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Resumen 
La última década se ha caracterizado por un crecimiento acelerado de la 
tecnología y la innovación. Con esto, las demandas del mercado han cambiado 
drásticamente y a un ritmo más rápido. Esto representa un desafío para las 
organizaciones que, desde el comienzo de la era industrial y durante varias 
décadas, habían adoptado modelos de trabajo tradicionales.  

El comienzo de la era digital ha sido un cambio brusco para las organizaciones, 
creando la necesidad de cambiar a modelos de trabajo ágiles. La creación del 
manifiesto ágil y los principios ágiles dio inicio a una nueva era en la que la 
agilidad ha evolucionado y han surgido diferentes marcos basados en estos 
principios. Las empresas han comenzado a adoptar estos modelos con la 
intención de responder rápidamente a las cambiantes demandas del mercado y 
poder adaptarse de manera oportuna.  

Actualmente, hay toda una paleta de posibilidades en términos de métodos 
ágiles, Scrum, XP, Kanban, TDD son algunos de los más utilizados. Con el 
objetivo de guiar este trabajo hacia el método ágil más ampliamente adoptado y 
con esto, lograr un mayor alcance con esta contribución, la primera parte de 
este trabajo consiste en un análisis sistemático de la literatura para descubrir 
el método ágil principalmente adoptado. El resultado de este análisis coloca a 
Scrum primero, por lo que el resto de la investigación gira en torno a él. Luego, 
se presenta una breve introducción de los componentes de Scrum para facilitar 
la comprensión del lector.  

Incluso con el éxito y la agilidad de Scrum, en muchos casos, la resistencia al 
cambio, las estructuras organizativas rígidas y las jerarquías se oponen a la 
adopción de la agilidad. El propósito de este trabajo es identificar aquellos 
antipatrones que se manifiestan como barreras que impiden a los equipos 
obtener los resultados deseados o incluso ser guiados al fracaso. Hay varios 
estudios centrados en el análisis de antipatrones de Scrum, por lo que la 
segunda parte de este trabajo se enfoca en hacer una revisión sistemática de 
150 antipatrones de Scrum. Se identifican similitudes, complementariedades y 
contrastes y luego se hace una propuesta con los antipatrones más recurrentes. 

La mayor parte del conocimiento requerido para adoptar Agile viene como guías, 
libros y capacitación profesional, pero dominar Scrum requiere mucha práctica, 
iteraciones e inspección. El objetivo de este Trabajo es centrarse en la inspección 
y proporcionar una herramienta para evaluar los elementos Scrum como una 
forma de prevenir el fracaso, promover la mejora continua y restaurar cualquier 
daño causado por malas prácticas.  

Como consecuencia, se ha descubierto que la mejor manera de introducir 
antipatrones como mecanismo complementario es asociarlo con los elementos 
Scrum. En ese sentido, la estructura de los componentes de Scrum se usa para 
agrupar los antipatrones identificados. Durante este proceso, se identificaron 
deficiencias de antipatrones en algunos de los componentes de Scrum, y se 
desarrolló un conjunto adicional de antipatrones de autoría propia, lo que 
resultó en una lista de 42 antipatrones.  
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Para la tercera parte de este trabajo, se analizaron algunos formatos de 
antipatrón para definir un esquema adecuado para presentar la información 
desarrollada. Finalmente, un conjunto de 42 antipatrones se elaboran en detalle 
dentro de la estructura propuesta.Este trabajo representa una gran 
contribución y ayuda adicional para los practicantes de Scrum. Tener una guía 
completa proporciona información inédita sobre problemas y prevención de 
antipatrones no tan populares que, si se subestiman, pueden producir la 
aparición de otros antipatrones.  

La detección rápida de antipatrones de Scrum proporciona más mecanismos 
para aumentar el éxito en el desarrollo de productos. Esta no es solo una 
herramienta que sirve a los profesionales para sobresalir y dominar su 
profesión, sino que también brinda grandes beneficios a las empresas. Visto 
desde el punto de vista de las organizaciones, la mayor cantidad de mecanismos 
para evitar el fracaso de los equipos Scrum y potenciar sus posibilidades de 
éxito, significa mayores y más rápidas posibilidades de desarrollo de productos 
de valor. 
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Abstract 

The last decade has been characterized by accelerated growth of technology and 
innovation. With this, market demands have changed dramatically and at a 
faster pace. Constantly changing market demands and the increased emergence 
of new technologies represents a challenge for organizations. Since the 
beginning of the industrial era and for several decades, traditional work models 
have been adopted.  

The start of the digital era has been an abrupt change for organizations, creating 
an urge to switch to Agile work models. The creation of the Agile manifesto and 
the Agile principles started a new era in which agility has evolved, and different 
frameworks based on these principles have emerged. Companies have begun to 
adopt these models to respond to changing market demands and to able to 
adapt promptly.  

Currently, there is a whole palette of possibilities in terms of Agile methods, 
Scrum, XP, Kanban, TDD are some the most used. To guide this work towards 
the most widely adopted Agile method and with this, achieving an enormous 
scope with our contribution, the first part of this work consists of a systematic 
analysis of literature to discover the most widely adopted Agile method. The 
result of this analysis places Scrum first, so the rest of the research turns 
around it. Then, a brief introduction of the Scrum components is presented to 
facilitate the reader’s comprehension. 

Even with Scrum’s success and agility, in many cases, resistance to change, 
rigid organizational structures, and hierarchies oppose the adoption of agility. 
This work aims to identify those antipatterns that appear as barriers preventing 
teams from obtaining desired results or even guiding them to failure. The second 
part of this work focuses on making a systematic review of 150 Scrum 
antipatterns. Similarities and contrasts are identified, and then a proposal is 
made with the most recurring antipatterns.  

Most of the knowledge required to adopt Agile comes as guides, books, and 
professional training, but mastering Scrum requires lots of practice, iterations, 
and inspection. We aim to focus on the inspection part and provide a tool to 
evaluate the Scrum elements to prevent failure, promote continuous 
improvement, and restore any damage from harmful practices. 

Consequently, we find out that the best way to introduce antipatterns as a 
complementary mechanism is by associating it with the Scrum elements. In that 
sense, the structure of the Scrum components is used to group the identified 
antipatterns. During this process, antipattern´s deficiencies were identified in 
some Scrum components. An additional set from own authorship antipatterns 
was developed, resulting in a list of 42 antipatterns. 

For the third part of this work, some antipattern formats are analyzed to define 
an adequate scheme to present the information developed. Finally, a set of 42 
antipatterns are elaborated in detail within the proposed structure. This 
achievement represents a significant contribution and additional aid for Scrum 
practitioners. Having a complete guide provides unpublished information about 
problems and prevention of not so popular antipatterns that, if underestimated, 
may produce the emergence of more antipatterns.  

Prompt detection of Scrum antipatterns provides more mechanisms to increase 
success on product development. Antipattern detection serves practitioners to 
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excel and master at their profession but also brings significant benefits to 
companies. Seen from organizations, the more mechanisms to prevent Scrum 
Teams from failure and to potentiate their chances of success, signifies faster 
and higher chances of valuable product development.      
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1 Introduction 
 
In the past several decades, Scrum has gained predominance as one of the most 
adopted software engineering and development frameworks. Scrum is not 
particularly new and has been used for many years with high success rates in 
the projects that use it. The Scrum framework only really took off in the late 
80’s when it was coined for the first time by Hirotaka Takeuchi and Ikujiro 
Nonaka in the Harvard Business Review article called “The new new product 
development game” [1] . The popularity of Scrum aroused as a consequence of 
the results presented in this work on how it helped industries to deliver 
innovation at a fast pace. Since then, Scrum has gained much demand not only 
around the IT industry alone but also beyond a wide range of industries. 

The advantages of Agile have not been studied only in terms of revenue and fast 
value delivery, but also the benefits it has carried to workers and work culture 
has been an object of study [2]. Industries have also recorded and shared their 
best practices to reach what is known as the Agile transformation.  

Companies such as Google, Apple, Facebook, Spotify, Microsoft, Amazon, Uber, 
and startups that exponentially grew their income and even killed companies 
consolidated for many years in their niche are widely known. These companies 
share one thing in common: agility to adapt to customer demands [3]. Such 
success has also been coined to their adoption of Agile and Scrum framework. 

Given the success of these companies, many others have sought to imitate and 
have contributed to the acceleration of the Agile transformation's adoption as a 
measure and strategy to remain competitive in the market. As a result of this 
movement, the beginning of a new era has begun, known as the age of Agile.  

When speaking of Agile, there is a palette of frameworks to choose from, Scrum, 
Kanban, ScrumBan, Extreme Programming Development Process, Test Driven 
Development, and Dynamic System Development Method. Over the decades, 
Scrum has been the most popular and the one that has been highly adopted by 
the industry. Studies that suggest Scrum as the framework most adopted across 
several industries are analyzed in-depth in the following chapter. 

The adoption of Agile and frameworks like Scrum has been relatively simple for 
startups. Large companies have struggled to adopt agile because of the 
complexity of their current processes. Resistance to change and the magnitude 
of the organization play a big part too. So, even when Scrum is known for its 
high success ratio, some companies also deal with project failure. 

As the adoption of Agile increases, the need to know success and failure factors 
gains more strength. For this reason, there are studies dedicated to analyzing 
the factors that play an essential part in Scrum's success. One of them found 
that variables that predict success in an Agile project are the commitment by 
management to a clear vision, holding stand-up meetings, and keeping task size 
small and using visual management [4].  

Conversely, as previous studies indicate, failure factors are determined by 
inadequate training and experience of Agile methods, cultural differences with 
Agile's core values, lack of support from management and executives, user 
involvement, and scalability [5]. Even though several resources have portrayed 
the benefits and the success rates of Scrum, the exact causes of Scrum project 
failure remain unknown as failure is the result of a mixture and interrelation of 
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the previous factors and is subject to each context particular project, culture, 
organization and industry.  

One primary problem with Agile is that in the attempt to adopt Scrum, 
companies commonly face resistance to change due to the years behind 
practicing traditional project management. Knowing success and failure factors 
contribute to the mitigation of problems that arise throughout the Agile lifecycle. 
Despite it, those factors give a general perspective on the aspects that must be 
taken care of and vary from project to project. In a more particular perspective, 
behaviors, situations, and patterns that happen daily contribute to those 
factors. The analysis of patterns and antipatterns can provide more specific 
guidance to correct or encourage behaviors on a day-to-day basis to prevent 
failure factors and pursue success factors. 

Over the last decades, the study of success and failure of Agile has dogged 
deeper, presenting specific patterns and antipatterns found in Scrum's practice. 
The literature available presents them in very different approaches. Some 
authors briefly describe them, some others make use of specific formats, while 
others in a more general way, some of them tackle all of them at once, and 
others define them separately. This represents a problem due to the 
decentralization of the information. The learning curve needed to master those 
patterns, and antipatterns is another critical factor. Not to say, the need to dive 
deeper into literature while the adoption of Agile by nature requires dynamism.  

Agile adoption at most of the companies follows the same path, Agile experts 
train the organization at the very beginning, probably coached for the first 
Sprints but then they are encouraged to follow their own [6]. In the rush of 
Scrum adoption and the need to continually deliver, it is complicated to pay 
attention to the rise of antipatterns, so this is left behind. The majority are not 
even familiarized with the antipatterns and live in ignorance without knowing if 
their current practices are turning into Scrum deviations. 

Scrum practices are based on the principles of ownership, accountability, 
transparency, and teamwork, that if they change without understanding the 
underlying philosophy, they will prevent seeing many of their benefits. As among 
the available Agile frameworks, Scrum is the most popular. This thesis focuses 
on the study of Scrum antipatterns. The presence of one or two antipatterns 
may not be sufficient to consider the implementation of Agile as a failure. 
Instead, the presence of more than five antipatterns can be caused by the lack 
of results and the continuous resistance to change a company is facing. This 
work will help companies that are struggling to alleviate adverse side effects 
carried out from an incorrect Scrum adoption and successful companies that 
may want to potentiate the value obtained from this framework. 

Most of Scrum knowledge is learned by the book and Scrum training, most of 
them outlined by Scrum elements: artifacts, ceremonies, and roles. The 
resources that describe antipatterns must follow the same outline, not only keep 
practicality and consistency but also support the integration of the monitoring 
of antipatterns into the Scrum day-to-day. 

In the next chapters, we propose a set of antipatterns that follow Scrum's 
standard guidelines to overcome this problem. Therefore, this thesis analyzed 
the Scrum antipatterns available, decomposed to synthesize them in a practical 
guide that provides the structure to detect them, know their causes, 
consequences, and the solutions available to tackle them.  
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With this aim in mind, in this thesis, we examine some previous work on 
antipatterns and propose a new method that follows Scrum outline for better 
comprehension and higher adoption. This aims to develop an overarching 
framework to help industries improve their project success rates and failure 
rates. We approach the intention of this thesis by following the next questions: 

• What would be the best structure to present Scrum antipatterns in terms 
of practicality and adoption? 
• Which antipatterns could be useful in the prevention of project failure? 
• Which antipatterns could be useful to potentiate project success? 
• What are the antipatterns that contribute the most to reduce Scrum 
deviations? 

To answer the previous questions, we will explore the state of the art and provide 
Scrum evidence as one of the most adopted Agile frameworks. Then, we will go 
back to the basics to understand the Scrum framework and its principles. Next, 
we will perform a systematic review to obtain a list of the most known Scrum 
antipatterns to analyze them and find similarities, contrasts, and 
complementarities. After this process, we will analyze previous studies on 
antipatterns structure to develop a proposal to make out the most of Scrum 
antipatterns. Finally, after the analysis and keep in mind Scrum principles, we 
will come to the development of a final list of antipatterns with the previously 
selected structure. This thesis has the following structure: 

• Chapter 1: Introduction. Presents context, motivations, and goals that 
lead this work. 
• Chapter 2: Research methodology, Provides the systematic approach 
followed, the methodology used to conduct this research including research 
questions, search strategy, study selection and acceptance criteria. 
• Chapter 3: State of the art, Consists of three parts: 

o Agile methods: An in depth study of previous work that surround 
the development of this thesis, similar studies to our goals and 
provides evidence that support the importance of the development 
of this work. 

o Scrum framework, Provides a brief understanding of the Scrum 
framework in order to prepare the baseline of this thesis that will 
be kept in mind throughout this project. 

o Scrum antipatterns, Presents the list of previous work on Scrum 
antipatterns, the approach taken by different authors, the 
analysis and the process followed to get a consolidated list of 
Scrum antipatterns. 

o Antipatterns structure, Consists on the analysis of the antipattern 
scheme to generate the proposal to outline the antipatterns 
content proposed. 

• Chapter 4: Development, Consists of the detailed list of antipatterns 
selected to develop this thesis proposal. 
• Chapter 5: Conclusions and Discussion, Provides the importance of the 
obtained results and the impact on Scrum adoption. 
• Chapter 6: Future research lines, Describes upcoming ambitions, new 
research lines, practical applications and concerns around the maintenance 
and future of this work. 
• Chapter 7: References, Containing the literature used for the 
development of this work separated by general literature and antipatterns 
references. 
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2 Research methodology 
 
Introduction  
Systematic review objectives 
The purpose of following a Systematic Literature Review is to synthesize the 
evidence supporting this thesis and making it available for future research. This 
method allows us to follow an evidence-based approach, adopt a rigorous review 
of the research results, consolidate all existing evidence based on research goals 
and questions, and to obtain the most appropriate software engineering 
solutions to our Scrum antipatterns research. 

Research questions 
The purpose of following a Systematic Literature Review is to synthesize the 
evidence supporting this thesis and making it available for future research. This 
method allows us to follow an evidence-based approach, adopt a rigorous review 
of the research results, consolidate all existing evidence based on research goals 
and questions, and to obtain the most appropriate software engineering 
solutions to our Scrum antipatterns research. 
ID Motivation 

RQ1 The purpose of this question is to discover the most popular Agile method adopted by 
the industry between Scrum, Kanban, XP2, and DSDM. The reason for looking for the 
most popular Agile method is because we want to focus on a first approach to the 
method that will provide more meaning for Agile practitioners. The result of this 
question will establish the baseline of this work as the next questions will be based on 
this finding. 

RQ2 This question allows us to gather as many antipatterns available related to the result 
of the first question. As a result, we will build a catalog of candidate antipatterns to be 
analyzed, decomposed, compared, and complement to create our proposal. 

RQ3 Finally, this question will allow us to analyze the best scheme to present our proposal 
to meet the Agile framework’s adoption needs. 

Table 1 Motivations that support research questions of the SLR. 

Search strategy 
The search process was a manual search through different electronic databases 
containing conference proceedings, journal papers, books, and academic 
articles since 2006. Queries introduced were based on the combination of the 
keywords depending on the research question and according to Figure 1. 

Please note that keywords on RQ2 were determined by the results analyzed in 
RQ1.  
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The employed electronic databases can be accessed through accordingly: 

 

Figure 1 Research questions and keywords 

• Ingenio Primo-explore: https://ingenio.upm.es/   
• Biblioxplora: http://biblioteca.tec.mx/  
• Science Direct: https://www.sciencedirect.com/  
• Google Scholar: https://scholar.google.es/  
• Research Gate: https://www.researchgate.net/  

Primo-explore is an electronic database available to the Universidad Politécnica 
de Madrid community, Biblioxplora is available to the community of students of 
Instituto Tecnológico y de Estudios Superiores de Monterrey, and the rest of the 
electronic databases are open to the public domain and relevant to the topic of 
research. 

Inclusion and exclusion criteria 
In order to refine the selected literature resources, inclusion and exclusion 
criteria were applied, as shown in Table 2.  
ID Inclusion Criteria Exclusion criteria 
RQ1 • Studies containing a comparison 

between Agile methods. 
• Studies found on conference 

proceedings, journal papers, 
books, academic articles, and 
master thesis. 

• Studies presented in a different 
language than English or 
Spanish. 

• Studies containing only 
traditional project management 
practices. 

• Duplicate reports of the same 
study. 

• Informal literature surveys. 



 
 
 

14 
 
 

ID Inclusion Criteria Exclusion criteria 
RQ2 • Studies containing Scrum 

antipatterns. 
• Studies containing Agile 

antipatterns. 
• Studies containing Scrum 

challenges. 
• Studies containing Scrum 

malpractices. 
• Studies found on conference 

proceedings, journal papers, 
books, academic articles, and 
master thesis. 

• Studies presented in a different 
language than English or 
Spanish. 

• Studies containing antipatterns, 
malpractices or challenges from 
other Agile methods (Kanban, 
XP, TDD, among others). 

• Duplicate reports of the same 
study. 

• Informal literature surveys. 

RQ3 • Studies containing antipatterns. 
• Studies containing antipattern 

schemes. 
• Studies found on conference 

proceedings, journal papers, 
books, academic articles, and 
master thesis. 

• Studies presented in a different 
language than English or 
Spanish. 

• Duplicate reports of the same 
study. 

Table 2 Inclusion and Exclusion criteria per Research Question. 

Please note that in RQ2, the exclusion criteria are more specific, this is because 
on the first research it was found that the most adopted Agile method is Scrum, 
this is described in detail in the next chapter. On the contrary, the exclusion 
criteria of RQ3 are less restrictive because the goal is to compare different ways 
to organize antipatterns, no matter the type of antipattern. 

Study selection process 
Following the SLR methodology in phase 1, every journal, conference 
proceedings, academic article, and book were reviewed, and those that 
addressed the topics specified for each of the research questions were 
determined as potentially relevant. Then, in Phase 2, the initial set of relevant 
papers was filtered based on title, abstract, and introduction. Lastly, the final 
set of resources was determined according to the relevance and strength of the 
research question's relationship. The number of useful resources per research 
question retrieved is shown in Tables 3. 
Electronic databases Phase 1 Phase 2 Phase 3 

Ingenio Primo-explore 
Biblioxplora 
Science Direct 
Google Scholar  
Research Gate 

338 75 24 

Table 3 Electronic Databases and no. of selected resources. 

Quality assessment process 
Quality assessment process 

In addition to the previous rigorous selection, the studies were analyzed in terms 
of quality by assessing the questions proposed according to: 

• QA1. Are the review's inclusion and exclusion criteria described and 
appropriate? 
• QA2. Is the literature search likely to have covered all relevant studies? 
• QA3. Did the quality/validity of the included studies was followed by a 
complete assessment? 
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• QA4. Were the basic data/studies adequately described? 

The scored obtained for the resources depicted for each initial stablished 
research question was scored by 1, 0.5 and 0 when the resource assessment 
resulted yes, partially, or no/unknown respectively. 

Data collection 

The data extracted from each study, according to the research question, is 
illustrated in Table 4. 
Research question Data collection 

RQ1 • Resource title 
• Author(s) 
• Summary of the study in a sentence 
• Year of publication. 
• Full reference. 
• Main topic area. 
• Most adopted Agile method 
• Quality evaluation score. 

RQ2 • Resource title 
• Author(s) 
• Summary of the study in a sentence 
• Year of publication. 
• Full reference. 
• Main topic area. 
• Antipattern list 
• Quality evaluation score 

RQ3 • Resource title 
• Author(s) 
• Summary of the study in a sentence 
• Year of publication 
• Full reference 
• Main topic area 
• Proposed scheme 
• Quality evaluation score 

Table 4 SLR extracted data 

Analysis process 

Finally, the systematic literature review was analyzed and scored given the 
quality assessment criteria, as shown in the previous section. 
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3 State of Art 
 

This chapter intends to consolidate the findings from our previous research to 
convey to the purpose of this thesis that it is creating a set of standardized 
antipatterns from the most accepted worldwide Agile method. 

3.1 Agile methods 
As stated in our previous section of the research methodology, the first part of 
this literature review focuses on finding the most adopted Agile method. A full 
palette of methods is available for Agile practitioners. However, it is necessary 
to understand the drivers behind the selection of one method above another. 
We want to determine which method is the most popular, but it is also crucial 
to know what elements of that method make it more accepted, easy to adopt, 
and known to provide benefits to project development.  

3.1.1 Agile 
Agile software development has considerable significance in software 
engineering and software development areas. It has been recognized for the 
benefits that it has brought not only for the IT industry; it has also permeated 
a wide range of industries. Among the characteristics that have made Agile so 
popular is the ability to deliver value quickly, focus on a minimum viable 
product, and the flexibility to adapt to customer demands.  

Agile origins date back to 2001, where a group of seventeen software 
professionals created the Agile manifesto in Snowbird, near Salt Lake County, 
Utah [7]. This milestone in Agile history was a consequence of the urge for the 
renovation of the project development methods. For many decades before the 
birth of Agile, what we know nowadays as traditional project development 
methods lacked the flexibility to deliver results and anticipate market demands. 
By the time, the authors of the Agile Manifesto were looking to establish the 
basic principles required for craft better software development that respond 
simultaneously to the continually changing market opportunities.  

Before the creation of the Agile Manifesto, currents that marked a path for the 
surge of Agile existed since the 30’s decade. Table 5 shows some of the previous 
trends that gave birth to this current in software development [9]. 
Decade Agile predecessor methods 
1930 • Plan-do-study-act” cycles 
1970 • Waterfall model 

• Concept of Adaptive Software Development 
1980 • Incremental Software Development 

• Boehm’s spiral model 
• Rapid Iterative Production Prototyping 

1990 • Rapid Application Development 
• Scrum 
• Feature Driven Development 
• Dynamic Systems Development Method  

2000 • Agile Manifesto 
Table 5 Timeline of Agile predecessor methods 

Those practices established the basis that would help later to shape the Agile 
principles that after the proliferation of the Agile Manifesto, the research 
multiplied to study, adapt, and evolve Agile methods. Agile maturity and 
adoption have also originated from other currents in software development at 
an individual scale-like Scrum, Kanban, and TDD and a higher magnitude like 
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the Scaled Agile Framework and Scrum of Scrums [10]. The increase of studies 
and research on Agile methods gave birth to new adaptations. Some of these 
adaptations and Agile methods formulated are the following: 

• Extreme Programing 
• Scrum 
• Water-Scrum-Fall 
• HELENA Hybrid Development Approaches 
• Kanban 
• Crystal 
• Dynamic Systems Development Method 
• Test Driven Development 
• Adaptive Software Development 
• Design Driven Development Refactoring 
• Feature Driven Development 

These methods have influenced the manifesto for Agile software development. 
So, before going in-depth with the Agile frameworks, it is necessary to detail the 
Agile principles or what is known as the Agile Manifesto for Software 
Development: 

• Individuals and interactions over processes and tools. 
• Working software over comprehensive documentation. 
• Customer collaboration over contract negotiation. 
• Responding to change over following a plan. 

The Agile Manifesto contains a set of 12 principles that integrate Agile vision 
[11]: 

• Our highest priority is to satisfy the customer through early and 
continuous delivery of valuable software. 
• Welcome changing requirements, even late in development. Agile 
processes harness change for the customer's competitive advantage. 
• Deliver working software frequently, from a couple of weeks to a couple 
of months, with a preference to the shorter timescale. 
• Businesspeople and developers must work together daily throughout the 
project. 
• Build projects around motivated individuals. Give them the environment 
and support they need, and trust them to get the job done. 
• The most efficient and effective method of conveying information to and 
within a Development Team is face-to-face conversation. 
• Working software is the primary measure of progress. 
• Agile processes promote sustainable development. The sponsors, 
developers, and users should be able to maintain a constant pace indefinitely. 
• Continuous attention to technical excellence and good design enhance 
agility.  
• Simplicity, the art of maximizing the amount of work not done is 
essential. 
• The best architectures, requirements, and designs emerge from self-
organizing teams. 
• At regular intervals, the team reflects on how to become more effective, 
then tunes and adjusts its behavior accordingly 

The previous set of principles and the manifesto constitutes the core that needs 
to be considered when adopting Agile. The importance of this is because any of 
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the variants of Agile methods, no matter their elements, processes, and roles, 
hold these principles at their core. We emphasize this because it is known that 
success and failure on implementation of such methods are a side effect of the 
lack of comprehension and practice of the Agile principles. The following section 
presents an analysis of the available Agile methods and their predominance on 
software development projects. 

3.1.2 Agile frameworks 
As discussed in the previous section, many Agile methods emerge and are part 
of the Agile principles. In this section, we aim to present a literature review on 
the preferred Agile methods according to different authors and why they seem 
to make their adoption more demanded software project development. Results 
gathered from the analysis of each study are presented after providing the 
context of the literature reviewed. 

Previous research by Matharu et al. conducted an empirical study to determine 
the most predominant choice comparing Scrum, Extreme Programming, and 
Kanban. In their work, they developed a systematic literature review on all the 
works that research Agile methods’ adoption. They also assessed the results and 
provided the elements from each Agile method to illustrate why the studies or 
surveys mentioned were more inclined to choose that method. 

