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Executive Summary 
Virtual SCRUM Board (VSB) is a windows-based application that helps Scrum teams manage the 
uncommitted backlog, sprints, stories and tasks. VSB empowers Scrum teams to fully participate in 
sprint planning and execution. This paper describes how VSB fits in different phases of a Sprint and 
how it helps each member of a Scrum Team. 
 

What is Scrum?  
Scrum is a lightweight agile software development process that encourages small, cross-functional 
customer-focused teams. Scrum advocates development of software iteratively and incrementally. 

Preparing for Sprint Planning 
Over course of time, as software requirements become clearer, the Product Owner adds stories to the 
Uncommitted Backlog.  

What is a Story? 
A Story is a brief narration of a software requirement that describes desired functionality in terms of 
business value it brings to the Customer. A story is best expressed in terms of a Customer Goal. For 
example, compare the following two different ways of expressing the same requirement: 
 
Form 1: Implement a query system to lookup inactive customers for a region. 
 
Form 2: As a Regional Director, I would like to periodically find out which customers have been 
inactive for more than 30 days. 
 
It can be argued that Form 2 is a substantially better way to express a requirement than Form 1. For 
instance, in Form 2 the team is introduced to the target user, a Regional Director. Given this 
information, the User Interface can be tailored to the particular needs of a person with computer skills 
of a typical executive. Furthermore, Form 2 states that the Regional Director is really only interested in 
finding out about customers that have been inactive for more than 30 days. This information allows the 
team to develop a query system that has just enough functionality to meet the Customer Goal. Any 
additional functionality can be added to the query system later as Customer requirements dictate. 
Given only the information in Form 1, a team can easily embark on development of an all inclusive 
query system that has features that are never used or valued by the Customer. 

What is the Uncommitted Backlog? 
The Uncommitted Backlog is a prioritized list of all desired stories for a product. The Product Owner is 
responsible for communicating with the Customer to determine which stories bring the most value to 
the Customer. The Product Owner is in essence the representative of all stakeholders. The Product 
Owner is responsible for stating requirements in terms Customer Goals. The Product Owner specifies 
what features should be implemented in the form of stories. The team decides how these features are 
actually implemented. 
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Managing the Uncommitted Backlog with VSB 
The Planning tab of VSB displays the Uncommitted Backlog: 
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To add a story to the Uncommitted Backlog, choose Story | Add Story menu. This action displays 
Story Dialog Box: 
 

 
 
Enter the Title of the story. The Points and the Who fields can be left as they are until the Sprint 
Planning meeting.  
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After a Product Owner adds several stories, the Uncommitted Backlog may look as follows: 
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The priority of a story in the Uncommitted Backlog may be altered by moving a story up or down in 
the Uncommitted Backlog. Select the story to move up or down in the backlog and right-click to 
perform the move operation using the context menu. For example, the Product Owner has moved the 
request by the CFO to the top of the Uncommitted Backlog in the following screen: 
 

  
 
At this stage, the team has a backlog of known stories that need to be implemented for the product. 
Next, the Product Owner schedules some of these stories for implementation during a Sprint. 

What is a Sprint? 
One of the key concepts of the Scrum process is time-boxing. Time-boxing means picking an interval 
of time and performing whatever work is possible in that time interval. At the end of time interval, the 
team pauses to review what has been accomplished and what still needs to be done. A Sprint is an 
embodiment of time-boxing. A Sprint is a bounded period of time during which a Scrum team works 
on a set of stories selected by the Product Owner. The duration of a Sprint varies among Scrum teams 
from a few days to a few weeks. Once a team picks duration for a Sprint, it normally sticks with that 
duration for subsequent Sprints.  
 
Another tenet of Scrum is getting things done. That is, the team tries its best to bring stories to their 
completion by the end of the Sprint employing collaboration and teamwork. Scrum teams have an 
agreed upon definition of done. For instance, a team may decide a story is only deemed done if the 
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underlying code is written, there are automated tests for the story and the user documentation is 
updated. The desired result at the end of a Sprint is manifestation of stories selected in the Sprint. Any 
unfinished stories are moved back to the Uncommitted Backlog for future consideration. 

Scheduling Sprints with VSB 
Now that the team has a list of prioritized stories in the Uncommitted Backlog, it is time for the 
Product Owner to schedule some of these stories for implementation. From the Planning tab, choose 
Sprint | New Sprint menu. Sprint Dialog Box is displayed: 
 

 
 
In the above dialog box, the Scrum team has decided on 2-weeks as the duration of a Sprint. The Sprint 
begins on March 3rd and concludes on March 14th. Press OK to create the Sprint. 
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Next, the Product Owner moves desired stories from the Uncommitted Backlog to the Sprint. From the 
Planning tab, select the Uncommitted Backlog row in the Stories pane. Select the desired stories and 
choose Story | Move Story to another Sprint menu. 
 

