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Company overview

Together we’re making an impact

2,000 employees 
with the shared goal 

of improving treatment 
for patients

1 home
with our company 
headquarters in 

Munich, Germany

25 locations 

across Europe, Asia, 
Australia, North and 

South America

35 years
of shaping the 

healthcare system
of the future

~ 7,000
systems installed 
in 120 countries 

worldwide

23,000,000
patients and counting 

have been treated using 
our technology

1 in Tokyo!



History of innovation at Brainlab

We push the boundaries of medtech

Brainlab has been at the forefront of digital surgery innovation for 35 years



Clinical segments 

Our open healthcare ecosystem

ENT surgery

Functional 
neurosurgery

Cranial surgery

Orthopedic surgery
Sports medicine

Vascular surgery

CMF surgery

Spinal surgery
Oncology | Clinical oncology  
Neuro oncology | Radiotherapy

Radiosurgery



Checking the news these days might give 
the impression that we all just need to work 
more.

We should work more!

Economics 101



How did we arrive at this realization?

More work

How could your organization have arrived at this realization?

Challenge: Increase Productivity

Usual options:

1. Provide teams with [better, faster, more] tools (physical capital)

2. Invest in teams through [education, training, upskilling] (human capital)

3. Invest in innovation for [production methods, workflows, minimizing waste] (technological advancement)

Disclaimer:

This is an unrealistic & 
exaggerated example for 

presentation purposes only.

“We buy copilot licenses!”

“We don’t have budget because we
did buy copilot licenses!”

This will be the main topic of this talk!



RadiosurgerySpine surgeryFunctional neurosurgeryCranial surgery



Example from another context

Developing Brainlab Solutions

Marcello Casal Jr/Agência Brasil, CC BY 3.0 BR, via Wikimedia Commons

71 :

How many people can say what 
is shown in this picture?

https://creativecommons.org/licenses/by/3.0/br/deed.en
https://creativecommons.org/licenses/by/3.0/br/deed.en


Medical Device Context

Developing Brainlab Solutions

How many people can say what 
is shown in this picture?



Julia

Before we start…

Together We

This was and still is a team effort!

Rebecca Thomas Max

Ben Merle



About Structure

Developing Brainlab Solutions

Product Manager

Product Owner
Product 

Development! 1
2
3

1
2
3

1
2
3

1
2
3



What about the requirements?

Misconceptions About The Backlog

https://agile-in-medtech.works/2025/02/19/dont-put-it-in-the-backlog/



Developing Products that are also Medical Devices

Dependencies & The Stack

RadiosurgerySpine surgery

Functional 
neurosurgeryCranial surgery

Common Stack for all Products!



One Backlog To Prioritize Them All!

Creating The Company Backlog

List for
Department A

List for
Project X

List for
Department B

List for
Component 1

Electronic Backlog Tool

2

1

3
…

Electronic Backlog Tool

merge



Where Are My Products?

Creating The Company Backlog

R&D Roadmap

Company Backlog

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item  

Backlog Item 

Backlog Item 

Backlog Item 
P

ri
o
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ty

Portfolio A

Portfolio B

Portfolio C

Active Filter 

for Portfolio C!



Improvements

Creating The Company Backlog

• The Company Backlogs makes 
development topics (and their 
priority) visible to everyone

• It’s from the customer perspective 
and emphasizes the outcome

• Avoids multi-topic tasking and can 
help to reduce WIP 

• Backlog focuses on outcomes, teams 
can actually decide (as late as 
possible/necessary)

• (Product) strategy has an impact on 
priority & decisions

• Technical decisions become easier, 
because we can see what comes next

• Teams know where they are 
contributing on product level

• Medical Device work is better 
aligned, because we know 
what/when to release

• Enabling of collaboration → I can 
not interrupt you, because we are 
working on the same thing!



What do we need?

Creating The Roadmap

Portfolio A Portfolio B Portfolio C

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item  

Backlog Item 

Backlog Item 

Backlog Item 
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Release Order

123…

Current WorkNext WorkFuture Work



Culture Catalysts

Company Backlog Observations

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item  

Backlog Item 

Backlog Item 

Backlog Item 
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“How do we even 
prioritize the roadmap 

together?”

“What makes an item 
on the roadmap 

important?”

“Do we have a strategy 
on that?”

“Do we have a strategy 
on that?”

“Who do we need to 
talk to for this item?”

“How can we work 
on this part without 
breaking anything?”

“How do we know we 
are done?”

“How do we 
document this?”



Team Structure

Company Backlog Observations

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item  

Backlog Item 

Backlog Item 

Backlog Item 
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Everything is 
WIP!



Capabilities

Company Backlog Observations

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item 

Backlog Item  
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= developer with main skill A = missing skill D

We can’t finish 
the items!



brainlab.com
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