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For inspiration, motivation, and expert tips that will keep you being Agile, visit the Artisan 
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Iconology 

 

Icon Definition 

 A proposition that states the principles and underlying logic 
behind Artisan’s approach. It is a context-neutral business truth 
that transcends boundaries of industry and geography. The 
briefcase is a reminder that insights are completely transferable to 
your organization. 

 A common business practice that detracts from achieving 
exceptional leadership. 

 Tips, gleaned from the insights, that can be used to build and 
sustain your agile culture. 

 Personal reflections on the insights, ideas, and illustrations 
discussed in the course. 

 Extended time to reflect and adapt the insights to your 
organization. You will discover and use tools for applying new 
ideas and potential solutions to your organization. 
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Introduction 

Congratulations on taking a really important step on your way to joining the next generation of 
leaders – a Scrum Master.  You are about to begin the first step on your training to become 
your company’s creator of effective, high-performing product development teams. YOU are the 
one that will help ensure that your organization is set up to support the team. YOU are the one 
who will ensure that the BEST product that can be built, WILL be built.  

This class is called the Certified Scrum Master (CSM) training. The certification was created in 
2003 by the Scrum Alliance to recognize those individuals who had taken an additional step 
beyond simply learning about the Scrum framework to learn the skills that make the Scrum 
Master an indispensable part of the 21st century business. 

Class Rules 

The following ground rules will be enforced during the program: 

1. Eliminate all other distractions – phones, emails, etc. Stay focused on the instructor and 
other students. In a remote setting, your video camera must be on and you should be in 
frame nearly 100% of the time (except for breaks, of course). This rule is in place to 
ensure that 1) everyone respects everyone else’s time, 2) that you receive the full 
benefit of the program, and 3) that you pass the CSM exam.  Artisan’s guarantee that 
you will pass the test doesn’t apply to students who frequently leave the classroom, 
physically or virtually (how frequently is “too much” is left to the instructor to decide on 
a case-by-case basis). 

2. Ask questions. The class works best when we make it more of a discussion, rather than 
two days of lecture. Information retention and understanding is also improved. If you 
have a question, ask it. Jump in or raise your hand (physically or virtually), which makes 
you more comfortable, when you have a question. 

3. Come back from breaks on time. We will take breaks (10 to 15 minutes breaks every 90 
minutes as well as a 30 to 45-minute lunch break). A timer will be onscreen during this 
time. Please return by the time the timer hits zero. 

4. Do not hold side conversations. Be respectful to the other students by not holding side 
conversations when either the instructor or another student is talking. If in a remote 
session, you can mute your session until you have a question or need to participate in a 
discussion. 

5. Do not be negatively argumentative. Be respectful to the other students by not being 
negatively argumentative about the materials or thoughts being presented. The class is 
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meant to inform, not convince. If you don’t agree with someone, you are encouraged to 
discuss your viewpoint (within the context of the course) as an alternative 
consideration, but do not engage in putting others down to strengthen your viewpoint.  

6. Participate in all quizzes throughout the course of the program. They are NOT graded, 
nor are they directly associated with the CSM exam (i.e., the questions don’t count 
toward your correct answers count). They are built and timed within this material to 
improve your information retention and understand and support your ability to take the 
CSM exam at the end of the program. 

The Path to Certified Scrum Professional – Scrum Master (CSP-SM)1 

Those of us who have been involved in Scrum and Agile Development for many years see the 
Scrum Master role not as an interesting side note in an Agile framework, but as a career 
pursuit. Think of it, how many roles in this world are defined with the sole purpose of helping 
others be successful? It’s a calling, and the CSM, A-CSM, and CSP-SM certifications are 
significant achievements of your expertise in that calling. 

Getting to the CSP-SM isn’t easy. You’re taking the first step: the CSM certification.  

The path to CSP-SM looks like this:  

 

If you are planning to follow the typical progression toward CSP-SM, you’re already a Scrum 
Master and plan to be one, at least for the foreseeable future. In about a year, you’ll want to 
start thinking about the Advanced Certified Scrum Master and then finally the Certified Scrum 
Professional – Scrum Master (CSP-SM). The progression to CSP-SM is demanding and the most 

                                                        

1 The Certified Scrum Professional – Scrum Master is a registered mark of the Scrum Alliance, Inc. 

CSM Advanced CSM 
Certified Scrum 

Professional - Scrum 
Master
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significant demand is that you really should be performing the role of Scrum Master to make it 
possible for you to achieve both the A-CSM and the CSP-SM certifications.  

What You Should Expect in the Program  

The training experience is focused on lecture and exercises. You will be required to take part in 
exercises that will simulate real situations and ask you to respond, sometimes as a developer, 
and often as a Scrum Master. 
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Scrum 

Agile Software Development 

Agile Development is a direct result of the increasingly complex world in which we live. In a very 
short period, computer power and computer usage has increased at an accelerating rate. 

From the age of the vacuum-
tube-based computer (1943) to 
the transistor-based computer 
(1955) to integrated digital 
circuits (1960) to today, computer 
power has increased by a factor 
of 1024. At the same time, the 
number of computers on the 
planet have gone from 10 to 2 
billion (as of 2014) though most 
of the computers were purchased 
following the introduction of the 
IBM PC.  

The First Age of Computing  

The first age of computing ran from approximately 1900 through 1980. There were very few 
computers in use and very few programmers. The 
computers were called names like Colossus, Eniac, 
and Univac. Later computers were introduced by 
companies like IBM and had names like System 360, 
System 370, PDP-VAX. Applications were limited to 
financial programs and mathematical modelling. 
Toward the end of this period, you see games like 
Atari and the Commodore/64 computer. 

The Second Age of Computing 

The second age of computing began in 1980 and 
continues today. It was kicked off with the 
introduction of the IBM Personal Computer and the 
internet. These two innovations caused the sales of 
computers and computer applications to skyrocket. 
As a result, there was a tremendous demand for programmers. Quality decreased while costs 
increased as the software development techniques of the 1950s-1960s did not allow 
developers to keep up in the 1990s. New techniques were experimented with that incorporated 

Table 1: The Colossus Computer in Operation 

Increasing
• Computers
• Applications
• Programmers
• Cost
• Overhead

Decreasing
• Quality
• Value
• Safety
• Satisfaction
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incremental and iterative development techniques along with lots of customer interaction with 
during the late 1980s and 1990s. Agile Development formed out of these experiments and, in 
2001, was introduced to the world. 

The Agile Manifesto2 and the Values of Agile Development 

We are uncovering better ways of developing software by doing it and helping others to do it. 
Through this work we have come to value: 

 

Individuals and Interactions over Processes and Tools 

Working Software over Comprehensive Documentation 

Customer Collaboration over Contract Negotiation 

Responding to Change over Following a Plan 
 

The Principles Behind the Agile Manifesto3 

1. Our highest priority is to satisfy the customer through early and continuous delivery of 
valuable software. 

2. Welcome changing requirements, even late in development. Agile processes harness 
change for the customer's competitive advantage. 

3. Deliver working software frequently, from a couple of weeks to a couple of months, 
with a preference to the shorter timescale. 

4. Businesspeople and developers must work together daily throughout the project. 

5. Build projects around motivated individuals. Give them the environment and support 
they need and trust them to get the job done. 

6. The most efficient and effective method of conveying information to and within a 
development team is face-to-face conversation. 

7. Working software is the primary measure of progress. 

                                                        

2 (Beck, et al., 2001) 

3 (Beck, et al., 2001) 
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8. Agile processes promote sustainable development. The sponsors, developers, and users 
should be able to maintain a constant pace indefinitely. 

9. Continuous attention to technical excellence and good design enhances agility. 

10. Simplicity--the art of maximizing the amount of work not done--is essential. 

11. The best architectures, requirements, and designs emerge from self-organizing teams. 

12. At regular intervals, the team reflects on how to become more effective, then tunes and 
adjusts its behavior accordingly. 

Scrum 

Scrum was created by Jeff Sutherland at Easel Corporation, Princeton, in 1992. Over the next 
three years, with the help of his team at Easel as well as Ken Schwaber, Scrum was codified and 
released to the world in 2002 with in Agile Software Development with Scrum by Ken Schwaber 
and Mike Beedle. Scrum is a framework within which people can address complex adaptive 
problems, while productively and creatively delivering products of the highest possible value. 

The fundamental framework of Scrum is straight-forward. There are three roles (Product 
Owners, ScrumMasters, and Developers), three artifacts (Product Backlog, Sprint Backlog, and 
Product), and five events (Sprints, Sprint Planning, Daily Scrum, Sprint Review, and Sprint 
Retrospective). 

Agile Values in the Scrum Framework 

As a framework supporting Agile Development, the values and principles of Agile Development 
have strongly influenced the definition and the Scrum framework. 

Agile Value Scrum 

Individuals and 
Interactions 

Cross-functional teams with a transcendent purpose and the 
empowerment to make decisions about building the product. 

Working Software Sprints end with a shippable (production quality) product and 
Sprint Reviews focus on validating that progress. 

Customer Collaboration Customers and stakeholders are encouraged to work directly with 
Scrum teams rather than relying on documentation as a guide. 
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Agile Value Scrum 

Responding to Change The content and order of the Product Backlog (the list of work to 
be done on the product) can be modified at any time (with the 
exception that the content of an active Sprint is not affected).  

Agile Principles in the Scrum Framework 

Agile Principle Scrum 

Our highest priority is to satisfy the 
customer through early and continuous 
delivery of valuable software. 

Short sprints and a Product Backlog ordered by 
value help to ensure high value first and 
potentially frequent demos for the customer. 

Welcome changing requirements, even 
late in development. Agile processes 
harness change for the customer's 
competitive advantage. 

The content and order of the Product Backlog 
(the list of work to be done on the product) can 
be modified at any time (with the exception that 
the content of an active Sprint is not affected).  

Deliver working software frequently, from 
a couple of weeks to a couple of months, 
with a preference to the shorter 
timescale. 

The longest Sprint duration in Scrum is one 
calendar month, well within the shorter timescale 
preference recommended by the Agile principles. 

Businesspeople and developers must 
work together daily throughout the 
project. 

Scrum invites stakeholders to engage directly 
with the Scrum team through the Product Owner 
or the Developers. 

Build projects around motivated 
individuals. Give them the environment 
and support they need and trust them to 
get the job done. 

Scrum teams choose the best way to accomplish 
their work. They are formed as a cross-functional 
and self-organizing entity and expected to do 
what is necessary to accomplish their goals. 

The most efficient and effective method 
of conveying information to and within a 
development team is face-to-face 
conversation. 

Scrum team members are, preferably, full time 
and co-located. 

Working software is the primary measure 
of progress. 

Sprints end with working product. Work is gauged 
as complete when deliverable to the customer. 
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Agile Principle Scrum 

Agile processes promote sustainable 
development. The sponsors, developers, 
and users should be able to maintain a 
constant pace indefinitely. 

