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FOREWORD

Zuzana Sochovd—Zuzi—is the author of a new book on the
#ScrumMasterWay. She is also the heart and soul of the Agile
Prague Conference, which is where I had the great fortune to
meet her several years ago. A beautiful lady in a beautiful city. As
its name suggests, this is a guidebook along the path, the way, for
ScrumMasters and Agile coaches.

The book covers a lot. You'll find thumbnail sketches of many
valuable approaches as well as useful examples based on hard-
earned real experience. This makes this a good reference for tech-
niques after you have been through the book.

Zuzi reads a lot. Her talks are entertaining and informative
as she brings what she has read to the attention of the rest of the
community. Zuzi also has the Agile mindset, and her message is
to encourage readers to be the same. Take small steps, and even
when discouraged, keep moving forward. This sounds a lot like the
recommendations in Fearless Change and More Fearless Change!
As I am deeply interested in change, I echo the approach Zuzi
takes. Instead of the grand plans most organizations have for over-
night upheaval and a deadline—“We will be agile by the end of
2016” —successful change is built around small steps and learning.
In Fearless Change, we describe a “Learning Cycle.” Take a small
step. Stop. Make time for reflection and learning. Based on small

xiii
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successes, take the next small step. Of course, we’d like to reach a
tipping point, when the change takes on a life of its own and things
begin to be easier, but we can’t count on that! The best approach is
based on small experiments.

You will love the sketches in Zuzi’s book! Research shows we
learn from images. In fact, words themselves are recognized by the
brain as images. Zuzi’s imaginative drawings are the perfect addi-
tion to the material.

The book offers a chance for reflection and evaluation of
strengths and areas that need improvement—this is perhaps the
most important part of the book. We know it’s difficult to under-
stand ourselves. Without some planned time-outs, we have no hope
of improvement. It won’t happen by accident. Research has shown
that just a few minutes each day looking back on what worked well
and what should be improved can show real benefit over time.

[ really like her discussion of the Cynefin framework. We need
a better understanding of Dave Snowden’s work. In Agile develop-
ment we are dealing with complex adaptive systems. That means we
can’t know in advance the effect of even a small change to our orga-
nizations, our teams, or ourselves. We can only test and then stop to
reflect and based on our observation make plans for the next small
change. It’s delusional to believe that we can plan every activity over
a long timeline of years for any effort.

[ think you'll enjoy this easy-to-read, informative little book. I
know I did.

—Linda Rising
Coauthor, with Mary Lynn Manns, of
Fearless Change and More Fearless Change



PREFACE

I'm Zuzi, your new friend and men-
tor. Relax and listen to what I'm going
to tell you. You can trust me. Ten years
ago, when I joined my first Scrum team
as a developer, I didn’t like it much.
It was an awkward way of working, I
thought. I was just as resistant as most
of my current clients who are at the
beginning of their Agile journeys. It
was something new and different. And

however hard our Agile coaches tried to

explain it, I didn’t really get it. Six months later I was appointed to
the ScrumMaster role. Lacking any other experience than as a team
leader and developer, I ended up being a “Scrum team assistant”
and a bit later a “Scrum team mom.” It took me a long time to real-
ize why Scrum is so powerful and that it is all about the ability to
enhance self-organization.

Only then did I realize that we were all missing a good expla-
nation of the ScrumMaster role. Later, I described it using the
#ScrumMasterWay concept that I'm going to share with you in this
book, and which finally gave ScrumMasters the answer to their
most common question: “What will the ScrumMaster do once the
team is self-organized?”

XV
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After coaching many ScrumMasters at companies and teach-
ing a lot of CSM classes, I can say that an answer like “Move to
another team,” “Do nothing,” or “There will always be some work
needed” is not good enough. ScrumMasters are lost in the same way
[ was lost at that time.

It has never been so easy to become a great ScrumMaster, so
let me invite you on the journey and you can learn from my experi-
ence and mistakes. This book is the best starting point to embrace
the ScrumMaster role. I hope you will enjoy reading it and will find
it useful and easy to apply in your work and that you will become a
great ScrumMaster too.

WHO SHOULD READ THIS BOOK

This book is a guidebook for all ScrumMasters, Agile coaches, and
leaders who want to transform their organizations. It’s intended to
give you a reference to general concepts every ScrumMaster should
understand and point you toward resources that may help you in
resolving difficult situations. It was designed as a slim, illustrated
book that you can read during the weekend and won'’t get you lost
in too much heavy stuff. However, it is supposed to be your starting
point in searching for help or ideas on where to go next. On top of
that, it’s full of practical examples of how to apply each concept.
Note that the book does not explain Scrum rules and princi-
ples but assumes that you already understand Agile and Scrum and

have some experience as a ScrumMaster.

HOW TO READ THIS BOOK

The book is divided into eight chapters which, step by step, create
awareness and understanding of the great ScrumMaster’s role.

In Chapter 1, “The ScrumMaster’s Role and Responsibilities,”
we go through the basic responsibilities of the ScrumMaster.
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In Chapter 2, “The State of Mind Model,” I introduce the
model that helps ScrumMasters decide which approach they will
take to address day-to-day situations.

In Chapter 3, “#ScrumMasterWay,” the #ScrumMasterWay
concept is introduced to address the complexity of the role, the
need to build a group of ScrumMasters, and through that create an
Agile organization.

In Chapter 4, “Metaskills and Competences,” we talk about
what enables you to become a great ScrumMaster.

Chapter 5, “Building Teams,” covers the theory of building teams,
including practical examples relevant to the Agile environment.

Chapter 6, “Implementing Change,” addresses the implemen-
tation and dynamics of change.

In Chapter 7, “The ScrumMaster’s Toolbox,” you will find
a description of different tools you can use in your work as a
ScrumMaster.

Chapter 8, “I Believe . . .,” wraps things up.

The book provides a wider definition of the ScrumMaster’s role
than is usually described. It introduces the #ScrumMasterWay con-
cept to define the three levels of operation of a great ScrumMaster.
Being ScrumMaster is like playing in an adventure game. You pick
up some tools along the way, and you don’t necessarily understand
how to use them at the beginning. Sometimes you need to be cre-
ative and try different approaches, taking some crazy steps. From
time to time you might feel desperate and on the brink of quitting.
But then you realize there is another way to approach the situation
and make it work, like in those adventure games where you need to
spot a tiny crack in the wall to open a secret door or apply the usual
tools in a very different way.

Even if the examples might not fit your exact situation and the
framework described might not feel appropriate during your first try,
give it a second or third chance. Be creative and adapt these exam-
ples. Believe that it will work and, eventually, you will become a
great ScrumMaster.
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Register your copy of 7he Great ScrumMaster at informit.com for
convenient access to downloads, updates, and corrections as they
become available. To start the registration process, go to informit
.com/register and log in or create an account. Enter the product
ISBN (9780134657110) and click Submit. Once the process
is complete, you will find any available bonus content under
“Registered Products.”
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1

THE SCRUMMASTER’S ROLE
AND RESPONSIBILITIES

The ScrumMaster is one of the most undervalued roles in Scrum
and Agile. Most teams that are just starting out don’t see the value
of having a full-time ScrumMaster, and they try to combine this
position with that of a developer or tester so that the ScrumMaster
is “working.” It’s one of the most common misunderstandings of
the ScrumMaster’s role, and the majority of novice groups strug-
gle with it. They say, “We understand that team members have to
produce the software product; they are working hard. They have to
learn cross-functionality and help each other. They have to coop-
erate. We also feel good about the Product Owner’s role because
that person has to define a vision and negotiate requirements with
customers. But what about the ScrumMaster? What does he do?”
Therefore, the ScrumMaster in such an environment often ends up
as the secretary of the team —quite a boring position, right? Such a
ScrumMaster takes care of the cards on the Scrum Board, removes
every obstacle himself right away, and is close to making coffee for
the team so they can focus solely on work. Sound familiar? Then
continue reading, because this is definitely not even close to the
intended role.
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Another common misinterpretation of the role occurs in an
environment where someone assumes the ScrumMaster role just
because the company must implement Scrum—usually in a big
corporation. People often say, “We have to have a ScrumMaster to do
Scrum, right? But we can’t use a good developer or OA because they
have to do programming/testing.” So the ScrumMaster in such an envi-
ronment is often a wimpy, quiet person whose qualifications for being
promoted to ScrumMaster are that he is not a good developer.

Bearing this in mind, the good ScrumMaster can’t be seen
as an additional expense—as someone who is not doing anything
useful. He needs to be seen as the way to skyrocket the team’s per-
formance. A ScrumMaster aims to have not just a good team but a
high-performing team. And in such a team, a ScrumMaster more
than pays off.

Remember

e The ScrumMaster is not the secretary of the team.

e ScrumMasters aren’t just an additional expense; they create
high-performing teams.

e The ScrumMaster is an expert on the Agile and Scrum mind-
set and a true believer that Agile and Scrum are the right
ways to be successful.

THE SELF-ORGANIZED TEAM

One of the key phrases of Scrum is the self-organized team.
Everybody talks about it, but it’s difficult to understand it and hard
to develop it.

The self-organized team is an entity that can decide how to
handle day-to-day tasks. In Scrum, it’s limited to “How should we
organize ourselves so we can deliver the Sprint Goal and Sprint
Backlog to an agreed-upon quality specified by the Definition of
Done?” In other words, the team should be able to decide who is
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going to work on which task, how team members can help each

other, when they need to learn something new, and how they priori-
tize their daily work in the absence of external authority.

Some teams believe that self-organization grants them unlim-
ited power to decide anything on the planet. That isn’t what is
meant by the self-organized team in Scrum. Every self-organized
team is self-organized only inside the given boundaries. Scrum
boundaries are determined by the process—limited by Sprint Goals,
Backlog, and delivering working product at the end.

If some team members are not happy with something, every-
one on the team has to discuss it, understand each other, and, as a
result, change their ways of collaborating and helping each other.
The most important characteristic is the mindset of every individ-
ual. The good team has an attitude of “we” instead of “I”: “How can
[ help the team to solve it? What can I do for the others?” instead of “I
don’t know anything about it. This is not my problem.”

The self-organized team is a living organism, and every team
member affects how strong or weak this organism will be. Team
members who take responsibility and start to be accountable for the
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self-organized team entity instead of themselves as individuals are
one step closer to being part of a great team.

The ScrumMaster’s role is to support team rather than indi-
vidual behavior. He must create such a team from individuals by
reminding them that the team is an entity and is more important
than individuals. He must always encourage team members to help
others, rather than hide behind their own tasks.

A Group of Individuals

Jon is frustrated. It happens again and again, always the same old
problem. So he finally approaches the team and says, “I didn’t get
any data from the system again! Have you got any ideas for how to
fix it?”

See the reactions from the team:

Fred: “Well, that’s bad.”

Jean [thinks]: I'm glad I didn’t choose that task today.
Ron: “It was fine when I tried it yesterday.”

Jane: “It helped me to restart my PC last night.”

Summary: It’s bad all around, and Jon is on his own trying to solve
the problem. It’s his task; the others have enough on their plates.
They might shout some advice, but no one looks at the problem
from a higher perspective and takes responsibility for solving it.

The Real Team

Jon is frustrated. It happens again and again, always the same old
problem. So he finally approaches the team and says, “I didn’t get
any data from the system again! Have you got any ideas for how
to fix it?”
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See the reactions from the team:
Jean: “I can have a look at Git to see if anybody made any
changes.”

Jane: “I can try from my PC to check if I have the same prob-
lem, and then we can investigate together.”

Ron: “It’s starting to bother us too often. . . . I’ll think about
some automation test to identify the problem earlier.”

Fred: “You’re right; I’ll help you with the test.”

Summary: Team members come to the discussion with offers to
solve the problem. They not only give advice, but they are also ready
to put some effort into helping to solve it. They look at it from a
team perspective and come up with ideas that will help the team.

Exercise: The Self-Organized Team

Complete the following statements (select the option you like the

most) from the team member perspective and assess your team:

The most important thing for team members is to
a. have their tasks ready by the promised time because others
rely on them.

b. offer help only if they feel they have time for it.

c. help the team with whatever needs to be done.

The ethiciency of each individual team member
a. is key; each person has to be as efficient as possible.

b. is important, but sometimes we need to help with some-
thing we don’t know about and learn.

c. is unimportant; the only thing that matters is the overall
value delivered by the whole team.
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If our team encounters an obstacle outside the team,
a. we call our manager/team leader to tell us what to do or to
solve it.

b. we call the ScrumMaster to fix it for us.

c. we have a team discussion about how we can overcome it

and make it work for us.

When there is a task that seems to be too hard,
a. we stay quiet and wait for someone else to take it on.
b. we pass it to the most experienced team member because it
is clearly his responsibility.

c. someone expresses fear and initiates a discussion about how
to approach the task as a team.

A team member is complaining about some tiny issue;

a. it’s clearly a tiny detail we don’t care about.
b. let the team vote on what to do.

c. be curious and ask why he is frustrated about such a minor
thing.

My colleague is insisting on something I don’t agree with, so

a. I do it my way; my colleague can do it his way.
b. Task the senior architect to support my way.

c¢. I try to understand my colleague’s solution and discuss the
pros and cons of both approaches with the team before we

all agree.

Give yourself no points for each “a” answer, 1 point for each “b” answer,

“

and 2 points for each “c” answer, and then total your points. A score of

7 or above means your team has real self-organization.
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THE SCRUMMASTER’S GOAL

The ScrumMaster has many responsibilities. Because it is hard to
link them to any role in the traditional world, it’s hard to understand
what he is really doing all day. Great ScrumMasters must be prac-
ticed in soft skills and be good listeners. They must also be experts
in Agile and Scrum. Preferably, they need to have experience on a
Scrum team or in a Scrum environment. Otherwise, it will be diffi-
cult for them to enforce the Agile mindset and self-organization as

general principles at every level.

o O
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So, what is the goal of the ScrumMaster? The ScrumMaster
secks to build a self-organized team and enforce self-organization
as a key company principle at every level. Self-organization brings
ownership and responsibility; it makes people more active and
accountable. It gives them an opportunity to come up with their
own solutions and makes the whole group more efficient. Self-
organization is the key aspect of high-performing teams, not in
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the short term but in the long term. It provides an opportunity to
improve and adapt processes, communication, and collaboration
as needed. It generates highly motivated individuals, and as it is
applied to a group of people, it helps to build them into a team—a
team with one goal and a joint identity.

If instead ScrumMasters focus on any other responsibility as a
goal, they end up becoming secretaries, advisers, managers, or just

useless people who have “nothing to do, so we can ignore that role.”

Remember

e The ScrumMaster’s goal is to encourage self-organization.

e The ScrumMaster is a coach and facilitator.

e The ScrumMaster is not responsible for delivery.

e The ScrumMaster is not the team’s secretary but should help
the team remove impediments themselves.

e The ScrumMaster must encourage the team to take responsibility.

Al
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THE SCRUMMASTER’S RESPONSIBILITIES

The ScrumMaster’s responsibilities include the following:

Z.

¢ Fncourages the team to take responsibility and supports the
team’s single identity and goals

¢ Enables transparency and collaboration

¢ Removes impediments by encouraging the team to take
over the activity

¢ Understands the Agile and Scrum mindsets and continu-
ously educates himself

¢ Maintains Agile and Scrum values; helps others to under-
stand and follow Scrum

e Protects the development team when needed

e Facilitates Scrum meetings

e Helps the team to become more efficient

PITFALLS OF COMBINING ROLES

If ScrumMasters combine multiple roles, they have to be good at
distinguishing one from the other. They can wear only one hat at a
time, so they have to choose which role they are in when speaking
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or acting. Otherwise, they won'’t be transparent, and both roles will
suffer. The following examples provide more detail on the advan-
tages and disadvantages of the roles most often combined with the
ScrumMaster role.

The ScrumMaster Is a Team Member

Disadvantages. The ScrumMaster is too much engaged as a team
member, so that he lacks system view and system thinking ability.
He often lacks leadership and change management skills. Because
he is a member of the team, he is usually less willing to improve the
team, especially when the team has problems finishing a Sprint on
time. He often lacks the ability to move the team to the next level.

Advantages. The ScrumMaster is part of the team; there is mutual
trust between him and the team members. The ScrumMaster usu-
ally has a good understanding of Scrum basics and team weak-
nesses and can easily point them out at a Retrospective, that is,
when tests are committed after the User Story is closed.

Result. The ScrumMaster role is usually treated as less important
and often disappears altogether. The ScrumMaster is demoted to
the level of a team assistant who has nothing to do anyway, so why
not help the team with their work?

