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Dear ALEAS Board user,

you asked, we listened: The new version of ALEAS Board includes a completely new feature, a pen tool 
with a pen and marker. We hope you‘ll enjoy the new feature and it‘ll make your meetings and work-
shops even more efficient. On top of that we have added a story point feature and improved and opti-
mized existing tools. 

So, what exactly is new?

# added

• Pen Tool: New feature for writing, drawing and sketching. Includes pens and markers with different 
colors and stroke widths ― ideal for digitalizing your workshops, brainstorming sessions  
and retrospectives.

• Story Points: Story points can be added to sticky notes including Jira Hot-Sync ― which makes it 
really easy to integrate resource planning into your projects.   

• New Templates: We have added a variety of new free templates to the Template Manager ― create 
boards for new use cases in seconds! 

# improved

• Description Editor: Sticky text is now shown in the editor title bar ― so everyone knows which 
sticky is being edited, which is especially useful in team meetings.

• Multifactor authentication (MFA) for ALEAS Board host version ― adds another layer of data 
protection to ALEAS Board.

• Template Management: You can now copy and paste existing templates as well as files from your 
device directly to the board and add local files directly to the board with drag & drop (board admin 
only) ― create new boards even faster and share files with your team through ALEAS Board. 

• And many more small improvements.

For detailed information on all tools and features have a look at aleasboard.com. 

As always we appreciate your ideas, suggestions and feedback! 
You can contact us at support@aleas.li. 

All the best,
the team at ALEAS

WHAT IS NEW?
ALEAS BOARD RELEASE #2022-01
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• With the new pen tool you can add written text and freehand drawings to the board, annotate 
boards and highlight important elements – which is especially useful when working with ALEAS 
Board in a meeting or workshop.

• The pen tool can be used with the mouse or any type of pen (e.g. Apple Pencil, Surface Pen) on a 
tablet or touchscreen. You can switch between pen and marker with just one click.

• Drawings can be moved, scaled or deleted in the same way as a template.  

• Changing between different colors and stroke widths is possible with just a few clicks. 

• The Lasso tool is very helpful for selecting hand-drawn elements on the board.

• The last used pens and markers in your „pencil case“ will be saved across all boards. 

PEN TOOL
ALEAS BOARD RELEASE #2022-01
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• Story points are the latest addition to our IntelliSticky, making it easy to introduce a new agile met-
hod to your projects and improve your resource planning process. 

• Story points can be added to sticky notes (numbers from 0 – 999) with a right mouse click. The 
pre-defined values correspond to the Scrum Planning Poker, but the Story Points feature can of 
course just as well be used for resource planning or effort estimation (as days, hours or minutes). 

• Story points are implemented as a part of the Jira Hot-Sync (both directions).

• Story points are also included in the Info Bar, so you can see at a glance the number of story points 
for a whole board, per team member, per Sprint etc.  

STORY POINTS
ALEAS BOARD RELEASE #2022-01
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DON’TS
� Do not start shaping and defining the project before project scope and 

requirements are understood and agreed on.
� Don’t plan too detailed – stick to the save enough to try (start) approach!
� Not only plan the deliverables in the Sprint. Risks and opportunities are essential 

elements of the project which need to be managed / addressed.
� Do not just plan as individuals. Plan as a team – discuss, argue and finally agree 

collaboratively to a plan.

PROCESS/AGENDA

I) PRE-MEETING / PREPARATION
POT:
� Kickoff workshop definition in pre -Kickoff done. 

Project contents defined and shaped for Kickoff 
(POT meeting held).

PL:
� Workshop preparation done (agenda, board 

template with key dates and Gantt chart, SP -0 
contract proposal exists, team preparation mail 
sent including pre -readings) 

II) MEETING
Agile Coach: 
Agile hybrid training (optional)
� Participants understand the agile hybrid project 

management concepts and methods.
� If required conduct ALEAS Board training or 

refresher. 
PL/POT: 
Project and requirements clarification

� Project Why (purpose) and What (scope) as 
well as key requirements and main deliverables 
(MVP) are clear and agreed upon.

� Where are we (current state of the project) is 
clarified.

