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Welcome
Thisbookisfilledwithvisualizationexamplesforteamstoimprove
collaborationandcommunication,aswellasshapingbehaviors.Itis
written for people and teams working within an agile software
developmentcontext.

The pages within only depict examples. Nothing else. No deep
theoretical explanations. No explanation of Agile or Scrum. No
references to Gamification. No discussion on how the brain
interpretsvisualinputorhowourbehaviorsareinfluencedbyvisual
information.Thereareotherbookswrittenonthosetopics.

Ifapagecontainsanarrow(➨)intheuppercorner,itmeansthat
thereisalinktoablogoranarticlewithmoreinformationtobe
foundonthepage“Moreinformation”.

Ifapagecontainsaheart( )youwillfindapersonorteamcredited

onthepage“Sourcesofinspiration”.

Theexamplesinthisbookmightbeperceivedasiftheyarethebest
and only way of doing things. Of course that is not true. The
examplesarenotbestpractice.Theyareonlysuggestions.Youneed
toadaptthemtoyourteam’scontextandneeds.

Thisbookisnotintendedtobereadcovertocover.Browse.Jump
backandforth.Pickwhatyoulike.Combinetheideaswhicheverway
youfinduseful.Experimentandevaluate.Evolveorthrowaway.

Havefun!
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Accessible–Positionyourwallwithvisualizationsin
theareawheretheteamsits.Youwantiteasily
visibleforeveryoneintheroom.

Simple-Thewallneedstobeeasytoupdate.Ifyou

makeittoocumbersometoupdate,thewallwill
probablydeteriorate.Ifyoususpectthatit’snotup
todate,youwillstoptrustingit.Ifyoudon’ttrustit,
youwillupdateitevenlessfrequently.

Clean–Ifyouputloveandcareintodesigningthe
wallyouwillprobablyrespectitmoreandwantto
continuetokeepitniceandtidy.Don’tgobananas,
choosecomponentswithcare.

Coreflows–Designforthenormalcasesandcore
flows.Chooseadditionalcomponentsbasedonthe
behaviorsyouwanttochange.Treatexceptionslike
exceptions.

Evaluate–Yourwallisalivingthing.Evaluateeach
component'svalueanddesignregularly.Improve,
adjustorabandon.

General Advice



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

8

Visualize your workflow

Useboxes,lines,rowsandcolumnstodescribeyourworkflow
andwhichstatesworktransitionsbetween.UsePost-itsto
describe the work to be done which flows through your
workflow.Thereisnorightorwrong,keeponexperimenting
untilyoufindagoodrepresentationofyourworkflow,aview
thathelpsyouseeprogress,collaborate,plan,doforecasts,
andthatrevealsbottlenecks.

Example 1                       Example 2

Example 3
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Tips

WriteonPost-itswithaproperpen,thickerthananormal

pencil(likeSharpies,PilotSignPensorsimilar).Don’twrite

smalltext,itneedstobereadablefromacoupleofmeters.

OnlyusingCAPSalmostautomaticallymakesthetextbigger

andmorereadable.

BuyproperPost-its.Avoidthecheapfakeones.Getalotof

differentsizesandcolors.IcanrecommendSuperStickyPost-

itsandStattys.

Tomakeitsimplertodrawstraightlinesonawhiteboard,get

abigruler.
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Visualize your policies

Makeyourpolicies,routines,workingagreementsandrules
explicitandvisible.Createpostersordedicateaportionof
yourwhiteboardwalltoyourrules.

Makingthepoliciesexplicitandvisibleforcesyoutocometoa
shared understanding within the team. It also gives you
somethingconcretetorefertowhenyou’rediscussinghowto
improveyourwayofworking.Everypolicyshouldalsohavean
expirationdate(3-6monthsintothefuture).Whenapolicy
expires,reviewit!Makeaconsciousdecisiontokeep,modify
ortoabandonit.

Yetanothertipistoskipthebottomlineandaddanempty
bullet,signalingthatthereismoretocome.
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Example 1                   Example 2

Example 3                  Example 4

Avatars

Visualizewhoisworkingonwhichtaskwiththeuseofavatars.
Ifyou workonatask,putyouravataronthattask.The
simplestversionisnamesonsmallPost-its.Moreelaborate
alternativesincludeswritingtheinitialsonroundmagnets.But
waymorefunistohavephotosoftheteammembers.Even
thoughIfinditconfusing,manyteamslikecharacters,suchas
SouthParkfiguresorcartoons.Atleast,writethenamesso
thatnewteammembersdon’thavetoguesswhoisBobaFett
andwhoisDarthVader.

UseTack-itormagnetictapetomakethemsticktotheboard.
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Agoodvisualizationthatateamlikesandcontinuestouse
overtimetendstogetmoreandmorecomplexastheteam
addsmoreandmoreinformationtoit.

Tomakeiteasytounderstandfornewteammembers,and
curiouscolleagues–providealegendthatexplainsthecolors,
iconsandsymbols.

Legend
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Inbox

Areextratasksfrequentlyaddedbycreativeteammembers?

Do you suffer from tasks introduced into the sprint by

people/managers outside the team, asking specific team

membersforhelp?Doesthissabotagethefocusonthesprint

goals?AddtheInboxpolicy!

Policy:newtasksaren’taddedtoPlannedorDoing,theymust

beplacedintheInbox.Thefollowingstandupthewholeteam

decidesifthetaskshouldbedoneornot,i.e.ifit’svaluable

and aligned with the sprint’s goal. If the team decides it

shouldn’tbedonenow,itgoesintotheproductbacklogorinto

thetrashbin.

EachInboxshouldbeemptybytheendoftheDailyStand-up.
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Eachteammemberhastwoavatars,onebigprintedincolor
andonesmallprintedingrayscale.

Theymarkwhichtasksthatteammemberiscurrentlyworking

on.Thebigonesignalsthemainfocus.Whenblockedonthe
maintask,thesmallergreyavatarsignalswherethepersonis
helpingout.

Eachteammemberisonlyallowedthesetwoavatars.Ifthe

personwantstostartathirdtaskhe/sheeitherneedstofinish
anyofthecurrentones,orputoneofthecurrentonesinthe
parkinglotormovebackthetaskfromDoingtoPlanned.

Ifyoucurrentlyonlyhaveoneavatarforeachteammember,

pleaseignorethisexample.Youaregood:-)



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

15

Days ‘til Demo

Days‘tilDemoisasimplecountdowntothenextdemo.Its

purposeistoraiseawarenessandtohelpteamsrememberto

planandprepareforthedemo.Andofcoursetoraisethe

expectationsforeveryoneelse.

Itsimplyshowsthenumberofdaysleftuntilthedemo.The

lastonereads“TODAYat2pm”(orsomethingsimilar).

It’spreferablyplacedinahighlyvisibleplace,suchasbythe

coffeemachineornexttothetoilets.Andyes,amanualone

likethisneedstobemanuallyupdatedbysomeone.Thiscould

beagoodthingsinceitremindstheteamthatthedayis

approaching.
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Thisisapowerfulalternative(orcomplement)toaSprint
Burndown.

AttheendofeveryDailyStand-upmeetingtheteamasks

themselves;howconfidentarewethatwewillbeableto
finisheachUserStorybytheendoftheSprint.Theansweris
representedbyaConfidenceSmiley.

The team quickly goes through each lane/User Story and
updates the color of the Confidence Smiley.W heni n
disagreement,themostpessimisticvoicewins.

Confidence Smileys
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Happy/Green smiley = We are 
confident that we will be able to finish this 
story by the end of this sprint.
Nervous/Orange smiley = We will 
probably not be able to finish this story.

Sad/Red smiley = No way we will be 
able to finish this story.

Green checkbox = User story is DONE.

Confidence Smileys (cont)

Whenasmileyshifts(fromgreentoorange,orfromorangeto
red)theteamgrabstheopportunitytodiscusswhattheyneed
todo,howtheycanhelpout,andiftheyneedtoalertProduct
OwnersandStakeholdersonchangesintheforecast.

