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The Business Innovation Factory has created a process that brings design thinking and Scrum together 
to establish a user-driven, efficient, collaborative, and iterative workflow that creates outputs to 
increase family well-being. This guide is intended to help facilitators implement the process with teams 
and provides the tools, activities, and guidance for teams to identify problems, generate new ideas, and 
implement innovative solutions.

THE TEAM INNOVATION PROCESS

WHAT IS THIS?

Before any collaborative efforts can take place, individuals intending to undertake the process spend 
time developing as a team to defining their vision, goals, and work process. Teams then explore issues 
facing the families they serve, developing a deep empathetic understanding of their needs and desires. 
Looking through this lens of family experiences, teams reflect on what they have learned and imagine 
services or projects that meet families’ needs, capturing these items in a comprehensive Backlog. With 
this Backlog in place, teams play, putting their ideas into action through a Sprint. At the end of the 
Sprint, teams reflect on and improve their own process, and share their outputs with stakeholders for 
feedback. Teams then transform their work by communicating their success and challenges to 
Population Health and implementing and assessing their outputs.

A brief introduction to the Team Innovation Process

PROCESS OVERVIEW

1



Suggested items for Scrum Masters to think about and prepare for each meeting 

GENERAL MEETING CHECKLIST

 � A room or space has been secured for the team to use
 � The space is big enough to accommodate all attendees
 � The space includes whiteboards and/or workable wall space for activities
 � The space has all necessary technology setup capabilities, including a conference phone line

SPACE SCHEDULING:

 � The team’s relevant work is displayed for reference
 � The day’s activity templates and frameworks are posted on the board or wall
 � Chairs are in an “equal power” setup - circle or “U” shape preferred

ROOM SETUP: 

 � Relevant materials have been shared with all team members beforehand
 � All materials have been printed for each team member to have a copy at the meeting

MEETING MATERIALS:

 � All necessary team members and stakeholders who could contribute to the meeting have been 
identified and invited

 � Schedules of team members and stakeholders have been taken into account during planning, 
so they can be attendance

ATTENDEES:

 � Facilitators have a clear understanding of all activities and are prepared to lead the meeting, 
according to their roles

 � Facilitators have a clear plan for how meeting time will be used, captured in a facilitation guide

FACILITATION:

 � Norms and expectations are clearly articulated at the beginning of each meeting
 � Norms and expectations are clearly displayed in the meeting space

NORMS & EXPECTATIONS:

 � All activity outputs are captured by photographing them or creating digital copies
 � All captured outputs are shared with team members

DEBRIEFING & INFORMATION CAPTURING:
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estimated time: 2 hours
attendees: all team members1 TEAM DEVELOPMENT & 
TRAINING

• Introduce design thinking and agile methodologies to the 
team.

• Define team member roles in the Scrum process.
• Begin team building activities.
• Establish team norms.
• Develop the team’s Common Platform for collective impact.

MEETING GOALS

• Scrum Master trains team members in design thinking 
and agile methodology, teaching them about the various 
meetings and elements of the Scrum process. They also 
facilitate the team in defining roles, establishing norms, and 
developing their Common Platform. 

• Product Owner shows leadership within the team, provides 
vision for their work, and contributes a strong voice in 
activities.

• Team Members actively participate in all activities.

ROLES

• A poster with “Team Norms” written on the top and room for 
writing below

• 8 posters, each with one of the titles of the “8 planks of a 
Common Platform” at the top and room for Post-It notes 
below

• A blank calendar that covers the team’s potential Sprint 
dates

• Copies of the Team Innovation Guide for each team member
• Small Post-Its 
• Large Post-Its 
• Sharpies  

SUGGESTED MATERIALS
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TEAM 
DEVELOPMENT

The way team members interact with each other from the beginning will set the tone for how they work together 
throughout the Scrum process. The team should learn both about each other and about one another’s work in order for 
the team to work together effectively. 

ACTIVITY (10 min)
The Scrum Master has the team 
answer icebreaker questions to 
introduce team members and 
encourage familiarity.

Example Icebreaker Questions:
• What does your day-to-day work look like? 
• What brings you to this work?
• What is your “superpower” - one particular 

strength or skill you bring to any team?

Before a team can effectively work together on any goal, they must be comfortable with each other 
and understand the assets each team member brings to the table. They also need a view of the current 
work landscape in order to understand where their collective capabilities are needed most and how 
they can make a lasting impact. These goals are accomplished through team building activities and 
developing a Common Platform for collective impact. 

TEAM BUILDING

ACTIVITY (10 min)
The Scrum Master leads the 
group in setting team norms, 
which are ground rules for 
team member interactions. 
This discussion can either be 
an open forum or the Scrum 
Master can give team members 
time to brainstorm individually 
(2-3 minutes) before sharing 
with the group.

Example Norms:
• Leave bias at the door – we all come from 

different backgrounds, and everyone brings a 
valuable perspective. 

• This is a safe place to play! Embrace failure.
• Take ownership for tasks and encourage other 

team members to do the same. 
• Be comfortable with the uncomfortable. Embrace 

ambiguity!
• Work out loud, and speak up when you see a 

problem or have an idea. 
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A common platform is team-established steady ground from which the group can work to accomplish any number of 
goals. A common platform includes 8 “planks”. The Scrum process provides some aspects of this common platform, 
such as “common language system” and “common frames through which to discuss tough issues”. Using a unique set 
of vocabulary, team roles, and prescriptive meetings, Scrum helps team members view and talk about their work and 
problems they face through a common lens, so they can enact change quickly and effectively. 

8 Planks of a Common 
Platform:

1. A sense of shared purpose 
and objectives

2. A sense of group identity 
and community

3. A sense of urgency
4. A common understanding of 

the challenges
5. A shared language system or 

common definition of terms
6. A shared base of information 

to draw upon
7. Common frames through 

which to discuss tough 
issues

8. The capacity to discuss 
tough issues

ACTIVITY (1 hour)*
The team works together to establish their 8 
planks, taking time to brainstorm individually for 
each plank (2-3 minutes; one thought per Post-it 
note), and then share out their thoughts with the 
team to spur group discussion.

Scrum Masters should listen for high-level 
themes, grouping brainstormed ideas together 
and documenting themes visibly. 