All: 
Shaping and defining the agile hybrid project
� Populate Risk and Opportunity Radar and agree 

on actions to be taken.
� Identify key milestones and critical path based 

on Gantt Chart. 
� Derive Masterplan using the collaborative 

planning approach based on project inputs.
� Agree on Sprint 0 Contract based on Sprint 

Contract proposal, Masterplan and Risks & 
Opportunities identified and define Sprint 0 plan

� Clarify dynamic team setup and Sprint logistics 
� Conduct first Team Voting

III) POST-MEETING
Scrum Master: 
� Send out meeting invitations for Sprint 0 (Daily 

Scrums, weekly Extended Scrums, POT 
Meeting and next Sprint Planning Meeting)

DO’S
� Assure efficient Kickoff workshop by conducting pre -Kickoff with POT.
� Have POT scope the project properly for effective workshop (MVP defined, 

customers identified, Plan B for shall requirements available, stakeholder and 
customer involvement clear, project sensitives clarified).

� Customize agile hybrid training based on team know -how. Define individual 
training sessions if useful and more efficient due to huge know -how differences.

� Provide a Gantt chart for most efficient Masterplan preparation.
� Plan in epochs (getting rougher from epoch to epoch) to minimize planning and 

especially re -planning effort.
� Involve stakeholders to generate a common understanding of the project and the 

agile hybrid project management approach used.

KICKOFF WORKSHOP SUMMARY
FACTS
Purpose: Project is clear, all are on the same page and team is trained and ready to start Sprint 0.
Output: Common project understanding (scope, requirements, …). Trained team. Prepared board 
including Masterplan, Sprint 0 plan, Risks & Opportunities Radar, …
Owner: Agile Coach
Attendees: POT, Team, Stakeholder, Agile Coach
Duration: 1-2 days
Meeting: Right before start of Sprint 0

KICKOFF WORKSHOP
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SCRUM MEETING SUMMARY
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PROCESS/AGENDA

I) PRE-MEETING / PREPARATION
� Scrum Master: Make sure everything works 

before the meeting (Microsoft Teams, ALEAS 
Board)

� All: Prepare for the meeting (check your 
sticky notes, add backlog items to the backlog 
column)

II) MEETING
� All: Sprint Status Update

Answer the following three questions and 
discuss topics which are relevant to the team:

1) What have I finished since the last Scrum / 
Extended Scrum meeting according to our 
Sprint Plan?

2) What do I plan to do until the next Scrum / 
Extended Scrum meeting according to our 
Sprint Plan?

3) Any impediments / hurdles from my side putting 
the Sprint plan on risk?

� Check Backlog
New items in the Backlog: Decide what needs to 
be addressed in the Sprint and what can wait 
until the next Sprint Meeting.

� Check After Scrum Topics 
Anything do discuss in detail from the current 
Scrum Meeting? 
Any leftovers from the last Scrum Meeting?

� Check Contract / Board (once per week with 
extended team)

� Voting (once per week with extended team)

III) POST-MEETING / AFTER SCRUM
� To discuss individual topics, only relevant to 

some team members

IV) BETWEEN THE MEETINGS (All)
� Getting things done – make sure you finish your 

tasks on time.
� Add new stickies to the Backlog or Sprint 

Collector (grey background color) and only 
move them to the specific section (Info, 
Decision, …) after being discussed in the “After 
Scrum” Meeting.

DO’S
� The one with the most “burring” topics starts vs. from top to down in the Sprint 

Plan.
� Focus on the 3 questions – if nothing is new or critical, just continue with the 

next team member. 
� Stop discussions on details. Use After Scrum for these discussions if required at 

all.
� Do not comment on all stickies.
� Each team member sets the states of the stickies in the Sprint Plan by 

themselves.
� Decide which stickies to add to the Sprint and which to leave in the Backlog for 

the next Sprint Meeting (Planning).
� Process After Scrum and delete respective stickies after discussion. Perhaps 

you must add some activities outside of this discussion to the Backlog.
� Stay focused, time keeping.
� Listen actively.
� Timeboxing = the meeting ends after 15 min.
� Stand during the meeting (= Stand -up Meeting).
� Challenge and support each other and have fun & joy.