ConfidenceSmileysofferaninstantandsimpleoverviewofthe
team’ssprintprogressforanyoneelseaswell.
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Lane priority

This is more of a process/working agreement tip than a
visualizationtip.

Inordertoworkmoreefficientlyasateamandtocollaborate
moreonfinishingstoriesratherthanstartingnewones–agree
tohelpoutworkingonstoriestogetherinpriorityorder.
Placethestoryofhighestpriorityonthetop,thenrankthe
restaccordingtopriority.

Whenastoryhasfinished,moveittothe“DONE/Readyfor
Demo”area.Thiswillleaveanemptylane.Someteamsmove
allotherPost-itsuponelanetofillthegap.



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

19

Blocker Notes

Ifyouforsomereasonbecomeblockedwhileworkingona

task,preventingyoufrommovingforward-addaredblocker

noteontopofthattask.Thismakesthereasonknownfor

everyone,andalsoworksasafollow-upreminder.

ReviewtheblockersduringtheDailyStand-upanddiscusshow

toaddressandresolveeachofthem.

Thedescriptionclearlystateswhyyouareblocked,whoyou

arewaitingfor(andwhy),orwhattheproblemis.Tomakeit

evenclearer,writeyourownnameandthedateyoubecame

blockedinthecornerofthePost-it.
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Dependency Spider

Drawaspiderwithyourteaminthemiddle.Aroundyour

team,drawyourdependencysourcesthatsometimesblock

yourprogressorforceyoutowaitforsomekindofresponse.

On the legs of the spider you continuously add notes

describinghowyouarecurrentlyblockedordependenton

thatsource.

Whenresolved,movethetickettothe“Resolved”area.When

it’stimeforaretrospective,grabPost-itsofthemostcommon

sourcesandanalyzewhatyoucandotoreduceorminimize

thepainandfrequencyofthosedependencies.Toensurethat

you’re not sub-optimizing for your team’s convenience,

includetheotherteamsorpersonsintothediscussion.

A great tool for cross-company (and release train)

retrospectivesaswell.
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Dotting

Everyday,putanewdotoneachtaskinprogress.Putadot
regardlessifsomeoneisactivelyworkingonitornot.When
everything is running smoothly (given that the tasks are
brokendownenough)nosingletaskshouldgetmorethana
few dots. If the dots starts building up, you know that
somethingiswrongandthatyouneedtotalkaboutit.

Dottingisasimpleandpowerfulwayofrevealingproblems
andbottlenecks.Thesameprinciplecanbeappliedforother
columns,suchas“Waitingforcodereview”,butinsteadof
dotsdrawalineoruseadifferentcolorforthedots.
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Absence Calendar

Thiscalendarshowswhenpeopleknowtheywillbeawayand

absentfromtheofficedoingsomethingelse,avoiding“Does

anyoneknowwhereJulieistoday?”moments.

Eachteammemberwriteshis/hernameonthedate(s)when

theyknowinadvancetheywillbeoffonvacation,attendinga

course or doing something else. The calendar could also

includeholidaysorotherimportantevents.

Theyellowarrowpointstothecurrentdayandismoved

beforetheDailyStand-upmeeting.
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Days blocked (wasted)

WhenusingPost-itnotestoindicateblockedstatusitcanbe

helpful to keep track of the days since the blocker was

introduced.

OntheDailyStand-upmeeting,simplyputadashonthe

blockernote,alsoknownastallymarks.Thedashinginitself

willremindyouandyourteamtoactontheimpedimentor

dependency.Andthenumberofdasheswilltellyouhowmany

dayshavebeenwastedwaitingforsomethingorsomeone.

Al
argen umbero fd ashesi sa ni nvitationt oas erious

discussion.Whydoestheteamfailtoresolveitsimpediments?

Dotheylacksupport?Motivation?
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Due dates and boxes

Sometimesthereisastrictduedateonfixingthings,likeabug
foracriticalpatch.Tovisualizethis,writethedateofthe
deadlinethetaskhastobefinishedby,anddrawoneboxfor
eachdaythatremainsuntilthatdate.

OntheDailyStand-upmeeting,crossoneoftheboxes.This
wayyoucaneasilyseewhentimeisrunningoutandhow
manydaysareleft.

Sometimesthebugneedstobedealtwithrightawayforcing
youtodropwhateverelseyouaredoing.Butsometimesthere
is some leeway, allowing you to wrap things up before
addressingthesemi-urgenttask.That’swhenduedatesand
boxescomesinhandy.
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Question icon

Sometimesyouhaveaquestionaboutsomething,buttheright
teammemberisn’taround,andit’spossibletowaituntilthe
team’snextDailyStand-upmeeting.Ifthat’sthecase,you
markthetaskyouhaveaquestionaboutwithaQuestionicon.

DuringtheDailyStand-upmeetingtheteammakessureto

scan the wall for Question icons, addressing them and
removingthemonebyone.
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Urgent lane + policy

Noteverythingcanbeplannedandforeseenduringthesprint

planning.Todealwithurgentunplannedtasksinastructured

andtransparentway,addanURGENTlane.

Sinceurgenttasksareneverplanned,the“Planned”(Tasks

Todo)columnisn’tneeded.Usethatareainsteadtoclearly

statethepolicythatdescribeswhatcountsasanurgenttask.

Whichcriterianeedtobefulfilledforatasktobeallowedto

gostraightintotheurgentlane?Ifthecriteriaarenotmet,the

taskshouldbeconsideredduringthenextsprintplanningor

thenextBacklogGroomingsession..

Theurgentlaneshouldnormallybeempty!Rememberthat

everytimeyouintroducesomethingintothatlaneyoucreate

wasteintermsoftaskswitchingandmultitasking.Withgreat

powerscomegreatresponsibility.Don’tabusetheurgentlane.
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Bomb icon

OneteamIworkedwithdecidedtogetridoftheUrgentLane.

Itwasmisused,alwayscrampedwith“important”tasksand

sabotagedtheteam’sabilitytofocusandplan.

Sincealltaskswerenowrelatedtoastorytherewasnoway

foranurgenttasktoenterthewalluntilalaneontheKanban

boardwasempty.ThisworriedtheProductOwner.So,the

ProductOwnerwasgivenone(one!)Bombicon.Hecouldput

thatonanytaskhe wanted.Anyone whocouldhelpout

pausedwhatevertheyweredoingandworkedonthattask

insteaduntilitwasdone.

(TheBombiconwasusedlessandlessfrequentlysincethe

pain and cost of adding it to the wall quickly became

apparent.)
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Parking Lot

Iftheteamhastemporarilystoppedworkingonastory(or
pausedaspecifictask)duetochangesinpriority–makethat
clearandtransparentbymovingthePost-itstoaParkingLot
area.

Moving the story/task away from the primary board also

reducesthechancethatpeopleaccidentlyworkonapaused
task(i.e.increasedunnecessarymultitasking).

Whenastoryortaskbecomesparked,writeaParkingTicket

withthedatewhenitbecameparkedandwhowasworkingon
it.



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

29

GOOGLE 

DOCS

Achievement Posters

Attheendofeverysprint(oreverysecondweekifyouuse

Kanban)summarizeyourteam’sachievements.Tobuildpride

andcelebrateaccomplishmentsisasimportantasplanning

aheadandfocusingonthenextchallenge.

Setatimeronfifteenminutesduringwhichyouhelpoutto

remember and summarize. The prouder you are over an

accomplishment,thebiggerthePost-it.Usedifferentcolors

fordifferentkindsofevents.Oncetheposterishungonthe

wall,applaudyourselves.
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Kaizen board

To ensure that the actions decided upon during the
retrospectivearefollowedthrough,writedowntheactionson
Post-itsandbringthemtothewall.

IfthePost-itsdonothaveanaturalfitonyournormalboard,
createasmallseparateRetrospectiveActionsKanbanboard
(sometimesknownasaKaizenBoard)whereyoucantrackthe
improvementwork.