Once consensus has been reached on a plank, 
Scrum Masters can move on to the next plank 
until the team has a complete platform for 
collective impact that they can confidently stand 
on to work together.

The team should refer to the 8 planks during 
the Scrum process, especially if they need 
guidance on their goals or help in solving difficult 
conversations.

* This activity is adapted from “Moments of 
Impact” by Chris Ertel and Lisa Kay Solomon

DEVELOPING A 
COMMON PLATFORM
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ACTIVITY (30 min):
Scrum Masters lead the team through the Team Innovation Guide, explaining design 
thinking and agile methodologies, roles and meetings that make up the Scrum process, 
and expectations for team participation.

This is a time for each team member to ask questions for comprehension. 

ACTIVITY (10 min):
With a goal of understanding of the anticipated workload and procedural expectations, 
the Scrum Master leads the team in developing their schedule, carving out time for 
initial team meetings.

Each team member should mark on the calendar any day they will not be in the 
office or significant work commitments (e.g. - leadership meetings, trainings, family 
workshops, etc.) that may impact team scheduling efforts. 

TEAM TRAINING
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estimated time: varies, depending on number of families
attendees: selected or all team members2 FAMILY
EXPLORATION

• Connect teams with families to understand their current 
experiences and needs.

• Uncover insights that help the team develop family stories 
for the Backlog.

MEETING GOALS

• Scrum Master facilitates the team’s development of 
questions and activities.

• Product Owner leads the team in developing questions and 
activities for families, setting up individual and/or group 
meeting times with families, and implementing activities.

• Team Members assist the Product Owners in developing 
questions and activities for families, setting up individual 
and group meetings with families, and implementing 
activities.

ROLES

• Questionnaire prompts
• Debrief sheets
• Post-Its
• Sharpies
• White board

SUGGESTED MATERIALS
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FAMILY
EXPLORATION 
ACTIVITIES

Individual interviews engage people one-on-one for in-depth 
conversations and are good for:

• Discovering the thoughts, feelings, emotions, attitudes, motivations, 
and aspirations of individuals

• Establishing a rapport with one person or family to gain more open, 
honest perspectives

• Receiving deeper feedback on a topic from one perspective

Group activities engage multiple people around a topic and are good for:
• Learning about the culture of a group through their interpersonal 

dynamics
• Engaging multiple perspectives to provide broad feedback on a topic
• Providing a platform for many voices to be heard

Meeting with families helps teams to uncover insights about families’ needs and desires. With these 
insights, the team can create family stories or statements about family needs that will help the team 
establish their Backlog of work to be accomplished. Whether or not the team conducts interviews or 
engages in activities with families, they will map out families’ touchpoints with Children’s Health to 
better understand their journey through the system. 
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Depending on the type of information the team is seeking, team members may choose to conduct interviews with 
individual families and family members, or to engage a broader group of families simultaneously.

FAMILY INTERACTIONS

There are four steps to successfully conducting interviews and activities with families: developing thoughtful questions, 
setting up meetings, engaging families, and debriefing. 



The team should start by brainstorming questions they would like to ask families about their experiences. Questions 
should be open-ended, starting with “what”, “why” or “how”, rather than close-ended (yes/no) questions. The team should 
also compose a few questions that encourage families to share stories around specific experiences. For instance, “tell 
me about a time that you took your child to the doctor.” For every question on the questionnaire, the team should think 
of prompts to dig deeper into the answer.

DEVELOPING THOUGHTFUL QUESTIONS

In order to meet with families, the team must identify families they would like to contact, determine a mode for engaging 
with families, and contact families to set up a meeting time. 

The team decides on a group of 
participants who could provide 
them with the information 
necessary to best serve families. 
These may be families the team 
has engaged with before or 
engage with on a regular basis, or 
families who have no affiliation 
with Children’s Health. 

Identify
Families

Determine a Channel
for Engaging

Contact
Families

The team chooses a venue or 
channel for communicating with 
families. With both individual 
interviews and multi-family 
activities, it is important to meet 
families where they are – in 
convenient places and times 
for their circumstances. Family 
activities should be held at 
convenient, accessible, familiar 
places in the community. 
Individual interviews may be 
conducted at a convenient 
location in the community, a 
family’s home, over the phone, 
or by some other means that is 
comfortable and accessible to the 
family. (Note: There is typically a 
higher family response rate when 
interviews are conducted over the 
phone). 

Team members should contact 
their selected families, giving 
a concise summary about the 
project and a brief explanation 
of what the team would like to 
learn from them and how their 
contributions will help with 
the team’s work. During this 
interaction, team members should 
let families know how long the 
interview or activity will take – 
typically a half hour to one hour 
for an interview, and one to two 
hours for in-person activities 
– and gauge interest. It is 
important to keep in mind families’ 
scheduling needs when setting up 
meeting times. While individuals 
may be able to conduct a phone 
interview at various points in the 
day, they may be less available to 
meet in-person, as they have other 
responsibilities such as work or 
caring for their children.

SETTING UP MEETINGS
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It is important to capture the findings from each      
completed interview and family activity so the team’s 
experiences with families are documented. After the 
end of an interview or activity participating team    
members write down answers to following questions:

1. What were the main themes or learnings that stood 
out in this interview?
2. What was mattered most to the interviewee(s)?
3. What did interviewee(s) say or do that surprised you? 

The findings from this debrief should be kept in a digital 
or physical location accessible to the whole team, so 
they can be used to develop the team’s family stories 
for the Backlog. 

DEBRIEFING

During planned activities or interviews with families, 
it is important to build rapport and to make sure they 
feel heard and respected. The team helps families feel 
comfortable and engages every family member –  
especially children – so that parents can spend focused 
time with the team answering questions. Teams can 
bring activities for children (coloring books, crayons, 
arts and crafts supplies), and can tailor these activities 
to learn more about the experiences of children.

