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Who is Ron Quartel?

• Writing software since my teens (Apple II)

• Agilist since 2002 - eXtreme Programming (XP)

• Dev, Dev manager, consultant, entrepreneur, TPM, 
agile coach, technical coach, pre-sales engineer, 
trainer, presenter

• Tweeter, Blogger, Code Crafter, Pioneer, 
Entrepreneur

• Founder of Fluid Scaling Technology (FAST Agile)



Who is Paige Watson?

Three Truths and A Lie about Paige Watson

• When a 5000+ line BASIC file failed to render a picture of 
Farah Faucet, he decided to give up programming forever.

• In 2000, Paige heard about XP development and asked a 
co-worker to try pairing with him, only to be laughed at.

• Paige left a lucrative career in the Adult Industry to teach 
the world to build better software.

• Paige is one of the only two people in the world to attain 
the extremely hard "Certified FAST Instructor" certification.

• Paige is currently a Technical Coach, Mentor and runs the 
Seattle Code Crafters meetup.



Who else do 
we have 
here today?
Developers, PMs, Scrum 
Masters, POs, Managers, 
other…



Our Hope: 
by the end 
of this 
session…

• Product Managers have a new tool

• Developers have a new tool

• Everyone understands complex vs 
complicated

• Everyone has experienced Discovery 
Mapping in an exercise

• Every can see the power and benefits 
these tools can bring

• Everyone really likes Ron and Paige –
and want to stay in touch with us





Why – Why do we need new 
ways of visualizing work?
What problems are we trying to solve?



How we 
think of 

work



Whilst we think of work in tree 
structures with n dimensions, 

Let’s look at 1 dimensional work representation…

Yet whilst we think of work in 
tree structures (with n 
dimensions), we represent work 
in 1 – few dimensions only



Scrum taught us to represent and think of work in 
one dimension – the prioritized backlog…



Kanban is a 
series of one-
dimensional 
representations 
of work



In current agile modeling, once work is 
broken down, we store and think of the 

work in linear models of one or few 
dimensions



ALM Tooling is complicated…
“can’t see the wood/forest for the trees”



Confusion 
around agile 
naming 
conventions 
doesn’t help…



ALM tools can result in the tail 
wagging the dog – when the way we 

think, and work is dictated by the tool



Problems to fix:

• Scrum and Kanban represent work single 
dimensions

• ALM tooling represents work in a very 
complicated way

• ALM tooling can dictate your process

• Agile naming is confusing and inconsistent for 
work items



What we need is a better way to 
represent complexity…
But first – let’s make sure we all understand complex vs complicated…



Complex vs Complicated
Cynefin Model



Cynefin Model (Dave Snowden)

e.g.  a + b = c

e.g.



• Non-causal
• Non-deterministic
• Might no be reducible
• Emergent & responsive
• Pattern is predictable but 

exact outcome isn’t

Examples:
Human Body, Weather

• Causal - Cause and effect is known
• Deterministic (same as above)
• Reducible
• Completely defined
• Finite dimensions
• Predictable

Examples:
Car Engine, Tax Code



Let’s Play Complex 
vs Complicated















Belousov-Zhabotinsky Reaction





Chladni Plate

























Complexity – see words like:
• Self-Organization
• Adaptation
• Emergence
• Networks



Software 
Development

Product Discovery



Summary – Complex vs Complicated

Complex
Not exactly predictable yet Ordered

Complicated
Exactly predictable and Ordered



What – what is the solution?
How can we represent complexity?



We need a way to represent complex work



Representing 
Complexity

With Product Maps and Discovery Trees



What - Thinking Big:
Product Mapping
Thinking Big – A tool for Product Managers to visualize the big picture so that the 
entire tribe has a context of where we are going and the context of the work items. 
Show progress, releases, and can be used for forecasting completion.



We started with a 
Story Map – but 
then found 
limitations/issues…



Story Mapping 
Limitations and 
Issues

- work items were splintering so that it 
was hard to represent on a single board

- it was hard to keep up with the speed 
as the tribe grew



Our Story Map 
Evolved into a  
Product Map :
We kept only high-
level items here



Summary of Benefits of Product Map

• Builds on story mapping

• View of the product from a Product Manager’s POV

• Gives the broader and bigger picture of what we are building

• Gives context to work

• Can view quickly where we are at

• Can be used for quick forecasting
(especially if done with wisdom of the crowds forecasting method)

• Can map out releases



What – Working Small:
Discovery Trees
Discovery Trees are mostly for devs: aid breakdown, understand work, track work, 
report on progress, forecast completion (optional), and maintaining context.



Top-level item
Epic, OKR, Bet, Initiative, Feature
i.e. Larger Work Item



Example 
Discovery 
Tree : 
Delivery

Root node is a larger goal







This is why it is called a Discovery Tree…



The tree can grow to n x n dimensions
and is not restricted by common agile conventions for defining work…



The tool gives you freedom to manage whatever meta-data you want,
including color coding.