According to this research, Scrum is portrayed in most of their studies as the 
most used Agile method [12]. In their research, they analyze the results from 6 
studies and surveys, which demonstrates the following: 

• In 8th Annual State of Agile Development Survey conducted by 
VersionOne 2013 point towards the higher adoption of Scrum methodologies 
with 73% of respondents practicing Scrum and Scrum variants for software 
development.  
• The Xebia’s Agile Survey 2012 report indicates a clear trend towards that 
92% of the respondents follow Scrum & Extreme Programming (XP). 
• A study conducted by O. Salo and P. Abrahamsson concludes higher 
adoption of Extreme Programming than Scrum methodology by embedded 
software development organizations across Europe. 
• A study conducted by Andrew Begel and Nachiappan Nagappan at 
Microsoft positions Scrum as the most popular Agile methodology at Microsoft. 
• A survey conducted by G. Azizyan and M.K. Magarian reveals that Scrum 
is the most widely used Agile methodology among the respondent companies.   

Matharu et al. not also relied on literature review, but also integrated to their 
research a survey conducted with 15 representatives of software development 
companies. The results also contributed to the trend that Scrum is, by far, one 
of the most adopted Agile methods, as shown in Table 6. 

Company Scrum Kanban XP 
Bebo Technologies Ltd. X - - 
Xebia IT Architects 
India Private Ltd. 

X - - 

NTT Data X - - 
Bright labs. Ltd. X - - 
Capgemini India Pvt. 
Ltd. 

X - - 

Collabnet X - - 
Stefanini X - - 
Deloitte Touche 
Tohmatsu Ltd 

X - - 
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Company Scrum Kanban XP 
SAP Software & 
Solutions 

X - - 

Toshiba Software Pvt. 
Ltd. 

X - - 

Vismaad Pte Ltd - X - 
Thoughtworks -- X - 
GlobalWorldTech - X - 
Stormpath - - X 
Spotify - - X 

Table 6 Agile methods adopted by company. 

Note that for this research’s purpose, arrangements were made in comparison 
to the original study to keep consistency in this work even though the data was 
not altered nor modified. 

We can observe a similar approach to Fuior research [13], where the results 
retrieved from the survey conducted by VersionOne on 2015, 2016, and 2017 
portrait the percentages of usage of Agile methods, as shown in Table 7. 
Method Survey 2017 Survey 2016 Survey 2015 

Scrum 56% 58% 58% 

Hybrid 14% 8% 8% 

Scrumban 8% 8% 7% 

Scrum/XP Hybrid 6% 10% 10% 

Kanban 5% 5% 5% 

IDD 3% 2% 3% 

XP 1% <1% 1% 

Table 7 VersionOne survey on agile adoption frameworks 

Another method employed by Hamed and Abushama [14] to understand the 
adoption between XP2, Scrum, Crystal, and DSDM, was to assess how much 
each of those methods satisfies the factors determined as variables that 
contribute to Agile success. Their research process was designed to find from 
the gathered literature the number of coincidences to limit their study to the 
most popular methods, which resulted in XP2, Scrum, Crystal, and DSDM. 

Next, they assessed each of those methods and the practices that contribute the 
most according to how much they satisfy the needs of software development 
projects criteria: 

• Project set up 
• Environment 
• Location 
• Design 
• Development Team 
• Project Complexity 
• Manage changes in requirements 
• Handle project time and cost estimated 
• Handle project scalability 
• Handle unapproved customer decisions 
• Balance the business needs with customer needs 
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• Contract Management 
• Changes in requirements and needs 
• Time and cost estimation 
• Unapproved customer decisions 
• Delay in the delivery time 

According to their assessment, XP was the methodology that complies with all 
the previous factors, leaving Scrum in second place, then Crystal, and finally 
DSDM methodologies. The results of Hamed and Abushama can be shown in 
Table 8. 
Criteria Attributes XP2 Scrum Crystal DSDM 
Project Set up Environment Highly 

Satisfied 
Highly 
Satisfied 

Satisfied Not 
satisfied 

Location Highly 
Satisfied 

Highly 
Satisfied 

Satisfied Not 
satisfied 

Design Highly 
Satisfied 

Highly 
Satisfied 

Satisfied Not 
satisfied 

Development 
Team 

Highly 
Satisfied 

Highly 
Satisfied 

Satisfied Not 
satisfied 

Project 
complexity 

Manage changes 
in requirements 

Highly 
Satisfied 

Highly 
Satisfied 

Satisfied Satisfied 

Handle project 
time and cost 

Satisfied Highly 
Satisfied 

Satisfied Satisfied 

Handle project 
scalability 

Not 
Satisfied 

Not 
Satisfied 

Highly 
Satisfied 

Not 
Satisfied 

Handle 
unapproved 
customer 
decisions 

Highly 
Satisfied 

Satisfied Satisfied Highly 
Satisfied 

Balance the 
business needs 
with customers’ 
needs 

Satisfied Not 
Satisfied 

Not 
Satisfied 

Highly 
Satisfied 

Contract 
Management 

Changes in 
requirements and 
needs 

Highly 
Satisfied 

Not 
Satisfied 

Not 
Satisfied 

Not 
Satisfied 

Time and cost 
estimation 

Highly 
Satisfied 

Not 
Satisfied 

Not 
Satisfied 

Not 
Satisfied 

Unapproved 
customer 
decisions 

Highly 
Satisfied 

Not 
Satisfied 

Not 
Satisfied 

Not 
Satisfied 

Delay in the 
delivery time 

Highly 
Satisfied 

Not 
Satisfied 

Not 
Satisfied 

Not 
Satisfied 

Table 8 Hamed and Abushama's results of XP, Scrum, Crystal and DSDM frameworks 
assessment. 

The consolidated results from the previous literature reviewed [12] are 
consolidated in Table 9. The table contains the name of the referenced study in 
the first column. The second column contains the report or survey where the 
information was gathered. The third to fifth column contains the Agile 
frameworks that were compared, Scrum, Kanban, and XP. When an Agile 
method was mentioned with a higher percentage of adoption, it is marked with 
an X. Only in those cases where there is more than one Agile method adopted 
without any clarification of which one holds the most significant share, all of 
them are marked with an X.  

Literature Review Study Scrum Kanban XP 
Xebia’s Agile Survey 
2012 report 

X - - 
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Literature Review Study Scrum Kanban XP 
Empirical Study of Agile 
Software Development 
Methodologies 

O. Salo and P. 
Abrahamsson empirical 
study 

- - X 

Andrew Begel and 
Nachiappan Nagappan 
empirical study 

X - - 

G. Azizyan and M.K. 
Magarian survey. 

X - - 

French Scrum User 
Group Survey 

X - X 

VersionOne Survey 2013 X - - 
Key elements for the 
success of the most 
popular Agile methods. 

VersionOne Survey 2015 X - - 
VersionOne Survey 2016 X - - 
VersionOne Survey 2017 X - - 

Table 9 Survey results from SLR on Agile framework preferences. 

After the research to provide answers that respond to RQ1, the result shows 
that in most of the cases, Scrum is accepted as the most adopted Agile method. 
Extreme programming has shown to have a high acceptance for small teams, 
mainly [15] [9], so the focus on the following sections will be limited to the Scrum 
framework. Note that the intention to answer this question has the sole 
intention to conduct the rest of this research. The election of the most suitable 
methodology to develop a project is up to the product, organization nature, and 
customer needs.  

Studies suggest Scrum, XP, and Kanban are complementary, and their parallel 
adoption is recommended as it enables the integration with software 
development processes [16] [15]. 

However, choosing the right methodology is not addressed in this work. 

In the next sections, a brief introduction to the Scrum elements is presented to 
provide context to conduct the following research goals. 

3.2 Scrum antipatterns 
3.2.1 Scrum framework 
Scrum is a framework utilized for continual feature improvement, team, and 
work efficiency. The product is the main focus of Scrum, while the elements that 
constitute the framework allow developing, delivering continually, and evolve it 
while maintaining flexibility and fast response to market opportunities [12] [15]. 

By definition, Scrum framework within which people can address complex 
adaptive problems, while productively and creatively delivering products of the 
highest possible value.  

Scrum processes are encouraged to follow empiricism and decision taking based 
on experience and what is known. Scrum employs a set of artifacts to guarantee 
that product development, delivery and evolution remains iterative. Another 
remarkable aspect is that Scrum promotes an incremental approach on product 
development to increase a fast adaptation to new market demands and risk 
reduction on developed features. 

Scrum values transparency, Inspection and Adaptation which are also reflected 
on the artifacts and ceremonies that outline the framework. Scrum Teams are 
also encouraged to follow Scrum’s core values: commitment, courage, focus, 
openness, and respect. Figure 2 illustrates the elements that constitute Scrum:  
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Figure 2 Scrum Framework 

3.2.1.1 Scrum Team 
Scrum Teams must be self-organized, so they are free to choose the best strategy 
to accomplish their goals instead of being led by a manager in different project 
development approaches. Another characteristic of the Scrum Team is the 
Cross-functional nature of the people part of the group. All the members must 
have all competencies required to achieve the work without relying on external 
people, departments, or resources that do not belong to the team. 

 Scrum Teams also are meant to deliver value iteratively and incrementally, 
increasing feedback, and reducing risk. Product incremental delivery 
guarantees that the product remains continuously available and in a stable 
version. The three roles that constitute the Scrum Team are known as the 
Development Team, Product Owner and Scrum Master. 

3.2.1.1.1 Development Team 

The Development Team is not a synonym for developers. Instead, it is a group 
of professionals that deliver a potentially releasable Increment of the finished 
product after each iteration. The teams are organized and encouraged to be self-
organized in order to create a synergy that boosts their potential and 
effectiveness. Development Teams share the following characteristics: 

• They decide how to create Product Backlog items into releasable Product 
increments. 
• Teams share a cross-functional nature, have all the skills required to 
provide a piece of working product. 
• There is no hierarchy among team members. 

3.2.1.1.2 Product Owner 

The Product Owner is in charge of maximizing value that result from the 
Development Team. The role is represented by a single individual and their main 
duties are the following: 

• Manage the Product Backlog.  
• Clearly defining Product Backlog items 
• Prioritizing items in the Product Backlog to accomplish objectives. 
• Maximizing the value delivered by the Development Team. 
• Ensuring that the Product Backlog remains visible, providing 
transparency on what the team is currently working on. 
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• Assuring that all team members agree on the understanding level of 
Product Backlog items. 

As a Product Owner, this figure remains accountable at all time on changes and 
updates on the Product Backlog. The Product Owner must be a single person, even 
when it represents and translates concerns and desires from a committee. 

3.2.1.1.3 Scrum Master 

• The Scrum Master is part of the Scrum Team, among the duties of this 
role is to: 
• Ensure that the product Sprint and goals are met. 
• Scrum practices and values are maintained along with the iteration. 
• Lead and celebrate Scrum Events. 
• Monitor the progress. 
• Make sure to remove obstacles that prevent the Scrum Team from 
achieving their goals. 
•  Ensure that resources needed are available to complete the Sprint goals. 

3.2.1.2 Scrum Events 
Scrum events are time-boxed meetings with a maximum recommended duration 
meant to promote transparency, inspection, and adaptation. 

3.2.1.2.1 Sprint Planning 

This Scrum event consists on the collaborative planification of the Sprint lead 
by the Scrum Team. As all the Scrum events, this is time-boxed according to 
the Sprint length, it is suggested for one month duration Sprints a Sprint 
Planning could last maximum eight hours. 

3.2.1.2.2 Daily Scrum 

The Daily Scrum is held as its name implies every day and has a duration of 15 
minutes. The purpose of the Daily Scrum is to inspect work since the last day, 
forecast progress for the next days and allows to adapt towards the 
accomplishment of the Sprint goal. The discussion is encouraged to be held 
every day at the same place and can be guided but not limited to these three 
questions: 

• What did I did yesterday to achieve the Sprint Goal? 
• What will I do today to achieve the Sprint Goal? 
• Is there any impediment preventing from achieving the Sprint Goal?  

Teams are encouraged to continue with further discussions that promote 
collaboration to achieve the Sprint goal after this event. 

3.2.1.2.3 Sprint Review 

This Scrum event is held at the end of a Sprint and its purpose is to inspect the 
Product increment finished by the Scrum Team. In this session the Scrum Team 
and stakeholders meet in order to discuss the achievements and how they went 
through them. Teams are encouraged to use the session to adapt and update 
the Product Backlog by using the feedback provided. 
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3.2.1.2.4 Sprint Retrospective 

This Scrum event is useful for teams to inspect themselves, the way they work 
and provide alternatives of improvement in a positive and productive way. These 
improvements are encouraged to be incorporated into the next Sprints. This 
event occurs after the Sprint Review and before the start of the next Sprint. 

3.2.1.2.5 Sprint 

The core of Scrum is a Sprint, a time-boxed event of one month or less duration 
dedicated to the development of a finished and deployable Product increment. 
Sprint begins one after the other and comprise the previous events: the Sprint 
Planning, Daily Scrums, the Sprint Review, and the Sprint Retrospective. Some 
of the Sprint constraints include that: 

• All the efforts must be channeled to achieve the Sprint goal while keeping 
quality standards at all time. 
• No changes should be made that put on risk the accomplishment of the 
Sprint goal. 
• Sprint scope is discussed and agreed between the Product Owner and the 
Development Team. 
• The duration of the Sprint is suggested to be no more than a one month 
time box. 
• Sprints are limited to one calendar month. When a Sprint’s horizon is too 
long the definition of what is being built may change, complexity may rise, and 
risk may increase. Sprints enable predictability by ensuring inspection and 
adaptation of progress toward a Sprint Goal at least every calendar month. 
Sprints also limit risk to one calendar month of cost. 

3.2.1.3 Scrum Artifacts 
Artifacts in Scrum are intended to provide transparency for Scrum Teams about 
present, future and completed work. 

3.2.1.3.1 Product Backlog 

Consist of an ordered and prioritized list of will all the work needed to build a 
product. All requirements, changes, features, functions, enhancements, and 
fixes to a product are condensed in this source. The Product Owner is the role 
responsible of Product Backlog management, prioritizing and visibility to the 
whole Scrum Team. 

Every item of the Product Backlog contains a description, priority, estimation, 
and value. The Product Backlog is in constant change upon stakeholders needs, 
customer demands and team’s needs. 

3.2.1.3.2 Sprint Backlog 

Similarly, as a funnel, the Sprint Backlog contains selected items from the 
Product Backlog in addition to a Sprint goal to reach in the Sprint. The number 
of selected items vary according to the Development capacity, as a forecast of 
amount of work that the team may be able to complete. Having a Sprint Backlog 
provides more visibility to the team on what is necessary to achieve the Sprint 
goal. The Development Team is the responsible to manage the Sprint Backlog 
and provides real time visualization of the work done and remaining work. 

3.2.1.3.3 Product increment 

Consists of all items completed during a Sprint that has achieved the 
acceptance criteria previously defined and is ready to be plugged to the whole 



 
 
 

25 
 
 

product. The characteristics of an increment are that must comply to the 
“Definition of done” previously stablished, and must be in usable condition. 

The previous introduction to the Scrum elements is just a taste of what is behind 
Scrum framework. It is not as complete as to consider anyone that is not a 
skilled Scrum practitioner as someone able to adopt the framework. Even by 
reading a whole Scrum guide, we would not dare to bet that they would master 
the methodology. Unfortunately, most of the knowledge acquired to adopt 
Scrum comes as guides, books and professional training, but mastering the 
framework requires lots of practice, iterations and inspection. Our aim is to 
focus on the inspection part and provide a tool to evaluate the Scrum elements 
as a way to prevent failure, to promote continuous improvement and to restore 
any damage from bad practices.  

Once stablished the details that surround the Scrum framework, the next 
section consists on the analysis, contrast, comparison and complementation of 
Scrum antipatterns found in the literature review.  

3.2.2 Scrum antipatterns analysis 
From Chapter 2, we already selected a range of literature that propose Scrum 
antipatterns to be analyzed in this section and contribute to the creation of a 
proposal that allows association to the Scrum elements. 

Each of the selected sources is read, reviewed, and analyzed in the following 
terms: 

• Title of the source 
• Author’s name 
• List of antipatterns proposed 
• Affected Scrum elements 
• Type of format: We want to make a distinction from antipatterns written 
with a simple scheme and those written in prose more elaborately. 
• Type of content: We want to analyze the elements contained implicitly or 
explicitly to describe the antipattern, like context, examples, causes, 
consequences, etcetera. 

In Tables 10-16 we present the list of resources included on the analysis of 
Scrum antipatterns. 
Title Author (s) Antipattern name Format Content 
Exploring 
ScrumBut - 
An empirical 
study of 
Scrum anti-
patterns [17] 

Veli-Pekka 
Eloranta 
Kai 
Koskimies 
Tommi 
Mikkonen 

Too long Sprint Scheme 1. Name 
2. Scrum 

recommendation 
3. Context 
4. Solution 
5. Consequences 
6. Exceptions 
7. Company 

Recommendations 

Testing in next Sprint 
Big requirements 
document 
Customer Product Owner 
Product Owner without 
authority 
Unordered Product 
Backlog 
Work estimates given to 
teams 
Invisible progress 
Customer caused 
disruption  
Semi-functional teams  
Varying Sprint length 
Business as usual  
Long or non-existent 
feedback loops 
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Hours in progress 
monitoring 

Table 10 Eloranta, Koskimies & Mikkonen’s antipatterns. 

Title Author (s) Antipattern name Format Content 
We use 
Scrum, but: 
“Agile 
Modifications 
and Project 
Success” [18] 

Salma 
Hassani 
Alaoui  
 

One Product Owner who is 
a person, not a committee. 

Prose 1. Name 
2. Examples 
3. Survey results Scrum Master in charge of 

process and enforcement 
Back to back Sprints of 4 
weeks or less 
Protecting the team from 
distractions 
The Development Team 
decides how many items 
from the Product Backlog 
to include in a Sprint 
Keeping daily Scrums 
internal to the 
Development Team 
Using the Backlog as the 
only source of 
requirements 
The Product Owner is the 
only person responsible for 
managing the Product 
Backlog 
Monitoring and sharing 
progress 

Table 11 Hassan’si antipatterns 

Title Author (s) Antipattern name Format Content 
Documenting 
Recurring 
Concerns 
and Patterns 
in Large-
Scale Agile 
Development 
[19] 

Ömer 
Uludag 
Nina-
Mareike 
Harders 
Florian 
Matthes 

Don’t Force Traditional 
Project Management 
Concepts to Agile Software 
Development   

N/A 1. Name 

Don’t Adopt All Agile 
Practices in One Go 
Don’tMisinterprettheMeani
ngofWorkingSoft-
wareOverComprehensiveDo
cumentation 
Don’t Spare Expenses on 
Agile Mindset Education 
Don’t Assume a Tacit, 
Implicit Understanding of 
Architecture, its Scope, and 
the Architect’s Role and 
Responsibility 
Don’t Build an Ivory Tower 
Don’t Overshoot 
Coordination Meetings 
Don’t Force Traditional Job 
Behaviors to Agile Software 
Development 
Don’t Put Individual Goals 
Over Team Goals 
Don’t Creep Old 
Bureaucracy in Agile 
Software Development 
Don’t Mix Old Approaches 
with Agile Software 
Development Approaches 
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Title Author (s) Antipattern name Format Content 
Don’t Use Agile Practices 
out-of-the-box without 
Adapting to your Own 
Needs 
Don’t Use Agile as a Golden 
Hammer 
Don’t Try to Reduce the 
Amount of Communication 
in Large-Scale Agile 
Development Programs by 
Documentation 
Don’t Consider Knowledge 
Sharing Strategies and 
Projects in Isolation 
Don’t Add New Developers 
into New Teams, Instead 
Add Them into Existent 
Ones 
Don’t Develop a Single 
Requirement Involved 
Multiple Agile Teams in 
Different Locations 

Table 12 Uludag, Harders and Matthes’s antipatterns. 

Title Author (s) Antipattern name Format Content 
Challenges 
ith Agile in a 
System 
Development: 
A Case Study 
[20] 

Marius 
Andersen 
Simen 
Haugen 

Sprint Workload Prose 1. Name 
2. Description 
3. Context 
4. Causes 
5. Consequences 
6. Solutions 

Testing in next Sprint 
PBI Descriptions 
Business Agility 
Documentation 
PBI Grooming 
Team improvement 
Release Process 
Sprint Review 

Table 13 Andersen and Haugen’s antipatterns. 

Title Author (s) Antipattern name Format Content 
Quick glance 
at: Agile 
Antipatterns 
[6] 

David 
Tanzer 

Agile Theater Prose 1. Name 
2. This Antipattern 
3. On the surface 
4. Why this is a 

problem 
5. Root Causes 
6. How it starts 
7. Getting Better 
8. How to spot the 

antipattern 
9. To recap 

Feature Factory 
Product Backlog 
Bankruptcy 
Architecture Breakdown 
Team Backlog 
Burnout by 1000 baby 
steps 
Collaboration Friction 
Tailoring Agile 
Because they said so 

Table 14 Tanzer's antipatterns 

Title Author (s) Antipattern name Format Content 
Agile 
adoption 
mistakes you 
must avoid 
[21]. 

Faisal 
Mahmood 

Waterfall Organization – 
Agile projects 

Prose 1. Name 
2. Description 
3. Symptoms and 

consequences 
4. Typical causes 
5. Prevention and 

cure ideas 
6. Summary 

Scrum Master as Project 
Manager 
Scrum Master on Autopilot 
Opaque Product Backlog 
Ungroomed Product 
Backlog 
A definition that does not 
lead to done 
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Title Author (s) Antipattern name Format Content 
Undone work-Long 
releases 
Teams that are not cross-
functional 
Organization vs self-
organization 
Sprint Zero – Waterfall 
reborn 
Absent Product Owner 
Split Product Lifecycle 
Responsibility 
Sprint Review mini 
antipatterns 
Retrospective mini 
antipatterns 
Daily Scrum mini 
antipatterns 
You get what you measure 
Ad hoc, not Agile 
Table 15 Mahmood's antipatterns 

Title Author (s) Antipattern name Format Content 
Fixing your 
Scrum [22] 

Todd 
Miller 
Ryan 
Ripley 

Turning Scrum into Best 
Practices 

Prose 1. Name 
2. Explanation of 

the antipattern Lacking goals 
Taylorism creeping back in 
Trust is missing 
Reviewing the Scrum 
values 
Using values every step of 
the way 
The Scrum values in action 
Many Product Owners, one 
product 
The part-time Product 
Owner 
The proxy Product Owner 
The commander in chief 
The Scrum Master + 
Product Owner 
Not having a clear vision 
One product, many 
Product Backlogs 
Too many (or too few) PBIs 
Inconsistent PBI formats 
The Static Product Backlog 
Today’s Forecast: 
Frustrated Stakeholders 
The Unordered Product 
Backlog 
Lacking Necessary Skills 
That’s not my job 
Cutting corners 
Everyone for themselves 
Wait your turn 
The team is too big 
Not taking the initiative 
No one on my team knows 
Scrum 
Help! I’m the impediment 
The superhero Scrum 
Master 
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Title Author (s) Antipattern name Format Content 
The rotating Scrum Master 
So many impediments, so 
little time 
The dreaded Scrum Lord 
Turning into a Scrum 
Secretary 
Acting as the janitor 
Unprepared for 
conversations 
Expecting too much from a 
conversation 
Not being curious about 
management’s needs 
We need a special Sprint 
Let’s change the Sprint 
length 
Scrum has too many 
meetings 
Using Sprint cancellations 
to change scope 
Follow the requirements or 
else 
Marathon planning events 
Leaving Sprint Planning 
without a Sprint goal 
Maxing out the team 
Letting debt built up 
Caution: Developers 
Burning Down 
Committing to the Sprint 
Backlog 
Update the board! 
The daily projector update 
Waiting on a miracle 
The Daily Scrum as a 
status meeting 
The twice a week Scrum 
Not all voices are heard 
The team isn’t making 
progress 
Punishing tardiness 
The 45-minute Scrum 
The team is raising false 
impediments 
We haven’t defined done 
Cutting quality to hit a 
release date 
We’ll finish that later 
Stakeholders aren’t 
involved 
The Product Owner as a 
judge 
Presenting undone work 
Treating Sprint Reviews 
like demos 
There’s an “I” in the team 
The stagnant Sprint 
Review 
Skipping it 
The standing ovation 
Few bothers to attend 
Superficial commitments 
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Title Author (s) Antipattern name Format Content 
Meaningless improvements 
50% participation 
Skipping it 
The complaint session 

Table 16 Miller and Ripley's antipatterns. 

It is worth note that the meticulous and careful process by which the original 
list of antipatterns were elaborated by their authors represents a great advance 
in the support of Scrum adoption. However, a critic analysis must be done to 
ensure that we are able to keep the best approaches and avoid those that less 
contribute. Therefore, all the previous antipatterns gathered were read, 
analyzed and compared in terms of: 

• Structure of the list of antipatterns: Analysis on the classification or 
grouping of the list of antipatterns proposed by the author (if applicable). 
• Structure of antipattern’s content: Analysis in terms of the use of 
sections, vignettes or labels chosen by the author to outline the antipattern. 
• Naming: Analysis of what the name of the anti-pattern denotes at a first 
glance. 
• Logical order of list of antipatterns: Analysis on whether the presented 
list and classification of antipatterns, if applicable, followed a logical order. 
• Logical order of antipattern’s content: Analysis on whether the 
antipattern content, if applicable, followed a logical order. 

From the first analysis criteria, it was observed that most of the antipatterns 
found in the literature review does not follow a concrete order or structure. For 
example, in terms of structure of the list of antipatterns only Miller and Ripley’s 
[22] used the Scrum components as a classification to outline the set of 
antipatterns proposed as observed in Figure 3. 

 
Figure 3 Miller and Ripley's structure of antipatterns. 

The rest of authors only enlisted the set of antipatterns. Miller and Ripley’s 
proposed structure is useful and practical for those cases in which information 
is sought for a particular component. 
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Antipatterns content structure is approached in different ways, as an example 
Eloranta et. al.’s [17] set of antipatterns is the only one that uses a scheme. The 
scheme is a very practical approach as the nature of their proposal is brief and 
concise. An example of the arrangement of Eloranta’s antipatterns is shown in 
Figure 4. 

 
Figure 4 Eloranta's content structure 

Tanzer’s work demonstrates consistency, using sections to demarcate a content 
structure for all the antipatterns in his proposal. Mahmood’s proposal [21] 
nearly achieved the same consistency. For most of his list of antipatterns he 
followed the same structure, outlining with sections with the exception of what 
he defined as minipatterns which followed a different structure from the rest. 

The rest of authors did not follow any structure and presented elements 
implicitly and written in prose. Uludag et. al.  [19]proposal is exempt of the 
analysis of content structure as their set of antipatterns is enunciative and does 
not provide additional content to describe the antipattern.  

Another factor that analyzed were the naming approach, as our intention is to 
develop names which are capable to transmit what it is about at a first glance. 
Most of the naming proposals were clear and provided implicit information 
about the content of the antipattern, however there were a couple of 
Antipatterns that seen without the proper context, do not provide any hint on 
what antipattern they cover, some examples include: “Business as usual”, 
“Because they said so” and “Skipping it” [17] [6] [22]. 