Scrum teams determine the extent of their 
commitment every Sprint. In general, it is 
considered best practice for the team to base 
their forecast for a Sprint on the result of the 
previous Sprint. 

Continuous attention to technical 
excellence and good design enhances 
agility. 

During the Sprint Retrospective, the Scrum team 
is encouraged to identify ways to improve their 
work processes, adapting DONEness, and team 
practices. 

Simplicity--the art of maximizing the 
amount of work not done--is essential. 

Scrum is a very simple framework with three 
roles, five events, and three artifacts. Teams are 
encouraged to experiment and improve. 

The best architectures, requirements, and 
designs emerge from self-organizing 
teams. 

Scrum teams begin work with Product Backlog 
Items that are not fully detailed and progressively 
elaborate the items in time to do the actual work. 

At regular intervals, the team reflects on 
how to become more effective, then 
tunes and adjusts its behavior 
accordingly. 

Scrum incorporates a Sprint Retrospective at the 
end of every Sprint during which the team reflects 
on their performance thus far. 

Quiz! 

1. Please complete the following questions: 

2. How does Scrum implement the Agile value of Customer Collaboration over 
Contract Negotiation (hint: you can find the Agile values and how Scrum 
implements them on page 6)? 

 

3. How is the principle of “Simplicity” exemplified in Scrum (hint: you can find the 
Agile principles and how Scrum implements them on page 7)? 
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4. How does Scrum implement the value of “responding to change over following a 
plan?” 

 

 

The Scrum Roles 

In completing the work of the Sprint, the Scrum roles work together. The Product Owner helps 
the Developers understand the work to be completed and works with the Developers to resolve 
questions about product requirements. The Product Owner also optimizes the work that the 
Developers complete, usually by ordering the work based on business value. 

The Developers are self-managing, cross-functional, and accountable for the work they 
perform. The Developers decide how they turn Product Backlog Items into releasable 
functionality. The cross-functionality of the Developers is a key advantage for the team; it 
allows the Developers to view all Product Backlog Items from multiple important perspectives; 
this provides for 

• A better understanding of the problem 

• A better understanding of the solution, and 

• More effective estimation and, thus, predictability. 

Product Owner
•Owns the Product 
Backlog

•Optimizes the value 
of the work the 
developers perform

Scrum Master
•Promotes/Supports 
Scrum

•Servant leader of the 
team

Developers
•Owns the Sprint 
Backlog

•Build the product
•Organize and manage 
their own work

•Cross-functional
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The Developers are also self-managing, ensuring that the team decides how they want to do 
their work. This makes the team more accountable for the work that they perform – if they 
create the solution, they are most likely to make the solution work. 

The Scrum Artifacts 

The Product Backlog is an ordered list of everything that is known to be needed in the product. 
It is the single source of requirements for any changes to be made to the product. The Product 
Owner is responsible for the Product Backlog, including its content, availability, and ordering. 

A Product Backlog is never complete. The earliest development of it lays out the initially known 
and best-understood requirements. The Product Backlog evolves as the product and the 
environment in which it will be used evolves. The Product Backlog is dynamic; it constantly 
changes to identify what the product needs to be appropriate, competitive, and useful. If a 
product exists, its Product Backlog also exists. 

As a product is used and gains value, and the marketplace provides feedback, the Product 
Backlog becomes a larger and more exhaustive list. Requirements never stop changing, so the 
Product Backlog is a living artifact. Changes in business requirements, market conditions, or 
technology may cause changes in the Product Backlog. 

The Sprint Backlog is the set of Product Backlog items selected for the Sprint, plus a plan for 
delivering the product Increment and realizing the Sprint Goal. The Sprint Backlog is a forecast 
by the Developers about what functionality will be in the next Increment and the work needed 
to deliver that functionality into a "Done" Increment. 

The Sprint Backlog makes visible all the work that the Developers identify as necessary to meet 
the Sprint Goal. To ensure continuous improvement, it includes at least one high priority 
process improvement identified in the previous Retrospective meeting. 

The Sprint Backlog is a plan with enough detail that changes in progress can be understood in 
the Daily Scrum. The Developers modify the Sprint Backlog throughout the Sprint, and the 
Sprint Backlog emerges during the Sprint. This emergence occurs as the Developers work 
through the plan and learns more about the work needed to achieve the Sprint Goal. 

The Increment is the sum of all the Product Backlog items completed during a Sprint and the 
value of the increments of all previous Sprints. At the end of a Sprint, the new Increment must 

Product Backlog
• A list of everything 

that might need to 
be built

Sprint Backlog
• A list of everything 

planned for the 
current Sprint

Increment
• The working result of 

the current Sprint
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be "Done," which means it must be in useable condition and meet the Scrum Team’s definition 
of "Done". An increment is a body of inspectable, done work that supports empiricism at the 
end of the Sprint. The increment is a step toward a vision or goal. The increment must be in 
useable condition regardless of whether the Product Owner decides to release it. 

The Scrum Events 

Sprints begin with Sprint Planning, during which the Product Owner and the Developers 
discuss what each candidate Product Backlog Item means and whether it can be built in the 
current Sprint. The Developers make the final decision regarding the total content of the 
Sprint. The result of the Sprint Planning event is the Sprint Goal (discussed later) and the Sprint 
Backlog. 

During the ensuing Sprint, the Developers and the Scrum Master meet daily to discuss the 
condition of the Sprint. The Product Owner may join should they wish, but their involvement in 
the Daily Scrum is not mandated. 

At the close of the Sprint, the Scrum Team performs a Sprint Review during which the result of 
the Sprint is reviewed and discussed, and 
next steps are planned. Following the 
Sprint Review, the team conducts the 
Sprint Retrospective to evaluate the 
team’s performance during the Sprint 
and brainstorm ways to improve the 
team’s capabilities. 

Scrum is not a process, technique, or 
definitive method. Rather, it is a 
framework within which you can employ 
various processes and techniques. Scrum 
makes clear the relative efficacy of your 
product management and work 
techniques so that you can continuously 
improve the product, the team, and the 
working environment. 

 

Timeboxing 

All Scrum events are timeboxed. This means that they have an absolute maximum length at 
which they are ended. Timeboxes are normally established before the event begins and help to 
ensure that 

• An event stays focused on its goals  

Sprint

Sprint Planning

Daily Scrums

Sprint Review

Sprint 
Retrospective
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• An appropriate amount of time is spent in each activity 

• Wasting of time is mitigated due to the hard stop at the end of the event. 

Quiz! 

5. Please complete the following questions: 

1. Scrum is the most used agile framework in the world. What properties of Scrum 
most likely supports this outcome (i.e., why is it so popular)?  

 

2. Which Scrum event runs as a fixed timebox (cannot be lengthened or shortened) as 
compared to a maximum timebox (could be shortened if the event goal is met)? 

 

3. Why is it important that a Scrum team be self-managing? What would happen if 
they were given specific direction by a manager or other outside authority? 

 

4. ACME Corporation just launched five “Coding Teams” (teams that are coders only). 
What should be expected with regard to the quality of the resulting product? 

 

The Scrum Values 

There are five values that, when exemplified by the Scrum team, can result in a highly 
productive, extraordinarily capable team. The values are 
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Focus is probably the most difficult of all the values to create on a team. 
The average office worker is interrupted once every 3 to 5 minutes and 
getting back to work after some interruptions can cost an average of 
23.5 minutes!4 When creating an environment for teams, remember 
that once the Sprint begins, we avoid interrupting the team as much as 
possible.  

Empirical Process Control 

Imagine working at a fast-food restaurant and making a hamburger. You only have to do one 
part of the overall work: you put the wrapped hamburger into a bag. Someone else has already 

                                                        

4 (Mark, Gudith, & Klocke, 2008) 

Commitment
•Team members commit to completing the Sprint Goal mutually 
agreed to during Sprint Planning.

Courage
•Team members possess the courage to do and say what is right 
and attack the problems that need to be addressed.

Focus
•When team members work closely together and are not 
frequently interrupted, they enter a state of "flow" during 
which a significant amount of work can be completed.

Openness
•Team members and stakeholders both agree to be open about 
the work to be performed and the challenges (risks) involved in 
doing the work.

Respect
•Team members respect one another as capable, independent 
people. 
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toasted the bun. Another person cooked the burger patty. Someone else put it all together and 
wrapped it.  

You are participating in an assembly line 
which is a great example of a DEFINED 
WORKFLOW. A defined workflow is exactly 
what it sounds like. The workflow is strictly 
designed. Each step follows the next in a 
perfectly linear fashion. This allows for 
greater efficiency and quality because the 
hamburger is the SAME product over and 
repeatedly. There’s little to no variation (ok, 
one guy doesn’t want pickles).  

Imagine doing something like this with more complex work. Perhaps it is a custom product built 
for a single customer – for example, a customer software application or a policies and 
procedures manual for your company or even a sales team whose “product” is to generate 
sales for the company. Perhaps it’s something built for an entire market like a smartphone app, 
an internet appliance, or even both. 

Using a defined workflow means that we would take the exact same steps every time we did 
whatever it is our team does. But what if every time we did our work, it was different? For 
example, EVERY hamburger we made was different than the last one. What if every time we did 
our work, something unexpected changed or didn’t work the way it was supposed to? Every 
time we cooked the burger patty it had to be done differently. Could you use a defined 
workflow now? Remember, defined workflows work because NOTHING ever changes all that 
much. 

Scrum uses an empirical workflow. This means that we do a little work and then we stop and 
reflect on what we accomplished. Some feedback is collected from stakeholders and customers 
and then we decide what we should work on next and get back to work. After a bit of time, we 
stop again and repeat the process. 

 

Step 1: 
Toast 
the bun

Step 2: 
Cook the 
patty

Step 3: 
Build the 
burger

Step 4: 
Wrap the 
burger

Step 5: 
Bag the 
burger



© Artisan Agility, CERTIFIED SCRUM MASTER, V34.06 
 15 

The basic flow looks like this: 

 

Scrum defines empiricism as requiring three actions (sometimes called “The Three Pillars”): 

 

All of this comes together in Scrum as a series of inspect-and-adapt feedback loops driven by 
the Scrum events: 

• Sprint Planning and Sprint Reviews inspect and adapt the PRODUCT 

• Sprint Retrospectives inspect and adapt the TEAM 

• Daily Scrum events inspect and adapt the SPRINT 

Determine 
next step

Execute

Inspect the 
Result

Adapt the 
Plan

Transparency
•the ability to see the work clearly at all times

Inspection
•the act of reviewing the transparent deliverable

Adaptation
•the act of modifying the work plan based on the results 

of the inspection
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Partial Implementation 

It is, unfortunately, very common for organizations to implement a “Scrum-like” or “Scrum-
hybrid.” This is usually an excuse for doing what the organization was doing before but calling 
it Agile anyway. It also always underlines an existing dysfunction in the organization that the 
organization has no desire to correct or, perhaps, attempt to correct. 

