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Key Agile team roles

In each Agile team, there are several important Agile team roles. It will vary

according to the size of your team and the complexity of your project.

However, at a minimum, you need two team roles.

Value Facilitator

ScrumMaster

l
N P Anal
nalysis
Steward ' y
Kanban Master
Iteration Manager

Here is a full list of the Agile team roles: team Faciltator

'm_.ﬂ The Delivery
Team

/ - \ Testing
Architecture
Tech Lead
Team Lead

Generalizing

Specialists
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Key Agile team roles

Synchronize tasks priorities
Tech Lead I ! « e C.R.L.

Set tasks priorities
Coordinate tests
Report customer tickets

Set tasks priorities
Coordinate dev discussions
Help dev l

Everyone can
communicate
with everyone

Dev Test
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1. Product owner

Product Owner: Sole person responsible for the product

- Creates the Decision maker
\product vision

Refines the
backlog

Follows Scrum
process
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Sets the product e ]: n
roadmap @
Plans releases @

Attends Scrum meetings
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Responsibilities of a Product Owner =
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2. Developer

3. Scrum master ¥ .
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4. Team Leader

ok

Team Lead
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Project
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Responsibilities of a Team Lead
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5. Stakeholders Types of Stakeholders

Customers

Employees &

e
Owners pees

F

Investors &5
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Editor Integrator Vi Client A

e —= A
din AT r “ <+ Suggest / Decide
Client N .
Prvey ~i - o > m

; <+—p Share (build perspective)

Managoe " Business

. Busine 4——p Teach
Users

9 — - : s ol
- & — " e " > p! > View
R&D \ Solution 7/ 4 Secondary fic
B T 7 / A N econdary fow of
Architect Ty Y 4 / \, >¢ y ow

| L& N ./ information
Solution : )
Architect .

S Project Success _—
—_— ==
-

¢ &
Team b Independent ? Integrator
Lead !n] Tester ’

Independent Independent
Tester Tester

March 12, 2025 23CAE718 - AGILE SOFTWARE DEVELOPMENT




h AGILE - ROLES

Stakehaolder

Team Architecture /
. Member Owner ,”
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Primary Roles

Specialist Independent  Domain Technical  Integrator
Tester Expert Expen

Secondary Roles

The roles of Disciplined Agile Delivery (DAD)
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1. Product owner

Product owners manage the product roadmap and prioritize the backlog. They

also define the product vision and manage stakeholders. They have the authority
to make key decisions and in particular, are responsible for making sure the team
is working on the right items. It is helpful for the product owner to be able to
communicate effectively with stakeholders.

The Product owner should be able to understand what customers want and
make adjustments accordingly. They can liaise between engineering and
business teams, and they can offer insights to marketing and sales teams about

the product if needed.
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2. Developer

An Agile team consists of more than one developer, but these are the next
essential role after the product owner. Developers will build your product, and
they are responsible for programming, testing, and debugging the product.

3. Scrum master

Scrum masters facilitate scrums — the Agile framework that focuses on time-

boxed iterations called sprints. Scrum masters act as coaches to the rest of the
team.

They facilitate daily stand-up meetings and oversee sprint planning meetings
where they help to keep the team focused and prevent scope creep. They
manage sprint reviews and gather feedback, and they also remove roadblocks

that could hamper the team’s productivity.
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4. Team leader

Where the scrum master is a role specific to scrum, the team leader is a role in an Agile team
using Kanban methodology.

Team leaders are there to ensure that the team is following the Agile process, while also facilitating
effective communication within the team.

Discover the top Kanban tools here.

5. Stakeholders

Stakeholders are anyone internal or external to an organization who has an interest in the project
being worked on. Internal stakeholders work for the organization developing the product and can
include employees and managers — all the same up to senior leaders. External stakeholders tend to
include customers, suppliers, partners, and investors.