FACTS
Purpose: “Getting things done” and achieve the Sprint goals
Output: Updated Sprint status, decisions and actions to achieve the Sprint goals
Owner: Scrum Master
Attendees : Core Team / Extended Team – once per week in Extended Scrum
Duration: Max. 15 min timeboxed for Scrum Meeting (+ 15 min for „After Scrum“)
Meeting: At least 2x per week (1 Scrum + 1 Extended Scrum)
Mindset : Self regulating, standing, collaborative team effort, everybody can attend (open meeting)

(EXTENDED) 
SCRUM

MEETINGS

DON’TS
� Don’t let one person lead the Scrum Meeting. Scrum Master / Project Lead 

should not be “moderating” or setting sticky states for the team members.
� Don’t wait for late team members.
� Do not move Stickies – they stay where they are also if they are late.
� Do not fall into a ”tracking modus” – make sure issues get addressed and not 

just reported.
� Don’t change the Masterplan ( � Sprint Meeting).
� Don’t change Risks (� Sprint Meeting).
� Don’t tick off activities too quickly, done means done � 95% finished is not 

done.
� No micromanagement.

PROCESS/AGENDA

I) PRE-MEETING / PREPARATION
All:
� Prepared Backlog for next Sprint available 

(ref. Backlog Refinement)
� Masterplan for next quarter / epoch exists

II) MEETING
All: 
Review of current Sprint Board
� How did we perform? Can we derive a Lessons 

Learned focus from the current Sprint?
� Which achievements will be presented and by 

whom?
� Are changes to the Masterplan required? Is the 

critical path still OK?
Define Sprint Contract Proposal
� What is the working product for the next Sprint? 

(MUST in the next Sprint)
� Can we accelerate something?
� Define critical deliverable for team members 

(e.g. tooling – release, …)

Clarify Dependencies
� Clarify dependencies to other teams.
Risk & Opportunity focus
� Do we want to focus the next Sprint on a certain 

risk attack or a certain opportunity?
Lessons Learned focus
� What do we want to focus our Lessons Learned 

on?
Define Sprint Planning Meeting agenda
� Define timing, define who should join the 

planning session.
� Should an event be planned, or some goodies 

be prepared?

III) POST-MEETING
Scrum Master: 
� Send out preparation e -mail to assure maximum 

efficiency of the Sprint Meeting. 
� Invite additional team members and 

stakeholders for Sprint Meeting if required 
based on Sprint Contract proposal or 
achievements to be presented.

� Prepare Board

DO’S
� Challenge the team but stay realistic.
� Clear Definition of Done (DoD)! 
� Make sure the POT views the result “only” as proposal for the team. The final 

Sprint Contract will be available after the Sprint Meeting.
� Clarify invitees for Sprint Meeting.
� Define room set -up and event.
� Clarify dependencies (on a high level).
� Identify resource issues, if foreseeable, and decide if team leader and/or 

sponsor is present, otherwise assure decision before the Sprint Planning 
Meeting.

� Invite POT Meetings in advance together with Sprint Meetings.
� Define Sprint Focus (Lessons Learned, Risk,…) if required.

FACTS
Purpose: Efficient Sprint Meeting and effective Sprint
Output: Sprint Contract Proposal and Sprint Meeting Agenda
Owner: Scrum Master
Attendees: Product Owner Team (POT), Team Leader and/or Sponsor (optional)
Duration: 1-1,5h
Meeting: minimum once per Sprint, approx. 1 week before Sprint Meeting

DON’TS
� Don’t add to many deliverables to the Sprint Contract (stay focused).
� Don’t add (extremely) detailed deliverables to the Sprint Contract (stay on high 

level = visibility for the whole but not for the tiny!)
� Don’t forget about Lessons Learned and Risk Attack focus.
� Don’t dive into detailed discussion and clarification of deliverables. Have the 

deliverables in a “ready state” (= prepared backlog).

POT MEETING
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POT MEETING SUMMARY

PROCESS/AGENDA

I) PRE-MEETING / PREPARATION
All:
� Prepare (define your tasks for the next 

Sprint/add stickies to Backlog)
� (optional) Pre -fill the “Next Sprint” section
Scrum Master:
� Make sure everything works before the meeting 

(Microsoft Teams, ALEAS Board)
POT:
� Prepare Sprint Contract proposal

II) MEETING (All) 
Last Scrum Meeting (ref. Scrum Meeting)
Risk / Opportunity Review
� Discuss new risks and opportunities, review 

risks and opportunities (eventually based on risk 
focus set by POT). Define activities to reduce 
risks and/or leverage from opportunities.