None of the antipatterns were enlisted following a logical order. As per content 
related logical order, antipatterns, when applicable, demonstrated to follow a 
logical order. For instance, Tanzer and Mahmood both placed a summary at the 
last section of the antipattern [6] [21]. However, there is no common consensus 
in the order of important types of content like causes, consequences and 
solutions as they all developed the antipatterns according to their own style. 

In conclusion, this analysis has helped to enlighten how a classification of 
antipatterns acts as a plus in terms of readability, as a guide and identification 
of antipatterns. Also keeping a structure in the antipattern’s context makes it 
easier to understand every aspect involved when an antipattern occurs. 

Other aspect evaluated that is unquestionably important is the naming of the 
antipatterns, because it represents the cover letter for Scrum practitioners. 
Keeping naming concise and illustrative, plays an important aspect on making 
the antipattern more recognizable and independent to the need of a context to 
identify it. Logical order in the presentation of antipatterns also represents areas 
of opportunity to take advantage of while designing the Scrum antipattern 
proposal.  

Our aim is to propose a way to introduce the inspection and search of 
antipatterns as part of the continual improvement of Scrum. We consider that 
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the best way to introduce antipatterns as a complementary control is by 
associating them to the Scrum elements. In that sense, the Scrum Team will be 
able to inspect themselves into the search of hints of antipatterns from time to 
time during Scrum events. This could provide a way to detect opportunely 
deviations, situations that may lead to failure on the adoption of Scrum or even 
worse, on harming the product.  

The previous analysis stablishes the basis to elaborate the Scrum Antipattern 
proposal. In the next chapter is presented the development process follow to 
elaborate the Scrum antipatterns proposal. 
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4 Development 
 
In this section, we tackle the core of this thesis, that is the elaboration of the 
Scrum antipatterns proposal.  

4.1 Antipattern processing 
 
The elaboration of the proposal was conducted by studying the content and 
information available from the original antipattern list. As the proposal pretends 
to use the Scrum components to provide structure to the list of antipatterns, 
the first part of the process consisted on grouping all the similar antipatterns 
from the original list while using the Scrum framework to classify them. In order 
to provide even more structure, the first element from each classification 
contains the denegation of the Scrum element, for example, the first antipattern 
from the classification of the Sprint review is the “Absence of Sprint Review”, 
the rationale behind this is because the very first form of antipattern comes 
from the Lack of the given Scrum element. Then, the rest of the antipatterns 
described deviations of the Scrum element. It is important to highlight that there 
were some antipatterns that were not addressed in the original literature. 
Unpublished antipatterns consist of the development and contribution from 
own authorship. At the end of the list of antipatterns outlined by the Scrum 
framework, a set of General antipatterns is included. Table 17- shows the 
classification of the scrum element, the antipattern name, and the aggrupation 
of the original antipatterns. 
Scrum Element Agile Antipatterns Original antipatterns 
Product 
Backlog 

Absence of Product 
Backlog 

Own authorship. 

Corrupted Product Backlog Product Backlog Bankruptcy 

The Product Owner is the only person 
responsible for managing the Product 
Backlog 

Multiple Product Backlogs Using the Backlog as the only source of 
requirements 
Team Backlog 

One Product, many Product Backlogs 

ExtensiveProduct Backlog 
specification 

Big requirements document 

Ambiguous Product 
Backlog specification 

PBI Description 

Inconsistent PBI formats 

Ungroomed Product 
Backlog 

Unordered Product Backlog 

PBI Grooming 

Ungroomed Product Backlog 

The Static Product Backlog 

The Unordered Product Backlog 

Sprint Backlog Absence of Sprint Backlog Own authorship. 

Corrupted Sprint Backlog Own authorship. 

Product 
Increment 

Absence of Product 
increment 

Own authorship. 

Carried over Backlog items Sprint Workload 

Incomplete Backlog items We’ll finish that later 
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Testing in the next Sprint 

Testing in the next Sprint 

Sprint Planning Absence of Sprint Planning Own authorship. 

Too long Sprint Planning Marathon planning events 

Sprint Absence of Sprint Varying Sprint length 

Let’s change the Sprint length 

Too long Sprint Too long Sprint 

Back to back Sprints of 4 weeks or less 

Sprint corruption Customer caused disruption 

Daily Scrum Absence of Daily Scrum The twice a week Scrum 

Invaded Daily Scrum Keeping daily scrums internal to the 
development team 
Daily Scrum mini antipatterns 

Micromanaged Daily 
Scrum 

Burnout by 1000 baby steps 

Daily Scrum mini antipatterns 

The daily projector update 

The Daily Scrum as a status meeting 

Unsolved impediments The team isn’t making progress 

Too long Daily Scrum Daily Scrum mini antipatterns 

Punishing tardiness 

The 45-minute scrum 

Sprint Review Absence of Sprint Review Sprint Review 

Skipping it (Sprint Review) 

Sprint Review as meeting 
to approve Backlog items 

Sprint Review mini antipatterns 

The Product Owner as a judge 

The standing ovation 

Sprint Review as demo 
meeting 

Sprint Review mini antipatterns 

Presenting undone work 

Treating Sprint Reviews like demos 

Late or null feedback 
during Sprint Review 

Long or non-existent feedback loops 

Stakeholders aren’t involved 

The stagnant Sprint Review 

Sprint 
Retrospective 

Absence of Sprint 
Retrospective 

Business as usual 

Skipping it 

Unsolved Sprint 
Retrospective 
improvements 

Retrospective mini antipatterns 

Supperficial commitments 

Lack of participation 
during Sprint 
Retrospective 

Retrospective mini antipatterns 

Few bother to attend 

Meaningless impromenets 

50% participation 

Unconstructive Sprint 
Retrospective 

The complaint session 

Product Owner Absentee Product Owner Absent Product Owner 
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The part-time Product Owner 

Customer as a Product 
Owner 

Customer Product Owner 

Powerless Product Owner Product Owner without authority 

Scrum Master Absentee Scrum Master Own authorship. 

Scrum Master as a Project 
Manager 

Scrum Master as Project Manager 

The dreaded Scrum Lord 

Acting as the janitor 

Development 
Team 

Absentee Development 
team 

Own authorship. 

Powerless Development 
team 

Organization vs self-organization 

Feature Factory Feature Factory 

Semi-functional 
Development team 

Semi-functional teams 

Teams that are not cross-functional 

Lacking Necessary Skills 

General Faking Agile Don’t Mix Old Approaches with Agile 
Software Development Approaches 
Don’t Force Traditional Job Behaviors to 
Agile Software Development 
Don’t Force Traditional Project 
Management Concepts to Agile Software 
Development 
Don’t Creep Old Bureaucracy in Agile 
Software Development 
Business Agility 

Agile Theater 

Waterfall Organization – Agile projects 

Release Process 

Wait your turn 

Architecture collapse Don’t Assume a Tacit, Implicit 
Understanding of Architecture, its Scope, 
and the Architect’s Role and Responsibility 
Don’t Build an Ivory Tower 

Architecture Breakdown 

Cutting corners 

Letting debt built up 

Tailoring Agile Ad hoc, not agile 

Tailoring Agile 

Don’t Use Agile Practices out-of-the-box 
without Adapting to your Own Needs 

Copying practices without 
questioning 

Turning scrum into Best Practices 

Because they said so 

Table 17 Classification of original antipatterns according to Scrum Elements 

4.2 Scrum Antipattern relationship 
After the study, also relationships between antipatterns was discovered as some 
of the antipatterns have a strong causality and consequentiality relationship. 
Table X. shows relationships between antipatterns. 
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Agile Antipatterns Related Antipatterns 

Absence of Product Backlog Absentee Product Owner 

Powerless Product Owner 

Absentee Scrum Master 

Corrupted Product Backlog Powerless Product Owner 

Ungroomed Product Backlog 

Absentee Product Owner 

Customer as a Product Owner 

Powerless Development Team 

Feature Factory 

Multiple Product Backlogs Architecture collapse 

Corrupted Product Backlog 

Powerless Development Team 

Extensive Product Backlog specification Faking Agile 

Absentee Product Owner 

Ambiguous Product Backlog specification Absence of Sprint Review 

Absence of Sprint Planning 

Absentee Product Owner 

Ungroomed Product Backlog Corrupted Product Backlog 

Ambiguous Product Backlog specification 

Absence of Sprint Planning 

Absence of Sprint Review 

Absentee Product Owner 

Powerless Product Owner 

Absence of Sprint Backlog Corrupted Sprint Backlog 

Absence of Product increment 

Carried over Backlog items 

Absence of Sprint Planning 

Absentee Scrum Master 

Powerless Development Team 

Corrupted Sprint Backlog Ambiguous Product Backlog specification 

Ungroomed Product Backlog 

Corrupted Sprint Backlog 

Sprint corruption 

Absence of Sprint Planning 

Absentee Scrum Master 

Powerless Development Team 

Feature Factory 

Absence of Product increment Architecture collapse 

Ungroomed Product Backlog 

Absence of Sprint Backlog 

Carried over Backlog items 
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Incomplete Backlog items 

Absence of Sprint Planning 

Powerless Development Team 

Semi-functional Development Team 

Carried over Backlog items Architecture collapse 

Incomplete Backlog items 

Powerless Development Team 

Semi-functional Development Team 

Sprint corruption Ambiguous Product Backlog specification 

Ungroomed Product Backlog 

Absence of Sprint Planning 

Customer as a Product Owner 

Powerless Product Owner 

Unexperienced Product Owner 

Absentee Scrum Master 

Powerless Development Team 

Incomplete Backlog items Ambiguous Product Backlog specification 

Ungroomed Product Backlog 

Absence of Sprint Planning 

Late or null feedback during Sprint Review 

Semi-functional Development Team 

Absence of Sprint Planning Sprint corruption 

Too long Sprint Planning 

Too long Sprint 

Absentee Product Owner 

Customer as a Product Owner 

Absentee Scrum Master 

Powerless Development Team 

Feature Factory 

Too long Sprint Planning Extensive Product Backlog specification 

Ambiguous Product Backlog specification 

Ungroomed Product Backlog 

Too long Sprint Planning 

Late or null feedback during Sprint Review 

Absentee Product Owner 

Absentee Development Team 

Absence of Sprint Absence of Product increment 

Carried over Backlog items 

Sprint corruption 

Absence of Sprint Planning 

Too long Sprint Extensive Product Backlog specification 

Carried over Backlog items 
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Sprint corruption 

Absence of Sprint Review 

Late or null feedback during Sprint Review 

Absentee Scrum Master 

Absence of Daily Scrum Carried over Backlog items 

Unsolved impediments 

Too long Daily Scrum 

Absentee Scrum Master 

Scrum Master as a Project Manager 

Absentee Development Team 

Invaded Daily Scrum Faking Agile 

Sprint corruption 

Absence of Sprint Planning 

Micromanaged Daily Scrum 

Customer as a Product Owner 

Absentee Scrum Master 

Scrum Master as a Project Manager 

Powerless Development Team 

Feature Factory 

Micromanaged Daily Scrum Faking Agile 

Sprint corruption 

Invaded Daily Scrum 

Customer as a Product Owner 

Scrum Master as a Project Manager 

Powerless Development Team 

Feature Factory 

Unsolved impediments Micromanaged Daily Scrum 

Absentee Scrum Master 

Absentee Development Team 

Powerless Development Team 

Too long Daily Scrum Absence of Daily Scrum 

Invaded Daily Scrum 

Micromanaged Daily Scrum 

Customer as a Product Owner 

Absentee Scrum Master 

Scrum Master as a Project Manager 

Powerless Development Team 

Absence of Sprint Review Absence of Product increment 

Unsolved impediments 

Late or null feedback during Sprint Review 

Absentee Product Owner 

Absentee Scrum Master 
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Sprint Review as meeting to approve 
Backlog items 

Ungroomed Product Backlog 

Absence of Sprint Review 

Late or null feedback during Sprint Review 

Absentee Product Owner 

Customer as a Product Owner 

Absentee Scrum Master 

Powerless Development Team 

Feature Factory 

Sprint Review as demo meeting Faking Agile 

Absence of Product increment 

Incomplete Backlog items 

Unsolved impediments 

Absence of Sprint Review 

Sprint Review as meeting to approve 
Backlog items 
Late or null feedback during Sprint Review 

Absentee Product Owner 

Absentee Scrum Master 

Late or null feedback during Sprint Review Ungroomed Product Backlog 

Absence of Product increment 

Carried over Backlog items 

Sprint Review as demo meeting 

Absentee Product Owner 

Customer as a Product Owner 

Powerless Product Owner 

Absentee Scrum Master 

Powerless Development Team 

Absence of Sprint Retrospective Absence of Product increment 

Lack of participation during Sprint 
Retrospective 
Absentee Scrum Master 

Absentee Development Team 

Powerless Development Team 

Unsolved Sprint Retrospective 
improvements 

Ungroomed Product Backlog 

Absence of Sprint Planning 

Unsolved impediments 

Absentee Scrum Master 

Lack of participation during Sprint 
Retrospective 

Ambiguous Product Backlog specification 

Absence of Sprint Retrospective 

Absentee Product Owner 

Absentee Scrum Master 

Absentee Development Team 

Unconstructive Sprint Retrospective Unsolved Sprint Retrospective 
improvements 
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Lack of participation during Sprint 
Retrospective 
Absentee Scrum Master 

Scrum Master as a Project Manager 

Absentee Product Owner Faking Agile 

Ungroomed Product Backlog 

Absence of Sprint Backlog 

Absence of Sprint Planning 

Sprint Review as meeting to approve 
Backlog items 
Lack of participation during Sprint 
Retrospective 

Customer as a Product Owner Faking Agile 

Absence of Product Backlog 

Corrupted Product Backlog 

Ungroomed Product Backlog 

Sprint corruption 

Absence of Sprint Planning 

Micromanaged Daily Scrum 

Sprint Review as meeting to approve 
Backlog items 
Absence of Sprint Retrospective 

Absentee Product Owner 

Powerless Development Team 

Powerless Product Owner Faking Agile 

Ambiguous Product Backlog specification 

Ungroomed Product Backlog 

Powerless Product Owner 

Absentee Scrum Master Faking Agile 

Tailoring Agile 

Absence of Sprint Planning 

Absence of Sprint 

Absence of Sprint Review 

Absence of Sprint Retrospective 

Scrum Master as a Project Manager Faking Agile 

Micromanaged Daily Scrum 

Unsolved impediments 

Absentee Scrum Master 

Powerless Development Team 

Absentee Development Team Faking Agile 

Absence of Product increment 

Carried over Backlog items 

Incomplete Backlog items 

Lack of participation during Sprint 
Retrospective 
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Powerless Development Team Faking Agile 

Corrupted Product Backlog 

Sprint corruption 

Micromanaged Daily Scrum 

Sprint Review as meeting to approve 
Backlog items 
Customer as a Product Owner 

Scrum Master as a Project Manager 

Feature Factory Faking Agile 

Corrupted Product Backlog 

Corrupted Sprint Backlog 

Sprint corruption 

Invaded Daily Scrum 

Micromanaged Daily Scrum 

Customer as a Product Owner 

Scrum Master as a Project Manager 

Powerless Development Team 

Semi-functional Development Team Faking Agile 

Absence of Product increment 

Carried over Backlog items 

Incomplete Backlog items 

Absence of Sprint Review 

Absence of Sprint Retrospective 

Lack of participation during Sprint 
Retrospective 
Absentee Development Team 

Powerless Development Team 

Faking Agile Micromanaged Daily Scrum 

Too long Daily Scrum 

Powerless Product Owner 

Scrum Master as a Project Manager 

Powerless Development Team 

Feature Factory 

Semi-functional Development Team 

Architecture collapse Absence of Sprint Planning 

Corrupted Product Backlog 

Incomplete Product Backlog Items 

Too long Sprint 

Powerless Development Team 

Feature Factory 

Tailoring Agile Absentee Scrum Master 

Faking Agile 

Copying practices without questioning Faking Agile 
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Powerless Development Team 

Absentee Scrum Master 

Table 18 Antipattern's relationship. 

4.3 Scrum Antipattern structure 
In order for the antipatterns to be easily understood, we decided to classify them 
according to the Scrum events, Scrum artifacts and Scrum Team that makes 
up Scrum. The rationale behind doing such classification is that it could help 
any Scrum practitioner independently to their level of expertise to visualize the 
connection between the antipattern and the component of Scrum that is being 
affected. There is a set of antipatterns that are independent to these components 
but affect in a general way to the Agile methods. All the described antipatterns 
follow the same structure as described below: 

Name: A name that can easily be recognized and presents the antipattern in an 
understandable way. 

Summary: This is element contains a brief sentence that describes the 
antipattern. 

Context: In this element it is presented the antipattern in detail and the reasons 
because it is a problem. 

How to detect: In this part you can expect to find presented as vignettes some 
of the visible signs and symptoms that can tell you the company is suffering 
this antipattern. 

Roles involved: This element contains the roles that are part of the problem 
and solution of the antipattern, in some cases you might find also external 
stakeholders like managers and customers that influence on the antipattern. 

Causes: This element breaks down the antipattern on the multiple factors that 
trigger the antipattern presented as vignettes.  

Consequences: This element provides information presented as vignettes about 
the side effects that are carried out due to the antipattern. 

Solution: This element provides insights on how to face the antipattern and 
provides ways to act and remove it presented as vignettes. 

Related antipatterns: This refers to antipatterns that might be part of the 
cause or can be related as both are presented very commonly together. 

Sources: This element contains information of the bibliography that was used 
to  
Also known as: This element contains the original name from the consulted 
bibliography. 
To present the antipatterns in a friendly format and in a way that could serve 
as a guide, we used as a reference the model presented on the Brada and Picha’s 
Antipatterns Catalogue [23] as shown in Figure 5. 
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Figure 5 Brada and Picha’s Antipattern proposal

However, we made some amendments to the structure as we considered it can 
provide more clarity to understand the antipattern. Some of this modification 
included the split of the element “Symptoms and consequences” by leaving one 
item exclusively to consequences and another element dedicated to present 
hints on how to detect the antipattern. An important element added that plays 
part into the detection of the antipattern is the role involved, as it provides more 
options to detect and focus the efforts when trying to mitigate the antipattern. 
Another modification was the order of the antipatterns, to improve readability 
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and comprehension, we changed the order to explain first the causes, then the 
consequences and finally the solution. Finally, we also added one extra element, 
that is the roles involved and removed the notes element. Another aspect to 
consider is the importance of the naming because as discussed in the previous 
chapter, some antipatterns naming were not very intuitive. This difficults 
comprehension and connection with the Scrum components. 

4.4 Scrum Antipatterns 
Our proposal displays the structure of antipatterns by grouping them into the 
elements that compose the Scrum Framework. Another aspect to consider is 
that all antipatterns start with the first one by describing the “lack of” the 
corresponding element or the “absence of” in the case of Scrum Team. The 
rationale behind this decision is because be noticed that the first and obvious 
deviation that was also supported by the literature previously reviewed surges 
when Scrum events are skipped, Scrum artifacts are underestimated and roles 
from the Scrum Team are not fulfilled. Followingly, the rest of the antipatterns 
are dedicated to explain different deviations of the Scrum component in 
question. Table X presents the full list of Scrum antipatterns: 

Scrum Element No. Name 

Product Backlog 

1 Absence of Product Backlog 

2 Corrupted Product Backlog 

3 Multiple Product Backlogs 

4 Extensive Product Backlog specification 

5 Ambiguous Product Backlog specification 

6 Ungroomed Product Backlog 

Sprint Backlog 

7 Absence of Sprint Backlog 

8 Corrupted Sprint Backlog 

Product Increment 

9 Absence of Product increment 

10 Carried over Backlog items 

11 Incomplete Backlog items 

Sprint Planning 

12 Absence of Sprint Planning 

13 Too long Sprint Planning 

Sprint 

14 Absence of Sprint 

15 Too long Sprint 

16 Sprint corruption 

Daily Scrum 

17 Absence of Daily Scrum 

18 Invaded Daily Scrum 

19 Micromanaged Daily Scrum 

20 Unsolved impediments 

21 Too long Daily Scrum 

Sprint Review 22 Absence of Sprint Review 
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Scrum Element No. Name 

23 Sprint Review as meeting to approve Backlog items 

24 Sprint Review as demo meeting 

25 Late or null feedback during Sprint Review 

Sprint Retrospective 

26 Absence of Sprint Retrospective 

27 Unsolved Sprint Retrospective improvements 

28 Lack of participation during Sprint Retrospective 

29 Unconstructive Sprint Retrospective 

Product Owner 

30 Absentee Product Owner 

31 Customer as a Product Owner 

32 Powerless Product Owner 

Scrum Master 

33 Absentee Scrum Master 

34 Scrum Master as a Project Manager 

Development Team 

35 Absentee Development Team 

36 Powerless Development Team 

37 Feature Factory 

38 Semi-functional Development Team 

General 39 Faking Agile 

40 Architecture collapse 

41 Tailoring Agile 

42 Copying practices without questioning 
Table 19 Full list of antipattern's proposal 

The following section contains the development of the Scrum Antipatterns 
proposal. 
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4.4.1 Product Backlog 
4.4.1.1 Absence of Product Backlog 
Name: Absence of Product Backlog 

Summary: This antipattern occurs when there is no formal Product Backlog, it 
is unknown or unreachable for the team. 

Context: There are situations in Scrum where there is no Product Backlog 
created, not to mention groomed or prioritized. The team lacks of a 
formal, visible and available Product Backlog to outline the product 
vision. This is a problem because it is an indicator of poor product 
vision, neglection on the use of Agile and can lead to the 
development of useless features.  

Roles involved: • Product Owner 
• Scrum Master 

How to detect: • There is no formal Product Backlog, the team operates as usual 
with traditional requirements specification from a customer or 
department. 

• There is the excuse that there is no need to change already 
stablished processes of work orders and switching to a Product 
Backlog. 

• Thinking that other source of requirements can substitute the 
need of a Product Backlog. 

• When teams don’t have recorded their Product Backlog neither 
in a whiteboard or a management tool. 

• When requested, no one can show or point out to the location of 
the Product Backlog. 

Causes: • Lack of Product Owner position. 
• Powerless Product Owner. 
• Neglection from the Product Owner on creating and managing 

the Product Backlog. 
• The team lacks of product vision, they are given work orders, 

requirements and are seen just as developers. 
• Sometimes the Product Backlog is obviated as there is a Sprint 

Backlog, due to neglection or simple ignorance. 
• Sometimes there is a Product Backlog but due to organization 

dynamics, it is unreachable to the team. The team may have or 
not visibility of it but they are not allowed to decide over it. 

• Product Owners are hermetic and decide to create the Backlog 
by their own without involving the rest of the team, a 
disconnection occurs and even when the Backlog exists the 
team is unaware of it. 

• Product Owners or managers not sharing the Product Backlog 
until it is ready and perfectly detailed. 

Consequences: • Working for several Sprints building useless features. 
• The Development Team does not share the same product vision 

as the rest of the team. 
• The Development Team ends up working on unrelated items to 

the Product Backlog. 
• Promotes the establishment of hierarchies where only the 

privileged members are allowed to decide the Development 
Team’s workload. 

• Delay on the adoption of Scrum and encouragement of 
misconceptions. 

Solution: • Ensure that the figure of Product Owner exists and is 
empowered. 
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• Ensure that there are available resources, coaching and proper 
Agile training at disposition of the team and the Product Owner. 

• Ensure that Agile teams, are involved in the vision and 
development of the product and participate actively in the 
Product Backlog creation. 

• Remove organization dynamics that promote the misconception 
that a Product Backlog can be substituted with any other 
process. 

• Align departments, customers and external service providers to 
the Scrum framework, this avoids that the company ends up 
with a hybrid of Agile and eliminates interferences with the 
Agile transformation. 

• Ensure that Product Owners have tools or resources available 
to record the Product Backlog. 

• Ensure that all Scrum Team members are able to point out 
where is the Product Backlog stored. 

• Allow Scrum Teams to decide what tools to use for managing 
the Product Backlog, where will it be stored and how will be 
groomed. 

• The Scrum Master must make sure that Product Owner and 
Development Team collaborate on creating and refining the 
Product Backlog instead of waiting until it is ready. 

Related antipatterns: • Absentee Product Owner 
• Powerless Product Owner 
• Absentee Scrum Master 

Sources: • This antipattern is from own authorship, as a result of the 
proposal to elaborate antipatterns as a result of the lack or 
absence of Product Backlog. From previous work experiences 
and the study of Scrum Buts related to Product Backlog, this 
antipattern was focused on exposing the deviations and 
scenarios where the team does not even know about the 
existence of a Product Backlog. 

Also known as: N/A 

 
4.4.1.2 Corrupted Product Backlog 
 
Name: Corrupted Product Backlog 

Summary: This antipattern occurs when the Product Owner is has not the full 
authority over the Product Backlog, meaning that other sources like 
customers or stakeholders are able to decide over it. 

Context: This antipattern can occur as a result of a powerless Product Owner 
but also from the resistance to switch completely to the adoption of 
Scrum. This is a problem because it causes lack of autonomy of the 
Scrum Team but also messes up the product vision. Another is 
advantage is that the Product Backlog can hold several items, 
blurring the product vision and not allowing to focus on those that 
really contribute to the product development. 

Roles involved: • Product Owner 

How to detect: • This antipattern can be spotted when the Product Owner 
accepts without questioning when somebody adds new items to 
the Backlog. 

• Looking at the number of items in the Backlog, if the list is very 
long can be a hint of this antipattern. 
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• Analyze the number of items that are completed on average by 
the team, then divide the remaining items in the Backlog, if the 
resulting number is too big this is an indicator that there are 
many items in the Backlog. 

• Looking for items at the bottom of the Product Backlog, ideally, 
they should be vague rather than very detailed. 

• External sources like managers, customers or stakeholders 
constantly add unrelated items, changing constantly the 
product vision and affecting the Scrum Team’s grooming efforts. 

• Team’s loss of interest on supporting the Product Backlog 
grooming due to constant corruption of the scope. 

• The Product Backlog is used as a wish list from external 
entities to the Scrum Team. 

Causes • Misunderstanding of the concept of Product Backlog. 
• Powerless Product Owner. 
• Customer designs the product vision and roadmap. 
• Neglected defects from past releases can cause that 

stakeholders corrupt the Product Backlog by adding urgent 
fixes for the Development Team to solve. 

• External entities desire to control cost, scope and time. 

Consequences: • Items on the bottom line of the Backlog are ignored meaning 
that there will always be something more important to do. 

• As low impact defects are treated as items in the Backlog, they 
are never fixed. 

• The Product Backlog is used as first in, first out stack where 
even items with higher priority are delivered with delays 
because there were previous items committed to the customer. 

• Incorrect estimation due to underestimated items or padding 
estimates. 

• Features are not used by the customer after delivery because it 
became obsolete or the user find a workaround in the 
meantime, or it simply didn’t meet user’s needs. 

• Changes and rework on delivered features. 
• so, the Backlog grows and grows becoming unmanageable 

Solution • Encourage the Product Owner to analyze on new items and 
avoid to accept every new item without questioning. 

