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Scrum or Kanban –
which is better?
Let’s supercharge Scrum with Kanban.
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Developer and architect with IBM.

Founder of wibas, a 100-person 
consulting company for agile 
transformations.

Developer of agile organizations 
(IBM, customers, and ourselves).

Author on Change Management, 
Scrum, Agile and Scaled Agile.

malte.foegen@wibas.com

I, Malte, work 25 years in agile 
transformations. I am Certified Scrum Trainer.
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Do you ask yourself as a 

leader how you can shape 

your organization to be 

more responsive and resil-

ient in a digital age? Do you 

use Agile or Scrum in your 

teams and do you want to 

utilize the value of Agility in the entire organi-

zation? Then this book is for you. It o! ers prov-

en patterns that enable teams, units and entire 

organizations to work agile and lean – and to 

be responsive and successful in a digital age. In 

contrast to „this-is-the-only-way“-frameworks 

this book o! ers confi gurable patterns to shape 

your own agile organization. Pattern thinking 

enables you to create your own agile solution 

and yet build upon the knowldege of many 

organizations using agile and lean at a large 

scale. This book supports self-directed read-

ing. It consists of self-contained sections, each 

spread on a double page with informative illus-

trations.  Read what you need. Browse through 

the book. Look up topics. This book contains 

everything to get started with an agile and lean 

organization. 

First edition May 2016

“The book ‘Organization in a Digital Age’ gives a good overview of established concepts of Agile Scaling in development & operation. The 
structured approach and the informative illustrations provide beginners with an initial orientation in the subject and allow experienced prac-
titioners to quickly look up topics when needed. Due to the practical format and the relevant content this book belongs in the Agile Survival 
Pack of every Scrum Master and Agile coach.“ 

Boris Oliver Kneisel, Director, SAP SE 
- Global Transition Lead Agile Scaling - 

Malte Foegen
Chief Operating Officer at wibas
and Certified Scrum Trainer

Malte Foegen, Christian Kaczmarek

ORGANIZATION 
IN A DIGITAL AGE
A guide to shaping responsive and resilient organizations 
utilizing Scaled Agile & Lean models

9 783981 583786

ISBN 978-3-981-58378-6
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Service Delivery Manager of wibas 
Service team for 5 years.

Kanban Consultant, supporting client 
teams since two years.

julia.stiegelmayer@wibas.com

I, Julia, develop agile teams since 7 years.
I am a Kanban Management Professional.

Sorry
, Julia is ill.
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Serial entrepreneur.

Kanban Consultant, supporting client 
teams since 13 years.

florian.gross@partner.wibas.com

I, Florian, develop agile teams since 13 years.
I am an Accredited Kanban Trainer.
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We coach teams.

We develop agile organizations.

We facilitate agile transformations.

We are open to anything agile. We love 
Kanban and Scrum. We take patterns from 
SAFe or LeSS. We do flight levels.

Our customers build cameras, cars, 
musicals with agile. Software, too.

We at wibas
improve work and business.
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Zwei Beratungen - ein Ziel

6

Gemeinsam zum Erfolg

Wir sind Ihr Partner für 
Neues Arbeiten und 
Agilität.

Wir beraten & begleiten 
Unternehmen bei agilen 

Transformationen und Change 
Management.

Unsere Stärken:
Breiter Beraterpool

Tiefgehendes Know-How in allen agilen Bereichen

Umfangreiches Trainingsportfolio
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Agile is delivering 
what customers want at the right time. 

&
Agile is being responsive 

in a complex environment.



88

Most comparisons between Scrum and 
Kanban are flawed.

They get Scrum wrong.
They get Kanban wrong.
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Real Scrum
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Scrum
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Unless all 3-5-3 “beams” are 
there, it is not Scrum.

Everything else beyond the 3-
5-3 is not mentioned in Scrum.

Techniques are needed to do 
the work. They are not 
prescriptive. You can choose 
from many options.

Scrum is a framework.
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Scrum is founded on lean thinking and 
empiricism.
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The Scrum Guide offers clear guidance what it means to work 
agile. This clarity is helpful to make a switch to agile. 

Three responsibilities help to establish and improve Scrum. 

Scrum addresses the human side with its values.

Scrum is useful for developing adaptive 
solutions for complex problems.
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Real Kanban
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https://kanban.university/kanban-guide/#kanban-method
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Commitment Point

Upstream: discovering and 
ordering what we could work on

Downstream: getting committed 
stuff out of the door

Work flows upstream and downstream, 
passing the Commitment Point.

