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INTRODUCTION:
THE RHYTHMIC
PULSE OF AGILE
GUIDANCE

In the fast-paced world
o f  s o f t w a r e
development ,  the
quest ion  how  are
scrum teams guided
during a sprint is one
o f  t h e  m o s t
fundamental  inquiries
for  any  organization
a d o p t i n g  A g i l e
methodo log ies .  A
sprint is more than just
a time-boxed period of

work—it  is  a  focused,
collaborative  journey
toward a shared goal.
W i t h o u t  c l e a r
guidance,  teams  risk
drifting  into  chaos,
miscommunicat ion,
and missed deadlines.
Fortunately, the Scrum
framework  provides  a
robust  structure  for
steering  teams  in  the
r i g h t  d i r e c t i o n .
Guidance  during  a
sprint  does  not  come
f r o m  a  s i n g l e
authoritative  figure
b a r k i n g  o r d e r s ;
instead,  it  emerges
from a combination of
defined  roles,
structured  events,
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transparent  artifacts,
a n d  c o n t i n u o u s
feedback  loops.  This
article  explores  the
intricate  mechanisms
that  ensure  a  Scrum
team remains aligned,
m o t i v a t e d ,  a n d
productive  throughout
the  sprint  cycle.

THE THREE
PILLARS OF
SCRUM:
TRANSPARENCY,
INSPECTION, AND
ADAPTATION

Before  diving  into  the
specific  guidance
mechanisms,  i t  i s
essential to understand
the  f ounda t i ona l
principles  that  make
S c r u m  w o r k .  T h e
framework  rests  on
t h r e e  p i l l a r s :
t r a n s p a r e n c y ,
i nspect ion ,  a n d
a d a p t a t i o n .
Transparency  means
that  every  aspect  of

the  sprint—progress,
impediments,  and
quality—is visible to all
s t a k e h o l d e r s .
Inspection  involves
regularly  checking the
team's  work  against
t h e  s p r i n t  g o a l .
Adaptat ion  i s  the
ability  to  adjust  the
plan or process based
on what  is  discovered
during  inspection.
These three pillars are
not  abstract  concepts;
t h e y  a r e
o p e r a t i o n a l i z e d
through  every  event,
artifact,  and  role  in
Scrum.  When  asking
how are  scrum teams
guided during a sprint,
the answer begins with
these  pillars,  which
create an environment
where  guidance  is
constant, collaborative,
and data-driven.

THE SCRUM
ROLES:
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DISTRIBUTED
LEADERSHIP AND
SHARED

ACCOUNTABILITY

The
Product
Owner:
The Voice
of Value
The  Product  Owner
plays a pivotal  role in
guiding  the  team  by
ensuring  that  every
task undertaken during
the  sprint  delivers
m a x i m u m  v a l u e .
Before the sprint even
begins,  the  Product
Owner  is  responsible
for  refining  and
prioritizing the product
backlog.  During  the
sprint,  the  Product
Owner  is  available  to

answer  questions,
clarify  requirements,
and  make  real-time
decisions  about  scope
changes. However, the
Product  Owner  does
not  micromanage  the
development  team.
Instead, guidance here
i s  a b o u t  set t ing
d i r e c t i o n  a n d
m a n a g i n g
s t a k e h o l d e r
expectations.  The
Product Owner ensures
t h a t  t h e  t e a m
understands  the  'why'
behind each user story,
which helps developers
make informed choices
when  technical  trade-
offs arise.

The
Scrum
Master:
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The
Process

Guardian
If  the  Product  Owner
focuses  on  value,  the
Scrum  Master  focuses
on process. The Scrum
Master  is  the  coach,
f a c i l i t a t o r ,  a n d
impediment  remover
for  the  team.  When
considering  how  are
scrum  teams  guided
during  a  sprint,  the
Scrum Master's role is
o f t e n  t h e  m o s t
misunderstood.  They
do  not  command  the
team;  instead,  they
guide the team to self-
o r g a n i z e  a n d
continuously  improve.
The  Scrum  Master
facilitates  key  events
such  as  the  Da i l y
Scrum, Sprint Planning,
Sprint  Review,  and
Sprint  Retrospective.

