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Scrum Master Fundamentals - Growing Yourself and Your Team

Are you a Scrum Master ready to advance your craft? This course will teach you specific strategies for coaching each member of your team and show you how to build on your experience as a Scrum Master to advance your career to the next level.

Course Overview

If you are a Scrum Master who is ready to help each member of your team become better at their roles, as well as better understand the next steps in your career, then this course will guide you on your path to becoming a great Scrum Master. In this course, we are going to discuss the responsibilities that a Scrum Master has to coach each member of their team, as well as the longer-term career options that can exist for Scrum Masters. Some of the major topics that we will cover include strategies for coaching each member of your Development Team, as well as understanding the unique dynamics that may occur between the Scrum Master and the more senior members of the Development Team. 

We will also learn techniques for building a relationship with your Product Owner so you can better understand the subtleties in that relationship and help your Product Owner excel at their role. Furthermore, you will learn what career options exist for Scrum Masters both on a coaching path, as well as on parallel paths, and what certification options are available for Scrum Masters and how they compare to one another. By the end of this course, you will know specific strategies for effectively coaching each member of your scrum team, as well as have a concrete understanding of how better to plan your career as a Scrum Master. 

Coaching Your Team

Building a Platform for Successful Coaching

In this module, you will learn how the coaching efforts offered by the Scrum Master and Agile Coach will differ, but how these efforts can complement one another. You will also learn what tools are available for assessing your team's progress of their Agile journey so you can offer the right coaching to your team at the right time. 

Moreover, you will learn how to choose the right metrics to help understand your team's progress at a deeper level, as well as how to avoid many of the pitfalls that new teams can fall into when first working with Agile metrics. 

One day after the team sprint retrospective, Alan takes Shaun aside. 


		"Your team has been working with the Scrum Framework for 4 sprints and is making great progress." 



As a good rule of thumb, it usually takes about 4 sprints for a team to hit their stride with any significant change, such as adopting a new framework. This rule tends to hold regardless of what the lengths of those actual sprints are, but also, you have been doing a great job in the Scrum Master role. You have stepped into the role with both feet and are helping your team improve. Since you and the rest of the team have taken to the Scrum Framework so well, I would like to start to move beyond basic coaching of the team and instead focus on you and I working together more closely in a weekly 30-minute one-on-one coaching session that is intended to help you get the most out of the Scrum Master role. 


		Does that sound like something that you would be interested in?" "Yes, absolutely," Shaun answers eagerly. 



 


		"When can we start?" "How about right now?" Alan says. 



 


		Alan begins, "Two of the most important responsibilities of the Scrum Master role are focused on facilitation of the Scrum ceremonies, as well as the removal of impediments from the team's path. However, there is another equally important responsibility of the Scrum Master role that we have not discussed, and that is the responsibility of coaching." 



 


		"But I thought that it was your responsibility to coach us?" asks Shaun."



 


		There are multiple facets of coaching," answers Alan". 



"As your team has been getting your feet wet with Scrum, I have been focusing my time coaching at the tactical level helping you and the rest of the Scrum Team learn and internalize the ins and outs of each piece of the Scrum Framework so you can be as productive as possible within the boundaries of the framework. Nevertheless, now that I am confident that your team has understood the basics of the Scrum Framework, I will start to shift my focus into more of a strategic direction, such as thinking about how I can help each member of the Scrum Team improve at their role, especially you in the Scrum Master role and Dave in the Product Owner role. I will also be watching for possible pitfalls that may exist just over the horizon that I have seen teams in similar situations fall victim to and that you may not have the experience to spot yet. Furthermore, I will be coaching the rest of the organization on how they can better support your team in their adoption of the Scrum Framework. This focus on the strategic concern of your adoption will leave a gap at the tactical level that you can now move into and begin to coach at this level yourself." 

 


		"I am still not sure that I completely understand," asked Shaun. "Am I a member of the Scrum Team, or am I their coach?" 



 


		"The answer," says Alan, "is that you are a little bit of both." 



“When working with the Scrum Framework, we often refer to the Scrum Master as the player-coach for the team. A player-coach is a member of a team who simultaneously fills the role of both a player contributing to the end goal that the team is pursuing and that of a coach who is helping the team improve from within. As you may have expected, the idea of a player-coach comes from the sports world in which a key player on the team coaches the team from the field. For example, this role may be served by a quarterback on an American football team or by a player-manager on an association football team, but in either case, a head coaching role exists that is responsible for setting the team's overall goals and for creating a high-level plan of how to reach those goals. 

