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HOW	  TO	  USE	  THIS	  APPROACH	  
	  
There	  are	  two	  ways	  to	  use	  this	  document.	  First,	  you	  can	  use	  it	  as	  a	  self-‐assessment	  checkpoint.	  Ask	  yourself	  how	  you	  are	  doing	  with	  each	  
competency	  and	  honestly	  assess	  your	  currently	  level.	  Ask	  others	  on	  your	  team	  how	  they	  would	  assess	  your	  competency.	  For	  example,	  if	  you	  
rated	  yourself	  highly	  in	  the	  Foster	  Self-‐Healing	  competence,	  ask	  your	  team	  mates	  how	  effective	  your	  retrospectives	  are	  in	  bringing	  forward	  
tangible	  improvement	  areas	  for	  the	  team	  and	  is	  the	  team	  growing	  and	  improving.	  	  
	  
The	  second	  approach	  would	  be	  to	  use	  it	  with	  your	  manager	  or	  Agile	  coach	  as	  a	  conversation	  starter	  in	  developing	  your	  personal	  
development	  plan	  (if	  your	  company	  has	  personal	  development	  plans).	  Together,	  land	  on	  a	  rating	  you	  both	  feel	  comfortable	  with.	  This	  
approach	  is	  not	  about	  performance	  management	  but	  should	  be	  used	  to	  guide	  your	  conversation	  and	  identify	  competency	  gaps	  to	  work	  on.	  
	  
	  Here	  is	  the	  list	  of	  possible	  ratings	  you	  can	  apply	  to	  each	  competency:	  	  
	  

Rating Dreyfus Model Description 

1	   Novice	  
You	  have	  recently	  taken	  a	  class	  or	  read	  about	  this	  competency	  
but	  you	  don’t	  have	  experience	  on	  an	  actual	  Agile	  team.	  You	  can	  
describe	  this	  competency.	  

2	   Competent	  
You	  are	  currently	  functioning	  as	  Scrum	  Master	  on	  a	  team	  but	  you	  
are	  being	  assisted	  by	  a	  coach	  or	  mentor	  for	  this	  competency.	  You	  
can	  apply	  this	  competency	  with	  help.	  

3	   Proficient	  
You	  are	  functioning	  within	  this	  competency	  without	  guidance	  
and	  with	  great	  results.	  You	  can	  apply	  this	  competency	  without	  
the	  help	  of	  others.	  

4	   Expert	  
You	  are	  coaching	  or	  mentoring	  other	  Scrum	  Masters	  about	  this	  
competency.	  You	  are	  teaching	  other	  Scrum	  Masters	  or	  Agile	  
Coaches.	  

5	   Master	  
You	  are	  speaking	  at	  conferences	  about	  this	  competency	  or	  
blogging	  about	  new	  ways	  of	  implementing	  this	  competency.	  You	  
are	  seen	  as	  an	  industry	  leader	  within	  this	  competency.	  

	  
Feel	  free	  to	  modify	  or	  add	  to	  this	  guide	  as	  you	  see	  fit.	  This	  document	  is	  just	  a	  starting	  point	  and	  should	  hopefully	  trigger	  additional	  ideas	  for	  
your	  own	  personal	  development	  approach.	  Before	  you	  begin,	  take	  a	  look	  at	  the	  Enact	  the	  Framework	  section.	  The	  Agile	  framework	  at	  your	  
organization	  is	  probably	  different	  so	  this	  section	  may	  need	  to	  be	  changed	  to	  accommodate	  your	  situation.	  
	  
Please	  email	  me	  with	  any	  questions	  or	  feedback	  you	  may	  have	  at	  len@illustratedagile.com	  and	  check	  out	  the	  blog	  for	  additional	  Scrum	  
Master	  materials	  at	  www.illustratedagile.com/the-‐scrum-‐master-‐series.	  
	  