• Empower the Product Owner by allowing to decide and question 
new customer requests. 

• Create a Backlog with a concise and prioritized list. 
• Create a shorter and manageable Backlog. 
• When the Product Backlog gets unmanageable a good option is 

just to start over and create a new one. 
• Change the organizational structure so that the team is able to 

decide on product development and are not only seen as 
software developers. 

• Scrum Masters can help by coaching the Scrum Teams to adopt 
a product vision. 

• Reinforce a zero-defect policy on deployed user stories to reduce 
the number of urgent defects or fixes that will be left at the 
bottom of the Product Backlog. 

• Switch Scrum Team’s mindset from creating a product as a 
cooking recipe to building a product based on customer 
feedback and changing direction constantly. 

Related antipatterns: • Powerless Product Owner 
• Ungroomed Backlog 
• Absentee Product Owner 
• Customer as a Product Owner 
• Powerless Development Team 
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• Feature Factory 

Sources: • Quick Glance at: Agile antipatterns. In this work, the 
antipattern is addressed from the several perspectives, from 
items added by external entities, to items added due to 
negligence from previous releases.  

• We use Scrum, but: Agile Modifications and Project 
Success. In this work, the antipattern presents a case study 
where the author describes that Product Owners have an 
opinion on the Product Backlog but are not empowered to fully 
manage it.  

Also known as: • Product Backlog Bankruptcy 
• The Product Owner is the only person responsible for managing 

the Product Backlog 

 
4.4.1.3 Multiple Product Backlogs 

 
Name: Multiple Product Backlogs 

Summary: This antipattern occurs when items related to internal work are 
separated from the main Product Backlog causing incomplete 
prioritization of PBI’s. 

Context: There is no prioritization on internal improvement, items are often 
delayed and postponed because the team has much pressure to 
deliver new features. This is a problem because delaying 
improvements only causes bigger issues in the future. Also, having 
a separate Backlog is an indication of the lack of empowerment of 
the team to choose and decide over the Sprint scope 

Roles involved: • Development Team 
• Product Owner 

How to detect: • There are many sources from which teams select items to work 
on during the Sprint. 

• There is never the right time to refactor.  
• There is always something more important than putting efforts 

on refactoring.  
• Having a separate list that holds all the internal items to 

address. 
• Look for postponed improvements 
• The team is demotivated about suggesting technical 

improvements. 
• The team secretly works on items that are needed to complete 

the original selected items. 
• Traditional requirements documentation as an alternate work 

source to the Product Backlog. 

Causes • Lack of control over Sprint scope by team. 
• Lack of Development Team’s empowerment to choose what they 

want to work on, so they are forced to create an internal 
Backlog. 

• Underestimated refactoring or architectural items. 
• Team’s need to not forget important design, fixes and 

refactoring concerns. 
• The Product Owner prioritizing other user stories over 

refactoring. 
• Product Owner with has influence over technical aspects. 
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Consequences: • The Product Owner lacks of empathy on the Development 
Team’s needs. 

• The Product Owner cannot see the business value delivered by 
the items managed in an alternative source, to prioritization is 
incomplete. 

• Lack of transparency and communication between the 
development team and the Product Owner. 

• The Product Owner is unable to assess the business value from 
technical improvements. 

• Less proactivity to suggest improvements as the team is more 
focused on delivering visible functionality 

• The Development Team focusses only on proposing changes to 
critical improvements. 

• Development Team doing the minimum work necessary, 
avoiding work overload. 

• Extensive Product Backlog as it is used to record 
improvements, and fixes that the team does not want to forget 
about. 

Solution • An empowered self-organized team. 
• Educate Product Owner and other stakeholders to respect the 

Development Team's needs. 
• The Scrum Master must be alert and able to help and coach the 

team and the Product Owner to coexist ceding and discussing 
over Backlog items. 

• Fix immediately important issues and avoid piling them up in 
an alternate Backlog.  

• Avoid overloading the team and designate part of the work to 
refactor. 

• Practice and train on refactoring techniques as whole team. 
• Test Driven Development can also be beneficial to get feedback 

quickly. 
• Include technical concerns in the retrospective session. 
• Provide support to ensure that Teams successfully 

communicate the adverse effects of ignoring technical PBIs. 
• Educate Development Teams to discuss adverse effects in terms 

of quality and costs. 
• The Product Owner must provide transparency on the rationale 

behind the Product Backlog’s order in terms of business value 
or risk reduction. 

• Instruct Development Teams to commit to stick to an only 
source of Product Backlog. 

• The Scrum Master can provide coaching on how to find a clear 
agreement of the team and Product Owner on any aspect of the 
management of the Product Backlog. 

Related antipatterns: • Architecture collapse 
• Corrupted Backlog 
• Powerless team 

Sources: • Quick Glance at: Agile antipatterns. In this work, the 
antipattern addresses several issues related to the Product 
Backlog, focused mainly on the side effects carried to the 
management of the Development Team’s needs. 

• We use Scrum, but: Agile Modifications and Project 
Success. In this work, the antipattern presents cases where 
Development Teams need to respond to customer demands and 
the usage of requirements documents as an additional source 
to the Product Backlog. 

• Fixing your Scrum: In this work, the author uses the term 
“Bug Backlog” as an alternate Backlog managed by the team 
and alerts on the potential damage of managing an alternate 
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Backlog like the development of unfunctional and lack of 
cohesion of the product. 

Also known as: • Team Backlog 
• Using the Backlog as the only source of requirements 
• One product, many Product Backlogs 

 

4.4.1.4 Extensive Product Backlog specification 
 
Name: Extensive Product Backlog specification 

Summary: Items in the Product Backlog are very detailed, contain extensive 
specifications and big confusing requirements. 

Context: Sometimes Product Backlog items can become extensive and the 
causes may range from a need to control and plan ahead to very 
detailed and extensive, This antipattern can be a result of a still 
remaining waterfall approach in the organization and old practices. 
This is a problem because it leads to useless upfront planning and 
conflicts with traditional processes. 

Roles involved in the 
solution: 

Product Owner 

How to detect: • When the Product Owner works on creates Product Backlog 
items many Sprints in advance. 

• When the Development Team does not know the Product 
Backlog until the Product Owner finished it and imposes it to 
the team. 

• When items are detailed thoroughly, step by step. 
• If all items in the Backlog are fully detailed. 
• If the Development Team is struggling to understand 

documentation full of pompous words. 

Causes • A need of estimation and certainty from the Product Owner or 
external entities. 

• The need of a detailed plan from traditional software 
management approach. 

• Fear of not having covered or documented all the design-related 
concerns. 

• Product Backlog items as a wish list from external entities. 
• Need to know technical feasibility in advance. 
• Architecture breakdown issues, so the items description get 

really long because it includes all the rules to take care or avoid 
to forget. 

• Lack of training of teams new to Scrum, documenting the 
Product Backlog in the traditional way. 

Consequences: • Requirements not understood correctly. 
• Difficult for the team to decide which requirements are more 

business critical or not due to confusing documentation.  
• Difficulty for the team on deciding which PBIs implement next. 
• Wasted work due to requirements gathered up-front and 

constantly changing context. 
• Waste of all the time spent on planning. 

Solution • Describing items using the format of user stories or easy to 
understand use cases. 

• Documenting Product Backlog items by including end-user 
value. 
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• Use part of the Sprint Planning to groom the Product Backlog 
and between Product Owner and the Development Team 
elaborate items into user stories. 

• Do not confuse writing concise specifications with writing 
extensive documentation. 

• Encourage creation of the Product Backlog from discussion and 
collaboration instead of documentation. 

• Create awareness that gathering assumptions upfront does not 
add value as those are mere illusions 

• Sometimes extensive PBIs are a sign that they may need to be 
break down. 

Related antipatterns: • Faking Agile 

Sources: • Exploring ScrumBut - An empirical study of Scrum anti-
patterns. In this work, the antipattern is presented as a side 
effect of a waterfall thinking of the company. 

Also known as: • Big requirements documentation  

 

4.4.1.5 Ambiguous Product Backlog specification 
 
Name: Ambiguous Product Backlog specification 

Summary: Items in the Product Backlog are ambiguous, containing unclear 
specifications and confusing requirements. 

Context: This antipattern occurs as a side effect of ineffective Product 
Backlog grooming, lack of collaboration with end-users and Product 
Owners and Scrum Masters neglection. This is a problem because it 
blurs product vision, produces waste of time from the Sprint on 
trying to guess the meaning and scope of the Product Backlog 
items.  

Roles involved: • Product Owner 
• Scrum Master 

How to detect: • Product Backlog item descriptions do not convey any 
meaningful information. 

• Product Backlog items lack of acceptance criteria. 
• Inconsistent product backlog item formats. 

Causes • Teams and Product Owners struggling to convey into using a 
particular format to describe Product Backlog items. 

• Teams receiving create meaningless and confusing 
requirements from the Product Owner or customers. 

 

Consequences: • Completely Different understanding of the Product Backlog 
items between Product Owner and Development Teams. 

• Unneeded work due to misunderstanding and communication 
gaps between Product Owner and Development Team. 

• The Product increment delivered after the Sprint does not meet 
Product Owners and customers’ expectations. 

• Team frustration, as they do not receive positive feedback for 
their work, despite working hard to deliver it. 

Solution • Ensure that all PBIs contain a description, business value, 
order and estimation according to the Scrum guide. 
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• The Scrum Master can provide coaching so that the Product 
Owner ensures that Product Backlog items are clear to all the 
Development Team members. 

• Scrum Masters also are in charge on ensuring that Product 
Owners maintain collaboration and communication on the 
limits of Product Backlog items. 

• Development Teams must be able to ask directly to customers 
or relevant stakeholders in order to answer any additional 
question. 

Related antipatterns: • Ungroomed Backlog 
• Absence of Sprint Review 
• Absence of Sprint Planning 
• Absentee Product Owner 

Sources: • Challenges with Agile in a System Development. In this 
work, the author described the antipattern in a context where 
Product Backlog items are poorly described, lacking adequate 
detailing and making it difficult to break it down into the tasks 
needed to develop them. 

• Fixing your Scrum. In this work, apart from describing the 
antipattern, the author provides examples of formats available 
and attributes required to make an item more understandable. 

Also known as: • PBI Descriptions 
• Inconsistent PBI formats 

 
4.4.1.6 Ungroomed Product Backlog 

 
Name: Ungroomed Product Backlog 

Summary: This antipattern occurs when the Backlog is disorganized, 
incomplete, Product Backlog items are outdated and lack of detail. 

Context: This antipattern occurs sometimes as a result of a powerless 
Product Owner, also when people in the position are forced to 
switch roles with their every day job. This is a problem because 
product vision gets blurred, carrying on inefficiency into the Sprint 
Planning meeting, marathonic meetings and confusion for the 
Development Team. 

Roles involved: Product Owner 

How to detect: • Product Backlog items priority and order is not discussed 
between Product Owner and Development Team. 

• Product Backlog items are not updated in a regular basis. 
• Items were added to the Product Backlog on the very beginning 

but they are not reviewed or updated since then. 
• Items on the Product Backlog lack of estimation and other 

relevant attributes. 
• During the Sprint Planning when the Development Teams asks 

questions about some items, the Product Owner is unable to 
answer them, thus, the description does not provide meaningful 
information. 

Causes • Lack of communication between Product Owner and 
Development Team. 

• Lack of initiative on taking time to groom the Product Backlog 
during Sprint Planning sessions. 

• Product Owners ignoring Development Teams input at their 
own peril. 
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• Lack of time from the Product Owner to ensure that Product 
Backlog items are correctly specified from stakeholder’s input. 

• Negligence of Product Owners on grooming Product Backlog 
items during Sprint Review sessions. 

• Product Owners have an alternate role, meaning that in their 
day to day they struggle to keep their current activities while 
complying with their duties as Product Owner. 

• A powerless Product Owner unable to say no to new random 
requirements from external entities. 

• Lack of a Scrum Master position or a dedicated Scrum Master 
to coach the team to perform grooming sessions. 

Consequences: • Waste of time during Sprint Planning as the Development Team 
is not sure on what items to select. 

• Sprint Planning sessions get larger as long discussions arise in 
order to understand the requirements. 

• As new random items are constantly added to the Product 
Backlog, current Sprint’s work became useless, the 
Development Team is forced to add and change items at the 
middle of the Sprint and Grooming the Product Backlog 
becomes pointless.  

• An ungroomed Product Backlog prevents the Scrum Team from 
having effective planning sessions. 

• A powerless Product Owner may lack support from to invest 
time and resources in grooming the Product Backlog. 

• When Product Backlog items are not sized correctly, the team is 
unable to pick many of those items into the Sprint Backlog. 

• Development of useless features due to an outdated Product 
Backlog. 

Solution • Grooming the Product Backlog in a Sprint to Sprint basis. 
• Team and Product Owner must work together to groom the 

Product Backlog on a Sprint basis in order to prepare for the 
Sprint Planning meeting. 

• The Scrum Master must coach the management and Product 
Owner to create awareness on the importance of Product 
Backlog grooming. 

• The Product Owner role must be recognized by the organization 
as a career and an independent position. 

• Scheduling regular grooming sessions per Sprint in advance 
with the Scrum Team. 

• In order to keep effective grooming sessions, the Scrum Team 
must focus only on detailing items from 2 to three Sprints, the 
rest can remain vague. 

• The development Team must collaborate with the Product 
Owner to identify any missing items.  

• The Development Team must collaborate to add technical 
detail, acceptance criteria and dependencies to existing items 
on the Product  

• When product backlog items are too large, the Development 
Team can help the Product Owner to break down these items. 

• Ensure that support from a Scrum Master is available to coach 
the team on how to perform grooming sessions.  

Related antipatterns: • Corrupted Backlog 
• Ambiguous Backlog specification 
• Absence of Sprint Planning 
• Absence of Sprint Review 
• Absentee Product Owner 
• Powerless Product Owner 

Sources: • Exploring ScrumBut - An empirical study of Scrum anti-
patterns. In this work some of the consequences of the 
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antipattern are described, like the lack of vision of the product, 
and the development of useless features. Also provides 
recommendations from the company perspective and 
recommendations from the Scrum point of view. 

• Challenges with Agile in a System Development. This work 
describes how developers and testers are affected by an 
ungroomed Product Backlog, it also points out that one of the 
common reasons is due to a lack of dedicated Scrum to coach 
the team to perform grooming sessions. 

• Agile adoption mistakes you must avoid. In this work, the 
Product Backlog is described as a living document that needs 
constant update. 

• Fixing your Scrum. In this work, this antipattern is described 
in two different approaches, the first one, the static Product 
Backlog in which the author describes how Product Owners 
detail all the Backlog in advance to keep updates at a 
minimum. The second one describes the unordered Product 
Backlog and presents scenarios where Product Owners 
prioritized most of the items as very important and do not order 
the Product Backlog item’s list. 

Also known as: • Unordered Product Backlog 
• PBI Grooming 
• Ungroomed Product Backlog 
• The Static Product Backlog 
• The Unordered Product Backlog 

 
4.4.2 Sprint Backlog 
4.4.2.1 Absence of Sprint Backlog 
 
Name: Absence of Sprint Backlog 

Summary: This antipattern occurs when there is no formal Sprint Backlog, it 
is unknown, unreachable for the team or confused with the Product 
Backlog. 

Context: This antipattern occurs when Scrum Teams skip the creation of a 
Sprint Backlog. Development Teams may confuse the Sprint 
Backlog with the Product Backlog or they may be just picking items 
from the Product Backlog without a common purpose. This is a 
problem because it can lead to less collaboration, more 
individualism among team members, slower progress and no 
Product increment delivered at all. 

Roles involved: • Development Team 
• Scrum Master 

How to detect: • There is no visible Sprint Backlog 
• It is hard to identify a goal for the Sprint out of the randomly 

selected items on the Sprint Backlog. 
• The Product Backlog is confused with Sprint Backlog. 
• The Sprint Backlog is just a copy paste of some items in the 

Backlog. 
• Items in the Sprint Backlog are unrelated, seeming like a 

random assortment and do not provide value together. 
  

Causes • The belief that there is just one Backlog and not knowing that it 
is a separate thing or how to differentiate them. 

• There is no Sprint goal formally defined. 
• Lack of the figure of a Scrum Master coaching the team to 

perform the Sprint Planning. 
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• Lack of training on the differentiation of a Product Backlog and 
Sprint Backlog. 

• Scrum Teams working on the development of unrelated 
features. 

• Some software project management tools automate the creation 
of a Sprint Backlog, by moving undone work and automatically 
assigning new items. 

• The Development Team may be deliberately carrying over 
unfinished or already ordered items without questioning. 

• The Sprint Backlog is unreachable for the team as the Product 
Owner or any other external entity manages and assigns work 
and estimations. 

• Lack or poorly carried out Sprint Planning. 

Consequences: • Not having a Sprint Backlog prevents the team to inspect and 
perform Sprint Planning. 

• Working on multiple features at a same time with no visible 
progress for several Sprints, as the Development Team has not 
one feature as a goal in common. 

• Lack of verification on Backlog items as they are selected from 
an ordered stack. 

• Risk on developing features out of outdated information. 
• More likely that the team does not collaborate actively as 

everyone pick their own work. 
• Difficulty to know if the Sprint was successful or not because at 

the end teams have a little bit done of many lots of things but 
nothing concrete. 

• Creating a sense of unfinished work may cause a lack of 
motivation and increase conflicts with the Product Owner or 
stakeholders after Sprint Reviews. 

Solution • Ensure that the figure of Scrum Master is available for the 
Development Team to coach them on how to create their Sprint 
Backlog. 

• Teaching on the differences between Product Backlog and 
sprint Backlog and the importance of having both. 

• Ensure that the Sprint goal is properly defined, this will help 
that selected items have a relationship and provide value all 
together. Also provides guidance during the Sprint on the 
objective that the Scrum Team wants to achieve. 

• Ensure that the figure of Scrum Master is available for the 
Development Team to coach them on performing Sprint 
Planning. 

• When using software project management tools ensure that all 
the committed items were previously inspected and analyzed. 

• Do not carry over unfinished work to the next Sprint without 
questioning. 

• The Development Team may be deliberately carrying over 
unfinished or already ordered items without questioning. 

• The Sprint Backlog is unreachable for the team as the Product 
Owner or any other external entity manages and assigns work 
and estimations. 

• Lack or poorly carried out Sprint Planning. 
• Ensure that the Development Team is fully empowered to 

manage the Sprint Backlog rather than the Product Owner or 
other stakeholders. 

Related antipatterns: • Corrupted Sprint Backlog 
• Absence of Product increment" 
• Carried over user stories 
• Absence of Sprint Planning 
• Absentee Scrum Master 
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• Powerless team 

Sources: This antipattern is from own authorship, as a result of the proposal 
to elaborate antipatterns related to the lack or absence of Sprint 
Backlog. From previous experiences and the study of Scrum Buts 
related to the Sprint Backlog, this antipattern was focused on 
exposing the side effects of not having a formal Sprint Backlog as 
part of the Scrum adoption. 

Also known as: N/A 

 
4.4.2.2 Corrupted Sprint Backlog  
 
Name: Corrupted Sprint Backlog 

Summary: This antipattern occurs when the Sprint Backlog is altered by 
external individuals rather than the Development Team. 

Context: This antipattern can occur as a result of a powerless Development 
Team, but also as added pressure from the Product Owner and 
external stakeholders. This is a problem because it causes that 
items added to the Sprint does not sum to the product and also 
affects to the autonomy of the Scrum Team.  

Roles involved: • Development Team 
• Product Owner 

How to detect: • The Sprint Backlog is used as an artifact to track productivity 
and gain insights. 

• The use of burndown charts to measure velocity and team’s 
productivity. This makes that the teams spent time on making 
sure that the metrics and charts look good.  

• Management, customers or other stakeholders force the 
Product Owner and Development Team to add items to the 
current Sprint. 

• Customers and managers requesting to add their items to the 
current Sprint. 

Causes • A focus on productivity rather than delivering value and 
building a product based on market demands. 

• The abuse of tracking burndown charts as a measure of velocity 
and team’s productivity. 

• Lack of team’s autonomy and empowerment. 
• Product Owner unable to reject customers or management 

demands. 
• Remaining practices from traditional methods, were the 

Development Team is seen as a feature factory. 
• Lack of effective Sprint Planning and the definition of a common 

Sprint goal. 
• Lack of awareness from the company that items are aligned to a 

product vision. 
• An ungroomed Product Backlog with disorganized and 

incomplete Product Backlog items can also be carried out with 
the same flaws into the Sprint Backlog. 

• After the end of a Sprint, due to inexperience with Scrum, 
teams try to reverse-engineer a Sprint goal from the selected 
items, instead of the other way around. 

• Planning Sprint Backlogs several Sprints ahead. 
• The Sprint Backlog is owned by the Product Owner.  
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• The belief that items selected into the Sprint Backlog are a 
commitment and must be finished. 

Consequences: • Focusing only on the development’s team productivity can 
affect their performance, can increase stress and adds extra 
pressure on delivering fast. 

• A focus on productivity can also affect the quality of the 
Product increment as teams are more focused on meeting 
deadlines. 

• The abuse of tracking burndown charts as a measure of velocity 
and team’s productivity causes that the team focuses on 
making those charts looking good. 

• Lack of team’s autonomy and empowerment prevents the team 
from accepting requirements that may not be feasible adding 
work overload and pressure. 

• Lack of effective Sprint Planning and the definition of a common 
Sprint goal reduces team collaboration and delays the delivery 
of Product increment. 

• An ungroomed Product can cause that undefined items selected 
as part of the Sprint carry the same problems, producing waste 
of time of the Sprint on trying to understand or even worse, 
developing useless features. 

• Planning Sprint Backlogs several Sprints ahead can cause the 
development of useless features and rework. 

• A Product Owner deciding on the Sprint Backlog can cause 
work overload for the Development Team. 

• The belief that items selected into the Sprint Backlog are a 
commitment and must be finished can cause added pressure, 
work overload and burnout for the Development Team. 

Solution • Provide training on the purposes of agility in order to reinforce 
the adoption of a product vision. 

• Do not abuse of burnout charts or replace them by a visible 
dashboard containing selected items of the Sprint Backlog and 
the Sprint goal providing transparency of the rest of the team 
and stakeholders. 

• Empower the Development Team, by allowing them to select 
only the items that they feel comfortable working with. 

• Discourage the Product Owner from trying to add items to the 
Sprint Backlog, especially if the Sprint already started. 

• Encourage the Product Owner on learning to say no to all 
stakeholder’s requirements without questioning and learning 
instead to convince and persuade with solid arguments why the 
selected items are beneficial for the project. 

• Avoid implementing Scrum adoption only to the IT/Software 
departments, instead ensure that the whole company is in 
synchrony. 

• The Scrum Master can coach the Development Team to perform 
effective Sprint Planning and correctly define a common Sprint 
goal. 

• Perform grooming sessions in a Sprint basis and review Backlog 
items before adding them to the Sprint Backlog. 

• Make sure that all items added to the Sprint Backlog are clear 
for the Development Team and the Product Owner. 

• Do not skip Sprint Planning sessions. 
• Plan one Sprint Backlog per Sprint, avoid planning Sprint 

Backlogs Sprints ahead. 
• Ensure that teams and stakeholders understand that selected 

items are only a forecast and not a commitment, meaning that 
they are not obligated to deliver all of the items as it is just an 
approximation on what the team is able to deliver. 

Related antipatterns: • Ambiguous Backlog specification 
• Ungroomed Backlog 
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• Corrupted Sprint Backlog 
• Sprint corruption 
• Absence of Sprint Planning 
• Absentee Scrum Master 
• Powerless team 
• Feature Factory 

Sources: This antipattern is from own authorship, as a result of the proposal 
to elaborate antipatterns that describe the side effects of the 
deviation of a Scrum element, in this case the Sprint Backlog. From 
previous experience and the study of Scrum Buts related to the 
Sprint Backlog, this antipattern was focused on exposing the 
deviations and scenarios of confusion, misconception and 
neglection of the Sprint Backlog. 

Also known as: N/A 

 

4.4.3 Product increment 
4.4.3.1 Absence of Product increment 
Name: Absence of Product increment 

Summary: This antipattern occurs when teams are unable to deliver a working 
product or and unable to point out what is the Product increment 
they achieved during the Sprint. 

Context: This antipattern can occur due lack of training, ineffective Sprint 
Planning, semi functional teams or lack of collaboration. This is a 
problem because not having a working product can reduce the 
motivation of the Development Team, prevents from having progress 
on product development and reduces the adaptability to market 
demands. 

Roles involved: Development Team 

How to detect: • No one is able to define what is the Product increment and how 
it contributes to achieve the Sprint goal. 

• When documentation, a design, a mock up or a testing plan is 
considered as a Product increment. 

• When there are many impediments and dependencies that 
prevent the Development Team from delivering a Product 
increment. 

• When at the end of the Sprint the Development Team has made 
progress on many features but any single feature is completely 
finished. 

• When the Product increment delivered has not been tested, or 
integrated or ready to be deployed. In other words, the 
definition of done was not met. 

• When at the end of the Sprint the Product Owner, stakeholders 
and the Development Team’s discovered that their expectations 
are very different in regard to what they consider an increment. 

• When the Product increment delivered by the Development 
Team is not usable. 

• When there is the belief there is a lot of pending work on 
refactoring and architectural changes. 

• When Development Teams deliver wireframes or mock ups as a 
Product increment. 

• When the Development Team delivers the Product increment, it 
requires additional tasks to integrate it with the previous 
increments. 
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Causes • Lack of understanding of Scrum and Agile practices, specially 
the importance of performing a Sprint Planning and defining a 
Sprint goal. 

• Misunderstanding on the definition of done and that a Product 
increment can be any deliverable. 

• The Scrum Master may not be providing support to the 
Development Team to remove impediments and dependencies. 

• Development Team selecting product unrelated Backlog items, 
probably due to lack of coaching and lack of expertise of Scrum. 

• Misunderstanding of the Development Team that the scope of 
the Product increment can be the coding of a functionality and 
obviating testing and release processes. 

• When Scrum Teams skip Sprint Planning sessions there is no 
space to discuss and solve doubts regarding Product Backlog 
items. 

• The belief that refactoring and working on architectural items is 
not considered as a Product increment. 

• There is the belief that because wireframes or mock ups are 
deliverables that show some sort of functionality they can be 
considered as Product increment. 

• Lack of detail of all the steps and processes needed to consider 
for to integrate the Product increment to previous increments. 

• Ungroomed PBI causes a vague Product Backlog items and a 
lack of understanding emerges between the Development Team 
and the Product Owner. 

• Technical debt piled up that prevents teams from delivering a 
working product. 

• Trying to fit waterfall into Scrum prevents from achieving a 
Product increment for four to five Sprints at least. 

• The Development Team lacks the skills or people needed to 
deliver a working product. 

Consequences: • The consequence of not having a Product increment is the 
decrease on the motivation of the product development. 