The ScrumMaster Is a Product Owner

Disadvantages. There is a huge conflict of interest because the
ScrumMaster and Product Owner roles have conflicting goals. The
ScrumMaster should never be responsible for delivery; that is the
Product Owner’s main goal. It’s a conflict between business needs
and team self-awareness. It's about balancing long-term versus short-

term improvements and results.

Advantages. A Product Owner who is also a ScrumMaster is more
likely to be treated as part of the team.
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Result. In most cases the role of ScrumMaster is neglected and the
Product Owner controls everything. Such a team usually lacks any

deep Scrum understanding and self-organization.

The ScrumMaster Is a People Manager

Disadvantages: Such a ScrumMaster is often directive, relying on
mentoring instead of coaching. His relationship with the team often

lacks trust.

Advantages: Good managers are leaders and have experience with
change management, so they catch on more quickly in the transfor-

mation period.

Result: The role of the ScrumMaster is usually treated as less
important, but in certain cultures (not directive and less process
oriented) this is a great opportunity to start Agile transformation.
However, the dream job of most managers is not to become a
ScrumMaster but to lead the organization, so they can fulfill the
ScrumMaster role only temporarily. Despite the possible positive
aspects, teams where the ScrumMaster is a manager often lack
self-organization, self-confidence, and ownership because the man-

ager, not the team, decides, fixes, and arranges.

The ScrumMaster Works with Multiple Teams

Disadvantages: A ScrumMaster for multiple teams lacks time,
because even independent problems quite often arise at the same
time. The inability to facilitate discussions early enough and pre-

vent conflicts from growing often makes the job quite difficult.

Advantages: The ScrumMaster learns fast and is much more expe-
rienced in solving difficult problems. A general recommendation
is to have one ScrumMaster for two teams, or a maximum of three

teams, at one time. In most environments three would be way too
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many because such a ScrumMaster would lack the necessary infor-
mation to prevent conflicts and move the teams to the next level.

Result: Such a ScrumMaster has more experience and is usually
much better at system thinking because he understands that every
team is different. Based on his experience of different environments,
he is more likely to be successful in implementing Scrum in differ-
ent cultures. He is also more likely to apply Scrum over the entire
organization and will not be too attached to the development team.

Remember

e A ScrumMaster for two to three teams is the only recom-
mended combination.

e The Product Owner should never act in the ScrumMaster role.
The two roles have conflicting goals.

e The combination of ScrumMaster and manager often creates
a lack of trust and makes the team too reliant on the manag-
er’s decisions, instead of taking responsibility themselves.

OOoD
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e The ScrumMaster should not be a team member. The
ScrumMaster will miss the bigger picture and in most cases
will prefer team member duties over ScrumMaster ones.

e The ScrumMaster should stay focused on one role at a time
and not mix them. This is the only way to become a great
ScrumMaster.

The ScrumMaster as a Servant Leader

Most ScrumMasters have trouble with the question “What does a
ScrumMaster do during a Sprint?”
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That’s what I will explain in the following chapters. But to give
you the bottom line here, ScrumMaster is a leadership role. One
of the aims of the ScrumMaster is to make others work better, by
focusing not only on one Scrum team but on the overall organiza-
tion. Are you surprised that the ScrumMaster must be a leader? So
here it is. The ScrumMaster is not just someone who understands
Scrum; he is much more than that. The ScrumMaster cares more
about long-term goals and strategy than the short-term hard metrics.
Leaders are not driven by time sheets. They have a vision, and they
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are self-driven and creative. You can call the ScrumMaster a ser-

vant leader, which actually refers to ancient Chinese philosophy. It’s

about “putting your team first, and yourself second” [1], and about

improving yourself in the following areas:

Listening to others

FEmpathy

Healing of relationships

Awareness and self-awareness as a leader

Use of persuasion rather than relying on positional authority
Conceptualization—the ability to keep the bigger picture in
mind and think beyond day-to-day realities and short-term
goals

Foresight—intuition that enables you to link lessons from
the past with the current state and future decisions
Stewardship—being open and serving others

Commitment to the growth of others

Building a community as a viable life form [2]

Remember

ScrumMaster is a leadership position. It requires creativity,
vision, and intuition to succeed.

Good ScrumMasters are empathetic, good listeners, and
ready to heal relationships.

Great ScrumMasters are not solely focused on their teams
but are able to build communities across the organization.

Exercise: Are You a Servant Leader?

Rate yourself as a ScrumMaster according to the characteristics of a

servant leader on a scale of 1 to 10, where 1 means “I don’t have it at

all” and 10 means “That’s my biggest strength.”
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¢ Listening to others

e Empathy

¢ Healing relationships

® Awareness and self-awareness

¢ Persuasion

¢ Conceptualization

e Foresight

¢ Stewardship

¢ Commitment to the growth of others

¢ Building a community

Where would you like to improve the most and why?

Stay One Step Ahead

Any change is difficult, and every individual copes with it differ-
ently. Just as you can observe resistance in individuals, you can see
it at the team or organization level. One of the ScrumMaster’s roles
is to be a guide during change such as an Agile transformation, a
new way of collaborating, or a new practice. To be a good guide, the
ScrumMaster must stay only one step ahead of the team and organi-
zation, pulling them out of their habits, norms, and customs. If he
goes too far too fast, the team will most likely not understand what
he is talking about. If, on the other hand, the ScrumMaster is at the
same stage as they are, he is not challenging their status quo enough
and they will not improve.

In the very first stage of the change, the ScrumMaster must
overcome quite a bit of resistance —people will simply say, “We're
happy with what we have.” They don’t want to change and don’t see
any need to change. So, asking them to take over some ownership
and activity at this stage is bound to fail.

After some time people start saying, “It’s all great, but it’s not
for us.” They have already tried new things, but because it’s not easy
for them to change, they prefer to return to the previous state, before

the change.
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Sometime afterward, when together you have overcome the
biggest issues, people will say, “Let’s talk about how to improve
things because we don’t want to go back anymore.” This is already a
good state to be in.

Finally, they make it. And they celebrate. “It's much better
than what we did before.” And here is the biggest trap. They are all
so happy with their achievement that they stop improving and get
stuck. The ScrumMaster’s role is to let them enjoy this moment but
then to push them in the direction of more experimenting, process
adaptation, and improvement.

Remember

e The ScrumMaster is a guide in Agile transformation.
e The ScrumMaster should stay only one step ahead of the team
and organization, pulling them out of their habits and customs.

Hints for Great ScrumMasters

e Focus on self-organization; it’s your ultimate goal.

e Don’t mix different roles; be a full-time ScrumMaster.

o Believe in people; trust them to make it by themselves.

e Be a good guide during Agile transformation; stay only
one step ahead at a time.

e Believe in Agile and Scrum. The great ScrumMaster is the
biggest Agile enthusiast.

e The great ScrumMaster is a servant leader. Build a com-
munity, heal relationships, and listen to others.
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THE STATE OF MIND MODEL

The ScrumMaster should adjust her approach according to the
state of the team and the status of the company’s Agile adoption.
There is a useful model that can help the ScrumMaster decide
which approach to take. It’s called the ScrumMaster State of Mind
[3], and it includes four core approaches:
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Teaching and mentoring
® Removing impediments

Facilitation

Coaching

[ will describe them individually in the following pages.

Based on the maturity of the team and the fact that every team
has different needs, the ScrumMaster will apply some approaches
more frequently than others. Although all of them are useful at
every team development stage, ScrumMasters should focus on the
approach that helps them reach their current aim and supports the
ultimate goal of enhancing self-organization.

After I describe the model, I'll give you a few examples, from
real situations, of how the ScrumMaster State of Mind model can

be useful.
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TEACHING AND MENTORING

The teaching and mentoring approach is about sharing experiences
of Scrum and Agile in general and using one’s own experience to
suggest additional practices and methods. At the beginning of Agile
transformation, ScrumMasters have to explain the Agile and Scrum
approach over and over again, because mentioning it once may not
be enough for teams to understand why it is being implemented and
how it should work. When the team has matured, it's more about
experiences and suggestions for new practices than teaching, but it’s
still an important part of the ScrumMaster’s job.
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REMOVING IMPEDIMENTS

A great ScrumMaster should start each day with a question: “What
can I do to make it easier for my team to perform their work?” One
way of helping them is to remove impediments so they can work
efficiently.
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However, ScrumMaster is not just any administrative position,
and so the way to remove impediments is to delegate responsibility,
activities, and ownership to the team so they can solve problems by
themselves. Unless the ScrumMaster gives the team the opportu-
nity to take over these tasks, she ends up as their “smother” who is
so loving and caring that her “kids” are low-confidence grown-ups,
dependent on her even in their thirties.

So, should the ScrumMaster remove impediments? Yes, but in
a way that supports the team in finding a solution. The ScrumMaster
can start by explaining what self-organization is and why it is such an
important part of Scrum and continue with coaching and facilitation.
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FACILITATION

Facilitation means making sure that team meetings run smoothly
and that communication flows in an efficient way. Therefore, every
meeting or conversation should have a clearly defined goal, deliver-
ables, and an idea of what the expected result looks like. The facil-
itation rule says you should never interfere with the content of the
discussion or the solution itself. You only drive the discussion flow.
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Remember

* Facilitation makes communication more efficient.
* Define a goal, deliverables, and expected results.

COACHING

Coaching is probably one of the most important skills the great
ScrumMaster must have. It requires a lot of practice and experi-
ence, but once you master it, it’s incredibly powerful. In Scrum,
coaching focuses not only on an individual’s personal growth, but
also on team self-organization, responsibility, and ownership.

Remember

* Coaching is more powerful than explaining, sharing experi-
ences, or giving advice.

* The goal is not to be fast in the short term but to improve in
the long term.
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EXAMPLE: STARTING AGILE

The team is at the beginning of the transformation. They've just passed
Scrum training, but they still don’t understand what it is really about.
They complain that Scrum is not the right method for them.

TEs not

Lnetticient
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The right approach here is to explain all over again (and
repeatedly) why you do Scrum, what you expect from such change,
and how individual Scrum meetings and artifacts work together.
In order to be successful, team members have to understand the
dynamics and principles behind Scrum. If the ScrumMaster only
facilitates, most likely this will not happen fast enough. If the
ScrumMaster coaches, the team will be lost, as they haven’t a clue
how to improve their Standup, for example.

EXAMPLE: IMPEDIMENTS

The team is taking over responsibility, but they face loads of problems.
The easiest way is to take over and remove those imped-
iments for them. But wait. How does that approach lead to the goal
of the ScrumMaster building a self-organized team? It doesn’t. So the
ScrumMaster has to take the slower and more painful approach for
the sake of the team and coach them to realize they can handle most
of the impediments by themselves. If the ScrumMaster doesn’t do this,
she ends up as team secretary very quickly, and the team becomes a
low-confidence group that always waits for someone else to fix
things. Proper facilitation of meetings and discussion helps as well.

Z
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EXAMPLE: STUCK

The team has been working in a Scrum environment for a long
time. They may not be a good “Scrum team,” but they are fine with
how they are.

The optimal approach here would be coaching. Coaching
techniques reveal opportunities for improvement to the team
and also let the team members see their problems first. If the
ScrumMaster starts with teaching and explaining, the team will
most likely not accept it and reply that, as a self-organized team,
they will decide how they work. The ScrumMaster is not there to
tell them what to do. In some cases they refuse to accept such a
ScrumMaster, and she has to leave eventually.
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EXAMPLE: RESPONSIBILITY

The team is quite good; they mostly self-organize. The ScrumMaster
remembers that her facilitation skills were a necessary aspect of
their success. That’s how the ScrumMaster improved their coopera-
tion. That’s how she made them efficient.

Nonetheless, it’s the right time to move on and change the
approach. All ScrumMasters should do is step back and let the team
run the meeting. Don’t stay in the middle, don’t start it, and don’t
indicate who’s next. Just be there, ready for facilitation with a lighter
touch. Give them space and trust them. They will make it. If the dis-
cussion goes in the wrong direction, coach them so they identify the
problem and adjust accordingly. Note that you are not disappearing
at this time; you are still present, carefully listening, aware of what’s
going on, and ready to help if needed.



28 o e o CHAPTER 2 THE STATE OF MIND MODEL

EXERCISE: STATE OF MIND—NOW

Go through all the approaches of the ScrumMaster State of Mind
model and think about situations where taking this approach could
be useful and also where it would be inappropriate.

Teaching, mentoring:

Removing impediments:

Facilitation:

Coaching:

Which approach is the most comfortable for you as a ScrumMaster
and why?

0 Teaching, mentoring, sharing experience, giving advice
0 Removing impediments

o Facilitation

o Coaching
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THE MISSING PIECE OF THE PUZZLE

Although all the approaches of the ScrumMaster State of Mind
model are important during your journey to becoming a great
ScrumMaster, one very important item is still missing—observation.
If you take the opportunity to be quiet and let the team take over
an activity, you can continue to observe them for another minute
before you teach them or explain how they should do something,
facilitate their conversation, coach them to decide themselves, or try
to fix the problem yourself by removing impediments. If you resist
the urge to solve every issue as quickly as possible so the team can
get back to work again, you will be much closer to the goal of having

a self-organized team.
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Therefore, the ScrumMaster State of Mind model is very
important, because it forces you to step back to the role of observer
and decide which approach you are going to take and why. There is
truth to the adage that listening is one of the most important aspects

of communication and decision making.
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When you imagine how listening could have improved the out-
come while you were teaching, facilitating, coaching, and removing
impediments, you will find some situations where you would have
decided things differently if you had practiced this model.

Remember

* Observing, listening, and not interfering are the most impor-
tant aspects of a great ScrumMaster’s job.

* Any action, such as coaching, facilitation, teaching, or remov-
ing impediments, can wait until it’s clear which approach is
the best choice.

EXERCISE: STATE OF MIND—THE FUTURE
Is there any approach you would like to use more often? Why?

o Teaching, mentoring, sharing experiences, giving advice
Removing impediments

Facilitation

Coaching

Observation
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#SCRUMMASTERWAY

Scrum defines three roles only—ScrumMaster, Product Owner,
and development team. The usefulness of the latter two is usually
easy to understand, because companies can link them to existing
roles, but the ScrumMaster role puzzles them.

To make the ScrumMaster role more understandable, 1 have
designed a new concept describing three levels of a great
ScrumMaster: #ScrumMasterWay. It helps ScrumMasters to focus

31
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on the right level of the organization at any given time and pull
them out of the development team perspective into that of the prod-
uct and the overall organization.

Every level is individually described in the following sections,

but before you go on, try this simple exercise.

EXERCISE: #SCRUMMASTERWAY

Complete the following statements from the ScrumMaster’s point

of view (select the option you like the most):

It is most important to me
a. to have an efficient, happy development team that follows

Scrum.

b. to have a good relationship among members of the prod-
uct group: Product Owner, development team(s), manager,
and other stakeholders.

c. to help the whole organization embrace the Agile mindset.
The Product Owner should be
a. not part of any team; he should not attend Retrospectives.
b. my partner; 'm here to help.
c. a member of the self-organized team of Product Owners
taking care of the product portfolio.
Other teams that need our input or support
a. are spoken of as “them” and we don’t care about their needs.

b. have to ask the Product Owner to plan items into the
Backlog.

c. are part of our company and we help each other.

I expect the manager
a. not to attend any team meetings.
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b. to help me create a suitable environment and remove some

roadblocks.

c. to support my learning and encourage me to come up with
innovations and changes at the organizational level.

I expect to get
a. clear and measurable expectations of what I am supposed to
achieve.

b. an opportunity to aim for long-term team success.

c. the freedom to come up with innovative and creative ideas,

even outside our group.

A group of ScrumMasters is
a. useless, because I don’t need other ScrumMasters to do my
job.
b. useful, because we can help each other and share experi-

€1CeES.

c. the most important group because I can’t “change the

world”/my organization alone.

If you chose “a,” youre at Level 1; “b,” Level 2; “c,” Level 3 (the lev-
els will be explained in the following sections).

LEVEL 1—MY TEAM

At this level the ScrumMaster feels responsible for the devel-
opment team only. It’s not uncommon; it happens to most new
ScrumMasters who have passed some training course and started
to apply Scrum theory. During the class they are already struggling
with questions such as “How can I make myself useful every day?”
The answer goes back to the goal of the ScrumMaster: to build
a self-organized development team, and let them embrace Scrum
values and the Agile mindset, which is a long-term activity, not a
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short-term task. Bearing this in mind, your first step would be to
make yourself comfortable in the Observation segment from the
ScrumMaster State of Mind model and suppress the urge to do
something like removing impediments yourself or giving advice.

