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Working Agreements

• Please use your video camera at all times 
during the session. 

• Please mute your audio when you are in the 
"big room" (except when talking).

• Please participate. 
• Please do not share and attribute other 

people's stories outside of the class.
• Please take care of yourself.
• Other? Add in the Chat window









Even Less Prescriptive

Over the years, the Scrum Guide started getting a bit more 
prescriptive. 

What’s New in the 2020 Scrum Guide?

The 2020 version aimed to bring Scrum back to 
being a minimally sufficient framework by 
removing or softening prescriptive language. 

• removed Daily Scrum questions
• soften language around PBI attributes
• soften language around retro items in Sprint Backlog
• shortened Sprint cancellation section
• and more



Overall Simplification of Language 
for a Wider Audience

The 2020 Scrum Guide has placed an emphasis 
on eliminating redundant and complex statements 
as well as removing any remaining inference to IT work 
(e.g. testing, system, design, requirement, etc.) 

The Scrum Guide is now less than 13 pages.

What’s New in the 2020 Scrum Guide?
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Why & What of Agile & Scrum

Module: 1





Why is Agile in demand?

What about the modern world 
of work makes Agile valuable? 



GLOBALIZATION

PACE OF 
CHANGE TECHNOLOGY 

AND 
AUTOMATION

KNOWLEDGE 
IS NOW A 

COMMODITY

CUSTOMER 
EXPECTATIONS

INCREASED 
REGULATIONS

HYPER-
COMPETITION

PRODUCT 
COMPLEXITY



em·pir·i·cism
/əmˈpirəˌsizəm/

the theory that all knowledge is derived from sense-experience. 
Stimulated by the rise of experimental science, it developed in 
the 17th and 18th centuries, expounded in particular by John 
Locke, George Berkeley, and David Hume.

Empirical Process
• Variable Inputs
• Adaptable Process
• Variable Outputs
• Plan-Do-Study-Act

vs
Defined Process
• Known Inputs
• Repeatable Process
• Expected Outputs
• Assumptions





Iterative vs Incremental



Iterative vs Incremental



Scrum Framework



Linear vs Iterative

Testing
Deployment

Requirements

Development
Design

Waterfall (Linear)

Agile/Scrum (Iterative)

0110100011



07:30Build a tower, build a team | Tom Wujec – TED 





New New Product 
Development Game (1986)

https://hbr.org/1986/01/the-new-new-product-development-game
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eXtreme Programming (XP)

• Pair-programming
• Test-Driven Design (TDD)
• Unit Test first
• Continuous Integration
• Whole team
• Simple designs
• Small releases
• No overtime
• Sustainable Pace





Snowbird, Utah
February 2001



Individuals and 
Interactions

Working 
software

Processes and 
tools

Customer 
collaboration

Comprehensive 
documentation

Following a plan

Contract 
negotiation

Responding to 
change

Manifesto for Agile Software Development

over

over

over

over



We are uncovering better ways of developing 

software by doing it and helping others 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

That is, while there is value in the items on the right, 

we value the items on the left more.

Manifesto for Agile Software Development, www.agilemanifesto.org



12 Principles of the Agile Manifesto

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. Business people 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.

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. 

Manifesto for Agile Software Development, www.agilemanifesto.org

12 Principles of the Agile Manifesto





Schwaberisms

Scrum is like your mother-in-law, 
it points out ALL your faults. 

Scrum guarantees you 
failure in 30 days or less

Scrum is like 
chess. You either 
play it as its rules 

state, or you 
don’t.



Scrum is…

a lightweight, Agile framework

for iterative development

Lightweight - Set is small, not comprehensive

Agile - Reflects the Agile Manifesto

Process Framework - A specific set of practices

Iterative - Deliver results in frequent increments
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One Team, Focused on One Product

The goal was to eliminate the concept of a 
separate team within a team that has led to 
“proxy” or "us and them” behavior between 
the PO and developers / builders / testers
(formerly known as the Development Team). 

There is now just one Scrum Team 
focused on the same objective, 
with three different sets of accountabilities: 
Product Owner, Developers, and 
Scrum Master

What’s New in the 2020 Scrum Guide?