For example, 

• An organization plans everything in advance and simply uses the Sprint as a vehicle for 
telling the team what they have to do. The excuse is often that the product is too complex to 
be built incrementally and must be completely planned up front. The reality is that 
complexity is the REASON for incremental development. The more complex something is, 
the more likely we are to build it wrong and waste time.  

• A Scrum team decides to skip the daily Scrum because they just aren’t “getting any value out 
of it.” The reason for this is nearly always because the team members aren’t really working 
like a team. They have implemented Scrum but are continuing to be a waterfall group – task-
driven and everyone is working independently of everyone else. 

Don’t be fooled by Scrum-hybrid implementations. When we partially implement Scrum, we 
are likely not implementing the values of Agility – in this case, we must honestly ask ourselves if 
the change from waterfall to non-agility is really worth it. 

Keep in mind, all of the events in Scrum are part of a feedback loop (e.g., Sprint Planning and 
Sprint Review loop on the product). Eliminate any one of the events and you disable a loop 
meant to incrementally improve the product or the team. 

Likewise, the values of Scrum are VERY important and easily ignored. For example, when we 
decide that the team members with the testing skills are the ONLY team members allowed to 
test and, if the team doesn’t finish everything by the end of the Sprint, it was the TESTER’S 
fault, we are ignoring the values of commitment, respect, and trust. Under these conditions, 
you needn’t spend any effort attempting to improve your team’s productivity. You should 
consider yourself lucky if they simply maintain their current levels of productivity.  

Quiz! 

5. Please complete the following questions: 

1. How does a defined workflow differ from an empirical workflow? 
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5. Please complete the following questions: 

 

2. What are the Scrum values? 

 

3. What are Scrum’s 3 Pillars of Empiricism? 

 

4. How does Scrum exemplify the pillar of “transparency” regarding the product? 

 

5. Your team just decided NOT do to Sprint Retrospectives anymore. What is a likely 
cause for this decision and what is the most likely result of not holding regular 
Sprint Retrospectives? 

 

Class Project: Part One 

Throughout this class, we are going to run a class project to create a product using the concepts 
embedded in Agile Development and Scrum. Our product is described as follows: 
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Our customers (people who travel a lot), would like a simple document that provides the 
following information about 30 beautiful and interesting cities around the world: fascinating 
pictures that would make me WANT to go there, lists of things to do and see, currency and how 
it translates to USD, population of the country in which the city exists, language, tipping policies 
for taxi drivers, wait staff, bellhops) 

The product must  

• Be built in Google Docs so that the entire team can collaborate (location of document 
will be provided on a team-by-team basis during the training), 

• Be written in English (with proper grammar and punctuation),  

• Be decorated with pictures (but don’t just drop a whole bunch in the document without 
some text backing up what the picture is and why it’s important), 

• Use a consistent format throughout the document (e.g., how currency and translation to 
USD is represented, font style and color), and 

• Include a well-organized index, an attractive title page and a table of contents. 

A city description is NOT considered DONE if it does not provide all the elements discussed in 
the above backlog item. 

Build a list of items that the team would like to include in the document. The list might include 

• Title Page 

• Washington DC, USA 

• Sydney, Australia 

• Vancouver, BC, Canada 

• Etc. 
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Scrum Roles 

The Scrum Team 

The Scrum Team consists of  

• a Product Owner,  

• the Developers,  

• and a Scrum Master.  

Scrum Teams are  

• self-managing and  

• cross-functional.  

Self-managing teams choose how best to accomplish their work, rather than being directed by 
others outside the team.  

Cross-functional teams have all competencies needed to accomplish the work without 
depending on others not part of the team. The team model in Scrum is designed to optimize 
flexibility, creativity, and productivity. The Scrum Team has proven itself to be increasingly 
effective for any complex work. 

Scrum Teams deliver products iteratively and incrementally, maximizing opportunities for 
feedback. Incremental deliveries of "Done" product ensure a potentially useful version of 
working product is always available. 

Product Owner
•Owns the Product 

Backlog
•Optimizes the value of 

the work the 
Development Team 
performs

Scrum Master
•Promotes/Supports 

Scrum
•Servant leader of the 

team

Development Team
•Owns the Sprint Backlog
•Build the product
•Organize and manage 

their own work
•Cross-functional
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The Product Owner 

The Product Owner is responsible for maximizing the value of the product or service resulting 
from work of the Developers. In this context, “maximizing the value of the product or service” is 
about ensuring that the Developers can  

1. Build the greatest business value possible in the time budgeted, and  

2. Avoid wasting time in activities that do not add to the value of the product or service. 

How this is done may vary widely across organizations, Scrum Teams, and individuals. 

The Product Owner is the sole person responsible for managing the Product Backlog. This 
includes: 

• Develop and Communicate the Product Goal 

• Create and Communicate Product Backlog Items 

• Ordering the Product Backlog 

• Ensuring that the Product Backlog is Understood 

The Product Owner may do the above work or have the Developers do it. However, the Product 
Owner remains accountable. 

The Product Owner is one person, not a committee. The Product Owner may represent the 
desires of a committee in the Product Backlog, but those wanting to change a Product Backlog 
item’s priority must address the Product Owner. 
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The Developers 

The Developers are the people on the Scrum team that are committed to creating the 
Increment each Sprint. The skills needed on the team vary depending on the work being 
performed. 

Developers are accountable for the following: 

• Creating a plan for the Sprint, the Sprint Backlog; 

• Instilling quality by adhering to a Definition of Done; 

• Adapting their plan each day toward the Sprint Goal; and, 

• Holding each other accountable as professionals. 

Team Size 

The maximum number of Developers on a Scrum Team is ten. This is small enough to remain 
nimble and large enough to complete significant work within a Sprint. Too few team members 
decrease interaction and may encounter skill constraints during the Sprint, causing the team to 
be unable to deliver a potentially releasable increment. Having more than ten Developers 
requires too much coordination. Large teams generate too much complexity for an empirical 
process to be useful. The Product Owner and Scrum Master roles are not included in this count 
unless they are also building the work of the Sprint Backlog. 
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Quiz! 

6. Please complete the following questions: 

1. Which role is responsible for the ordering of the Product Backlog? 

 

2. Which role is responsible for the determining the value of a Product Backlog Item? 

 

3. Which role is responsible for determining the content of a Sprint? 

 

4. Which role decides when a product is ready for the customer? 

 

5. Which role is considered the servant leader of the Scrum team? 
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The Scrum Master 

The Scrum Master is accountable for establishing Scrum as defined in the Scrum 
Guide. They do this by helping everyone understand Scrum theory and practice, 
both within the Scrum Team and the organization. The Scrum Master is 
accountable for the Scrum Team's effectiveness. They do this by enabling the 
Scrum Team to improve its practices, within the Scrum framework. Scrum Masters 
are true leaders who serve the Scrum Team and the larger organization. 

The Scrum Master serves the Scrum Team in several ways, including: 

• Coaching the team members in self-management and cross-functionality; 

• Helping the Scrum Team focus on creating high-value Increments that meet 
the Definition of Done; 

• Causing the removal of impediments to the Scrum Team's progress; and, 

• Ensuring that all Scrum events take place and are positive, productive, and 
kept within the timebox. 

The Scrum Master serves the Product Owner in several ways, including: 

• Helping find techniques for effective Product Goal definition and Product 
Backlog management; 

• Helping the Scrum Team understand the need for clear and concise Product 
Backlog items; 

• Helping establish empirical product planning for a complex environment; 
and, 

• Facilitating stakeholder collaboration as requested or needed. 

The Scrum Master serves the organization in several ways, including: 

• Leading, training, and coaching the organization in its Scrum adoption; 

• Planning and advising Scrum implementations within the organization; 
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• Helping employees and stakeholders understand and enact an empirical 
approach for complex work; and, 

• Removing barriers between stakeholders and Scrum Teams. 
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Facilitation 

Imagine sitting in a team meeting and, throughout the meeting, the conversation wanders 
without the team ever coming to an understanding of the problem they want to solve much 
less a solution for the problem. It’s very likely you’ve experienced this. 

 In a recent survey of 182 senior managers in a range of industries: 65% 
said meetings keep them from completing their own work. 71% said 
meetings are unproductive and inefficient. 64% said meetings come at 
the expense of deep thinking. 62% said meetings miss opportunities to 
bring the team closer together.5 

Facilitation is about helping teams understand their common objectives and devising a common 
solution.  

Scrum Masters can provide simple but powerful facilitation by doing things like: 

• Design and plan how the Scrum team will complete a Scrum event. Different kinds of 
discussions call for different approaches. Decision making can be done in a variety of 
different manners. For example, a Scrum Master could design and plan the approach to 
Sprint Planning by recommending that the first part of Sprint Planning (when the 
Product Owner and the Developers discuss Product Backlog Items and make decisions 
about the content of the Sprint) be done through ten-minute Q&A sessions about each 
backlog item followed by an up or down vote to include in the Sprint. Any down votes 
result in another five-minute follow-up and another vote. Three failed votes and the 
team agrees that the backlog item isn’t ready for planning and moves on.  

                                                        

5 (Perlow, Hadley, & Eun, 2017) 
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• Manage Scrum events to the plan, modifying as needed. Not every plan works. A good 
facilitator updates and improves their planning, learning from experience and what the 
team prefers. This includes making sure that everyone is properly heard, that every idea 
gets appropriate consideration, and MOST IMPORTANTLY that the team OWN their 
decisions once those decisions have been made. 

Table 2: The Scrum Event Worksheet - you can find a printable copy of this worksheet in the Appendices section at the end of this 
handbook. 
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• Ensure that actions, once agreed upon, are carried out. Not by carrying them out 
himself, but by ensuring that the Developers members and even the Product Owner 
follow through on what they said they were going to do. 

• Support the decision-making process intentionally.  Teams that are properly formed 
have the skills they need to do the job, but they often lack the skills they need to make 
good, committed decisions. A good Scrum Master can help with decision-making: 

o Modified Borda – Everybody ranks their choices from least-favorite (which gets 1 
point) to most favorite (which gets a point value equal to the number of 
options). For example, when there are seven options to choose from, each team 
members ranks the options from 7 (most favorite) to 1 (least favorite). Add up 
the total scores for each option. The team doesn’t HAVE to go with the option 
with the most votes, but it certainly clarifies how everyone feels. 

o Multi-voting (using dot voting) – everybody gets several votes equal to half of 
the available options (for example, with ten options to choose from, everyone 
gets five votes). In round one, everyone votes and the options that finished in 
the top 40-50% move on to round two. Reduce everyone’s vote count to half of 
the remaining options and do it again. By round three, you should be able to 
eliminate all but the winner. Note: sometimes the “winner” is obvious in round 
one. Don’t keep doing voting rounds if the team is satisfied. The point of this 
exercise is to ensure that everyone feels that their option was heard, not 
necessarily agreed with. 

o Consensus decision – everyone gets an up/down vote. You can either go with the 
majority or the team could decide that a decision is so important that it can’t 
move forward without a “super-majority” (60-75%) agreement. 