 

However, that role is complemented by a player-coach role who is guiding the team on how to execute that plan as well as possible. In fact, in both cases, the player-coach has an advantage over the head coach since by virtue of being a player on the team the player-coach likely has key insights into how the team is operating on the ground and can use these insights to tune the team's approach to best take advantage of their strengths and to minimize their weaknesses. Carrying this analogy into the Scrum Framework, as your Agile Coach, we will work together to choose the high-level goals that your team should be striving for in regards to improving their process, and we will collaborate on creating a plan that is most likely to help us succeed in reaching those goals. However, as the player-coach, you will have the key insights that can only be gained by true on the ground knowledge with the team that will help you fine-tune that plan to take advantage of where your team is on any given day." 

 


		"Okay," Shaun says, "I think I understand." "As part of my role as Scrum Master, I will also be working as a coach for the team to help them better understand the ins and outs of the Scrum Framework and how they can be more effective in their roles within the framework."



 


		"That is right," answers Alan, "and since you will be acting as a coach for the team, there is one more very important thing that you should keep in mind. “For any type of coaching to be successful, everyone involved must buy into it. This means that coaching will not work if the person that you are trying to coach does not want to be coached in the first place. So to be successful in coaching the team, you will first need to get the team's permission to coach them. After tomorrow's Daily Scrum, I would like for you to mention this conversation to the team and let them know that you will be taking more of an active coaching role with each member. Tell them that you will be approaching them individually to confirm with them that this is okay, and if so, to discuss what types of topics that they may like to consider for coaching. This will actively open up each member of the team to the idea of coaching and prime them to begin to consider topics where you could help them improve. 



 

Do not worry, it would be very unusual for someone to decline your offer of one-on-one coaching, and by permitting you to proceed, each individual now becomes a bit more bought into the success of the coaching arrangement. Then, I would like for you to pose the question to the team as a whole, which challenges are they currently facing that they would most like for you to help them with. You have just completed a sprint retrospective, so these types of challenges should be fresh in their mind. Once a team has reached a consensus on the items that they would most like for you to focus on, this will give you explicit permission to help the team focus on and improve in these areas. There can be a significant difference in your success as a coach between when you are simply offering an unsolicited opinion and when the team has explicitly asked for your guidance." 

 


		"Okay," says Shaun, "that makes perfect sense, and I think I am ready to start moving into more of a coaching role with my team." 



 


		"That is great," answers Alan, "but there is one last piece of advice that I would like to leave you with." Often we tend to think of the active coaching as identifying where a team is struggling and helping them overcome those hurdles so they can be more effective, but this only considers half of a coach's role. While identifying a team's struggles and helping them overcome them is important, it is also important to understand a team's strengths so that you can help them take advantage of any opportunities that those strengths may create. For example, you may find that your team is very good at identifying impediments in their path but are not quite as good at coming up with valuable topics during the retrospectives. You may choose to take advantage of their skill for identifying impediments during their work to encourage them to track larger scale impediments during the course of the sprint so that they will have a recent, fresh list to start with when brainstorming during their next retrospective. Whatever those particular strengths and weaknesses happen to be, the point is that great coaches do not just help a team overcome their challenges. They also help them build on their strengths." 



Assessing Your Team

Alan begins, 


		"Before you can help your team progress, you first must understand where they are." Luckily there is no shortage of Agile assessment frameworks available that can help you do this, but not all assessment frameworks are created equal. So before you can begin an assessment with your team, you first must decide which assessment is right for you. Luckily, there is one assessment, so in particular, that is very well-suited for teams who are just beginning their Agile journey. The tool is called Comparative Agility, and while there is the paid version available, you can take the basic assessment for free online at www.comparartiveagility.com. This is a quick survey that allows you to assess how well your team is working together in regards to many of the values and practices that are congruent with an Agile approach in general and the Scrum value specifically. The tools leaning towards Scrum makes it well-suited for teams who have just begun their Agile journey with the Scrum Framework. 



 

In particular, this assessment does a nice job of identifying specific areas of improvement for your team to consider without being over-prescriptive in regards to the specific practices that a team must follow. For example, you can understand how your team's technical practices compare with those teams who have found success with Agile or how the state of requirements from which your team works compare to those of other Agile teams. However, the real value of this tool is that it helps you not only to understand how your team is progressing on their Agile journey but also how your team is progressing compared to other teams in similar industries." 