In this first transformation stage you would find yourself busy
with the development team’s resistance, lack of understanding, and
absence of ownership, responsibility, and experience. When you
have passed this phase, another question arises: “What shall I do
when my team is finally self-organized?”

This makes perfect sense, because at the beginning Scrum-
Masters must spend more time teaching and explaining and maybe
also removing impediments, but at a certain point in time such
activities may not be necessary anymore. Facilitation of team dis-
cussions and meetings may not be as necessary either. For exam-
ple, a Standup meeting is simple enough that the team can run it
independently without any ScrumMaster activity. At this time the
ScrumMaster is ready for the next levels of the #ScrumMasterWay

model, where there is plenty of work to be done.
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Remember

e The first level of the #ScrumMasterWay model is good for
the initial transformation phase, but it’s just the start of your
great ScrumMaster journey.

LEVEL 2—RELATIONSHIPS

You feel good about your team, but it’s time to move to the second
level and focus on relationships. The first step is to create a coher-
ent, self-confident Scrum team that integrates the Product Owner
into the team, and to create balanced relationships among the three
Scrum roles.

Lovel 2
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When you are finished with that, your next step is to empha-
size all the relationships and connections the Scrum team has—
with customers, users, product people, marketing, support groups,
and other teams and line managers. In this effort you are applying
self-organization to everyone who is involved and building self-
organized teams with the people who work with you. This can
include the implementation of a scaling Scrum model (which will
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be described later in this book) or just focusing on the overall com-
munication and information flow.

Consequently, the ScrumMaster’s ability to explain Scrum at
the development team level is a good background skill for this level.
The crucial factor is your understanding and definition of Scrum
as not only a set of meetings, roles, and artifacts but also a culture,
philosophy, and mindset. In this stage you must see Scrum as an
empirical process that you can imagine as a playground with certain
boundaries around it and a few general rules for how to play, but
the details of how to play are up to the team and will differ from one
team to another.

In this stage, more flexible virtual teams are built to take over
ownership and responsibility for certain areas. Some of these teams
solve problems or address issues and then fade; some will remain
active for a longer time. In this stage you are making continuous
improvement and perpetual adaptation of your cooperation an inte-

gral part of your environment.

Remember

* The development team and Scrum team are not the only
teams in an Agile organization.

* Scrum is a mindset, culture, and philosophy, not just a fixed
set of practices.

LEVEL 3—ENTIRE SYSTEM

Finally, the last level of the #ScrumMasterWay model focuses on
the organization or one of its parts as a whole system. At this level
you want to transform the world of work by guiding the organiza-
tion to become prosperous and sustainable, to inspire people, and
to create value for society. That’s actually the mission of the Scrum

Alliance.
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Level 3 moves the ScrumMaster’s focus to the entire system,
bringing the Agile mindset and Scrum values to the company level.
It helps an organization to change its approach to its employees,
management and leadership style, product ownership, and strategy,
so it can be more flexible and welcoming of change.

The new understanding and definition of Scrum is “a way of
living.” It becomes a culture or philosophy according to which you
can live. You realize that it’s not only a way of working, but that you
can apply these principles to your personal life. That doesn’t mean
doing family Standups, having a family Backlog, or anything like
that. It’s more about attitude, principles, and approaches.

The ScrumMaster at this level becomes an Agile or enter-
prise coach who is helping the organization to become more effi-
cient, contented, and successful. Regardless of the situation, the
ScrumMaster should be aware of the current status at all three lev-
els, but his activity may vary depending on the circumstances. Note
that unless the previous level is working well, you can’t really jump
to the next level.
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Remember

* The ScrumMaster works as an Agile and enterprise coach,
improving the whole organization.

* Scrum and Agile are a way of life.

* First fix the development team level, and then improve rela-
tionships before you focus on the system level.

* Make sure you still keep an eye on the lower levels so they
improve as time goes by, aligned with the top levels.

Hints for Great ScrumMasters

e Observe before you decide which ScrumMaster State of
Mind approach you are going to take.

e Remove impediments by helping the team to remove them.

e Facilitation is more than running a meeting, reading a
book, or going to a facilitation class.

e Coaching is not about your experience but rather the
ability to ask good questions.

o Work at all three levels of the #ScrumMasterWay model;
don’t stay only at your development team’s level.

e Agile and Scrum are the ways the great ScrumMasters
work and live.

THE SCRUMMASTERS’ GROUP

If you want to move an organization to the next level, to be based
on self-organization, high motivation, activity, and ownership from
the bottom up, one of the core requirements is a strong group
of ScrumMasters. If your organization’s agility is supported by
ScrumMasters operating at the #ScrumMasterWay “My Team”
level, you are only creating and perfecting, which is a good start-
ing point, but not a significant growth strategy to achieve your goal
of changing the way of working. You may admit that you can cre-
ate an Agile coach position, but even the greatest Agile coach can’t
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change the organization alone. You need a self-organized team
to be successtul. So the best place to start is by creating a team of

"

The purpose of a ScrumMaster team is to help other peo-

ple to be ready for the system level and then focus together on the
whole system. The question is how to involve different people, how
to build virtual and often temporary self-organized teams across the
company structure, and how to enable people to get involved and
take ownership.

THE ORGANIZATION AS A SYSTEM

Traditional methods for achieving the “next Agile state” fail because
they are not based on self-organization and don’t see the organiza-
tion as a system but as a hierarchy. ScrumMasters who simply begin
to operate at the Agile coach level usually struggle with the con-
cept of the organization as a system. The reason for this is usually
in their own heads. They approach the situation with methods that
were useful on the previous two levels of the #ScrumMasterWay
model, such as organizing workshops, explaining, bringing in new
concepts, and coaching at the team level, yet they fail to see the

organization as a system.
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You would need to apply coaching at the system/enterprise
level, and none of your goals would be short-term or in any way
straightforward. What you need to do is based on Organization and
Relationship Systems Coaching (ORSC) [4]. You would have to
experiment, be playful and curious, and try different things to stim-
ulate reactions. The system will give you some feedback, and all you

\ /
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have to do is to believe that every system is naturally creative and intel-
ligent, so the people in that system don’t need you to tell them what
to do. They will find out. However, they might not see it in the first
instance, so they need you as a coach to challenge their status quo and
reveal to them what you have seen from your different viewpoint.

Building a ScrumMaster team seems to be simple, but the
reality is often hard. The following sections describe typical scenar-
ios for such a process.

Remember

* To change the way of working, you have to adapt your style
and approach.

* The first step in moving a company to the next level and
creating an Agile organization is to build a strong team of
ScrumMasters.

* Every organization is a system that is naturally creative and
intelligent; the people in the system will figure out what to do.

First Attempt

It seems to be easy. “We have ScrumMasters, so let them meet regularly
and let’s make them into a team.” They are teaching self-organization
and applying it in their teams, so it should be a piece of cake to apply
self-organization to a group of ScrumMasters. But once you introduce
such an idea, you surprisingly get huge resistance:

“What for? I don’t see any value in such a group.”

“I don’t need other ScrumMasters to help me with my team.
They are different and their teams have different issues, so we
will have different strategies.”

“It’s good to get advice from others when I'm struggling, but
in such cases I can just go and ask directly.”

Clearly the issue here is that ScrumMasters are working mostly
at the #ScrumMasterWay “My Team” level, where such complaints
make perfect sense.
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The first step is explaining to the ScrumMasters their role in
the context of the #ScrumMasterWay model. Then you can move
on to building a ScrumMasters’ team. At the beginning, only a small
group of ScrumMasters might be ready to move on to the next level,
which is perfectly fine.

Note that it’s a huge step for most of them. You are asking
them to leave their classical world where they got quite clear and
measurable goals from their managers—for example, “Apply Scrum
and make the team efficient” —into a world of uncertainty and cre-
ativity where they are asked to change the culture and apply a differ-
ent type of leadership. The expectation here could be, for example,
“Make the organization more active, involved, and self-confident.”

First Steps

* Explain the #ScrumMasterWay model and let ScrumMasters
self-evaluate where they are most of the time.
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* Make sure they understand why they should move to the next
level (the reply that “the #ScrumMasterWay model says so”
is not enough).

* Create a core team that is advanced enough to understand
the vision of the ScrumMasters’ group.

The ScrumMaster’s Land

So here it is—the ScrumMaster’s Land. Let’s assume that during the
pastmonthsyou’ve builtagood, self-organized team of ScrumMasters
who are trying to improve the environment and increase the level of
agility. Are you finished? Not quite. ScrumMasters usually still have
to focus on how others will change, so they are more aligned with
how we work, not blocking us, not preventing us from doing Scrum
and Agile as well. It’s surprising that they tend to make the same mis-
take their team members used to make, saying, “T'he others should
change” and “They have to understand.” The way this group tries
to achieve such a change is aligned with that perception —organize
training that may be interesting for them, but the principles may be
hard to apply in their day-to-day work.
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There are two constraints that prevent ScrumMasters from
succeeding at this level —a lack of system thinking and system view,
which is described in the next section, and a lack of change manage-
ment experience. Also, it’s all connected to the meaning of Scrum.
At this stage they are still mostly oriented to the #ScrumMasterWay
“Relationships” level. It’s all about “us.” When you ask why “they”
(support, marketing, sales, managers, other teams) should be more
Agile, the most common answer is because we need it: “We use
Scrum now, and we can’t create any fixed plans, so they should
change and be more flexible.” But it’s the opposite approach that is
needed. Start looking at it from their perspective. Use their point of
view and answer the question “What is in it for them? Why should
they change?” or “Why should the company be more Agile?” Once
you understand their point of view, you can start a new Agile trans-
formation. It’s the same tough effort that it was to switch a few devel-
opers and testers to Scrum some time ago. It’s a huge change. And

you are here to make it work.

First Steps

* It's not about what we need from you. Look at it from their
point of view; understand their needs, fears, and perspec-
fives.

* To apply Agile and Scrum is not the goal; these are just useful
tools to help you change culture and become better.

Change the World

The last stage is about the ability to understand the system point of
view —see the whole thing. Don’t get bogged down in the details. It’s
the same as in the team view. Once you start to see the team as a sys-
tem, no particular process divergences are important anymore, nor
are any individual people issues. It’s like being at a height of 10,000
feet and observing the whole world below. Think about what mat-
ters from such a point of view. Scrum is an empirical process. There
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are certain boundaries and rules around the Scrum playground that
should be followed at any time. However, most of the issues that
bother you as a ScrumMaster can wait. They are unimportant from
the point of view of the system. And if some issues still bother you,
coach the entire team so it can realize that as well. Make the situa-
tion even more painful so it will help the team to come up with the
first step toward adjusting their behavior.

This is the same approach that ScrumMasters need to apply at
the level of the whole organization. It’s just that the system is bigger
and more complex. It’s harder to coach, harder to see as a whole,
harder to understand. The concept used here is called Systems
Thinking [5].

The important things to focus on at the system level are the
relationships and dynamics among them. Before every change,
it’s great to start drawing parts and entities on a flipchart and then
identify how they influence each other. Think about the positive
impacts but also the negative ones. Search for loops that multiply
both effects. It’s definitely a group activity, so use it as a tool to start a
discussion about how to go about changing the company.
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Another great tool for approaching complex systems is the
application of impact mapping [6] (described in the same-named
section in Chapter 7, “The ScrumMaster’s Toolbox”) to your goal —
changing the system. It was originally a product management tool:
“Impact mapping can help you build products and deliver projects
that make an impact, not just ship software” [7]. But it’s perfectly
applicable here as well, because it reinforces the system view and
describes all actors, impacts, and deliverables.

First Steps

* The important things to focus on at the system level are the
relationships and dynamics among them.

* Draw a system map of your organization to see what influ-
ences your system and how.

CYNEFIN FRAMEWORK

As a ScrumMaster you should be able to classify problems and situ-
ations and, based on those classifications, decide what approach to

take. Cynefin is a useful framework, described by David Snowden
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[8], which categorizes problems into five domains: obvious, compli-
cated, complex, chaotic, and disorder. During your software prod-
uct development you will bump into all of them. However, most

software development work will be classified as complex.

Obvious

If all your problems were simple, the solutions would be obvious
and there would be no issue about selecting the right approach. It
would be the world of best practices. Just recognize the situation,

categorize it, and apply a predefined solution.

- =
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Complicated

However, some situations are not so simple and require some
analysis to classify them. In this domain we ask experts to suggest
a solution. We believe that during the analysis we can answer the
questions that need to be answered to make our final decision.
Sound familiar? That's what classical waterfall does, right?



48 o o o CHAPTER 3 #SCRUMMASTERWAY

The complicated domain is the world of good practices that
are well planned and chosen after a decent amount of analysis.

Complex

Unfortunately, some situations are neither simple nor complicated.
Such cases are hard to assess up front, so even deep analyses fail,
and the only way out is to allow emergent practices to appear. This is
the world you are creating with Agile and Scrum.

Even if software development is said to be in a complex
domain, certain situations you face are simple; for those you use
prescription solutions, like continuous integration, Standup meet-
ings, Sprints, Retrospectives, and Scrum boards. Some of them
are complicated, for which you use good practices—for example,
particular ways the Scrum Board is organized, the form of Backlog
Items, product architecture, usability, and the application of root-
cause analysis. Nonetheless, most situations cannot be solved with
analyses or using your experiences, and in such complex situa-
tions you need to be more dynamic and inspect and adapt. That’s
exactly how Scrum works. Implement Kaizen and regularly run
experiments each Sprint. Based on the knowledge gained about the
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complexity of your communications, cooperation, and the ways of
working, you adapt.

Chaotic

The next domain is called chaotic. David Snowden often gives an
example of a children’s party. It's completely unpredictable, and
every attempt to control it fails. It’s the world of “novel practices.”
You need to come up with extraordinary and unusual solutions to
get it under control.

Such situations happen in the work environment as well. For
example, a critical bug stops your entire company and customers.
You need to fix it right away. “Your initial solution may not be the best,
butaslong as it works, it's good enough. Once you've stopped the bleed-

ing, you can take a breath and determine a real solution” [9)].

\
\ ///

Disorder

Finally, there is the disorder area. In this middle part of the Cynefin
concept you don’t know yet how to classify the situation, and so you
mostly apply the approach you are used to. It’s in your comfort zone,
but it often fails.
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The Cynefin domain boundaries are not strict, and sometimes
it's hard to recognize which quadrant you are grounded in. The
most dangerous area is the boundary between obvious and chaotic,
where a wrong assessment may lead to an absolute disaster.
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Exercise: Cynefin Framework
Look at the problems and situations you've faced in the last couple

of Sprints and classify them according to the Cynefin framework:

e Obvious:

¢ Complicated:

e Complex:
e Chaotic:
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METASKILLS AND COMPETENCES

By now you might be thinking about the great ScrumMaster profile.
How does the great ScrumMaster think? What skills does she need
to acquire in order to become a great ScrumMaster? In what areas
does she need to be experienced in order to be successful? What
competences do the great ScrumMasters need to gain?
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METASKILLS

Metaskills are intentionally chosen attitudes to a situation, philos-
ophy, or stance. They are cognitive strategies that an individual
applies to new situations based on experience from previous ones.
Instead of specialization, we talk about the generalization of that
skill. Metaskills are abstract skills that allow some other more spe-
cific skills to emerge.

The ScrumMaster’s Metaskills

Let’s look at the most important metaskills every ScrumMaster has
to have:

e Teaching
¢ Listening
e Curiosity
® Respect

e Playfulness
e Patience

It’s very important to choose the appropriate one for each situ-
ation and intentionally use it. For example, if you join a discussion
with the core metaskill of curiosity, you will act differently than you
would if you had chosen listening or teaching.

Different situations call for different metaskills, and you don’t
need to stick with the one you selected at the beginning through the
whole situation. But the change of metaskill should be done inten-

tionally rather than just doing something you have gotten used to.

Remember

* For every situation, choose one core metaskill and use it
during the event.

* Each metaskill is useful in a different situation.

* Always choose metaskills intentionally before you act.
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Exercise: Metaskills

Think about situations where using each of these metaskills would
be valuable:

e Teaching:

® Listening:
e Curiosity:
® Respect:

¢ Playfulness:

e Patience:

COMPETENCES

Let’s look at the competences and areas of experience every Scrum-
Master should have. The following sections describe the most impor-
tant ones [10].