What values are celebrated 
by your team / organization? 

What values are missing? 



https://www.scrumalliance.org/about-scrum/values



Schwaberisms

Yes, I think we should double 
the font-size of “Courage”.

Can you foresee 
changing any of 
these values? 



or



DING!!  or Dud…

Scrum is a methodology.

Scrum is a framework, not a
prescriptive methodology.

Dud…



DING!!  or Dud…

It is not considered Scrum if 
parts of the framework have 
been removed.

Scrum only exists in its entirety.

DING!!



DING!!  or Dud…

Scrum’s values are:
• Commitment
• Transparency
• Inspection
• Adaptation
• Courage

• Respect
• Focus
• Openness

Dud…
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DING!!  or Dud…

Scrum is simple.

Yes, but it’s not easy.

DING!!



Scrum Framework



Scrum Master
• Knows Scrum & Agile

• True Leader who Serves

• Protect the team

• Remove impediments

• Coach / facilitate / mentor

• Promote and teach

• Uphold Scrum values



Removed term: Servant-Leader

Scrum Masters are now described as:

true leaders who serve 
the Scrum Team and 
the larger organization.

What’s New in the 2020 Scrum Guide?



3 2 1 6



Scrum Master, defined:
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;
• 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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• Support your team
• Grow your people
• Listen
• Build a community
• Reflect and learn





How are some 
ways that the 
Scrum Master 

can facilitate for 
the team or the 

organization?



Facilitating the Group’s 
Decision-Making

F I S T    O F    F I V E

R O M A N V O T I N G

D O T    V O T I N G



Teaching

Mentoring Coaching

Facilitating

Work with Group

Work with Individual

Process 
Authority 
(Internal
Knowledge)

Content 
Authority 

(External
Knowledge)

Sharing information or 
knowledge to help 
someone perform an 
activity more effectively.

Person with more 
experience assists others 
in developing specific 
skills and knowledge.

Focused on process more 
than content or outcome. 
Aid group in achieving 
knowledge and decisions.

Co-creative process to 
help someone find 
answers by themselves 
so they do it their way.



Coaching

•The coach is not an expert in the 
client's situation. 

•The coach must act as a facilitator, 
helping the person or team select 
the best options, and not offering 
advice or direction.



Coaching with the GROW model

Goal
Reality 
Options (or Obstacles)
Will (or Way Forward)
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Product 
Owner

Developers
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Master



Self-Managing over Self-Organizing

Previous Scrum Guides referred to 
Developers as self-organizing, choosing 
who and how to do work. 

With more of a focus on the Scrum Team, 
the 2020 version emphasizes a self-
managing Scrum Team, choosing who, 
how, and what to work on.

What’s New in the 2020 Scrum Guide?



• self-managing

• (self-organizing)

• cross-functional

• Dedicated

• responsible for Quality

• follows the values

• Size = 10 or fewer

• owns the HOW

Developers 
(accountability, not role)



We typically start here...

• Functional silos
• Local viewpoints
• Working groups (1+1=2)
• Limited visibility
• Change is discouraged



… and try to get to ...

• Cross-functional
• Systems-view
• Teams (1+1=3)
• High visibility
• Change is welcome



What are some challenges facing 
a self-managing team? 

How can a Scrum Master help 
the team navigate these 

challenges? 

(Remember  to  Stretch)



What can possibly go wrong 
if the Scrum Team has more 

than ten “developers”?



Developers commit to High Quality

• Functionality 
• Reliability
• Usability

• Security
• Scalability

• Efficiency
• Maintainability
• Portability



Quality must not be sacrificed

Time Cost

Scope Time Cost

Scope

Value 
drivenPlan 

driven

Traditional Agile

Fixed

Variable

“Iron Triangle”



Product Owner
• must have Authority

(not simply a proxy)

• must have Knowledge

• must be Available

(>50%) to the team

• owns the WHAT



15:50Agile Product Ownership in a Nutshell – Henrik Kniberg



What can possibly go wrong 
if the Product Owner 

is a group or a committee
and not a single person?