• Take notes during every interview
• Build rapport with your interviewee
• Allow for pauses - sometimes silence is a 

great way to prompt people to reflect on 
what they’ve said and go deeper

• Watch for physical and emotional signals
• Ask open-ended questions
• Ask clarifying questions if something isn’t 

clear or if there are inconsistencies
• Use active listening, including eye contact 

and nonverbal cues
• Thank them for their time

Do

Try Not To
• Ask leading questions - ones that have 

assumptions built into them
• Let your questions ramble or trail off
• Rush to get to the next question
• Interrupt with acknowledgements, 

confirmations, or “uh huh”s
• Interject with your own views

ENGAGING FAMILIES INTERVIEWING TIPS
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ACTIVITY (1 hour):
The Scrum Master sets up a whiteboard or a wall so the whole team can engage in the 
activity. They put up key touchpoints - instances when the team interacts with families - 
along the bottom of the whiteboard and separate the board into two horizontal sections:

• Onstage: what’s visible to families
• Offstage: what happens behind the scenes (i.e. internal communication, logistics)

The Scrum Master asks team members to think about the first touchpoint - what their 
role is during that touchpoint and what happens with families. The Scrum Master then 
facilitates a discussion with the team as they map out the activities, and write each idea 
on a Post-It. If one touchpoint has multiple paths for the families (i.e. initial contact with 
a family could be in person, on the phone, or online), make sure to map out all the paths, 
each one in sequential order.

Once all the team members have discussed the first touchpoint, the Scrum Master then 
moves on to the remaining touchpoints and facilitates the team member’s input until the 
map is complete. If teams held interviews or group activities with families, they can add 
family feedback to the touchpoints.

ACTIVITY (30 mins):
After the family journey map is filled out, the Scrum Master then facilitates a discussion 
with the team by asking the following prompts:

• For each touchpoint: Is it easy to navigate for families? Is this a universal experience 
for each family?

• Looking at the map, are there gaps in the journey? Pain points? Opportunities?
• For gaps or pain points: How could it be easier or more impactful? How could 

employees be empowered to make process easier or more impactful?
• For opportunities: How could the team build on successful experiences?

 
The Scrum Master documents key points from the discussion and captures a picture of 
the journey map. 

FAMILY JOURNEY MAP
This activity identifies all the touchpoints where families interact with Children’s Health. The goal is to map the entire 
family journey, understand what families go through, and identify areas to improve their experience. By understanding 
what families go through at each touchpoint, teams can uncover family needs and develop strategies to address them. 
While every touchpoint is important, teams may also realize certain ones need more of a focus or have a larger impact 
on families, which can guide them in the Scrum process.
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estimated time: 3-4 hours* 
attendees: all team members3 BACKLOG
CREATION

• Create a Backlog of work items that delivers value to 
families. 

• Prioritize the Backlog based on potential impact for 
families. 

• Ensure each backlog item has a user story, family story, 
acceptance criteria, and an estimation of effort. 

MEETING GOALS

• Scrum Master facilitates the team in all Backlog creation 
activities. 

• Product Owner shows leadership within the team, 
contributing a strong voice in activities. They are 
responsible for ensuring Backlog item prioritization aligns 
with families’ experiences and Children’s family well-being 
value proposition.

• Team Members actively participate in providing family 
stories, user stories, and feedback on the feasibility of all 
backlog items.

ROLES

* It is important to hold this meeting in its entirety or to break it into 2 blocks of time 
(partitioned between generating user stories and prioritizing the backlog), so that team 
doesn’t lose momentum.

• A large blank Backlog 
template posted on the wall

• Example process of    
insights    family stories 
user stories posted in the 
template

• Example digital Backlog 
printed out

• Copies of the family well-
being value proposition

• Family Stories Worksheet for 
each team member 

• “Guiding Questions” 
document or poster

• Small Post-Its
• Large Post-Its
• Stickers
• Estimation of Effort 

Cards (S, M, L, XL 
written on Post-It’s) for 
each team member

• Sharpies
• Scissors
• Tape

SUGGESTED MATERIALS
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BACKLOG
CREATION ACTIVITIES
A Backlog is comprised of new opportunities to meet family needs and items that are part of the 
team’s usual workflow. The Backlog is force-ranked, with only the highest priority items at the top. All 
efforts undertaken by the team during the Scrum process will come from items listed on the Backlog. 
While the Backlog should be comprehensive, it is also ever-changing, with various items being added, 
removed, altered, or completed as the team works toward their goals.

To create the Backlog, the team first generates family stories to articulate family needs. These family 
stories drive the creation of user stories – the main component of a backlog item – which articulate 
what the team will do to meet each of the family needs. There may be multiple user stories for a single 
family story, and multiple family stories for a single user story. With the family and user stories in place, 
the team prioritizes the items based on potential impact for families. After establishing the priority of 
the items, the team works to set acceptance criteria and estimation of effort for each backlog item, 
beginning with the highest priority items.

Note: All Backlog Creation activities should be time constrained, with the goal of coming to an actionable, prioritized list. The 
Backlog is always in development, so activities can be planned to add or fill out items.

13
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Family stories are descriptions of a service function that captures the needs and desires of families. 

Family Story Format:
Families need ________________ because/in order to _________________. 

e.g. Families need their voices to be solicited and used by Children’s Health in creating services because their needs and 
desires cannot be met unless they are uncovered and captured.

ACTIVITY (15 min)*:

The Scrum Master has each team member use insights from their personal experiences 
with families, family exploration activities (if conducted), and inspiration documents (i.e.  
the family well-being proposition) to brainstorm family stories using the Family Stories 
Worksheet. They ensure team members are clear on the activity and answer any questions. 
The Product Owner encourages team participation and reminds the team of their past 
experiences with families.

*To either be completed as homework before the meeting or as an activity during the meeting

ACTIVITY (30-40 min):
The Scrum Master prompts the team to share their family stories and combines any similar 
stories. The Scrum Master then places them in the family stories portion of the backlog 
template on the wall. Team members rank family stories from most to least urgent and 
compelling for the team to address. The Product Owner encourages team participation and 
is a directive voice for team decision-making in this activity.

GENERATING 
FAMILY STORIES
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User stories are the main component of a backlog item. They are descriptions of a work item to be completed by the 
team, and are derived from family stories.

User Story Format:
As a <team member> I need to <perform some job> so that I can <achieve some goal>.

e.g. As a team we need to reach out to families at pre-scheduled events so that we can establish relationships with them 
for future participation, glean their feedback, and understand their diverse experiences. 