They  also  protect  the
team  from  external
distractions and ensure
that  Scrum  principles
a r e  f o l l o w e d .  B y
fostering  a  culture  of
psychological  safety,
the  Scrum  Master
enables  the  team  to
r a i s e  c o n c e r n s ,
experiment  with  new
approaches,  and  hold
e a c h  o t h e r
accountable.

The
Develop
ment
Team:
Self-
Organizat
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ion in
Action
The  Deve lopment
Team is not a passive
recipient  of  guidance.
I n  f a c t ,  t h e  m o s t
powerful  guidance
comes from within the
team itself. Developers
are  cross-functional
and  self-organizing,
m e a n i n g  t h e y
collectively decide how
to  turn  the  product
backlog  items  into  a
potentially  releasable
increment.  During  the
sprint, the team guides
itself  through  peer
collaboration,  code
r e v i e w s ,  p a i r
programming,  and
daily  alignment.  The
ques t i on  how  a re
scrum  teams  guided
during  a  sprint  must
include the recognition
that the team owns its
p r o c e s s .  W h e n  a

blocker  arises,  the
team works together to
resolve it  or  escalates
to  the  Scrum  Master.
When  priorities  shift,
the  team  discusses
impact  and negotiates
w i t h  t h e  P r o d u c t
Owner.  This  shared
ownership  is  what
makes  Scrum  both
e m p o w e r i n g  a n d
demanding.

SPRINT EVENTS:
STRUCTURED
MOMENTS OF
ALIGNMENT AND
REFLECTION

Sprint
Planning:
Starting
with a
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Clear
Destinati

on
Every  sprint  begins
with Sprint Planning, a
t ime-boxed  event
where the entire Scrum
team  collaborates  to
define the sprint goal.
During  this  meeting,
the team selects a set
of  product  backlog
items  they  commit  to
delivering. The Product
Owner  presents  the
highest-priority  items,
and  the  Development
Team  estimates  the
effort  required.  The
g u i d a n c e  h e r e  i s
forward-looking:  What
can  we  deliver?  How
will we achieve it? The
sprint goal serves as a
North  Star  throughout
the sprint, helping the
team  stay  focused
even  when  individual

tasks  change.  Without
effective  Sprint
Planning,  the  team
would  lack  direction
from  day  one.

The Daily
Scrum:
Synchroni
zation
and
Course
Correctio
n
The  Daily  Scrum  is  a
15-minute  event  held
at the same time and
place  every  working
day.  Although  often
called  a  "stand-up,"  it
is not a status report to
a manager. Instead, it
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is  a  meeting  where
developers  inspect
progress  toward  the
sprint  goal  and  adapt
their plan for the next
24  hours.  During  the
Dai ly  Scrum,  each
team member answers
three  questions:  What
did  I  do  yesterday?
What  will  I  do  today?
D o  I  s e e  a n y
impediments?  This
e v e n t  p r o v i d e s
continuous  guidance
by  surfacing  blockers
early,  coordinating
handoffs,  and
re in fo r c ing  team
accountability.  The
Scrum Master  ensures
the  meet ing  stays
focused  and  does  not
become  a  problem-
s o l v i n g
s e s s i o n — d e e p e r
discussions  happen
afterward.

Sprint
Review:
Inspectin
g the
Incremen
t with
Stakehold
ers
A t  t h e  e n d  o f  t h e
sprint,  the team holds
a  Sprint  Review  to
s h o w c a s e  t h e
completed  work  to
stakeholders.  This  is
n o t  a  f o r m a l
presentation or a sign-
off  meeting;  it  is  a
c o l l a b o r a t i v e
inspec t i on  o f  the
i n c r e m e n t .
Stakeholders  provide
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feedback,  which  the
Product Owner uses to
adjust  the  product
backlog  for  future
sprints.  The  guidance
from the Sprint Review
is invaluable because it
connects  the  team
directly  to  the  users
and  business  needs.
When  exploring  how
a r e  s c r u m  t e a m s
guided during a sprint,
the  Spr int  Review
demonstrates  that
guidance flows not only
from internal roles but
also  from  external
feedback. It closes the
l o o p  b e t w e e n
development and value
delivery.