Coaching 

Coaching is about helping to develop the skills and abilities of your Scrum team in order to help 
them improve their performance. The goal is always to help the coachee (the person being 
coached) to discover answers to problems for themselves. Coaching generally involves 
techniques like  

• Active Listening – be attentive, in-the-moment, and focused on what’s being said and 
why it’s being said. Allow for silences as the coaches gathers their thoughts and avoid 
“filling in the blanks” or trying to provide answers for the coachee. 

• Powerful Questions – ask question that make the coachee think. Consider questions like 
“what else could you do in that situation?” or “if you could do anything you wanted, 
what would it be?” or “what’s stopping you from moving forward?” This will help the 
coachee form their own opinions, find their own solutions, and take responsibility for 
their next actions. 
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Servant Leadership 

As defined by its creator, Robert K. Greenleaf, servant leadership is about being a “servant 
first.” You focus on the needs of others, especially your team, before you consider your own. 
You listen to other’s and appreciate their perspective. You provide the support they need to be 
successful. You involve them in decisions and build a sense of community within your team. 

An important point to remember – servant leadership is about focusing on people’s needs, not 
their feelings. Don’t avoid giving team members negative feedback when appropriate. 

A servant leader helps the team understand and remember their vision and their goals. In 
Scrum, that’s the role played by the ScrumMaster. The specific goals of the ScrumMaster, as a 
servant leader, are to help the team: 

• continuously improve 

• remain focused and avoid unnecessary interruption 

• make sure that the Scrum framework is used effectively, this means: 

o keeping an INTENSE focus on the Sprint goal, 

o ensuring RADICAL collaboration,  

o inciting a HUNGER to crush the work in front of them, and  

o creating a universal EXCITEMENT when anyone on the team succeeds. 

Attributes of a Servant Leader 

What specific things can you to that will make you a good servant leader? Here’s a list of ten: 

1. Listening – You’ll be a much more effective leader if you spend most of your time listening 
instead of talking. Give people your full attention and watch their body language when they 
speak. Avoid interrupting and provide feedback on what they say. 

2. Empathy – Try to understand not only what people are saying, but what their perspectives 
and intentions are. Very few people speak so clearly and completely that everything they 
want to communicate comes through clearly and verbally. Consider WHY they might be 
saying what they are saying. 
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3. Healing – As the Agile principle says, “Give [your team] the environment and support they 
need and trust them to get the job done.” Make sure your team has a healthful workspace6 
and is happy doing what they are doing. 

4. Self-Awareness – look at yourself, examine your own emotions and behavior, and consider 
how they affect your team. Make sure your behaviors align with your values. Ask for 
feedback on how well you are doing your job. 

5. Persuasion – use persuasion to encourage people to act. ScrumMasters have no authority, 
so this is your primary tool for getting things done. 

6. Conceptualization – keep looking to the big picture; remind your team of their vision and 
goals on a regular basis. Keep everyone focused, not just on the job, but on the destination. 

7. Foresight – use what you know and what you’ve experienced to predict what’s likely to 
happen soon. By understanding where your team is going, you can do a better job of 
helping them avoid mistakes. There are tools you can use to analyze the situation but 
remember to trust your experience and intuition. 

8. Stewardship – lead by example, make your actions match your values, and take 
responsibility for the actions and performance of your team (which might mean getting 
yelled at by a stakeholder or customer on behalf of your team). Always remember the 
Golden Rule: “Do to others what you would want them to do to you.”7 

9. Commitment – be committed to your team and the people on it. Make sure everyone has 
what they need not only to get the job done, but to advance their careers and their skills. 
Convince management to provide the training your team needs, or the time they need to 
learn, or the tools they need to get the job done more effectively. 

10. Build Community – give your team members a team to be proud of. This can be 
accomplished by allowing everyone to feel like they are a part of something greater than a 
team. Build a community. Organize social events (lunches, BBQs) and opportunities to talk 
about things other than work. 

                                                        

6 This implies that the workspace is clean and safe, that team member growth and development is being addressed, that individuals are 
recognized for their achievements, that team members are involved in decisions about the workspace, and that team members can deal with 
personal matters (like a phone call from their doctor) privately. 

7 Luke 6:31, King James Version  
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The Impediment Remover 

The Scrum Master is also expected to remove impediments on behalf on the Scrum Team. For 
clarity’s sake, let’s look at some examples8 of these impediments: 

• Illness of team members 

• Unforeseen and undesired changes in team composition 

• Issues with the tooling of the Developers 

• Scarcity of skills 

• Lots of technical debt 

• Problems with suppliers 

• Unavailability of the Product Owner 

• Undesired pressure from management 

• Conflict between team members 

• Lots of unimportant meetings the Developers must attend 

• Restrictions to the team environment 

• An indecisive Product Owner 

When dealing with the impediment, the Scrum Master should first decide if the impediment is 
really something that the Developers need to resolve on their own (e.g., “lots of technical 
debt”) as well as whether the impediment is in the way or has gone beyond the Scrum team’s 
ability to self-organize around it. 

Sometimes dealing with impediments is about going to someone who can help (e.g., 
management). Sometimes you must deal with the team members themselves (e.g., when 
there’s a conflict between two team members). 

Methods a ScrumMaster can use to address impediments include: 

                                                        

8 (Overeem, 2016) 
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• Use a Sprint Goal – A clear Sprint Goal is a useful instrument to determine if something 
is truly an impediment. If something prevents the team from achieving the Sprint Goal, 
then it is an impediment. 

• Understand the difference between 'blocks' and 'impediments' – A block affects only a 
single task, whereas an impediment acts like a parachute, slowing down overall 
progress. Quite often the Developers can fix 'blocks' themselves whereas impediments 
need to be fixed by the Scrum Master. 

• Improve transparency by using an 'Impediment Board' – This can be a simple flip-over 
where the impediments are visualized. You can also add the impediments to the existing 
Scrum task board. 

• Keep track of fixed impediments – This will provide great input for the Sprint Review 
and Sprint Retrospective. 

• Understand the organization’s culture – Understand how things get done in the 
organization. By choosing the right approach, difficult impediments can be tackled more 
easily. 

• Be brave and creative in removing impediments – Be prepared to ask for forgiveness 
afterwards when you need to take bold decisions to ensure the Developers’ 
productivity. 

• Collaborate with the Product Owner – Impediments will often be related to product 
management and collaboration with stakeholders and suppliers. The Product Owner is a 
key player in this area. 

 Can one person play multiple roles? Yes, and you may need to do so 
from time to time. However, be aware that switching between roles 
creates significant context switching, which means that any person 
switching between multiple roles is likely only 1/3 as productive as they 
might be playing a single role. So, do it only when you need to and trust 
that people playing a single role, when properly trained and coached, 
will always be more effective. 

How the Roles Interact 

When building the work of the Product Backlog, the roles on the Scrum teams interact in a 
variety of ways: 

The Product Owner provides interacts with and supports the Developers by 
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• Ensuring that the Product Goal, scope, and product domain are understood by 
everyone on the Scrum Team as well as possible by being the voice of the customer, 

• Answering questions about priority and requirement, 

• Prioritizing work, 

• Inspecting work and making suggestions, and 

• Determining when work is DONE and ready to deliver. 

The Developers interact with and supports the Product Owner by  

• Indicating how much work can be done during the Sprint, 

• Identifying solutions for building the work, 

• Determining WHICH solution and HOW the work will be done in the Sprint, 

• Advising when a tradeoff can be made that improves ROI, and 

• Providing working, potentially shippable product by the end of the Sprint. 

The Scrum Master interacts with and supports the Product Owner by 

• Ensuring that goals, scope, and product domain are understood by everyone on the 
Scrum Team as well as possible; 

• Finding techniques for effective Product Backlog management; 

• Helping the Scrum Team understand the need for clear and concise Product Backlog 
items; 

• Understanding product planning in an empirical environment; 

• Ensuring the Product Owner knows how to arrange the Product Backlog to maximize 
value; 

• Understanding and practicing agility; and, 

• Facilitating Scrum events as requested or needed. 

The Scrum Master interacts with and supports the Developers by 

• Coaching the Developers in self-management and cross-functionality; 

• Helping the Developers to create high-value products; 
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• Removing impediments to the Developers’ progress; and, 

• Facilitating Scrum events as requested or needed. 

The Scrum Master serves the organization in several ways, including: 

• Leading and coaching the organization in its Scrum adoption; 

• Planning Scrum implementations within the organization; 

• Helping employees and stakeholders understand and enact Scrum and empirical 
product development; 

• Causing change that increases the productivity of the Scrum Team; and, 

• Working with other Scrum Masters to increase the effectiveness of the application of 
Scrum in the organization. 

Quiz! 

6. Please complete the following questions: 

1. Which role is responsible for supporting the Scrum team through coaching and 
facilitation? 

 

2. The Scrum Master keeps talking about the vision for the product and why its so 
important for the team. Which attribute of a servant leader is she exemplifying 
(hint: you can find the attributes of a servant leader on page 28)? 

 

3. Which role determines the solutions to be built during the Sprint? 
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6. Please complete the following questions: 

 

4. What’s the largest allowable number of developers on a Scrum team? 

 

5. The Scrum Master listens intently to a developer and doesn’t provide a single 
answer to the problems they are discussing! The Scrum Master just keeps asking 
more questions. What technique is the Scrum Master using? 

 

6. Bonus question: with regard to the previous question, what is the Scrum Master 
trying to accomplish behaving the way they are? 

 

How Scrum Changes Organizations 

Scrum forces organizations to change the way they work. Why? Because 

• Scrum emphasizes FOCUS as a value. This creates attention to the number of projects 
being worked on at the same time, how individuals interact when they might be causing 
an interruption, how non-critical defects are managed during a Sprint, where day-to-day 
decisions are made in the organization. Scrum Masters head off the “Hey, do you have a 
second…?” at-any-time questions in favor of allowing questions only during pre-planned  
“downtimes” or breaks. 
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• Agile emphasizes incremental development. This causes organizations to plan more 
frequent inspections and positions the stakeholders much more closely to the 
developers. Stakeholders and customers, formerly used to “dumping requirements” and 
getting regular updates, are now being invited to live demos and feedback sessions on a 
regular basis. 

• Agile emphasizes changing plans when changes are appropriate. This causes 
organizations to create long-term plans, but devise mechanisms for quick and frequent 
re-planning. For example, Cisco Systems has, for several years, included an “Agile 
Commit,” a quarterly summit of managers and Product Owners to reassess the business 
justifications of ongoing projects and 1) continue them, 2) redirect them, or 3) cancel 
them. Redirection and cancellations are immediate. Teams might literally be reallocated 
to new projects by the conclusion of the event. 

Where Did the Project Manager Go? 

In Scrum, the traditional responsibilities of the Project Manager have been split between the 
Product Owner, the Scrum Master, and the Developers. 