ACTIVITY (45 min-1 hour):
Using the selected 5-10 family stories, the team 
brainstorms user stories, or work they will complete 
to help meet these needs of families. The Scrum 
Master can either facilitate a team discussion 
around each high-level family story to generate 
corresponding user stories together, or have the 
team members individually brainstorm user stories 
for each family story theme (2-3 minutes each), 
then share out to the team. The Product Owner 
drives team discussion and decision-making around 
what the team can do to meet the needs of families 
expressed in the family stories. The Scrum Master 
helps the team craft the language of user stories, 
captures themes of team discussion, and documents 
the user stories on Post-Its within the Backlog 
template (on wall).

User Story Prompts:
• From our programs and 

services, what resonates the 
most with families?

• What’s currently missing for 
families? 

• What do you still need to 
learn from families? 

• What does our team need 
to do to align with the value 
proposition? 

• What are your deliverables 
over the next few months?

GENERATING 
USER STORIES
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Each backlog item is prioritized by its potential value and impact for families, helping teams choose the most important 
items to work on during Sprints.  

ACTIVITY (30 min):
The Scrum Master gives each team member three 
stickers and encourages team members to look through 
the user stories and identify their three choices for 
highest potential impact—NOT anticipated effort. 
Team members place their stickers on their selected 
user stories (one sticker per story). The Scrum Master 
organizes user stories from the highest priority (most 
amount of stickers) to the lowest priority (least amount 
of stickers). Product Owners lead the team in discussing 
on whether this ranking is truly reflective of Children’s 
priorities, and makes any adjustments to the order of 
items based on this discussion. The Scrum Master 
captures themes of team discussion, and digitally 
documents and shares the prioritized Backlog with the 
team after the meeting.

The Scrum Master notes the user stories that have 
significantly high impact potential for families, relevance 
for the team’s current workflows, and urgency for 
delivering on Children’s value proposition, as these may 
drive the team’s future Sprint goal.

Prioritization Prompts:
• Are the current rankings 

representative of what is 
most important to delivering 
on Children’s family well-
being value proposition?

• Are there any that are lower 
on the list or not in our list 
that might be “broader vision” 
priorities that we are missing?

PRIORITIZING 
THE BACKLOG
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The team will work to estimate how much effort each backlog item will take. Effort is measured in collective team 
energy, not an individual team member’s energy. This effort estimate will help the team decide how many backlog items, 
and which backlog items to take on in a given Sprint. Effort is measured as small (1-2 days), medium (3-5 days), large 
(6-8 days), and extra-large (9+ days). 

ACTIVITY (45 min - 1 hour):
Starting with the highest-priority user stories, team members estimate the collective team 
effort each item would take to complete. The Scrum Master leads the team through each 
item, having team members silently and individually select one of the estimation of effort 
cards and reveal their cards simultaneously to the group. The Scrum Master then facilitates 
a team discussion about differences in opinion regarding the estimation of effort, using this 
conversation to break down backlog items from those too large to complete in a single Sprint 
(L and XL) to smaller, more manageable items (S, M). This activity also helps teams define 
acceptance criteria for backlog items.

ESTIMATING
EFFORT

Acceptance criteria are the boundaries for a backlog item – how to know when it is completed. 

Acceptance Criteria Format:
As a <user>, I can <complete some action>. 

e.g. As a team member I can access a list of interested families from groups of families we have interacted with at back-
to-school events and other events/interactions.

e.g. As a vice president I can access a documented version of the team’s workflow on the shared drive.

ACTIVITY (30 - 40 min):
Beginning with highest-priority backlog items, the Scrum Master facilitates the team in adding 
acceptance criteria to each backlog item. The Product Owner contributes to this activity 
with an eye towards clearly and concretely setting the parameters for the team’s workload 
on each item. Team members voice what is feasible for them to accomplish during the set 
Sprint timeframe, and with this in mind, pose acceptance criteria. If the team is unable to add 
acceptance criteria to all backlog items within the given timeframe, the Scrum Master will add 
time to finish the activity during Sprint Planning for relevant backlog items.

ESTABLISHING 
ACCEPTANCE CRITERIA
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estimated time: 2 hours
attendees: all team members4 SPRINT
PLANNING

• Set the team’s Sprint goal. 
• Set a Sprint timeframe.
• Choose backlog items to meet the Sprint goal based on 

family impact and team feasibility within the timeframe.
• Define acceptance criteria for chosen items.
• Decide on the team’s definition of done.
• Generate an initial set of tasks for each backlog item.

MEETING GOALS

• Scrum Master facilitates activities, ensuring the team 
understands their purpose and keeps everyone on track 
with the process.

• Product Owner guides the team on decision-making around 
the selection of a Sprint goal, backlog items, and tasks.

• Team members decide what backlog items are feasible, 
using this information to drive the selection of Sprint 
backlog items. 

ROLES

• Completed Backlog template from the Backlog Creation 
meeting posted on the wall

• Sprint Backlog template on the wall 
• Large Post-Its 
• Up-to-date team calendar on wall
• Example definition of done printed or on wall
• Flip chart or whiteboard
• Small Post-Its
• Sharpies

SUGGESTED MATERIALS
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SPRINT
PLANNING ACTIVITIES
Typical Sprints are two to four weeks long and are a repeatable cycle with team members playing 
different roles during different Sprints, depending on the goal. Two guiding questions to keep in mind 
during Sprint Planning are: 

• What can be delivered in the time allotted for the upcoming Sprint? 
• How will the work needed to complete the Sprint goal be achieved? 

There are six jobs to be done when planning a Sprint: setting the Sprint timeframe, setting the 
Sprint goal, creating the Sprint Backlog, deciding on a definition of done for Sprint tasks, creating a 
preliminary list of Sprint tasks, and establishing a final commitment to the Sprint. 
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The Sprint goal is an objective that will be met during a Sprint through the completion of the selected backlog items. It’s 
a short, 1-2 sentence achievable guidepost for the team’s work that conveys why it’s worthwhile to undertake the Sprint. 

ACTIVITY (20 min):
The Scrum Master facilitates the 
team in a discussion to create 
the Sprint goal. The Product 
Owner provides direction in the 
discussion, pointing the team to 
high priority backlog items and 
Children’s priorities; they also 
make the final decision on the 
Sprint goal. Once the Sprint goal 
has been decided on, the Scrum 
Master should document it and 
make it clearly visible in the team’s 
space. 