Sprint
Retrospe
ctive:

Continuo
us
Improve
ment of
Process
T h e  S p r i n t
R e t r o s p e c t i v e  i s
arguably  the  most
important  event  for
long-term  guidance.
A f t e r  t h e  S p r i n t
Rev iew,  the  team
gathers  to  reflect  on
t h e  s p r i n t  j u s t
c o m p l e t e d .  T h e y
discuss what went well,
w h a t  c o u l d  b e
improved,  and  what
actions they will take in
the  next  sprint.  This
event  is  a  safe  space
for honest conversation
about teamwork, tools,
communication,  and
process.  The  Scrum
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Master  facilitates  but
does  not  dictate  the
o u t c o m e s .  T h e
retrospective  ensures
that  guidance  is  not
static; it evolves as the
team  learns.  Teams
that  skip  or  rush  this
event  miss  a  critical
opportunity  to  refine
their  approach.  If  you
are  asking  how  are
scrum  teams  guided
during  a  sprint,  the
retrospective  provides
the answers for how to
do it better next time.

SCRUM
ARTIFACTS:
VISIBLE GUIDES
THAT KEEP
EVERYONE
ALIGNED

The
Product

Backlog:
A Living
Roadmap
The product backlog is
an  o rdered  l i s t  o f
everything  that  might
b e  n e e d e d  i n  t h e
product. It is managed
by the Product  Owner
and is never complete.
Throughout the sprint,
t h e  b a c k l o g  i s
d y n a m i c a l l y
refined—items  are
added,  removed,  re-
prioritized, or split. The
backlog  guides  the
team  by  providing  a
clear, transparent view
of  upcoming  work.
Developers consult the
backlog  when  they
finish  a  task  earlier
than expected,  pulling
in new work that aligns
with  the  sprint  goal.
T h e  b a c k l o g  a l s o
s e r v e s  a s  a



10

10 How Are Scrum Teams Guided
During A Sprint

2023-10-26

communication  tool
with  stakeholders,
showing the long-term
v i s i o n  w i t h o u t
committing  to  a  rigid
plan.

The
Sprint
Backlog:
The
Team's
Commitm
ent
During Sprint Planning,
the  team  creates  the
sprint backlog, which is
a subset of the product
backlog items selected
for  the  sprint,  along
w i t h  a  p l a n  f o r
delivering  them.  The
sprint backlog is owned

s o l e l y  b y  t h e
Development  Team.  It
is  visible and updated
daily.  This  artifact
guides  the  team  by
breaking  down  the
s p r i n t  g o a l  i n t o
manageable tasks. Any
team member can see
w h a t  o t h e r s  a r e
working  on,  which
fosters  collaboration
and  helps  ident i fy
dependencies.  The
sprint  backlog  is  a
powerful  antidote  to
confusion  because  it
makes  work  tangible
and  accountable.

The
Incremen
t: The
Definition
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of Done
The  increment  is  the
sum  of  a l l  product
b a c k l o g  i t e m s
completed  during  a
sprint—plus  the  value
of all  previous sprints.
But not just  any work
qualifies.  To  be
considered part of the
increment,  an  item
must meet the team's
Definition  of  Done.
This  definition  is  a
checklist  of  quality
criteria  that  every
de l i ve rab le  mus t
satisfy before it can be
r e l e a s e d .  T h e
Definition  of  Done
guides  the  team  by
setting a  clear  quality
bar.  Without  it,  teams
might call work "done"
too  early,  leading  to
technical  debt  and
rework. The increment
is  inspected  at  the
Sprint Review, and if it
does  not  meet  the

Definition of Done, it is
no t  p resen ted  as
complete.

IMPEDIMENTS AND
ESCALATION:
WHEN GUIDANCE
MEANS REMOVAL
OF OBSTACLES

O n e  o f  t h e  m o s t
practical ways a Scrum
team is guided during
a  sprint  is  through
i m p e d i m e n t
m a n a g e m e n t .
Impediments  are  any
factors that slow down
or  block  the  team's
progress.  These  could
be technical debt, lack
of  access to a testing
environment,  unclear
requ i rements ,  o r
o r g a n i z a t i o n a l
bureaucracy .  The
S c r u m  M a s t e r  i s
primarily  responsible
f o r  r e m o v i n g  o r
m i t i g a t i n g
impediments,  but  the
e n t i r e  t e a m  i s
encouraged to surface
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them. During the Daily
Scrum, team members
can flag issues, and the
Scrum  Master  takes
ownership of resolving
them  ou ts ide  the
meeting. This proactive
removal of obstacles is
a form of guidance that
keeps the team moving
forward efficiently.

