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Motivation, Foundation & Purpose



Key Challenge

How to bridge the gap between

predictability (Waterfall) and

incremental product development (Agile)?



LeSS-Product Group

Whole Product Group, with shared integration points, e.g. Milestones

Group 1 Group 2 Group 3

Group N

Deep & Narrow

The Gap is the Product Owner Challenge
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Fixed Price Mentality



Agile Metric for Deadlines

The Product Backlog Burndown Chart
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The Crux

Estimating the remaining Product Backlog 
creates an upfront analysis phase before the 
implementation.

This is a sequential lifecycle and destroys any 
Agile approach.



Deadlines Depend on Velocity

An item's velocity, flow from idea to value creation, 
can be evaluated by a common status model.  
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What is an Item?
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An Item can be huge or tiny.
Therefore many organizations structure 
their Product Backlog into layers.



Useful Product Backlog Structure



User Story, Epic Mapping

Theme

Epic

User 
Story



LeSS Recommandation Cell-based Splitting

Preferred flat Backlog hierarchy.

Still good, two layers of Backlog 
Items.

In exceptional cases (e.g. LeSS
Huge), a maximum of three layers 
is acceptable.



big
feature

Refinement tree

Part 1
only

Part 2
only

Every-
thing 
else

Part 1
x only

Every-
thing 
else

x … n
only

i … k
only

Every-
thing 
else

Part 2
i only

Every-
thing 
else

Every-
thing 
else

From Cells to Product Backlog
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Product Backlog (example: three levels)

<Theme> <Epic> <Item>

bF Part 1

bF Part 2

bF Part E.E.

Part 2 i

Part 2 i bla bla k only

Part 2 E.E.

Part 1 x bla bla n only

Part 1 E.E.

Part 1 x

Part 1 x E.E.

Part 2 i E.E.



Product Backlog Structure

<Theme> <Epic> <Item>
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The Statistical Approach

Defaults (avg) 5 SP
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35 SP

5

175 SP

Ranges 30 - 40 SP105 - 245 SP

Simple Algorithm

Average

Range

Max

70%

e.g. Story Points
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Standard Deviation

<Theme>

<Epic>

<Item>

* This approach can produce a range of 5 to 500.000 Story Points with 70% accuracy. This is a correct forecast but useless!

*



Taking Queueing Theory Into Account



Queueing Theory (one small part of it)
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Predictability on Queues/Lists

The most accurate predictability in 
queues or ordered lists can be achieved 
if every item in the queue/list has 
exactly the same size.

We don’t need to be perfect and have 
exactly the same sizes items, but 
approximately similar sized items will 
improve the forecasting.
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Product Backlog

Sprint n + 1

Sprint n

Sprint n + 2
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This approach provides a future based on 
data from the past and says: If you continue 
like this, that might be probably your future.

Consider whether this is okay, or if you need 
to change and adopt.



Helpful Product Backlog Visualizations



Backlog Data
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MIN AVG MAX

2,3 5 7,7

2,3 5 7,7

Expected

MIN AVG MAX

22,3 25 27,7

2,3 5 7,7

2 2 2

10,3 13 15,7

2,3 5 7,7

5 15 25

5 15 25

Expected

MIN AVG MAX

34,6 40 45,4

22,3 25 27,7

2,3 5 7,7

2 2 2

10,3 13 15,7

2,3 5 7,7

10 30 50

5 15 25

5 15 25

7,5 37,5 52,5

Expected

Key Type Status Estimate

1 Theme

2 Epic

3 Item Open

4 Item Ready 5

5 Item In-Progress 2

6 Item Resolved 8

7 Item Closed 5

8 Epic

9 Item Closed 2

10 Epic

11 Item New

12 Item In-Progress 8

13 Theme

14 Epic

15 Epic

16 Theme

Backlog Data

Key Type Status Estimate MIN AVG MAX

1 Theme 34,6 40 45,4

2 Epic 22,3 25 27,7

3 Item Open 2,3 5 7,7

4 Item Ready 5

5 Item In-Progress 2

6 Item Resolved 8

7 Item Closed 5

8 Epic 2 2 2

9 Item Closed 2

10 Epic 10,3 13 15,7

11 Item New 2,3 5 7,7

12 Item In-Progress 8

13 Theme 10 30 50

14 Epic 5 15 25

15 Epic 5 15 25

16 Theme 7,5 37,5 52,5

Backlog Data Expected

52 108 148Remainng Backlog Sizes 

MIN AVG MAX

Theme

Epic

Item 2,3 5 7,7

Default Values

MIN AVG MAX

Theme

Epic 5 15 25

Item 2,3 5 7,7

Default Values

MIN AVG MAX

Theme 7,5 37,5 52,5

Epic 5 15 25

Item 2,3 5 7,7

Default Values

Determinate & Assign Default Values
Use existing, estimated Items to 
determinate the default values and 
ranges.

Apply them on each Level:
Items, Epics and Themes

Calculate the three remaining 
backlog Sizes



Current and Expected Backlog
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Determinate Three Possible Remaining Backlogs 

With the average and ± standard deviation default values, whenever there 
are no estimates available*.