The Product Owner makes decisions about scope, priority, and budget. When provided a 
budget, it is the Product Owner that decides what gets built first and how to position tradeoff 
decisions when scope needs to change within the same budget. The Product Owner is also 
responsible for providing product updates to management on a regular basis (usually during 
Sprint Reviews). 

The Scrum Master provides the day-to-day monitoring of the work that the Developers 
perform, helping to ensure that processes are followed, tasks are updated by the team 
members, the Developers “keeps their eyes on the prize” (the Sprint Goal), and management is 
kept informed of the status and condition of the Scrum team.  

The Developers provide the task breakdown, estimation of both tasks and Product Backlogs, 
and determines how much Product Backlog content can be done in a single Sprint (though they 
can modify that forecast during the Sprint should it prove appropriate). 

The absence of a Project Manager in Scrum does not imply that the Project Manager role has 
no value. Projects with several teams in multiple locations where the overhead of keeping all 
the teams communicating and aligned frequently benefit from a Project Manager. 

Class Project: Part 2 

As a team, review the list of items you created for the travel document and add to each item 
the total number of minutes the team believes it will take to complete the item. Think it terms 
of EFFORT, not DURATION. 
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Scrum Events 

Scrum has five events defined in the framework:  

• The Sprint 

• Sprint Planning 

• The Daily Scrum 

• Sprint Review 

• Sprint Retrospective 

All Scrum events are timeboxed. This means that 
they have a maximum suggested length and that 
any Scrum event, once planned NEVER runs longer 
than the timebox. Timeboxing is essential because 
timeboxed events: 

• Focus the team on a SPECIFIC objective for a SPECIFIC period, 

• Focuses the team on a goal rather than a task, 

• Creates a “leaner” approach to doing work, 

• Provides for visible progress, 

• Provides for accountability. 

  

Sprint

Sprint 
Planning

Daily Scrums

Sprint Review

Sprint 
Retrospective
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The Scrum Events 

Scrum Event When? Who? Outcome? Timebox? 

The Sprint     

Sprint 
Planning, 
Part I 

  

 

 
Sprint 
Planning, 
Part II 

 

Sprint 
Planning, 
Part III 

 

Daily Scrums     

Sprint Review     

Sprint 
Retrospective     
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 The Scrum events that occur at the beginning and the end of the Sprint 
require the entire Scrum team (Product Owner, Developers, and Scrum 
Master). In the United States and many other countries, the days least 
likely to have everyone on the team working and available are Mondays 
and Fridays. Therefore, consider starting your Sprints on Wednesdays or 
Thursdays and ending them on Tuesdays or Wednesdays. 

Scrum Roles During the Scrum Events 

During the Sprint: 

• Product Owner – checks in with the Developers as frequently as needed, ensuring 
understanding and validating what’s been built so far. The Product Owner will spend 
much of the Sprint time 

o Liaising with stakeholders, customers, and users 

o Preparing for Product Backlog Refinement 

o Tuning the Product Backlog to maximize ROI 

• Developers – build the product and ensures DONEness; ask questions of the Product 
Owners, stakeholders, customers, and users when necessary; stay focused. 

• Scrum Master – supports the team by removing impediments to progress; coaching and 
guiding the team; protecting the team from unnecessary interruption. 

During Sprint Planning, Part I: 

• Product Owner – help determine the Sprint Goal 

• Developers – help determine the Sprint Goal 

• Scrum Master – facilitate as required or requested. 

During Sprint Planning, Part II: 

• Product Owner –identify and explain PBIs that will help the team achieve the Sprint Goal 
and maximize the value produced by the Developers. 

• Developers –identify and understand PBIs that will help the team achieve the Sprint 
Goal; decide which PBIs are forecast for completion in the current Sprint. 
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• Scrum Master – facilitate as required or requested. 

During Sprint Planning, Part III: 

• Product Owner – helps the Developers  by further clarifying Product Backlog Items and 
making tradeoff decisions when the Developers cannot do everything they decided to 
do in Sprint Planning, Part II. 

• Developer – determines an overall design for the product to incorporate the PBIs 
forecast in Sprint Planning, Part I; solving and identifying the work necessary to turn the 
forecasted PBIs into product; ensures that the work that will be done first is sliced into 
small enough tasks and ready to be immediately started; should be able to explain their 
approach to the entire Sprint by the end of Sprint Planning. 

• Scrum Master – facilitates as requested or required. 

During the Daily Scrum: 

• Product Owner – involvement not mandated by the Scrum Guide 

• Developers – update each other on progress and impediments; determine if the Sprint 
Goal is going to be achieved by the end of the Sprint. 

• Scrum Master – facilitate as requested or required. 

During the Sprint Review: 

• Product Owner – make a final determination regarding DONEness of each PBI in the 
Sprint; update attendees on changes in timeframe, budget, priority, staffing; update 
attendees on the state of any release dates. 

• Developer – provide a demonstration of completed functionality during the Sprint; 
report on development challenges faced by the team during the Sprint and how those 
challenges were resolved; identify product improvements to the Product Owner to be 
added to the Product Backlog; field questions from the Product Owner and any other 
stakeholders about the product functionality. 

• Scrum Master – facilitate as requested or required. 

During the Sprint Retrospective: 

• Product Owner and Developers – discuss how the team could be more effective in the 
next Sprint. 

• Scrum Master – facilitate as requested or required; ensure that follow-up commitments 
are upheld. 
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Quiz! 

7. Please complete the following questions: 

1. What’s the longest a Sprint Planning event can be? 

 

2. Who must attend the Daily Scrum? 

 

3. Who determines the actual content of the Sprint? 

 

4. Who determines the Sprint Goal? 

 

5. Who works to remove impediments during the Sprint? 

 

6. Who owns the right to set the business value of a Product Backlog Item? 
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7. Please complete the following questions: 

 

7. Bonus Question: What are my options as a Developer if the Product Owner requests 
a very small change to my work during the Sprint? 

 

 

 When planning a Sprint, don’t worry about the days of the Sprint (in 
other words, you don’t need to plan Day 1, Day 2, Day 3, and so on). 
Just plan the Sprint. Tasks will get done when the team is ready to do 
them. 

Class Project: Part 3 

As a team, 

1. Assuming a Sprint length of three five minute “days”, plan a Sprint to build the 
document. 

a. Part one: how many items can the team complete in fifteen minutes? 

b. Part two: how do you plan to work together to get the work done? 

2. Hold a 2-minute Daily Scrum after days 1 and 2 (day 3 ends when the “working” part 
of the Sprint ends). 

3. Sprint Review – demo, get feedback, what did we learn about building the product? 

4. Sprint Retrospective – how could the team work better together? 
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Scrum Artifacts 

There are three artifacts in the Scrum framework. They are: 

• The Product Increment, 

• The Product Backlog, 

• The Sprint Backlog, and 

The Scrum Artifacts 

Artifact Owner Purpose 

The Product 
Increment   

The Product 
Backlog   

The Sprint 
Backlog   

Products Require a DONEness Definition 

The Product Increment is defined as the outcome or deliverable of the Sprint. For the Product 
Increment to be valid, it must be potentially shippable (which also means, to the best of the 
ability of the Developers – without defect). Scrum recommends the creation of a DONEness 
definition to ensure that the quality of the Product Increment is as good as the Developers can 
make it through a clear and shared definition of what it means to be DONE. 

DONEness definitions apply on a Product Backlog Item basis and frequently includes items like: 

• Works as the Product Owner wishes, 

• Integrated with the rest of the existing product and nothing broke, 
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• There are no known errors, 

• All documentation has been created, 

• All approvals have been achieved, and 

• All standards and regulatory required have been satisfied. 

There may be additional items, as needed by the team. 

It is the Scrum team that creates the DONEness Definition and it is, likewise, the Scrum team 
that owns what they create. When multiple Scrum teams work together on a single product, it 
is recommended that they use the same DONEness Definition. For example, an organization 
might have a DONEness definition that applies to all work in the corporation. This layer often 
includes document naming standards; ISO-9000 or CMM/I methods; or other corporate-wide 

standards. The same organization, however, 
could also include a product-level definition of 
DONE that all teams working on that product 
will employ. The product level DONEness 
definition then adds to DONEness items to the 
existing standard that are specific to the 
product itself. For example, Product A may be 
regulated by the Securities Exchange 
Commission (SEC) and have considerably more 
artifacts and deliverables required to meet the 
regulatory standards. Product B may be a tool 
for another department that has only modest 
additional DONEness criteria.  

When teams working on the same product use the same DONEness definition, it improves  

• Expectations of work results between teams, 

• Improves overall product quality, 

• Ensures the potential ship-ability of the combined product after each Sprint. 

Technical Debt 

When work is done on a product to a degree of quality that is less than appropriate for the 
product, technical debt is created. For example, if in building student management system for a 
university, the financial system functionality is not effectively tested, technical debt 
accumulates. Then, when the student management system goes live, it would not be 

Corporate 
Definition of DONE

Product A 
Definition 
of DONE

Product B 
Definition 
of DONE
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unexpected to discover that none of the student was 
billed the proper amount for their classes. Mistakes like 
this can, and have, led to the bankruptcy of the unlucky 
business. 

Technical debt is, a manner speaking, the difference 
between the quality that must be delivered and the 
quality that is actually delivered. It’s called “debt” 
because, one way or the other, the Developers are going 
to have to pay it back later. It’s also universally true that 
paying it back later will cost a lot more than if the 
problem had been found and fixed at the time it was 
created. For example, testing for and fixing the financial 
integration problems in the student management system would have most certainly been less 
expensive than the tuition shortfall because of the problems. 

Because of the cost and potential dangers, it is recommended that technical debt be avoided 
whenever possible. This means: 

• Comprehensive DONEness definitions that are improved whenever a significant error 
escapes the Scrum team’s efforts, 

• A PBI should never be considered DONE if there is a known defect of any kind. 

It is also recommended that certain development practices be used by Scrum teams to help 
detect and help avoid debt in the first place: 

• Low Work in Process – Scrum teams should never work on more than 1 or 2 PBIs at the 
same time and should collaborate (sometimes called “swarming”) on items to get them 
done quickly. Fewer concurrent PBIs means less complexity and fewer mistakes. 

• Small PBIs – Scrum teams should try to never work on PBIs that will take more than 
three days of effort. By keeping PBIs small, complexity and rework (debt) is reduced. 

• Continuous Integration – many defects (debt) are found during the integration of new 
and changed features into the rest of the product. Frequent integrations mean that 
these defects are found sooner and are very easy to fix. 

• Pair Programming – two team members work together on the same artifact (code, tests, 
documentation, specifications); pairing improves the quality of the artifact immediately 
with very little additional effort. 

• Automated and Continuous Testing – as with continuous integration, defects can be 
found very rapidly (and when they are at their least expensive to fix) if testing is done 
continuously. 

