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Sprint-Based Agile Development

Deliver value constantly by building incrementally
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Agile way of working helps us to collaborate, understand real 
customer needs and constantly learn from feedback.

VISION DESCRIBES THE FUTURE STATE WHERE WE ARE GOING WITH 
DEVELOPMENT AND ROADMAP SHOWS HOW ARE WE GETTING THERE

It all starts with an idea or need. In order to transform this into a functional product or service we need to 
describe it. Creating a vision statement is very good way to communicate what is the desired future state. 
Writing down a vision will:
 Align expectations of stakeholders
 Give meaning for development
 Set common goal to aim for
 Help to achieve the future state

Not having a plan and just starting the development is one of the biggest misconceptions related to agile 
way of working. There is always need for planning and writing it down. However, roadmap is not a 
detailed and fixed set of steps that must be conducted in certain order. It gives guidelines and is a 
communication tool that help everybody to achieve the same goal and fulfill the vision. Roadmap should:
 Be easy to read and follow
 Describe long-term plan on high-level
 Have more details for next months
 Give an understanding how to proceed after MVP
 Be revised when something new appears

Roadmap

Vision

MVP = Minimum Viable Product

BACKLOG IS A REGULARLY UPDATED AND WELL-FORMULIZED TO-DO 
LIST THAT NEEDS TO BE COMPLETED TO ACHIEVE THE VISION
Backlog or product backlog typically includes Features and Stories that will be developed for the product or service. In addition to these, backlog 
can also include action points or tasks that should be completed in order to be able to develop the desired Features. All the items on backlog 
should be well formulized so that everybody understands what they mean and when they can be considered ready. Stories or User Stories are a 
common way of transforming customer needs to development items. The key is to split large chunks of work like Epics or Features to small and 
concrete action items or functionalities that can be easily described through Stories.

A single backlog could include all the three lists mentioned above, but separating these list makes it much easier to keep organized

Ideas and needs Product backlog Sprint backlog

Extract from top of the product backlog including 
Features, Stories and tasks that will be done during 

next sprint (typically 2 weeks). The team decides 
together which items they can do during the sprint.

A prioritized to-do list including Features, Stories and 
tasks that will be done. New well formulized items will 
be added to the list constantly in order to complete all 

activities that are needed to achieve the vision

A long list of ideas and needs that could be done. 
Before passing items from this list to product backlog 
they must be reviewed: split large items to smaller, 

rewrite unclear/vague items and prioritize them.

Kanban is a well-known method to
 Visualize workload
 Limit work in progress
 Show progress
 Optimize flow

This simple tool will help you to show why it might take 
some time to implement new ideas and what the team 
have achieved in the past. Key is to limit work in progress 
meaning that you should work only on few items at the 
time. After a task is completed you can start another.

Optimizing flow means that you find what is the right size 
for each item and how many items you should progress at 
the same time. This will increase throughput time and 
predictability, lower variability and make it possible to 
respond changes and learn fast.

TO DO IN PROGRESS DONE

A GOOD WAY TO MANAGE BACKLOG ITEMS IS TO USE A KANBAN
BOARD THAT VISUALIZES WORKLOAD AND SHOWS PROGRESS
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Items on first column are the same items as in a sprint backlog at the beginning of a sprint. 
In case sprints are not used, first column is typically the same as product backlog.

FIXED MEETING SCHEDULE AND PREDETERMINED CADENCE WILL 
HELP TO IDENTIFY DEPENDENCIES, ENSURE SUFFICIENT 
COMMUNICATION AND ENABLE FREQUENT PRODUCT RELEASES   
For many people agile means Scrum and working in sprints. Most of the time this is a good approach when you want to go agile, but even more 
important is to choose a way of working and follow it. It can be for example Scrum, Kanban or mix of those as long as everybody in the project 
knows and agrees the way of working.