Lessons Learned
� Perform Lessons Learned (LL) based on LL 

focus set by POT or as defined for project status 
by standard sequence.

Achievement Presentation
� Present and discuss achievements of last Sprint 

to stakeholders. In addition, present key KPIs of 
last Sprint and give an outlook on the focus of 
the next Sprint to stakeholders.

Review Sprint Contract & Sprint Planning
� Generate a common understanding of the Sprint 

Contract proposed by POT.
� Collaborative planning = team members define 

deliverables for the next Sprint, discuss 
dependencies between team members and 
required deliverables from other team members.

Sprint Team Review & Contract Definition
� Review and agree on the Sprint plan and “sign -

off” the Sprint Contract with the team.
Sprint Logistics & Team Voting
� If required adjust team configuration, Scrum and 

Extended Scrum Meeting cadence and timing.
� Perform Team Voting.

III) POST-MEETING
Scrum Master: 
� If required change Scrum Meeting and 

Extended Scrum Meeting invitations.

DO’S
� Make sure sticky notes are precise with a clear Definition of Done (DoD).
� Add only sticky notes to the Sprint Plan, which 

1) are relevant and important to the Sprint Plan,
2) are relevant to share with the team,
3) have strong dependencies on other team activities.

� Talk to others if you need support, have dependencies on someone, can‘t fulfill 
your tasks on time etc.

� Make sure the Backlog and the relevant time period in the Masterplan are empty 
at the end of the planning session. 

� Take a look at the next epoch (3 – 4 months) during the planning. Which tasks 
need to be planned now to achieve future deliverables?

� Make sure risks and critical deliverables get addressed as early as possible and 
plan them as early as possible in the current Sprint. 

FACTS
Purpose: Review and update of the Masterplan and collaborative planning of the next Sprint
Output: Committed Sprint Contract, Sprint Plan, common team understanding of Sprint 
Owner: Scrum Master
Attendees: Extended Project Team, additional members defined in POT (specialists, team leaders, 
management)
Duration: 2 – 4 h (strongly depending on preparation)
Meeting: every 2 – 6 weeks (periodic meetings at equal intervals)

DON’TS
� Don‘t use the Sprint Plan to show how busy you are!
� Don‘t add sticky notes for other team members without talking to them first.
� Don‘t forget that the review part is only a review and sanity check of the Sprint 

Plan.

SPRINT MEETINGSPRINT MEETING SUMMARY
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NEW TEMPLATES
ALEAS BOARD RELEASE #2022-01

We have added a variety of new templates to the Template Manager, which are available for all ALEAS 
Board users. Most of the new templates can be edited using the integrated Template Editor.  
 
The new templates include for example: 

Each participant adds at least one element (one sticky for each element) to each column in respect to the last Sprint.
In the last column you can propose action steps to improve the next Sprint (be as precise as possible).

WAS GREAT COULD BE BETTER IMPROVEMENT ACTIONS

LESSONS LEARNED Date

STARFISH DIAGRAM

LESS OF MORE OF

START DOING

KEEP DOING

STOP DOING

Participants write their thoughts and ideas on sticky notes and add them to the five different segments.
After clustering stickies that capture similar ideas, vote on which suggestions to try.

TRACKER

DEEP DIVE

High Prio

Medium Prio

Low Prio

History

KUDOS

New

History

QUESTIONS

New

History

SUCCESSES

New

History

NEWS

New

History

DECISIONS

New

History

NOTATIONS

New

History

STAGILE® MINI Sprint Goals

Fast Lane Fast Lane Fast Lane Fast Lane

Projects Projects Projects Projects

Strategy Strategy Strategy Strategy

Team/Resources Team/Resources Team/Resources Team/Resources

Other Other Other Other

Other Other Other Other

NEW BACKLOG DONENEXT WEEKTHIS WEEK

KANBAN MEETING
Date

10

20

30

40

50

60

130

140

150

160

170

180

70

80

90

100

110

120

Goals

DEEP DIVE MEETING
Date

10

20

30

40

50

60

130

140

150

160

170

180

70

80

90

100

110

120

Goals

TEAM EVALUATION Date

1 20 4 6 7 8 9 103 5
good very good best

What do we need to get to 10 points?
What do we need to continue?
What do we need to intensify?
What do we need to cut back on?
What do we need to start doing?
What do we need to stop doing?

worst very poor poor below average average above averagesignificantly
below average

significantly
above average

1 20 4 6 7 8 9 103 5
good very good best

What do we need to get to 10 points?

worst very poor poor below average average above averagesignificantly
below average

significantly
above average

What do we need to continue?
What do we need to intensify?

