
When Multiple Scrum Teams Are Working On The Same
Product, Should All Their Increments

When Multiple Scrum Teams Are Working On The Same Product, Should All Their Increments is a common
question in large-scale Agile environments. As organizations grow and projects become more complex, multiple
Scrum teams often collaborate simultaneously to deliver value faster and more efficiently. However,
coordinating these teams and ensuring that their work aligns towards a common goal raises important
considerations about the nature of increments, integration, and overall product coherence. In this
comprehensive article, we will explore the best practices, challenges, and strategic approaches to managing
multiple Scrum teams working on the same product, with a focus on whether all their increments should be
integrated into a single, cohesive product release.

---

Understanding Scrum and the Concept of Increments

What Is an Increment in Scrum?
An increment in Scrum refers to the sum of all the Product Backlog items completed during a Sprint, combined
with the value of the increments of all previous Sprints. It must be in a usable condition regardless of whether
the Product Owner decides to release it. The key characteristics of a Scrum increment are:
- Potentially shippable: It can be released to customers or stakeholders.
- Additive: It builds upon previous increments, contributing to the overall product.
- Quality assured: It adheres to the Definition of Done (DoD).

Role of Increments in Scrum Framework
In Scrum, increments are the core deliverables that demonstrate progress. They provide transparency, allow
for feedback, and enable stakeholders to assess the product’s evolution. When multiple teams are involved, the
question arises: should each team’s increment be integrated into a single, unified product?

---

Challenges of Multiple Scrum Teams Working on the Same Product

Managing multiple Scrum teams introduces several challenges, including:

1. Coordination and Synchronization
Ensuring that all teams are aligned regarding goals, architecture, and integration points can be complex.
Without proper synchronization, teams might develop incompatible components.

2. Cross-Team Dependencies
Dependencies between teams can cause bottlenecks, delays, and integration issues.



3. Consistency and Coherence
Different teams might interpret requirements differently, leading to inconsistencies in the product.

4. Communication Overhead
Frequent communication is necessary to keep all teams aligned, which can become cumbersome at scale.

5. Integration Risks
Integrating multiple increments from different teams increases the risk of incompatibility and defects.

---

Should All Scrum Teams’ Increments Be Combined Into a Single
Product Release?

The core question is whether all individual team increments should be integrated into a single, cohesive release
or whether they can be released separately. The answer depends on several factors, including the product’s
nature, stakeholders’ needs, and organizational goals.

Advantages of Combining All Increments
- Unified user experience: Delivering a complete, integrated product.
- Simplified release process: One comprehensive deployment.
- Consistent architecture and design: Ensuring uniformity across features.
- Enhanced stakeholder confidence: Showing a fully functional, tested product.

Disadvantages of Combining All Increments
- Delayed releases: Waiting for all teams to complete their work can slow down value delivery.
- Complex integration efforts: Increased risk and effort to combine components.
- Potential for scope creep: Combining multiple features might lead to scope expansion.
- Reduced flexibility: Less opportunity to release features independently.

Situations Favoring Combined Increments
- When the product is a tightly integrated system that requires all parts to function together.
- When stakeholders prefer a single, comprehensive release.
- When regulatory or compliance standards mandate integrated testing and certification.

Situations Favoring Separate Increments
- When features can be delivered independently and provide value on their own.
- When the organization adopts a release train or incremental deployment strategy.
- When rapid feedback on individual features is critical for the overall success.

---



Strategies for Managing Multiple Scrum Teams and Their Increments

To effectively coordinate multiple Scrum teams working on the same product, organizations should adopt
strategic frameworks and practices.

1. Implement a Scaled Scrum Framework
Frameworks such as SAFe (Scaled Agile Framework), LeSS (Large Scale Scrum), or Nexus provide structures
for coordinating multiple teams.

2. Establish a Shared Product Vision and Roadmap
Clear, shared goals ensure all teams work towards a common purpose, reducing conflicts and misalignment.

3. Create Cross-Team Artifacts
- Integration Sprint or Sprint Increment: Regularly scheduled sessions where teams integrate their work.
- Shared Definition of Done: Ensures consistency across teams.
- Common Architecture Guidelines: To prevent divergence.

4. Use a Scrum of Scrums
A meeting where representatives from each team coordinate, resolve dependencies, and plan integration efforts.

5. Continuous Integration and Automated Testing
Implement CI/CD pipelines to automatically build, test, and integrate code from multiple teams, reducing risks.

6. Incremental Delivery and Release Planning
Decide whether to deliver increments independently or as part of a larger release based on product and market
needs.

7. Foster Strong Communication and Collaboration
Encourage open channels for feedback, problem-solving, and knowledge sharing.

---

Best Practices for Integrating Multiple Increments

When the decision is made to combine increments into a single release, following best practices can mitigate risks:

1. Regular Integration Points
Schedule frequent integration sessions to identify and resolve conflicts early.



2. Clear Interface Definitions
Define and document APIs and interfaces between components developed by different teams.

3. Use of Feature Toggles and Branching Strategies
Allow for incremental integration and testing without disrupting the main codebase.