Stakeholders count as part of the broader Agile team because they provide input on how the product
should develop. They can also help to decide how to deal with any issues that arise during

development.
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6. Integrator

Integrators are responsible for larger projects with multiple separate teams and sections,
and therefore for integrating these different aspects into a cohesive whole. This Agile
team role is usually only needed in larger teams developing complex systems, or where

multiple teams are working together on a larger project.

7. Independent testers and auditors

This is another Agile team role that is largely optional and usually only needed on
complex projects. Independent testers and auditors are there to catch any mistakes the
Agile team has made before delivering the project to a client, much as an editor at a
magazine checks articles before sending them to be published.

When integrators and independent testers are both involved in complex projects, they
collaborate closely on testing. This helps to function as a kind of quality assurance to

prevent mistakes and errors from slipping through and reaching the client or customer.
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8. Technical and domain experts

These are often brought into a team on an ad-hoc basis to help overcome specific
challenges. They advise on technical decisions to ensure a project is technically coherent
and meets the appropriate standards.

They will manage the technical aspects of a solution and approve it before deployment.
They are also likely to have the final say on any differences between members of the Agile

team when it comes to technology.

9. Architects

Architects may be needed to ensure a solution works within the context of an enterprise
structure. They do not set the architectural direction of a project but they facilitate
architectural decision-making and planning. There can be multiple architects in a single

sub-team, depending on the complexity of the project.
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Agile team roles matrix

Product owner
Developer
Stakeholder

Scrum master

Team leader

Tester

Architect

Technical and domain
expert

Dev Ops

UX designer

March 12, 2025

Agile team roles

Manage product roadmap and prioritize the backlog.
Works on prioritized work by the product owner in the sprint.

Identify customer needs and feedback to the product owner during the
course of the project.

Remove obstacles to team progress, including scope creep, and support
team.

Remove obstacles to team progress.

Work with product owners to define acceptance criteria and check for
mistakes before sending the product to the client.

Maintain the agreed-upon structure of the product and ensure that it
meets the requirements.

Advise on technical and technological decisions in line with the agreed
project scope.

Work on version control, testing, security, integration, and deployment.

Work with the product owner to come up with designs for the product.
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Product Owner

Team Lead/

Scrum Master

Development Stakeboldire Additional roles
members as needed

Agile Team Roles
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The key responsibilities of a Product Owner include:
*Scrum backlog management
*Release management

*Stakeholder management

Team lead/Scrum master

Facilitating the daily Scrum and Sprint initiatives

Communicating between team members about evolving requirements and planning
*Coaching team members on delivering results

*Handling administrative tasks such as conducting meetings, facilitating collaboration, and
eliminating hurdles affecting project progress

*Shielding team members from external interferences and distractions
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Team lead/Scrum master

*The role is also responsible to manage external coordination with the organization and
the Product Owner to ensure effective implementation of the Scrum framework. The
responsibilities may include:

*Implementing changes

*Coordinating between stakeholders to find necessary resources

*Helping Product Owners optimize the backlog planning for optimum performance
*The role of a Scrum Master is focused on attributes such as transparency across the
Scrum Team, self-organization, commitment, respect and most importantly, following an

empirical process to identify the best approach for product development.
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Development team members

*Product designer
*Writer

*Programmer

*Tester

*UX specialist
Stakeholders

*The end user of the product
*Business executives
*Production support staff
*Investors

*External auditors

*Scrum team members from associated projects and teams
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Additional roles for larger Scrum projects

Technical and domain experts with the knowledge of technology as well as a
wide variety of stakeholder requirements or expectations.

An independent testing and audit team may join the Scrum team members and
work throughout the product development lifecycle.

An Integrator may be required among large teams that work on independent
but closely coordinated subsystems for a project. The responsibility for the
Integrator would include integration of the subsystems as well as testing that
may be performed by external testing teams.

An Architect Owner may be required for architectural envisioning, planning and

decision making.
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