• Another consequence of not having a Product increment are 
delays and discomfort from stakeholders and customers. 

• Not having a Sprint Planning session and a Sprint goal is the 
formula to not having a Product increment. 

• If impediments and dependencies are not solved, the team is 
unable to deliver a Product increment. 

• When at the end of the Sprint the Development Team has made 
progress on many features but any single feature is completely 
finished. 

• A Product increment that lacks from testing or additional 
refinement can provoke bugs after deployment. 

• The accumulation of technical debt causes that Product 
increment takes longer to be released.  

Solution • Expectations over definition of done or the acceptance criteria 
of a PBI must be agreed amongst all team members. 

• A Sprint can be focused on design or architecture as long as 
previous increments remain usable. 

• When the release of the Product increment takes longer, causes 
additional bugs and is very complex, the Development Team 
must pause and spent the Sprints needed to refactor and make 
architectural changes. 

• The increment is must be inspectable and an addition to the 
previous increments. 

• The increment must not be separated or unrelated to the whole 
product. 

• The Definition of done criteria that an increment must be 
potentially useful, in a useable condition, potentially releasable, 
inspectable and thoroughly tested. 
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• During Sprint Reviews, a good option is to question the 
Development Team if the Product Owner is able to implement 
the increments at that moment. In case the answer is no, the 
team must update their definition of done. 

• Collaboration between the Product Owner and the Development 
Team to identify all the steps needed to produce potentially 
shippable increments. 

• The Team Development Team must attend to Product Backlog 
grooming sessions in a Sprint to ensure that the understanding 
of the definition of done is met. 

Related antipatterns: • Architecture collapse 
• Ungroomed Backlog 
• Absence of Sprint Backlog 
• Carried over user stories 
• Incomplete PBIs 
• Absence of Sprint Planning 
• Powerless team 
• Semi-functional team 

Sources: This antipattern is from own authorship, as a result of the proposal 
to elaborate antipatterns that describe the side effects of the 
deviation of a Scrum element, in this case the Product increment. 
From previous experience and the study of Scrum Buts related to 
the Product increment, this antipattern was focused on exposing 
those cases where Development Teams lack of a Product increment 
and fail to deliver a working software. 

Also known as: N/A 

 

4.4.3.2 Carried over Backlog items 

 
Name: Carried over Backlog items 

Summary: This antipattern occurs when user stories are not finished and 
carried over after Sprint to Sprint. 

Context: This antipattern can occur due an accumulation of technical debt, 
poor architecture, constant interruption during the Sprint, lack of 
collaboration and skills required by the Development Team. This is 
a problem because accumulating undone work in the Sprint 
Backlog can produce rework and demotivation of the Development 
Team. 

Roles involved: Development Teams 

How to detect: • The same Backlog items are in the sprint Backlog for several 
Sprints. 

• You can spot many Backlog items in progress for several 
Sprints. 

• The Development Team selects few items from the Product 
Backlog every Sprint, but by the end of the Sprint, most 
selected items are not completed. 

• Estimates, plans, and projections keep changing frequently, 
and so the definition of done. 

• When Product Backlog items are too complex to provide an 
estimation. 

Causes • Difficulty on forecasting the amount of work required to deliver 
specific features. 
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• Large Product Backlog items that are too complex to be 
estimated. También algo que puede estar sucediendo es que 
haya dependencias que no permitan liberar. 

• Lack of expertise among team members to deliver items 
included into the Sprint Backlog. 

• Dependencies that prevent the team from delivering a working 
product. 

• Unsolved impediments. 
• Sprint timeframe defined incorrectly. 
• Accumulation of technical debt and poor architectural design 

that prevents the team from delivering a working product. 
• The Development Team is not completely dedicated, they have 

additional activities that cause a slower time of development. 
• Constant interruption after starting sprints. 
• Change of the scope and modifying items of the Sprint Backlog 

cause delays on the delivery. 
• Increase of bugs and technical complexity. 
• Releasing without testing. 
• The Development Team working individually on many items. 

Consequences: • The Development Teams start to feel stuck and experiences the 
sense that work will never end. 

• Bad estimation and trying to achieve excessive amount of work 
in a short period of time. 

• Collaboration friction and frustration inside the team. 
• Frustration inside the Development Team and pointing fingers 

to the members with less expertise. 
• Without architectural design and poor management, integrating 

Product increment becomes more complex. 
• Constant interruption after starting sprints causes confusion to 

the Development Team, added pressure and rework. 
• Changing of the scope and modifying items of the Sprint 

Backlog cause delays on the delivery. 
• The Sprint Backlog gets saturated because of the pending work, 

this worsens if Product Owners want to introduce more items. 
• Context varies from Sprint to Sprint turning such items 

outdated or making it more complex to integrate them. 

Solution • The Team should select the work for the Sprint based on its 
velocity. 

• Management and the Product Owner must avoid to decide the 
items to be selected for the Sprint. 

• Whenever the Development Team feels stuck, the Team switch 
to an incremental approach and overcome the problem bit by 
bit. 

• The Development Team must inspect continuously at the skills 
required to turn the Sprint Backlog into working functionality. 

• Support from the Scrum master with techniques to forecast the 
amount of work required to deliver Product increment. 

• Ensure that the Scrum Master supports the Development Team 
on removing impediment on a Sprint basis. 

• Ensure that the Development Team is fulltime in the 
development of the Product increment. 

• The Product Owner must avoid committing extra work to 
stakeholders. 

• The Development Teams must be empowered to reject the 
inclusion of new items at the middle of a Sprint. 

• When items get stuck in the Sprint Backlog for several Sprints 
they must be reviewed again in order to declutter and update 
with the current context. 

• Difficult to estimate, too large and complex items must be 
decomposed on smaller items. 
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Related antipatterns: • Architecture collapse 
• Incomplete PBIs 
• Powerless team 
• Semi-functional team 

Sources: • Challenges with Agile in a System Development. This work 
describes how the increase of workload at the middle of the 
Sprint affects the quality on the delivery at the end of the 
Sprint. 

• Agile adoption mistakes you must avoid. In this work, the 
antipattern describes long releases from the accumulation of 
unreleased features, how in some cases they have to rollback 
and the relationship of a bad definition of done increases the 
amount of undone work. 

Also known as: • Sprint Workload 
• Undone work long releases 

 
 

4.4.3.3 Incomplete Backlog items 
 
 
Name: Incomplete Backlog items 

Summary: This antipattern occurs when the Development Team delivers 
unfinished work. 

Context: This antipattern can occur due to several situations like, lack of 
testing, lack of automation, lack of assessment on the steps needed 
to release the increment. This is a problem because if the work is 
released it can cause defects, potential risks, resulting in angry 
customers and decrease of the confidence from stakeholders on the 
Development Team. 

Roles involved: Development Team 

How to detect: • The Development Team works individually and their work is not 
integrated before the end of the Sprint. 

• The integration is left until the last minute. 
• The Team finds many issues once the work is integrated. 
• The Team finds many issues once the work is released. 

Causes • The Development Team’s work is not continuously integrated. 
• The Development Team leaves integration activities until the 

end of the Sprint. 
• The team does not perform testing processes before delivering 

the increment. 
• Integration is performed after the end of the Sprint. 
• Large releases carry out many defects and problems. 
• Large releases can carry out rollbacks to a previous version of 

the product. 

Consequences: • Several bugs encountered after the release of the Product 
increment. 

• Stakeholders lose trust on the adoption of Scrum and the 
capacity of the Scrum Team to deliver working products. 

• Customers face problems and loses confidence on the product. 
• Rework due to rollbacked features due to defects encountered. 
• Product out of maintenance, causing the loss of customers and 

money to the company. 
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Solution • Ensure that all steps needed to release the increment is 
discussed prior to the start of the Sprint. 

• The Development Team must continuously integrate its work. 
• Ensure that testing is not left until the last minute, but in a 

constant rhythm. Testers must be performing testing processes 
at all times of the Sprint not only in the last days. 

• Discussion and agreement of the definition of done prior to the 
start of the Sprint. 

• Updating the definition of done constantly as standards and 
requirements constantly change. 

• Team must improve its development practices, testing methods, 
environments constantly. 

Related antipatterns: • Ambiguous Backlog specification 
• Ungroomed Backlog 
• Absence of Sprint Planning 
• Late or null feedback 
• Semi-functional team 

Sources: • Exploring ScrumBut – An Empirical Study of Scrum anti-
patterns. In this work, the author describes how individual 
work creates a staged development approach rather that 
promoting collaboration between Development Team members. 

• Challenges with Agile in a System Development. In this 
work, the author describes the consequences of leaving 
unfinished work and using an additional Sprint for applying 
testing methods. This causes delays on the delivery as it is very 
common that the increment does not comply with quality 
standards. 

• Fixing your Scrum. In this work, scenarios where remaining 
undone work leads to extending the Sprint length or creating a 
special Sprint to complete unfinished work. 

Also known as: • Testing in the next Sprint 
• We’ll finish that later. 

 
4.4.4 Sprint Planning 

4.4.4.1 Absence of Sprint Planning 

 
Name: Absence of Sprint Planning 

Summary: This antipattern occurs when the Sprint Planning session is 
skipped or postponed. 

Context: This antipattern can occur as a result of an absentee Scrum 
Master, unexperienced Development Team, absentee Product 
Owner, lack of understanding of the importance of carrying out 
Sprint Planning sessions or mix of all. This is a problem because 
without Sprint Planning sessions it is more complicated to achieve 
a functional Product increment. The result can range from not 
being able to deliver any concrete working product, to the delivery 
of useless work. 

Roles involved: • Development Team 
• Product Owner 

How to detect: • Product Owner might not even show up for the Planning 
meeting. 

• Development Teams does not attend to Sprint Planning. 
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• The Scrum Master do not schedule in advance Sprint planning 
sessions. 

• The Sprint Planning meeting is scheduled but only some 
members are privileged to attend.  

• There is no Sprint Planning meeting held, during the Sprint the 
team simply selects items from the Product Backlog, there is no 
Sprint Backlog neither. 

• The Development Team does not define a Sprint goal. 

Causes • The Product Owner is too busy to attend Sprint Planning 
meetings. 

• The Product Owner deliberately selects the sprint Backlog 
items, skips the Sprint Planning session or runs it without 
involving the Development Team. 

• The team runs the Sprint Planning session without involving 
the Product Owner, the Sprint goal and the description of the 
activities are based on assumptions from the Development 
Team. 

• The development perceives Sprint Planning as a waste of time. 
• The Development Team skips Sprint Planning sessions because 

of previous marathonic meetings. 
• Inexperienced Development Teams don’t know how to run a 

Sprint Backlog session. 
• Inexperienced Development Teams dragging items directly from 

the Product Backlog. 
• Managers, Product Owners and customers changing Sprint 

goals constantly after the Sprint started, turning Sprint 
Planning pointless. 

• Project management tools automatically adding unfinished 
items to the next Sprint. 

• Sprint Backlog planned several Sprints ahead making the 
Sprint Planning pointless. 

• Postponing the Sprint Planning meeting.  

Consequences: • Lack of discussion, collaboration and agreement between the 
product owner and the Development Team on the definition of 
done. 

• Lack of discussion, collaboration and agreement between the 
product owner and the Development Team on the refinement of 
Backlog items. 

• Lack of discussion, collaboration and agreement between the 
Development Team members on a common Sprint goal. 

• The Development Team lacks of context and product vision of 
what they are developing. 

• Disconnection between the Development Teams work and 
Product Owner and stakeholders’ expectations. 

• Development of features without direction or relationship to the 
product. 

• Lack of interest and importance of Sprint Planning from 
Development Team members. 

• Omission of the importance of creating a Sprint Backlog and a 
common Sprint foal. 

• Planning items for several Sprints in advance, causes a lack of 
inspection and adaptability. 

• Planning for several Sprints in advance increases the risks of 
developing useless functionality. 

Solution • Ensuring that the Scrum Master schedules Sprint Planning 
meetings in advance. 

• Ensure that all team members are aware on the importance 
and benefits from having a Sprint planning session and the 
definition of a Sprint goal at the beginning of the Sprint. 
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• Discourage Product Owners or managers on selecting the 
Sprint Backlog without taking into consideration the 
Development Team. 

• Ensure that managers and Product Owners respect that the 
Development Team is the owner of the Sprint Backlog and their 
decisions. 

• Encourage Development Team members to initiate conversation 
with the Product Owner during Sprint Planning sessions to 
ensure that Backlog items are correctly understood and there is 
common agreement on the definition of done. 

• The Scrum Master must ensure that Sprint Planning sessions 
duration is set according to the duration of the Sprint. 

• The Scrum Master must ensure that Sprint Planning sessions 
are kept concise, practical and efficient. 

• Ensure that the importance of taking Sprint Planning sessions 
is understand by the whole Scrum Team. 

• The Scrum Master must provide guidance to the team on how 
to rum Sprint Planning sessions. 

• Discourage Product Owners and managers from changing the 
Sprint items or adding extra items to the current Sprint. New 
requirements must be added to the Product Backlog instead of 
the Sprint Backlog. 

• When using automated project software management tools 
ensure that the items are previously inspected, automation 
does not substitute the Sprint Planning session, the definition 
of a print goal and the careful selection of the Sprint Backlog. 

• Discourage planning for several Sprints in advance, planning, 
inspection and adaptation must be performed Sprint to sprint. 

• If Sprint Planning sessions are being postponed because the 
team has delayed the finish of the Sprint, then encourage them 
to keep Sprint time box consistent.  

• Discourage any attempt to postpone Sprint Planning because 
the session must be performed at the beginning of the Sprint. 
Starting the Sprint without taking this meeting will lead to 
uncertainty and development without direction. 

Related antipatterns: • Sprint corruption 
• Too long Sprint Planning 
• Too long Sprint 
• Absentee Product Owner 
• Customer as a Product Owner 
• Absentee Scrum Master 
• Powerless team 
• Feature Factory 

Sources: This antipattern is from own authorship, as a result of the proposal 
to elaborate antipatterns about the lack of Sprint Planning. From 
previous work experience and the study of “Scrum Buts” related to 
Sprint Planning, this antipattern was focused on exposing the main 
reasons that carry Scrum Teams to skip or postpone the Sprint 
Planning session and multiple ways to tackle this antipattern. 

Also known as: N/A 

 

4.4.4.2 Too long Sprint Planning 
 
 
Name: Too long Sprint Planning 
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Summary: This antipattern occurs when the Sprint Planning session is 
extensive. 

Context: This antipattern can occur because of an ungroomed Product 
Backlog or an absentee Product Owner. This is a problem because 
it causes inefficiency and waste of time to the rest of the team. 

Roles involved: • Development Team 
• Product Owner 

How to detect: • Several scheduled sessions to perform Sprint Planning. 
• Extensive scheduled sessions, sometimes a whole day. 
• Complaints of the duration of Sprint Planning meeting. 
• The Sprint Planning meeting is considered a waste of time. 
• Complaints of Development Team members arguing that they 

have more important work to finish. 
• Product Owners unavailable when the Development Team is 

performing the Sprint planning meeting. 

Causes • Product Owners who aren’t always available when the 
Development Team needs them during this event. 

• PBIs that aren’t detailed enough to get the work started.  
• the Product Owner might not even show up for the Planning 

meeting. 
• Sprint Planning meetings drag on forever.  
• The Team and the Product Owner fail to clarify the scope 

during the Planning meeting. 
• Candidate items randomly selected. 
• Participants can be dominant or try to influence the direction of 

the team. For a prepared in advance Sprint Planning. 
• An unhealthy or ungroomed Product Backlog and lack of ready 

Product Backlog items. 
• Big requirements documentation and too much detail captured 

in advance into the Product Backlog items. 
• Ambiguous or Too little detail captured into the Product 

Backlog items. 

Consequences: • Confusing and chaotic Sprints leading to strained teams. 
• The product Development Team building the wrong thing and 

delivering low-quality increment. 
• The team may not be ready to effectively work on its item 

throughout a Sprint.  
• Delimiting the scope of Sprint Backlog items persist as one of 

the most concurrent topics during the daily Scrums. 
• Most of the Sprint spent attempting to define the scope of the 

Backlog items selected for the Sprint. 
• Skipping the Sprint and absentee members. 

Lack of collaboration at the Sprint Planning between 
Development Team members to discuss the approaches to work 
to achieve the sprint goal. 

• The Team understands items in a particular way whereas the 
Product Owner has a different interpretation. 

• The Development Team lacks of ownership of the Sprint 
Backlog and does not feel confident in what they are setting out 
to accomplish. 

Solution • The Sprint Planning must start immediately after the 
conclusion of the previous Sprint. 

• The Sprint Planning meeting must be concrete time-boxed 
meeting. 

• The Product Owner must be prepared previous to the Sprint 
Planning meeting with a Groomed Product Backlog. 
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• The Scrum Master must ensure that all members participate in 
the Sprint Planning sessions. 

• The Scrum Master must moderate disrespectful/hostile 
behaviors and promoting all members of the team participate. 

• Work that is not considered “Done” from the previous Sprint 
may be considered and inspected for the upcoming Sprint. 

• The Product Owner must manage the Product Backlog 
appropriately by adding, updating, removing, and ordering 
Product Backlog items.  

• The Development Team must spend some time adding details, 
and tasks if needed to Backlog items. 

• The Development Team must perform estimation, breaking 
down items, discussing approaches to achieve the Sprint goal 
in order to prepare for upcoming Sprints. 

• Items in the Product Backlog must have enough detail to that 
the Development Team can start working with a high level of 
understanding.  

• A Product Backlog item must have enough detail so that the 
development is confident to be able to deliver it by the end of 
the Sprint. 

• The Scrum Master must coach teams when they experience a 
bad Sprint Planning session. 

•  The Sprint Planning isn’t to be postponed in either case. If all 
of the above isn’t in a transparent state prior to the Sprint 
Planning, the time-box for the Sprint Planning might allow for 
this transparency to be created during the event. 

Related antipatterns: • Extensive Backlog specification 
• Ambiguous Backlog specification 
• Ungroomed Backlog 
• Too long Sprint Planning 
• Late or null feedback 
• Absentee Product Owner 
• Absentee Scrum Team 

Sources: • Fixing your Scrum. In this work, the antipattern is described 
along with the multiple factors that cause that Sprint Planning 
gets extensive, from lack of proper preparation prior to the 
Sprint Planning to absence of the Scrum members. 

Also known as: • Marathon planning events 

 
4.4.5 Sprint 

4.4.5.1 Absence of Sprint 
 
Name: Absence of Sprint 

Summary: This antipattern occurs when there is no Sprint defined and 
delivery of Product increment occurs randomly. 

Context: A Sprint by definition is a time-box of less than a month in which a 
Product increment is created. This antipattern occurs when there is 
no time-box defined or there are inconsistencies towards these 
limits. This is a problem because there is no way to measure team’s 
velocity and resulting of an outdated, difficult to integrate Product 
increment. 

Roles involved: Development Team 

How to detect: • When their members of the Development Team have not clear 
when the Sprint started and when it will finish 
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Causes: • Interruption during an already started Sprint and distractions 
to the development team members. 

• Change of the Sprint goal by adding new elements and 
changing details of the Sprint Backlog at the middle of a Sprint. 

• Lack of discipline of the Development Team. 

Consequences • As a consequence of undefinition of the Sprint, the team is not 
able to know how much progress they are able to achieve. 

• When there is no Sprint length set, it is undefined when will a 
Product Owner be able to decide to release a product. 

• There is a sense that the work is never finished. 
• The Product increment or parts of it can pile up in the “release 

backlog” introducing defects as new variables take place before 
they were finished. 

• There is no Sprint goal common goal and the risk of adopting a 
feature factory approach increases. 

• As there is no Sprint goal, there is no clear visibility on which 
parts of the progress conform the Product increment. 

• The product’s increment release date remains unknown. 
• Unsatisfied customer due to uncertainty of when they will get 

their features.  
• Resistance to defining a timeframe due to old traditional 

practices where the lack of transparence prevailed. 

Solution • Embrace transparency by encouraging the Development Team 
members to explain and be able to communicate during Sprint 
Reviews the reasons behind why they didn’t finish. 

• Embrace transparency by encouraging the Development Team 
members to explain and be able to communicate when there 
was time slack prior to the finish of the Sprint. 

• Ensure following Scrums recommendation on setting the Sprint 
length to two weeks minimum and 4 weeks as its maximum. 

• Set a consistent Sprint length get insights of the capacity of the 
Development Team’s value delivery. 

Related antipatterns: • Absence of Product increment 
• Carried over user stories 
• Sprint corruption 
• Absence of Sprint Planning 

Sources: • Exploring ScrumBut - An empirical study of Scrum anti-
patterns. In this work, the author describes how Sprint length 
is changed deliberately and suggests starting by experimenting 
with a Sprint length, to then adapt until the team finds a length 
suitable to the project. 

• Fixing your Scrum. In this work, the author describes the 
importance of not changing the sprint length and compares it to 
a heartbeat, as it sets the work rhythm. 

Also known as: • Varying Sprint length 
• Let’s change the Sprint length 

 

4.4.5.2 Too long Sprint 
 
Name: Too long Sprint 

Summary: This antipattern occurs when the Sprint time box is longer than a 
month or longer for the Product increment demands. 

Context: This antipattern can occur due to unfinished work or as a result of 
traditional software project management legacy. This is a problem 
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because creates inconsistency, lack of adaptability and higher risk 
on delivering outdated and useless features. 

Roles involved: Development Team 

How to detect: • When the Development Team wants to postpone the end of the 
Sprint. 

• When Development Team members resist to deliver on a short 
timeframe. 

Causes: • Arbitrarily Extending the Sprint because of unfinished work 
• Lack of training and knowledge on the adoption of Scrum. 
• Traditional software project management legacy of long 

production cycles. 
• Members of the Scrum Team and customers resisting to 

commit to short intervals. 
• Deliberate extension of the Sprint timebox because the 

Development Team did not meet the Sprint goal. 
• Sprints without consistent durations throughout a development 

effort. 
• Lack of revised Sprint length revised Sprint length. 
• Lack of inspection and adaptation. 
• Carrying out Backlog items Sprint to Sprint. 
• Unsolved impediments delaying the finish of the Sprint. 
• Unplanned steps required before deploy the Product increment: 

testing processes, release processes, etcetera. 
• Unfinished work prior to the Sprint Review. 
• The first days or weeks were spent inefficiently. 
• Backlog items are too large considering defined the timeframe 

of the Sprint. 
• Customer and Product Owners disruption by adding new 

elements during an already started Sprint. 

Consequences • When the Sprint timebox is too long the context and the 
definition of what in development can change, resulting in an 
obsolete or semi-functional Product increment.  

• When the Sprint timebox is too long the context and the 
definition of what in development can change, Causing higher 
complexity and risk. 

• Lack of predictability, progress, inspection and adaptation 
towards a Sprint Goal. 

• Increased risk for more than one calendar month of cost. 
• Lack of consistency, meaning less harmony, regularity, or and 

steadiness towards the development of a Product increment. 
• Harder inspection and adaptation due to the variation of 

situations surrounding the Sprint. 
• It is more likely that items remain unfinished at the end of a 

Sprint. 
• A vicious circle in which while the Development Team develops 

a feature, as time passes priorities constantly change causing 
added work and conditions for the increment to be potentially 
releasable. 

• When the Sprint is too long during the Sprint, new features 
became more valuable, the increment developed results 
obsolete and useless. 

Solution • Create awareness among Development Team members on 
embracing that confidence of a done increment is valuable no 
matter how small is the functionality. 

• Encourage openness and the ability of the team to confront 
issues and stakeholders’ feedback, it is preferably to finish the 
Sprint at the defined timebox that delaying a negative feedback 
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• Encourage transparency and empower the Development Team 
to freely be able to discuss the challengers they faced that 
prevented the team from delivering a Product increment. 

• Make sure that teams can keep in mind that consistent Sprint 
length provides insights of the capacity of a team on delivering 
value 

• Ensure that the Sprint length is established in agreement with 
the whole Scrum Team. 

• Use burndown charts to get an approximation of the amount of 
effort a team is able to deliver. 

• Inspect the Sprint length after Sprint Reviews in order to 
inspect any adaptation needed. 

• Try with different Sprint lengths to find out which is more 
suitable. 

Related antipatterns: • Extensive Backlog specification 
• Carried over user stories 
• Sprint corruption 
• Absence of Sprint Review 
• Late or null feedback 
• Absentee Scrum Master 

Sources: • Exploring ScrumBut - An empirical study of Scrum anti-
patterns. This work the author describes the antipattern as a 
consequence of waterfall legacy production cycles and provides 
as recommendation to experiment first with a length of 4 weeks 
and then trying to reduce the sprint until finding the most 
suitable length. 

• We use Scrum, but: “Agile Modifications and Project 
Success. In this work, the author describes how sometimes 
projects force team members to use short sprint lengths, as for 
example projects with two month duration. 

Also known as: • Too long Sprint 
• Back to back Sprints of 4 weeks or less 

4.4.5.3 Sprint corruption 

 
Name: Sprint corruption 

Summary: This antipattern occurs when an external entity affects deliberately 
the Sprint goal.  

Context: This antipattern can occur due to interruptions from customers, 
scope changing, from additional work, or lack of understanding of 
the selected items. This is a problem because the Development 
Team wastes valuable time, accepts additional workload and the 
risk and confusion increases. 

Roles involved: • Customers 
• Product Owner 
• Scrum Team 

How to detect: • When customers ask as a favor to the Development Team to 
include their requirements into the Sprint. 

• External requests that distract Development Team members 
from delivering working increment. 

• When teams are part time to heir day to day jobs and the rest is 
dedicated to Scrum projects. 

• When the team delivers extra functionality or items that were 
never recorded into the Product Backlog. 
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• The customer constantly visits the Development Team for help 
without giving notice to the Product Owner. 

Causes • Customers are allowed to communicate directly with Team 
members at all times. 

• Customers try to persuade and negotiate directly with the 
Development Team to add new features to the Sprint. 

• Customers or external entities interrupt the Development Team 
requesting support from previous projects or features delivered 
in the past 

• Development Team members have close relationship with 
customers. 

• Customers requesting and persuading to add new features into 
the print as a favor. 

• Product Owner that cedes to management and customer’s 
requests. 

• The Product Owner or external entities keep changing their 
mind about the scope, even during the Sprint. 

• Incorrectly groomed PBI in the Sprint Planning. 
• Vague and ungroomed Product Backlog causes that the teams 

start developing items under wrong assumptions. 
• The Product Owner might lack the information or might not 

have put in the time required to gather the context and the 
whole information needed for the Development Team. 

Consequences: • Starting with incorrectly defined items produces a waste of the 
Sprint time due to the questions and doubts of the team. 

• The Development Team has constant interruptions during the 
Sprint to correct items description. 

• The Development Team loses focus due to constant 
interruptions. 

• When new items are added arbitrarily The Development Team 
stops investing time in grooming the Product Backlog.  

• Negotiations under the table disallow the product owner to 
estimate the business value from the delivered features. 

• Interruptions and changes on items during a started Sprint, 
produce reworked and makes current progress useless, forcing 
the Development Team in some cases to start over. 