	  	   	  



	   3	  

PRIMARY	  COMPETENCIES	  
	  

Competency Rating Description 

 
Enact the Framework    

 

Facilitate	  planning	  (product	  visioning	  or	  discovery,	  
business	  case	  development,	  roadmap	  creation,	  building	  
the	  initial	  product	  backlog)	  

	   The	  result	  of	  planning	  expects	  the	  product	  vision,	  business	  case,	  and	  roadmap	  are	  
well	  understood	  among	  the	  team.	  Throughout	  planning,	  the	  Scrum	  Master	  is	  
facilitating	  working	  sessions	  to	  complete	  planning	  work	  products	  as	  necessary.	  

 

Facilitate	  continuous	  backlog	  grooming	  (story	  elaboration	  
and	  prioritization)	  

	   Throughout	  the	  lifecycle	  of	  the	  product	  or	  project	  the	  stories	  in	  the	  backlog	  will	  be	  
refined	  and	  reprioritized	  by	  the	  product	  owner	  and	  team.	  The	  Scrum	  Master	  
should	  understand	  what	  a	  well-‐groomed	  backlog	  looks	  like	  and	  coach	  the	  product	  
owner	  and	  team	  as	  necessary.	  

 

Facilitate	  sprint	  planning	  (stories	  to	  tasks)	  

	   The	  sprint	  planning	  session	  provides	  the	  necessary	  context	  for	  the	  completion	  of	  
high-‐value	  work	  within	  a	  timebox.	  During	  the	  first	  part	  of	  the	  sprint	  planning	  
session	  the	  team	  decides	  on	  the	  stories	  they	  will	  complete	  during	  the	  sprint.	  
During	  the	  second	  half	  of	  the	  sprint	  planning	  session	  the	  team	  will	  determine	  
"how"	  they	  will	  complete	  the	  work	  by	  creating	  tasks	  for	  each	  story.	  The	  Scrum	  
Master	  should	  provide	  the	  necessary	  supplies	  and	  facilitation	  techniques	  
necessary	  for	  a	  team	  commitment	  to	  complete	  sprint	  objectives.	  

 

Facilitate	  daily	  standups	  (team	  progress	  and	  impediment	  
awareness)	  

	   The	  team	  will	  meet	  daily	  to	  synchronize	  their	  activities	  and	  create	  a	  plan	  for	  the	  
next	  day.	  This	  session	  will	  expect	  the	  team	  to	  stand	  around	  the	  information	  
radiator	  and	  talk	  about	  what	  they	  have	  completed,	  what	  they	  will	  work	  on	  and	  if	  
there	  is	  anything	  blocking	  their	  progress.	  The	  Scrum	  Master	  should	  ensure	  this	  
session	  is	  timely	  and	  effective.	  The	  Scrum	  Master	  will	  also	  capture	  any	  
impediments	  the	  team	  is	  experiencing.	  

 

Facilitate	  sprint	  reviews	  (story	  completeness	  and	  
acceptance)	  

	   At	  the	  end	  of	  the	  sprint,	  the	  team	  will	  inspect	  their	  work	  and	  the	  product	  owner	  
will	  identify	  work	  as	  “accepted”	  or	  “not	  accepted.”	  The	  Scrum	  Master	  should	  
ensure	  this	  session	  aligns	  with	  the	  teams	  “definition	  of	  done.”	  

 

Facilitate	  retrospectives	  (self-‐healing)	  

	   An	  important	  element	  of	  Agile	  is	  the	  ability	  for	  a	  team	  to	  learn	  from	  what	  is	  
working	  or	  not	  working.	  The	  Scrum	  Master	  should	  effectively	  facilitate	  the	  
retrospective	  to	  pull	  actionable	  changes	  for	  the	  team	  to	  experience	  during	  the	  next	  
sprint.	  

 
Keeping a Team in Flow    

 

Maintain	  a	  Sustainable	  Pace	  (understanding	  velocity	  and	  
sprint	  commitment)	  

	   The	  use	  of	  velocity	  could	  be	  leveraged	  to	  keep	  the	  team	  operating	  at	  a	  brisk	  yet	  
healthy	  and	  sustainable	  pace.	  The	  Scrum	  Master	  should	  use	  the	  historical	  team	  
velocity	  and	  the	  story	  points	  of	  the	  committed	  stories	  as	  an	  input	  into	  sprint	  
planning	  to	  gauge	  the	  realism	  of	  sprint	  goals	  and	  commitment.	  

