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Scrum is useful for projects in which a more elaborate process would be overkill or 
where requirements are changing rapidly. Instead of a formal requirements document, 
three simpler documents are used: A product vision statement, a set of use cases, and a 
Product Backlog. The content of all of these documents is obtained from the customer. 
 
Product Vision Statement 
The product vision contains the information to enable the customer to verify that you 
understand the product's context and scope. It is informal and should include motivation 
and ultimate intent. 
  
The key parts of the vision statement that you should include are the following: 
 
• Motivation / Opportunity: Why are you building this product; that is, what is the 

problem being solved? Why not buy something off-the-shelf or use an existing 
open-source product? What is it that will set your product apart from others in the 
marketplace? Besides a text description, this section typically contains the 
following two tables: 
 

Problem Statement 
The problem of  a one liner stating the problem you are trying to solve 
affects  who is this a problem for? 
the impact of which is why is it a problem? 

a successful solution would be  what would a solution to the problem look like (software, hardware, improved 
business process)? 

Product Position Statement 
For who are target users 
Who what job are the users doing? 
Our System what is your envisioned system (all SW, HW/SW, all HW, etc) 
That short concept of how your system works 
Unlike short list of similar systems already in marketplace 
Our Product what makes your product different? 

 
• Users: Who will be the users of your application? What do they want to do with your 

application? What computer experience or other expectations do they have? 
• Feature List: What features must the product provide? 
• Constraints: What factors constrain the solution to the problem. For example, product 

must use open-source libraries, must use .Net, must use mysql, etc. Are there cost 
and pricing constraints, installation and licensing limitations, dependencies on 
hardware etc. 
 

For iterative development processes, like Scrum, the Product Vision is a living document 
that gets modified as the product evolves. For the first iteration, you should have enough 



of the vision completed so that you and the customer can agree on what is being built, 
why it is being built and who is going to be using it. The Feature List forms the basis of 
the tasks listed in your Product Backlog. 
 
Use Cases 
Use Cases are used to specify how external actors (human or other systems) will interact 
with your system. You can derive use case from the Feature List of the Vision Statement. 
For each iteration, the use cases for that iteration will be detailed. 
  
The key parts of a use case are the following: 
• Identification:  A short text description of the use case and a number that allows you 

to uniquely identify the use case. If use cases are decomposed, then you should 
use a dot number scheme to relate similar use cases together. For instance, if Use 
Case 3 is decomposed, it would into 3.1, 3.2 etc. 

• Primary Actor: This identifies the primary external actor that would interact with the 
system using this use case. 

• Stakeholders and Interests: This lists all the stakeholders that are impacted by this 
use case and what their interest in the use case is. This information helps you put 
the use case into perspective, so that when you design the system, it will meet the 
goals and concerns of the organization. 

• Preconditions:  What has to be true before this use case can occur? Usually this 
references another use case that must have been accomplished before this use case 
can be performed. 

• Postconditions: What is true after this use case is completed? How has the state of the 
system (as seen by the user) changed? 

• Main Success Scenario: This is the interaction between the user and the system 
enumerated as a series of actions ordered by time. This scenario assumes that 
everything operates normally. The language should always be in terms of the user 
and not in terms of the implementation. 

• Extensions and Alternative Flows:  Here is where we account for things going wrong 
during the scenario. These are usually keyed to the steps in the Main Success 
Sceanario that they relate to. 

• Open Issues: As you are writing the use cases, you may run into a situation where you 
are unsure how to handle something, or how something should be done. This 
section is a record of questions so that they can be clarified when you review the 
use cases with your customer. 
 

When your project starts, you should try to identify as many use cases as possible. They 
will generally be related to the Feature List in the Vision and to the Product Backlog. For 
each iteration, you will add details to the use case. In this way, you are not doing all the 
use cases up front, but as they are needed by the project. 
 
Use cases should be verified by the customer and updated as requirements change and as 
the product becomes better understood. 
 
Avoid implementation language in the use case. Do not say: Users clicks the send button, 



instead say: User sends document, or User indicates to system that document should be 
sent. This allows the designers more freedom in picking the best method of 
accomplishing that instead of forcing them to use a button. 
  
Main Success scenario typically bounces back and forth between User does something, 
System does something. Remember that the use cases specify What the system has to do, 
not how it will do it. 
 
Product Backlog 
The Product Backlog is described in a separate project planning document. 
  
  
  