• Changes increase risk and lead to confusion. 
• Changes and interruption during the Sprint lead to wasted 

work. 
• When new items are added or the existing ones are redefined, 

the work that the Team has Done on items beforehand on these 
becomes useless. 

• The Development Team starts skipping Sprint Planning and 
Sprint Review meetings as they result pointless. 

• Constant distractions interrupt the work flow of the Team. 
• Constant interruptions affect the efficiency of the Team. 
• The Development Teamwork’s hard while their work remains 

invisible. 
• The Development Team may switch completely to develop 

features requested by external entities and being unable to 
deliver none of both due to the work overload. 

• The Development Teams work overload increases, becoming 
more stressed and burned out.  

Solution • The Scrum Master must work with the Team to ensure that the 
scope of the Sprint does not change during the Sprint. 

• The Scrum Master must protect the team against external 
disruption 

• Build up an agreement where customers can only approach the 
Development Team during specific time slots. 

• Empower the Development Team on being able to reject 
additional requirements. 
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• Ensure that support from previously deployed features is 
managed by an operational team. 

• Ensure that the Development Team is dedicated full time to the 
Scrum project. 

• Ensure that the Product Owner complies with the activities of 
grooming the Backlog and discuss items with the Development 
Team previously to the start of the Sprint.  

Related antipatterns: • Ambiguous Backlog specification 
• Ungroomed Backlog 
• Absence of Sprint Planning 
• Customer as a Product Owner 
• Powerless Product Owner 
• Absentee Scrum Master 
• Powerless team 

Sources: • Exploring ScrumBut – An Empirical Study of Scrum anti-
patterns. This work describes scenarios where customers 
persuade the Development Team to add new items to the 
Sprint. They also provide alternatives to prevent this behavior 
like reducing collaboration between the Development Team and 
the customers in defined timeslots. 

• Agile adoption mistakes you must avoid. In this work, the 
antipattern describes distractions from customers, and Product 
Owners pressured by managers into adding new items to the 
Sprint, The author proposes solutions as requesting support 
from the Scrum Master and protection from changes to the 
Sprint goal. 

Also known as: • Customer Caused disruption 
• Undone work long releases 

 
4.4.6 Daily Scrum 

4.4.6.1 Absence of Daily Scrum 

 
Name: Absence of Daily Scrum 

Summary: This antipattern occurs when the Development Team does not 
perform or attend daily Scrum sessions. 

Context: This antipattern can occur due to the perception that it is 
unnecessary or just by skipping this meeting under several 
excuses. This is a problem because it prevents the Development 
Team from working collaboratively during the Sprint and aligning 
together every day to achieve the Sprint goal. 

Roles involved: • Development Team 
• Scrum Master 

How to detect: • When the Development Team members skip the daily meetings. 
• When only few Development Team members attend the daily 

Scrum meeting. 
• When the Development Team member’s take daily meetings 

from time to time. 

Causes • The Daily Scrum is perceived by the Development Team as a 
useless, routinely and inefficient meeting. 

• The Development Team is worried on delivering on time 
skipping the daily Scrum meeting under the premise that they 
will lose time. 
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• The daily Scrum is perceived by the Development Team as 
session that must performed routinely but that’s it, they are 
unable to see the benefits. 

• The Development Team and the Scrum Master start to skip the 
daily meeting because they are doing it without purpose and 
intention.  

• Committing into the delivery of too many items exceeding the 
Development Teams capacity. 

• Pressure from external entities about delivering according 
deadlines may tempt the Development Team to skip the daily 
Scrum meetings. 

Consequences: • Skipping the daily Scrum eliminates the daily opportunity of 
aligning efforts as a team on what needs to be done to achieve 
the Sprint goal successfully. 

• The Development Team loses focus of the Sprint goal. 
• The Development Team loses the opportunity to inspect new 

work, ideas, or decisions needed to achieve the Sprint goal. 
• The Development Team is tempted to skip daily Scrum 

meetings. 

Solution • To avoid boredom and ensure that the Scrum daily remains 
effective, focus on the work using the Sprint Backlog to guide 
the session. 

• In order to keep the daily Scrum productive, discuss 
collaboratively each Product Backlog item, blockers, progress 
achieved, and tasks that the team perform during the day.  

• Ensuring that all team members participate in the daily Scrum 
will show shared understanding of the development team’s 
progress and how risks are being handled. 

• Keeping the team board updated will allow team members and 
stakeholders get valuable information on their progress or 
dependencies and see the benefits of celebrating the daily 
Scrum. 

• Keeping the team board updated provides transparency and 
raising confidence between the Development Team and 
stakeholders. 

• Whenever a member of the Development Team overpowers the 
daily Scrum, request to another member of the Development 
Team to continue the discussion. 

• Ensuring that the daily Scrum is performed lets the 
Development Team to focus every day on the Sprint goal.  

Related antipatterns: • Carried over user stories 
• Unsolved impediments 
• Too long Daily Scrum 
• Absentee Scrum Master 
• Scrum Master as a Project Manager 
• Absentee Scrum Team 

Sources: • Fixing your Scrum. In this work, the author describes how 
team argue that they lack of time to attend the Daily Scrum 
every day and explains that this behavior points to pressure 
from an external source of inflicted by adding too many items to 
the Sprint Backlog. 

Also known as: • The twice a week Scrum 
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4.4.6.2 Invaded Daily Scrum 

 
Name: Invaded Daily Scrum 

Summary: This antipattern occurs when external entities attend to the daily 
Scrum causing interruption and distractions. 

Context: This antipattern can occur as the result of micromanagement desire 
and remaining traditional method practices. This is a problem 
because the team is inhibited from getting the benefits of carrying a 
daily Scrum. 

Roles involved: • Product Owner 
• Scrum Master 

How to detect: • When the Product Owner leads and takes control of the daily 
Scrum meeting. 

• When the Product Owner or external entities use the daily 
Scrum as a space to question the status, delays, difficulties or 
how the Sprint goal is approached. 

• When the Product Owner or external entities interrupt the daily 
Scrum with requests and distractions. 

• Customers using the daily standup to request additional details 
or adding features to the Sprint. 

• When the Scrum Master leads the Sprint Planning session as a 
status report meeting. 

• When the Scrum Master proxies’ instructions on how the 
Development Team must perform the work. 

Causes • Traditional project management legacy. 
• A desire of micromanagement the development team’s work. 
• The Product Owner with a double hat role, being manager and 

Product Owner at the same time. 
• Disorganization of the Product Owner, using the daily Scrum to 

update details that were not updated prior to the Sprint 
Planning. 

• The Development Team is seen as a feature factory, so external 
entities use the Daily Scrums to request changes. 

Consequences: • When the Product Owner of external entities keep questioning 
and requesting status report during the daily meetings, the 
Development Team remains unable to take advantage of the 
Daily Scrum.  

• Daily standups turning into a status report meeting. 
• Keeping the daily Scrum concrete and within the timeframe of 

15 minutes becomes impossible. 
• Interruptions during the daily Scrum causes distraction and 

reduces the effectiveness of the Daily Scrum. 

Solution • The Daily Scrum is not a meeting for the Product Owner and 
other stakeholders if they attend for any reason, they must not 
interrupt or talk during the Daily Scrum.  

• Ensure that the rest of the stakeholders understand that the 
Daily Scrum is for the development Tea m to inspect and adapt 
on a daily basis.  

• The Scrum Master must coach the Product Owner and the 
stakeholders to help them understand the concept of the Daily 
Scrum and the time-boxes. 

• Ensure that only members of the Development Team are able to 
talk during the daily Scrum. 
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• Scrum Masters are also able to talk only to guide the session, 
ensure participation from all the team members and to provide 
status of the impediments. 

Related antipatterns: • Faking Agile 
• Sprint corruption 
• Absence of Sprint Planning 
• Micromanaged Daily Scrum 
• Customer as a Product Owner 
• Absentee Scrum Master 
• Scrum Master as a Project Manager 
• Powerless team 
• Feature Factory 

Sources: • We use Scrum, but: “Agile Modifications and Project 
Success. In this work, the author describes interruptions 
during the Daily Scrum and behaviors where the team skips the 
meeting. 

• Agile Adoption Mistakes you must Avoid: In this work, the 
author describes a set of mini antipatterns and describes how 
disruptions during the Daily Scrum reduces its effectiveness. 

Also known as: • Keeping daily Scrums internal to the Development Team 
• Daily Scrum mini antipatterns 

 

4.4.6.3 Micromanaged Daily Scrum 
 
Name: Micromanaged Daily Scrum 

Summary: This antipattern occurs when external entities request status 
reports during the daily Scrum. 

Context: This antipattern can occur because the company except the Scrum 
Team still works with a traditional project management approach. 
There is a desire of micromanagement from managers, Scrum 
Masters, Product Owners and stakeholders. This is a problem 
because teams are affected by the constant distractions and 
interruption during the daily Scrum. 

Roles involved: • Product Owner 
• Scrum Master 
• Managers 

How to detect: • When Development Team members face towards the Scrum 
Master or the Product Owner during daily Scrum meetings. 

• Managers interrupting on the daily Scrum meetings. 
• When an external interrupt during the daily Scrum asking for 

deadlines, progress reports and status. 
• The Scrum Master uses the daily standup to update progress in 

the project management tool. 
• When the Scrum Master acts as a Project Manager requesting 

status of their activities to each Development Team member. 
• Managers have an urge to receive reports of how much work in 

hours is still left. 

Causes • the Development Team members reports their activities to the 
Scrum Master. 

• The scrum master or Product Owner double hats as managers 
of the Development Team. 

• A desire of micromanagement fostered by a traditional 
management legacy. 
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• The IT/Software department is the only one adopting Agile, the 
rest of the team still uses traditional methods. 

Consequences: • The team starts to fear attending to daily Scrums when they 
face impediments. 

• Development Team members skipping daily sessions due to 
micromanagement. 

• The Development Team is unable to collaborate as each of them 
reports their individual progress. 

• Collaboration never happens between team members, they 
don’t see themselves as a team achieving the same goal. 

Solution • As the Development Team owns the Sprint Backlog, they are 
the only ones able to update the Sprint Backlog. 

• Ensuring that the development updates the Backlog whenever 
they need to during the day but at least once during the daily 
Scrum. 

• Creating the behavior among the Development Team of 
continuously updating Sprint Backlog provides transparency 
and information valuable to stakeholders, reducing the 
interruptions during the daily Scrum. 

•  Ensure that external entities understand that daily Scrums 
meetings are meant for the Development Team, not a status-
gathering meeting. 

• Ensure that the Scrum Master participated in Daily Scrum only 
to conduct this meeting daily and provide support removing 
impediments. 

• Promote a culture where there are no hierarchies among team 
members, meaning that the Development Team does not report 
to the Scrum Master. 

• Discourage Scrum Masters from updating the Sprint Backlog as 
the Development Team must be the ones doing so. 

Related antipatterns: • Faking Agile 
• Sprint corruption 
• Invaded Daily Scrum 
• Customer as a Product Owner 
• Scrum Master as a Project Manager 
• Powerless team 
• Feature Factory 

Sources: • Quick Glance at: Agile Anti-Patterns. In this work, the author 
compares the Daily Scrum to a Management report because 
team members answer individually to the three questions 
without any collaboration among team members. 

• Agile adoption mistakes you must avoid. In this work, the 
author describes how it is very common for teams to perceive 
the Scrum Master as a manager and mentions that a way to 
detect this antipattern is when during the Daily Scrum, the 
team is facing towards the Scrum Master. 

• Fixing your Scrum. In this work, the author describes two 
antipatterns very related, the first “The daily projector update” 
where he describes how in some Daily Scrums, Scrum Masters 
cannot resist to update their project management tools asking 
to each developer the status of their work. The second 
antipattern “Daily Scrum as a status meeting”, describes how 
the three common questions to answer during the Daily Scrum 
can turn into a status meeting when each individual answers 
those questions, instead of doing it collectively.  

Also known as: • Burnout by 1000 baby steps 
• Daily Scrum mini antipatterns 
• The daily projector updates 
• The Daily Scrum as a status meeting 
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4.4.6.4 Unsolved impediments 
 
Name: Unsolved impediments 

Summary: This antipattern occurs impediments remain unsolved for several 
days. 

Context: This antipattern can occur due to inexperience from the Scrum 
Team, from fear of speaking up of blockers that prevent them 
continuing with their job. This is a problem because delays value 
delivery and prevents from achieving the Sprint goal. 

Roles involved: Development Team 

How to detect: • During the daily Scrum tasks that are blocked remain in the 
same status for several days. 

• Blocked tasks during the daily Scrum are not addressed. 

Causes • The Development Team does not point out blockers during the 
daily Scrum 

• The Development Team does not tackle blockers and 
impediments as soon as they appear. 

• Development team members fear of speaking up about 
blockers. 

• Teams are unaware of impediments due to over workload. 

Consequences: • The Development Team remains stuck with a same activity. 
• Lack of collaboration between the Development Team member 

on facing obstacles as a team. 
• An unorganized Sprint Backlog may blur the Sprint goal. 
• Stuck elements in the Sprint Backlog can cause that the 

Product increment does not met the definition of done after 
finishing the Sprint. 

Solution • Make sure that Scrum Masters provide support and guidance 
to the Development Team on removing blockers and 
impediments collaboratively as soon as possible. 

• Make sure to empower and encourage team members to speak 
up, about impediments when they detecting, using the daily 
Scrum as a way to overcome them. 

• Ensure that Development Team members are aware that the 
daily Scrum is meant for them to overcome impediments as a 
team. 

• To prevent the team from being unaware of impediments, track 
the amount of time that has passed since the team started on 
an item. 

• Use the daily Scrum meeting as a space to focus on items with 
impediments. 

• Foster communication and collaboration between the 
Development Team to discuss on how to remove the blockers. 

• Use items with blockers to remind the development team on the 
importance working in one item at the time. 

• Use the daily Scrum as a way to start conversation between the 
Development Team members on how today’s actions will 
contribute to address blockers. 

Related antipatterns: • Micromanaged Daily Scrum 
• Absentee Scrum Master 
• Absentee Scrum Team 
• Powerless team 
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Sources: • Fixing your Scrum. In this work, the author describes how 
stuck impediments can be attained to a lack of visibility of the 
backlog items, also provides a technique of adding dots 
everyday a backlog item is stuck, the ones with more dots must 
bring the teams attention. 

Also known as: • The team isn’t making progress 

 

4.4.6.5 Too long Daily Scrum 
 
Name: Too long Daily Scrum 

Summary: This antipattern occurs when the daily Scrum meeting is not 
efficient and lasts longer than the recommendation. 

Context: This antipattern can occur because a lack of focus and productivity, 
distraction, during the Daily Scrum or a lack of commitment from 
some team members. This is a problem because the team is unable 
to align efforts as a team in a daily basis. 

Roles involved: • Development Team 
• Scrum Master 
• Product Owner 

How to detect: • During the daily Scrum the Development Team members start, 
design and development discussions. 

• Development Team members arrive late to the Daily Scrum 
meeting. 

• Some Development Team members skip the daily Scrum 
meeting. 

• During daily Scrum meetings Development Team members ask 
questions. 

• Development Team members cannot resist to containing the 
discussion and focusing only on the daily Scrum meeting. 

• Some members get bored from other development team 
members discussion. 

• Development Team members showing up late, missing the 
information provided by the other members. 

• Interruptions start every time a latecomer joins the daily Scrum 
meeting. 

• Scrum Masters, Product Owner s and other stakeholders taking 
time from the daily Scrum meeting to get status reports. 

• When the Scrum Master keeps track of Daily Scrums sessions, 
gather status reports or updates their project management tool. 

Causes • Lack of focus among Development Team members. 
• Lack of commitment among Development Team members. 
• Indifference and boredom from Development Team members. 
• Development Team members are unable to see the importance 

of attending and participating in the Daily Scrum. 
• Interruptions from external entities requesting status during 

the daily Scrum meeting. 

Consequences: • Latecomers Development Team members and those that skip 
the daily Scrum meeting, miss what other team members 
shared before joining. 

• Development Team Members who skip the meeting are unable 
to learn about what other Team members are doing. 

• The Development Team fails to learn about the progress the 
missing members have achieved. 
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• The development Team fails to plan effectively and align efforts 
as a team on daily basis. 

Solution • The Scrum Master should guide and coach the Team to help 
them understand the value of a Daily Scrum. 

• The Scrum Master must moderate daily Scrum sessions to 
avoid that Development Team members discussed technical 
aspects during the daily Sprint. 

• The Scrum Master must encourage team members to continue 
with technical discussions after the daily Scrum finishes. 

• The Scrum Master and Development Team can devise a plan to 
discourage members from arriving late. 

• the Scrum Master must coach the Development Team into 
conducting the event by themselves keeping focus on the daily 
Scrum meeting. 

• Having the Sprint goal visible is a powerful tool to keep focus in 
the daily Scrum and get valuable and productive sessions. 

Related antipatterns: • Absence of daily Scrum 
• Invaded Daily Scrum 
• Micromanaged Daily Scrum 
• Customer as a Product Owner 
• Absentee Scrum Master 
• Scrum Master as a Project Manager 
• Powerless team 

Sources: • Agile adoption mistakes you must avoid. In this work, the 
author describes how Daily Scrums can get longer because 
team members arrive late or they are not able to resist to 
discuss technical or design meetings. In this case, the author 
suggests punishing the team members with small fines 
whenever they arrive late.  

• Fixing your Scrum. In this work, the author describes that 
when team members arrive late they cause interruptions, 
extending the Daily Scrum. Contrary to the previous author’s 
opinion, this author arguments that punishing tardiness at a 
long term provokes that team members skip the Daily Scrum. 

Also known as: • Daily Scrum mini antipatterns 
• Punishing tardiness 
• The 45-minute Scrum 

 

4.4.6.6 Sprint Review 

4.4.6.7 Absence of Sprint Review 
 
Name: Absence of Sprint Review 

Summary: This antipattern occurs when the Sprint Review meeting is skipped 
by the Scrum Team members. 

Context: This antipattern can occur out of fear from the Development Team 
for not achieving the sprint goal or due to the lack of participation 
of stakeholders. Independently of the reason behind, this is a 
problem because not holding the Sprint Review reduces the 
chances for the development team to inspect their work and to 
adopt with stakeholders’ feedback. 

Roles involved: • Development Team 
• Scrum Master 
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• Stakeholders 

How to detect: • When the Scrum Team cancels the Sprint Review meeting. 
• When the Scrum Master does not schedule the Sprint meeting 

in advance. 
• Lack of attendance to the sprint review meetings. 
• Stakeholders are not invited to the Sprint Review meetings. 
• Stakeholders not paying attention or not participating during 

Sprint Reviews. 
• Lack of engagement of stakeholders during Sprint Reviews. 
• Lack of feedback from stakeholders during Sprint Review 

sessions. 
Causes • Fear to punishment, embarrassment feelings among the 

Development Team for not achieving the Sprint goal. 
• Lack of trust and openness in the organization. 
• The Development Team failed to achieve the Sprint goal. 
• The Development Team needs extra time to accomplish the 

Sprint goal so they don’t attend the Sprint Review. 
• Few attendances from stakeholders, so the team perceives the 

session as a waste of time. 
•  During the Sprint some impediments slowed the team down 

and they were unable to achieve the Sprint goal. 

Consequences: • Canceling the Sprint Review meeting is a hint of lack of trust in 
an organization. 

• The Development Team is unable to get information from the 
stakeholders. 

• The Development Team is unable to get valuable feedback from 
stakeholders. 

• The Product Owner is unable to groom the Product Backlog 
with stakeholders’ feedback. 

• There is no inspection of the work done by the Development 
Team during the Sprint. 

Solution • Do not cancel the Sprint Review for any reason, if stakeholders 
do not attend the meeting push forward to reschedule the 
Sprint Review meeting. 

• The Scrum Master must ensure attendance to Sprint Reviews. 
• The Scrum Master or the Product Owner must schedule in 

advance the Sprint Review meeting. 
• The Product Owner must ensure that Stakeholders are invited 

to Sprint Review meetings. 
• The Product Owner must identify the stakeholders and ensure 

that they are included into the sprint review meeting. 
• The Product Owner must investigate constantly who are the 

relevant stakeholders as they may change throughout the life 
cycle of the product development. 

• The Product Owner must ensure that stakeholders are invite to 
the Sprint Review so that the Product increment is thoroughly 
inspected. 

• Having representation from stakeholders’ aids on building trust 
towards the Development Teams effort of the product 
development 

• The Product Owner and Scrum Master must endure that 
stakeholders actively participate in Sprint Reviews to get 
insights of product development. 

• The Product Owner must gather feedback from stakeholders by 
incorporating into the product Backlog new requirements, new 
market demands, new dispositions.  

• A way to identify stakeholders is by investigating who funds the 
product development. 

• A way to identify stakeholders is by investigating who whose job 
is going to be affected by the product. 
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• A way to identify stakeholders is by investigating who will 
interact differently with the customer as a result of the product 
development. 

• A way to identify stakeholders is by investigating who is 
accountable of the status and results of the project. 

• One type of stakeholders is those who need the most 
information about the product, without their inspection and 
feedback, the Scrum Team is unable to make informed changes 
to the Product Backlog. 

• Another type of stakeholders is those who don’t need to inspect 
the increment but need to be up to date of the Development 
Team’s progress. 

• Another type of stakeholders is those that periodically receive 
updates about the project. 

• Ensure that the Sprint Review describes impediments that 
surged during the Sprint and how they were faced and what is 
the increment achieved. 

Related antipatterns: • Absence of Product increment 
• Unsolved impediments 
• Late or null feedback 
• Absentee Product Owner 
• Absentee Scrum Master 

Sources: • Challenges with Agile in a System Development: In this 
work: In this work, the author describes the lack of Sprint 
Review as a consequence of not having a Scrum Master in the 
team to facilitate the meeting, also the department lacks 
expertise on how to hold a Sprint Review.  

• Fixing your Scrum. In this work, the author describes the lack 
of Sprint Review due to unfinished work and suggests that the 
best way to deal with it is by actually holding the Sprint Review 
meeting. 

Also known as: • Sprint Review 
• Skipping it (Sprint Review) 

 

4.4.6.8  Sprint Review as meeting to approve Backlog items 
 
Name: Sprint Review as meeting to approve Backlog items 

Summary: This antipattern occurs when the Sprint Review session turns into 
the approval or rejection of finished Backlog items by the Product 
Owner. 

Context: This antipattern can occur when there is the misbelief that the 
development teams should report activities and progress to Product 
Owners. This is a problem because the Development Team is 
unable to receive valuable feedback, inspection and direction for 
future Sprints. 

Roles involved: Product Owner 

How to detect: • During the Sprint Review the Product Owner acts as a judge of 
the finished backlog items.  

• The Development Team reports to the Product Owner. 
• The product owner double hats between the position of Product 

Owner and as manager of the Development Team. 
• Complaints from the Development Team about the PO not being 

available. 
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• During the Sprint Review the Product Owner acts with surprise 
by the achievements or unfinished work from the Development 
Team. 

• Lack of attendance of relevant stakeholders during a Sprint 
Review. 

Causes • Lack of communication between the Development Team and the 
Product Owner. 

• Prevalence of hierarchies among the Scrum Team. 
• Prevalence of traditional project methods where the 

Development Team reports to the Product Owner. 

Consequences: • The team is unable to receive valuable feedback from 
stakeholders. 

• The Product Owner is unable to groom the Product Backlog 
with real feedback. 

• The Scrum Team is unable to receive feedback to adapt their 
direction. 

• The Development Team may develop a useless Product 
increment. 

Solution • The Product Owner must be aware of the progress and the 
achievements by the Development Team. 

• Ensure that appropriate communication between the Product 
Owner and Development Team during the Sprint. 

• Enable communication between the Product Owner and 
Development Team to avoid rework, create transparency, and 
increase the chances of the Development Team on achieving the 
Sprint goal. 

• encourage the Development Team to confront the Product 
Owner and to demand support to gather stakeholders’ feedback 
and guarantee their attendance to the Sprint Review. 

• The Scrum Master must coach the Development Team and 
Product Owner to communicate and keep the Product Owner 
updated of the team’s progress during the Sprint. 

Related antipatterns: • Ungroomed Backlog 
• Absence of Sprint Review 
• Late or null feedback 
• Absentee Product Owner 
• Customer as a Product Owner 
• Absentee Scrum Master 
• Powerless team 
• Feature Factory 

Sources: • Agile adoption mistakes you must avoid. In this work, the 
author describes how some Sprint Review meetings are 
disrupted by managers to show their approval or disapproval. 
Also mentions that the Sprint review as the rest of the Scrum 
events are intended for the teams, to inspect their work by 
themselves. 

• Fixing your Scrum. In this work, the author describes in two 
antipatterns the scenarios where the Sprint Review is focused 
only on approving or rejecting backlog items. In the first one, 
describes when the Product Owner is the one that judges the 
Development Teams work. In the second antipattern, describes 
like the previous author when Managers show their approval or 
disapproval during Sprint Review. 

Also known as: • Sprint Review mini antipatterns 
• The Product Owner as a judge 
• The standing ovation 
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4.4.6.9 Sprint Review as demo meeting 
 
Name: Sprint Review as demo meeting 

Summary: This antipattern occurs when the Development Team presents a 
demo as a Product increment. 

Context: This antipattern can occur due to unfinished Product increments or 
the misconception that deliverables as mockups and wireframes 
can be considered as a Product increment. This is a problem 
because it causes disappointment to stakeholders and lack of trust 
of the Development Team. 

Roles involved: • Development Team 

How to detect: • During the Sprint Review, the Development Team shows a 
demo of the product instead of a working potentially shippable 
product. 

Causes • Misconceptions from traditional project management 
approaches where design and mockups are considered as 
deliverables. 

• The team was unable to finish the Product increment due to 
impediments or interruptions during the Sprint. 

Consequences: • Stakeholders disappointment of the delivered “Product 
increment”. 

• Lack of trust of the Development Teams progress. 
• Lack of feedback and inspection as stakeholders lack of means 

to inspect the Product increment. 
• Delay on the delivery of the Product increment. 
• The Development Team is unable to gather feedback to adapt 

the product. 

Solution • Ensure that Stakeholders are aware of the reasons behind the 
Sprint goal that the team accomplished. 

• Ensure that the Development Team correctly communicates the 
direction of the product to the stakeholders. 

• Ensure that the Scrum Team prepares previous to the Sprint 
Review session the means for the stakeholders to inspect the 
product increment. 

• On failed Sprints, ensure that the Scrum clearly communicates 
to the stakeholders the reasons behind the failure, the progress 
they achieved and the impediments that surged during the 
sprint that prevented them from achieving the Sprint goal. 

• Increment inspection should involve more than just demoing 
the functionality. 

• Make sure that the team understands the importance of 
creating transparency during Sprint Reviews. 

• Make sure that the Sprint Review meetings include information 
about the Product Owner’s vision for the product. 

• Ensure that the Sprint Review meetings include information 
about the release plan and budget. 