Guiding Questions for Setting the Sprint Goal: 
• How can we align our programs to the family  

well-being value proposition?
• What are our first steps in that direction? 
• What do we need to work on in the next month? 

Examples of Short, Achievable Goals: 
• “Families can find information on all Children’s 

Health asthma programs through one phone call.”
• “Asthma programs have a streamlined 

communication channel to share resources.”

Avoid Vague, Hard to Measure Goals: 
• “Finish all 4 backlog user items.”
• “Improve the family experience.”

SETTING THE 
SPRINT GOAL

The team may either set the Sprint timeframe and choose their Sprint goal based on the allotted time, or decide on a 
Sprint goal and set a timeframe that will allow the team to best meet it. The timeframe takes into account the 
availability of each team member. 

ACTIVITY (10 min)
On a calendar, team members mark their days off, holidays, and important work 
meetings, activities, or deadlines. The Scrum Master leads the team in discussing the 
timeframe they will pursue for their Sprint and records their decided timeframe on 
the calendar.  Team members are the voice of feasibility in the discussion, answering: 
“What is possible for our team to do in this period of time?” The Product Owner 
contributes to the discussion and makes the final decision on the timeframe of the 
Sprint based on the input from team members.

SETTING THE 
SPRINT TIMEFRAME
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Definition of done is a set of assessment criteria developed by the team to evaluate the work completed with each 
backlog item during the Sprint. It ensures that each item is done with an acceptable quality level. 

ACTIVITY (15 min):
The team, under the direction of the Scrum Master, 
discusses how they will know their selected backlog 
items are done, and will then decide on the evaluative 
questions they will use as guideposts during the Sprint 
Review. Once the team decides on the definition of 
done, Scrum Masters document the criteria, posting it 
on the wall for all team members to reference during 
the Sprint. 

Example Definition of Done 
Questions: 

• Was it reviewed by a peer?
• Is it error-free? 
• Was it documented? 
• Is it usable by other team 

members? 
• Is it shareable within and 

outside of Children’s, as 
appropriate?

DECIDING ON THE 
DEFINITION OF DONE

Once the Sprint goal is defined, the team creates their Sprint Backlog, which is the list of backlog items that will help 
them accomplish their goal in the set timeframe.

Guiding Questions for Setting 
the Sprint Backlog: 

• What is the capacity of the 
team?

• What is the past performance 
of teams like?

• What is the acceptance 
criteria for each item?

ACTIVITY (45 min):
The team discusses which backlog items should be 
selected to reach the Sprint goal. The level of effort 
and number of selected backlog items taken on during 
a Sprint is up to the team members, considering 
feasibility as they choose. The Product Owner provides 
direction in the discussion, pointing the team to high 
priority backlog items that will help them accomplish 
their Sprint goal, and vetting which items are included 
in the Sprint Backlog. Scrum Masters should move all 
chosen backlog items into the Sprint Backlog (on wall).

CREATING THE 
SPRINT BACKLOG
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Once the Sprint Goal is defined, the team creates their Sprint Backlog, which is the list of backlog items that will help 
them accomplish their goal in the set timeframe.

Guiding Questions for Final Commitment:
• Do each of you feel you can commit to this work? 
• Does it feel achievable? 
• Do you have questions on how you will work 

together? 
• What is one thing you are thinking about – 

question, thought or a comment? 

ACTIVITY (10 min):
At the end of the Sprint Planning, 
the Scrum Master asks the team 
the Guiding Questions for Final 
Commitment to ensure that all 
team members are in alignment 
and feel ready for the Sprint. 

FINAL COMMITMENT 
TO THE SPRINT 

Sprint tasks are the daily activities the team needs to accomplish in order to complete a backlog item. While the team 
generates an initial list of tasks in Sprint Planning, tasks can be added to the list as the Sprint progresses.

ACTIVITY (30 min):
The Scrum Master leads the team 
in brainstorming an initial list of 
Sprint tasks for each selected 
backlog item. Team members 
write one task per small Post-It 
note and place them in the task 
section of the Backlog. This is not 
an exhaustive list of tasks, but will 
give the team direction during the 
first few days work; more tasks 
can be added at any time during 
a Sprint. For each task, the team 
thinks about feasibility, and break 
large tasks into smaller, more 
manageable tasks.

Guiding Question for Creating Sprint Tasks: 
• Can this task be completed without compromising 

the definition of done or working overtime during 
the Sprint?

Example Tasks:
• Schedule a meeting
• Send an email
• Create a worksheet
• Call families

Task Documenting Format:
Includes the task, the name of the team member 
taking ownership for the task, date it was selected, 
and anticipated completion time. Once the task is 
done, write down actual completion time.

CREATING
SPRINT TASKS
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estimated time: 30 min for first meeting; 15 min a day after
attendees: all team members*5 DAILY
SCRUM

• Assess daily tasks.
• Assign tasks for future work. 
• Surface any obstacles to the Sprint work.

MEETING GOALS

• Scrum Master facilitates the meetings, takes notes, and 
tackles impediments that are getting in the way of keeping 
the team on track. 

• Product Owner helps team members clarify the Sprint goal, 
backlog items or tasks. They are encouraged to attend 
meetings to check on progress and may select tasks.

• Team Members select tasks, update the team on their 
progress, and help each other when struggling with a task. 

ROLES

* If a team member cannot attend a meeting, they email the Scrum Master with an 
update to share with the team. 

• Sprint Backlog board (physical and/or digital copy)
• Post-It’s
• Sharpies
• Conference line (for virtual check-in’s from team members) 

SUGGESTED MATERIALS
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DAILY SCRUM 
ACTIVITIES
Daily scrum meetings are meant to be efficient and informal, helping teams to collaborate, touch base 
regularly, and open channels of communication. 

ACTIVITY (up to 15 min):
Based on their bandwidth, team members select tasks to work on, either individually or working 
with other team members. Each team member writes their name and the date on which they 
have selected the task. If there are not enough tasks created from Sprint Planning, the team 
may generate more tasks before choosing. 

ACTIVITY (15 min):
During subsequent Daily Scrum meetings, each team 
member will give their answers to all four questions 
below:

• What did I do yesterday that helped the team meet 
the Sprint goal?

• What will I do today to help the team meet the Sprint 
goal? 