1. “Technical debt is 
the difference 
between the 
quality that must 
be delivered and 
the quality that is 
actually 
delivered.” 
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The Product Goal 

The Product Goal is owned by the Product Owner and describes a future state of the product 
which can serve as a target for the Scrum Team to plan against. The Product Goal is in the 
Product Backlog. The rest of the Product Backlog emerges to define “what” will fulfill the 
Product Goal. 

Examples 

• Complete the pilot by March 2020 

• iOS implementation by December 2020 

• Get the product to 10,000 users by May 2021 

As each Sprint is planned, the Sprint Goal is derived from the Product Goal. The Product Goal is 
the long-term objective for the Scrum Team. They 
must fulfill (or abandon) one objective before taking 
on the next. 

Product Backlog Items (PBIs) 

Product Backlog Items describe the features, 
functions, requirements, enhancements, and fixes 
that the Product Owner wants added to the Product. 
As requirements rarely stop changing, the Product 
Backlog Items are constantly in flux (being added, 
changed, moved elsewhere in the Product Backlog, or 
removed entirely from the Product Backlog). 

Product backlog items have the following attributes: 

• Description – the short textual description of 
the feature, function, fix, requirement, etc., 

• Order – where in the Product Backlog is the 
item placed (first, second, tenth, one-
hundredth, etc.), 

• Estimate – what’s the cost of the item (usually 
in time, effort, or size), and 

• Value – what’s the value of the item. 
PRODUCT BACKLOG 

Enough to fill 
one sprint 

Surplus READY 
PBIs just in case 
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Product backlog items sometimes also include: 

• Acceptance criteria – detailed requirements 

• Test descriptions – which help validate that the product backlog item is completed. 

Product Backlog Refinement 

Refining the Product Backlog is something that most Scrum teams do to one degree or another. 
Good backlog refinement generally  

• leads to a better understanding of the Product Backlog Items, 

• leads to better solutions for the Product Backlog Items,  

• reduces waste caused by excess complexity, 

• keeps the team more focused on value, 

• allows for more targeted value-based ordering, and  

• results in more productive Sprints.  

During Product Backlog Refinement, the following activities are most likely to happen: 

1. Discussing large Product Backlog Items to better understand them. 

2. Slicing large Product Backlog Items into smaller PBIs. 

3. Sizing the smaller PBIs. 

4. Assigning business value to the smaller PBIs. 

5. Ordering the smaller PBIs in the context of the rest of the Product Backlog. 

When completed properly, Product Backlog Refinement will result in a Product Backlog that has 
enough very small, ready PBIs “at the top” to ensure that the Developers can plan one full 
sprint plus some additional PBIs just in case the Developers can do more work or if some of the 
work they plan into the sprint cannot be completed and has to be jettisoned. 

Product Backlog Refinement is scheduled by the Scrum team as needed (it is not a Scrum event 
but is considered a best practice). Often, the event is scheduled some time in the middle of the 
Sprint to make the Product Backlog ready for the next sprint.  
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 Avoid trying to solve and plan Product Backlog Items during Backlog 
Refinement. Backlog Refinement is a time to understand Product 
Backlog Items so that we can break (slice) them into smaller and simpler 
pieces of work. At the time of refinement, we don’t know for sure that 
every Product Backlog Item we discuss will be built. So, you’re wasting 
your time solving and tasking them out during refinement. 

Extra: User Stories 

User Stories are a very popular format for writing Product Backlog Items. They are NOT part of 
Scrum and are, therefore, a good practice, but not a requirement for writing PBIs.  

User Stories are powerful in terms of keeping the product backlog item focused on the user 
instead of on the functionality. For example, the user story 

As a student, I want to add a class to my course schedule so that I can create the most efficient 
use of my time. 

Is a very different PBI than 

Add class to student schedule. 

The user story tells you what needs to happen, for whom, and why it’s important to them. The 
second, more basic PBI simply tells you to add a course to the student’s course schedule. We 
lose why it needs to be done and what’s important. 

Of course, there’s not a ton that a user story can add to 

User logon 

And that PBI might be more than enough as written.  

So, not all PBIs need to be user stories but, in Scrum, ALL user stories are PBIs. 
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Extra: Slicing Product Backlog Items  

When you reduce the size of a Product Backlog Item, you also reduce the complexity. This 
makes the smaller Product 
Backlog Item not only require less 
effort to build, it also makes the 
backlog item less risky.  

To slice a Product Backlog Item 
into smaller pieces, one must first 
reach a shared understanding of 
the backlog item between the 
Product Owner and Developers as 
well as, potentially, the users and 
the stakeholders. By engaging in a 
structured conversation, you will 
not only achieve a clearer 
understanding, but you will also 
easily find new ways to slice the 
backlog item into smaller items. 

 

 When slicing product backlog items, remember some simple rules: 

ü You will rarely know everything the user wants before you start 
building. The user doesn’t know either. 

ü A product backlog item should deliver production quality and value 
but doesn’t have to be ready to go to production. In other words, 
you can build a very simplistic search capability that works (and, 
from a quality perspective, could go to production) in order to get 
more information from the user. Then, using that information, you 
build more. 

ü Never assume you’re going to need to build some functionality the 
user hasn’t asked for. If the user isn’t asking for it, they might not 
need it. 

ü Never assume you’re going to need to build some functionality for 
future use. The user will ask for it when they know they need it. 

 

This table shows some examples of ways to slice user stories. 
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Original User Story Slices 

As a university registrar, I 
want to be able to access 
the roster for a specific 
class. 

(note: “access” usually 
means a lot more than 
“display;” clarify before 
continuing – once they 
have the roster, what do 
they want to be able to do 
next?) 

Let’s start small… 

• I want to list the last names of the students in a class. 

o This will get the listing started and allow us to 
ensure that the user likes the basic UI approach. 

• Add student’s first name and student ID to the listing. 

o Once we know the user likes the UI, we can 
supplement with more data to get the view they 
want to see. 

• Paginate the student listing. 

o During a demonstration of the functionality, the 
registrar asked for the ability to page forward, page 
backward, etc. She didn’t want the entire student 
list as one long scrolling window. 

Now we have basics working, we can start adding more 
advanced functionality. 

• Once I have the student roster, I want to be able to 
revise a student. 

• From the student roster, I want to be able to add 
students 

• From the student roster, I want to be able to drop 
students. 

As a bank account 
manager, I want to open a 
new account for a 
customer. 

Start small… 

• I want to open a zero-balance savings account for an 
adult with no background check or address verification 
(not legal, but it lets us easily get something up and 
running for the customer to see). 

• Add balance requirement of $50 minimum. 

• Add address verification. 
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• Do background check through automated system.  

• More? 

As a radiology technician, I 
need to be able to search 
for patients currently in 
the hospital. 

Start small… 

• Search for patients only by patient ID and display last 
and first name. 

We demonstrate this for the user and they like it, but also want 
to see patient location (where are they now) as well as the 
attending doctor’s name 

• Add patient ID and attending doctor. 

• Add patient location (perhaps this took a little more 
work and was split out separately?) 

Another demonstration and the user says that they would like 
the list of patients sortable by both last name and patient id. 

• Add ability to sort by last name. 

• Add ability to sort by patient id. 
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Extra: Story Point Estimation 

Story points, like user stories, are a great idea, but not part of Scrum and therefore something 
that Scrum teams can use or not use at their convenience. Story point estimation is a form of 
relative sizing. For example, compare the squares below. If I told you that the leftmost square 
had a “size” of 1, what size would you assign to the rightmost square? 

If you said something between 3 and 5 (it’s EXACTLY 4), you’d be in line with nearly every other 
sighted person who looked at them. 

And how did you compare them? Of course, by area.  

Comparing two items and making approximately, relative guesses about how they differ is 
something that the human brain is VERY adept at. If we apply that same comparison capability 
to the typical product backlog item, we often see the same “adept-ness” coming through in the 
estimations. 

Obviously, we can’t compare a PBI’s “area,” but 
we can look at 

• Complexity – how much is there to do? 

• Risk – how many things can go wrong? 

• Bigness – how BIG is the overall effort (for example, rebranding an entire web site one 
page at a time – not complex, but quite big). 

One other step we take to improve consistent estimation is that we specify the sizes that the 
team is able to use. In other words, how long do you think it would take for a team to size 
consistently if they could use any integer between 1 and 100? Imagine the arguments about a 
size of 20 and a size of 22!  

We limit the sizes a team can use, sometimes using a modified Fibonacci sequence (1, 2, 3, 5, 8, 
13, 20, 40, 100), sometimes using a doubling sequence (1, 2, 4, 8, 16, 32, 64, 128), and 
sometimes using a custom variation. In the practice of estimation, consistency is far more 
valuable than precision. If your team uses a consistent sequence of sizes, their estimates will 
work quite well. 

Quiz! 

5. Please complete the following questions: 

1. Which Scrum artifact details the content of the Sprint? 

1 

4 
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5. Please complete the following questions: 

 

2. Why is it so important to avoid/reduce technical debt? 

 

3. We’ve written and put value on some new Product Backlog Items. What’s the 
remaining attribute that the Developers must provide? 

 

4. Which role is responsible for identifying Product Backlog Item value? 

 

5. What are the attributes of a Product Increment? 
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Sprinting 

Sprints are a time-box of one month or less during which a "DONE", useable, and potentially 
releasable product Increment is created. Sprints have consistent durations throughout a 
development effort. A new Sprint starts immediately after the conclusion of the previous 
Sprint. 

Basic Structure 

Sprints contain and consist of the Sprint Planning, Daily Scrums, the development work, the 
Sprint Review, and the Sprint Retrospective. 

 

Sprint Length 

Sprints are limited to one calendar month. When a Sprint’s horizon is too long the definition of 
what is being built may change, complexity may rise, and risk may increase. Sprints enable 
predictability by ensuring inspection and adaptation of progress toward a Sprint Goal at least 
every calendar month. Sprints also limit risk to one calendar month of cost. 

Cancelling a Sprint 

A Sprint can be cancelled before the Sprint time-box is over. Only the Product Owner has the 
authority to cancel the Sprint, although he or she may do so under influence from the 
stakeholders, the Developers, or the Scrum Master. 

A Sprint would be cancelled if the Sprint Goal becomes obsolete. This might occur if the 
company changes direction or if market or technology conditions change. When a Sprint is 
cancelled, any completed and "Done" Product Backlog items are reviewed. If part of the work is 
potentially releasable, the Product Owner typically accepts it. All incomplete Product Backlog 
Items are re-estimated and put back on the Product Backlog.  

Sprint 
Planning Development Work & Daily Scrums 

Sprint Review
 

Sprint Retrospective 
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Sprint Planning 

The work to be performed in the Sprint is planned at the Sprint Planning. This plan is created by 
the collaborative work of the entire Scrum Team. 

Sprint Planning is time-boxed to a maximum of eight hours for a one-month Sprint. For shorter 
Sprints, the event is usually shorter. The Scrum Master ensures that the event takes place and 
that attendants understand its purpose. The Scrum Master teaches the Scrum Team to keep it 
within the time-box. 