• Make sure that the Sprint Review meetings include information 
about the description of the Sprint goal for the Sprint. 

• Ensure that the Sprint Review meetings include information 
about assessment and the Product increment that the team 
developed. 

• Make sure that the Sprint Review meetings include information 
about current customer analytics and data. 

• Ensure that the Sprint Review meetings include information 
about impediments the team has faced. 
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• Make sure that the Sprint Review meetings include information 
about the collaboration with stakeholders on Product Backlog 
grooming. 

• Ensure that the Sprint Review meetings include information 
about next steps and feedback gathered during the Sprint 
Review. 

• The Sprint Review is not a demo meeting is a working meeting.  

Related antipatterns: • Faking Agile 
• Absence of Product increment 
• Incomplete PBIs 
• Unsolved impediments 
• Absence of Sprint Review 
• Sprint Review as meeting to approve Backlog items 
• Late or null feedback 
• Absentee Product Owner 
• Absentee Scrum Master 

Sources: • Agile Adoption Mistakes You Must Avoid. In this work, the 
author includes a section “Treating the Review Meeting as a 
Demo” where he describes the scenario where the Development 
Team focuses on showing their work forgetting to update their 
backlog, and gathering feedback from stakeholders. 

• Fixing your Scrum. In this work, the author describes two 
antipatterns that describe the effect of treating the Sprint 
Review as a demo meeting and the first approach is focused on 
describing when the team presents undone work but as the 
meeting focused only on delivering, no inspection is done 
carrying further problems. The second one describes when 
during Sprint Review sessions, teams forget to present a 
holistic view of what happened since the last meeting and what 
would happen in the future. 

Also known as: • Sprint Review mini antipatterns 
• Presenting undone work 
• Treating Sprint Reviews like demos 

 

4.4.6.10 Late or null feedback during Sprint Review 
 
Name: Late or null feedback during Sprint Review 

Summary: This antipattern occurs when the Scrum Team have null or 
inconsistent feedback from stakeholders. 

Context: This antipattern can occur as the result of the lack of interest from 
stakeholders, attendance, participation and distractions during the 
Sprint Review session. This is a problem because it can lead to 
wrong expectations or misunderstanding between stakeholders and 
the Scrum Team, leading to useless product increment, delays and 
rework. 

Roles involved: • Stakeholders 
• Product Owner 
• Scrum Master 

How to detect: • Lack of attendance from stakeholders during Sprint Review 
sessions. 

• Lack of participation from stakeholders during Sprint Review 
sessions. 

• Lack of feedback from stakeholders during Sprint Review 
sessions. 
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• Stakeholders arriving late to Sprint Review sessions, missing 
parts of the presentation and the information prepared by the 
Scrum Team.  

• The Development Team presents the same agenda for several 
Sprints. 

• The stakeholders are distracted or doing other things during 
Sprint Reviews. 

Causes • Stakeholders boredom and lack interest. 
• The Development Team is facing the same impediments for 

several Sprints turning the session repetitive. 
• Product Owner without authority preventing to reunite 

stakeholders for the Sprint Review. 
• Stakeholders remain unreachable for the Product Owner to 

integrate them to the Sprint Review sessions. 
• The stakeholders are not interested in the process or Product 

increments, they care about deadlines and the final product. 
• The stakeholders are external to the adoption of the Scrum 

showing resistance to adapt to the Scrum framework. 
• Both the Scrum Team and stakeholders feel confident because 

of the illusion that the have been kept accountable of the 
progress of the product development for several Sprints. 

• Lack of engagement leads to missed opinions or valuable ideas. 

Consequences: • Higher risk on Alterations required to the Product increment at 
a late stage of development. 

• Feedback is received too late as they only provide comments 
until they start starts to use the product.  

• Feedback may even be provided after deployment, causing 
rework and useless Product increment. 

• Misunderstandings and lack of trust derived from a 
disagreement of the expectations, 

• The team may take decisions based on assumptions as they 
lack of feedback. 

• The Development Teams questions are never answered leaving 
open gaps they may turn into potential defects after 
deployment. 

• Delay of the delivery and the development of useless features 
which don’t add value to the stakeholders.   

Solution • Ensure that the Sprint Review meeting is scheduled in advance. 
• Ensure attendance of stakeholders to the Sprint Review. 
• Foster stakeholders’ feedback by using techniques to start 

conversation. 
• The Scrum Master must coach the team to ask the right 

questions and do not hesitate to request feedback directly from 
stakeholders. 

• Ensure that stakeholders express their opinions and shares 
their feedback whit the Development Team. 

• The Scrum Master must work with the Product Owner to push 
stakeholders to participate and lead the discussion and get the 
most out of the Sprint Review. 

• The Product Owner must ensure on getting valuable feedback 
to keep the product backlog from the feedback obtained during 
the Sprint Review. 

• The development team is unable to know if they are working in 
the correct direction or not. 

Do not force Scrum to the stakeholders, instead introduce the 
Scrum framework gently. 

Related antipatterns: • Ungroomed Backlog 
• Absence of Product increment 
• Carried over user stories 
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• Sprint Review as demo meeting 
• Absentee Product Owner 
• Customer as a Product Owner 
• Powerless Product Owner 
• Absentee Scrum Master 
• Powerless team 

Sources: • Exploring ScrumBut - An empirical study of Scrum anti-
patterns. In this work, the author focuses on scenarios where 
the customer has no knowledge of Scrum, so their participation 
becomes limited to contribute with vague feedback. 

• Fixing your Scrum. In this work, the author describes two 
different approaches of this antipattern. The first one, where 
the lack of feedback is because the Product Owner has not 
identified all his stakeholders or he doesn’t have access to 
them. The second one describes when stakeholders do attend to 
the Sprint Review, but they are not interested, do not pay 
attention and barely speak. 

Also known as: • Long or non-existent feedback loops 
• Stakeholders aren’t involved 
• The stagnant Sprint Review 

 

4.4.6.11 Sprint Retrospective 

4.4.6.12 Absence of Sprint Retrospective 
 
Name: Absence of Sprint Retrospective 

Summary: This antipattern occurs when the Scrum Team skips or postpones 
the retrospective session. 

Context: This antipattern can occur due to a lack of time or engagement 
from the Scrum Team to attend to Sprint Retrospective sessions. 
This is a problem because the team is unable to inspect their work 
efficiency and collaboration in order to generate continual 
improvement. 

Roles involved: • Development Team 
• Scrum Master 

How to detect: • The Development Team skips the Sprint Retrospective session 
when they face outside pressures. 

• When the Development Team is near to reach the Sprint goal 
but haven’t finished they may be tempted to cancel the Sprint 
Retrospective meeting. 

• When the Development Team is near critical deadlines, Scrum 
Teams may be tempted to cancel the Sprint Retrospective.  

• There is no Scrum Master conducting the team to perform the 
Scrum events. 

• Performing Sprint Retrospective only when the Scrum Team 
considers to need it. 

Causes • Pressure from unfinished Product increment. 
• Pressure from achieving the Sprint goal before the end of the 

Sprint. 
• Lack of understanding of Agile development and Scrum and the 

importance of carrying out Sprint Retrospective sessions. 
• Attendance of stakeholders, managers or external entities to the 

Scrum Team may discourage the team to be receptive, open and 
to effectively collaborate. 

• Sprint Retrospectives scheduled within a small timeframe.  
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• Teams tend to skip the Sprint Retrospective because they are 
unaware of the continuous improvement it brings. 

• Scrum Teams performing the Sprint Retrospective only when 
they need or after the end of a project. 

Consequences: • No Sprint retrospectives held, lack of attendance from the 
Scrum Team. 

• The Scrum Team is unable to inspect how the Sprints went to analyze 
those practices that provided value for the team and those that need 
adaptation. 

• Business as usual continues preventing the team from fostering 
continuous improvement. 

• No changes in the productivity and efficiency of the Team are 
introduced for the next Sprint. 

• A sprint retrospective a scheduled with little time to inspect on the 
Scrum Team may prevent the creation of actionable items to intraduct 
into Sprint Backlog for the next Sprint. 

• Lack of a systematic method of inspecting on the practices that helped 
or were unhelpful to achieve the Sprint goal 
Skipping the Sprint Retrospective only delays the solution and 
increases the risk of getting worse over time. 

Solution • A retrospective must never be canceled under the excuse that 
there is not enough time for it. 

• Ensure to schedule the Sprint Retrospective with time in advance just 
after Sprint Review and before the next Sprint Planning. 

• During the Sprint Retrospective, ensure that the Scrum Team reflects 
on how the past Sprint went. 

• Ensure that during the retrospective, the Scrum Team works 
collaboratively to create improvement plans that will be introduced as 
elements of the Sprint Backlog during the next Sprint. 

• Ensure that the whole Scrum Team participates in the Sprint 
Retrospective meeting. 

• Make sure that the Scrum Team understand that the Sprint 
Retrospective is an opportunity to inspect why they were not 
able to achieve the Sprint goal and generate actionable items so 
that does not occur anymore. 

• Ensure that the scheduled retrospective has enough available 
time to generate actionable items to include into the Sprint 
Backlog as continuous improvement. 

• A Sprint Retrospective implies quality assessment, so it is 
essential to inspect the current definition of done in order to 
update it from the Sprint Review feedback. 

• Ensure that the improvements proposed during the Sprint 
retrospective are implemented in order to deliver value to 
stakeholders more quickly. 

• Analyze the forces behind the pressure put on the team wanting 
to cancel the Sprint Retrospective and start discussion about it 
during the session. 

• Make sure that the Scrum Team understand the differences 
between a Sprint Review and a Sprint Retrospective session.  

• Ensure that the Scrum Master schedules separate Review and 
Retrospective sessions.  

• Schedule Sprint Retrospectives regularly, hire Agile coaches or external 
support to guide Sprint Retrospective meetings. 

Related antipatterns: • Absence of Product increment 
• Lack of participation 
• Absentee Scrum Master 
• Absentee Scrum Team 
• Powerless team 

Sources: • Exploring ScrumBut - An empirical study of Scrum anti-
patterns. In this work, the author describes scenarios where 
the lack of Sprint Retrospective occurs because there is no 
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Scrum Master to organize the meeting, then the development 
team organizes, but due to their lack of understanding the 
session is very short and there are no actionable improvements. 

• Fixing your Scrum. In this work, the author describes some 
reasons why Scrum Teams skip Retrospective, most of them 
due to external pressure from deadlines, technical debts or 
unfinished work. 

Also known as: • Business as usual (No Sprint Retrospective) 
• Skipping it. 

 

4.4.6.13 Unsolved Sprint Retrospective improvements 

 
Name: Unsolved Sprint Retrospective improvements 

Summary: This antipattern occurs when improvements proposed during the 
Sprint Retrospective are not followed up. 

Context: This antipattern can occur as a lack of follow up of the 
improvements generated during the Sprint session, sometimes 
because the team forgets to include them into the Sprint or because 
the team lacked of time and resources to implement the 
improvements. This is a problem because problems persist, they 
even may get worse and the sprint retrospective session results 
pointless. 

Roles involved: • Development Team 
• Scrum Master 

How to detect: • When the Development Team kept participating and proposing 
improvement ideas but at the end of the retrospective session 
they forgot to select which of them to include as items for the 
next Sprint Backlog. 

• Neither the Scrum Master nor the Development Team make 
sure to log the discussed ideas. 

• The Sprints start and the Development Team only focuses on 
the selected items in the Backlog, without including items 
related to continuous improvement. 

Causes • During the Sprint Retrospective, the team forgets to select the 
items that will be included into the next Sprint Backlog. 

• The Development Team fails to have the Sprint Retrospective 
items visible during the Sprint. 

• The Development Team is too focused on achieving the Sprint 
goal that they forget to include the improvements discussed 
during the retrospective session. 

Consequences: • As the Development Teams forget to include improvements as 
items in the Sprint Backlog, the same problems occur during 
the Sprint, becoming a recurrent problem. 

• As there is no follow up on the Sprint Retrospective sessions, 
the team is unable to see a difference or the benefits of the 
retrospective session. 

• The Development Team may start skipping Sprint Retrospective 
sessions as they found it useless. 

• The Scrum Team is unable to create a mindset of continuous 
improvement. 

Solution • Make sure that the Sprint Retrospective session is scheduled in 
advance and ensure attendance of the whole team. 
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• Ensure that Team members commit to the improvements 
identified during the Sprint Retrospective. 

• Make sure that team members commit collaboratively on 
introducing and sustaining the proposed improvements. 

• In the next Sprint Retrospective session, start by asking to the 
Scrum Team if they achieved to implement improvements from 
previous session. 

• Coach the Development Team to wisely select the proposed 
improvements by avoiding to commit many improvements. 
Instead, make sure that they select two or three items. 

• In the next Sprint Retrospective session, ask to the Scrum 
Team on how they achieved to implement improvements from 
previous session. 

• Another way to keep improvement items visible is to remember 
the Scrum Team during the daily Scrum on inspecting what will 
they do to achieve the improvement on a daily basis. 

• In the case that the Development Team failed to make progress 
on the improvement, initiate the discussion to inspect what 
factors prevented from achieving it and introducing changes. 

• During Sprint Planning sessions ensure that the team 
considers the effort and time that will carry to work on the 
improvements during the Sprint, that way they will make sure 
that they have enough time to work on them. 

• During the daily Scrum ensure that the team discusses on how 
they will make improvements possible. 

• Ensured that the Scrum Team is empowered on experimenting 
with such improvements rather that discouraged on replacing 
that effort by taking more work. 

• Be careful on the amount of improvement items selected as the 
have an impact on the team’s capacity during the Sprint. Make 
sure that they do not put on risk the delivery of the Product 
increment. 

• The Scrum Master must work with the Development Team 
Scrum Team to identify improvement ideas. 

Related antipatterns: • Ungroomed Backlog 
• Absence of Sprint Planning 
• Unsolved impediments 
• Absentee Scrum Master 

Sources: • Agile adoption mistakes you must avoid. In this work, the 
author describes when during the Sprint Retrospective neither 
the Scrum Master nor the team keeps record of the 
improvements, turning Sprint Retrospectives useless. 

• Fixing your Scrum. In this work, the author describes how 
improvements are omitted because the team focuses only on 
the backlog items that are related to the product development 
and they forget to commit to the improvements. 

Also known as: • Retrospective mini antipatterns 
• Creating superficial commitments 

 

4.4.6.14 Lack of participation during Sprint Retrospective  
 

Name: Lack of participation during Sprint Retrospective 
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Summary: This antipattern occurs when there is a lack of attendance, 
participation or non-actionable improvements during the Sprint 
Retrospective. 

Context: This antipattern can occur as a result of a lack of interest from the 
Development Team, sometimes due to the lack of time to finish the 
Sprint or because they don’t find Sprint Retrospective sessions 
useful. This is a problem because the team is unable to switch into 
a continuous improvement mindset. 

Roles involved: • Development Team 
• Scrum Team 

How to detect: • When members of the Development Team skip the Sprint 
Retrospective. 

• When members of the Development Team attend to the Sprint 
Retrospective but they don’t participate. 

• When members of the Development Team participate with 
vague improvements. 

Causes • The proposed items are vague and they propose concise 
improvements. 

• During the Sprint Retrospective session, the team only 
proposed empty improvements. 

• In some cases, the Product Owner is discouraged to attend this 
meeting however their participation is important to link 
improvements to the product backlog grooming, as part of the 
Sprint Planning sessions and the Sprint Review. 

Consequences: Proposing empty improvements is a sign that the team wants to 
finish with the retrospective quickly, however they represent a 
waste of time as no improvements is proposed. 

Solution • The Scrum Master must coach the Development Team to 
ensure that the proposed improvements are actionable. 

• Make sure to assess if the proposed improvements will help the 
team to get better after implementing them during the next 
Sprint. 

• The Scrum Master must coach the Development Team on 
delving into the team recurring problems, to detect root causes, 
and design measurable goals it implements during the next 
Sprint. 

• Ensure on keeping the Sprint Retrospective as professional as 
the Sprint Review. 

• The Scrum Master can experiment with different techniques to 
ensure that the whole participates. 

• Some techniques to guide the Sprint Retrospective suggests to 
question what does the team want to start doing to improve 
how they work and deliver products. 

• Another technique to guide the Sprint Retrospective suggests to 
question what does the team want to stop doing on the way 
they work and deliver products. 

• Other technique to guide the Sprint Retrospective suggests to 
question what does the team want to more constantly of the 
way they work and deliver products. 

• Also, a technique to guide the Sprint Retrospective suggests to 
question what does the team want to less constantly of the way 
they work and deliver products. 

• Finally, a technique to guide the Sprint Retrospective suggests 
to question what does the team want to keep constantly of the 
way they work and deliver products. 
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• Ensure that improvements remain visible during the Sprint so 
the team is able to remind them and act on them on a daily 
basis. 

Related antipatterns: • Ambiguous Backlog specification 
• Absence of Sprint Retrospective 
• Absentee Product Owner 
• Absentee Scrum Master 
• Absentee Scrum Team 

Sources: • Agile adoption mistakes you must avoid. In this work, the 
author argues that the whole Scrum Team must attend to the 
retrospective session because otherwise there is a 
disconnection between improvements that may affect the 
Product Owner. 

• Fixing your Scrum. In this work, the author describes three 
variations of this antipattern, the first one: “Few bothers to 
attend” sustains that team’s dysfunction cannot be fixed with 
partial participation of the Scrum Team members. In the 
second antipattern: “Meaningless improvements” the author 
describes another form of lack of participation, for example 
when team members provide empty improvements. The third 
one: 50% participation describes scenarios where the meeting is 
dominated by only some of the team members, while the rest 
keep as spectators. 

Also known as: • Retrospective mini antipatterns 
• Few bothers to attend 
• Meaningless improvements 
• 50% participation 

 

4.4.6.15 Unconstructive Sprint Retrospective 
 
Name: Unconstructive Sprint Retrospective 

Summary: This antipattern occurs when the Sprint Retrospective turns into a 
complaint session. 

Context: This antipattern can occur after the team was unable achieve their 
Sprint goal, they faced problems or friction during the Sprint. This 
is a problem because the Sprint Retrospective loses its purpose and 
does not create the space needed to find improvements, letting the 
problems worsen and turning into recurrent issues. 

Roles involved: • Development Team 
• Scrum Master 

How to detect: • The Sprint Retrospective turns into a complaint session. 
• Team members blame other team members, the Product Owner 

or the Scrum Master. 
• Comments during the Sprint Retrospective tend to be negative. 

Causes • Problems faced by the team during the Sprint creates friction 
among team members, turning Sprint retrospectives into 
complaints and negative comments. 

• The Scrum Master does not moderate or guide the session, 
instead they create the improvement items by their own to 
share it then to the rest of the team. 

Consequences: • Blaming and complaints are a sign of a deeper problem. 
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• Also, complaints create a culture of negativity and helplessness 
without tackling the problems. 

• The Sprint Retrospective loses its purpose being perceived by 
team members as useless. 

• Problems worsen and turning into recurrent issues when they 
are not discussed. 

Solution • The Scrum Master must guide the conversation constructively 
and focusing on how the team can affront the impediments. 

• The Scrum Master must coach the team into practicing self-
organization and constructive problem-solving.  

• The Scrum Master must resist the need of creating 
improvements just by their own to the share them with the rest 
of the team.  

Related antipatterns: • Unsolved retrospective improvements 
• Lack of participation 
• Absentee Scrum Master 
• Scrum Master as a Project Manager 

Sources: • Fixing your Scrum. In this work, the author describes how 
sometimes Sprint Retrospectives can turn into complaining 
sessions about team members, the Product Owner, The Scrum 
Master, Managers, Customers, Stakeholders, etcetera, while 
actually this session must be focused in problem-solving. 

Also known as: • The complaint session 

 

4.4.6.16 Product Owner 

4.4.6.17 Absentee Product Owner 

 
Name: Absentee Product Owner 

Summary: This antipattern occurs when the Product Owner I absent and does 
not collaborate actively with the rest of the Scrum Team. 

Context: This antipattern can occur due to traditional approaches where 
managers are assigned duties of the Product Owner role additional 
to their current position. This is a problem because they become 
part-time Product Owners, the team has to split their capacity to 
cover their functions and the stakeholder’s expectations are not met 
due to the lack of collaboration and communication between the 
Scrum Team members. 

Roles involved: • Product Owner 

How to detect: • During Scrum events the rest of the team constantly asks 
where is the Product Owner? 

• The Development Team has unsolved questions and 
dependencies that need an answer from the Product Owner. 
The dev team wants to keep working, but they need answers 
from the Product Owner about scope. 

• The Product Owner is not involved on a daily basis with the 
Scrum Team, there is not collaboration nor communication 
between them. 

Causes • The Product Owner does not attend to Scrum events. 
• The Product Owner has an extra role to their Product Owner 

position so their capacity is split on performing the role part-
time. 
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• The company has not implemented the Agile values across the 
company. 

• Products in the company are owned by a committee instead of 
an individual so each member of the committee is assigned with 
the position of Product Owner as part of their current roles. 

• Due to the lack of time Product Owners tend to skip Sprint 
Retrospectives as they have more important work to do. 

• The Development Team gets distracted with the activities that 
are meant to solve the Product Owner. 

• The Development Team gets distracted by customers and 
stakeholders requesting features directly without. Involving the 
Product Owners criteria. 

Consequences: • An absent Product Owner forces that either the Scrum Master 
or the Development Team to cover the Product Owner duties, 
reducing their capacity to perform their own work. 

• The Team lacks the information required to value and order 
items from the Backlog. 

• The team attempts to order the Product Backlog based on their 
own assumptions and without considering valuable information 
from stakeholders’ input. 

• During the Sprint Planning the team selects random items to 
develop during the Sprint, rather than making an informed 
decision from stakeholders’ feedback. 

• During the Sprint Review meeting, the team us unable to decide 
whether the Product increment is finished or needs further 
work. 

• As all efforts the Development Team makes are based on their 
own assumptions the risk of having different interpretations 
from the Product Owner increases. 

• Customers dissatisfaction as they are constantly getting 
features they didn’t need and their expectations are not met. 

Solution • The Product Owner role must be recognized by the organization 
as a full position with a career path in the organization. 

• Create urgency around the necessity for a full-time Product 
Owner. 

• Discuss all the activities that aren’t being addressed because of 
the time constraints that the part-time Product Owner faces. 

Related antipatterns: • Faking Agile 
• Ungroomed Backlog 
• Absence of Sprint Backlog 
• Absence of Sprint Planning 
• Sprint Review as meeting to approve Backlog items 
• Lack of participation 

Sources: • Agile adoption mistakes you must avoid. In this work, the 
author describes how in some contexts, the Product Owner is 
perceived as a secondary role so organizations do not invest on 
creating a full-time Product Owner role. 

• Fixing your Scrum. In this work, the author describes 
situations where the appointed Product Owner still has another 
role in the organization. 

Also known as: • Absent Product Owner 
• The part-time Product Owner 

 

4.4.6.18 Customer as a Product Owner 
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Name: Customer as a Product Owner 

Summary: This antipattern occurs when the Product Owner position does not 
exist within an organization, so it is partially adopted by the 
customer. 

Context: This antipattern can occur due to a lack of budget to fill the Product 
Owner position. The organization arbitrarily decides that the 
customer can act as a product owner. This is a problem because 
the Product Owner duties will not be performed by the customer, 
this double role can tempt customers on putting pressure on the 
team, causing interruptions and forcing the team to work as they 
demand. 

Roles involved: • Managers 
• Product Owner 

How to detect: • As there is no position available to cover the role of the Product 
Owner, the customer partially takes the role. 

Causes • Lack of understanding of the role of a Product Owner. 
• Lack of staff to fill the position. 
• There is a lack of trust from the customer about the 

Development Team’s work. 

Consequences: • The customer is not committed to perform the activities of a 
Product Owner. 

• It is very probable that the customer is not even familiarized 
with Scrum, resisting to adopt and perform the duties of a 
Product Owner. 

• The customer may have other duties to attend, partially paying 
attention to the team and the Scrum events. 

• The customer is not engaged on participating on Scrum events. 
• The customer may be too busy or even lack of expertise to 

groom the Product Backlog. 
• Product Backlog items remain confusing for the team. 
• There is not communication or collaboration between the 

customer and the Development Team. 
• Feature factory approach where the customer requests features 

to the Development Team. 
• A customer-Product Owner leads to interruptions, scope 

changes, alteration on Sprint Backlog deliberately causing 
delays and distractions to the team.  

Solution • Ensure that there is a fulltime position of Product Owner 
available to collaborate as part of the scrum team. 

• Create urgency around the need to cover the position of Product 
Owner in order to ensure that the product adds value to the 
customer.   

Related antipatterns: • Faking Agile 
• Absence of Product Backlog 
• Corrupted Backlog 
• Ungroomed Backlog 
• Sprint corruption 
• Absence of Sprint Planning 
• Micromanaged Daily Scrum 
• Sprint Review as meeting to approve Backlog items 
• Absence of Sprint Retrospective 
• Absentee Product Owner 
• Powerless team 



 
 
 

96 
 
 

Sources: • Exploring ScrumBut - An empirical study of Scrum anti-
patterns. In this work, the author describes when the customer 
is appointed as Product Owner due to the lack of a fulltime 
position. The customer lacks skills and expertise of a Product 
Owner, carrying issues to the whole team like the lack of 
product vision. 

• Fixing your Scrum: In this work, the author describes 
situations where the Product Owner is overpowered, carrying 
out an authoritarian approach instead of collaborating with the 
Development team. 

Also known as: • Customer as a Product Owner. 
• The commander in chief. 

 

4.4.6.19 Powerless Product Owner 
 
Name: Powerless Product Owner 

Summary: This antipattern occurs when the Product Owner lacks expertise 
and empowerment to fully commit their duties. 

Context: This antipattern can occur due to existent organizational structures 
across the organization or a lack of training and expertise from a 
promoted Product Owner. This is a problem because the Scrum 
Team has not the product vision required to lead the product 
development. 

Roles involved: • Managers 
• Product Owner 

How to detect: • The Product Owner excels on the product development but 
lacks from product vision and financial expertise. 

• The Product Owner does not have access to customer or 
stakeholders’ input. 

• The Product Owner does not have control over budget. 

Causes • The Scrum Team lacks of a fully empowered Product Owner 
• The Product Owner lacks of product vision. 
• The Product Owner lacks knowledge of product development 

and does the decisions he takes does not met customer’s 
expectations. 

• The Product Owner lacks of financial and ROI information to 
make informed decisions and provide product vision to the 
team. 

• The organization still maintains structures like a financial 
department that controls budget and is in charge of the 
decision taking. 

• There is insufficient understanding of the role of a Product 
Owner across the organization. 

• People across the organization that are suitable to perform the 
Product Owner duties are not engaged in the use of Scrum. 

• A Development Team member is promoted as the Product 
Owner, lacking of decision taking. 

• The Product Owner does not have access to stakeholders or 
customers insight. 

• The Product Owner is as confused as the Development Team on 
which features and details provide value to the customer. 