Master of Agile
First of all, ScrumMasters have to be masters of Agile. They should

have experience with a Scrum team or an Agile environment; other-
wise it will be quite a challenge for them to implement Scrum from
scratch. The experience of a self-organized environment is crucial.
Also, some experience of Agile development practices, testing, Agile
leadership and management, Agile product ownership, and large-
scale Scrum implementations would be very helpful. On top of
that, some general understanding of Lean principles, Kanban, and
Extreme Programming is useful as well.

But theory alone is not enough. ScrumMasters need to search
for additional resources to get some insight. Attending conferences
and discussing real situations with other participants and speakers is
one option. Joining user group events is another. Most conferences
record videos from their talks so you don’t even have to travel. The
Agile community is very active, so hundreds of new blog posts,
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articles, and case studies are published every day, which makes fol-
lowing new trends in Agile and Scrum quite easy and accessible.
Mastering Agile includes the ability to generalize the simple
Scrum principles and apply them to different environments from
the ones they described originally. Do experiments and share the
results with others. The “inspect and adapt” principle is about learn-
ing from failure. So make failure in the company an integral part of

your learning process.

Explaining and Experience

This part of the competence map is linked to the teaching metaskill.
Moreover, every great ScrumMaster must be able to sell these con-
cepts to different audiences and make them keen and enthusiastic.

Without real-life experience it would be a challenge to adopt
certain practices and artifacts or even implement core meetings in
an efficient way.

But there is more—for example, you can share such experi-
ences internally in your company, organize mutual visits in cooper-

ation with another company, and so on.
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Facilitation and Coaching

On the other side of the spectrum are facilitation and coaching
where you suppress any experience you have, apply the metaskills
of listening and curiosity, and let the team decide. As a facilitator,
you are responsible for framing the discussion, not for the content.
Facilitation is about not only making sure meetings happen but
also how to make them efficient and valuable. If you do it right,
teams stop complaining that “Scrum is only about meetings”
because their discussions will have clear meaning and will flow in
an efficient manner.

The most important realization in coaching is that it’s not
about your understanding, or your advice or suggestions. As a good
coach you ask so-called powerful questions to let the team realize
what they want and why. Note that unless you truly believe that peo-
ple are able to come up with a better solution than you have in mind,
coaching will be very difficult for you. To summarize, coaching is not
about giving advice, but about supporting people to come up with
their own solutions. If you ask the right questions, they always will.
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CORE COMPETENCES

There are three core competences the ScrumMaster should have.
She doesn’t have to have deep knowledge of any of these—such
expert notions may prevent the ScrumMaster from being a good
facilitator and coach—but she should use them as a “spice.” These
three competences are so different that it’s difficult to gain deep
experience in every one of them. However, a little know-how con-
cerning each is extremely helpful.

Business knowledge may not be so important at the “My
Team” level of the #ScrumMasterWay concept, because the Product
Owner role is responsible for such connections. But in the next two
levels the ScrumMaster should be able to teach and advise Product
Owners on Agile product ownership and introduce new practices
and concepts for managing a product portfolio.

Change management is especially useful, because ScrumMasters
are the ones who introduce change to the company. The change
can be either a huge one, which the Japanese call Kaikaku, or a
small one, which they call Kaizen.

Kaikaku is a radical breakthrough change that happens only
from time to time. It’s difficult, and it creates quite a lot of resistance,
like moving from traditional management into Agile. On the other
hand, there is the small evolutionary and incremental improvement
called Kaizen. Thats the purpose of Scrum Retrospectives. Just
identify the first step that may immediately improve how you work
now, for example, applying the rule “One User Story at a time.”

Technical knowledge is also good, not because the ScrumMaster
can advise the team on how to write code or even write the code
for them, but because she can advise at the level of development
practices. The focus here is on Extreme Programming practices like
shared code, simplicity, continuous refactoring, pair programming,
continuous integration, test automation, or test-driven develop-
ment. The ScrumMaster’s technical background can be extremely
useful when introducing such technical practices.
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Exercise: Which Competences Do You Have?

Study the following two examples and then use the empty chart to
assess your current situation. First, identify reality—how well you
currently practice the competences—by shading each wedge. Then
use a different color of shading to indicate the areas you would like
to improve. The middle of the circle is “not good: @”; the edges
stand for “great: ©.”




CORE COMPETENCES © o o

Hints for Great ScrumMasters

Look at the organization as a system.

Build a real team of ScrumMasters to address organizational
complexity.

Intentionally bring the metaskills of curiosity, playfulness,
respect, and patience into everyday situations.

The ScrumMaster is never finished with learning. Follow
blogs, read books, watch videos, and select one specific
class each year to improve a selected competence.
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BUILDING TEAMS

The ability to build great teams is one of the most important compe-
tences the great ScrumMaster has to have. The following concepts
will give you a better idea of how to differentiate great teams from
teams that are just OK, how to improve dysfunctional teams, and how

to create an environment where teams can grow and become great.
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TUCKMAN’'S GROUP DEVELOPMENT

One of the classical theories of team development is Tuckman’s
model of the stages of group development [11]. Let’s look at how
this theory applies to the Scrum environment. Imagine you've just
started Agile transformation and are moving to Scrum. You've got a
bunch of individuals that you call a team, specifically a self-organized
Scrum team that is supposed to become cross-functional. So what’s
happening?

Forming

Being in the forming stage is kind of OK. People don't talk or coop-
erate much; they still keep their old habits as individual specialists.
They actually don’t need each other. Scrum is hard to apply to their
way of working, so they complain that it’s not at all useful in their
environment.

The ScrumMaster’s role at this stage is to explain the backbone
Scrum principles and start the transformation, not only on paper but
in the team’s heads—to lift them out of their habits. ScrumMasters
have to be present in all segments of the ScrumMaster State of
Mind model; however, they spend significantly more time teaching,

explaining, and sharing experiences.

Storming

Storming usually comes very soon after forming, because Scrum
pushes cooperation, commitment, and communication far beyond
the team’s limits. The tension grows as they try to follow the Scrum
process; they start to argue with each other and often get upset. It’s
not a happy place to be, so they are glad to grasp any hand being
offered to them to get out of this stage.

The ScrumMaster’s role is to encourage them to talk and
make working agreements on how they are going to act together.
In this stage the most important aspect of the ScrumMaster State of
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Mind model would be facilitation, because smooth communication
may take the team out of storming to the next stage of norming,
whereas poor communication can break them apart and turn them

into a dysfunctional team.

Norming

The norming stage brings liberation from stress and the team can
finally breathe. “Wow, it finally works,” they say. “And it’s better than
before! We like it.” But be aware that this is exactly the reason why
norming is so dangerous: it tempts teams to stay where they are: “We
are good; we don’t have to improve anymore.” But that’s not the
goal. You didn’t put in all that effort to end up here. A good team is
not yet the high-performing one that you aimed for.

L ——————

Q-

L ———
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The role of the ScrumMaster is to show the team ways to get
even better. Encourage them to take ownership and responsibility
and continue improving. In the ScrumMaster State of Mind model,
the most important tool to be used at this stage is coaching. Without
it they are likely to get stuck in this stage forever—which is not too
bad, because this stage is already quite comfortable and productive.

Performing

Nevertheless, the real goal you want to achieve with Scrum is the
performing stage. This is the right Scrum team. So how do you
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recognize you are there? First of all, the team is self-confident and
always looks for better ways to do things. They don'’t feel they are
finished yet. They are playful, they run experiments, and they are
not afraid of failing. They are open and transparent. They are not
self-centered but looking across their team boundaries. It’s a very cre-
ative and innovative place to work, and the people have lots of fun.

i

What is the ScrumMaster’s role here? Well, to prevent things
from going wrong and avoid the team returning to any previous
stage. It is mostly observing, while focusing on other levels of the
#ScrumMasterWay, always being ready to step in as coach, facilita-
tor, or impediments remover or to share experiences and teach the
team new things.

Change

To complete the model, there is always some change. And even a
small change (such as when one person leaves or joins a team) can
break a team apart and make them return to the first forming stage.
They will most likely not stay there for a long time, but they may
have to go through all the team development model stages again.
It may take a day, or forever, because they might get stuck at the
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norming stage this time. If you think about it, it makes perfect sense:
during the first round the ScrumMaster was diligently taking care
of communication, working agreements, and team health, but this
time it may be that no one thinks about these things.

Thus the ScrumMaster’s role must be to observe any change
and to identify it early and adjust his behavior regarding the actual
team stage, even if it’s just for a couple of days. For the same rea-
son, even a great self-organized team needs the ScrumMaster.
Otherwise, they may not handle such changes by themselves and
eventually end up in the norming or storming phase.

Exercise: Using Tuckman’s Group Development

At which level is your team right now?

Forming
Storming

o
o
o Norming

0 Performing

Write down some action steps to take next.

FIVE DYSFUNCTIONS OF A TEAM

Sometimes a group of people happens to be quite far from being a
great team. One concept that addresses this situation is based on the
book by Patrick Lencioni, The Five Dysfunctions of a Team [12]. The
concept is represented as a pyramid with the more basic layers at
the bottom, and every team must excel at each level. Nevertheless,
before you can expect your team’s commitment, they must trust
each other and be able to communicate in an efficient and honest
manner, even if they don’t agree with each other. Let’s look at how
this model applies in the Agile environment.
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Absence of Trust

If asked, team members rarely admit to an absence of trust. They
say they have known each other for a long time and they have no
problems with each other, so what’s the point of asking about trust?
However, they are quiet, they work individually, and the fear of being
vulnerable inhibits them from any further discussion and coop-
eration. Such team members don’t need each other. At that level
each single individual believes he has some specialization or spe-
cific technical knowledge or domain know-how that the others don’t
have. Team members protect their status quo and maintain the silos.

Fear of Conflict

If team members avoid conflicts, they tend to preserve an artificial
harmony. Just as in the storming phase in the Tuckman model,
team members try to avoid any discussion that could become diffi-
cult and so keep the work divided into individual, separate, disjunctive
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areas based on technical or product knowledge and stick to the silos
they currently have. You hear things like “Why should we spend
time in discussion when we have separate areas to work on?” or “It
doesn’t make sense to cooperate on one User Story; it only leads to

unnecessary confusion in communication.”

Lack of Commitment

This team dysfunction is quite common at the beginning of the
Agile journey. You can easily recognize it when people say, “We
can’t say what we will finish by the end of the Sprint—anything can
happen” or “I will finish my part, but I can’t speak for the others.” Also,
teams typically admit that they struggle with commitment, but their
problems are usually rooted in the lower level of absence of trust.

Avoidance of Accountability

Most of us have seen a Scrum team that plans a Sprint but doesn’t
finish all the Sprint Backlog Items. At the end of the Sprint they call
it an exception for some reason or another and plan the same amount
of work for the next Sprint. It can happen to every team from time to
time, but if it is a regular occurrence, it’s clearly a dysfunction.

Inattention to Results

The final layer of the dystunction pyramid is inattention to results or,
in other words, having individual goals instead of one common goal.
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And a common goal is exactly what we try to achieve with Scrum.
Instead of each individual keeping his know-how and finishing his
code and test, there should be a single team goal to deliver value to
the customer. It’s a huge mind shift, but it’s crucial for success.

The ScrumMaster’s Role

So what should the ScrumMaster do? First, identify how deep in
the dysfunctions pyramid his team is. Once he recognizes this, he
has to teach the team to increase their understanding, coach them
to make them realize they have a problem, and help them to create
some team alliance or working agreement on how they are going to
work together. The key is the realization of what the team wants to
achieve and why, plus some plan for how they are going to get there.

One small piece of advice that helps when you've risen beyond
the initial layers is to create a team identity intentionally. Call them
“the team,” and let them decide on a name. Never ask individuals
what they think—always make the team accountable. “What does
the team think about it?” or “You are the team, you should decide.”

You'll be surprised at how well such a tiny change works.

Exercise: The Dysfunctional Team

Which dystunctions can you recognize in your team?

0 Inattention to results

o Avoidance of accountability
o Lack of commitment

o Fear of conflict

o Absence of trust

What are your next steps?
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TEAM TOXINS

Even a good team can sometimes fall short when it comes to sup-
portiveness, collaboration, and friendly behavior. Let me introduce
you to four toxins [13] that often poison teams and organizations. It’s
good to be aware of all four of them and, if they emerge, to identify
them and help the team to overcome such situations.

=
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Blame

Everyone does this sometimes: “It’s your fault!” It’s easy and natural
to try not to be responsible for any faults.

In a Scrum team it can be a complaint like “It is the Product
Owner’s fault. He is responsible for the Backlog and User Stories.
This one was just not well described,” instead of saying, “This User
Story was not defined well; what shall we do with it next time so it
will never happen again?”
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Defensiveness

Defensiveness is the second most common toxic behavior that the good
team has to avoid. It often starts as a response to blaming. Continuing
with the previous example, the Product Owner may reply, “It’s not my
fault! 'm not planning the Sprint Backlog. Moreover, it went through
Grooming, plus this User Story had the same details as others.”
Another situation could be a team that is defensive whenever
anyone suggests any change. It starts with quite innocent advice:

Team: “In your experience, what are other teams doing on top
of what you've seen here?” or “How do different companies
apply Scrum?”

Coach: “Recently, there has been a strong trend toward one-
week Sprints, so many companies are going in that direction

”

now.
Team: “But we are doing two weeks for a reason. We can’t
move into one week. Our projects are too complex.”

Coach: “You don’t have to switch it next Sprint, but you may
want to discuss what would have to change in order to go for
the one-week Sprint and then decide.”

Team: “No. We've just started and . . . by the way, we've had
good results with two weeks already.”

Stonewalling

The third team toxin is quite common as well. It’s about repeating
one’s own idea over and over again and not listening to the argu-
ments of other people.

The typical example from a Scrum team could be during the
estimation meeting when the team is discussing arguments to get
agreement and understanding and one team member says, “For me
it’s 5!” Quite common, isn’t it?

Another situation might be the splitting of decisions and avoid-
ing any discussion about them: “I'm working on it, so I do it my way;
when you do it next time, you can choose your way.” This one is not
as straightforward as the first one, but after all it has the same result.
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If you do things this way, you don’t work as a team, but as a group of

individuals who have little in common.

Contempt

A bit of irony is part of life. There is nothing wrong with it. The
British sense of humor, for example, is famous worldwide. However,
there is a thin line beyond which irony becomes sarcasm. It starts to
be critical when team agreement is far away and you are searching
for alignment. Then any comment like “Yep, you've never underes-
timated anything” can make things worse.

In general, every statement you make with the intention of

being viewed as better than others fits into this category.

The ScrumMaster’s Role

The ScrumMaster’s role is to educate the team about the four tox-
ins and then coach them so they are able to identify the toxins in
real time, and make each other accountable for not using the tox-
ins. You'll be surprised how often these toxins are present in your
discussions and how just raising awareness of them can be help-
ful. Communication becomes nicer, and you will be able to reach
agreement much more quickly. The overall environment will be
less like a thunderstorm, and overall motivation and ownership will
increase. Teams working in a less toxic environment have more fun,

and that’s what you are looking for, right?

Exercise: Team Toxins

Which team toxins are the most common in your team?

o Blame

o Defensiveness
0 Stonewalling
O

Contempt
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What are the most common situations in which you face them?

FOCUS ON RESPONSIBILITY

One of the most critical parts of the Agile mindset and of Scrum
culture is responsibility. Everybody talks about responsibility, but
not many of us take full responsibility in every situation. Christopher
Avery [14] has created a very nice responsibility model that explains
how responsibility works. During the long years of evolution, peo-
ple’s brains were trained to be quick in decision making. Whenever
even a small issue emerged, the brain would offer an option for how
to approach it. As an example, imagine you are parking your car in an
underground garage and you accidentally scratch the car next to you.
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Denial

The first solution your brain will offer is denial. “This never even
happened. I don’t see any scratches, the car is just dirty. And the
sound? It was only sand crunching.”

Back at your Scrum team, it could turn up as pretending that a
piece of code works, even if it just crashed. “It’s coded, so it works.”

Laying Blame

While you are not fine with denial, your brain will offer the next
possible solution of laying blame in no time. “It’s his fault! If he had
parked straight, this would never have happened.”

In the Scrum environment this could be pointing at the
Product Owner because he described something wrong, or it could
be the fault of another team member. “I coded it right; it’s his fault
that it’s not working.”