Cadence ensures that key events and activities take 
place on regular intervals and the schedule is predictable.
A well working cadence in agile development includes 
daily stand-ups, two-week sprints, three month 
increments and yearly strategic planning. This means that 
communication about progress and challenges is done 
daily, actual work is done in two-week long iterations, 
short term roadmaps are updated once per quarter and 
long-term vision is refined yearly.
Duration of these cycles can be altered depending on the 
situation, but it is highly recommended to stick with the 
selected timeboxes and organize work according to them.

Fixed meeting schedule helps everybody to know when 
they need to finish particular part of the work, when their 
input is needed and supports communication. It spares 
the trouble of finding suitable meeting times for people 
who need to meet frequently and prevents delays 
because team members cannot reach each other on time.
Typically each iteration from day to year follows the same 
pattern: Plan what you are going to do on that day, sprint 
or year. Do what you said you will do. Check frequently 
that what you are doing is right thing and still valuable. 
Adjust your work according to new input or changes. 
Once you are ready, show what you have done and 
release it.

DEMO / 
REVIEW

RELEASE

THE AGILE PLANNING CIRCLE REVEALS HOW STRUCTURED AND 
PREDICTABLE THE AGILE WAY OF WORKING IS    

Yearly strategic planning (1-3 days)
Where do we focus next year?

 Revise product / service vision
 Validate fit for company strategy
 Update long-term roadmap
 Follow-up return on investment
 List ‘lessons learnt’ & implement 

required improvements
 ...

Quarterly planning event (2 days)
What is our focus for next three months?

 Update high-level roadmap & clarify vision
 Share latest business needs & priorities
 Priorities and create plans for key focus 

areas (e.g. Epics)
 ...

Sprint planning (2-4 hours)
What can we achieve during next weeks?

 Select backlog items for the sprint
 Break large items to smaller tasks
 Estimate workload for the tasks
 Check team member availabilities
 Agree who works on what

Daily stand-up (15min)
What everybody will do today?

 Communicate what has been completed
 Explain what you will do next
 Ask for help & support if needed

Key Components in Agile Development

Roles and Responsibilities

Agile Development Model - E2E DevOps 

E2e governance ensures that 
development is based on 
demand coming from business, 
and connected to operations to 
secure successful rollouts.

BT Standard has a strong focus on early stages of the flow, promoting 
co-creative demand planning in planning collectives organised by 
value steams.
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Agile Development Model - E2E DevOps
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Available according to the open framework license agreement
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This capability refers to the defintion of clear requirements for a product, solution, or service and
assessing its feasibility before the actual development begins.

Requirements: In agile practices, requirements are often expressed as user stories, which are short, simple descriptions of a feature told 
from the perspective of the person who desires the new capability, usually a user or customer of the system. These stories are put on a 
roadmap and are continually reprioritised based on business value, technical risk, dependencies, and other factors. Requirements can also be 
expressed at different levels of abstraction (e.g., features, or epics) to prioritise at portfolio level and manage work at the team and ART level.

Feasibility: Agile practices emphasise the importance of assessing the feasibility of a product, solution, or service early and throughout its 
development. This is often done through techniques like prototyping, architectural spikes, and iterative development, which allow teams to test 
assumptions, explore different solutions, and get early feedback from stakeholders. The feasibility of a solution is also assessed at different 
levels (e.g., solution intent, economic framework, and business case) to ensure that it’s technically feasible, economically viable, and 
desirable from a business and customer perspective.

Available according to the open framework license agreement

Business Analyst
The Business Analyst analyses, 
defines, documents and manages 
requirements. They identify business 
needs and are responsible for 
documenting requirements with 
stakeholders.

Product Owner 
Responsible for the business design 
and rationale for a development 
initiative. In incremental development, 
the Product Owner is responsible for 
prioritising, reviewing, approving and 
managing the requirements in the 
Product Backlog.

BIO
Responsible for leading the 
requirements and feasibility capability 
and practices. Ensure that requirements 
are aligned with business strategy and 
that the feasibility of the proposed 
solution is thoroughly assessed.