 

Understand	  and	  facilitate	  story	  creation	  and	  acceptance	  
criteria	  

	   Product	  owners	  or	  the	  team	  will	  author	  user	  stories.	  The	  Scrum	  Master	  should	  
understand	  proper	  user	  story	  authoring	  to	  facilitate	  and	  coach	  the	  product	  owner	  
and	  team.	  This	  should	  require	  the	  Scrum	  Master	  to	  know	  what	  a	  good	  story	  and	  
acceptance	  criteria	  look	  like.	  
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Facilitate	  effective	  story	  sizing/scoping	  (Planning	  Poker)	  

	   Once	  stories	  are	  authored,	  they	  will	  be	  scoped	  through	  the	  use	  of	  story	  points	  and	  
relative	  complexity	  sizing.	  The	  Scrum	  Master	  will	  facilitate	  the	  sizing	  of	  stories	  
during	  the	  planning	  sprint,	  backlog	  grooming,	  or	  sprint	  planning	  sessions.	  

 

Understand	  and	  facilitate	  story	  task	  creation	  
	   The	  team	  will	  identify	  the	  specific	  tasks	  necessary	  to	  complete	  committed	  stories.	  

The	  Scrum	  Master	  should	  understand	  proper	  task	  writing	  to	  facilitate	  and	  coach	  
the	  team	  to	  create	  tasks	  that	  are	  actionable	  and	  measurable.	  

 

Understand	  and	  facilitate	  the	  "definition	  of	  done"	  

	   During	  a	  sprint	  planning	  session,	  the	  Scrum	  Master	  should	  promote	  and	  facilitate	  
the	  use	  of	  a	  "definition	  of	  done"	  to	  guide	  the	  team	  during	  their	  sprint	  commitment	  
exercise.	  The	  definition	  of	  done,	  created	  by	  the	  team	  and	  product	  owner,	  will	  
itemize	  the	  activities	  for	  a	  story	  to	  be	  considered	  complete	  and	  acceptable	  by	  the	  
product	  owner	  before	  demoing	  the	  work	  at	  the	  sprint	  review	  session.	  

 

Identify	  and	  manage	  risks	  (potential	  impediments)	  
	   Throughout	  the	  lifecycle	  of	  the	  project,	  the	  Scrum	  Master	  will	  identify,	  record,	  and	  

manage	  potential	  team	  impediments	  and	  known	  risks.	  The	  risk	  list	  will	  continue	  to	  
evolve	  throughout	  the	  project.	  

 

Drive	  the	  removal	  of	  impediments	  (blockers)	  

	   When	  impediments	  are	  encountered	  by	  the	  team	  (or	  risks	  become	  realized	  as	  
impediments),	  the	  Scrum	  Master	  should	  drive	  the	  removal	  of	  the	  impediment	  with	  
relentlessness	  and	  efficiency.	  This	  will	  include	  the	  escalation	  of	  the	  impediment	  to	  
leadership	  if	  necessary.	  

 
Radiate Information    

 

Build	  organized	  and	  effective	  Task	  Walls	  

	   During	  the	  planning	  sprint,	  the	  Scrum	  Master	  will	  create	  the	  information	  radiator	  
or	  task	  wall	  for	  the	  team.	  The	  information	  radiator	  will	  be	  placed	  in	  a	  central	  
location	  within	  the	  team	  space	  and	  will	  be	  the	  location	  for	  the	  daily	  team	  standup	  
meeting.	  The	  Scrum	  Master	  should	  coach	  real-‐time	  movement	  of	  tasks,	  as	  the	  
information	  radiator	  should	  always	  represent	  the	  current	  state	  of	  team	  effort	  and	  
progress.	  