• Do I see any impediment that prevents me or the 
team from meeting the Sprint goal?  

• What would accelerate my ability to act on these 
items?

As team members speak, they may:  
• Add any new tasks that were uncovered in discussion 

to the task board, writing each task on a Post-It note. 
• Move a task they have finished into the “complete” 

column, adding the date that the task was completed 
on the Post-It.

• Select a new task from the list and move it into the “in 
process” column.

Tips to Maintain Meeting 
Focus:
As team members go through 
the questions, items will 
come up that may need more 
discussion and clarification. 
To keep this meeting as 
streamlined as possible, these 
topics should be turned into 
“parking lot” items (Post-It note 
reminders) to be addressed 
after the meeting. The Product 
Owner answers Sprint goal 
alignment questions and the 
Scrum Master works to remove 
any surfaced impediments to 
the process or organizational 
obstacles.

FIRST DAILY SCRUM MEETING

UPDATING TEAM MEMBERS
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estimated time: 1.5 hours
attendees: all team members6 SPRINT
RETROSPRECTIVE

• Reflect on the team’s process.
• Identify areas of improvement for the next Sprint.
• Refine team norms, roles, and rules.

MEETING GOALS

• Scrum Master facilitates the team in activities, particularly 
making sure all team members feel comfortable to reflect 
and share feedback. Scrum Masters document any changes 
made to the team’s Sprint process.

• Product Owners and Team Members participate in the 
reflection activities. 

ROLES

• Printed out Backlog and Sprint Backlog
• Whiteboard
• Large Post-Its
• Small Post-Its
• Sharpies

SUGGESTED MATERIALS
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SPRINT RETROSPECTIVE 
ACTIVITIES
During the Sprint Retrospective, the team reflects on their completed Sprint, identifying positive 
experiences, team successes, challenges, and areas of improvement for their next Sprint.

ACTIVITY (10 min):
The Scrum Master goes over the agenda for the 
meeting and proposes team norms for retrospective 
activities. After providing foundational norms, the 
Scrum Master asks team members for additional 
norms they see as important for the meeting.

Example Retrospective Norms: 
• Be constructive and 

respectful
• Honor confidentiality if 

requested
• Speak only for yourself, not 

others
• Be as open and honest with 

group members as you can

ACTIVITY (15 min):
The Scrum Master reminds the team of 
the Scrum process they just undertook. 
The Scrum Master facilitates team 
reflection on the process, having team 
members ponder the guiding questions for 
retrospective one at a time for 2-3 minutes 
each, writing down their thoughts on Post-
It notes (one thought per Post-It). The As 
team members share their thoughts (2-3 
minutes each question), the Scrum Master 
takes note of what each team member 
says about roles, responsibilities, process, 
tools, and feelings to prepare for the next 
activity.

Guiding Questions for Retrospective:
• What Worked?

  • What went well? 
  • What contributed to this? 
  • What was the best or most gratifying                

 part of this process for you?

• What Didn’t Work? 
  • What challenges did we encounter? 
  • Where did we struggle? 
  • What contributed to these challenges? 
  • What were the most frustrating parts    

 of the project? 
  • What made them that way?

SHARING REFLECTIONS

ESTABLISHING RETROSPECTIVE NORMS

26



ACTIVITY (15 min):
The Scrum Master leads a discussion identifying 
patterns and common themes among the team’s 
responses to the retrospective questions. The 
Scrum Master groups Post-Its in thematic clusters 
and they are discussed and documents high-level 
themes on large Post-It notes near the clusters.

Guiding Questions for 
Identifying Themes:

• What stands out from what 
we just discussed? 

• From what we just 
discussed on what worked 
and what didn’t work, what 
patterns do we see across 
the board?

ACTIVITY (30 min):
In preparation for the upcoming Sprint Review, the Scrum Master goes over roles and 
procedures for the review. The Product Owner leads the team in preparing for review, ensuring 
team members have outputs that meet the definition of done criteria for each backlog item. 
The team, under the direction of the Product Owner, finalizes the presentation order and plan for 
showing their outputs.

ACTIVITY (20 min):
Taking what they have learned 
from the Sprint, the Scrum Master 
leads the team in a discussion 
to create a better process for 
future sprints and documents 
the suggestions to share with the 
team after the meeting.

Guiding Questions for Improving the Team Process:
• What changes can be made to strengthen or 

improve:
 - The timing of the Sprint?
 - Planning for a Sprint? 
 - Work during a Sprint? 
 - Wrapping up a Sprint? 
 - Roles and responsibilities?

• What does there need to be more of? 
• What can there be less of?
• If you could wave a magic wand and change 

anything about the project, what would you 
change?

• What are our takeaways individually, as a team, as 
an organization?

PREPARING FOR SPRINT REVIEW

PROCESS IMPROVEMENT

IDENTIFYING PATTERNS
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estimated time: 1 hour
attendees: all team members; relevant stakeholders7 SPRINT
REVIEW

• Demonstrate outputs created during the Sprint.
• Decide which backlog items have been completed during 

the Sprint.
• Get feedback from stakeholders and suggestions for 

additional backlog items.

MEETING GOALS

• Scrum Master explains the team’s process to stakeholders 
in attendance, and facilitates the team moving through 
Sprint Review activities. 

• Product Owner leads the show and tell of the team’s Sprint 
outputs to stakeholders and declares which backlog items 
are done.

• Team Members show their Sprint outputs for each backlog 
item and answer any questions. 

ROLES

• Sprint Backlog board 
• Printed meeting agenda for each attendee
• Sprint output artifacts (printed) for each attendee
• A/V equipment and computer to showcase any digital 

artifacts
• Team’s definition of done posted on wall 
• Post-Its
• Sharpies

SUGGESTED MATERIALS
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SPRINT REVIEW 
ACTIVITIES
A Sprint Review is held at the end of each Sprint to showcase outputs created from the Sprint and 
assess whether the selected backlog items were adequately completed. Appropriate stakeholders 
including, but not limited to, internal leadership and families are invited to the review to give feedback 
on team’s outputs. Their feedback will help the team create new backlog items and direct the goals of 
future Sprints.

The presentation of the Sprint outputs is intended to elicit feedback and foster collaboration. The 
presence of stakeholders encourages team accountability, allows the stakeholders to become invested 
in the Scrum process, and enables their perspectives to be reflected in the team’s work. 