Justify

Still not happy? Don’t worry, your brain is proposing another resolu-
tion. You can justify it. “It happens. Everyone scratches a car from time
to time, right? And those underground parking spots are so narrow.”
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The Scrum team, at the beginning of their journey, uses
this excuse quite often when trying to explain why they can’t plan
a Sprint or didn’t finish with the Sprint results they expected.
“Anything can happen during the Sprint, so we can’t guarantee any-
thing. In software development we often encounter technical difh-
culties, right? That’s just the way it is.”

1
\
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Shame

If you still don't feel good about it, you can see it as your own fault.
“It’s all my fault. I will never learn how to park in those narrow
spaces.”

The Scrum team may express their frustration over the lack
of cross-functionality and say, “We don’t have enough experience
in that product part. It’s too difficult. It would take us years to learn
it.” They usually don’t mind that they are in fact saying, “We are
not good enough,” and they are trying to hide it by claiming that it’s
normal to ask for experts.

Obligation

So what’s next? Solve it as if it is your obligation. “I've left my busi-
ness card behind the wiper blade. It’s my duty to do this. The insur-
ance will cover it.”

This stage reminds me of a Scrum team that follows Scrum
just because they have to. Someone told them to have meetings, so
they have them without understanding. “We do Standup because of
Scrum—we have to. It’s one of the Scrum meetings, isn’t it?”
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Quit
At any time you can decide to quit. “I'm not going to solve it; it’s
not important for me.” No one is forcing you to be responsible.
However, don'’t trick yourself. None of the previous levels is real

responsibility. And nothing previously mentioned helps you prevent
those things from happening in the future.

Q

Responsibility

When you decide to take responsibility, this is the final level of the
responsibility process model. It starts with a question: “What can [
do differently next time so it will not happen to me in the future?”
In this example, it could be anything starting from the use of public
transport instead, parking in a street where there is more space, buy-
ing parking sensors, attending a specific driving class, or practicing
with cardboard boxes.
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To give you an example from the Scrum team, real respon-
sibility is when a bug is reported and the team not only fixes it but
in addition discusses what they will change next time so it will not
be repeated. Another example might be impediments. An imma-
ture team expects someone to remove these, whereas the good team
takes over the activity and comes up with some way of improving it.

ORGANIZATION AS A TRIBE

Another interesting concept from the theory of building teams
comes from the book Tribal Leadership [15]. To give you a taste of
this concept, every organization consists of tribes. A tribe is a group
of people who know each other. When they reach out to other tribe
members somewhere, they say hello. The tribe can be as big as
about 150 people; bigger companies consist of tribal networks.

g

Fach tribe has a different culture. However, every organization
has some dominant tribal culture according to which it can be clas-
sified. Such a culture then shapes people’s behavior and approach.

As in the other models, you can’t skip stages. In addition, every
stage needs a different leadership style to support the people in their
tribal leadership development. Last but not least, it’s quite common
that tribes are temporarily dragged one stage down when under
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stress. And because every change brings a certain level of stress,
Agile transformation usually initiates such a tribal stage movement.

Stage 1: Life Sucks

The first level of tribal leadership is not very common in Agile or
even in the I'T environment as a whole. We see it in street gangs and
prisons. Overall, we observe such cultures in about 2% of compa-
nies worldwide.

The “Life sucks” culture is about individuals who have lost all
hope. They are alone and other people just don’t get it. Life itself sucks.

Stage 2: My Life Sucks

Wow, what an improvement to say, “My life sucks.” People in such
tribes complain a lot. They are far away from taking any responsi-
bility. It’s about passivity, disconnection, disengagement, and cyni-
cism. You can hear various complaints— “My life sucks because the
product is crap, I have an idiotic boss, I have to drive two hours to
work, and the coffee is not good.” Such tribes are dominant in 25%
of companies worldwide.

In Agile environments it’s quite common to be drawn into this
stage during the initial phase of Agile transformation. And you often
see it in the “Scrum-but” cultures as well. “My life sucks because |
have to do Scrum.”

To help people get out of this swamp, encourage them, ele-
vate their self-confidence, and make them successful so they have



78 o o o CHAPTER 5 BUILDING TEAMS

the courage to take a more positive point of view. Only people who
experience personal success are ready for the next tribal stage.
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Steps toward the Next Stage

* Empower individuals so they believe they can make it. Give
them a chance to shine.

* Give them more responsibility and encourage them to take
ownership.

* Generate fast wins to increase self-confidence.

Stage 3: I'm Great (but You Are Not)

This is the typical world environment. It’s a culture of specializa-
tion, experts, and absolutely necessary people who keep their know-
how and information to themselves. It’s the dominant form for 49%
of companies worldwide. It’s comfortable. It feels good because the
people are finally successful (whereas others are not). And now,
we are going to break this individualistic cult and build some team
self-organization and responsibility. How can that possibly work?
Nonetheless, we can’t forget that this stage is necessary as a
middle step for people coming from “My life sucks” cultures. Only
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confident people who believe in their skills and abilities can create
a great team. Every individual first needs to experience his own suc-
cess in order to transcend it in favor of the team next time.

This stage is about personal accomplishments, the importance
of job titles, and the feeling that “I'm putting in more than others”:
“I'm good at my job, I try harder than others, and I'm more skillful
than most.” The position of Senior ScrumMaster comes from this
environment, and most of the managers who have teams at Stage 2
are at this level.

A ScrumMaster at Stage 3 underestimates his team; for exam-
ple, “I'm a great ScrumMaster, but my team is not as good. They
are demotivated and lazy. I don’t trust them to work as hard as
me.” It’'s not necessary to mention that such a person is not a great
ScrumMaster. As for common team examples, they could be like
this: “They [the other team members| don’t understand reporting,
so I have to do all the work concerning reports. It would have taken

years for them to learn it.”

Step toward the Next Stage

* Let the team experience success. Once they realize their per-
sonal dream of being successful, they are ready for the next
stage.
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Stage 4: We Are Great

Finally, there is a stage where “We are great” is the statement the
tribe lives by. It’s a tribe dominant in 22% of companies worldwide,
and it’s quite a positive environment to be in. It’s a culture of owner-
ship, responsibility, and cooperation.

People in such environments are usually proud of working in
their company and happy to recommend it to their friends. They
believe in their product and have one goal, rather than competing
with each other.

Once you adopt Agile and become not just a group of cowork-
ers but a real team as defined in Scrum, you realize that you are
at this stage. Teams are less self-centric and start to turn outside.
People say, “We are great, and we are ready to share pieces of our
culture with others.” They offer help and experience, but at the
same time they long for new learning.

However, even Agile and Scrum are not miraculous methods
for cultivating the “We are great” culture. If you don’t give peo-
ple enough space to shine as individuals and appreciate them
enough first, they will most likely not be ready for true Agile cul-
ture, and Scrum will fail. Remember, you can’t skip the stages. It
will not work.




ORGANIZATION AS A TRIBE® o o 8]

Remember

* Team success is more important than individual appraisals.

* The competitiveness of the environment in general is much
lower.

* We are great and we are ready to help others to become
even greater.

Stage 5: Life Is Great

The last stage of the tribal leadership model continues in the same
vein. The competitiveness of the environment is decreasing. This
group is going to make history. “We are not at war with our compet-
itors. We are at war with cancer” was one of the replies from those
interviewed for the Tribal Leadership book [15]. It's the dominant
stage for only 2% of companies worldwide, and it’s breaking some
general patterns on which the last century’s management was built.
In order to be there, you must be a bit wacky. Some Agile coaches
are working at this level. They are changing the way companies work.
They don’t look upon other Agile coaches as competitors because,
despite the different business affiliations, they share the same goal.
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We all try to change the overall industry or even the world to be
more Agile, so why should we compete with each other? If we sup-
port each other instead, the market will grow, and there will be
enough work for all of us. But indeed, not every Agile person would
agree, so there are still enough people who take it personally. But it’s
a good example to share.

Exercise: Tribal Leadership Stages

Which tribes can you see in your organization? Which one is dom-

nant?

Life sucks.

My life sucks.

I'm great (and you are not).
We are great.

O o o o o

Life is great.

What can you do to help people move to the next stage?

CHOOSE THE RIGHT LEADERSHIP STYLE

Another concept that is useful to apply at the enterprise level was
originally described in David Marquet’s book Turn the Ship Around
[16]. David was the captain of a US Navy submarine and applied
this new leadership approach. Bear this in mind before you say it

will never work in your company.

Leader-Follower

Traditional management in companies works on the so-called leader-
follower model. The manager (leader) is the most knowledgeable
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person who is supposed to give orders to workers and is responsible
for planning, allocation of resources, and overall people organiza-
tion. It used to be the only model in companies during the twenti-
eth century. And in some environments it worked well. However,
the more creative and unpredictable the business was, the less con-
venient and efficient such a leadership style turned out to be.

© T Allbwer

Leader-Leader

The opposite approach is the leader-leader model, where we believe
that the people at each level can solve most of their problems by them-
selves. We don’t give many orders anymore but encourage them to
come up with solutions and take over responsibility for running the
company. To be clear, 'm not saying we don’t need any managers.
I'm suggesting that we change our management style.

) =0

Leadsr 3 Leader
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Looking at this concept from the ScrumMaster’s point of view,
that’s exactly what each ScrumMaster has to do—implement the
leader-leader model and build leaders in the organization, not just
followers.

Remember

* Innovative environments need to involve people in the decision-
making process.
* Enforce the leader-leader model across the organization.

USE DECENTRALIZATION

One aspect of creating a successful self-organized team is the abil-
ity to use decentralization techniques. As opposed to the centrally
controlled hierarchy of the traditional process-oriented structures,
modern organizations exploit the advantages of various decen-
tralization techniques to involve the team in creating processes,
enhancing their ownership, and supporting creativity. We often use
diverge-merge techniques to have efficient discussions and share
ideas among people.
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The following sections describe recommendations for decen-

tralization techniques.

Book Club

How much time have you spent with your colleagues, learning with
each other? Try organizing a book club. You can read a book or
watch a video together and then discuss what you found interesting
or learned from it. This should be a group activity, not a presenta-

tion by an individual who has read the book or seen the film.

Travelers

Teams should be as stable and fixed as possible. However, some-
times you might need to have some travelers who can freely move
across the organization and help any team that accepts their help.
It’s great for sharing know-how, bringing new points of view, and

breaking down the status quo.

Review Bazaar

Instead of a Sprint Review meeting, you can organize it as a Review
Bazaar [17] where teams present their results and, in the meantime,
team members walk around and visit other people’s exhibitions. Its

faster and much more fun.

Experiment Board

Conduct experiments and make them visible to everyone at the
company. Share goals, assumptions, and results. Create a physical
Experiment Board so everyone can see it, get inspired, and try their

own creative ideas.
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Open Space

The open-space format doesn’t have to be dedicated to unconfer-

ences; you can benefit from it within your company as well. Agile

companies organize open spaces regularly every month or quarter.

When your company is willing to allow people to spend their

time on such open-format events without a clear up-front agenda,

it’s truly Agile.

How To

Start with the marketplace where participants design their
agenda.

Continue with free parallel discussions; feel free to move to a
different group if you are not sufficiently interested.

Finish with a joint summary from the sessions.

Check the open-space rules before you organize your own
[18,19].

World Café

Another common decentralized workshop format companies often

use to involve more people and let them discuss and self-organize is
the world-café format [20].

How To

Introduce a theme and let everyone focus and concentrate
for a minute.

Put up the initial question and let groups discuss it.

Keep one person at each table to introduce the results to
newcomers and let others mix and find a new group.

Repeat the last two steps three times for slightly different
questions.

Present a summary to the group.
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IMPLEMENTING CHANGE

Every change is difficult. It brings resistance, fear, and uncertainty.
“Will T still be successful in the new environment? Can I adapt
to the new way of working fast enough? Will I like it?” The great
ScrumMaster is aware of those factors, creates a safe environment
for people affected by the change, and gives them a hand to help
them cross the edge of the change.

O
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GO FOR A CHANGE

Before changing the way you work, it’s good to clarify why you want
to do it. Doing it just because it’s something new is not enough.
What are the current bottlenecks and strengths, and what are you
expecting? If the expectation is not high enough, you may not be
ready for a change yet; before you move on and start with Agile, you
must have a better reason than you read about it in a newspaper.
The Agile Wheel is a useful exercise to help you decide if it’s the
right time for the change or not and why.
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The wheel consists of the most important reasons for adopting
Agile. It can be used as an assessment tool in a group or by individ-
uals. It’s a great way to start a wider discussion across the company,
department, or team. You don’t have to agree on numbers. It’s more
for initiating a conversation, visualizing a different point of view.

How does it work? First, identify reality—how do you feel
about each segment? The middle of the circle stands for “not good:
©” and the edges stand for “great: ©.”
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Once you have determined your current state, look at it from

a different perspective and assess your expectations—where would
you like to be in six months? See the following example.
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Exercise: Agile Wheel

Examine your current state and your expectations from change in
the following categories and draw the Agile Wheel for your situation
and context.

Consider:

How similar/different are the individual wheels of all the team

members?

Understand why, and have a conversation about it.

Discuss which actions you are going to take based on that
discussion.
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CHANGE BEHAVIOR

Implementing Agile and Scrum means a big change. And Scrum-
Masters should act as the organization’s guides to take it through
the change. There are two concepts that are particularly important
for ScrumMasters to understand about change. The first one comes
from the ORSC framework [4] and describes change as an edge:
“The Edge is the line between the known and the unknown —it is at
the limit of what we know about ourselves. Any time you try a new
behavior or idea or perspective, you are crossing an Edge. As long
as teams and individuals grow and change, there will always be new
frontiers and edges to explore” [21].

Every change consists of several smaller edges to be crossed
on the way, and the role of the ScrumMaster is to understand those
edges and help individuals, teams, and organizations to cross them.
Also, different people and parts of organizations will see different
challenges to overcome.

Keeping this in mind, the most applicable approach from the
ScrumMaster State of Mind model would be coaching. As a good
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guide, the ScrumMaster should offer a hand and help people over
the top whenever they are ready, but not push them over.
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EIGHT STEPS FOR SUCCESSFUL CHANGE

The second important concept about change management describes
a process for implementing successful change in eight steps
[22]. It addresses those change phases. First, you set the stage.
Next, you decide what to do and make it happen. And finally, you
make it stick.

Create a Sense of Urgency

The very first step before you implement any change is to create a
sense of urgency. Make the change necessary, because until you
feel pain in your current processes, there is no need for improve-
ment. And it doesn’t matter if the desired change is huge, like
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an Agile transformation, or small, like using Git instead of CVS.
Without good motivation and a good reason there will be no change.
Be honest and transparent in presenting both the opportunities and
the threats; otherwise you might lose the trust of others.

Guiding Team

As one individual, it’s hard to change anyone. You should focus on
early adopters and encourage them to become part of your team.
You need people who are passionate, good communicators, and
leaders. Make the group diverse. It shouldn’t follow any organiza-
tional structures if it is to access a broader audience. In general, if

there are three of you, you already have the ability to create a snow-

o O
=

Change Vision

ball effect by attracting others.

O

Creating a change vision and strategy is another important part of
your change process. There are thousands of great ideas about what
can be done. However, you should present the change clearly and
simply so people understand it. Be sure all your change team mem-
bers can explain it in less than five minutes.

Think about the real goal you would like to achieve —which
is unlikely to be Agile (which is a strategy for achieving a goal).
Your goal is more likely to be more flexibility, increased quality, and

improved customer satisfaction.
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Understanding and Buy-in

And now comes the hard part. Regardless of how great your vision
is or how much you believe in it, you have to sell it to others. And
others have various fears; their contexts are different, and the way
change impacts them will also be different. So all you need here
are good listening skills, an understanding of their context, and the
ability to fill them with enthusiasm. You will also need patience,
because it takes some people longer to buy into a new idea. Also,
don’t be frustrated by repeating your vision over and over again. It
takes time for each piece of information about a change to sink in.

V)

Empower Others to Act

This part of change management is usually quite close to what
ScrumMasters do. To empower others to act, you need to remove
impediments so that you can make it easier for them to change. The
ability to build self-organized teams is extremely helpful here.

It’s not only about removing what is blocking others but about
acknowledgment and recognition of people who have taken some
steps toward change.
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Short-Term Wins

Demonstrate success frequently. It’s great to have a long-term vision
and a challenging goal. However, you need milestones to celebrate
along the way. Make them simple so you can celebrate success early
enough to increase overall positivity. “It’s challenging and some-
times even exhausting, but we are going to make it.”

O
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You will need to reflect upon and adapt your strategy because
no change can be planned in detail up front. So “dance in the
moment.” Be transparent about the failures. If you try to hide the
failures, you will only risk making them grow into gossip, which can
possibly destroy your change effort.