 

Create	  effective	  and	  relevant	  Progress	  Indicators	  

	   The	  use	  of	  progress	  indicators	  includes	  burn-‐down,	  burn-‐up,	  or	  cumulative	  flow	  
charts.	  The	  Scrum	  Master	  will	  be	  responsible	  for	  creating	  and	  updating	  team	  
progress	  indicators.	  The	  progress	  indicators	  should	  be	  used	  by	  the	  Scrum	  Master	  
to	  sniff	  out	  potential	  bottlenecks	  or	  process	  issues	  and	  allow	  the	  team	  to	  recognize	  
when	  they	  need	  to	  course	  correct.	  

 
Effective and Healthy Teams    

 

Foster	  self-‐healing	  (learning	  from	  retrospectives)	  

	   The	  Scrum	  Master	  should	  keep	  retrospectives	  lively	  and	  create	  a	  safe	  environment	  
for	  team	  members	  to	  share	  openly	  and	  freely.	  When	  items	  are	  identified	  to	  correct	  
or	  improve,	  the	  Scrum	  Master	  becomes	  the	  conscience	  of	  the	  team	  and	  reminds	  
them	  of	  their	  commitment	  to	  improvement	  during	  future	  sprints.	  

 

Foster	  self-‐accountability	  (team	  vs.	  individual	  success)	  

	   The	  Scrum	  Master	  should	  foster	  team	  togetherness	  with	  an	  "all	  for	  one,	  one	  for	  all"	  
attitude.	  Individuals	  are	  not	  blamed	  for	  "failures"	  but	  the	  whole	  team	  is	  
accountable	  for	  their	  results.	  The	  Scrum	  Master	  does	  not	  assign	  tasks	  to	  team	  
members	  but	  individuals	  will	  "pull"	  tasks	  from	  the	  information	  radiator.	  	  
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Foster	  relationships	  (co-‐creating	  and	  conflict	  resolution)	  

	  
The	  Scrum	  Master	  should	  intentionally	  promote	  and	  coach	  co-‐creation	  across	  the	  
team.	  By	  its	  nature,	  high-‐performing	  Agile	  teams	  are	  different	  than	  typical	  teams	  -‐	  
they	  spend	  a	  great	  deal	  of	  time	  together	  and	  should	  be	  collaborating	  on	  work	  
products	  as	  much	  as	  possible.	  This	  is	  especially	  true	  for	  cross-‐functional	  roles	  such	  
as	  developers	  and	  testers.	  Conflict	  or	  differing	  opinions	  between	  team	  members	  or	  
different	  roles	  is	  not	  a	  bad	  thing	  but	  should	  be	  healthy	  and	  productive.	  The	  Scrum	  
Master	  has	  the	  ability	  to	  stay	  neutral	  and	  facilitate	  any	  conflict	  to	  a	  resolution.	  	  

 

Foster	  celebration	  and	  morale	  (recognition	  and	  
appreciation)	  

	   The	  Scrum	  Master	  should	  create	  a	  celebratory	  atmosphere	  and	  bring	  a	  positive	  
attitude	  to	  the	  team.	  Agile	  teams	  are	  working	  hard	  (and	  often	  learning	  new	  ways	  
to	  work	  together)	  so	  they	  should	  also	  feel	  a	  sense	  of	  appreciation	  for	  what	  they	  are	  
accomplishing	  and	  the	  new	  culture	  they	  are	  helping	  to	  build.	  
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SUPPORTING	  COMPETENCIES	  
	  

 Competency Rating Description 

 

Teaching	   	  

Establish	  Training	  Curriculum	  
New	  Agile	  teams	  (or	  teams	  with	  new	  team	  members)	  will	  require	  education	  on	  the	  basics	  of	  Agile	  
and	  how	  to	  apply	  Agile	  principles.	  You	  will	  be	  creating	  or	  compiling	  an	  Agile	  training	  plan	  tailored	  
to	  the	  needs	  of	  your	  team	  and	  facilitating	  the	  training	  sessions.	  
Get	  a	  New	  Team	  Started	  (bring	  the	  team	  together)	  
You	  will	  need	  to	  understand	  how	  to	  bring	  a	  new	  team	  together	  for	  the	  first	  time.	  This	  will	  include	  
scheduling	  Agile	  ceremonies	  and	  establishing	  team	  rosters.	  An	  understanding	  of	  team	  dynamics	  
will	  be	  important	  for	  new	  teams	  including	  an	  approach	  to	  handling	  the	  4	  stages	  of	  team	  
development:	  forming,	  storming,	  norming,	  performing.	  You	  will	  need	  to	  coach	  the	  team	  through	  
these	  phases.	  
	  