As team members showcase outputs, stakeholders 
take notes, prompted by the following questions: 

Guiding Questions for Stakeholder Feedback:
• What do you like about the outputs?
• What do you want to see more of?
• What could be done to further improve this work?
• How do these outputs fit into your own goals?
• Because of this work, what is now possible?

ACTIVITY (5 min):
The Scrum Master gives an overview of the Scrum process and sets meeting norms. The 
Product Owner reminds the team and stakeholders of the Sprint goal and presents selected 
backlog items.

ACTIVITY (20 min):
Team members show and 
describe the outputs they have 
created in conjunction with each 
backlog item. 

Example Sprint Output 
Demonstration 
Showing each document created in 
the new share folder for cross-team 
information sharing. 

SCRUM AND SPRINT OVERVIEW

PRESENTATION OF OUTPUTS
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ACTIVITY (10 min):
The Product Owner asks the team members questions that reflect the their definition of done 
checklist to assess whether the outputs were completed at an acceptable quality level. The 
Product Owner decides which Sprint backlog items are done and which are not done, according 
to this definition. Items which are not completely done will return to the Backlog. The Scrum 
Master documents which items were considered done, and which were not, to share with the 
team and stakeholders after the meeting.

ACTIVITY (5 min):
If there is time at the end of the meeting, the Scrum Master adds any new items to the Backlog, 
with the Product Owner re-prioritizing the backlog items to reflect feedback. Otherwise this 
action will move to a future meeting.

ACTIVITY (20 min):
 After listening to the team’s process and 
observing the outputs created during the 
Sprint, the Scrum Master invites stakeholders 
to give feedback on the team’s work, using 
the Guiding Questions for Stakeholder 
Feedback. This is not an evaluation of how the 
team did in undertaking the process, rather 
it is a critique of the team’s outputs with 
suggestions for improvement. Particularly, 
stakeholders can suggest items that could 
be added to the team’s Backlog for future 
work. Scrum Masters document stakeholder 
feedback and keep list of new items to add to 
the Backlog. 

Tips for Giving Feedback:
• Engage in active listening.
• Be constructive, generative, challenging 

and collaborative.
• Think about being specific, helpful and 

kind when making comments.
• Stay on topic: Focus on giving feedback 

about the outputs created during the 
sprint and recommending action items 
that could be undertaken to achieve 
their goals, saving higher-level process 
questions for another conversation.

BACKLOG ADDITIONS AND PRIOTIZING

STAKEHOLDER FEEDBACK

EVALUATING COMPLETION OF 
BACKLOG ITEMS
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estimated time: 2 hours
attendees: all team members8 BACKLOG
REFINEMENT

• Add any new items to the Backlog.
• Re-prioritize backlog items based on new understanding of 

user needs.
• Assess estimation of effort for backlog items based on 

previous Sprint experiences. 

MEETING GOALS

• Scrum Master facilitates the team in all activities. 
• Product Owner makes sure stakeholder feedback and team 

input are reflected in the backlog, and that the Backlog is 
re-prioritized based on potential impact for families. 

• Team Members actively participate in all activities and 
provide feedback on the feasibility of all backlog items. 

ROLES

• Printed digital copies of the Backlog
• Backlog template filled out on the wall
• Printed notes from the Sprint Review, including new backlog 

items
• Small Post-Its
• Large Post-Its
• Pens

SUGGESTED MATERIALS
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BACKLOG REFINEMENT 
ACTIVITIES
Using input from stakeholders during the Sprint Review and team insights from the Sprint 
Retrospective, the team refines their Master Backlog.

Prioritization Guiding Questions:
• Is the Backlog prioritized based on potential 

positive impact for families, not estimation of 
effort?

• Is there a new highest priority? 
• Are there any backlog items that seem out of 

place in their prioritization?
• Where do the new backlog items fit in with the 

old backlog items in terms of priority?

ACTIVITY (up to 45 min):
The Scrum Master removes backlog items that have been completed in the last Sprint from the 
Backlog. Based on stakeholder feedback from their review and team insights from the Sprint 
Retrospective, the team discusses and adds new backlog items with family stories, user stories, 
estimations of effort, and some acceptance criteria. The Scrum Master uses activities from 
Backlog Creation to ensure each Backlog item has all necessary elements.

ACTIVITY (25 min):
The Scrum Master instructs team 
members to read over the Backlog, 
taking note of items that may not be 
needed anymore and any changes 
they would like to make to the current 
prioritization order. Scrum Masters 
then lead a team discussion about 
these potential Backlog changes. 
Product Owners provide direction in 
this discussion and vet any changes 
made by the team.

ADDING ITEMS TO THE BACKLOG

BACKLOG REPRIORITIZATION
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ACTIVITY (35 min):
Starting from the top priority backlog items, the team revisits estimation of effort to ensure 
each item’s estimation is accurate. The team uses any changes to estimation of effort to clarify 
acceptance criteria and break down items into more manageable pieces. 

ACTIVITY (15 min):
 If time allows, the team discusses what the next Sprint goal might be based on the new highest 
priority backlog items. They can also discuss upcoming schedules and an ideal timeline for the 
next Sprint.

DISCUSS NEXT SPRINT GOAL

EVALUATING ESTIMATION OF EFFORT
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estimated time: 2.5-3 hours + implementation timeline
attendees: all team members9 COMMUNICATE, 
IMPLEMENT, AND 
ASSESS OUTPUTS

• Communicate Sprint results to colleagues.
• Develop a plan for implementing and measuring Sprint 

outputs.
• Implement Sprint outputs.
• Assess Sprint outputs.

MEETING GOALS

• Team Leaders set up and lead meetings.
• Team Members actively participate in all meetings.

ROLES

• Sprint outputs printed out or visible to team on wall
• Implementation worksheets
• Pens
• Small Post-Its
• Large Post-Its
• Sharpies 

SUGGESTED MATERIALS
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COMMUNICATION ACTIVITIES
Common meetings and platforms are set up to inform staff about the progress of teams undertaking 
the Scrum process. Having a process of knowledge sharing will tell the story of your team and also 
develop a transparent learning network for your department. Relevant topics to share with both 
leadership and colleagues include team achievements, Sprint outputs, and overcoming setbacks. 
Encouraging feedback from colleagues will also enhance a learning network.
 