Don’t Let Up

Some changes fail just because they are declared as done too early,
when people are still somewhere on the way to the desired state.
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And as their new positions haven'’t stuck yet, they usually—sooner
or later—revert to their old habits.

Such an early victory seems to be good motivation, but in the
long term it usually destroys the whole change. “From now, we are
already Agile.” The team usually reacts with irony, saying, “We are
already Agile now, so we don’t need to change anymore.”

So does it mean that after a certain stage we don’t need to
change and try hard anymore? Not quite. Perfection is not a state,
it’s a journey. So you will never be finished. Changes never stop.

The goal can be extended and adapted, but there is never an end.

Create a New Culture

Finally, the last step is to make it stick. Make the new way of work-
ing an integral part of your culture. That’s the way we are. And there
is no discussion about it.

As people slowly accept new ways of working, you might hear
something they would never have said before as if it’s the most nat-
ural thing:

“We are not going to follow any detailed plan; we want to be

invited to create it and change it based on feedback.”

“We are not here just to write code; we need real customer
feedback to understand customers and make them happy.”
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Hints for Great ScrumMasters

Understand team dynamics. Distinguish among a group of
individuals, a good team, and a great team.

Dysfunctions need to be fixed before the team can
emerge.

Toxins prevent your team from flourishing.

Every change is hard; before you change anything, you
must have a good reason and high motivation.

Resistance is a common change behavior; don’t push too
much.

The great ScrumMaster is a leader who creates new leaders
out of the people around him.
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THE SCRUMMASTER’S TOOLBOX

In the everyday life of the great ScrumMaster, he needs to under-
stand and use many tools. Let’s start with understanding how people
become masters.

97
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MASTERING SHU HA RI

Japanese culture is quite inspiring. One of the ideas the Agile com-
munity took from Japanese martial arts is the concept of mastering

Shu Ha Ri [23].

T 7}2 *ﬂr

In Shu, we repeat the forms and discipline ourselves so that
our bodies absorb the forms that our forebears created. We
remain faithful to these forms with no deviation. Next, in the
stage of Ha, once we have disciplined ourselves to acquire the
forms and movements, we make innovations. In this process
the forms may be broken and discarded. Finally, in Ri, we
completely depart from the forms, open the door to creative
technique, and arrive in a place where we act in accordance
with what our heart/mind desires, unhindered while not over-
stepping laws [24].

Shu

Shu is the initial stage where people get the basics by following the
instructions of one teacher. It’s the drill stage, where people repeat
the individual practices over and over again. It’s like what soldiers
go through in the army. You are not finished until all the practices
have become second nature to you, like walking or breathing, so
you don’t have to think about them before applying them.

In the Shu stage of Scrum implementation, the team should
focus on the drill of individual practices, for example, “How shall
we do planning?” and “How should we write User Stories?”
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What to Do

* Drill individual practices.

* Follow recommendations.

* Don't give up; it works the way it is described.

* Be patient; it will take time to train your muscle memory.

Ha

The second level of mastering is called Ha. Because all the practices
are already learned and absorbed into muscle memory, at this stage
you start to dig into the purpose. Based on that deep understanding,
people are able to detach their particular application and combine
the advice from several teachers/directions.

In the Ha stage of Scrum implementation the team should
focus on answering questions like “What is behind those practices?
How does Scrum work from a psychological perspective? How do
those parts influence each other?”

What to Do

* Inspect and adapt, create your own deviations, but keep the
original meaning and philosophy.

* Go for deep understanding of purpose.

* Think about practices, concepts, and frameworks in context,
how they support or contradict each other.

Ri

Finally, in the last stage people are not learning from others but
from their own practical application and experience. They build on
the background they gained through Shu and the deep understand-
ing gained through Ha. They eventually become teachers and cre-
ate their own concepts and practices.

In the Ri stage of Scrum implementation the team starts thinking
about applying Scrum in areas other than software development, such

as marketing, sales, operations, call centers, or in their private lives.
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What to Do

* Learn from your own practice and experience.
* Develop and share new concepts, and teach others.

Application

The Shu Ha Ri concept is especially important for ScrumMasters
because they need to recognize the stage the team has reached and
adjust their approach accordingly. The following situation is quite
common:

The team has passed training and the first few Sprints. Some
practices are not so easy for them to embrace—for example,
Standups—so they suggest doing them less frequently or abandon-
ing them altogether.

Nonetheless, such teams cannot just skip the Shu and Ha
phases and move directly into Ri without a solid grounding. Such
shortcuts never create masters, just overconfident people who pre-
tend they are masters.

Passing through each of the Shu Ha Ri phases takes time (often
years), so be patient. Remember that even simple things like walking,

running, or cycling took time for you to master when you were young.

Exercise: Shu Ha Ri

In which state is your team now?

o Shu
o Ha
o Ri

What do they need to understand or practice?
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SYSTEM RULE

As was mentioned before, the great ScrumMaster must work at the
system level. And one of the core elements of success at this level
is to believe that “everyone is right, but only partially” [25]. This
simple statement will help you to believe that each voice is worth
listening to. At the system level you don’t take sides; it’s not about
deciding who is right or wrong. Every statement someone makes is
just a signal from the whole system that is trying to attract your atten-
tion. Especially during changes and transformations, whole systems
can become frustrated, frightened, or uncomfortable. It is the same
with individuals. And the role of the ScrumMaster is to coach the
overall system in order to find balance and stability again.

The great ScrumMaster is always searching for different kinds
of signals so he can reflect them back to the system like a mirror.
Such signals can be pretty much anything you can sense. They
could be people who are complaining, angry, or frustrated; people
who are quiet at meetings or who point fingers at each other instead
of accepting responsibility; or people who seek reasons for why a
problem can’t be solved. Every one of these can be reflected back to
the system if you believe that in each of these signals there is some
portion of the truth.

Everyome i ;ﬂg/f .
o1 /ﬂrﬁ%// ,
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Example: Improvements

Let’s imagine that you've just joined a new Scrum team as Scrum-
Master. They are supposed to be good given what the managers
have said, and the team members confirm this when you ask them.

However, the system sends signals that suggest the opposite.
There is no real discussion at the meetings, their Retrospective lacks
any deeper understanding, and no improvements are coming from
it. They don’t complain, but they are not a great Scrum team either.

Such a scenario is actually quite common. You just need to be
sensitive to the signals coming from the system—in this case, artifi-
cial harmony and the absence of deeper discussion —and reflect this
back to the team so they can realize what’s happening and change.

Example: Product Owner

Another example could be a team that is not willing to present the
product at Sprint Review.
You will hear voices from the system saying, “Developers are

not good at presentations” and “T'he Product Owner should give the
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presentation because he is the one who decided that this function-
ality should be done.” Before you start teaching team members how
to make such a presentation or, with irritation in your voice, tell
them they have to present because of the Scrum, think about what
you can do about it at the system level and what exactly the system
is trying to say.

Maybe they are not good at presenting, or maybe the Product
Owner is not part of the team and as a consequence they don’t
believe in the product. And they are partially right, but there is a
bigger picture as well. You just need to reveal it to the system so they
can adjust accordingly, as a team.

Example: Frustration

The team is at the beginning of the Agile and Scrum transforma-
tion when usually the biggest challenge is to understand and apply
cross-functionality.

Imagine a person expressing his frustration in rather a strange
way, but that’s what people under stress do, right? At the Standup he
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says, “I have no work in the Sprint, so I didn’t do anything yesterday,
and I'm not going to do anything today either. No impediments.”

You might be angry about him, and other team members
might be inclined to laugh, but the only thing you heard was the
voice of the system saying, “T'here is something wrong! Help us!”
And if you suppress your anger and display curiosity instead, you
might find out that that voice is just a symptom of a deeper root
cause that, in this particular case, could be that they are a group
of individuals who work according to their specializations and who
mostly don’t understand Backlog Items, and so they are completely
lost. They have tried to communicate that they can’t imagine how
Scrum would work for them a thousand times already, but no one
listened to them.

So they are partially right. Scrum is not for them now. They
would have to change the way they work in order to make it work.
And that’s exactly what the ScrumMaster has to do—understand
those signals and help the system to realize they are the only ones
who can fix it. In this case, it’s about explaining not only what they
should do but why they should do it and guiding them through the
whole process of change.

POSITIVITY

Positivity is a crucial aspect of every successful system or individual.
It works for both business and in private life. Based on the positiv-
ity ratio, John Gottman did experiments on marital and relation-
ship stability with very high accuracy, and later on Marcial Losada
used the same negativity-to-positivity ratio for business teams. Their
results were surprisingly consistent.

Every great system should contain about three to five positive
events to one negative. So if you as ScrumMaster keep the positivity
high, you are halfway to achieving your goal.
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When a human system contains 3 to 5x as much positivity as
negativity, it is significantly more likely to thrive [26].

A ratio of 3.0 to 6.0 has been found to be highly correlated
with high performance [27].

The team with five times more positive than negative events is

significantly more likely to be successful [28].

How to Increase Positivity

Here are some easy ways to increase positivity:

¢ Use a Retrospective to increase positivity. Never talk only
about issues. Spend a significant amount of time on things
that were great and that you would like to keep or do more
of. Instead of repeating plus and delta, make up something
more creative like drawing a boat together. One of my favor-
ite Retrospective formats is asking what makes the team smile
about the last Sprint, instead of using the traditional plus.

¢ Look at the issues from the bright side. Every glass can be
either half full or half empty. It's the same with events that
happen to your team.
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* Visualize positive events and celebrate success. Create a
“positivity wall.” Don’t miss any opportunity to celebrate.
Our team members brought cake to the demo from time
to time. And on other occasions we went out for drinks to
celebrate after work.

® Don’t panic. Even if the situation seems to be hard, increase
positivity and smile ©.

FACILITATION

Facilitation is the core practice of every ScrumMaster. So let’s look
at how to be a better facilitator. First of all, facilitation means defin-
ing the frame and flow of a discussion, not the content. It’s a struc-
tured process for running a communication, but not a rigid one that
follows the same plan in any situation. The good facilitator should
be flexible and ready to change his agenda.

What are the attitudes or behaviors of a great facilitator? He
must be good at listening and hear everyone’s voice, increase positiv-
ity, be flexible, and use his intuition, but not be too attached to a sin-
gle idea. The facilitator must sense the level of energy in the room
and adjust the format accordingly. He must come prepared, but he
must be flexible and have neither a fixed structure nor a fixed plan.
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What to Do

The facilitator is responsible for the container, not the content.
He defines a clear purpose and deliverables for each meet-
ing before starting.

He reviews the meeting’s purpose and outcome with the
participants.

He opens the meeting with a strong start.

He does a check-in activity at the beginning and at the end
of the meeting.

He explains and uses the parking lot.

He is not too attached to his plan. If it happens not to be
working, he adapts it to the situation or the team’s needs.

He expands and narrows the space to improve people’s
understanding and get all their different opinions.

Before the Meeting

Before every meeting the facilitator must make sure there is a clear

purpose —why the meeting was organized. Make it SMART (spe-

cific, measurable, achievable, and agreed, realistic, timed). If there

is no purpose, don’t run the meeting.

A

Once you have that, think about what deliverables the meet-

ing should produce in order to make it successtul. Deliverables are

of three kinds:

Heads—anything you can learn, such as skills, ideas, status
updates

Hearts —to get buy-in, belief, engagement, or excitement
Hands—to create some tangible output, such as action

plans, timelines, or lists
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Finally, think about who needs to be involved, when and
where the meeting will take place, and how you will facilitate it.

During the Meeting

The first minutes of the meeting are crucial, and the facilitator
should open with a strong start. Think about the energy level, the
engagement. Always share the meeting’s purpose, expected deliver-
ables, and agenda for review by the audience. Let them think about
what’s in it for them.

\

Q
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During the meeting the facilitator uses several tools, like brain-

storming, listing and grouping, prioritization, or working in pairs or
groups, to expand the space or narrow it and closes the meeting with
the expected outcome.

At the end of the meeting, don’t forget to summarize the meet-
ing; review how the group addressed the purpose and summarize
the action items.

Example: Retrospective

In the following example there is a preparation sheet for the facili-
tation of one of the most common Scrum meetings. The example
shows the application of the facilitation theory described previously.
How you facilitate a Retrospective may differ based on the team, the
situation, and other factors.
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Before the meeting

Purpose:

¢ Continuous improvement of our processes
Deliverables:

¢ Understanding of the current state

¢ Engagement and willingness to take over responsibility
e Clear action items to be done during the next Sprint
Who:

* Development team and Product Owner

When:

e Atthe end of the Sprint

Duration:

¢ | hour

During the meeting

1.

Start the retrospective with a check-in activity to engage
the participants and get their creativity started, for example,
with a weather check-in: “If you were the weather, what
kind of weather would you be?” [1 minute]

. Explain the format of the meeting and review the purpose

and deliverables. Create a parking lot for additional ideas
that are not part of the meeting. [2 minutes]

. Expand the space. Let the team identify the areas to be dis-

cussed. You can use delta and plus or a star with stickers. [5

minutes]

. Narrow the space by asking the team to group similar areas

together and give them a label. [3 minutes]

. Use dot voting to establish priorities. [ 1 minute]

. For the most important area, expand the space again by

generating options. Use root-cause analysis or brainstorm-
ing to get new ideas.



110 ¢ e o CHAPTER7 THE SCRUMMASTER’S TOOLBOX

7. Narrow the space by letting the team select a few action
items for the next Sprint.

8. Repeat the last two steps until you have nearly filled the
given time frame.
9. Close the session by reviewing the action items.

Do a check-in activity to close the meeting with one word, such as
“Express in one word what this Retrospective gave you.”

COACHING

Coaching is one of the most important skills of every ScrumMaster.
Coaching means evoking self-awareness and self-realization. It
helps people come up with creative solutions and identify goals for
their own development. Unlike mentoring, coaching is not about

sharing experiences, teaching, or advising.

Unlocking a person’s potential to maximize their own perfor-
mance. It is helping them to learn rather than teaching them

129].

Coaching is partnering with clients in a thought-provoking
and creative process that inspires them to maximize their per-
sonal and professional potential [30].
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Coaching is not limited to individuals but can be successtully
applied to teams, groups, and organizations. While coaching at the
team or organization level, the coach focuses more on Relationship
Systems Intelligence. “Beyond Emotional Intelligence (relation-
ship with oneself) and Social Intelligence (relationship with others)
is the realm of Relationship Systems Intelligence where one’s focus
shifts to the relationship with the group, team or system” [4]. This
particular coaching model is especially useful for ScrumMasters to
help the organization grow.

How do you become a coach? Focus on your listening skills:
don’t give advice but help people come up with their own solu-
tions. As a coach you can’t get too involved. The team you coach
should invent their own solutions. Your only task is to adjust a mir-
ror to increase their awareness and allow them to come up with new
points of view.

The fundamental technique of coaching is the ability to ask
good questions to initiate the thinking process. They should not be
asked with the right answer in mind. The questions that increase
people’s awareness and start the thinking process are always open-
ended questions that are likely to be met with longer answers—not
yes/no replies.

Powerful Questions

There are many powerful questions you can use during a coaching
conversation. Here is a list of my favorites:

* What would you like to achieve/change/get?

e What is important to you now?

¢ What would your perfect Standup look like?

® What is working well?

® What progress have you made so far?

¢ What would you have to change in order to achieve your goal?
e What can you do about it?

* What can you do differently?
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* What do you need to stop doing?
* What else?
e What’s next?

Exercise: Powerful Questions

Practice your skill of asking powerful questions. Write down a few
you would like to use next time. Use my questions or any online ref-
erence, for example, coactive.com [31] or coaching cards from the
Agile Coaching Institute [32].

ROOT-CAUSE ANALYSIS

As a ScrumMaster, you can either treat symptoms, and always be too
busy, or learn how to identify the cause of a problem. It’s the differ-
ence between reactive and proactive approaches. In the first one,
you get so tired of combating the fire that you have no energy to
attack it at its source, whereas in the other you take your time after
the fire is out, stop cleaning up, and find a solution to fix the root
cause of the problem so it will never happen again.

A typical example could be bugs. In the traditional world, you
focus all your effort on fixing them. In the Agile environment we
also fix them, but more importantly we address the root cause in the
application, for example, write an automated test to prevent prob-
lems or adjust our process and do pair programming or review.

Most of the root-cause analysis literature describes a complex
process of identifying the cause, but in most cases it’s not necessary.
You can try the following simple concepts and see if they help you to
better understand the problem.
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Note

* Every team or organization is like an organism, and it can
become “ill.”