REAL-WORLD
EXAMPLE: A
SPRINT GUIDED BY
SCRUM
PRINCIPLES

C o n s i d e r  a  t e a m
d e v e l o p i n g  a n  e -
commerce  checkout
feature.  During  Sprint
Planning,  the  Product
Owner  explains  that
the  current  checkout
process has a 40% cart
abandonment rate. The
team  selects  three
b a c k l o g  i t e m s  t o
improve  the  user  flow
and  reduce  friction.
T h e  s p r i n t  g o a l :
"Decrease  checkout

a b a n d o n m e n t  b y
reducing  unnecessary
form  fields."  Each  day
in  the  Daily  Scrum,  a
developer  mentions
that  the  payment
g a t e w a y  A P I  h a s
inconsistent  error
messages.  The  Scrum
Master  escalates  this
to  the  platform team.
Meanwhile,  the  team
se l f -o rgan izes  to
implement  client-side
validation while waiting
for  the  API  fix.  At  the
S p r i n t  R e v i e w ,
stakeholders  see  a
working prototype with
fewer  form  fields  and
better  error  handling.
Feedback  suggests
adding  a  progress
indicator,  which  the
P r o d u c t  O w n e r
prioritizes for the next
s p r i n t .  I n  t h e
Retrospective,  the
t e a m  a g r e e s  t o
allocate  time  for  API
documentat ion  in
future  sprints.  This
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example  shows  how
guidance flows through
m u l t i p l e
channels—planning,
daily  coordination,
escalation,  feedback,
and reflection.  It  is  not
a  s i n g l e  e v e n t  o r
person but a system of
checks and balances.

COMMON PITFALLS
AND HOW TO
AVOID THEM

Despite  the  clarity  of
the  Scrum framework,
teams  often  struggle
with guidance during a
sprint. Common pitfalls
include:

The Product
Owner
becomes a
project
manager—assig
ning tasks
instead of
prioritizing value.
The team loses
autonomy and
stops self-

organizing.
The Daily
Scrum turns
into a status
update—develo
pers report to
the Scrum
Master instead of
coordinating with
each other. This
undermines peer
accountability.
The Sprint Goal
is vague or
missing—the
team has no
unifying
objective, so
tasks feel
disconnected
and motivation
drops.
Stakeholders
interrupt the
team mid-
sprint—adding
new
requirements
without
consulting the
Product Owner
disrupts focus
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and scope.
The Sprint
Retrospective
becomes a
complaint
session—withou
t actionable
outcomes, the
team repeats the
same mistakes
sprint after
sprint.

Avoiding  these  pitfalls
requires  discipline,
t r a i n i n g ,  a n d  a
commitment  to  the
S c r u m  v a l u e s  o f
openness,  courage,
focus,  commitment,
and  respect.  Teams
that  embrace  these
values  find  that
guidance  becomes  a
natural  part  of  the
sprint  rhythm  rather
t h a n  a  t o p - d o w n
imposition.

THE ROLE OF
TOOLS AND

METRICS IN
GUIDING THE
SPRINT

W h i l e  S c r u m
emphasizes people and
interactions over tools,
modern  teams  often
use  digital  boards,
burndown  charts,  and
velocity tracking to aid
g u i d a n c e .  A
burndown  chart
shows  the  amount  of
work remaining in the
sprint  day  by  day.  If
the  line  is  trending
above  the  ideal,  the
team  knows  they  are
behind and can adjust
t h e i r  a p p r o a c h .
Velocity  helps  the
Product Owner forecast
future sprints based on
historical performance.
However ,  metr ics
should  be  used  for
i n s p e c t i o n  a n d
adaptation,  not  for
micromanagement .
When  used  correctly,
tools  make  guidance
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visible  and  objective.
The  team can see,  in
real time, whether they
are  on  track  to  meet
the  sprint  goal.  This
t ransparency  i s  a
c o r n e r s t o n e  o f
answering  how  are
scrum  teams  guided
during  a  sprint.

CONCLUSION:
GUIDANCE AS A

CONTINUOUS,
COLLABORATIVE
FLOW

The question how are
scrum teams guided
during a sprint  does
no t  have  a  s ing le
answer.  Guidance  is
not handed down from
a  m a n a g e r  o r
documented in a rigid
p l a n .  I n s t e a d ,  i t
emerges  from  the