EA/Data/Security Leads
They play a crucial role in assessing 
the feasibility of deliverables. They 
proactively support the business 
design and ensure quality, compliance 
and cross-product alignment. K

ey
 r

ol
es

Requirements 
and Feasibility

SERVICE OPS

DEMAND

ROLLOUT

SERVICE SUPPORT

DEVELOPMENT

SERVICE RELEASE

SERVICE OPS

Consumable 
Service

E2E GOVERNANCE  

Agile Development Model - E2E DevOps

Business Design Development Prioritisation Solution Development Release & Operate Rollout & Value Realisation

SOLUTION
DEMO

Feature & Enabler 
Backlog Team/Sprint

BacklogProduct
Roadmap

Capability 
Planning 

Service Changes

Portfolio

ART

APPROVE DEVELOPMENT APPROVE E2E DELIVERY

Product Increment
PI Planning

Prioritisation, 
Commitment 
and Backlog

Design, 
Development 
and Validation

Rollout and 
Training

Business Value 
RealisationTEAM

DEMO

SPRINTS

EPIC

DEV

OPS

Agile Release Train

LEARN FROM OUTCOMES

STORY

Business Commitment

Data
Governance

Portfolio
Governance

Security
Management

Technology
Management

Strategic
Planning

Service
Governance

Enterprise
Architecture

Change 
request

EPIC COMPLETENESS 
REPORT

Service 
Release and 

Ops Readiness

Releasable 
Solution

Technology upgrades and service lifecycle enhancements (enablers)

ENABLER

FEATURE

Continual 
Improvement 

and Retirement

Service 
Operation and 

Automation

Support and 
Service to 

Users

Service 
Integration and 

Quality Assurance

APPROVE DEV 
INITIATIVE 

APPROVE DEV REQUEST

DEV 
Request

Ideas &
Concepts

Increments & 
Improvements

VALUE
REPORT

EPIC

Requirements 
and Feasibility

Portfolio
Increment

Innovations and 
Concepts

Enterprise
Architecture

Biz Dev
Roadmap

Service governance, sourcing and optimisation

Value governance and continual learning from insightsPRIORITISATION, COMMITMENT AND BACKLOG

This capability refers to the activities of determining the order of work items based on their importance, committing to their 
execution, and maintaining a list of these items, known as a backlog.

Prioritisation: In agile practices, work items are prioritised based on their value to the business, risk, complexity, and 
dependencies. This is often done using a method like Weighted Shortest Job First (WSJF), which considers both the cost of 
delay and the size of the job.

Commitment: Agile teams commit to a certain amount of work for a set period of time, known as a sprint in Scrum or an 
iteration. This commitment is based on the team’s capacity and the size of the work items, and it’s made during a planning 
meeting at the start of each sprint or iteration.

Backlog: The backlog is a list of all work items that have been identified but not yet completed. In agile practices, the backlog 
is continually updated and reprioritised, and items are pulled from the top of the backlog to be worked on in the next sprint or
iteration. 

Available according to the open framework license agreement

BTPO / Portfolio Manager
Acting as the orchestrator of the 
prioritisation and commitment process. 
They ensure that the backlog is aligned 
with the business strategy and that the 
development teams have the capacity 
to deliver the committed work.

Product Owner 
They are responsible for prioritising 
backlog items based on their business 
value and work closely with the Agile 
Team to ensure that the most valuable 
items are developed first.

Agile Team
They work on the items in the backlog 
according to their priority. They commit 
to deliver a certain amount of work in 
each development cycle.
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This capability refers to the creating of a detailed plan or blueprint for a product, solution, or service (Design), building or 
constructing it based on the design (Development), and evaluating and verifying that the final product or solution meets the 
specified requirements and expectations (Validation).

Design: In agile practices, design is an ongoing activity. Teams often use practices like emergent design, where the design evolves
over time based on feedback and learning, and intentional architecture, where some design decisions are made up front based on 
the system’s non-functional requirements and technical constraints.

Development: Agile teams develop software in small, incremental batches, which allows them to get feedback and adapt their 
solution based on that feedback. 

