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Xtreme 
T-Shaping

For Scrum Teams



T-shaping (cross-skilling) is 
broadening your skills so you 
can tackle a wider range of 
tasks. In an agile team this 

enables a better understanding 
for the purpose and improves 
end-to-end collaboration.

What is T-shaping?

Cross-functional teams 
swarm around a sprint 
backlog with less 
friction.
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The Mini Sprint
Choose one story for the team 
to focus on across a few 
days. We recommend to do a 
3-day mini sprint. Find a 
spacious area where 
you can easily 
collaborate.



You must 
either be 
working on a 
task that’s not 
your usual role 
or you may be 
teaching someone 
who wants 
to work on 
something which 
you normally do.

You only have one crucial rule 
for this mini sprint.

You cannot do any 
work on your own job 

at any point.



Kick off the first day with 
an icebreaker, then go into 

refinement and sprint planning. 
Start the sprint and have the 
team begin swarming in pairs 
around the highest priority 
tasks; one person is doing/

learning & the other is 
observing/teaching.



You can have multiple standups 
throughout the mini sprint to 

review the backlog 
and progress. 

Whenever a task 
is done, ask 

your team to 
re-group and 
re-distribute 

themselves.
Don’t 
worry if 
too many 
story points 
are set for 
the sprint. 
The goal is 
T-shaping. 
If you have 
a minimum 
viable product 
at the end, 
that’s a bonus.



Ask the team to demo the 
tasks completed, and have 
the Product Owner inspect 

the final product.
It’s ok if there 
are incomplete 

tasks that 
you’ll need to 

follow up on in 
future sprints. 

Remember, 
the goal is 
T-shaping.

The Review

On reviewing points 
done, you might be 
surprised to find the 
velocity has increased, 
in spite of the obvious 
T-shaping handicap.



Have a team member design 
a retrospective and 

another one to facilitate.
The powerful feedback 

you can expect:

The Retrospective



Xtreme T-shaping can give your 
team revelational learnings.

Learnings

Focusing on one epic eliminates 
the waste caused by context 
switching, enables more direct 
and frequent communication, 
reduces stress and 
increases team morale 
as the team has clear 
vision, direction and 
purpose.



To read more about 
Xtreme T-Shaping In 
Scrum Teams, visit

 agileavengershub.com

https://agileavengershub.com/blog/teams/xtreme-t-shaping-scrum-teams/

