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Introduction 

•  A large distributed Scrum organization 
•  Single case study 
•  Root cause analysis 



Background 

•  The PO-developer communication in Scrum is 
straightforward, in theory 

•  The PO is extremely important for the success  
•  Little research on the causes of failed PO 

expectations 



Research questions 

RQ1: Why the expectations of Product 
Owners do not meet the outcome of 
development work? 
 
RQ2: What problems were perceived the 
most important to control in order to 
minimize the risk for a failure in the 
Product Owner expectations? 



Data collection 

The data was collected in retrospective meetings 
involving a team of Product Owners and two software 
development teams.  
•  A focused root cause analysis of the problem “Why the 

expectations of Product Owners do not meet the outcome 
of development teams?” was conducted. 



The Case Organization 

•  800 employees in total 
•  Three sites 
•  Complex systems integrated with customer’s 

systems 
•  One year since Scrum adoption 
•  Total 30 developers / Scrum Masters / POs 
•  Two development teams split between three sites 
•  Four POs split between three sites 



Data collection 

60-minute meeting with one PO and one Scrum Master  
•  Goal: Define the main problem 
•  Result: The expectations of POs did not meet the 

outcome of the development work 
Retrospectives using the ARCA method  
•  Face-to-face retrospective meetings (3 x 60 min) 
•  Two development teams & one PO team 
•  “Why expectations of Product owners do not meet with 

the implemented functionality?” 



The retrospective settings 

The formal data was collected in three face-to-face 
retrospective meetings (3 x 60 minutes in total). 
Each retrospective meeting considered the following 
question: “Why expectations of Product owners do not 
meet with the implemented functionality?” 
Three teams: two development teams and one PO 
team. 



The retrospective method 

ARCA method and software tool: 
1.  Individually write down causes (5 minutes)  
2.  Present findings to others  
3.  Add additional causes and sub-causes (5 minutes)  
4.  Discussion  
5.  Add additional causes and relations between the causes  
6.  Vote on on the urgency and feasibility 
 
Four corrective actions by the case organization 
Evaluated by the organization members after implementation 



ARCA-tool 



Data analysis 

Retrospective outcomes separately analyzed 
quantitatively and qualitatively  
• Detected causes were classified  
•  Interconnections were analyzed 
•  The most controllable problems were emphasized 
Retrospectives combined to explain why the problem 
occurred and the relations of the underlying factors 
 



Results 



Problems 

1.  Insufficient collaboration between 
the POs and the teams 

2.  Challenges adjusting priorities 
3.  Developers working on the wrong 

tasks 
4.  Lacking understanding of the 

requirements 



Solutions 

Improving Product Owner availability 
•  POs in daily stand-up meetings 
•  Increasing the number of POs 
•  Improved PO collaboration 
•  PO participation in sprint planning meetings 



Conclusions 

In a large distributed software organization, 
implementing Scrum successfully is challenging: 
• Distance between the customers and software 

development teams 
• Requires heavy investments in collaboration, knowledge 

sharing, organization culture, and motivation 
•  Takes time 



Limitations & Future Work 

Limitations:  
1.  ARCA depends on the participants 
2.  Single case study 
 
Future work: 
How to successfully improve the match between customer 
needs and Scrum development outcomes in the context of 
complex, high-variability requirements and distributed 
development? 



Final thoughts 
1.  Implementing the Product Owner role in 

the context of complex, high-variability 
requirements and distributed 
development is challenging. 

2.  True collaboration and sufficient 
resources are important for effective 
requirements specification activities 

QUESTIONS? 



Questions? 

 
 

“Scrum seems to provide little help to increase the match 
between the highly variable expectations of multitude of 

customers and software development outcomes in a 
complex software engineering context.” 