Sprint Planning answers the following: 

• What can be done this Sprint? 

• How will the work get done? 

Part One: What is the goal of the Sprint? 

The team determines the Sprint Goal for the Sprint by deriving it from the Product Goal. 

Part Two: What can be done this Sprint? 

The developers forecast the functionality that will be developed during the Sprint. The Product 
Owner discusses the objective that the Sprint should achieve and identifies the Product Backlog 
Items needed to achieve the Sprint Goal. The entire team collaborates on understanding the 
work of the Sprint. 

The input to this meeting is the Product Backlog, the latest product Increment, projected 
capacity of the Developers during the Sprint, and past performance of the Developers. The 
number of items selected from the Product Backlog for the Sprint is solely up to the 
Developers. Only the Developers can assess what it can accomplish over the upcoming Sprint. 

Product 
Backlog/Goal 

Product 
Increment 

Team capacity & 
performance 

Sprint 

Planning 

Sprint Backlog 
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During Sprint Planning the Scrum Team also crafts a Sprint Goal. The Sprint Goal is an objective 
that will be met within the Sprint through the implementation of the Product Backlog, and it 
provides guidance to the Developers on why it is building the Increment. 

Part Three: How will the work get done? 

Having set the Sprint Goal and selected the Product Backlog items for the Sprint, the 
Developers decide how they will build this functionality into a "Done" product Increment during 
the Sprint. The Product Backlog items selected for this Sprint plus the plan for delivering them is 
called the Sprint Backlog. 

The Developers usually start by designing the system and the work needed to convert the 
Product Backlog into a working product Increment. Work may be of varying size, or estimated 
effort. However, enough work is planned during Sprint Planning for the Developers to forecast 
what they believe they can do in the upcoming Sprint. Work planned for the first days of the 
Sprint by the Developers is decomposed by the end of this meeting, often to units of one day or 
less. The Developers self-organize to undertake the work in the Sprint Backlog, both during 
Sprint Planning and as needed throughout the Sprint. 

The Product Owner can help to clarify the selected Product Backlog items and make trade-offs. 
If the Developers determines they have too much or too little work, they may renegotiate the 
selected Product Backlog items with the Product Owner. The Developers may also invite other 
people to attend to provide technical or domain advice. 

The Sprint Goal 

Sprint Goals focus the Scrum Team on achieving something specific in the Sprint. Goals help the 
team make decisions and sets a clear bar for team achievement. 

Sprint Goals can be things like: 

• Complete five PBIs and fix all production defects 

• Create added value for the customer in the very first sprint 

• Create a deliverable that can be given to the customer in one sprint 

• Kill the bugs!!! (this is a fun way to motivate the team to remove all remaining, known 
defects) 

• Create more value by correcting our shortfall in specific coding skills 

Sprint Goals can be anything the Scrum Team wants them to be but should generally be 
focused on something that directly or indirectly creates additional value (a better product, a 
better team, etc.). 
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During the Sprint, the Sprint Goal has the following effects: 

• No changes are made that would endanger the Sprint Goal; 

• Quality goals do not decrease; and, 

• Scope may be clarified and re-negotiated between the Product Owner and Developers 
as more is learned. 

The Sprint Backlog 

The Sprint Backlog is the set of Product Backlog items selected for the Sprint, plus a plan for 
delivering the product Increment and realizing the Sprint Goal. The Sprint Backlog is a forecast 
by the Developers about what functionality will be in the next Increment and the work needed 
to deliver that functionality into a "Done" Increment.  

The Sprint Backlog makes visible all the work that the Developers identify as necessary to meet 
the Sprint Goal.  

The Sprint Backlog contains enough detail that 
changes in progress can be understood in the 
Daily Scrum. The Developers modify the Sprint 
Backlog throughout the Sprint.  

As new work is identified, the Developers add it 
to the Sprint Backlog. As work is performed or 
completed, the estimated remaining work is 
updated. When elements of the plan are deemed 
unnecessary, they are removed. Only the 
Developers can change the Sprint Backlog during 
a Sprint. The Sprint Backlog is a highly visible, 
real-time picture of the work that the 
Developers plan to accomplish during the Sprint, 
and it belongs solely to the Developers. 

Daily Scrums 

The Daily Scrum  

• Is a daily, 15-minute time-boxed event during which the Developers plan work for the 
next 24 hours, 

• optimizes team collaboration and performance by inspecting the work since the last 
Daily Scrum and forecasting upcoming Sprint work, and 

PBI: Send out party invitations. 

Task: search catalog for ideal 
invitation 
Task: order invitations 

Task: build mailing list 

Task: purchase stamps 

Task: approved received 
invitations 
Task: prepare for mailing 

Task: take to post office 
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• Is held at the same time and place each day to reduce complexity. 

The Developers use the Daily Scrum to inspect progress toward the Sprint Goal and to inspect 
how progress is trending toward completing the work in the Sprint Backlog.  

The structure of the meeting is set by the Developers and can be conducted in different ways if 
it focuses on progress toward the Sprint Goal. Some Developers will use questions, some will be 
more discussion based. Here is an example of what might be used: 

• What did I do yesterday that helped the team meet the Sprint Goal? 

• What will I do today to help the team meet the Sprint Goal? 

• Do I see any impediment that prevents me or the team from meeting the Sprint Goal? 

The Developers often meet immediately after the Daily Scrum for detailed discussions, or to 
adapt, or re-plan, the rest of the Sprint’s work. 

The Daily Scrum is an internal meeting for the Developers. If others are present, the Scrum 
Master ensures that they do not disrupt the meeting. 

Daily Scrums improve communications, eliminate other meetings, identify impediments to 
development for removal, highlight and promote quick decision-making, and improve the 
Developers’ level of knowledge. This is a key inspect and adapt meeting. 

Sprint Review 

A Sprint Review is informal meeting, not a status meeting, held at the end of the Sprint to 
inspect the Increment and adapt the Product Backlog if needed.  

During the Sprint Review,  

• The Product Owner explains what Product Backlog items have been "Done" and what 
has not been "Done"; 

Product Backlog 

Product 
Increment 

Team learnings 
about the 
product 

Sprint 

Review 

Modified 
Product Backlog 
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• The Developers discuss what went well during the Sprint, what problems it ran into, and 
how those problems were solved; 

• The Developers demonstrate the work that they have "Done" and answer questions 
about the Increment; 

• The Product Owner discusses the Product Backlog as it stands. He or she projects likely 
target and delivery dates based on progress to date (if needed); 

• The entire group collaborates on what to do next; 

• Review of how the marketplace or potential use of the product might have changed 
what is the most valuable thing to do next; and, 

• Review of the timeline, budget, potential capabilities, and marketplace for the next 
anticipated releases of functionality or capability of the product. 

The result of the Sprint Review is a revised Product Backlog that defines the probable Product 
Backlog items for the next Sprint. The Product Backlog may also be adjusted overall to meet 
new opportunities. 

 

 Remember to plan your Sprint Review. There are multiple parts to a 
Sprint Review (not just the demo). With a good plan, you can facilitate 
an amazing and effective review. Use the Sprint Event Planning 
Worksheet (in the Appendices section beginning on page 70). Every 
Sprint Review should include: 

1. The demo, including final decisions on DONE/NOT-DONE for 
each PBI. 

2. The developers’ evaluation of the Sprint, the challenges they 
faced with the product and how they solved them. 

3. The product owner’s evaluation of the Product Backlog 
regarding meeting expectations and deadlines. 

4. The product owner’s evaluation of the market, the intended use 
of the product, and whether the direction of the product should 
change. 

5. The evaluation of the entire group in the review regarding the 
content and order of the Product Backlog. 

It’s not JUST a demo! 
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Sprint Retrospectives 

The Sprint Retrospective is an opportunity for the Scrum Team to inspect itself and create a 
plan for improvements to be enacted during the next Sprint. 

The purpose of the Sprint Retrospective is to: 

• Inspect how the last Sprint went with regards to people, relationships, process, and 
tools; 

• Identify and order the major items that went well and potential improvements; and, 

• Create a plan for implementing improvements to the way the Scrum Team does its 
work. 

The Scrum Master encourages the Scrum Team to improve, within the Scrum process 
framework, its development process and practices to make it more effective and enjoyable for 
the next Sprint. During each Sprint Retrospective, the Scrum Team plans ways to increase 
product quality by improving work processes or adapting the DONEness Definition if 
appropriate and not in conflict with product or organizational standards. 

 No matter how you facilitate your Sprint Retrospective, help your team 
ensure that one or two action plans for improving the team’s outcomes 
are defined and planned into the next Sprint.  

Remember, if your team is moving forward in terms of skills and 
capabilities, they are moving backward. 

 

By the end of the Sprint Retrospective, the Scrum Team should have identified improvements 
that it will implement in the next Sprint.  

There are many ways to run a retrospective. Since the whole idea is to create an improvement 
plan for the team, no approach is ineffective if the team is engaged and talking. Common 
methods to approach a Sprint Retrospective are to discuss: 

• What worked and what didn’t work? 

• What do we need to 1) start doing, 2) stop doing, 3) do more of, or 4) do less of? 

• What’s propelling us forward and what’s holding us back? 
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• What made you happy during the Sprint and what made you angry? 

• If you could improve anything about the previous Sprint, what would it be? 

One important note: don’t try to boil the ocean. Work with the team to identify one or two 
things that they want to improve and focus on those. 

Quiz! 

6. Please complete the following questions: 

1. What is the longest amount of time a Sprint may take? 

 

2. If a Product Owner asks for minor changes during a Sprint what are the possible 
options for handling the change? 

 

3. Does my team have to use the three questions in the Daily Scrum as defined by the 
Scrum Guide? 

 

4. What are the outputs of the Sprint Planning Event? 

 

5. What is the output of the Sprint Review Event? 
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6. Please complete the following questions: 

 

6. Who owns the Sprint Backlog? 

 

7. Which Scrum event occurs immediately when a Sprint is cancelled? 

 

8. Bonus Question: Why would a Sprint be cancelled? 

 

 

Class Project: Part 4 

As a team, 

1. Assuming a Sprint length of three five minute “days”, plan a Sprint to build the 
document. 

a. Part one: how many items can the team complete in ten minutes? 

b. Part two: how do you plan to work together to get the work done? 

2. Hold a 2-minute Daily Scrum after days 1 and 2 (day 3 ends when the “working” part 
of the Sprint ends). 
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3. Sprint Review – demo, get feedback, what did we learn about building the product? 

4. Sprint Retrospective – how could the team work better together? 
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Supporting the Product Owner 

As you learned earlier, the Scrum Master has responsibilities to support the Product Owner. 
Specifically, the Scrum Guide suggests that the Scrum Master should help the Product Owner by 

What the Scrum Guide says: What you can do: 

Ensuring that goals, scope, 
and product domain are 
understood by everyone on 
the Scrum Team as well as 
possible. 