IfyouuseAvatars,usethemsamethewayasyouusethemfor

theregularwall.
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Team Members with Hats

Makeiteasyforyourcolleaguestoknowwhoiswhoinyour
teamwiththeuseofaTeamMembersCatalog.Also,visualize
whoishavingwhichrolewiththeuseofhaticons.Ifyouwant
youcanaddtheirprimaryskill,emailaddressorsomeother
additionalinformation.
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Team Habits

Duringaretrospectiveit’squitecommonthatyoudecidetotry

toimplementsomenewhabits,todosomethingdifferently

fromnowon.IfyouhaveaWorkingAgreement,itshould

probablybeupdated.Ifyoudon’thaveaworkingagreement

(ordon’tfeelthenewpolicyfitsthere)createaTeamHabits

areaonyourwall.

Newlydecidedhabitsthatyouhaveagreedtotrytofolloware

writtendownonorangePost-its.Oncetheyhavebecometrue

habits,re-writethemongreenPost-its.Ifyoubecomesloppy,

changeitbacktoorange.Reviewyourhabitsonaregularbasis

(forexampleonceamonth).
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Rotating facilitator’s hat

DoestheScrumMasterreallyneedtobethefacilitatorof
every Daily Stand-up?Of course not.Why notrotatethe
facilitation.

Facilitatingagood,shortandconcreteDailyStand-upmeeting

isdifficult.Byrotatingthefacilitationyousharetheexperience
andmorepeoplegettopracticefacilitationskills.

Toemphasizetherotationofthefacilitator,getanicehatfor

thefacilitatortowear.
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Interruption buckets

Do you suspect that most of your interruptions have a
commonoriginandsource?Doyouhaveagrowingfrustration
towardssomeoneorsomething?Toturnthatfrustrationintoa
data driven insight and data driven decision to change
something,collectyourinterruptionsonPost-itsandsort
themaccordingtocategory.

Dothisforacoupleofweeksandthenbringthenotestoa
workshopwhereyouanalyzeanddiscusshowyoucanreduce
the frequency orpain of the interruptions. Or, insteadof
havingatime-limit,wheneverthereare5ormorenotesina
bucket–callforaninterruptionreductionworkshop.
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Daily Stand-up timer

OneteamIwasworkingwithrepeatedlydecidedthatthey
shouldreallylimittheDailyStand-upmeetingto15minutes,
butneversucceededtoaccomplishit.OnedayIplacedmy
tabletonasmalltable(thathappenedtobepositionedinfront
ofthewall)andstartedatimer.Ididn’texplainwhy.

Thatsimplethingmadeeveryoneslightlymorefocusedand
avoidedalotofdetailderailing.Andvoilà!Asifthetabletheld
asecretsuperpower,theDailyStand-upmeetingsmostofthe
timesfinishedwellbelow15minutes.

Note:ThegoaloftheDailyStand-upmeetingisofcoursenot
tofinishwithin15minutes,itistofigureouthowweasateam
needtocollaboratetodaytoaccomplishourgoals.
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Stand-ups on time
+ high score

DoyouthinkyouaregettingbetteratstartingyourDaily

Stand-upsontime?Whynotmeasureit?

EverydayyoustarttheDailyStand-upontime,increaseyour

“Dailystartedontime”-score.Ifyoustartitlate,resetitto

zero.Nexttothecounter,writeyourhigh-scoresofar.Ifyou

can,thinkofafunrewardfortheteameverytimeyoubreak

yourownrecord.

Otherexamplesofcounterandhighscores(aka“chains”)are

“Wefixedmorebugstodaythanwerereported”,“Dayswith

zerobugreports”,and“Urgentlaneemptybytheendofthe

day”.
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Parking lot with states

Whenyoupauseafullstoryandmovetheassociatedticketsto

aParkingLotitmightbeagoodideatopreservethestatesof

thetasks.

Thistakesmorespace,butthatcouldbeusedasaWIP-limit,

i.e.nomorethanonestorymaybepausedatanysinglepoint

intime.

Don’tforgettowritedownthedatewhenthestorybecame

paused.

Thisapproachcanbeusefulwhensomethingurgentarrives

mid-sprinttemporarilyoverridingthepriorities.
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Progress Pie

Doyouhaveyourroadmapvisualizedonyourwallandwould

liketovisualizeprogressofEpicsrelatedtoaspecificrelease?

Some rough estimate is usually enough, for example a

progresspie.

DrawacircleonthePost-itandask“Howmuchisdone?”.Fill

inthepieaccordingtotheanswer.Anemptycirclewould

mean“notbegun”.Afullcircle“Readytoship”.

Thisofcoursetriggersdiscussionsaboutwhatisneededfora

full circle, which is a good thing! When needed: clarify

acceptancecriteriaandmaybereplacetheEpicwithsliced

UserStories.
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Box on the floor

Areyoustandingsofarfromthewallthatyoucan’treadthe

Post-its?Dopeoplehavetowalkacrosstheroomtomovea

Post-it?Doesitlooklikepeopleareafraidofthewall?

TryDrawingaboxonthefloor(usingwhiteadhesivetape)in

frontoftheteam'sboard.

I’vefoundthatforsomestrangereason,peopleliketostand

insideboxes.Don’tbesurprisedifthissimpletrickmakes

peoplestandclosertotheboard.Atleast,youdon’thave

anythingtolosebytryingitonce.

Adhesivetapedoesn’tstickthatwelltothefloor,butIwould

notrecommendpaintingordrawingdirectlyonthefloor.
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After Party

WhenpeoplederailindetaileddiscussionsduringtheDaily
Stand-up meeting, pause them and add the topic to
“Immediately after”. The policy could be that whenever
anyonemakesaT-shapedhandsignal,thediscussionismoved
toaftertheDailyStand-up.

OncetheDailyStand-upiswrappedup,thosethatneedto
(andthosethatwantto)stickaroundanddiscussthelisted
topics.Somepeoplecallthisthe“Afterparty”.

Aseachtopicisresolved,crossitover.Whenallhavebeen
discussed,cleantheareasothatit’sreadyforthenextDaily
Stand-up.

ForsometeamsthisisagreatapproachtomaketheDaily
Stand-upmeetingsshorterandmoreconcrete.
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Example 1                      Example B

Example C

Team Rhythm/Cycle

ManyteamswhoKanbanstillexperiencevaluefromhavinga

rhythm.Forexample,backloggroomingeveryweek,demo

andretrospectiveeverysecondweek,andsoon.

Visualizingthisrhythm,andwhereinthecycletheteamis,

helpsfocusandprovidesasenseofstructuretoanotherwise

responseandpulldrivenworkenvironment.

Thecyclecanbevisualizedinmanyways:aclock(exampleA),

aroad(B),agameboard(C).Pickwhateveryoulikeandfind

amusing.
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Improvement Lane

Tomakeyourretrospectiveimprovementactionsanatural

part of your planning and Daily Stand-ups, add an

ImprovementLanetotheboard.

SometeamsplacetheImprovementlaneatthebottomand

havethepolicythatifyou’reblockedonyourprimarywork

youworkonimprovementsuntilyoubecomeunblocked,or

someoneelseneedshelp.

Other teams place the lane on top, signaling that the

improvementactionsarethemostimportantthingtofinish

first(rightafterurgentproductionproblems).
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Today’s Headlines

ManytimesteamsstartorendtheirDailyStand-upwitha

generalinformationsharingmoment.

Toreducethechancethatyouforgettosharesomething

importantwithyourteam,addyournewsheadlinestothe

“Today’sHeadline”whiteboardareaassoonasyoucometo

thinkofatopic.

Whenthenewsorinformationhasbeenshared,clearthearea

sothatnewheadlinescanbeaddedforthenextday.
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Late = Cake

Analternativeforthisistowritea
listoftheteammembers.When
someoneislate,heorshegetsa
tick. Three or more ticks mean
cake.

Ifyoudon’tlikecake,orthispolicy
makestheteamfat,tryanother
policy.

Drawacircle.Sliceitupin8slices.Thisrepresentsacake.
WhensomeonearriveslatetotheDailyStand-upwritethat
person’snameinoneoftheslices.