The tree can accordion down if you want.

Particularly seful if you are using a physical board
e.g., post it notes on a flipchart.





https://www.industriallogic.com/blog/discovery-trees/

Attribution



Example 
Discovery 
Tree : 
Discovery









Let’s Start Work!



Finished Work Item New Work Items



Summary of Benefits – Discovery Trees

• Enables emergence

• Encourages Lean with Just enough, Just in time

• All work items have context

• Not stuck in agile naming conventions

• Shows progress at a glance

• Can be used for rapid forecasting

• Supports rich meta data and linking back to more detail when needed

• Enabler for dynamic reteaming

• Can represent both discovery and delivery work – together or separate



Visualizing Complexity



Just 
Enough



A tree structure makes it 
easy to communicate the 

big picture while also 
diving into the details 

when needed. 

Teresa Torres



Thinking Big
While Working Small

thinking Big while working Small =

Product Mapping (big) +
Discovery Trees (small)

Came from FAST Agile(Fluid Scaling Technology for Agile)



Discovery Work vs Delivery Work

Discovery Work Item Examples

• Direct customer interactions

• Customer labs

• A/B testing

• Getting out of the office

• Analyzing results

• Making decisions

• Testing assumptions

Delivery Work Item Examples

• Design / Architect

• Engineering

• Testing quality

• Testing functionality

• Deployment/delivery

• Monitoring, inc. Synthetic

• Stress/load/defect testing



Discovery 
Trees 

Discovery and delivery 
work can both be 
represented – and 
happening at the same 
time in the same tree!



Real World Examples
Of Discovery Trees









Attributions to Quinn Gil - https://quinngil.com/2020/02/03/feature-mapping/



Attributions to Quinn Gil - https://quinngil.com/2020/02/03/feature-mapping/



Retrospective
What did you learn?



Discovery

Delivery

Discovery feeds delivery,
and delivery feeds discovery. 

They aren’t two distinct 
phases. You can’t have one 

without the other.
- Teresa Torres



Benefits, Summary, Closing
Summary of Benefits
Tooling
Similar Concepts
Finding Out More - References
Staying in Touch - Links





Summary of Benefits

Tool for PM and Devs
Supports Dynamic 

Reteaming (and FAST 
Agile)

Lightweight
Highly adaptive –

supports new 
discoveries

Discovery and Delivery 
supporting (not just 

Delivery)

All the information one 
needs can be found at a 

glance

Work items always have 
context

A tool to aid in splitting 
down work

Supports lightweight 
forecasting

Visibility into what is 
started, not started, 
done, blocked etc.

Supports any amount of 
meta information 
needed (colors, 
markings etc.)

Maintains the complex 
nature of work (to n 

dimension)

Bypasses the confusion 
that agile industry have 
made around naming 
conventions of work 

items

Helps with flow

Supports and 
encourages “Just 

enough and Just In 
Time” view of work, and 
breaking down of work

Simple Easy to use Map of Maps

Enabler for Self-
organization

Enabler for Thinking Big 
while Working Small

Information Radiator
No need for velocity or 

story pointing
Acceptance criteria only 

when useful/needed

Can see the wood from 
the trees (solves ALM 

tooling issues)



Tooling
Are there tools available?



What Tools are 
Available?

• Mind mapping tools

• Miro, Mural, others of this ilk

• If the number of dimensions you 
need matches the number made 
available by your ALM tool, you 
can use that

• Post it notes



Similar Concepts
Opportunity Mapping (Teresa Torres)
The Mikado Method







Find Out More
Where to go from here for more information



Resources to find out more

Untangling Confusion with a Discovery Tree ~ Jon Reid
https://www.youtube.com/watch?v=dt7JVmpw-DE&t=1300s

Discovery Trees - A Simple and Natural Way of Story Creation, Project 
Tracking and Shared Ownership ~ Quinn Gil

https://quinngil.com/2020/02/03/feature-mapping/

Working With Discovery Trees ~ Steve Kuo

https://www.industriallogic.com/blog/discovery-trees/

https://www.youtube.com/watch?v=dt7JVmpw-DE&t=1300s
https://quinngil.com/2020/02/03/feature-mapping/
https://www.industriallogic.com/blog/discovery-trees/


References and Resources

The Mikado Method
by Olla Ellnestan

and Daniel Brolund

Continuous Discovery 
Habits

by Teresa Torres

FAST Agile
by Ron Quartel

https://fluid.scaling.tech





FAST is the First Purely Complex Agile Method!



Staying in Touch
Ron and Paige want to stay in touch with you



Stay in touch

Ron Quartel
LinkedIn –
https://linkedin.com/rquartel

Twitter –
@ronquartel
@fstagile

Blog –
https://medium.com/@ronquartel

Paige Watson
LinkedIn –
https://www.linkedin.com/in/paige-watson-
b817564/

Twitter –
@paigeisxp