4. Comprehensive Testing
Implement end-to-end, regression, and performance testing to ensure quality.

5. Continuous Feedback Loops
Gather feedback early and often to adapt plans accordingly.

---

Conclusion: To Combine or Not to Combine?

Ultimately, whether all Scrum teams’ increments should be combined into a single product release depends on the
specific context, product architecture, stakeholder requirements, and organizational agility. While combining
increments can lead to a cohesive, integrated product, it may also introduce delays and complexity.
Conversely, releasing increments separately can accelerate value delivery but may lead to integration
challenges down the line.

Organizations should carefully evaluate their product’s nature and strategic goals and adopt suitable
frameworks and practices to manage multiple Scrum teams effectively. Emphasizing strong coordination,
communication, and automation can help ensure that multiple increments, whether combined or separate, deliver
maximum value to customers and stakeholders.

---

Final Thoughts
Managing multiple Scrum teams working on the same product is a complex but manageable challenge. The key lies
in aligning teams around a shared vision, leveraging scalable frameworks, and employing best practices for
integration and delivery. Whether all increments should be combined into a single release depends on the
product’s characteristics and stakeholder expectations. By adopting a strategic approach, organizations can
ensure that their Agile efforts lead to successful, high-quality products that meet market demands efficiently
and effectively.

Frequently Asked Questions

Should all Scrum teams working on the same product deliver integrated
increments at the end of each Sprint?

Yes, when multiple Scrum teams work on the same product, they should coordinate to produce a potentially
shippable integrated increment each Sprint, ensuring alignment and value delivery.



How do multiple Scrum teams coordinate to ensure their increments are
integrated properly?

Teams often use techniques like Scrum of Scrums, shared integration environments, and synchronization of
Sprint Planning to coordinate and integrate their work effectively.

Is it necessary for all Scrum teams to produce a single, unified increment
each Sprint?

While not always physically combined, all teams should contribute to a unified, integrated increment that
reflects the total work completed, ensuring it meets the Definition of Done and is potentially shippable.

What challenges might arise when multiple Scrum teams work on the same
product's increments?

Challenges include synchronization issues, inconsistent implementation, dependencies, communication gaps, and
integration difficulties, which require careful coordination and planning.

Should each Scrum team produce their own separate increment or a shared
one?

Each team produces its own increment, but these are integrated into a shared, cohesive product increment during
the Sprint Review and integration processes.

How does the Scrum Guide recommend handling multiple teams working on the
same product?

The Scrum Guide suggests using a common Product Backlog, regular collaboration, and coordination
mechanisms like Scrum of Scrums to ensure all teams align and deliver a unified product increment.

Can multiple Scrum teams work on different parts of the same product
without producing integrated increments?

While possible, it's best practice for all teams to deliver integrated increments regularly to ensure the
product remains cohesive and potentially shippable, avoiding integration surprises later.

What role does the Product Owner play when multiple Scrum teams are
involved in the same product?

The Product Owner ensures clear prioritization, manages the Product Backlog across teams, and facilitates
communication so all teams work towards a shared product goal and produce cohesive increments.

Additional Resources
Coordination: Navigating Multiple Scrum Teams Working on a Single Product

In the dynamic landscape of software development, scaling Agile practices has become a common necessity for
organizations aiming to deliver complex products efficiently. Among these practices, Scrum — renowned for its
simplicity and flexibility — is frequently scaled through frameworks like SAFe, LeSS, or Scrum of Scrums. A
central question arises when multiple Scrum teams work collaboratively on a single product: Should all their
increments be integrated into a single, unified product increment at the end of each Sprint? Addressing this



question requires an understanding of Scrum principles, the challenges of scaling, and best practices for
maintaining product integrity and coherence.

This article explores the intricacies of multiple Scrum teams working on the same product, examining whether
their increments should be combined, the implications of different approaches, and practical considerations for
effective coordination.

---

Understanding Scrum and Its Core Principles

Before delving into multi-team coordination, it’s essential to revisit the foundational aspects of Scrum.

The Scrum Framework in Brief

Scrum is an Agile process framework designed to deliver value incrementally through iterative development
cycles called Sprints, typically lasting 2-4 weeks. The core roles include Product Owner, Scrum Master, and
Development Team, working collaboratively to deliver potentially shippable product increments at the end of
each Sprint.

Key Principles of Scrum include:
- Empirical process control: transparency, inspection, adaptation
- Delivering value early and often
- Emphasizing cross-functional, self-organizing teams
- Maintaining a single Product Backlog prioritized by value

Single vs. Multiple Teams: The Scaling Context

While Scrum is designed for small, cross-functional teams, scaling it involves multiple teams working
simultaneously on the same product. This is often necessary for large, complex products requiring diverse
expertise or parallel development streams.

The key challenge becomes: How do these teams coordinate their work to maintain alignment and integrity? One
critical aspect is whether their individual increments should be integrated into a single, cohesive product
increment at the end of each Sprint.

---

Should All Scrum Teams’ Increments Be Combined?

The core of the debate centers on the purpose of increments and the nature of collaborative product
development.