Consequences: • Incomplete company adoption of Scrum. 
• The management is unable to visualize value from Scrum. 
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• The Product Owner lacks the information required to value and 
order items from the Backlog. 

• The Product Owner attempts to order the Product Backlog 
based on their own assumptions and without considering 
valuable information from stakeholders’ input. 

• During the Sprint Planning the Scrum Team selects random 
items to develop during the Sprint, rather than making an 
informed decision from stakeholders’ feedback. 

• As the Product Owner does not have access to communicate 
with customers or stakeholders, during the Sprint Review 
meeting, they are unable to decide whether the Product 
increment is finished or needs further work. 

• As all efforts the Development Team makes are based on 
assumptions, so the risk of having different interpretations to 
the stakeholder’s increases. 

• Customers dissatisfaction as they are constantly getting 
features they didn’t need and their expectations are not met. 

Solution • The Scrum Master must create urgency to assign to the Product 
Owner a more active role in decision making.  

• The Scrum Master must convince managers on switching to a 
decentralized decision making and quantify the time and money 
wasted bottlenecks on decision taking. 

• The Scrum Master and Agile coaches must highlight the 
importance of the Product Owner role. 

• Ensure that the Product Owner is empowered enough to 
manage the Product Backlog and deciding which items 
maximize the value of the product.  

Related antipatterns: • Faking Agile 
• Ambiguous Backlog specification 
• Ungroomed Backlog 
• Powerless Product Owner 

Sources: • Exploring ScrumBut - An empirical study of Scrum anti-
patterns. In this work, the author describes a common 
antipattern among organizations, where one of the Development 
Team members is appointed as Product Owner, lacking the 
authority needed to collaborate with stakeholders. 
 

Also known as: • Product Owner without authority 

 

4.4.6.20 Scrum Master 

4.4.6.21 Absentee Scrum Master 
 
Name: Absentee Scrum Master 

Summary: This antipattern occurs when there is not Scrum Master position 
available in the Scrum Team. 

Context: This antipattern can occur due to a lack of budget and appreciation 
of the importance of the Scrum Master role within the scrum team. 
This is a problem because there is no one available to guide the 
Scrum and Agile adoption process, the Scrum Team may fall into 
misconceptions of Scrum carrying out more drawbacks than 
benefits. 

Roles involved: • Scrum Master 
• Management 
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How to detect: • There is no Scrum Master position available for the Scrum 
Team. 

• The Scrum Master is assigned part time as they have different 
activities in a daily basis. 

• The Scrum Master and Product Owner positions are performed 
by the same person. 

• The Scrum Team decides deliberately which Scrum elements to 
adopt. 

• There is no guidance or coaching on the adoption of Scrum. 
• There is no one making sure that Scrum events are scheduled. 
• There is no one making sure that the Scrum Team participates 

and not skips Scrum events. 
• There is no one ensuring that goals and product details are 

understood and agreed by everyone on the Scrum Team. 
• There is no one assisting the Product Owner on techniques for 

effective Product Backlog grooming. 
• There is no one inspecting that the Product Owner maximizes 

value the product backlog value.  
• Lack of coaching to the Development Team in self-organization 

and cross-functionality. 
• Lack of assistance on removing impediments for the 

Development Team during the Sprint. 

Causes • Organizational structures preventing the creation of a Scrum 
Master role. 

• Lack of budget and appreciation of the importance of the Scrum 
Master role in the adoption of Scrum. 

• The organization has partially adopted Agile and the Scrum 
framework. 

Consequences: • An incorrect adoption of Agile and the Scrum framework. 
• The organization not achieving the benefits of Agile because of 

wrongly performed practices.  
• A higher risk of Scrum Teams performing poorly due to 

misconceptions of Scrum. 
• Added pressure to Scrum Teams because they will have to self-

taught Scrum. 

Solution • Having a Scrum Master as a fulltime position is essential for 
Scrum adoption and real Agile transformation. 

• When someone from the organization is promoted as Scrum 
Master, makes sure that they receive training and coaching to 
adopt the role. 

Related antipatterns: • Faking Agile 
• Tailoring Agile 
• Absence of Sprint Planning 
• Absence of Sprint 
• Absence of Sprint Review 
• Absence of Sprint Retrospective 

Sources: This antipattern is from own authorship, as a result of the proposal 
to elaborate antipatterns related to the lack or absence of a Scrum 
Master. From previous experience and the study of Scrum Buts 
related to the Scrum Master role, this antipattern was focused on 
exposing the common traits of not having a formal Scrum Master 
role as part of the Scrum adoption. 

Also known as: N/A 
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4.4.6.22 Scrum Master as a Project Manager 
 
Name: Scrum Master as Project Manager 

Summary: This antipattern occurs when the Scrum Master acts and performs 
these duties as a Project Manager. 

Context: This antipattern can occur due to lack of expertise and training of 
the Scrum Master and lack of empowerment to the Development 
Team. This is a problem because the Scrum acts as a barrier and as 
an impediment, preventing the team of correctly adopting Agile and 
blurring their perspective of a product vision. 

Roles involved: • Scrum Master 
• Managers 

How to detect: • Scrum Masters acting and performing duties of a Project 
Manager. 

• The Scrum Master assigns tasks to the Scrum Team. 
• The Scrum Master takes decisions for the Team. 
• The Scrum Master acts as a proxy between for the Scrum Team 

and the Product Owner.  

Causes • Scrum Masters that have been Project Managers before for 
several years can fall into adopting a servant - leader role 

• Scrum Masters lack of empowerment and expertise. 
• Scrum Masters forcing traditional management practices due to 

lack of expertise with Scrum. 
• The Scrum Master adopts the role of a manager, an architect, 

except a Scrum Master role. 
• The legacy of traditional processes where one single person is 

the responsible of project delivery. 

Consequences: • The Development Team develops a dependency to the Scrum 
Master being unable to make decisions by their own and 
lacking self-organization. 

• Decisions on how to approach Sprint goals are decided based 
on the assumptions from a single person, rather than actively 
collaborating to find a solution. 

• Creates conflicts between the Scrum Team which struggle with 
making quality decisions compared to collaborative discussion 
and shared opinions among team members. 

The Scrum Master prevents free of communication between Product 
Owner and the Development Team. 

Solution • Make sure that the team and the organization has clear that 
the Product increment delivery is a shared responsibility among 
the Scrum Team members. 

• Empower the Scrum Team, so neither the Product Owner nor 
the Scrum Master act as their manager. 

• Ensure that the team maintains direct communication with the 
Product Owner. 

• Provide Scrum Masters with training and coaching to help them 
understand Agile and be able to coach their teams effectively.  

Related antipatterns: • Faking Agile 
• Micromanaged Daily Scrum 
• Unsolved impediments 
• Absentee Scrum Master 
• Powerless team 

Sources: • Agile adoption mistakes you must avoid. In this work, the 
author describes situations where Project Managers are 
appointed as Scrum Masters, carrying out some of the 
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traditional practices like assigning tasks, requesting for status 
to the Development team. 

• Fixing your Scrum. In this work, the author describes the 
antipattern from two different perspectives. The first one: “The 
dreaded Scrum Lord”, describes malpractices of Scrum Masters 
like assigning tasks, setting deadlines, and having a command-
and-control mentality. The second one: “Acting as a janitor” 
explains Scrum Master’s behaviors where they try to fix and do 
managerial work like updating dashboards, adding items to the 
backlog when it is not part of their duties. 

Also known as: • Scrum Master as Project Manager 
• The dreaded Scrum Lord 
• Acting as the janitor 

 
4.4.7 The Development Team 

4.4.7.1 Absentee Development Team 
 
Name: Absentee Development Team 

Summary: This antipattern occurs when the Scrum Team is not full time 
available and there is no team dedicated. 

Context: This antipattern can occur due to an incorrect adoption of Agile and 
Scrum practices, where teams are required follow the Scrum 
framework without being fully dedicated to the development of a 
product and alternating activities with their current roles. 

Roles involved: • Development Team 
• Managers 

How to detect: • The Development Team is also responsible of performing 
operational duties. 

• The Development Team is part time attending to Scrum events.  
• Only representatives of the Development Team attend to Scrum 

events and the rest of the team may skip due to their current 
activities. 

• The Development Team is not dedicated full time to the product 
development. 

• The organization created Scrum Teams with different people 
from different departments, a single person might be part of one 
or two Scrum Teams in addition to their operational job. 

Causes • Misconception of the Scrum framework. 
• Legacy from traditional management where an individual could 

participate on many projects. 
• Resistance from the organization to dissolve traditional 

organizational structures. 

Consequences: • Slower Product increment delivery. 
• Lack of focus and collaboration between the development 

members. 
• Development Team members more prone to skip Scrum events 

due to their agenda. 
• Work overload among the Development Team. 
• Difficulties on trying to gather the whole Development Team. 
• Scrum events more prone to cancellation and to be postponed.  
• As the Development Team capacity is reduced by the additional 

tasks, team members are unable to deliver a Product 
increment, so they are more prone to handout deliverables. 

• Due to the slower delivery, the Development Team is unable to 
develop a working product, carrying out Backlog items Sprint to 
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Sprint or presenting unfinished work during Sprint Review 
meetings. 

• Lack of focus during Scrum events. 
• Lack of participation during Scrum events. 
• Objectives and goals from Scrum events are not met. 

Solution • Ensure that the organizational structure allows teams to 
commit full time to the development of the Product increment. 

• Remove any operational or additional duties to the Development 
Team members because this reduces their capacity to achieve 
the Sprint goal. 

Related antipatterns: • Faking Agile 
• Absence of Product increment 
• Carried over user stories 
• Incomplete PBIs 
• Lack of participation 

Sources: This antipattern is from own authorship, as a result of the proposal 
to elaborate antipatterns related to the absence of Development 
Team. From previous work experiences and the study of Scrum 
Buts related to the Development Team, this antipattern was focused 
on the scenarios on which a Scrum Team lacks of the figure of a 
Development Team. 

Also known as: N/A 

 

4.4.7.2 Powerless Development Team 

 
Name: Powerless Development Team 

Summary: This antipattern occurs when the Development Team is not 
empowered enough to be self-direct. 

Context: This antipattern can occur when the Development Team is 
submissive, accepts orders and is unable to stand against one 
member. This is a problem because the team loses self-direction 
and collaboration. 

Roles involved: • Development Team 
• Managers 

How to detect: • During the Scrum events only one person leads the meeting. 
• During Sprint Planning only one leads the questions and the 

discussion but also assigns tasks and estimates the effort in 
advance for to the Development Team.  

• Development Team members request the approval of one of the 
Scrum Team members. 

• Teams are not free to manage their own time or decide for 
scope. 

• Teams are not able to choose their tools or technology. 
Among the Development Team there are members with less 
expertise, so they request for approval for nay change to the 
most proficient members. 

Causes • Organizational culture in which teams are given orders, 
controlled, and micromanaged. 

• One of the Scrum Team members behaves as the Development 
Team’s manager. 
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• Scrum Masters, Product owners, managers unable to It is 
difficult to withstand on giving specific directions to the 
Development Team on how to perform their work. 

• Organizational structures and hierarchies result in 
Development team members being unable to reject new 
requirements and changes of scope during the Sprint from 
stakeholders. 

Consequences: • Traditional organizational culture in which teams are under 
command impedes the Development Team in becoming a self - 
organizing Team 

• The Development Team is deprived of inspecting and adapting 
on daily basis. 

• Poor solution to complex problems since Problem solving is 
devised only by one person.  

Solution • Guarantee that the Development Team is able to take decisions 
during Scrum events by using their collective intelligence rather 
than requesting for directions. 

• Scrum Master must teach Team to eliminate hierarchies, the 
desire of control or acting as a manager. 

• When the scrim master acts as a manager, the Development 
Team must bring this topic to the table and request to train or 
replace the Scrum Master. 

Related antipatterns: • Faking Agile 
• Corrupted Backlog 
• Sprint corruption 
• Micromanaged Daily Scrum 
• Sprint Review as meeting to approve Backlog items 
• Customer as a Product Owner 
• Scrum Master as a Project Manager 

Sources: • Agile adoption mistakes you must avoid. In this work, the 
author describes how in some organizations, due to 
micromanagement culture, Development teams are given work 
assignment, sometimes they might also lack expertise being 
unable to self-organize.  

Also known as: • Organization vs self-organization 

4.4.7.3 Feature Factory 
 
Name: Feature Factory 

Summary: The team seems successfully delivering user stories, however they 
have no interest on why are they doing so or if the customer is 
really using those features. 

Context: This antipattern occurs when teams are only doing what they are 
told and not taking care on what the customer really needs. There 
are parts of the software or even full features that are not really 
being used by the users. Most of the new user stories are about 
changing current functionality. 

This is a problem because Agile looks for building useful products 
through the collaboration and feedback between the team and the 
customer which leads to the same level of risk through small 
experiments and rapid feedback. This antipattern occurs when IT 
departments start becoming Agile while the customer department 
still works in the traditional way. 
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Roles involved: • Product Owner 
• Development Team 

How to detect: • When teams celebrate success just on user stories completion. 
• There is a focus on shipping rather than meeting customer’s 

needs. 
• Weak Product Owner role 
• When rework and changes are treated as new user stories 
• User stories are very detailed like a cooking recipe and leave no 

space to plan implementation. 
• The team is more focused on estimating correctly than user 

satisfaction upon delivery. 

Causes • The team is delivering user stories that are assigned to them 
without really connecting with user’s needs. 

• Little influence of teams on user stories 
• Little or delayed feedback 
• Customer supplier mentality where the “customer” sometimes a 

department is always right. 
• The team is a supplier that works on what the customer 

specifies. 
• The team follow what is written on user stories descriptions as 

a recipe without really knowing how the deliverable are used. 
• The team has no direct contact with the customer, are not able 

to show what they developed neither get feedback. 
• User stories descriptions are highly detailed, leaving no space to 

discussion to ask questions and plan how to implement the 
solution. 

• Not knowing the estimated value of a feature, not making an 
analysis around expected vs actual feature value. 

• The company’s power dynamics, organizational structure, 
hierarchy and politics prevent Product Owners from having the 
power to decide over the product. 

Consequences: • The team considers a Sprint successful just by delivering user 
stories in time to a staging or production environment without 
taking time to test those features with real users or making 
sure that they are useful. 

• During Sprint Reviews there is no customer involved and the 
work done passes through department to another just like an 
assembly line. 

• Teams are more oriented towards delivering on time, finished 
and approved user stories without considering if those user 
stories were successfully deployed to production or are valuable 
for users. 

• There is no time for refactoring and there are many reworked 
user stories that either are changes, removal and even fixes of 
existing functionality. 

Solution • Develop a strategy to switch from the “delivery” mindset to 
really owning the product. 

• Ensuring that user stories are correctly defined, and not only 
following the correct structure of “As a… I want to...” but also 
taking care about linking user stories with real needs. 

• Reinforce Sprint Reviews. 
• Deliver to users at least every Sprint 
• Measure how features affect users 
• Test different implementations 
• Improve communication with real users 
• Provide freedom to the team to explore options to develop user 

stories 
• Remove detailed descriptions from user stories. 
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• Improve Sprint Reviews by having the whole team, stakeholders 
and real users. 

• Deliver to real users on every Sprint and maintain 
communication after deployment. 

• Involve users in the retrospective enable channels to pair them 
when working on user stories. 

• Try to implement metrics that are able to tell you about 
customer behavior and satisfaction in relation to the 
functionality of your product. 

Related antipatterns: • Faking Agile 
• Corrupted Backlog 
• Corrupted Sprint Backlog 
• Sprint corruption 
• Invaded Daily Scrum 
• Micromanaged Daily Scrum 
• Customer as a Product Owner 
• Scrum Master as a Project Manager 
• Powerless team 

Sources: • Quick glance at: Agile Antipatterns. In this work, the author 
describes the feature factory mindset that prevails at some 
organizations where teams are seen just as developers that 
deliver features and customer requirements. 

Also known as: N/A 

4.4.7.4 Semi-functional Development Team 
 
Name: Semi-functional Development Team 

Summary: This antipattern occurs when the Development Team lacks of 
empowerment, expertise and skills to develop the product. 

Context: This antipattern can occur due to organizational structure and a 
partial adoption of Agile. This is a problem because teams are 
unable to deliver a working product and the development becomes 
slower. 

Roles involved: • Development Team 
• Managers 

How to detect: • When there are factors that limit product development, like 
approvals from other areas or access to resources controlled by 
other departments. 

• When Sprint by Sprint, the team is unable to finish a working 
product. 

• When the Development Team delivers documentation, design, 
mockups as their Product increment. 

• When the Development Team constantly presents unfinished 
work to the Sprint Review. 

Causes • Traditional organizational structures that restrain teams from 
collaborating seamlessly. 

• Lack of expertise in the company and as consequence in the 
Development Team. 

• Development Team integrated only by developers. 

Consequences: • The Development Team is more prone to fail to achieve the 
Product increment. 
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• The Development Team is more likely to deliver a Product 
increment that has not been tested or integrated, having to use 
the following Sprints for that purpose. 

• The development team is more prone to carrying out the same 
items Sprint to Sprint. 

• The Development Team is more likely to present unfinished 
work to the Sprint Review meeting. 

• It is more likely that the Development Team present a 
deliverable instead of a working product. 

• It is more likely that Development Team works in stages during 
the Sprints as waterfall phases.  

• The Development Team is unable to release a shippable product 
as they are limited to perform only the activities related to their 
department.  

• Less commitment as the Development Team only cares for their 
part of the work. 

• Wasted time due to waiting time intervals because of the staged 
development approach. 

• The Development Team might feel helpless, experience more 
frustration and higher chances of failure. 

• During Sprint Planning sessions Development Teams are 
unable to conduct meaning full decisions. 

• The Product Owner needs the Development Team input to 
groom the Backlog as teams have skills and expertise on 
product development, a semi-functional team might lead to 
poor decisions that affect the product development. 

Solution • Ensure that the Development Team members possess the 
expertise and abilities accomplish with the delivery of the a 
potentially shippable Product increment. 

• Include the roles needed for product development, developers, 
testers, designers, any job profile required to develop the 
Product increment.   

• Ensure that the Development Team is cross-functional, self-
sufficient and independent to make progress. 

• Regularly assess the Development Team’s self-sufficiency and 
cross-functionality as teams needs might change and evolve 
during the product evolution. 

• Mapp all the people involved to make from a Product Backlog 
item a Product increment this will provide. 

Related antipatterns: • Faking Agile 
• Absence of Product increment 
• Carried over user stories 
• Incomplete PBIs 
• Absence of Sprint Review 
• Absence of Sprint Retrospective 
• Lack of participation 
• Absentee Scrum Team 
• Powerless team 

Sources: • Exploring ScrumBut - An empirical study of Scrum anti-
patterns. In this work, the author attributes the lack of semi-
functional teams to the lack of expertise in the organization and 
organizational structures where team members are part of a 
department. 

• Agile adoption mistakes you must avoid. In this work, the 
author describes how non cross-functional Development 
Teams, affects to the product increment delivery. 

• Fixing your Scrum. In this work, the author describes that if 
Development Teams lack of skills, they it is more likely that the 
project will fail and the team might get frustrated. 
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Also known as: • Semi-functional teams 
• Teams that are not cross-functional 
• Lacking Necessary Skills 
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5 Conclusions and Discussion 
 
This section summarizes the findings, key contributions and limitations from 
the previous elaboration of Scrum antipatterns. The results demonstrate three 
things which are in relation to the set of questions presented in our Research 
methodology section. First, from the results obtained from our first question 
that relates to validate the most accepted Agile method, it is clear that the Scrum 
Framework is in the top of the most adopted Agile methods. This finding is not 
particularly new neither represents a big revelation. However, answering this 
question lays the groundwork for the rest of the research process. Taking the 
time to make sure and confirm this conjecture rather than assuming the answer 
was crucial for the development of this thesis. Also, from that analysis another 
finding showed that the second most adopted method is Extreme Programming, 
which opens a future research line. For now, after confirming Scrum as the 
most settled framework for project development in the past decades our 
research line focused on the investigation of Scrum related antipatterns.  

The second finding is related to the answer to the second question of our 
research methodology. This question focuses on answering to which are the 
most relevant Scrum antipatterns. From our literature review, an original list of 
150 antipatterns was analyzed to understand the similarities, approaches and 
formats in which antipatterns were presented. From this analysis we were able 
to understand which were the most recurrent, allowing to gather as much 
information possible to elaborate our proposal.  

Another aspect worth noting was that the approaches in which antipatterns 
were developed varied from author to author. In terms of organization of the 
antipattern some of them followed a practical structure marked off by a 
particular scheme. Some others elaborated more by developing antipatterns in 
prose format, providing more examples and details. Others described several 
scenarios, while in the other hand some focused on the most recurrent 
antipatterns. Some were collected through experience, surveys and some other 
through project management tools input. This provided meaningful insight of 
the pros and cons and limitations from their perspectives, but also inspiration 
of what was wanted to be achieved with this proposal.  

We wanted to keep the best from those viewpoints, so our proposal could be one 
of the most complete antipattern list. But we not only focused on completeness, 
but also on the quality of content and the simplicity to understand and master 
the antipattern. 

Completeness of the content in our proposal was achieved by analyzing all the 
original list of antipatterns, connecting them and finding similarities. To ensure 
quality of content, we ensured to complement valuable information from all of 
the original sources. These two factors ensure that our proposal provides 
meaningful information for Agile practitioners. Nevertheless, the need to ensure 
that Agile practitioners were able to put on practice in real world situations 
allowed to bring these findings one step further. A way to achieve this was by 
decomposing Scrum practitioner’s profile. Most practitioners are those that are 
part of a Scrum Team. No matter the role they perform, they work at companies 
and the way they were introduced to Scrum is through courses, training and by 
the book. Taking this into account, in order ensure to be usefulness, this work 
must address practitioners needs. Thereby, consistency in the structure of 
antipatterns was critical. The way this work is presented is a first attempt to 
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make real difference on keeping simplicity and meaningfulness. In one side, we 
look forward to present curated information while in the other side, we 
presented it in a practical scheme. This leaded us define the most suitable 
antipattern structure for practitioners. 

Finally, the third question was focused on analyzing the best way to structure 
the previous content by digging on different schemes to detail antipatterns. 
Some similarities were found with the results from the second question, as 
authors developed antipattern structures in different ways. Also, inadequacies 
were brought out to avoid them. So, the same approach was followed, by taking 
the best from those proposals and always considering the main goal that is to 
provide practitioners a valuable standardized guide on Scrum antipatterns.  

After analyzing the different schemes, a proposal on antipattern structure was 
proposed along with the rationale behind the design. With both achievements, 
the antipatterns curated content, plus a suitable scheme the proposal was 
completed with a list of 35 antipatterns and a scheme containing 11 content 
elements of analysis.  

In order to warrant adoptability, the antipatterns were grouped according to the 
Scrum element related. This lead to find additional gaps that showed that there 
were antipatterns not being addressed. Parts of the original antipatterns list 
described in a brief way those problems without necessarily defining them as 
antipatterns. As a result, the approach followed was to perform additional 
research and develop those missing antipatterns.  

Consequently, this own authored effort is responsible of the creation of an 
additional set of 7 anti patterns, carrying out the final list of 42 antipatterns to 
assess Scrum adoption. This achievement represents a great contribution and 
an additional aid for Scrum practitioners. By having a more complete guide, 
provides unpublished information about problems and prevention of not so 
popular antipatterns that if underestimated, may produce the emergence of 
more antipatterns.  

A prompt detection of Scrum antipatterns provides more mechanisms to 
increase success on product development. This is not only a tool that serves 
practitioners need to excel and master at their profession, but also brings great 
benefits to companies. Seen from the point of view of organizations, the more 
mechanisms to prevent Scrum Teams from failure and to potentiate their 
chances of success, signifies faster and higher chances of valuable product 
development. Even though this signifies a great advance, there are some 
limitations with the current proposal that prevent organizations from fully 
adopting this guide for inspection. 

Fortunately, limitations represent opportunity areas that can be addressed in 
the future. This proposal is only the beginning of something more ambitious; 
this work only stablishes the basis of the potential and impact that the 
conscious analysis of Scrum antipatterns can involve. In the following section, 
future research lines are discussed as a way to provide solutions to such 
limitations. 
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6 Future research lines 
 

In this section limitations of the proposal are discussed followed with possible 
ways to develop many future lines of work. The first limitation is related to the 
selected Agile method, while Scrum showed to be the most adopted Agile 
method, industries are filled with other methods, bringing more options of 
antipatterns to research and analyze. So, one future research line is the 
elaboration of a guide of antipatterns related to different frameworks like 
Extreme Programming or Kanban. 

The second limitation is given by the visualization of antipatterns, in the middle 
of the digital era, the internet represents the most popular knowledge source. 
This proposal establishes the basis of this work as a static document, however 
to spread it more widely, it is a must to publish this work to be publicly 
available. An additional research line that has been depicted is an automated 
way to detect antipatterns for example, from a set of questions. This might be 
useful for Scrum practitioners that are struggling with specific antipatterns to 
come to the point and learn from what will be meaningful for their situation. As 
inspection is one of the fundaments of the Scrum framework, this would 
represent a mechanism to diagnose the presence of antipatterns to enhance 
practices and prevent failure. 

The third limitation is inspection itself because for a proposal to be effective 
there should be guarantee of efficiency. Future research lines to inspect levels 
of infallibility and replicability to provide evidence of its effectiveness. This, in 
addition to experimentation on the effectiveness with real Scrum Teams will 
provide more evidence to support its usefulness. Such work requires software 
engineering experimentation that even when it might be complex, this intention 
is ambitious as the results will provide clarity in the impact of this proposal to 
Scrum Teams and organizations. 

Another limitation that emerges from this work, is that as it is limited to present 
a proposal on Scrum antipatterns the inspection is left to the free will of the 
practitioner. This is not the most optimal, as the assessment of antipatterns is 
a way to stimulate inspection. Still, more research needs to be done to answer 
questions like, how often should this set of antipatterns must be assessed? 
Which factors might be antipattern triggers? Is there any temporality needed to 
be considered? or Are there antipatterns that appear from time to time? And 
many other questions that may surge from the need to understand the patterns 
of antipatterns. This too represents an ambitious future research line, as it 
could help with the prevention of Scrum antipatterns. Also, it could provide an 
option for practitioners to adopt as part of continuous improvement. 

Another important opportunity area is the exploration of the behavior of 
antipatterns in a scaled Agile framework as new antipatterns may emerge. This 
opens an additional research line dedicated to the research, analysis and 
elaboration of antipatterns in a scaled context. 

Similarly, to the assessment of antipatterns as a way of inspection of the 
adoption of Scrum, inspection is needed for this proposal. As the Scrum 
framework evolves, new antipatterns may rise, maybe incurring in the necessity 
of extending the list of antipatterns or the need to declare obsolete some others. 
Artifacts like automation and artificial intelligence may provide the tools to 
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ensure that Scrum Antipatterns are up to date and aligned to the Scrum 
Framework is indispensable. 
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