What can possibly go wrong 
if people perform 

multiple Scrum roles?
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Scrum Framework
Product 
Backlog

Sprint 
Backlog

Potentially 
Shippable 

Increment of 
Working SW 



The Five Levels of Planning

Adapted from Hubert Smits Five Levels of Planning

Vision

BIG IDEA

>1 year

Elevator Pitch



The Five Levels of Planning

Adapted from Hubert Smits Five Levels of Planning

Vision
Roadmap

How we get there

Yearly
Initiatives 
or themes

Quarterly
Sprint

Daily



The Five Levels of Planning

Adapted from Hubert Smits Five Levels of Planning

Vision
Roadmap

Quarterly
Sprint

Daily

Sprint

Daily

Everything 
Else

Sprint

Daily





Product Backlog
List of stuff we want done

Value focused

Stack-ranked by Product Owner

Refined by team and stakeholders

Elaborated just in time

Dynamic



Closer to the Work
Higher Priority

More Detailed
Smaller

Tasks

PBIs

Epics

Themes / 
Initiatives



DEEP

Detailed Appropriately

Estimated

Emergent

Prioritized



Introduction of Product Goal

The 2020 Scrum Guide introduces 
the concept of a Product Goal to 
provide focus for the Scrum Team 
toward a larger valuable objective. 

Each Sprint should bring the product 
closer to the overall Product Goal.

What’s New in the 2020 Scrum Guide?



Commitment: Product Goal

• The Product Goal 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;

• 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

Epic

Child Epic

Story 2 Story 3

Story 1

• User Story (PBI)
• Epic
• Spike
• NFR
• Defect (Bug)
• Experiment / Improvement



User Stories
(not core to Scrum)



A “User Story” Template
for PBIs

As a , I want to so that

Any story template is a 
suggestion, not a rule.

.

Who What Why





GUI

Business Logic

Database

PBI 1 PBI 2





Product Backlog Items
Implied 
Order

Title Description Estimate Acceptance Criteria

Toast pops up
When the timer is done, 
the toast pops up so it 
doesn’t get burned

5

• Can set more or less 
time

• When timer is done, 
spring releases

Jhghhg uios Ehiehpep pirpihrh pirh 8 Youb ob inhdff

Qwerty lorem 
ipsum

gpodawund covfefe 3 Oiua rwt khrgqw rtwer
uopkbfg rgo qerg



Product Backlog Responsibilities

Product Owner
• Create
• Prioritize
• Maintain

Developers
• Understand
• Estimate
• Implement

Scrum Master
• Educate
• Coach
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What topics might be 
discussed as part of Product 

Backlog refinement? 

(Remember  to  Stretch)



What can possibly go wrong 
if the Scrum Team doesn’t
dedicate time for Product 

Backlog refinement?



Service to the Product Owner

Module: 5



“Who knows Agile?”

VersionOne.com :: 7th Annual State of Agile Report (2012)

43% - - - - Scrum Master
14%  - - - - Dev Mgr / Dir / VP
14%  - - - - Project Manager
11%  - - - - Developer
6% - - - - Product Manager
2% - - - - QA
2% - - - - Executive
2% - - - - Business Analyst
1%  - - - - Product Owner



1 2

4 All

How can the Scrum Master support the Product Owner?
liberatingstructures.com



What’s on your mind?
How can I help?

Do these user stories look good? 
How can they be better?



What’s on your mind?
How can I help?

Why do I need to spend so 
much time with the team?



What’s on your mind?
How can I help?

I’m overwhelmed and don’t 
know where to start



What are some
collaboration techniques 

that a Product Owner can use 
to work with the 

Developers or stakeholders ? 

(Remember  to  Stretch)



Story Writing Workshop

Story Mapping

Persona Creation

Customer journey map

Impact Mapping
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The Creative Process
Work begins

Whatever… Panic

All the work

Deadline

while crying









Why must the Increment be 
brought to the current 

definition of “Done” regardless 
of whether the Product Owner 

chooses to release it?

(Remember  to  Stretch)







Example  DOD Items
• Unit tests created, checked in, all passing
• Code checked in and builds successfully on 

integration environment
• Automated unit test coverage > 80%
• All acceptance criteria pass
• Peer code review complete
• No open defects
• Needed documentation is complete
• Product owner has reviewed and accepted story



What can possibly go wrong 
if the Scrum Team has a 
weak (or non-existent) 
definition of “Done”?