What do we need to do less of?
What do we need to do more of?

What do we need to start doing?
What do we need to stop doing?

1 20 4 6 7 8 9 103 5
good very good best

What do we need to get to 10 points?
What do we need to continue?
What do we need to intensify?
What do we need to cut back on?
What do we need to start doing?
What do we need to stop doing?

worst very poor poor below average average above averagesignificantly
below average

significantly
above average

1 20 4 6 7 8 9 103 5
good very good best

What do we need to get to 10 points?

worst very poor poor below average average above averagesignificantly
below average

significantly
above average

What do we need to continue?
What do we need to intensify?

What do we need to do less of?
What do we need to do more of?

What do we need to start doing?
What do we need to stop doing?

1 20 4 6 7 8 9 103 5
good very good best

What do we need to get to 10 points?
What do we need to continue?
What do we need to intensify?
What do we need to cut back on?
What do we need to start doing?
What do we need to stop doing?

worst very poor poor below average average above averagesignificantly
below average

significantly
above average

1 20 4 6 7 8 9 103 5
good very good best

What do we need to get to 10 points?

worst very poor poor below average average above averagesignificantly
below average

significantly
above average

What do we need to continue?
What do we need to intensify?

What do we need to do less of?
What do we need to do more of?

What do we need to start doing?
What do we need to stop doing?

PATH TO NIRVANA

one common definition. Step 2: Participants add sticky notes describing steps towards reaching the nirvana and place them on the timeline.
Group similar ideas and define action items.

Step 1: Break the team into groups of 3-4 people. Each group describes the nirvana in a short sentence. Based on the group work create.
Source: funretrospectives.com

PLANNED VS. SUCCESS
SUCCESS

PL
AN

N
ED

U
N

PLAN
N

ED

FAILURE

successes and failures. Each participant adds their sticky notes to the four quadrants: planned and successful, unintended and successful,
planned but failed, and failed and not planned. Discuss as a group to find out what worked well and define areas for improvement.

Sometimes highly planned things go wrong, whereas previously unconsidered things go unexpectedly well. This retrospective helps to analyze

WHERE ARE WE? Date

Above Expectations Ok
WELL DONE WORKING

Below Expectations
MINOR GAPS

Far below Expectations for further Improvement
MAJOR GAPS ACTIONS

Step 1: Define the criteria in the first column and write them on a sticky. Step 2: Each team member rates each line/criteria.
Step 3: If a team member set a sticky in a "Gap" column, an action should be proposed ("Actions" column) to bring the item at least to "Working".

RETROSPECTIVES

STAGILE® MINI & STAGILE® GUIDES



© ALEAS AG 2022 - 6 -

SMALL IMPROVEMENTS
ALEAS BOARD RELEASE #2022-01

The description title now includes the 
sticky text, so it‘s easy to see which sticky 
is being edited (especially helpful when 
working in presentation mode).

The ALEAS Board host version now 
supports Multifactor authentication (MFA). 
The System Admin can enable MFA for the 
entire organization. Users have to provide 
additional identity verification through the 
Microsoft Authenticator app when signing 
in, which adds another layer of protection 
to their data. 

STICKY: DESCRIPTION EDITOR

ALEAS HOST VERSION: MFA SUPPORT
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SMALL IMPROVEMENTS
ALEAS BOARD RELEASE #2022-01

Easy Upload: Board Admins can now add files directly to a board with copy & paste or drag & drop. 
That means you can for example paste screenshots directly to the board. Existing templates on the 
board can be duplicated with copy & paste.

One click switch has been implemented for the Tool Bar. That means even faster switching between 
tools (e.g. create a sticky directly from template mode, jump directly from pen mode to template 
mode, etc.).

TEMPLATE MANAGEMENT

TOOL BAR: ONE CLICK SWITCH