• Make sure everyone acknowledges the goals and scope 
during Sprint Planning. Get voice agreement. 

• Make sure that the goals and scope are somewhere 
visible and public so that no one can easily forget them. 

• Remind everyone at team meetings during the Sprint. 

• Schedule short product training sessions with subject 
matter experts once a Sprint. 

Finding techniques for 
effective Product Backlog 
management and for 
maximizing value. 

• Find tools and techniques that the Product Owner can 
use to make managing the Product Backlog easier. 

• Help the Product Owner by ensuring that every Product 
Backlog Item has a defined value on it. 

• Help the Product Owner by continuously encouraging 
value-based ordering (don’t let lower value work get 
done before exhausting most or all the higher value 
work). 

Helping the Scrum Team 
understand the need for clear 
and concise Product Backlog 
items. 

• Teach the Scrum Team techniques for writing clear and 
complete product backlog items.  

• Help your team write vertical slices of functionality 
instead of horizontal slices that create technical debt. 

• Introduce the use of acceptance criteria, wireframing, 
scenarios, and specification by example to support clarity 
in the backlog items. 
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Understanding product 
planning in an empirical 
environment. 

• Help your Scrum Team understand that it is far more 
important to build a little bit of working functionality and 
get feedback than to build a lot of functionality because 
of a perceived “economy of scale.” 

• Ensure that the Product Owner is always working to 
invite stakeholders, customers and users to Sprint 
Review (though you don’t want to turn it into a mob 
scene). 

Understanding and practicing 
agility. 

• Help your Scrum team understand the effectiveness of 
experimentation to find opportunities; that all details 
don’t need to be known if the team is comfortable that 
missing information can be identified in time. 

• Help your Product Owner appreciate the effectiveness of 
tradeoffs that result in net increased business value. Its 
less about doing what was planned and more about 
doing what offers the greatest value. 

• Help your Product Owner understand that the 
Developers own “HOW” the work gets done and the 
Product Owner owns “WHAT” work gets done first. 
Product Owner’s should not provide solutions to 
Developers and Developers should not be telling Product 
Owners the order in which the work should be done 
(except in cases of technical precedence, in which case 
they can suggest an alternative approach). 
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Supporting the Organization  

The Scrum Master also has responsibilities to the organization to support the adoption and 
behavioral changes required for real agility. Specifically, the Scrum Guide suggests that the 
Scrum Master should help the Product Owner by 

What the Scrum Guide says: What you can do: 

Leading and coaching the 
organization in its Scrum 
adoption. 

• Provide all the support you can to help the organization 
understand agility and Scrum. Provide lunchtime training 
sessions; newsletters; 

• Help the organization find and vet external coaches and 
trainers to support your organizational goals; 

• Build a community of practice (CoP) of Scrum Masters, 
Developers, Product Owners, etc to discuss experiences 
and learning so everyone can learn from everyone. 

• Keep learning! 

Planning Scrum 
implementations within the 
organization. 

• Keep a journal of your experiences setting up new teams; 
create a running log of challenges, solutions, and how 
long it took to get your team to full speed. Use this 
information to plan additional implementations. 

• Employ your agile experiences to help your organization 
in their agile journey; make sure they don’t miss the 
more intangible but important aspects, like culture 
change. 

Helping employees and 
stakeholders understand and 
enact Scrum and empirical 
product development. 

• Teach employees and Scrum teams about empirical 
product development; inspect-and-adapt; value-driven 
ordering 

Causing change that 
increases the productivity of 
the Scrum Team. 

• Identify waste that the team is doing but really doesn’t 
need to; eliminate it. 

• Eliminate metrics that cause behavioral dysfunctions and 
keep only those few that 1) provide operational status 
and 2) measure progress against team goals. 
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Working with other Scrum 
Masters to increase the 
effectiveness of the 
application of Scrum in the 
organization. 

• Create a ScrumMaster Community of Practice; get 
everyone together once every other week to discuss 
problems and solutions. 

• Document your organization’s use of Scrum (only where 
it varies from the definition in the Scrum Guide) and use 
this for onboarding. 
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Conclusion 

 The key to creating a high performing team has NOTHING to do with 
productivity. 

The key to creating a high performing team is totally about  

CAPABILITY 
Improve a team’s capabilities, and productivity takes care of itself. 

 

This is the end of the Artisan Certified Scrum Master training materials. Congratulations! You 
are now ready to take the Scrum Alliance Post Course Assessment, after which you will be 
granted your Certified Scrum Master (CSM) Certification! 

We recommend a few things before you take the test: 

1. Give yourself an evening off. The human brain needs a night’s sleep to categorize, index, 
and store what you’ve learned. We’ve organized the materials to improve retention, so 
give yourself a night. 

2. Don’t wait too long after that evening! A night is a good idea – two or three nights and 
you might be pushing it. Take the CSM Exam as soon as you can starting on the day after 
the training ends. 

3. Reread the Scrum Guide (https://www.scrumguides.org). Our materials were built from 
that guide plus our own experiences. Check your notes as you go. Adding to your notes 
from the Scrum Guide will improve your recall for when you take the exam. 

When you feel ready, and you have an hour free, go for it. The CSM Exam can be taken after 
you follow the directions in the email you received from the Scrum Alliance either right before 
or right after our class ended. 

If you have any questions, you can reach the Artisan Training Coordination Team at 

training@artisanagility.com 
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Tell Us What You Thought 

Before we finish the class and go our separate ways, could you take a few minutes and tell us 
what you thought of the class? What would you say to someone else, a colleague or a friend, 
trying to decide what Scrum training class they should attend?  

Your feedback is very important to us! 

Feel free to put a review on Google, Facebook, or LinkedIn, whatever you are most comfortable 
with. 

Thank you!!! 

Google Facebook LinkedIn 

   

https://bit.ly/3rocEtj https://bit.ly/3crw6Bq https://bit.ly/3d914gB 
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Stay Connected with Artisan Agility 

Your learning journey with Artisan doesn’t need to end today. We hope it does not! Stay 
connected with us through 

   

 

Detailed information about our training programs is located on our website; you can visit us at 
www.artisanagility.com. 

We are active in the social media world, so you can 

• Like us and engage with us on Facebook® 

• Follow us on Twitter® 

• Connect with us through LinkedIn® 

• Share with us on Instagram® 

• Subscribe to “Jim’s Blog” the official Artisan Agility blog. 
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Appendices 

The following appendices can be found in this section of the Artisan Agility Certified 
ScrumMaster Training student handbook. 

• Recommended Additional Reading 

• Quiz Answers  

• Works Cited 

• The Scrum Event Planning Worksheet 
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Recommended Additional Reading 

In addition to the materials contained within this workbook, to continue your development as a 
ScrumMaster, we recommend the following reading: 

• The Scrum Guide; Schwaber, Ken and Sutherland, Jeff 

• Scrum: The Art of Doing Twice the Work in Half the Time; Sutherland, Jeff 

• Large Scale Scrum; Larman, Craig and Vodde, Bas 

• Agile Retrospectives; Derby, Esther and Larsen, Diana 

• User Stories Applied; Cohn, Mike 

• Coaching Agile Teams; Adkins, Lyssa 

• Succeeding with Agile; Cohn, Mike 

• The ScrumMaster Study Guide; Schiel, Jim 

• Facilitator’s Guide to Participatory Decision Making; Kaner, Sam 
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Quiz Answers 

Page 8 

1-Customers and stakeholders are 
encouraged to work directly with Scrum 
teams rather than relying on 
documentation as a guide.  

2-Scrum is a very simple framework with 
three roles, four events, and only a few 
required artifacts. Teams are encouraged to 
experiment and improve. 

3-The content and order of the Product 
Backlog (the list of work to be done on the 
product) can be modified at any time (with 
the exception that the content of an active 
Sprint is not affected). 

Page 12 

1-Scrum is very simple and, therefore, 
relatively easy to learn. 

2-The Sprint 

3-Self-organizing teams are generally 
higher-performing and create better 
outcomes. When given direction by an 
outside authority, they surrender all self-
organization and become “hands” doing 
what they are told. 

4-Teams that are “coder-only” (i.e., lack 
many of the skills necessary to do the job 
properly) will likely deliver poor quality and 
poor outcomes to the customer. 

Page 16 

1-A defined workflow is a repetitive 
process. The same inputs and the same 
outputs are expected. An empirical 
workflow allows us to use our skills, but 
apply them to a variety of different 
problems and solutions. 

2-Commitment, courage, focus, openness, 
and respect. 

3-transparency, inspection, and adaptation. 

4-a working product increment is expected 
at the end of every Sprint; this makes the 
product “transparent” and allows us to 
inspect it and adapt our future plans 
appropriately. 

5-Teams frequently decide to stop doing 
Sprint Retrospectives because the 
retrospectives aren’t providing enough 
value. The most likely result of not doing 
Sprint Retrospectives is that the team will 
continue to make the same mistakes over 
and over again. 

Page 22 

1-Product Owner 

2-Product Owner 

3-Developers 

4-Product Owner 

5-Scrum Master 
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Page 32 

1-Scrum Master 

2-Conceptualization 

3-Developers 

4-Ten 

5-Active Listening 

6-They are attempting to get the person to 
whom they are listening to identify a 
solution on their own. In this manner, the 
person OWNs the solution and is mostly 
likely to follow through. 

Page 39 

1-Eight hours 

2-Developers 

3-Developers 

4-Product Owner and Developers 

5-Scrum Master 

6-Product Owner 

7-The developer member can say yes if the 
change can be made without threatening 
the Sprint Goal. Otherwise, they should say 
no. The Product Owner can then add the 
requested change to the Product Backlog if 
they wish. 

Page 49 

1-Sprint Backlog 

2-Technical debt costs more to correct the 
longer it exists. 

3-Size (estimate) 

4-Product Owner 

5-All pre-existing functionality still works, all 
new functionality works, there is likely more 
value that can be added, and the current 
increment may not yet be valuable enough 
to ship to the customer. 

Page 58 

1-One calendar Month 

2-If it can be done without threatening the 
Sprint Goal, the developer can choose to do 
it; otherwise the Product Owner must 
decide to add it to the Product Backlog for 
later or forget it entirely. 

3-No; the developer determines the proper 
format for the Daily Scrum, if the goals of 
keeping the developers informed AND 
confirming that the Sprint Goal can still be 
achieved this Sprint is satisfied. 

4-Sprint Goal and Sprint Backlog 

5-A modified Product Backlog, ready for the 
next Sprint Planning event. 

6-Developers 

7-Sprint Review 

8-The company has changed its strategic 
direction OR market conditions change, 
making the content of the Sprint value-less. 
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Scrum Event Planning Worksheet 
 

Scrum Event (circle one):   Planning   Daily Scrum   Review    Retrospective Refinement 

Scrum Team:   

Sprint (name/date):  
 

Topic Goal Approach Timebox 

    

    

    

    

    

    

Evaluation (how did it go?) 
 

 