Validation: Validation in agile practices is about ensuring that the solution meets the needs of the customer and provides value. 
This is done through practices like acceptance testing, where the customer defines tests to validate that the solution meets their 
needs, and Iteration Review, where the team demonstrates the working solution to stakeholders to get their feedback.

Available according to the open framework license agreement

Scrum Master
Responsible guiding and 
supporting the Agile Team for an 
efficient workflow, remove 
impediments, provide feedback, 
ensure adherence to agile 
principles and timeboxes. 
Support the Product Owner as 
needed.

Product Owner 
This role is responsible for the 
steering of the E2E Flow and 
ensuring that the solution meets 
the evolving business needs.

EA / Data Owner / Security Manager
Responsible for designing the Enterprise 
Architecture (EA), data, and security based on 
the business needs and solution design. This 
involves creating and maintaining IT 
architecture models, principles, standards, and 
best practices that align with the business 
vision and strategy.

Dev Lead / Solution Lead
Responsible for implementing the 
Backlog through design, 
development and validation steps to 
deliver the outcomes defined in the 
Development Request.
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This capability refers to the deployment of a new product, solution, or service and educating users on how to use it effectively.

Rollout: In agile practices, the rollout of a new product, solution, or service is typically done incrementally. This means that new
features are released to users in small batches, allowing for continuous delivery of value and the ability to gather feedback and 
make adjustments as necessary. This contrasts with traditional “big bang” rollouts, where all features are released at once. 

Training: Training is also important for users when a new product, solution, or service is rolled out. This is often the responsibility 
of the Product Owner (PO) who need to ensure that users understand how to use the new features and how they provide value.

Available according to the open framework license agreement

Rollout and 
Training

Agile Team
The team decides on criteria that 
must be met for the task to be 
considered complete and 
releasable at the end of each 
sprint.

Product Owner 
They make the rollout decision and 
verify the business fit, solution 
readiness and rollout capability. They 
also provide confidence that the data 
development will be done correctly. 
The PO approves the releasable 
delivery from the Agile team. 

Business capability owner
Responsible for ensuring that the 
business is ready for the rollout, that 
the solution meets the business needs, 
and that the team is prepared and 
motivated for the rollout.

Rollout Lead
Responsible for managing the training 
and rollout of the solution. 
Understanding the business risks and 
urgency for the solution, I plan the 
optimal sequence of phased rollouts, 
including user training and business 
change support.
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Value governance and continual learning from insightsBUSINESS VALUE REALISATION

This capability refers to the activities of achieving and demonstrating the actual business value that results from the deployment
of a new or improved product, solution, or service. This involves measuring the adoption of the new capabilities, products, or 
solutions by the organisation and its customers, as poor adoption can result in the benefits and value not being realised.

Business Value: In agile practices, business value is a key focus. Teams work on the highest value items first and deliver them 
incrementally, providing continuous value to the business. Business value is one of the key metrics used to measure the success of 
a program increment (PI).

Realisation: Realisation in this context refers to the actual delivery of the expected business value. This is achieved through the 
regular and frequent delivery of valuable software. 

Measurement: Agile practices emphasise the importance of measuring the actual results and using this data to improve. This 
includes measuring the adoption of new capabilities, the delivered business value, and the return on investment (ROI). 

Available according to the open framework license agreement

Business Capability Owner
This role is ensuring that the 
business value of the new or 
enhanced product, solution or 
service is realised. They are 
responsible for measuring the 
success metrics associated with the 
business capability they own.

Business owner 
This role is responsible for 
implementing the necessary business 
changes to realise the business value. 
They will also ensure that the costs and 
benefits are measured 6 months after 
development is completed for Portfolio 
Steering approval.

BIO
The BIO is responsible for 
orchestrating the Business Value 
Realisation process. They ensure that 
the business benefits and costs are 
measured and verified against the 
business case.

Project Manager
These roles are responsible for 
completing the development and 
releasing the resources from the end-
to-end flow to other development 
initiatives once the necessary 
approvals have been obtained.K
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