Your	  role	  will	  also	  require	  a	  deep	  understanding	  of	  the	  mechanics	  of	  our	  Agile	  framework	  and	  the	  
ability	  to	  teach	  the	  specific	  roles,	  work	  products,	  and	  activities	  to	  the	  people	  on	  your	  team	  as	  
required.	  	  

 

Mentoring	   	  

Have	  Situational	  and	  Self	  Awareness	  
As	  the	  organization,	  individuals	  and	  teams	  move	  through	  their	  Agile	  change	  journey,	  situations	  
(both	  positive	  and	  negative)	  will	  arise	  which	  may	  require	  your	  attention	  or	  involvement.	  When	  
these	  events	  occur,	  you	  will	  need	  to	  know	  if	  you	  should	  respond,	  when	  to	  respond	  and	  how	  to	  
respond.	  
	  	  	  
Bring	  Relevant	  Knowledge	  and	  Experience	  
When	  this	  happens,	  you	  will	  be	  expected	  to	  gather	  and	  share	  your	  experience	  and	  expertise.	  This	  
will	  require	  you	  to	  mentor	  individuals	  on	  proper	  Agile	  techniques	  and	  mindset	  and	  guide	  them	  
along	  their	  own	  personal	  change	  journey.	  By	  taking	  action,	  you	  will	  move	  from	  self-‐awareness	  (I	  
should	  do	  something	  about	  this)	  to	  self-‐management	  (I	  will	  do	  something	  about	  this).	  
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Coaching	   	  

Listening	  and	  Observing	  
Once	  your	  team	  has	  formed	  and	  begins	  operating	  within	  our	  Agile	  framework,	  you	  will	  need	  to	  
watch	  and	  listen	  for	  opportunities	  to	  teach	  and	  mentor.	  Cracks	  in	  an	  Agile	  team	  often	  form	  subtly	  
and	  will	  require	  diligence	  on	  your	  part	  to	  notice	  and	  react	  as	  appropriate.	  
	  
Asking	  Powerful	  Questions	  
When	  opportunities	  do	  arise	  for	  improvement	  within	  your	  team,	  start	  by	  asking	  powerful	  
questions.	  As	  opposed	  to	  just	  telling	  people	  where	  they	  are	  failing	  and	  where	  they	  must	  approve,	  
asking	  powerful	  questions	  will	  allow	  for	  introspection	  and	  self-‐awareness,	  driving	  change	  from	  
within.	  
	  
Provide	  Meaningful	  Feedback	  
Once	  team	  members	  begin	  answering	  your	  powerful	  questions	  you	  will	  be	  able	  to	  provide	  
suggestions	  for	  improvement	  and	  opportunities	  for	  mentoring.	  You	  will	  be	  expected	  to	  suggest	  
small	  and	  subtle	  changes	  to	  improve	  individual	  and	  team	  performance.	  

Facilitating	   	  

Guide	  Teams	  to	  a	  Destination	  and	  Result	  
Every	  event	  or	  ceremony	  in	  our	  Agile	  framework	  must	  be	  facilitated	  to	  a	  result	  or	  end-‐goal.	  Time	  
is	  precious	  and	  our	  timeboxes	  are	  short	  so	  team	  sessions	  cannot	  wander	  aimlessly	  and	  must	  
deliver	  on	  our	  expected	  outcomes.	  This	  will	  require	  Scrum	  Masters	  to	  be	  "in-‐control"	  of	  the	  room	  
and	  environment.	  
	  