* Colored areas represent real existing items in the Product Backlog. Gray areas represent the summary of all expected (default values) efforts.



Progress Visualization
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Theme Level Epic Level



Two Dimensions of Forecasting
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Multiple Timeframes of Forecasting
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Numbers Are Always Wrong…
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Observe the Trends
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Endless Increasing Product Backlogs
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Progress on Team, Bundle or Unit-Level 
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Experiences: Deep Dive at a BMW Case
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Q & A Session





What Does Similar Size Mean?

<Theme>

<Epic>

<Item>
Range of Items on this level matters a lot
Rule of thumb: 3 – 5 Product Backlog Items (User Stories) per team and 
sprint. 

Why? This will lead to a 66% - 80% predictability accuracy if the team works 
together on each item according to the priority.

Another splitting technique that guarantees quite similar items is when using 
Fibonacci numbers and splitting Items equal to or bigger than 13.

Range of items on this level matters even more
It’s easy to achieve. Try to keep representing customer value for this item 
level. But sometimes it’s better to split for more accurate predictability*.

Range of items on this level (if needed) doesn’t matter that much
Try to keep representing customer value for this item level. Sometimes it’s 
better to split for more accurate predictability.

Similar size refers to items on the same level

* This is a concession for milestone planning and forecasting and is helpful when such a constraint exists.

The value of standard deviation is a good 
indicator, if items have a similar size.



Waterlines in Product Backlogs
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A problem of a burndown chart

Burndowns show us if we are on track or not, 
but in discussions with stakeholders, we often 
need to make statements about what we will 
deliver and which items we might miss.

Furthermore, the visualization of waterlines 
in Product Backlogs can help to recognize the 
effects of re-prioritization immediately.  

Waterlines for Multiple
Sprints & Releases


	Folie 0: Try Backlog Visualization  to solve conflicts between predictability and incremental Product Development
	Folie 1
	Folie 2: Motivation, Foundation & Purpose
	Folie 3: Key Challenge
	Folie 4: The Gap is the Product Owner Challenge
	Folie 5: Agile Metric for Deadlines
	Folie 6: The Crux
	Folie 7: Deadlines Depend on Velocity
	Folie 8: What is an Item?
	Folie 9: Useful Product Backlog Structure
	Folie 10: User Story, Epic Mapping
	Folie 11: LeSS Recommandation Cell-based Splitting
	Folie 12: From Cells to Product Backlog
	Folie 14: Product Backlog Structure
	Folie 15: The Statistical Approach
	Folie 17: Taking Queueing Theory Into Account
	Folie 18: Queueing Theory (one small part of it)
	Folie 19
	Folie 20: Helpful Product Backlog Visualizations
	Folie 21: Backlog Data
	Folie 22: Current and Expected Backlog
	Folie 23: Progress Visualization
	Folie 24: Two Dimensions of Forecasting
	Folie 25: Multiple Timeframes of Forecasting
	Folie 26: Numbers Are Always Wrong…
	Folie 27: Endless Increasing Product Backlogs
	Folie 28: Progress on Team, Bundle or Unit-Level 
	Folie 29: Experiences: Deep Dive at a BMW Case
	Folie 30: Our Brands. 
	Folie 31: Our Strategy. 
	Folie 32: BMW Group IT – Facts and figures. 
	Folie 33
	Folie 34: Agile Working Model.
	Folie 35: AWM – Agile Working model.
	Folie 36: AWM – Agile Working model.
	Folie 37: Milestones? Milestones.
	Folie 38: Milestones? Milestones.
	Folie 39: The Journey Begins.
	Folie 40: Backlog Visualization – As the Journey began.
	Folie 41
	Folie 42: Backlog Visualization – The First Visualizations.
	Folie 43
	Folie 44: Backlog Visualization – Visualizations in 2022.
	Folie 45: Backlog Visualization – Visualizations in 2022.
	Folie 46
	Folie 47: Backlog Visualization – Where we are now.
	Folie 48: Backlog Visualization – Where we are now.
	Folie 49: Backlog Visualization – Where we are now.
	Folie 50: Backlog Visualization – Where we are now.
	Folie 51: Backlog Visualization – Where we are now.
	Folie 52: Backlog Visualization – Where we are now.
	Folie 53: Backlog Visualization – Where we are now.
	Folie 54: Backlog Visualization – Where we are now.
	Folie 55: Backlog Visualization – Where we are now.
	Folie 56: Backlog Visualization – Where we are now.
	Folie 57: Backlog Visualization – Where we are now.
	Folie 58: Backlog Visualization – Where we are now.
	Folie 59: Backlog Visualization – Where we are now.
	Folie 60: Backlog Visualization – Where we are now.
	Folie 61
	Folie 62
	Folie 63: Q & A Session
	Folie 64: THANK YOU VERY MUCH FOR YOUR ATTENTION.
	Folie 65: What Does Similar Size Mean?
	Folie 66: Waterlines in Product Backlogs

