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This article briefly discusses the creation of knowledge in Scrum and the importance of the
environment that enables knowledge creation and cross-pollination, the ba. The term ba is
originated from the Japanese and can be translated as pl/ace. The SECI model, as described by
Takeuchi and Nonaka defines a dynamic process in which explicit and tacit knowledge are
exchanged and transformed [1]. During this process, Nonaka and Konno point out four types of
ba that support and enable the creation of knowledge [2].

As Sutherland and Schwaber describe, the Scrum Team interacts in an iterative manner [3].
According to Sutherland et al., in order to obtain the most out of Scrum, the team must attain
to certain constraints [4] [5]. These constraints lead to hyperproductive teams and the
stabilization of the environment where the team works. This environment is the Scrum Team’s
ba. Nonaka and Konno assert that the creation of the ba is the company’s responsibility [2].
The company must create the ba and ensure their continuous transformation.

During the Scrum process we can identify (e.g. during a Sprint) the SECI knowledge creation
process. For each of the steps in the SECI Model, we have a specific ba that is specifically
suited to each of the four knowledge conversion steps [2]. The ScrumMaster plays a key role to
obtain the four ba to facilitate the Scrum process for the team and foster the creation of
project knowledge and knowledge cross-pollination.

SECI Model and Knowledge Creation

Takeuchi and Nonaka suggest a model for knowledge creation called the SECI Model [1]. In this
model, the spiral path to construct new knowledge presents four steps in the knowledge
conversion process:

1. Socialization: where tacit knowledge between individuals is exchanged.
2. Externalization: tacit knowledge is converted to explicit knowledge.
3. Combination: explicit knowledge is converted into more complex explicit knowledge.

4. Internalization: when internalized by some individuals, explicit knowledge becomes
tacit again.

The Four Types of Ba

Nonaka and Konno describe four types of ba that suit each of the steps in the SECI Model. The
four types of ba are [2]:

1. Originating ba is the place where individuals share feelings, emotions, and
experiences. It is the primary ba from which the process of knowledge creation begins
and represents the Socialization step of the SECI Model.



2. Interacting ba is the place where tacit knowledge is made explicit, so it represents the
Externalization step. In this ba through dialogue, individual’s mental models and skills
are converted into common terms and concepts.

3. Cyber ba consists of a place of interaction between individuals in a virtual world
through the use of IT tools. This ba represents the Combination step.

4. Exercising ba supports the Internalization step. This place facilitates the conversion of
explicit knowledge to tacit knowledge.

Scrum and the SECI Model

In Scrum we can easily identify that all steps of the model are present. Socialization and
Combination happen constantly, especially during the Daily Scrum. The dynamics created by
Scrum and the aim of cross-functionality that teams are always looking forward to achieve is
crucial to these two model steps. The technical part of the Scrum Review is also a source for
both steps. Dr. Jeff Sutherland suggests the adoption of Pair Programming to achieve
excellence levels while adopting Scrum [4]. This technique is a fertile ground for Socialization
and Combination.

Now let’s consider Externalization. It is up to the team to decide what is going to be
documented and what is not. It may also happen that the ScrumMaster has the task to
prepare documents in accordance to some process in the company where the project is
undertaken.

Internalization and Combination are crucial to cross-functional teams. After acquiring
knowledge during a Sprint and Scrum ceremonies, an individual creates and/or appends new
knowledge to his or her pre-existent set of knowledge. Ultimately the result of the team’s
internalization process is the development of the product.

Summary

It is up to the organization to create and transform the Scrum Team’s ba. As the servant leader
for the team [3], the ScrumMaster must facilitate the knowledge creation process and
maintain these ba in order to maintain the flow of knowledge. The team nurtures the ba while
it acquires experience and develops its interrelationship. The Originating and Cyber ba are
strongly related to the Scrum Team’s location, i.e., their workplace. The Cyber ba can be
extended to geographically separated teams as Scrum benefits can be obtained in such
environments [6] [7].
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