Whenthecakecircleisfull,countthe“winner”.Thewinner
bakesacakethattheteamenjoythenextday.
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Task size < 1 day

Whentasking(i.e.breakingdowntheworkthatneedstobe

performedtocompleteaUserStory)don’tstopsplittingthe

tasksuntileachtaskcanbecompletedwithinaday.

Thispolicymakesiteasiertoseeprogressandbottlenecks.It

also triggers deeper collaborative discussions during the

planningsessions.

Furthermore,ifyouuseDotting,youknowthereissomething

fishygoingonifataskstartscollectingdotssincenosingletask

shouldhavemorethanonedot.

IfyouuseaSprintBurndown,youcaninsteadofsummarizing

hourssummarizethenumberoftasks.Muchfaster!



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

46

Task describes result

ThetextsonthePost-itsmatter.Spendingacoupleofextra
secondstodescribetheworkaPost-itreferstocanmakea
hugedifference.

Don’tsimplywriteakeywordoravaguedescriptionofthe
work–describewhatstateweareinwhenthetaskhasbeen
completed. Another way to phrase the same thing: don’t
describethework,describetheresult.

Whenapplyingthispolicy,itbecomesmuchclearerforthe
teamwhatthegoalofthetaskisandwhat’sexpected.
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Portable boards

It’squitecommonthatplanningorretrospectivemeetings

takeplaceinmeetingroomsfromwheretheteam’sphysical

boardisn’tvisible.Andit’salsoquitecommonthatyouwould

liketobringpartofthewalltothosemeetings.

Onesolutiontothisistocreateportableboards,i.e.boards

thatyoucanliftdownfromthewallandbringwithyou.For

example,therearesmallwhiteboardsyouhangonthewallas

youhangapainting.Youcouldalsocreateafoldablemini-

boardfromfoamboardsandthenattachsomehookstoit.
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Flowglass

Doyouwanttosignaltoyourcolleaguesthatyouwantsome
undisturbedtimetofocusonsomethingdifficult?Reachinga
mentalstateofflowusuallyrequiressomeundisturbedtime,
especiallywhenworkingwithcomplexworksuchassoftware
engineering.

Invest in an hourglass. Whenever you require some
undisturbedflowtime,turnthehourglassoverandputiton
yourtable.Forclarity,perhapsaddanotenexttoit.Your
friendscannowseethatyouactivelyrequestsometimeto
focus.It’salsoeasyforthemtoroughlyestimatewhenit’sok
tocomebacktoyou(basedontheamountofsandleft).



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

49

Kudo Wall

Showmoreloveintheteam!Wheneveryoufeelsomeoneelse
did something great that deserves appreciation and
recognition,writeaKudocardandputinontheteam’sKudos
Wall!

AKudowallisagreatwaytonurtureintrinsicmotivation
withinateamandtoself-rewardgoodbehaviors.

YoucanusePost-its,designyourowncardsthatyouprint,or
buythemonlinehere:
https://management30.com/product/kudo-cards/
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Task Progress Bar

Sometasksgetstuckonthewallbecausetheyeitherdescribe
abigchunkofwork,ortheamountofworkturnedouttobe
more than first anticipated. When that happens draw a
progressbar(onthetaskPost-it)whichisupdatedduringthe
DailyStand-up.

Ifyouusedotting(seeexample“Dotting”)asahabityoucould
addthepolicy:assoonasataskgetstwoormoredots,weadd
aprogressbaranddiscusswhatisneededtocompletethe
task.
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Awesome Person Dice

Justforfun,choosetoday’sAwesomePersonoftheDayby

rollingadiceatthebeginningoftheDailyStand-upmeeting.

Eachsideofthedicehasateammember’snamewrittenonit.

Areyoumorethansixpeopleintheteam,noworries–there

are8and10sideddiceaswell.

OnceaToday’sAwesomePersonhasbeenselected,applaud

thatpersonandputtheir photointheToday’sAwesome

Personphotoframethathangsonthewall.

Why?Becauseit’sfun.
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Story Point Ruler

TogetbetteratdoingrelativeStoryPointestimationasa
team,createaStoryPointRuler.

Bytheendofeverysprint(forexampleduringtheSprint
Reviewmeeting)askyourselves,foreverystorycompleted:In
hindsight,givenwhatweknownow-howmanyStoryPoints
shouldthisuserstoryhavebeen?PuttheUserStoryonthat
placeontheruler.

Whenit’stimetoestimatenewstories(withforexample
Poker Planning), simply compare that story to the stories
alreadyestimatedontheruler.Astimegoesby,cleantheruler
so that it doesn’t become too crowded. Keep the good
examplesandremovesimilarUserStories.
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Reward Jar

Creatingnewhabitscanbedifficult.Torewardyourselvesfor
youreffortsofconvertingnewpoliciestohabits,getaReward
Jar.Listthethingsyouwanttorewardyourselvesfor(together
asateam),includingthescoreforeachachievement.Agreeon
somemilestonesthatareputonthejar.

Wheneveryou"score",placeamarbleinthejar.Whenyouhit
amilestone:collectthereward!
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Release Credits

By the end of every movie, there are release credits
acknowledgingeveryoneinvolvedincreatingthemasterpiece.
Why would you deserve any less!? Celebrate your
achievement of finishing a sprint with the creation of a
ReleaseCreditsposter.

I've seen teams who have chosen themes such as space
missions,superheromovies,rockbandsetc.Whatevermakes
youtick.Theresponsibilitytocreatethepostercouldrotate,
oryoucreateitasateamduringtheSprintReview.



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

55

Task Estimation Boxes

One simple approach to learn if things take longer than

expectedistoestimatetheworkforataskwithboxes.Two

boxescouldforexamplemeanafullday’swork.

DuringtheDailyStand-upyoucrosstheboxesasyouworkon

thetask.Continuetocrossevenwhentherearenomore

boxes.Thistechniquewillmakeiteasytoseewhensomething

turnedouttobeharderthaninitiallyestimated,whichinturn

shouldtriggeradiscussiononhowtohelpout.

Theestimationcouldtakeplaceduringthesprintplanningor

whenthetaskismovedfrom“Planned”to“Doing”.
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WIP Limits

IntheexampleabovetheteamhasalimitedWorkInProgress
(WIP)inseveraldimensions.Theyonlyworkonamaximumof
threestoriesatanygiventime.Iftheywanttostartafourth,
theyfirstneedtofinishanyoftheongoing.If“Doing”+“Ready
forTest”arefull(jointlimitof4)theyaren’tallowedtostart
onafifthtask.Theyfirstneedtohelpouttesting,movingtasks
downtheboard.Andsoon.

PuttheWIPLimitsonPost-itssinceyouprobablywillchange

themovertimeasyoutrytofindagoodbalance.

Limiting WIP is at the core of Lean and something many

successfulteamsdo.ExplainingLean,orwhylimitingWIPisa
greatidea,isbeyondthescopeofthisbook.
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Color according to skill

Someteamsliketocolorthetasksaccordingtotheprimary
skillneeded.Duringtheplanningsessionthishelpstheteam

tosplitworkintotasksandtoclarifythediversityofwork.

I’veseenthatsometeamshaveacolorfortestingactivities,

others have a column named “Testing”. You need to

experimenttofindwhatworksforyou.

But,ifthistechniqueunderminesteamwork-stopusingit!Not

findingataskwith“your”colorisnoexcusetonotcollaborate

andhelpout.
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Parked by Person

SometeamsI’vemet(whohaveaParkingLot)makeclearwho
wasworkingonthetaskwhenitbecamepausedbysorting
thePost-itsbyteammember.

Whenataskbecomespaused,thePost-itgetsmovedtothat

person’slineintheParkingLotarea.Whenthatperson,or
someoneelse,picksupthetaskagainitgetsmovedbackto
theit’soriginalpositiononthewall.
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Pair Programming Matrix

Areyoutryingtodomorepairprogramminginyourteam?

Wouldyouliketovisualizehowmuchyoupairduringaweek?

TryputtingupaPairProgrammingMatrix.

Wheneveryou’vedoneapairingsession,makeatickinthe

correspondingbox.Youneedtoagreeasateamhowmuch

pairingisrequiredforatick.