 
 

 
 
Select the 3/3/2008 – 3/14/2008 Sprint and press OK. 
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The desired stories have been moved into the Sprint as shown below: 
 

 
 
The team is now ready for the Sprint Planning meeting. 
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Sprint Planning 
The Scrum Master is responsible for arranging and moderating the Sprint Planning meeting. The 
Scrum Master is the coach and facilitator of the team. During the Sprint Planning meeting the team 
accomplishes several goals. The team gains just enough understanding of stories to roughly estimate 
the effort required to complete each story. The team members review stories, ask questions and get 
clarifications from the Product Owner. Based on this knowledge, the team votes and assigns points to 
each story. 

What is a Story Point? 
A story point is a relative measure of effort required to implement a story. The key word in the 
previous sentence is relative. The story points are expressed as whole numbers. A number assigned to 
a story represents a relative measure of effort required to implement a story. The higher the number, 
the greater the effort required. Typically, Scrum teams use a scale of 1 to 5 or Fibonacci numbers (1, 2, 
3, 5, 8, 13) for story points. The team members vote on the points assigned to a story. Some of the 
useful ways to think when assigning point to a story are as follows: 
 
In the previous Sprint, we had a similar story and we assigned that story 3 points. Therefore, 3 points 
seems like a good estimate for this story as well. 
 
For the other story we discussed, we assigned 1 point to that story. This story is at least twice as 
difficult to implement. Therefore, 3 points seems like a good estimate for this story. 
 
If there is no history to go on, pick the easiest story to implement and assign it 1 story point. Using the 
easiest story as a baseline, assign points to other stories based on relative difficulty of implementation. 
 
The result of the Sprint Planning meeting is selection and estimation of stories in the Sprint. Sprint 
Planning defines the amount of work the team has accepted. The stories selected for the Sprint remain 
unchanged during the entire Sprint. 
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Assigning Story Points in VSB 
From the Current Sprint tab of VSB, choose the desired Sprint from the Sprint dropdown combo box. 
Stories in the Current Sprint are displayed in Stories pane as follows: 
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To change points assigned to a story, double-click on a story: 
 

 
 
Change the Points value and press OK.  
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Change points for other stories as the team votes on each story: 
 

 
 
The stories pane of the Current Sprint tab tallies up the story points for the Sprint. In our case, the 
team is planning on attempting 11 points worth of stories. 
 
Now that the team has its mandate as to what stories (features) to implement, the team members can 
add tasks for each story. Furthermore, the team members can provide an initial estimate of work 
required to complete each task. The task estimate is typically entered in terms of number of hours 
needed to complete a task. The Scrum process strongly advises against creating tasks that take more 
than 16 hours. Some proponents of Scrum advise against tasks over 8 hours. Regardless, a larger task 
should be broken down into smaller tasks to facilitate development in small increments. 
 
Some teams do this task estimation offline or in an additional estimation meeting. The tasks drive how 
things are done, not what features are implemented. The stories dictate what features are implemented 
as specified by the Product Owner.  
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Adding Tasks for Stories in VSB 
To add a task for a story, select the desired story in the Stories pane under the Current Sprint tab. 
Right-click on the Tasks pane and choose Add New Task menu from the context menu. Task Dialog 
Box is displayed as follows. Enter the Title for the task and an Estimate in hours for completing the 
task. 
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The team may add several tasks for a story and enter an initial estimate for each task. In the following 
screen the team has entered tasks for the first story and has come up with an initial estimate of 23 hours 
to implement this story: 
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The team may now complete initial estimate for the rest of the stories: 
 

 
 
The previous screen shows that implementation of all stories will require about 109 hours. The 
available time of all team members available during the Sprint is tallied. Comparing the estimated 
effort needed and the available team hours, the team can now have a gut feel of whether the 
implementation of the selected stories is plausible in the Sprint. 
 
If there is far too much work than available team bandwidth, the team may negotiate with the Product 
Owner to move a story back to the Uncommitted Backlog. Likewise, if there is more team bandwidth 
available than the task estimates, the team may ask a Product Owner to move an additional story to the 
Sprint.  
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Sprint Execution 
Equipped with knowledge of what features to implement and a rough estimate of tasks, the team can 
begin its work in earnest. The team members pick tasks they want to implement for the stories. This is 
where the magic of Scrum happens. Given the latitude, a Scrum team self-organizes and carries out 
tasks individually and collectively in an efficient manner. During the course of a Sprint, the team 
members update task statuses and adjust task estimates. Two important artifacts of a Scrum team are 
the Scrum Board and the Sprint Burndown Chart. These artifacts are reviewed by the Scrum team 
during their Daily Scrum meeting. 