Recommendations: bi-weekly or monthly staff-wide meetings with report-outs from each team; shared 
platform for documents, such as iShare; highly visible board with all team successes and challenges 
documented. 
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IMPLEMENTATION 
PLANNING ACTIVITIES
These activities help teams develop a plan for putting Sprint outputs into use and evaluating them with 
relevant measures of success.

Implementation Main Points: 
• Description and Goal: A 1-2 sentence overview of 

the output, including its goal.
• Measures of Success: How the team will evaluate 

the output. The team may also include how they 
will measure it (i.e. surveys, interviews).

• Potential Challenges: Anticipating any barriers 
that might hinder success. The team can discuss 
the anticipated points of resistance to implement 
the output.

• People: The staff involved in implementation of 
the output. The team should identify the owner of 
the output and supporting roles.  

• Process: The needed steps to achieve the output 
goal.

• Technology: The tools, systems and/or 
infrastructure needed to implement the output.

• Financial Costs: The costs associated with 
the output. This includes one-time costs and 
operational and maintenance costs.

• Milestones & Dates: Identify stages of work 
and their deadlines. This will help leaders 
assign people, allocate resources, and set up an 
implementation timeline for the team.

ACTIVITY (1 hour):
Team members and relevant 
staff discuss each of the 
implementation main points 
and fill out the Implementation 
Worksheet. At this point, the 
team  leader may take lead on 
facilitation, ensuring the team 
discusses the points for each 
output.

ACTIVITY (1 hour):
Using the implementation worksheet as a guide, the team leader ensures all team members 
identify their implementation tasks and are able to act on them. The team discusses ways to 
mitigate the identified potential challenges. The team also discusses and records ways to track 
and reinforce progress and impact. The team decides on a future date to assess their progress.

IMPLEMENTATION WORKSHEET

IDENTIFY IMPLEMENTATION TASKS
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IMPLEMENTATION 
ASSESSMENT ACTIVITIES
Once teams start implementation, the team leader sets up regular meetings to assess the Sprint 
outputs. This activity helps the team evaluate Sprint outputs, course correct if necessary, and record 
evidence of success for the outputs.

ACTIVITY (20 min):
Led by team leaders, this meeting fosters discussion around successes and challenges of 
implementation to date, and will inform the team’s next steps. Team members refer back to the 
worksheet created for Sprint outputs. The team answers the following questions:

• What progress is the team making toward the measures of success for each output?
• What is working regarding the implementation plan? What is not working?
• Are there areas to improve going forward from the meeting?

ACTIVITY (20 min):
After answering the assessment questions, the team will identify their next steps, which may 
include course corrections and ensuring sustainability of the output. 

ASSESSMENT & NEXT STEPS
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TEAM INNOVATION 
ACTIVITY WORKSHEETS
Worksheets to use throughout the Team Innovation process

8 Planks of A Common Platform Worksheet

Family Stories Worksheet

Master Backlog Worksheet

Sprint Overview Worksheet

Output Implementation Worksheet
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Directions:
Using the prompts on the left, brainstorm individually on features for each plank.

8 PLANKS OF A COMMON PLATFORM WORKSHEET 

 A sense of shared purpose and objectives
• Why are we working together? 
• What do we hope to accomplish? 

 A sense of group identity and community
• What is our shared identity? 
• What do we have in common that unites 

us? 

 A sense of urgency
• What is driving this work? 
• Why is it important that we work together?

 A common understanding of the challenges
• What challenges do we need to overcome?
• What problems do we need to tackle 

together?

 A shared language system or common 
definition of terms

• How do we see and talk about our work 
and the problems we face? 

 A shared base of information to draw upon
• How will we share information and 

communicate with each other?

 Common frames through which to discuss 
tough issues

• What unites us in how we view the issues 
we face? 

• What tools are available to help us?

 The capacity to discuss tough issues
• What makes up our capacity to discuss 

tough issues? 
• What is our process for discussing tough 

issues together?



Family stories are a brief snapshot into what families need and why. They allow us to keep families at 
the center of your work, and will help you create a Backlog based on fulfilling their needs. As you listen 
to families’ feedback and have ideas about how to best serve them, please format them as shown 
below.

Example:
Families need help accessing education materials because they don’t know where to find them.

FAMILY STORIES WORKSHEET

Families need _______________________________________________________________________________________

because _____________________________________________________________________________________________.

Families need _______________________________________________________________________________________

because _____________________________________________________________________________________________.

Families need _______________________________________________________________________________________

because _____________________________________________________________________________________________.

Families need _______________________________________________________________________________________

because _____________________________________________________________________________________________.

Families need _______________________________________________________________________________________

because _____________________________________________________________________________________________.

Families need _______________________________________________________________________________________

because _____________________________________________________________________________________________.



MASTER BACKLOG WORKSHEET

Rank Backlog Item 
Title User Story Family Story Acceptance Crtieria Estimated 

Effort
Date 

Created



SPRINT OVERVIEW WORKSHEET

Sprint Goal: Roles

Scrum Master(s):

Product Owner(s): 

Team Member(s): 

Timeframe

Sprint Dates:

Sprint Retrospective Date:

Sprint Review Date: 

Sprint Backlog 
Fill in the chart below with items that the team will be working on during this Sprint, chosen for their identified high priority and feasibility during the timeframe:

Fill out before Sprint  Fill out after Sprint Review

Backlog Item 
Title Backlog User Story Family User Story Acceptance Crtieria Estimated 

Effort Outputs Completed?
(Y/N)



OUTPUT IMPLEMENTATION WORKSHEET

Sprint Output Output #1 Output #2 Output #3

Description and 
Goal

Measures of 
Success

Potential 
Challenges

People (owners, 
support)

Process

Technology

Financial Costs

Milestones & 
Dates



The Team Innovation Activities Guide was prepared by 
the Business Innovation Factory for Population Health 
of Children’s Health System of Texas. The guide and 
process were developed by Kirtley Fisher, Experience 
Designer; and Taylor Halversen, Experience Designer; 
with support from Eli Stefanski, Chief Market Maker. 
The guide was designed by Reid Henkel, Experience 
Designer.