Setadatewhenyoureviewandtalkabouttheresults.Ifyou

wanttocontinuetrackingyourpairing,resetthematrixand

agreeuponanewreviewdate.
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Daily Stand-up Routine

Instead of just jumping into doing the Scrum default “round”, 
make the routine of the Daily Stand-up a conscious designby 
writing it down. Once written down it becomes easier to have 
constructive discussions on how to improve it.

It also makes it easier to rotate the responsibility of facilitating 
the Daily Stand-up.

The same approach could also of course be applied to other 
kinds of meetings such as Sprint Planning, Backlog Grooming, 
Sprint Review, etc.
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Pause Icon

Sometimesyouneedtopauseworkonataskbecauseanother
thinghasbecomemoreurgent.You’renotnecessarilyblocked
byanything,butyouarenonethelessnotworkingonitatthe
moment.

Inordertomakethatclearandtransparent,putaPauseIcon
ontopofthattask.Andforextraclarityyoumightwantto
leaveyouravataronthetasktosignalthatyouweretheone
workingonit.

Another approach to address the same issue is to use a
ParkingLotinstead.
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Stress Level Meter
Aretheredayswhenyouasa

team  is  swamped  and
stressedwithworkandjust
wanttobeleftalone?While
otherdaysarecalm,almost
boring.

To share your stress level
with others, making them
awareofyourmood,putupa
Stress Level Meter next to
the entrance to your team
area. Perhaps you have a
suitabledoorframe,aglass
wall  or  something  else
colleaguesneedtopassbyin
ordertoentertheteamarea.

Atanygivenpoint,anyonein
theteamcanmovethearrow
of the Stress Level Meter,
reflecting the mood of the
roomadvisingpeoplehowto
approachtheteam.



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

63

Improvement Theme

ImprovementThemeisatoolintheformofaposterthat

worksasaconveyorbeltforcontinuousimprovementsonce

theRetrospectiveisover.Describethecurrentsituationinthe

redsection.Thendefinehowthesituationwouldlooklikeifit

wasawesomeinthegreensection.Thenaskyourselves,six

weeksfromnow;whatrealisticandconcretegoalscanweset

thatwillbringusclosertoour“DefinitionofAwesome?”Then

identifythefirstthreesmalleststepsyoucantaketogetcloser

tothesegoals.

FollowuponthestepsduringtheDailyStand-upandaddnew

onesastasksarecompleted.Whenthesixweekshavepassed,

evaluatetheposterandcreateanew“NextTargetCondition”.
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Test Server Icons & Info

Ifyourteamusesseveraldifferentphysicalorvirtualtest

environments,andthiscausesconfusion,makeiteasiertosee

where things can be tested and the state of each test

environment.

Additional details, such as server name, purpose, version,

branch,dateofupgradeetc.,areputsomewherenexttothe

wall.Thecoloroftheiconscorrespondstothecolorsofthese

servernotes.

When something is ready for testing in a

specifictestenvironment,markthetaskwith

theappropriateicon.



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

65

Ready for demo

TeamsthatKanbanshouldalsoofcoursedemoaswell.Ifyour
teamhasn’tscheduledarecurringdemo,perhapsaReadyfor
demoareacanhelp.

Onceastoryisdoneandreadyfordemo,moveittoanempty
slotinthefirstrow.Whenthefirstrowisfull,aninvitationfor
ademoissentout.Whenthedemoisheld,allready-for-demo
storiesareshown,afterwhichtheareaiscleared.

Note: This example has been mentioned earlier (see Lane
Priority),butispresentedhereinmoredetail.
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Team Mood Barometer
TeamMoodBarometerisa

boardwitharopeonwhich
youpositionyourclothespin
with  your  name.  The
positionofyourclothespin
reflectsyourcurrentmood.

Youupdateitwheneveryou

want to. Once a week or
maybeseveraltimesaday.

Ifyouasateamwanttobe
better  at  sharing  your
mood, and how you are
feeling, this could be a
simpletooltotriggerdialog.
Ifsomeoneisfardown,you
probably want to know if
thereissomethingyoucan
dotohelpthatperson.It
alsoprovidessomekindof
overviewhowtheteamin
generalisfeeling.
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Newsletter

Inateamallkindofexcitingstuffhappens.Onewaytocreate
transparency within the organization (apart from Demos,
Townhallmeetings,CommunityofPractices,etc.)istosend
newslettersfromtheteam.

Asinterestingthingshappen,addabullettotheNewsletter
content list. Write a paragraph about it in the shared
document.Whenyouhavesixnewsitemstoshare,convert
thedocumentintoanemailandsendtoyourcolleagues.
Writingthenewslettercouldbearotatingresponsibility.The
personwhoissupposedtowritethenextnewsletterhashisor
heravatarnexttothelist.
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Out of Office

I’veseensometeamsdedicateasmallareaoftheteamwallto

showwherepeopleareiftheyarenotattheoffice.

Assoonassomeonelearnsthatapersonissick,working

offsite(conference,course,etc.),onvacation,orhomedoing

VAB,theperson’savatarismovedtothecorrespondingslot.

AdditionalinformationcanofcoursebeaddedonPost-its,for

example:whenwillthepersonbebackfromvacation.

Note:VABisperhapsverySwedish…itmeans“Gettingpaidfor

stayingathometakingcareofmysickkid”.
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Exploratory Testing Wheel

Ifyouvacuumahugefloorwithanautomaticsemi-dumb
vacuumrobot,atleastatsomepointintimeeveryareaofthe
floorhasbeenvacuumed.Youcouldusethesameapproachto
testing.

ChooseacoupleofExploratoryTestCharters.Placethem
aroundawheel.Makeitapolicythateachmemberrunsone
ofthosecharterseachweek.Whendone,thecharterPost-itis
putbackonthewheelandthecheckboxiscrossed.Whenthe
wheelisdone,replacesomeofthechartersandrestartthe
wheel.
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Envelope Collectors

EnvelopesaregreatforcollectingPost-it.I’veseenteamsuse
themsimplyforstorage,aplacetostorePost-itsinsteadof
throwingtheminthebin.

Alittlemoreelaborateapproachistoputupnewenvelopes

everymonthandthenstoredifferentPost-itsindifferent
collectors.Attheendofthemonththefinishedstoriesand
tasksaresummarizedandanalyzed.Whatwastheratioof
valueadding(UserStories)workvsbugfixing?Plannedvs
unplanned work? Most common source of interruptions?
CommoncausesofUrgenttasks?

Ifyouarenostalgicyoucanputtheenvelopesinaplastic

pocket,labelitwithadateandputitinabinder.
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Limit by Space

IfyourteamdoesKanbanorsomeversionofScrumbanand

haveahardtimehonoringtheWIPLimitsyouhavesetfor

yourselves,perhapsthisapproachcanhelpyou.

InsteadofwritingtheWIPLimits,adjustthespaces.Makethe

boxesandareascontainingthePost-itssosmallthatyoucan’t

physicallyfitmorePost-itsthanthespaceallowswithout

breakingtheWIPLimit.

ThisapproachalsomakesitbluntlyobviousiftheWIPLimit

hasbeenbrokensomewhere,justlookforPost-itsstacked

uponeachother.
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Retro Input Inbox

Whenit’stimefortheSprintRetrospective,doyouoftenhave
ahardtimerememberingthesprintandwhatitwasyou
wantedtobringupinthemeeting?Whywaittowritedown
your thoughts and ideas until the retrospective, do it
continuously!

Assoonassomethinghappensorwhenathoughtpopsinto

yourmind,captureit,writeitdownandputitinthe“Retro
InputInbox”area.Ifyouthinkitwilladdvalue,notethedate
andauthorofthenoteaswell.

Whenitistimefortheretrospective,simplybringallthePost-

itsfromthearea.
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Sprint Info

Whiledoingthesprintplanning,whynotcapturethedetailsof
thesprintonthewall.I’veseenmanyteamshavingreally
creativeSprintInformationareas.