What can possibly go wrong 
if multiple teams 

working on the same 
Product Backlog 

don’t have a 
shared and consistent 
definition of “Done”?





Example  DOR Items
• Story defined with acceptance criteria
• Parent epic identified
• Sized by team, can be Done in under 3 days
• Team determines Story is INVESTed
• Dependencies identified and accepted
• Architectural stories are completed
• SMEs/Functional experts identified
• API Contracts reviewed with developer
• UX artifacts created, mockup attached



Sprint
Planning
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Sprint Planning

sprint length time-box (max)

What is the recommended 
maximum time-box of Sprint 

Planning for each sprint length?

4 weeks

3 weeks

2 weeks

1 week

4 hours

8 hours

6 hours

2 hours





Three Sprint Planning Topics

In addition to the Sprint Planning 
topics of What and How, 
the 2020 Scrum Guide 
places emphasis on a third topic: Why

This is in reference to the Sprint Goal.

What’s New in the 2020 Scrum Guide?





Responsibilities at Sprint Planning

Product Owner
• Suggests a Sprint Goal
• Answer questions about PBIs
• Negotiate scope



Responsibilities at Sprint Planning

Developers
• Decide how much work to bring into the Sprint
• Create Sprint Backlog items



Responsibilities at Sprint Planning

Scrum Master
• Facilitate discussions
• Maintain the time box
• Help the team to neither over- nor under-commit



193

The Sprint Backlog

Real-time ____________ of the work.

_______________ may modify at any time.

_____________ may remove PBIs.

Has just enough __________ .

Highly _________ view of tasks.

Used to turn ____ into _______________ .



Changing the Sprint Backlog

• How does the Sprint Backlog change?

• Who can make changes/updates?

• What are the limits of these changes?



Commitment: Sprint Goal
• the single objective for the Sprint

• one-sentence summary of the focus of the Sprint

• a commitment by the Developers
• provides flexibility in terms of the exact work 

needed to achieve it

• Benefits include:
• Encourages the Scrum Team to work together 

rather than on separate initiatives
• Provides a greater context for the work
• Helps stakeholders to understand why they are 

being asked to participate in a Sprint Review

Q: can the Sprint Goal be changed?



Don’t Extend the Sprint

• Sprints end when the 
timebox is over

• Drop scope from the sprint 
if necessary
• Not the same as dropping scope 

from the release
• Items probably (but not 

automatically) move to the next 
sprint

• Dropping scope should be a 
whole team discussion



Sprint Cancellation

• Only the Product Owner 
may “cancel” a sprint

• A Sprint would be cancelled if 
the Sprint Goal becomes obsolete.

• Team may request an early end if 
they cannot deliver value in the sprint



Sample Two-Week Sprint



DING!!  or Dud…

The Sprint Goal uses the standard 
who-what-why format.

It’s a one-sentence summary of 
the focus of the Sprint.

Dud… 1



DING!!  or Dud…

The Product Owner is wise to 
bring about 1.5 or 2 sprints’ 
worth of PBIs to Sprint Planning.

It’s better to prepare more 
than not enough.

DING!! 2



DING!!  or Dud…

All members of the Scrum Team 
attend and participate in Sprint 
Planning.

DING!! 3
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Scrum Master protects the Scrum Team 
(esp. Developers) from excessive pressure



What can possibly go wrong 
if the Product Owner or a 

stakeholder applies 
excessive time pressure to 

the Developers?



Technical Debt accumulates 



Technical Debt accumulates 



Technical Debt accumulates 



Technical Debt accumulates 



Technical Debt accumulates 



12:50Agile Technical Practices | Faster Feedback Loops for Developer Teams





DING!!  or Dud…

When under pressure to work 
faster, developers (unconsciously) 
compromise quality.

This is a commonly 
observed behavior.

DING!! 1



DING!!  or Dud…

Each member of a cross-functional 
team needs to be able to perform 
ALL the tasks for any given
PBI / user story.

All skills must be present 
within the team, but not 
in every member.

Dud… 2



DING!!  or Dud…

It is good for teams to have slack in 
their schedule so they can make 
improvements to their processes.