* Don’t concentrate on treating symptoms only.

* Focus on healing the cause of the illness instead, and you will
eliminate several symptoms at once.

* Choose a proactive approach instead of a reactive one.

Fishbone

One of the most common forms of root-cause analysis is called fish-
bone or Ishikawa. There are several ways to design it, but the most
common is asking what, where, when, who, and why something is
happening. It helps you to look at the problem from different angles
and identify the root cause.
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Example: Predictability

We are not predictable. We never know when the release will be ready.

“What makes us unpredictable?”
“We have changes coming through all the time.”
“Where do the changes come from?”

“Usually from the CEO, who is the visionary of the prod-
uct, and a bit from our users, but those are usually minor
changes.”

“When is the most critical time?”

“When marketing wants insights in order to prepare cam-
paigns and forces us to commit to a certain functionality
several Sprints before the product launch.”

“Who can influence that?”

“Our CEO, who might be more present during the release
and make his comments at every Sprint Review.”

“Why is he not present at each Sprint Review?”

“He joined the first few reviews, but we didn’t deliver much
functionality at that time, so he gradually stopped coming.
Maybe it’s time to invite him again.”

Five Whys

The second most common root-cause analysis tool is called Five
Whys. The usage is quite simple. In order to identify the true root
cause, ask “Why?” five times.
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Example: Low Quality
Our product has low quality. We have too many bugs.

“Why do you have so many bugs?”

“Because we don’t test.”

“Why don’t you test?”

“We do test in some cases, but because the system is very com-
plex, we can’t understand how every possible scenario works.”
“Why don’t you understand it?”

“We don’t know how the users are using the system.”

“Why don’t you know how the users are using the system?”
“We've never seen our users or asked them for feedback.”
“Why have you never asked them for feedback?”

“Because we thought it was the Product Owner’s job to do it.”

IMPACT MAPPING

Impact mapping [6] is usually mentioned in relation to product
development. However, it’s quite a useful technique in any strate-
gic planning on organizational change, Agile adoption, or Scrum

implementation.

Impact mapping is a strategic planning technique that pre-
vents organisations from getting lost while building products
and delivering projects, by clearly communicating assump-
tions, helping teams align their activities with overall business
objectives and making better roadmap decisions [33].



116 ¢ o o CHAPTER7 THE SCRUMMASTER’S TOOLBOX

'ﬁa \‘G
%h ) A ﬁ f) ey s

Custmers  Ragpmmend \ T4
2

DK B Ve

ﬁ |0
WW% S > ) Zttard
ﬁmfy@/ﬂ:

Impact mapping is a creative technique whereby you create a

mind map in answer to the following questions:

“Why are we doing this?”
Start with a goal. It should be SMART: specific, measurable,
achievable, and agreed, realistic, and timed.

“Who can produce the desired effect?”

Focus on actors—who can support you and who can obstruct
the desired effect? Who will be impacted by it?

“How should our actors’ behavior change?”

Investigate the actors” impact—how the actors from the previ-
ous step can help you to achieve the goal or prevent you from
achieving success.

“What can we do to support the impact?”

Think about the desired outcome and deliverables. What can
you do to make them happen?
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Example: Impact Mapping

Imagine you work for a company that has already implemented Agile
principles and Scrum. As ScrumMaster, your job is to improve the
culture, empower people, increase motivation, and boost proactivity.

Using the impact mapping technique, you start with your goal
definition. Don’t be too hasty. The first goal that springs to mind is
unlikely to be the right one. Think about something valuable, some-
thing you would be proud to achieve. And make it measurable so
you can recognize when it’s done (see the left part of the mind map).

The next step is to think about actors—who can help you to
achieve your goal of a proactive, positive, and motivated environ-
ment. In this example you started with a team of ScrumMasters,
individual team members, and managers.

Now let’s look at how you want them to change their
approach—so, for example, ScrumMasters should start new initia-
tives and not be preoccupied with the team and its impediments.
As for managers, you want them to stop micromanaging the team
because that’s really damaging to your culture, and so forth.

The next level is looking at what you can do to support the
desired effect—for example, organize an Agile Friday session to
share experiences, introduce the community model to the com-
pany, and so on.

Once you are finished, you can do star voting on the individ-
ual options regarding the expected impact.

As a next step, think about how those actions influence your
map. Some can support other actions; some may do the opposite.

Finally, be aware that such a mind map is never done. You
have to update it regularly according to the organization’s progress

or any other environmental changes in the company.
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SCALING SCRUM

One of the most common questions is how to adopt Scrum when
there are bigger products and more teams. Scaling Scrum frame-
works suggest many approaches. I believe the easier, the better.
Scrum itself is a very simple empirical process with few rules, roles,
and meetings, so why should we scale it in a rigid process way?
Therefore, my choice is clearly a Large-Scale Scrum framework—
LeSS. It's simple, and it applies Scrum to scaling. As Craig Larman
and Bas Vodde wrote, “Since 2005, we've worked with clients to
apply the LeSS (Large-Scale Scrum) framework for scaling Scrum,
lean and agile development to big product groups. We share that
experience and knowledge through LeSS so that you too can suc-
ceed when scaling” [34].

Let’s start with the most important aspect of LeSS. Regardless
of how big your product is, there is still only one Product Owner
and one Product Backlog. If you implement it in this way, you force
the company to look at your product from the business perspective,
not from the viewpoint of technical or architectural structure. Such
a Product Owner never works alone, but it’s important to have only
one head to decide on functionality and priorities. In addition, LeSS
divides planning into two phases and adds an overall Retrospective
to improve product group communication and cooperation. There
are still cross-functional development teams with ScrumMasters,
and most of the other artifacts are the same as with one-product and
one-team implementation.

LeSS is quite a simple framework that works well in different
corporate environments. I won’t go into the details here; there are
many published case studies on LeSS application 35].

The LeSS framework focuses not only on how to organize prod-
uct development but also on how to apply it at the organizational
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level, including Lean thinking, system thinking, go-see principles,

management role, and overall company organization.

KANBAN INSIGHT SCRUM CHECKLIST

It has never been a question of Scrum or Kanban. It has always
been both. Kanban is an integral part of Scrum. It's Scrum’s spice.
Without it, Scrum would not be so great. Let’s see how infected you

are by Kanban:

o Visualization

Scrum Board

O

Avatars for team members
Different card colors
Making dots for tasks not done within one day
Charter/story map/impact map visible on walls

o Top priorities of the Product Backlog visible on walls
o Kaizen

0 You are continuously improving.

0 Run experiments and adapt regularly.
o Limit WIP

o Sprint Backlog limits the work for one Sprint.

0 Maximum of one task per person at a time.

o Team works on a limited number of stories at a time.
0 Minimize lead time

o Sprints are one week (the shorter, the better).

o There is no blocked column on a board.

o All User Stories are done at the end of the Sprint.
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XP PRACTICES CHECKLIST

Scrum is about culture, but you also need to implement develop-
ment practices from Extreme Programming [36] and focus on soft-
ware craftsmanship. Here is a checklist of the development practices
you will use inside the Scrum process:

Continuous integration—several times a day
Shared code, collective ownership

Coding standards or conventions
Test-driven development (TDD)/auto-tests
Simple design

Pair programming

Review

Refactoring as a regular activity

Oo 0O ooooo o o

User Story format

PRODUCT OWNER CHECKLIST

The next area to consider is the checklist of Agile product owner-
ship practices you can suggest to your Product Owner. There are
more, but you can start here:

Say “no”

Product/release charter [37]

Story mapping and journey [38]
Behavior-driven development (BDD) [39]
#NokEstimates [40]

Relative weights prioritization [41]
Impact mapping [0]

Lean start-up [42]

O 0o oooo g
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Hints for Great ScrumMasters

Be aware of the positivity account statement and intention-
ally increase it.

Mastering takes time; people often need to be years in
Shu and years in Ha before entering the Ri stage.
Root-cause analysis is your best friend. Heal the real
disease, not the symptoms.

Coaching is the most powerful tool you can master. Go to
the coaching class and practice. It's worth the effort and
money.

Listen to the voices of the system and believe that everyone
is right, though only partially.

Scaling is not difficult. Do more with LeSS.
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I believe that anyone can become a great ScrumMaster. Anyone
who finds the ScrumMaster’s job interesting enough to abandon
her current role and position, take the first step into the unknown
world of Agile coaching, and is willing to learn this new approach
can become a great ScrumMaster.

I believe that companies that have such great ScrumMasters
have been much more successful than those with traditional hierarchi-
cal structures because they are dynamic, creative, and fast learning.

125
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I believe that the great ScrumMaster role is necessary and
even crucial for companies’ success, regardless of the stage of imple-
mentation of Scrum, Agile, Lean, or any other method, process, or
way of working.

The Great ScrumMaster

The #ScrumMasterWay is one of the key concepts of this book.
The three levels of the great ScrumMaster’s development path are
crucial to embracing the role on a broader scale. You can’t stay at
the “My Team” level too long because you might end up as a secre-
tary or just a Scrum guy who becomes unnecessary, your attempts
to change anything fruitless and vain. The second level of focusing
on Relationships with your team won'’t stay essential for long either,
regardless of how far your management is from Agile people man-
agement and how far your project management is from Agile prod-
uct ownership. Only the last level of Entire System is eye-opening
for most ScrumMasters. Only there is the beginning of the path to
becoming a great ScrumMaster.

Never forget that the great ScrumMaster is, in the first place,
a leader. And as a good leader, she must be self-driven and able to
make other people around her successful. Make them flourish. Let
them shine.

The great ScrumMaster is a cultural anthropologist. She
must be curious about others and have respect for their habits and
the way they work. She must be playful and courageous.

Don’t Know Whether Agile and Scrum Is for You?

[ will facilitate a management workshop to discuss your current
issues, understand your particular situation and expectations from
such a change, and give you a general introduction to Agile and
Scrum.

For general theory you can join my class: Agile and Scrum—
Practical Implementation.
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Want to Transform Your Organization to Agile?

I will run a workshop to discuss your current situation and sug-
gest the best way to start. Every organization is different and so the
approach will differ.

For general theory you can join my class: Agile and Scrum—

Transformation and Scaling.

Don’t Know How to Build a Good Product Backlog?

During a practical workshop we start with a definition of a good
product vision, then create a product charter and, finally, the
well-defined User Stories. It’s usually a repetitive activity where
we periodically go through your Backlog and improve the Backlog
[tems” quality.

For general theory you can join my class: CSPO—Certified

Scrum Product Owner, certified by Scrum Alliance.

Looking for a Way to Improve Your Team?

Agile team coaching is the right approach to choose. It's usually a
regular activity when [ visit your team once or twice for a Sprint,
visit some Scrum events, and coach the ScrumMaster and the team
on how to improve.

For general theory you can join my class: CSM—Certified

ScrumMaster, certified by Scrum Alliance.

Want to Become a Great ScrumMaster?

Agile and enterprise coaching is the approach I choose in such a
situation. I will work with the ScrumMaster on a regular basis to
understand the organization’s complexity and system thinking.

For general theory you can join my class: CSM—Certified

ScrumMaster, certified by Scrum Alliance.
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Want to Become a Great Product Owner?

In regular Agile coaching we go through the Product Owner’s role,
responsibilities, and skills, focusing on the Agile product ownership
domain.

For general theory you can join my class: CSPO—Certified
Scrum Product Owner certified by Scrum Alliance.

Want to Solve Conflicts?

[ use my experience as an ORSC (Organization and Relationship
Systems Coaching [4]) coach to improve people’s relationships

through several coaching sessions/workshops.

Want to Have a Modern Agile Organization?

Through consultancy and enterprise Agile coaching we focus on
people development, different leadership styles, and various organi-
zation structures.

For general theory you can join my class: Management 3.0.

Want to Move Your Organization to the Next Level?

[ use enterprise Agile coaching to support your organization at dif-
ferent levels. It doesn’t matter whether you have implemented Agile
and Scrum; it's more about searching for better ways of working in
general. It’s focused on improving teams, collaboration, responsibil-
ity, and ownership.

ZUZANA SOCHOVA—SOCHOVA.COM

I help companies and individuals to be more successful.

I work as an Agile coach and trainer for both large and small
organizations. 'm a Certified Scrum Trainer (CST) by Scrum
Alliance. I have over 15 years of commercial experience.
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Agile Coach

Agile is not only a new methodology, it’s
a culture that is hard to implement if you
haven’t experienced it yourself. I have
implemented it many times already, in
many different companies, so I can help

you to implement it in your environment,

the way you need it.
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Gﬁm Associate Certified Coach
'-, Intemational Coach Federation

Trainer

[ love teaching teams and their managers
how to be more efficient, how to provide
better quality, and how to communicate
and organize teams so that people have fun,
are motivated, and are highly committed.

I teach both certification classes and

regular workshops. All classes are highly
interactive and full of hands-on experience.

ICAGILE
AUTHORIZED
TRAINER
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Absence of trust, as team dysfunction,
66
Abstract skills. See Metaskills
Accountability
dysfunctional teams avoiding, 67
ScrumMaster role in dysfunctional
team, 68
for toxic behavior, 71
Actors, in impact mapping, 116, 118
Agile
assessing your competency
in, 58-59
finding out if it is for you, 126
Practical Implementation class, 126
ScrumMaster must be expert
in, 2,7, 54-55
staying one step ahead in
changeover to, 16-17
teaching/mentoring when starting,
24-25
Transformation and Scaling class,
127
transforming organization
into, 127
Agile wheel, §8-90

Best practices, in Cynefin framework,

47

Blame
laying, 73
as team toxin, 69, 71
Blog posts, as resources for
ScrumMasters, 54-55
Book club, decentralizing teams via, 85
Brainstorming, in meetings, 108, 109
Bright side, increasing positivity by
looking at, 105
Business knowledge, core competency
in, 57-59
Buy-in, to change, 93

C

Certified Scrum Master (CSM), 127
Certified Scrum Product Owner
(CSPO), 127, 128
Change management
assessing competency in, 58-59
change behavior, 90-91
clarifying using Agile Wheel, 88-89
as core competency, 57
difficulty of implementing, 87
in Entire System level of
#ScrumMasterWay, 37
focus on system view, 44-46
ScrumMaster as team member

and, 10
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Change management (continued)
ScrumMaster lacking experience
in, 44
stay one step ahead during, 16-17
Change management, steps in
change vision and strategy, 92
create new culture, 95
create sense of urgency, 91-92
do not let up, 94-95
empower others to act, 93
guide team, 92
hints for great ScrumMasters, 96
sense of urgency, 91-92
short-term wins, 94
understand and buy-into, 93
Change stage, Tuckman model of
group development, 64-65
Change the world, #ScrumMasterWay,
44-46
Change vision and strategy, 92
Chaotic domain, Cynefin framework,
49-50
Check-in activity
closing meeting with, 110
opening meeting with, 107, 109
Coaching
as ability to ask good questions,
38,56, 111
assessing your competency in,
58-59
dysfunctional teams, 68
giving responsibility in, 27
hints for great ScrumMasters, 38
improving outcome by listening, 30
improving team with, 127
of meetings and communications,
22-23
as most powerful tool to master,
8,123
in norming stage of team
development, 63
#ScrumMasterWay, 25
in #ScrumMasterWay for Entire
System, 37, 40-41
in #ScrumMasterWay for
relationships, 34

self-awareness/self-realization in,
110-112
in State of Mind model, 23-24, 28
through change, 90-91
Commitment, dysfunctional teams

lack, 67

Communication
accountability for toxic behavior
and, 71
facilitation of, 22-23, 106
listening in, 30
in storming stage of development, 63
Competencies
core, 57
discovering your, 58-59
explaining and experience, 55-56
facilitation and coaching, 56
hints for great ScrumMasters, 59
as master of Agile, 54-55
overview of, 51
Competitiveness
in Life is great culture, 81-82
in We are great culture, 80-81
Complaints
in My life sucks tribal culture, 77
overcoming blame, 69
when first building ScrumMaster
team, 42
Complex domain, Cynefin framework,
48-49
Complicated domain, Cynefin
framework, 48
Conferences, ScrumMasters as masters
of Agile, 54
Conflicts
dysfunctional teams fearing, 66-67
solving, 128
when ScrumMaster works with
multiple teams, 11-12
Constraints, building ScrumMasters’
team, 44
Contempt, as toxin that poison
organizations, 71