ApartfromtheID(ornumber)ofthesprint,itcouldstatethe

sprint’sgoal.Someteamsalsonametheirsprintaccordingto
themes(NASAmissions,rockstars,superheroesetc.)And
thenofcourseyoucanaddastartandanenddate,numberof
peopleintheteamthissprint,dateofdemo,andsoon.
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Review Queue

OneHRteamIwasworkingwithhadalonglistofwikipages
describingdifferentpoliciesandguidelines.Theysuspecteda
lot of them needed to be revisited and updated. So, we
createdaPolicyReviewQueue.Everyweekonepolicywas
reviewedandupdated.Someupdatesneededapprovalfrom
someoneelsesotheywentthrougha“Tobeapproved”box.
Oncedone,theticketmovedtotheendofthequeue.The
orderandcontentofthequeuewasrearrangedwhenneeded.

Thesameapproachcouldofcoursebeappliedtotechnical

documentation,websitecontent,FAQs,manuals,etc.
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Team Presence Hours

Doyouhavethefeelingthat,althoughyouasateamare

sitting in the same room, you have trouble getting the

communicationandcollaborationflowing?Thereasoncould

bethatalthoughyousittogetheryouarenotactuallyallthere

atthesametimeduringtheday.

Toexplorethis,paintagraphwhereeachpersonplotswhen

he/she typically arrives,i sa wayf orl uncha ndi so fft o

recurringmeetings.Orevenbetter,recordactualdataovera

two week period. This might reveal opportunities to

reschedulesomemeetings,orothersmightconsiderarriving

earlierorlater.

Iftheteamisdis-located,peoplemightevenbespreadout

acrossdifferenttimezones,thenthiscanbeveryusefuland

valuabletomapout.
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Stuff Collectors

HavingahardtimefindingtherightcoloredPost-its?Dothe
pensseemtoconstantlydisappear?Whynotputupboxes
beneathorbesidethewhiteboardwhereyoucancollectthem.

Youcanevenaddlabelsthatatthesametimewillfunctionas
alegend,explainingthecolorsofthePost-its.

Theboxescouldbemadeoutofcardboardandputupusing
adhesivetape.Orbuyyourselfshowerstoragebasketswith
suctioncups,attachingthemtothewhiteboarditselfora
nearbywindow.
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Fail Wall

Doyouasateamwanttocreateasaferenvironmentfor

experimentationandlearnings?Perhapsonewaytoshape

yourbehaviorinthatdirectioncouldbetodefusethedramaof

failures,andinsteadcelebratethem.

Therulesofa“FailWall”issimple.Wheneveryouscrewupor

makeablunder,youdescribewhathappenedonaPost-it.You

putitupontheFailWallanddoafailurebow.Here,theother

teammembersshouldapplaudyouforsharingsomethingthat

probablypresentedalearningopportunity.

YouareofcoursenotallowedtoputupPost-itsonbehalfof

others.
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Pyramid Backlog

InsteadoforderingtheUserStoriesofyourbackloginastrict

order,trysortingtheminaPyramidBacklog.IntheBacklog

Pyramid,therecanonlybeonetopprioritystory.Butasyou

gofurtherdownthepyramid,youallowyourselvesmoreand

morestoriesonthesameprioritylevel.Wheneverthetopone

slotgetsempty(i.e.theteamhaspulleditintotheirwork)the

restofthestories“bubble”upthepyramid.

Youcanalsoimposerulesonestimates.Forexample;storiesat

prioritylevelthreeorhigherneedtobesmallerthan8points.

Forastorytoclimbtoprioritylevel5orabove,itneedsto

haveanestimatedsize.Andsoon.
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Droppingballsintubesisafunwaytovisualizedata.The
tubescanbelabeled.Thecolorsoftheballscouldbeusedto
havedifferentmeaning.

Thepossibilitiesareofcourseendless,butherearesome
examples:
-S tatistics: Where do bugs originate from? Once a bug has

beenfixed,dropaballincorrespondingtube.
-D ata: Each tube is a sprint. Each ball a Story Point.
-P oll: Each tube represents a question. Green balls for yes,

redballsforno.
- Vote:“Refactor”-whatclassshouldbethetargetforthe

nexthackattack?

Tube Poll
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Promiscuous Map

This visualization is a way of tracking how often pairing
happens,andwhopairswithwhom.Itaddressesthesame
behaviorasthePairProgrammingMatrix.

Wheneveryou’vepairedwithsomeone,drawalinebetween
yourselfandthatotherpersoninthePromiscuousMap.

Afteracoupleofdays,patternswillprobablyemerge.How
muchdoweactuallypair?Whopairswithwhom?Dowewant
toconsciouslybreaksomepatternsandbebetteratpairing
withdifferentpeople?



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

81

Team Time Zone Clocks

Doyoucollaboratealotwithteamslocatedinanotheroffice,
inanothertimezone?

Havingclocksonthewallshowingthecurrenttimeatthe

differentofficesisaclassicwayofmakingiteasytoknowthe
timeforthedifferentteams.

Anotherapproachcouldbetoputaposterbehindyourown

clockonwhichyoushowwhattimeofdayitisattheother
offices.Fromaquickglanceyouknowifyourfar-away-friendis
atwork,stillhasn’tarrivedorisdonefortheday.
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Activity Dice

WhenyoustartyourDailyStand-up,rolltheTeamActivity
Dice.Thedicewilltellyouwhatyoushoulddotogetherasa
teamtoday.

Itcouldbehavingajointlunch,cleanuptheteamareaand

makeitnicer,makeasurprisevisittoanotherteam,gooutside
for a walk, organize a Rock-Paper-Scissor team battle
tournament,do100push-upstogether,makeanewdice,
afternoonbreakwithicecream,meditatetogetherfor10
minutes, draw and discuss a Jimmy Card, delete old and
obsoletebugsinyourdigitalplanningtool,oranythingelse
youfancydoingasateam.
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Race Track

Insteadofpunishinglate-comerstotheDailyStand-up,why
notrewardthosethatareontimebyallowingthemtomove
theirfigureonestepforwardontheracetrack?Theperson
thathascomethefurthestontheracetrackbytheendofthe
sprintwinsanapplaudandagrouphug.Aracelikethiscould
alsofocusonotherbehaviorsandactions,suchas…

- Resolvingblockers

- Gettingcommittedcodereviewed
-E xecuting retrospective actions
-F inishing tasks
-R eviewing code

Eitherthewinnerchoosestherulesofthenextrace,orthe

teamdecidesthistogetherduringtheSprintPlanning.
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Pre-printed DONE checklists

Asimplewayofmakingiteasytoremembertheagreedupon

DefinitionofDONEistoprintcheatchecklists.Putthemina

boxorhangthemonanail.

WhenyoustartworkingonanewUserStory,graboneofthe

pre-printed Definition of DONE checklist. As your work

progress,youticktheboxes.

Tip:Don’tprinttoobigbatches.TheDefinitionofDONEhasa

tendencytochangealotovertime.
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Visualize internal queues

Oneofthesevenwastesofsoftwaredevelopmentisqueues.
One approach to reveal bottlenecks within a team is to
visualizeinternalqueues.Thiscanbedonebymakingitvisual
whentasksareactuallybeingworkedon,orwaitingtobe
workedon.

Forexample:insteadofjusthavinga“Test”column,splitthe

columninto“Readyfortest”and“Testing”,orsplit“Review”
into“Waitingforreview”and“Reviewing”.

Iftasksgetcongestedinanyoftheseinternalqueues,you’ve
foundyourbottleneckandcanstartdiscussinghowtoaddress
thisasateam.
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Today’s trick

Whynotspeedupknowledgesharingwithintheteam,making
everyonegraduallymoreefficientwithyourtools,bysharing
“Today’strick”?

Itcouldbeashortcut,anicehiddenfeatureoftheIDEand
toolsyouareusing,oranyhackthatsimplifiesyourwork.