Source of picture: Kanban System Design Training 
of Kanban University
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Two roles have emerged from common 
practice.

Downstream: getting committed 
stuff out of the door

“The Service Request 
Manager is 
responsible for 
understanding the 
needs of customers, 
and for selecting and 
ordering work 
items.”
”Alternative name is Product 
Owner.”

“The Service 
Delivery Manager 
is responsible for 

the flow of 
work and for 

facilitating 
meetings.”

”Alternative name is Flow 
Master.”

Upstream: discovering and 
ordering what we could work on

Quotes from: Essential Kanban Condensed
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Kanban uses data to manage flow.

The “pull principle” is an important distinguishing point 
from traditional project management, where work items are 
scheduled based on deterministic planning (push). In pull 
systems, completed work is regarded as more valuable than 
starting new work. This is often a cultural change. “Stop 
starting, start finishing” is a good mantra to remember for 
starters!

WIP limits are one specific example of a policy in 
Kanban. For more information, please refer to the “Make 
Policies Explicit” section under Kanban General Practices of 
this guide. They need to be agreed to by everyone actively 
involved. WIP limits serve as an enabling constraint, which 
gives focus and develops behaviors such as collaboration 
and finishing started items with high quality. WIP limits are 
key to establishing a pull system.

Core Kanban Metrics
There are a number of basic metrics in Kanban:
• Lead time is the time it takes for a single work 

item to pass through the system from the start 
(commitment point) to completion

• Delivery rate is the number of completed work 
items per unit of time, such as features per week, 
training classes per months, or new hires per month

• WIP (work in progress) is the amount of work items 
in the system (or a defined part of it) at a certain 
point in time

These core metrics are used in various graphical 
representations to understand system behavior and identify 
opportunities for improvement.

Figure 5 represents a run chart. The lead times of 
completed work items are plotted sequentially on a 
timeline. This is useful to observe lead time trends:

Figure 6 shows the distribution of lead times: 

This chart depicts the range of observed lead times 
(min and max) and their frequency of occurrence (how 
often). The purpose of managing flow would be to optimize 
this distribution: by narrowing down the range as much 
as possible (predictability) and shifting it to the left 
(timeliness).

Figure 7 represents a cumulative flow diagram (CFD). 
The CFD contains useful information regarding the flow 
of work across multiple activities. The colored areas in 
the diagram represent the number of work items within 
a particular activity in the workflow and how these work 
items move across all activities, from top to bottom, over 
time until done.

Figure 5

Figure 6

Figure 7

Copyright © Mauvius Group Inc. 2021. All rights reserved. 
1570 W Armory Way Ste 101, #188, Seattle, WA 98119 13

Source: The Official Kanban Guide

16 Describing Flow Systems

diagram. The gradient of the hypotenuse of the marked triangle is 
the Average Delivery Rate over this period and, in line with Little’s 
Law, it can be seen to be: 

The actual averages for Lead Time and WiP have to be calculated 
from individual items, but in non-trending systems they will approx-
imate to these values.
Little’s Law provides an important insight into kanban systems: in 
order to optimize the Lead Time for work items, we must limit the 
Work in Progress. This is one of the General Practices of Kanban.

Figure 5 A Cumulative Flow DiagramSource: Essential Kanban Condensed
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Kanban has seven cadences/meetings as 
feedback loops.

28

Kanban gives you a PATTERN of 7 meetings / reviews and their 
interactions that helps you properly implement your feedback loops.
You will not need to understand or memorize all of them at this point. 
We will explore them step by step, so that you will have the full picture 
at the end of the class.

WHAT DO THE ARROWS MEAN? THEY SUGGEST FLOW OF 
COMMUNICATION THAT YOU MIGHT EXPECT TO SEE
Highlight the general type of information that is schematically 
represented by the arrows in the diagram.
Information delivered from one feedback mechanism to another. The 
information is considered for possible decisions.
Actions and Decisions made at one meeting that will have a direct 
effect on data reviewed, capability observed, and discussions held in 
other meetings. 

165
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Source: Essential Kanban Condensed, updated picture from Kanban Systems Improvement training.
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Kanban uses hypothesis-driven change 
and experiments to drive change.

Hypothesis
Wie believe that …

Experiment / Test

In order to test that we …

Metrik
We measure …

Criteria
We disprove the hypothesis if …

Example hypothesis definition canvas used by wibas & it-agile.
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1. Identify sources of 
dissatisfaction

2. Analyze demand

3. Analyze system 
capabilities

4. Model the workflow
5. Identify classes of service

6. Design the Kanban 
system

Implement Feedback Loops
Feedback loops are required for a coordinated delivery and 

for improving the delivery of your service. A functioning set of 
feedback loops appropriate for the given context strengthens 
the learning capabilities of the organization and its evolution 
by means of managed experiments.