Continuous improvement
determining change via Agile
Wheel, 88-90
Kaizen Scrum checklist, 121
in norming stage of team
development, 63
in #ScrumMasterWay for
relationships, 35
Core competencies, 57
CSM (Certified Scrum Master), 127
CSPO (Certified Scrum Product
Owner), 127, 128
Cultural anthropologist, great
ScrumMaster as, 126
Culture
organization as tribe. See Tribal
leadership stages
in #ScrumMasterWay for Entire
System, 37
in #ScrumMasterWay for
relationships, 36
successful change by creating
new, 95
Curiosity, as ScrumMaster metaskill,
52-54
Customer feedback, determining
change, §8-90
Customer satisfaction, determining
change, §8-90
Cynefin framework
categorizing problems, 47
chaotic domain, 49-50
complex domain, 48-49
complicated domain, 48
disorder domain, 50

obvious domain, 47
##ScrumMasterWay, 47

D

Decentralization techniques, self-
organized teams, 84-86
Decision making
evolution of brain to be quick in, 72
foresight of ScrumMaster for, 14
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with impact mapping, 115-119
importance of listening in, 30
in leader-leader style of leadership,
83-84
stonewalling by team, 70-71
team taking responsibility for, 12
Defensiveness, as toxin that poison
organization, 70
Deliverables
defining in meetings/conversations,
22-23
determining predictability of
result, 88-90
facilitating Retrospective, 109
facilitator defining, 107
in impact mapping, 116
Product Owner responsibility
for, 1011
ScrumMaster not responsible for, §
Denial, of responsibility, 72
Disorder domain, Cynefin framework,
50
Do not let up, change management,
94-95
Dysfunctions
absence of trust, 66
avoidance of accountability, 67
exercise of recognizing team, 68
fear of conflict, 6667
fixing before team can emerge, 96
inattention to results, 68
lack of commitment, 67
overview of, 65-66
ScrumMaster’s role in, 68

Edge, describing change as an, 90
Efficiency, determining change, 88-90
Fmergent practices, in Cynefin
framework, 48—49
Empower others to act, in change, 93
Entire System (Level 3),
#ScrumMasterWay
as beginning of great ScrumMaster,

126
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Entire System (Level 3),
#ScrumMasterWay (continued)
constraints in building
ScrumMasters’ team, 44
focusing on, 44-46
overview of, 36-38
viewing organization as system,
40-41
Expected results, defining, 22-23
Experience
assessing competency in, 58-59
competency in sharing and
explaining, 55
in Ri stage of Scrum
implementation, 99-100
ScrumMaster must have, 7
ScrumMasters as masters of Agile.
See Competencies
Experiment Board, decentralizing
teams via, 85
Extreme Programming (XP)
development practices checklist, 122
ScrumMasters as masters of, 54
technical knowledge for, 57

F

Facilitation, State of Mind model
assessing competency in, 58-59
as core practice of every

ScrumMaster, 106-110
defined, 106
in forming stage of team
development, 62
framing discussion, 56
in storming stage of team
development, 63

Facilitator
attitudes and behaviors of, 106-110
ScrumMaster as, 8, 106-110

Failure
learning from, 55
transparency about, 94

Fear of conflict, as team dysfunction,

6667

First attempt, #ScrumMasterWay,
4244

Fishbone, root-cause analysis, 113-114

Five Whys, root-cause analysis,
114-115

Flexibility, of facilitator, 106-107

Forming stage, Tuckman model of
group development, 62

Frustration, signals of system rule,
103-104

G
Goal

to build self-organized development
team, 7-8, 33, 63-64
dysfunctional teams lacking
common, 68
of every meeting or conversation,
22-23
impact mapping by defining,
116-118
Good practices, Cynefin framework,
49-50
Gottman, John, 104
Guide team, in change management,

92

H

Ha stage, Scrum implementation,
99, 123

Hands, deliverables as tangible
output, 107

Heads, deliverables as anything you can
learn, 107

Hearts, deliverables to get buy-in/belief/
excitement, 107

How? in impact mapping, 116-119

I'm great (but you are not) culture,
tribal leadership stage, 78-79
Impact mapping
example of, 118-119



overview of, 115-117
reinforcing system view, 46
Impediments. See Remove
impediments
Improvements, signals of system rule
and, 102
Inattention to results, as team
dysfunction, 68
Innovations
in Ha stage of Scrum, 98-99
manager support for ScrumMaster,
33
in performing stage of team
development, 64
Inspect and adapt principle, learning
from failure, 55
Ishikawa, root-cause analysis with,
113-114

J

Justify, vs. taking real responsibility,
72-73

K

Kaikaku, and change management, 57
Kaizen
change management, 57
in Cynefin framework, 49
Scrum checklist, 121
Kanban
Scrum checklist, 121
ScrumMasters as masters of, 54

L

Lack of commitment, as dysfunction of
team, 67
Large-Scale Scrum (LeSS) framework,
120-121, 123
Lead time, Kaizen Scrum checklist,
121
Leadership
of great ScrumMaster, 126
leader-follower style of, 83
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leader-leader style of, 83-84
pitfalls when ScrumMaster is team
member, 10
ScrumMaster as servant, 13-16, 17
stages of tribal. See Tribal leadership
stages
Lean principles, ScrumMasters as
masters of, 54-55
LeSS (Large-Scale Scrum) framework,
120-121, 123
Level 1. See My Team (Level 1),
#ScrumMasterWay
Level 2. See Relationships (Level 2),
#ScrumMasterWay
Level 3. See Entire System (Level 3),
#ScrumMasterWay
Life is great stage, tribal leadership,
§1-82
Life sucks stage, tribal leadership, 77
Limit WIP, Kaizen Scrum checklist,
121
Listening skills
of coach, 110
in communication/decision
making, 30
of facilitator, 106
of great ScrumMaster, 7, 123
as ScrumMaster metaskill, 52-54

Losada, Marcial, 104

M

Management 3.0, developing modern
Agile organization, 128
Managers
leader-leader style and, 83-84
pitfalls of ScrumMaster as, 11
##ScrumMasterWay exercise
on, 32-33
Meetings
facilitating Retrospective, 108-110
facilitator responsibilities for,
107-108
giving responsibility to team to
run, 27
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Mentoring
coaching vs., 110
teaching and. See Teaching and
mentoring
Metaskills
hints for great ScrumMasters, 59
list of ScrumMaster, 52-54
overview of, 51
Mindset, Scrum
of individuals in self-organized
teams, 17
ScrumMaster expertise in Agile
and, 2
in #ScrumMasterWay for
relationships, 36
Mission, of Scrum Alliance, 36
My life sucks stage, tribal leadership,
77-78

My Team (Level 1), #ScrumMasterWay

cannot stay too long at, 126

handling first, 38

keeping an eye on as time goes
by, 37-38

overview of, 33-35

N

Norming stage, Tuckman model of
group development, 63, 64-65

(o]

Obligation, real responsibility vs., 74
Observation
hints for great ScrumMasters, 38
importance of, 29-30
in #ScrumMasterWay for My
Team, 34
Obvious domain, Cynefin framework,
47,50
Open-space format, decentralizing
teams via, 85
Organization

as system, 40—41
as tribe, 76-82

Organization and Relationship Systems

Coaching (ORSC)
describing change as edge, 90
resolving conflicts, 128
viewing organization as a system,

40-41

Ownership

coaching focused on, 23

in norming stage of team
development, 63

We are great culture of, 78

Panic, increasing positivity instead

of, 106

Patience, as ScrumMaster metaskill,

52-54

Performing stage, Tuckman model of

group development, 63-64

Personal life, applying Scrum

principles to, 37

Playfulness, as ScrumMaster metaskill,

52-54

Positivity

account checklist for, 123

how to increase, 105-106

in ScrumMaster’s toolbox, 104-105
wall, 106

Problems, categorizing in Cynefin

framework, 47-50

Product Backlog, building good, 127
Product Owner

becoming great, 128

checklist, 122

pitfalls when ScrumMaster is, 10-11

scaling Scrum with LeSS and,
120-121

as Scrum role, 31

#ScrumMasterWay exercise on, 32

signals of system rule and, 102-103

teaching/advising business
knowledge to, 57

Productivity, determining change,

88-90
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Quality, determining change, 88-90
Questions
coaching as ability to ask good, 38,
56, 111
great ScrumMasters starting each
day with, 21
in Ha stage of Scrum
implementation, 99
list of powerful coaching, 111-112
when taking responsibility, 75
Quit, taking real responsibility vs., 74

R

Reaction to change, determining,
88-90
Relationship Systems Intelligence, 110
Relationships (Level 2),
#ScrumMasterWay
improve before focusing on system
level, 38
keeping an eye on as time goes by,
37-38
overview of, 35-36
will not stay essential for long, 126
Remove impediments
empower others in change
management, 93
hints for great ScrumMasters, 38
suppressing in #ScrumMasterWay
My Team level, 34
Remove impediments, State of Mind
model
coaching team to, 25
improving outcome by listening, 30
overview of, 21-22
state of mind now exercise, 28
Resistance
as common change behavior, 57, 96
overcoming in first stage of change,
16-17, 34
when first building ScrumMaster’s
team, 42
Respect, as ScrumMaster metaskill,

52-54
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Responsibility
building teams with focus on, 72-76
in norming stage of team
development, 63
overcoming My life sucks culture
through, 78
We are great culture of, 78
Responsibility model
building team with, 72
denial, 72
justify, 72-73
laying blame, 72
obligation, 74
quit, 74
shame, 74
taking real responsibility, 74-75
Results, dysfunctional teams inattentive
to, 68
Retrospectives
facilitating, 108-110
Product Owner should not attend,
32
purposed for Kaizen, 57
using to increase positivity, 105
Review Bazaar, decentralizing teams
via, 85
Ri stage, Scrum implementation,
99-100, 123
Role, ScrumMaster
#ScrumMasterWay. See
#ScrumMasterWay model
building ScrumMasters” team, 42
creating self-organized team, 2-6
goal, 7-8
hints for, 17
misinterpretation of ScrumMaster,
1-2
as necessary and crucial for
success, 126
as people manager, 11
pitfalls of combining roles, 9-10
as Product Owner, 10-11
responsibilities of, 9
as servant leader, 13-16
in stages of Tuckman’s group
development, 62-65
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Role, ScrumMaster (continued)
staying one step ahead, 16-17
in team dysfunctions, 68
as team member, 10
toxins that poison organizations
and, 71
working with multiple teams, 11-13
Roles, three Scrum, 31-32
Root-cause analysis
facilitating Retrospective, 109
with fishbone or Ishikawa, 113-114
with Five Whys, 114-115
hints for great ScrumMasters, 123
in ScrumMaster’s toolbox, 112-113

S
Scaling Scrum
do more with LeSS, 123
overview of, 120-121
in #ScrumMasterWay for
relationships, 36
Scrum
finding out if it is for you, 126
Practical Implementation class, 126
ScrumMaster must be expert in, 7
in #ScrumMasterWay for
relationships, 36
teaching and mentoring when
starting, 24-25
Transformation and Scaling
class, 127
Scrum Alliance, 36
ScrumMaster
anyone can become great, 125
companies more successful
with, 125
qualities of great, 126
ScrumMasters” group
building strong team, 38-39
exercise on, 33
first attempt in building, 42
ScrumMaster’s toolbox
coaching, 110-112
facilitation, 106-110
hints for great ScrumMasters, 123
impact mapping, 115-119

Kanban insight Scrum checklist,
121-122
mastering Shu Ha Ri, 98-100
positivity, 104-106
root-cause analysis, 112-115
scaling Scrum, 120-121
system rule, 101-104
#ScrumMasterWay model
changing world with, 44-46
Cynefin framework, 47-50
Entire System level, 36-38
exercise for, 32-33
first attempt at, 42-44
as key concept in this book, 126
My Team level, 33-35
organization as a system, 40-41
overview of, 31-32
Relationships level, 35-36
ScrumMasters” group, 38-39
working at all three levels, 38
Self-confidence
empower people through, 77-78
generating fast wins to increase, 78
lacking when ScrumMaster is
manager, 11
in performing stage of team
development, 64
Self-organization
building ScrumMasters’ team, 42
coaching focused on team, 23
giving team responsibility for, 27
removing impediments from team
via, 21-22
ScrumMaster encouraging, 7-8
in #ScrumMasterWay for
relationships, 35
Self-organized team(s)
creating ScrumMasters’ group, 39
decentralization techniques for,
84-86
exercise, 5—-6
as group of individuals vs. real team,
4-5
ScrumMaster goal to build, 7-8
ScrumMaster role to support, 24
Shame, real responsibility vs., 74



Short-term wins, for change
management, 94
Shu Ha Ri, 98-100, 123
Shu stage, of Scrum implementation,
98-99, 123
Signals, of system rule, 101, 102-104
SMART goal
facilitator starting meeting with, 107
in impact mapping, 116-117
Snowden, David, 47-50
Sochovd, Zuzana, (about the author),
128-129
Sprints, in Cynefin framework, 49
State of Mind model
coaching, 23-24
facilitation, 22-23
future, 30
impediments, 25
now, 28
observation and, 29-30, 38
overview of, 19-20
remove impediments, 21-22
responsibility, 27
starting Agile, 24-25
stuck, 26
teaching and mentoring, 21
Stonewalling, as toxic behavior, 70-71
Storming stage
dysfunctional teams fearing conflict
and, 66-67
Tuckman model of group
development, 62-63
Stuck team, coaching, 25
Success
of companies with ScrumMaster,
125-126
demonstrating with small-wins, 94
System
rule, 101-104
viewing organization as, 39, 40-41
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Teaching
competency in sharing experience, 55
as ScrumMaster metaskill, 52-54
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Teaching and mentoring
improving outcome by listening, 30
in My Team level of
#ScrumMasterWay, 33-35
sharing experiences of Scrum/Agile
through, 21
State of Mind now exercise, 28
Team collaboration, determining
change, 88-90
Team health, determining change,
88-90
Team(s)
building strong ScrumMasters,
38-39, 41
facilitation of meetings, 22-23
pitfalls when ScrumMaster is
member of, 10, 13
pitfalls when ScrumMaster works
with multiple, 11-12
removing impediments from, 21-22
as Scrum role, 31
ScrumMaster creating high-
performing, 2
ScrumMaster is not secretary of, 2
ScrumMaster one step ahead of,
16-17
ScrumMaster responsibilities, 9
in #ScrumMasterWay, 32, 33-35
self-organized. See Self-organized
team(s)
Teams, building
choosing right leadership style,
83-84
five dysfunctions, 65-68
focus on responsibility, 72-76
four toxic behaviors of, 69-72
organization as a tribe, 76-82
overview of, 61
Tuckman’s stages of group
development, 62-65
using decentralization, 84-86
Technical knowledge
assessing competency in, 58-59
as core competency, 57
The Five Dysfunctions of a Team
(Lencioni), 65
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Time to market, determining change,
88-90
Toxic behavior
blame, 69
contempt, 71
defensiveness, 70
poisoning organization, 69
preventing team from flourishing, 96
recognizing in your team, 71-72
ScrumMaster’s role in, 71
stonewalling, 70-71
Transparency, performing stage of team
development, 64
Travelers, decentralizing teams via, 85
Tribal Leadership, 76
Tribal leadership stages
I'm great, but you are not, 78-79
Life is great, §1-82
Life sucks culture, 77
My life sucks, 77-78
overview of, 7677
viewing in your organization, 82
We are great, 80-81
Trust
absence of, 66
lack of commitment rooted in
absence of, 67
lacking when ScrumMaster is team
member, 10, 12
letting team run meetings, 27
people to make it by themselves, 17
when implementing change, 92
when ScrumMaster is manager,
11-12
Tuckman’s model, group development
change stage, 64-65
evaluating your team, 65
forming stage, 62
norming stage, 63
performing stage, 63-64
storming stage, 62-63

Turn the Ship Around (Marquet), 83-84
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Urgency, motivate change with sense
of, 91-92
User group events, 54

v

Virtual teams, 36, 39

Vision, change, 92-93

Visualization, Kaizen Scrum checklist,
121

w

Way of life, Scrum/Agile as, 38
We are great culture, tribal leadership
stage, 80-81
What?
impact mapping, 116-119
root-cause analysis with fishbone, 114
When? root-cause analysis with
fishbone, 114
Where? root-cause analysis with
fishbone, 114
Who?
impact mapping, 116-119
root-cause analysis with fishbone,
114-115
Why?
impact mapping, 116-119
root-cause analysis Five Whys,
114-115

root-cause analysis with fishbone, 114
World-café format, decentralizing
teams via, 85

X
XP. See Extreme Programming (XP)
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