Assoonasyoulearnsomethingnewfromreadingablog,
watchingaYouTubetutorialorfrompairingwithsomeone–
shareit!
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Servant Manager Door

I’veheardmanystoriesabouthowmanagersworkwithtrust

and  transparency  by  visualizing  which  organizational

impedimentstheyarecurrentlyworkingon.Thisvisualization

is sometimes called “Management Door”o r“ Servant

LeadershipBoard”.

Eventhoughanautonomousteamownstheirownprocess

andself-organizestheirwork,theyoftenfindalimittotheir

areaofinfluence,whichrequiresthesupportofmanagersto

resolve  impediments.  Being  transparent  about  which

impedimentsyouasamanagerarecurrentlyaddressing,and

beinghonestaboutwhichoneyou’recurrentlynotfocusing

on,isasimpleandpowerfulwaytobuildtrust.
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Hourglass Scrum Wall

AScrumwalldoesn’tneedtobeintheshapeofagrid.The
HourglassScrumWallreplacesa UserStorylanewithan
Hourglass where tasks flow downwards. It provides two
naturaldimensionsforlimitingworkinprogress;thenumber
ofconcurrentUserStories,andanupperlimitoftwoactive
tasksperUserStory.Ifastoryistoosmalltobebrokendown
intotasks(i.e.theteamcanfinishtheentirestorywithinaday)
itsimplyoccupiesthewholeHourglass.

Notseparating“Workinprogress”into“Coding”,“Reviewing”,
and “Testing” and so on also enforces cross-discipline
collaborationandknowledgesharing.



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

89

Lava Lamps

Nothingbeatsavisualinformationradiatorthatglows.I’ve

seenmanyteamsconnectinglavalampstotheirContinuous

Integrationservers,alertingtheteamwhensomethingneeds

attention.Thereareseveralplug-insforthis,andnumerous

blogsthatdescribehowthiscanbedone.

OneteamIwasworkingwithhadtwolamps.Theredonelit

upwhentheContinuousIntegrationpipelineencountereda

problem(failedtocompile,failedtest,etc.).Theotheronelit

upwhenanewhighprioritybughadbeenreported.
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Arrival/Departure Timeline

I’veheardofteamswhokeeptrackofimportanteventsas

theirteamchangesovertime.Whentheteamwascreated,

whenitgotanewname,whenitsmissionchangedandwhen

newteammembersarrivedandwhenmembersdeparted

fromtheteam.

Thiscreatesasenseofcommonhistoryaswellasshowshow

theteamhasevolvedtowhereitistoday.Evenotherkindsof

eventscouldofcoursebeincluded,suchasmajorreleases,

gamechangingdecisionsandotherorganizationalchanges.
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I want to learn...

Wheneveryoufeelthatyoulackknowledgeaboutatool,want

tolearnmoreaboutsomepartofthesystemorwishyouwere

betteratsomething,captureitandputituponthe“Iwantto
learn…”poster.

Whenyouspotsomethingthatyoucancontributewithor

teachsomeoneelse,scheduleitandwritedownwhenthe

session,workshop,seminarorlunch&learnwillhappen.Don’t

forgettoannounceitontheDailyStand-uporanyother

appropriatemeeting.
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User Story Flavor Legend

Someteamsfinditusefultodistinguishbetweendifferent
typesofuserstories.Notallprioritizedworkfitthetypical
customervaluefocusedUserStorytemplate.

InsteadofforcingyourselvestowriteaweirdcardusingUser
Storyformatforapatchreleaseoratimeboxedinvestigation
orexperiment,allowsimplertemplateswhenworkingwith
non-usercentricstories.MakethedifferentflavorsofUser
Storiesclearbytheuseofcolorsandaddthecolorstoyour
walllegend.
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Color the glass

Doesyourteamhavepartialglasswallsdefiningyourteam
area,whynotputthemtouse.Glasswallsallowyoutomake
reallyfancyandcolorfulScrumorKanbanwallsbyputtingup
coloredpaperwithadhesivetapeontheothersideofthe
glass.

Youcanusedifferentcoloredpaperstoemphasizedifferent
lanesandareas.Youcouldevenusecolorstosignalstatusof
yourworkorotherimportantfactors.



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

94

Concept Cubes

Insteadofsummarizingtheresultsofaworkshoponaposter,
orhavingaworkingagreements’areaonyourwhiteboard–
createaphysicalcube!Onesidecouldshowthenameofthe
cubeandtheotherscontaintextandimages.Acubeinvitesto
curiosity!I’veseenpeoplebeingfarmoreeagertopickupa
cubethentostopbyandreadaposter.

Examples of cubes:

- Meetings. Each side describes the purpose and outcome of 
the different meetings (Daily Stand-up, Planning, 
Retrospective, etc), as well as the default meeting routine.

- Working agreements (Definition of Done, Definition of 
Ready, Behavior of conduct, Way of working, etc.).

- Expectations of roles (Scrum Master, Product Owner, Team 
member, Development manager, etc.).
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ThesinglemostimportantquestiontoanswerduringtheDaily
Stand-upis;whatdoweneedtodotodayasateamtobring
ourselvesonestepclosertoourcurrentgoal?

DuringtheDailyStand-up,ifwewoulddefinetheanswerto
thatquestionlikeanachievementwewouldbeproudof–
whatwouldthatlooklike?Thatbecomestheteam’sgoalfor
thatday.

DuringthenextDailyStand-upweassessifweaccomplished
ourgoal.Ifwedid,weputahappycrossonthenote.Thenwe
proceedtodefineanewgoalfortoday.Alwaysdefineanew
DailyGoal.Don’tsimplycopyyesterday’sgoalinthecasewe
didn’tfulfillit.Everydayisanewdayandthereisalwayssome
circumstancethathaschanged.

Daily Goals
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InsteadofhavingabacklogofUserStories,I’veseenteams

havingbacklogsofopportunitiescategorizedbypersona.The

opportunity backlogs feed into the roadmap and into the

team’sUserStoryBacklog.

Opportunities by Persona

An opportunity is described by:

- What problem are we trying to solve? Which need are we 

exploiting? (Why should we do this?)

- For whomare we trying to solve this problem? (Persona)

- Success criteria. How will we know that we have 

succeeded?
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Wouldyoulikealightweightapproachforpresentingtoyour
stakeholdershowyouhavebeeninvestingyourtime?

Attheendofeveryweek,sprintormonth,roughlyestimate
howyouhavespentyourtime.Eachmemberdrawstenbars.
Eachbarrepresents10%oftheinvestedtime.Thetimeis
distributedintocategoriessuchas;featuredevelopment,bug
fixesandmaintenance,technicalinvestmentandquick/panic
fixes.

Thehistoricalsummaryisthencommunicatedtostakeholders.

Time Invested
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Ifyourteamhavetoplanyourworkaccordingtoreleasetrain
departures,whynotvisualizethedifferentreleasetrainsand
eachreleasetrain’supcomingdepartures.Each“row”shows
theeventsforeachtrain;suchaslatestcommitdate,code
freezedate,testphaseordateswhentheappissubmittedto
appletheAppleAppStoreortoGooglePlay.

Todaycouldbevisualizedbyamovablestring.Magicflipcharts
(self-adhesiveplasticposters)areusefulsinceitiseasytoadd
newones(andremoveoldones)astimegoesby.

Release Train Departures
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Capturetheworkingagreementpoliciesfromretrospectives
bydrawingandwritingonPost-its.Actuallyportrayingthe
policyinadrawingmakesthepolicyeasiertoremember,stirs
greatdiscussionsandmakestheGuideBoardeasiertoread
fortheteam.Foreach,sprintaddanewcolumn.

Ifapolicyispoorlyfollowed,pushthePost-itdowntothe
“UnderObservation”row.In thenextretroevaluateyour
abilitytofollowthepolicy,andtheneitherputitbackintoits
placeorcloseitwithabluenote.

Whenapolicybecomesreplacedordeprecated,putablue
stickeronthepolicy.ThefrontofthebluePost-itstatesthe
sprintduringwhichitbecameobsoleteandthebacksideof
thePost-itdescribesthereasonwhyitbecamedeprecated.