Some commonly used means for feedback loops in Kanban 
systems are the board, metrics, and a set of regular meetings 
and reviews which are referred to as cadences.

Improve Collaboratively, Evolve Experimentally 
Back to the Change Management Principles, in the Kanban 

Method we “Start with what you do now” and “Agree to pursue 
improvement through evolutionary change.” Kanban is a 
method for continuous change, and we make those changes 
collaboratively using designed experiments based on models 
and the scientific method. This is where feedback and metrics 
are so important to guide us in the evolutionary path. We design 
safe-to-fail experiments so that if our hypothesis is correct and 
the experiment gives good results, we keep the change, but if 
the results are not positive, we can easily roll back to the prior 
state.

Yes We

Copyright © Mauvius Group Inc. 2021. All rights reserved. 
1570 W Armory Way Ste 101, #188, Seattle, WA 98119 7

STATIK is a six-step process to establish 
Kanban.

Source: The Official Kanban Guide
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Kanban is a method. It is applied to an 
existing way of work. 
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Kanban starts with what teams are currently doing and becomes 
better with incremental changes. 

Meetings can have different cadences. 

Work can be pulled item by item. 

Kanban is useful to manage all types of 
knowledge work. 

(Note: We discussed in this presentation “Kanban for knowledge work” (White Collar Kanban). This emerged from Kanban for 
Production (Blue Collar Kanban). While related, white collar Kanban is different from blue collar Kanban.
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Understanding Scrum better 
with the help of Kanban

And debunking 

Scrum myths.



28

Kanban Scrum

» www.wibas.com

No required roles.

Two Roles often emerge: 
Service Request Manager and 
Service Delivery Manager.

The purpose of the roles is 
important. “Think of the roles as 
‘hats’ people wear in carrying 
out these functions.”

Required accountabilities: 
Product Owner, Scrum Master, 
Developer.

No roles.

Only one team: Scrum Team.

Team is fundamental unit.

Accountabilities
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Understand the “accountabilities” in Scrum as “hats”.

Recognize it is “accountabilities” and not 
roles in Scrum.

Scrum Master cannot be a Developer.

Developers are the team.

Product Owner writes the Product Backlog.

OK OK
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Kanban Scrum
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Commitment points are a key 
element of Kanban.

After the commitment point, 
teams commit to produce and 
deliver what they pulled.

3 Commitments:
Product Goal,

Sprint Goal,

Definition of Done.

No commitment of product 
backlog items for upcoming 
Sprint. Only a forecast.

Commitment

Product Backlog items are committed at Sprint Planning.

Everything forecasted must be delivered.

Nothing can be pulled from Product Backlog into the 
Sprint once the Sprint has started.
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Recognize upstream and downstream in 
Scrum.

Upstream Downstream

Commitment Point

In Scrum, we commit to one Sprint Goal.

We do not 
commit a batch 

of Product 
Backlog Items in 
Sprint Planning. 
They are pulled 

during the 
Sprint.
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Product Backlog Items may change as 
long as we keep the Sprint Goal.

Commitment Point

Forecasted items 
may not be pulled.

Items not forecasted 
may be pulled.

Forecasts change.

Upstream
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Recognize the continuous flow in the 
Sprint.

Sprint 
Backlog

Product 
Backlog

Upstream Downstream

Commitment Point

Sprint Planning Daily Scrum
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Kanban Scrum
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Just in time Often done by decomposing 
Product Backlog items into 
smaller work items.

But can be different … How this 
is done is at the sole discretion 
of the Developers.

Expected that the plan changes 
and is detailed during Sprint.

Just in time planning after
pull from forecast into work
is Scrum.

Planning

Every forecasted product 
Backlog item must be 
broken down into tasks at 
Sprint Planning.
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Just in time detailing of product backlog 
items is just fine.

Upstream Downstream

Detail into tasks 
when pulled from forecast into work.
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Kanban Scrum
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Propagates metrics to manage 
flow.

There are expected metrics: 
lead time, cumulative flow and 
work in progress (see Official 
Kanban Guide).

More metrics are often used.

Empiricism is required.
That means: Knowledge comes 
from experience. Decisions are 
based on what is observed.

There are no prescribed metrics.

Often burndowns and velocity 
are used.

Cumulative flow diagram and 
lead time measurement would 
be just as fine.