Remain	  Neutral	  
By	  maintaining	  a	  sense	  of	  neutrality,	  a	  Scrum	  Master	  provides	  a	  unique	  perspective	  to	  the	  team	  
during	  times	  of	  disagreement	  or	  contention.	  This	  neutrality	  should	  occur	  with	  the	  team,	  between	  
teams,	  and	  throughout	  the	  organization.	  	  The	  objective	  for	  the	  Scrum	  Master	  will	  not	  be	  to	  let	  one	  
side	  or	  the	  other	  win	  but	  foster	  a	  solution	  better	  than	  either	  side	  could	  imagine.	  
	  
Promote	  Inclusion	  and	  Group	  Sharing	  
The	  team	  should	  move	  from	  individual	  perspectives	  to	  group	  wisdom.	  This	  will	  require	  ensuring	  
the	  right	  people	  are	  in	  the	  room	  and	  every	  voice	  and	  every	  role	  has	  the	  opportunity	  to	  be	  heard.	  
Extra	  care	  will	  need	  to	  be	  taken	  for	  those	  with	  off-‐site	  team	  members.	  
	  

	  
Reference:	  Coaching	  Agile	  Teams	  by	  Lyssa	  Adkins;	  	  The	  Agile	  Coaching	  Institute	  
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COMPETENCY	  EXAMPLES	  and	  TIPS	  
	  
Competency Example or Tips 

Facilitate	  Continuous	  Backlog	  Grooming	  
Monitor	  the	  backlog	  to	  ensure	  a	  well-‐prioritized	  set	  of	  stories	  are	  available	  to	  the	  team	  as	  once	  the	  team	  
begins	  working	  sprints	  there	  will	  not	  be	  time	  to	  author	  stories.	  Work	  with	  the	  product	  owner	  or	  business	  
analyst	  to	  have	  stories	  prepared	  at	  least	  one	  sprint	  ahead	  of	  current	  sprint.	  

Facilitate	  Sprint	  Planning	  
Guide	  the	  team	  towards	  a	  commitment.	  The	  sprint	  planning	  session	  does	  not	  end	  until	  the	  entire	  team	  
agrees	  with	  the	  number	  of	  stories	  committed	  to.	  Commitment	  just	  means	  we'll	  do	  everything	  we	  can	  to	  
complete	  these	  stories	  recognizing	  impediments	  will	  arise	  from	  time	  to	  time.	  

Facilitate	  Daily	  Standup	  Meetings	  
All	  conversation	  should	  be	  focused	  on	  a	  story	  or	  task.	  One	  approach	  is	  to	  have	  team	  members	  point	  to	  (or	  
touch)	  the	  task	  they	  worked	  on	  yesterday	  or	  the	  task	  they	  are	  working	  on	  today.	  Conversation	  not	  centered	  
on	  a	  task	  or	  an	  impediment	  blocking	  a	  task	  is	  wasted	  conversation.	  	  

Facilitate	  Sprint	  Reviews	  

There	  are	  a	  variety	  of	  approaches	  for	  sprint	  reviews.	  Some	  have	  developers	  demonstrate	  their	  work	  while	  
others	  have	  business	  analysts	  or	  testers	  lead	  the	  demonstration.	  Regardless,	  the	  product	  owner	  must	  
accept	  or	  reject	  each	  story	  -‐	  there	  is	  no	  middle	  ground	  and	  a	  "we	  are	  95%	  complete"	  response	  is	  not	  
acceptable.	  	  

Facilitate	  Retrospectives	  

The	  retrospective	  must	  produce	  actionable	  change	  activities	  for	  the	  team	  to	  team	  during	  the	  next	  sprint.	  
There	  are	  many	  retrospective	  techniques	  available	  to	  keep	  the	  retrospective	  from	  getting	  stale.	  For	  an	  
Agile	  mindset	  to	  take	  hold,	  treat	  retrospectives	  seriously.	  Culture	  begins	  to	  improve	  when	  people	  have	  a	  
voice	  and	  things	  change	  and	  improve	  based	  on	  what	  they	  have	  said.	  