Guide Board
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Noteveryonehastheluxuryofworkinginaco-locatedteam
butstilldependsoncolleaguesfordiscussions.Youmightfor
examplebeanagilecoachcollaboratingalotwithotheragile
coachesandyouwanttoeasilyseewhoelseisintheoffice.

Whenyouarriveinthemorning,youmoveyouravatartothe
currentday,andwhenyouleaveyoumoveitto“Nothere”.To
makethevisualizationmorefun,whynotuseLEGO?

Daily Check-in
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Doyouhaveapileofboringchorestotakecareof?Doyou

haveadungpileofsmellybugstodealwithbeforeyoucan

launch?IsitChristmastime?

BuyyourselvesatablesizedChristmastree.Headoutfor

shoppingoverlunch.Disperse.Everyonebuysa coupleof

presentsforafeweuroseach.Forinstance,itcouldbeasmall

gift,somethingsillyorsomecandy.Hangthepresentsinthe

tree.

Policy:Whenyouhavecompletedaboringchoreorfixeda

bug,youareallowedtorewardyourselfwithapresent.

Christmas Tree
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WhengettingstartedwithKanban,oneofthefirstchallenges
istobetrulydisciplinedregardingtheWIPLimitssothatthey
aren’texceeded.

An easy way to be transparent and honest about how
disciplinedyouareasateamistokeepatrackrecordofhow
oftenyoubreakanyWIPLimit.

Print(ordraw)monthlycalendars.BytheendoftheDaily
Stand-up,checkifaWIPLimitisexceeded.Ifitis,makeared
fatuglyblobinthecalendar.Ifnot,drawanicegreencircle.

Discipline Track Record
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When a team discovers that they need something from

anotherteam(inordertobegintheirownwork),theyaddthat

tothesharedDependencyBoard.“Weneed<red>beforewe

canstartwith<yellow>”.Thenotesareconnectedwitha

string.

Theboardisregularlyreviewedbytheteams,forinstance

during the Scrum of Scrums. Once a red note has been

resolvedtheconnectedyellowPost-itsisremovedaswell.

TheDependencyBoardcanhelpteamstoplan,slicefeatures,

foresee needed technical collaboration, as well as finding

alternativewaysofhelpingeachother.

Dependency Board
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DO
N’T

!
DO

!

Thismightappeartobeastupidtip,whowouldneedtolearn
howtopeelaPost-itfromaPost-itdeck?

Well,quitemanypeopleitseems.ToavoidcurlyPost-itsthat
don’thangflatonthewall,liftthePost-itslightlywithafirm
gripandpullitdown.Tada!

Ifholdingthethumbonthesideofthedeckdoesn’tworkfor
you(asshowninthelowerrightcorner)trypositiontheleft
thumbontopofthestack,underthePost-ityouareaboutto
pull.

Bonus: How to peel a Post-it 
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But hey, what if…

Digital planning tools -I fy ouo nlyu sed igital
planningtoolssuchasJIRAandyouhaveahardtime
figuringouthowtoapplytheseideas,wellthat’slife.
Hopefullyyoudidn’tpayforthisbook.Ifyoudid,still
norefundthough.

Dis-locatedteam-I
fy ourte ami sn’tc o-located,

perhapsyoucanpositionahighresolutionwebcam
infrontofthewallorsenddailypicturestotheteam
membersoff-site.Ordiscusstorearrangetheteams
sothateachteamisco-located.

We don’t have whiteboards -T
ryu singm agic

flipcharts.Or,bearebelanddrawdirectlyonyour
walls.Thatwillprobablyspeeduptherequisitionof
asmanywhiteboardsasyouneed.

WeonlyhaveyellowPost-its-Everypolicycanbe

changed.Figureoutwhomtotalktoandgoandtalk
tothatperson.Orgooutandbuymorecolorsand
reimbursethepurchase.Someoneoncesaid“Better
askforforgivenessthantoaskforpermission.”



Toolbox for the Agile Coach –Visualization Examples                        Jimmy Janlén

106

Example index

General Advice                     7

Visualizeyourworkflow               8

Tips                              9

Visualizeyourpolicies                10

Avatars                           11

Legend                            12

Inbox                             13

2 Avatars-Onebig, Onesmall          14
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Stand-ups on time + high score         36

Parking lot with states                37
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Progress Pie                        38
Box on the floor                    39
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Newsletter                        67
Out Of Office                      68
Exploratory Testing Wheel            69
Envelopes Collectors                 70
Limit by Space                     71
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More information

Here you find links to articles and blogs explaining some of the examples 
in greater detail.

Concept Cubes(page 94)

http://conceptcubes.com/

Confidence Smileys(page 16)
http://blog.crisp.se/2015/04/01/jimmyjanlen/the-sprint-burndown-is-
dead-long-live-confidence-smileys

Daily Goals(page 95)
http://nomad8.com/daily-stand-up-with-a-goal/

Guide Board(page 99)
http://mattischneider.fr/agile/guide-board/

Hourglass Scrum Wall(page 88)
http://www.strongandagile.co.uk/index.php/the-hourglass-scrumban-
board/

Improvement Theme(page 63)
http://blog.crisp.se/2013/05/14/jimmyjanlen/improvement-theme-
simple-and-practical-toyota-kata
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Sources of inspiration

For mostofthe examples in thisbook, it’shard for metopinpointwhere

I sawit firstor whatinspiredme.Butfor the examples belowthere’sa 

clearsource ofinspiration.

Arrival/DepartureTimeline(page 90)

-Yves Hanoulle, http://www.hanoulle.be/

Christmas Tree (page 101)

-MattiasSkarin, Crisp

Stand-upson time+ highscore (page 36)

-KristinnÁrniLárHróbjartsson, PlainVanilla/QuizUp

Daily Check-in(page 100)

-Rolf F. Katzenberger, PragmaticTeams

Daily Goals(page 95)

-Sandy Mamoli, Nomad8

DependencyBoard(page 103)

-LEGO (throughHenrik Kniberg, Crisp)

Dotting(page 21)

-Team HW Partners, Spotify

Guide Board(page 99)

-Matti Schneider, http://mattischneider.fr
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HourglassScrumWall(page 88)
-Craig Strong, Pearson

I wanttolearn...(page 91)
-Pierre Neis, UpwardConsulting

Inbox (page 13)
-Team Gaia, Spotify

KudosWall (page 49)

-JurgenAppelo, http://www.jurgenappelo.com

Pair ProgrammingMatrix(page 59)
-HenriqueImbertti, Spotify

Progress Pie(page 38)
-PéturJóhannesÓskarsson, PlainVanilla/QuizUp

PromiscuousMap(page 80)
-Patrik Enqvist, Nordea

Pyramid Backlog(page 78)
-Gunnar Holmsteinn, PlainVanilla/QuizUp

Race Track(page 83)
-Georg Olafsson, Meniga

Rotating Facilitator’s Hat (page 33)
-GuðfinnurSveinsson, Plain Vanilla/QuizUp
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Stress Level Meter(page 62)
-Crisp Office

Team Habits (page 32)

-Fredrik Lindgren, Crisp

Team Members with Hats(page 31)

-Gunnar Holmsteinn, Plain Vanilla/QuizUp

Team Presence Hours(page 75)

-Hans Brattberg, Crisp

Team Time Zone Clocks(page 81)

-Yves Hanoulle, http://www.hanoulle.be/

Time Invested (page 97)

-MattiasSkarin, Crisp

Today’s trick(page 86)

-Edward Dahllöf, Valtech

Tube Poll(page 79)

-MattiasSkarin, Crisp
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Reading tips
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Jennie Discovers!

Something Agile Lean Something

Jimmy Cards Concept Cubes

A small book (24 pages, 10cm x 10cm) 
about product discovery. Written by 
Jimmy Janlén and Hans Brattberg.
https://www.crisp.se/crispi1/en

Educational posters about everything agile 
and lean with Lego and Star Wars
as a theme.
https://somethingagileleansomething.com

https://conceptcubes.com
https://www.crisp.se/bocker-
och-produkter/jimmy-cards

More from Jimmy Janlén
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Your own examples…
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Your own examples…
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Your own examples…
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Your own examples…
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