms of 
projects where not all of the requirements and goals may be 100% clear at the outset, with 
many moving parts and team members, where there is a potential for new needs and 
requirements to be discovered during development, agile methodologies can help with project 
organization and managing workflow in the midst of changing requirements and the 
subsequent changing solutions. Course corrections and fixes happen faster than in the 
waterfall model, saving not just workcycles, but money. 
 
“By delivering working, tested, deployable software on an incremental basis, agile 
development delivers increased value, visibility, and adaptability much earlier in the life cycle, 
significantly reducing project risk.”2 
 
The most recent survey done by VersionOne on Agile shows that 87% of respondents felt their 
ability to manage changing project priorities was improved through use of agile methodologies 
and 85% saw increased team productivity. Further, 80% said they saw a faster time-to-market 
when using agile methodologies and 78% said it led to a reduced risk of project failure. 
 

                                                           
2 https://www.versionone.com/agile-101/agile-software-development-benefits/ 
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What is Scrum? 
 
Scrum is a framework from which to organize and implement agile development – the Agile 
Manifesto itself doesn’t provide any actual concrete steps on its implementation. That’s where 
Scrum (and other agile methodologies such as Extreme Programming, Feature-Driven 
Development and so on) come in. 
 
The intent behind Scrum is for a framework that is as minimal as possible, so as to maximize 
productive time over time spent on purely administrative tasks (such as responding to 
communications, organization, meetings, and so forth). 
 
What makes Scrum different from other agile processes? Scrum has unique concepts which 
together form its framework – Roles, Artifacts, and Time Boxes. 
 
What’s in a Name? 
 
Scrum – seems an odd name for a project management framework. But, if you think about the 
game of rugby (from whence the term used in this context came), it makes sense. 
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In rugby, unlike in some other sports, the way to win involves a great deal of teamwork. Like in 
other ball games, a team scores when the ball crosses the goal line and touched to the ground. 
However, unlike other games, if a person carrying the ball is tackled, the ball must be released 
(whereas, in American football, the objective is to not lose the ball). As such, if you’re the one 
with the ball, you’re Enemy Number One to the opposing team. It’s important to keep the ball 
moving between teammates – which means the entire team is needed to score. 
 
The rugby scrum is a metaphor for how important cooperation between individual team 
members is—and how every team member is important—in the Scrum framework. For a 
Scrum team, it’s not about individual achievement – it’s about doing your best and working 
hard to ensure the entire team succeeds. It’s about helping others on the team if they need 
assistance, it’s about not being afraid to ask for help if you are the one in difficulty. 
 
The Basics 
 
Roles 
In Scrum, there are three primary Roles for those working on the project – the ScrumMaster 
(effectively the Project Manager), the Product Owner (the client) and the Team (the members 
doing the hands-on work of development and production). 
 
Occasionally, Users/End-users and Stakeholders are adjunct Roles within the Scrum framework 
if they are different from the Product Owner. For example, the Product Owner may be the 
head of the FA department, but the Users are the traders, risk managers and other office 
staff—thus their needs and wants must be taken into consideration during development. 
 
Artifacts 
Artifacts provide information to the team about the product under development, and they are 
also used to keep track of the team’s activities and progress as well as for planning future tasks 
and work. While there are a number of different artifacts used in Scrum, arguably the most 
important is the Product Backlog. 
 
The Product Backlog is the first artifact to be created for the project. It contains a list of 
prioritized features and requirements that are needed in the end product. In the traditional 
waterfall model, this would be a static document finalized during the conception phase and 
then handed off to the developers. But in an agile development like Scrum, the Product 
Backlog is a dynamic, changing document. 
 
A Product Backlog may be very bare-bones at the start of the project. As the product itself is 
being developed, so is the Product Backlog. The document changes—quite frequently in many 
cases—as new understanding arises in terms of what the end-product needs to have in order 
to effectively perform its function. Thus, the document becomes ever more detailed as the 
project is in process, containing a full list of all requirements, features and functions, 
enhancements, and fixes that need to be incorporated into the product. The items in the 
document are called “User Stories” and they always have at least four attributes: description, 
order, estimate, and value. 
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Time Boxes / Events 
One of the features of agile methodologies is the idea of taking a large, complex project and 
breaking it down into small, manageable pieces. The Product Backlog does this by breaking the 
project down into a list, but another way Scrum accomplishes this is via its use of time-boxes 
or events (and you may see them referred to either way, or as time-boxed events); time-boxed 
simply means that every event has a hard-defined maximum duration. 
 
The most important event by far is the Sprint, which is where the actual hands-on work gets 
done and in general, last either two weeks or four weeks, depending on the needs of the 
project. There are also regular meetings where planning and reviews are accomplished: 

• The Daily Scrum includes the entire Scrum Team and offers each member of the team 
the chance to briefly speak on what they’ve already done, what they’re going to do, 
and if they see any obstacles or issues that might interfere with either the established 
Sprint goal or the productivity of the team. 

• Sprint Planning meetings occur before a scheduled Sprint with the entire Scrum Team. 
During this meeting, the focus is one two objectives: identifying what User Stories 
from the Product Backlog need to be done during the next Sprint and how will the 
work be accomplished amongst the team. 

• Sprint Review meetings are held at the end of every Sprint, and include the Scrum 
Team as well as the Product Owner (and possibly representatives of the Users and 
Stakeholders). This meeting presents the work accomplished during the Sprint, and 
then solicits feedback, after which the group as a whole decides on next steps. 

• Sprint Retrospective meetings are for the Scrum Team, and occur after the Sprint 
Review. The team takes time to discuss any lessons learned during the prior Sprint. It’s 
also time to talk about what went well during the Sprint and to talk about any process 
improvements that should be implemented to make future Sprints more effective. 

Chaining these events together is how the project progresses until it reaches completion. 

Project management through Scrum is an iterative process, one which encourages 
collaboration and allows for frequent feedback and course corrections throughout the 

project’s lifecycle. 
 
How does Scrum fit within Werth IT’s workflow? 
 
Werth IT uses agile methodologies and in particular, Scrum, for much of our client work. We 
find Scrum to be a robust yet not overwhelming project framework that works well in fostering 
strong collaboration between our staff and our client’s staff: our clients are not just the 
Product Owner, they are our collaborators and teammates. 
 
Our staff can function as ScrumMaster and also Scrum team members when we work with a 
client, depending on an assessment of the client’s individual needs, which is always the first 
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step of the process. Working with the client, we help establish the starting Product Backlog 
and prioritize the items on the list. 
 
In the role of ScrumMaster, our job is to ensure the Scrum framework remains in place 
throughout the project, keep the project running smoothly, and guide the full Scrum team 
through the process so that deliverables are on-time, on-budget, and of the highest quality.  
 
As team members, we focus not just on performing our tasks successfully, but on assisting 
other team members as needed to ensure successful Sprints and a successful project 
completion. 
 
Agile methodologies like Scrum, when utilized as a project management framework, saves our 
clients time and money while increasing client staff productivity. In the fast-paced, constantly-
evolving world of finance, Scrum allows us to bring project to successful completion faster. 
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