Maintain	  a	  Sustainable	  Pace	  
The	  use	  of	  historical	  velocity	  and	  planned	  velocity	  (adjusting	  historical	  velocity	  based	  on	  current	  events)	  
will	  be	  an	  important	  approach	  to	  keep	  the	  team	  from	  over	  or	  under	  committing.	  Adjusting	  team	  velocity	  
may	  be	  necessary	  when	  new	  members	  arrive	  or	  leave	  the	  team	  or	  during	  holiday	  seasons.	  

Understand	  and	  Facilitate	  Story	  and	  
Acceptance	  Criteria	  Creation	  

All	  of	  our	  work	  revolves	  around	  a	  story.	  	  Proper	  story	  writing	  and	  acceptance	  criteria	  are	  essential	  to	  a	  
team	  being	  able	  to	  effectively	  size,	  commit	  and	  task	  our	  work.	  Learn	  what	  makes	  a	  story	  great	  and	  coach	  
the	  team	  when	  the	  story	  is	  not	  good	  enough.	  Keep	  the	  story	  focused	  on	  the	  user	  or	  customer	  -‐	  there	  is	  often	  
the	  temptation	  to	  write	  stories	  for	  us	  instead	  of	  the	  customer	  (i.e..	  "As	  a	  developer	  I	  need...).	  

Facilitate	  Effective	  Story	  Sizing	  

Proper	  story	  sizing	  should	  take	  the	  team	  through	  5	  stages:	  sharing	  individual	  perspective	  (here	  is	  what	  I	  
think	  this	  story	  means),	  individual	  understanding	  or	  rationalization	  (modifying	  your	  perspective	  of	  the	  
story	  based	  on	  what	  was	  shared	  as	  an	  individual	  perspective),	  relativity	  (how	  hard	  or	  easy	  is	  this	  
compared	  to	  things	  we	  have	  done	  like	  this	  before),	  group	  alignment	  (choosing	  a	  story	  point	  based	  on	  the	  
relative	  complexity),	  and	  group	  wisdom	  (a	  common	  understanding	  of	  what	  needs	  to	  be	  accomplished	  has	  
been	  obtained).	  As	  a	  Scrum	  Master,	  facilitate	  the	  team	  through	  this	  journey.	  
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Understand	  and	  Facilitate	  Story	  Task	  Creation	  
Coach	  the	  team	  to	  create	  tasks	  taking	  no	  more	  than	  8	  hours	  to	  complete.	  Ideally,	  2	  to	  4	  hours	  would	  be	  best	  
as	  this	  means	  at	  least	  one	  task	  for	  every	  team	  member	  should	  be	  moved	  at	  every	  standup.	  Movement	  
builds	  momentum	  and	  energy	  towards	  completing	  sprint	  goals	  and	  also	  promotes	  self-‐accountability.	  

Understand	  and	  Facilitate	  the	  "Definition	  of	  
Done"	  

Facilitating	  a	  "definition	  of	  done"	  will	  assist	  the	  team	  with	  their	  level	  of	  commitment	  during	  a	  sprint	  and	  
determining	  how	  much	  they	  can	  complete	  during	  the	  sprint.	  Possible	  "definition	  of	  done"	  activities	  may	  
include	  stories	  cannot	  be	  accepted	  unless	  we	  perform	  peer	  code	  reviews,	  automated	  tests	  have	  been	  
created,	  unit	  tests	  are	  completed,	  functional	  testing	  completed,	  etc.	  	  

Identify	  and	  Manage	  Risks	  
Try	  and	  be	  a	  step	  or	  two	  ahead	  of	  the	  team	  and	  remove	  potential	  impediments	  before	  they	  become	  
blockers.	  Many	  risks	  will	  be	  technical	  or	  environmental	  so	  communicating	  with	  the	  architect	  will	  be	  
important.	  