What is a Daily Scrum? 
The Daily Scrum meeting takes place every day at the same time, at the same place. The meeting is 
time-boxed to 15 minutes. Each team member states what they worked on yesterday, what they will be 
working on today and whether if there is anything impeding their progress. The Daily Scrum meeting 
is a mechanism by which a Scrum team self-organizes. The Scrum team updates the Scrum Board and 
reviews its progress by looking at the Sprint Burndown Chart. The Scrum Master takes a note of any 
impediments and works with the team to remove those impediments. 
 
What is a Scrum Board?  
A Scrum Board is usually a flip chart or a white board that shows the status of Stories and Tasks at a 
glance. The Scrum Team gathers around the Scrum Board during their Daily Scrum meeting to 
communicate their progress and to bring any impediments to light.  

What is a Sprint Burndown Chart? 
The Sprint Burndown chart is normally a downward sloping line graph. The X-axis displays the days 
in a Sprint. The Y-axis displays the outstanding work (task estimates).  
 
The downward slope represents burndown (reduction) of task estimates over the course of a Sprint. 
Ideally, the line meets the X-axis at the end of a Sprint indicating that all stories and tasks in the Sprint 
are completed. The line may go up or down during the course of a Sprint as task estimates are adjusted 
by team members to compensate for over or underestimation of effort.  The team members may also 
add more tasks for a story, if necessary. 
 
It is important to note that the Sprint Burndown is not dependant on point estimates of stories. The 
point estimates of stories are not changed during a Sprint. 
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Executing a Sprint with VSB 
On a daily basis the team members update their task status and adjust task estimates. Usually the task 
estimates decrement (burndown) over the course of a Sprint. Sometimes, however, the task estimates 
may be adjusted upwards during the Sprint if the initial estimate was not a good reflection of the effort 
necessary.  
 
To update task status, double-click on a task. Task Dialog Box is displayed: 
 

 
 

Team members may flag tasks as impeded. The task status can be set to Impeded and any blocking 
issues may be entered in the Impediments field. Any impeded tasks are displayed prominently by VSB 
on the Scrum Board. When a task is marked as Done, the task estimate is automatically set to zero. 
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The Scrum Board tab of VSB displays the status of each story and task taking into account updated 
task statuses and estimates: 
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The Sprint Burndown tab displays progress of a team during the Sprint taking into account the latest 
task estimates: 
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As a convenience for teams that like to print index cards for stories and tasks, VSB supports printing of 
story and task index cards. The Print Index Cards tab allows selection and printing of index cards: 
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Sprint Review 
At the end of a Sprint, a Sprint Review meeting is conducted. 

What is a Sprint Review Meeting? 
At the Sprint Review meeting, the stories undertaken during the Sprint are reviewed. The features 
implemented for the stories are demonstrated. The team may also demonstrate automated tests related 
to completed stories and show updated user documentation. The Product Owner formally accepts 
stories as Done after the review, if all the goals of the stories are achieved. Any incomplete stories are 
moved to the Uncommitted Backlog and rescheduled for implementation in a future Sprint by the 
Product Owner. 

Sprint Review Meeting with VSB 
The Scrum Board tab of VSB displays a snapshot of completed and incomplete stories. 
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The Sprint Burndown shows how much effort the team was able to put in during the Sprint and how 
close the team got to its goal. The following Sprint Burndown shows that there is about 18 to 20 hours 
of work left. The stories corresponding to the remaining effort are moved to the Uncommitted Backlog 
and scheduled for the next Sprint by the Product Owner. 
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Retrospective 
After the Sprint Review meeting, the team gets together to review what went well during the Sprint 
and what did not go so well. Scrum encourages continuous improvement in process by bringing 
efficiencies and inefficiencies into light.  

VSB and Retrospective 
VSB helps with retrospective in several ways. 
 

1. VSB keeps a history of Story Points implemented by a team for each Sprint. Reviewing this 
history helps a team gauge how it did during this Sprint compared to past Sprints. 

2. Team members record impediments on the Task Dialog Box. During the Retrospective 
meeting, these impediments can be reviewed and potentially remedied for future Sprints. 

3. The teams can study the Sprint Burndown Chart to analyze how well the team did on its initial 
tasks estimates. If the Sprint Burndown noticeably trends upwards after initial task estimates, it 
is an indication that tasks are being underestimated by the team. 

Conclusion 
As demonstrated throughout this whitepaper, VSB facilitates each phase of a Sprint as well as helps 
each team member meet Sprint goals. Some of the clear benefits of using Virtual SCRUM Board for 
Sprint Planning and Execution are as follows: 
 

·  Uncommitted and Sprint Backlog is visible and accessible to everyone on the team 
·  Team members can easily and directly add and update task statuses and estimates 
·  The Scrum Board and the Sprint Burndown chart are always up to date and accessible to all 

Stakeholders 
·  A history of team’s effort over time is maintained for future planning and process improvement 