The Definition of a Product Increment

In Scrum, a product increment is the sum of all Product Backlog items completed during a Sprint, plus the value
of the increments of all previous Sprints. It must be potentially shippable, meaning it adheres to the Definition of
Done and is ready for release.



Implication: Each team’s work contributes to this incremental value, and the combined increments should
produce a cohesive, integrated product.

Advantages of Combining Increments

1. Ensures Cohesion and Integration: Combining increments facilitates early detection of integration issues,
interface mismatches, or inconsistencies.

2. Maintains a Single Source of Truth: A unified product increment simplifies stakeholder review, user
acceptance, and overall product understanding.

3. Supports Continuous Delivery: When all teams’ work is integrated regularly, it enables more reliable, end-
to-end testing and deployment.

4. Facilitates Transparency: A single, integrated increment provides a clear picture of the product’s current
state.

Challenges and Considerations

While integrating all increments offers benefits, it also presents challenges:

- Coordination Complexity: Multiple teams must synchronize their work, manage dependencies, and resolve
conflicts.

- Increased Integration Overhead: Frequent integration requires disciplined planning, testing, and communication.

- Potential Delays: If one team’s work is delayed, it can hinder the overall integration process.

- Scaling Frameworks and Practices: Proper scaling methods (e.g., Scrum of Scrums, Nexus, SAFe) are needed to
manage complexity.

When Might It Be Appropriate Not to Combine All Increments?

In some scenarios, it might be pragmatic or even necessary to treat team increments separately, especially
during early development phases or when working on distinct components.

Component Teams vs. Feature Teams

- Component Teams: Focus on specific parts of the system (e.g., database, API, UI). Their increments might be
deliverable independently but need to be integrated into a cohesive whole later.

- Feature Teams: Work cross-functionally on end-to-end features, aiming to produce integrated, shippable
features each Sprint.

In this context:
- Feature teams tend to produce integrated increments regularly.
- Component teams may produce partial or isolated increments that require integration later.



Incremental vs. Integrated Delivery

- Incremental delivery: Each team produces a usable piece of functionality, which may be integrated with others
later.
- Integrated delivery: All teams coordinate to produce a single, integrated product increment each Sprint.

Organizations must decide based on their product architecture, release strategy, and technical feasibility.

---

Best Practices for Multi-Team Increment Management

To effectively manage multiple Scrum teams working on the same product, organizations should adopt best
practices that promote alignment, quality, and efficiency.

1. Establish a Clear Definition of Done

- Ensure all teams share a consistent understanding of what constitutes a complete, potentially shippable
increment.
- The Definition of Done should include integration criteria, testing, documentation, and compliance standards.

2. Implement Agile Scaling Frameworks

- Use frameworks like Nexus, LeSS, or SAFe designed to coordinate multiple Scrum teams.
- These frameworks provide structures for synchronization, integration, and governance.

3. Regular Cross-Team Synchronization

- Conduct Scrum of Scrums meetings or equivalent to coordinate work, identify dependencies, and resolve
impediments.
- Use shared artifacts like integrated Product Backlogs, Program Boards, or integration plans.

4. Continuous Integration and Automated Testing

- Emphasize Continuous Integration (CI) practices to automate the integration process.
- Automate testing to quickly identify integration issues and ensure quality.

5. Incremental Integration

- Aim for frequent, incremental integration rather than waiting until the end of a release cycle.
- This reduces integration risk and improves feedback loops.



6. Clear Dependency Management

- Map out dependencies among teams early.
- Use dependency matrices or visual tools to monitor and address inter-team dependencies proactively.

7. Shared Product Vision and Roadmap

- Maintain a unified product vision that guides all teams.
- Use common roadmaps and release plans to align efforts.

Conclusion: To Combine or Not to Combine? — A Strategic Decision

Ultimately, whether all Scrum teams’ increments should be combined into a single, cohesive product increment
depends on various factors:

- Product architecture: Modular systems favor incremental, component-based releases, while tightly
integrated products benefit from synchronized increments.
- Business needs: Continuous delivery of a fully integrated product may be paramount for user experience,
compliance, or competitive advantage.
- Team maturity and practices: Well-established teams with mature CI/CD pipelines are better equipped to
produce integrated increments regularly.
- Scaling framework adopted: Frameworks like Nexus or LeSS explicitly promote integrated increments, while
others may allow for staged or component-based deliveries.

In summary:

- For most complex, customer-facing products, integrating all team increments into a single, potentially
shippable product at the end of each Sprint is ideal to ensure cohesion, quality, and agility.
- However, practical constraints and architectural considerations may necessitate more flexible approaches,
such as staged integrations or component-based releases.

By thoughtfully balancing integration frequency, technical practices, and organizational coordination,
organizations can harness the full benefits of multiple Scrum teams working synergistically on a unified
product.

---

Final thoughts: Effective scaling of Scrum requires disciplined planning, transparent communication, and a
shared commitment to quality. Whether all increments are combined or managed separately, the goal remains the
same: delivering maximum value to users while maintaining a sustainable, collaborative development
environment.
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