Drive	  the	  Removal	  of	  Impediments	  
A	  Scrum	  Master	  truly	  proves	  their	  worth	  by	  their	  ability	  to	  remove	  impediments	  and	  keep	  a	  team	  in	  flow.	  	  
Have	  an	  approach	  established	  for	  escalation	  and	  don't	  delay	  should	  you	  have	  a	  stubborn	  impediment	  (2	  
days	  max).	  

Build	  Organized	  and	  Effective	  Task	  Walls	  
Depending	  on	  your	  team	  and	  your	  team	  space,	  task	  or	  Scrum	  walls	  take	  on	  many	  shapes	  and	  sizes.	  Start	  
with	  the	  standard	  "not	  started,	  in	  progress,	  and	  done"	  columns	  but	  refine	  as	  your	  team	  matures	  or	  if	  
needed.	  For	  remote	  teams,	  virtual	  task	  walls	  

Create	  Effective	  and	  Relevant	  Progress	  
Indicators	  

Typically,	  your	  progress	  indicators	  will	  take	  the	  form	  of	  a	  burn-‐down	  or	  burn-‐up	  chart	  but	  other	  options	  
exist.	  Find	  the	  best	  one	  for	  your	  team	  and	  use	  them.	  Learn	  how	  to	  catch	  potential	  health	  issues	  before	  they	  
disrupt	  team	  flow	  and	  harmony.	  

Foster	  Self-‐Healing	  
It	  may	  be	  useful	  to	  bring	  improvement	  areas	  identified	  in	  the	  retrospective	  and	  post	  them	  on	  the	  
information	  radiator.	  Don't	  be	  afraid	  to	  speak	  up	  when	  you	  see	  areas	  for	  the	  team	  to	  live	  up	  to	  their	  
committed	  improvements.	  

Foster	  Self-‐Accountability	  

The	  typical	  scenario	  when	  things	  go	  wrong	  while	  building	  software	  is	  to	  pass	  blame	  between	  roles.	  "Why	  
didn't	  the	  tester	  find	  this	  bug!?"	  or	  "Why	  didn't	  the	  developer	  unit	  test	  this!?"	  These	  behaviors	  only	  causes	  
people	  to	  become	  defensive	  and	  will	  usually	  trigger	  someone	  to	  add	  more	  process,	  sign-‐offs,	  and	  meetings.	  
From	  early	  on,	  foster	  a	  sense	  of	  team	  accountability	  for	  your	  results.	  

Foster	  Relationships	  

A	  developer	  would	  rather	  work	  alone	  and	  not	  be	  "bothered"	  by	  a	  tester	  when	  he	  begins	  coding.	  The	  
relationship	  between	  the	  architect	  on	  the	  team	  and	  the	  developers	  has	  become	  tense.	  The	  architect	  is	  not	  
very	  flexible	  and	  the	  developer	  does	  not	  feel	  like	  his	  ideas	  are	  being	  heard.	  How	  should	  a	  Scrum	  Master	  
respond	  to	  these	  situations	  to	  foster	  healthy	  dialogue	  and	  relationship?	  Study	  books	  such	  as	  "Tribal	  
Leadership"	  or	  "The	  Five	  Dysfunctions	  of	  a	  Team"	  to	  begin	  creating	  a	  tool	  belt	  of	  techniques	  to	  solve	  these	  
team	  or	  relationship	  issues.	  

Foster	  Celebration	  and	  Morale	  	  

This	  could	  include	  organizing	  an	  outing	  for	  the	  team	  outside	  of	  work	  or	  bringing	  food	  to	  Scrum	  events.	  
Capture	  everyone's	  birthday	  and	  sing	  happy	  birthday	  at	  the	  stand	  up	  meeting.	  Put	  reminders	  on	  your	  
calendar	  to	  schedule	  team	  activities.	  It	  does	  not	  need	  to	  be	  expensive	  to	  show	  how	  much	  we	  appreciate	  our	  
team	  for	  their	  accomplishments.	  Small	  things	  make	  a	  difference	  but	  keep	  things	  real	  -‐	  fake	  appreciation	  
will	  be	  sniffed	  out	  by	  the	  team	  and	  will	  have	  a	  negative	  impact.	  

	  
	  