Metrics

Burndowns are part of Scrum.

Planning Poker is part of Scrum.

Velocity is part of Scrum.
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Start measuring work-in-progress (WIP).

3

Start using WIP limits. Example: “Not more 
than 3 Product Backlog Items in work”.

If you do not like 
velocity, why not 

measure lead time 
instead?

5d

10d

7d
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Kanban Scrum
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Kanban meetings are 
recommended.

Each meeting can have its own 
cadence.

Addresses meetings across 
several services.

Scrum meetings (“events”) are 
obligatory (to reduce risks and to 
reduce other meetings).

Sprint gives all meetings the 
same cadence (+ Daily Scrum).

Scrum meetings are focused on 
one product/service.

Cadence and Meetings
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In Scrum, increments are delivered continuously.

“The moment a Product Backlog item meets the Definition of Done, an 
Increment is born.”

„The Sprint should never be considered a gate to releasing value.“

Recognize that cadence and delivery are 
independent in Scrum.

Quote: Scrum Guide

You wait until Sprint end to deliver.

Everything must be finished at Sprint end.
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Make the Sprint cadence more flexible. Give events a different format: 
E.g., Sprint Review with key stakeholders every 3rd Sprint.

Use Scaled Kanban Meetings to improve product delivery organization-
wide.

Rethink your Scrum events/meetings.

28

Kanban gives you a PATTERN of 7 meetings / reviews and their 
interactions that helps you properly implement your feedback loops.
You will not need to understand or memorize all of them at this point. 
We will explore them step by step, so that you will have the full picture 
at the end of the class.

WHAT DO THE ARROWS MEAN? THEY SUGGEST FLOW OF 
COMMUNICATION THAT YOU MIGHT EXPECT TO SEE
Highlight the general type of information that is schematically 
represented by the arrows in the diagram.
Information delivered from one feedback mechanism to another. The 
information is considered for possible decisions.
Actions and Decisions made at one meeting that will have a direct 
effect on data reviewed, capability observed, and discussions held in 
other meetings. 

165
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Recognize different value streams in your 
teams’ work e.g., emergency lane.

Source: Der Ultimative Scrum Guide 3.0

Sprint
Forecast

Tasks
To Do

Tasks
In Work

Tasks
Done
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Set up a prototypical Scrum with 
STATIK.

Continue with small 
evolutionary improvements.

FOREVER.

Use STATIK to set up your Scrum.
Improve further with Kanban’s change approach.

Implement Feedback Loops
Feedback loops are required for a coordinated delivery and 

for improving the delivery of your service. A functioning set of 
feedback loops appropriate for the given context strengthens 
the learning capabilities of the organization and its evolution 
by means of managed experiments.

Some commonly used means for feedback loops in Kanban 
systems are the board, metrics, and a set of regular meetings 
and reviews which are referred to as cadences.

Improve Collaboratively, Evolve Experimentally 
Back to the Change Management Principles, in the Kanban 

Method we “Start with what you do now” and “Agree to pursue 
improvement through evolutionary change.” Kanban is a 
method for continuous change, and we make those changes 
collaboratively using designed experiments based on models 
and the scientific method. This is where feedback and metrics 
are so important to guide us in the evolutionary path. We design 
safe-to-fail experiments so that if our hypothesis is correct and 
the experiment gives good results, we keep the change, but if 
the results are not positive, we can easily roll back to the prior 
state.

Yes We

Copyright © Mauvius Group Inc. 2021. All rights reserved. 
1570 W Armory Way Ste 101, #188, Seattle, WA 98119 7



43» www.wibas.com

Prefer Kanban if …
1. You run a service. Or a product as 

a service.

2. Your Scrum doesn’t flow.

3. A standardized workflow can 
evolve.

4. Your organization is better with 
evolutionary change.

5. You need to focus more on 
metrics.

Prefer Scrum if …
1. You develop adaptive solutions for 

complex problems.

2. Your Kanban is just a board.

3. Each product backlog item is 
broken down into unique tasks.

4. You need clarity how to start with 
agile product delivery now.

5. You need to focus more on 
people.

When Kanban? When Scrum?
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Scrum Guide 2020. Explained in our book.
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Germany
Otto-Hesse-Str. 19B 
64293 Darmstadt
+49 6151 503349-0
www.wibas.com

The Netherlands
Sprookjesbosch 53 
5629 JB Eindhoven
+31 4024 89822
www.wibas.nl

Switzerland
Bahnhofstr. 29 
9471 Buchs
+41 41 51122-90 
www.wibas.ch» www.wibas.com