Constant focus on delivery and 
working at maximum capacity 
offers little down time to 
implement improvements.

DING!! 3



DING!!  or Dud…

Scrum Masters should track issues 
affecting the team and try to 
resolve impediments themselves or 
get help from others.

The Scrum Master should solve 
or escalate impediments as 
quickly as possible.

DING!! 4



DING!!  or Dud…

Adding team members will 
automatically increase velocity.

Changing team composition 
will impact velocity, but instant 
increases are rare.

Dud… 5
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Answer the three questions

Teach how to do a daily scrum

Review progress toward the Sprint Goal

Provide clarification

Offer observations, not solutions

Offer early feedback

Update the sprint backlog

Facilitate conversation if necessary

Daily Scrum Responsibilities



DAILY SCRUM





Dysfunctional*  Players  Theater

 By the Book

 Has No Update

 Late-comer

 The Solver

 Remote Member

 Off-topic Chatty

 Too Much Detail

 ScrumMaster’s Pet

 Ignores Priorities

Won’t Ask for Help

 Too Vague

 Distracted by Phone

* One of these is not a dysfunction













Responsibilities at Sprint Review

Product Owner
• Accept or reject items
• Solicit and process feedback



Responsibilities at Sprint Review

Developers
• Demonstrate the results of the Sprint
• Respond to questions



Responsibilities at Sprint Review

Scrum Master
• Ensure that the review happens
• Maintain the time box



Responsibilities at Sprint Review

Stakeholders
• Provide feedback
• Help resolve impediments







Sprint Review & Retrospective

Sprint Review

What are the recommended maximum 
time-boxes for a one-month Sprint?

1 hour

4 hours

8 hours

Retrospective

1 hour

2 hours

3 hours



Responsibilities of the Scrum Master
at the Retrospective

• Ensure the retrospective happens

• Facilitate as necessary

• Act as a mirror to the team

• Maintain the time box



Daily 
Scrum

Sprint 
Planning

Sprint 
Review

Sprint 
Retrospective
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DING!!  or Dud…

The Scrum Team rehearses to make 
the Sprint Review a perfect show.

The Sprint Review is informal 
and needs only minimal 
preparation.

Dud… 1



DING!!  or Dud…

Anyone in the org may attend 
the Sprint Review and provide 
feedback.

DING!! 2



DING!!  or Dud…

Anyone in the org may attend the 
Sprint Retrospective and provide 
feedback.

The Retrospective is open only 
to the Scrum team.

Dud… 3



DING!!  or Dud…

The Retrospective occurs after 
the Sprint Review and prior to 
the next Sprint Planning.

The team may find ways to 
improve the Sprint Review.

DING!! 4
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What are a few common 
organizational impediments 
outside the scope of a team 

that can affect the 
effectiveness of Scrum Teams?

(Remember  to  Stretch)



Serving the 
Organization

• Leading the organization in its Scrum adoption

• Planning Scrum implementations within the org

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

• Causing change that increases the productivity of the 
Scrum Team

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



What are some examples of 
major organizational design changes 
implied by implementing Scrum?



What are some 
stakeholder behaviors 

that do not support 
the Scrum Team’s 

success?



What are some 
stakeholder behaviors 

that DO support the 
Scrum Team’s 

success?

CSM



Test Details
• Test must be completed within 90 days.
• Answers are saved as you go, so no need to worry if you lose connection.
• Test is based on the Scrum Guide (scrumguides.org) and the 2020 Learning 
Objectives covered in this CSM class.

• Test is “open book”.
• You will receive your score immediately upon completing the test.

If You Don’t Pass…
• If you do not pass on your first attempt, you have one more attempt with no 
additional fee within the original 90-day window.

• If you do not pass on your second attempt, you may take the test again for  $25 fee.

When You Pass
• Once you pass the test, return to ScrumAlliance.org to create your profile and 
accept the Scrum Alliance licensing agreement (Settings > Certification Dashboard).

• To renew your certification, there is a $100 fee every two years. There are 
continuing education requirements for the CSM. You’ll receive an email from the 
Scrum Alliance when your certification is due to renew.