 


		Alan continues, "As you progress on your path as a Scrum Master, you will often find that few organizations are interested in pursuing a higher level of agility simply for the sake of being agile. Instead, most organizations embark on a path to agility for the downstream benefits that often come from a mature agile process, such as quicker time to market, the ability to be more responsive to customer requests, and improve communication in transparency throughout the organization. Since these benefits come with a distinct competitive advantage, most organizations are most interested in pursuing agility only to the point that they become more agile than their competitors. The Comparative Agility framework allows you to understand how agile your team is compared to other teams in similar organizations so that your team can understand where they need to improve in order to remain competitive." 



 

"It is important to realize this," Alan says, "because understanding the reasons behind an organization's decision to adopt Scrum will allow you to coach more effectively within that organization." "I recommend that you complete the assessment the first time with the team and use this as an opportunity to spark the conversation about what areas the team would like for you to help them with. This will help you better understand where you need to focus your efforts on the team's practices. After beginning coaching, you will want to understand how your team is progressing so that you can better understand where other opportunities for coaching may be making themselves available. To do this, it is helpful to repeat the assessment periodically, such as quarterly, to understand in what areas your team is improving in and in what areas they may need a little more help. In addition to each area of agility that your team is pursuing, there is also an entire spectrum of skills that you will want to consider to better tailor your coaching to the team's current level. Just as an Agile assessment framework is very beneficial in understanding how your team is progressing in multiple areas, having a tool for understanding what level the team is currently at in each practice is also very helpful. This is where Shu Ha Ri comes in. Shu Ha Ri is a concept, originally from the martial arts, that describes the three phases of learning any skill from beginning to master. 

 

The first phase, Shu, describes a phase in which the student obeys the rules of a practice without question. At this stage, the student may not understand the underlying theories behind the rules, but they accept and follow the rules without question even when they may at first seem counterintuitive. An example of this in Scrum is the 15-minute timebox prescribed for Daily Scrums. Teams first beginning their journey to Scrum adhere to the 15-minute timebox even when it feels constraining, or it feels as if otherwise productive conversations are being inhibited. They trust that the timebox exists for the reason that they do not yet fully understand and therefore, will follow it. 

 

The second phase, Ha, describes a phase when the student has learned and internalized the basic rules of a practice and now are beginning to identify areas where they can detach from the rules when appropriate. For example, a team that has fully understood the value of the Daily Scrum's 15-minute timebox and the efficiency that it creates may occasionally identify times when the conversation arising from the Daily Scrum is so valuable that the team will break from the 15-minute timebox so as not to sacrifice what could be a very useful discussion. Nevertheless, they also recognize that in general, the timebox serves an important purpose and that the times in which they break from it should be rare. The final phase, Ri, describes a phase when the student begins to break from the rules entirely and instead develop rules that are more befitting to their environment. It is important to understand that Ri is not that absence of rules, but rather Ri represents a state at which a student has realized that the rules are simply an embodiment of the underlying values of the system and that they are now capable of defining rules that better fit the environment in which they find themselves while still being true to those underlying values. 

 

Returning to our example of the Daily Scrum, a team who has reached the Ri stage may understand that the true purpose of the Daily Scrum is not a status report, but rather a planning activity at the daily level and therefore may begin to find new and novel ways to achieve this same level of daily planning outside of the context of the Daily Scrum. Whatever that way turns out to be, as long as it holds true to the true purpose of the Daily Scrum, then they are likely to find success still."

 

"But," Alan continues, "there are two things that you should keep in mind regarding Shu Ha Ri." "First, most Agile assessment frameworks, like Comparative Agility, will reveal multiple areas of improvement for your team. You will likely create a coaching plan to address each of these areas independently. However, be aware that your team is unlikely to begin each area at the same level, nor are they likely to progress through each area at the same pace. For example, it would not be unusual for a team who is a Ri level in technical practices also to be a Ha or even a Shu level in the requirement practices, or if your team happens to begin at a Shu level in both their quality and their cultural practices, do not be surprised if they progress quickly to the Ri level in their cultural practices



Choosing the Right Metrics


		"There is one final piece of assessing your team that I should mention," adds Alan.





		"No discussion of assessments would be complete without also discussing metrics. Metrics can be a very powerful tool for understanding how your team is progressing, but they also can be a very destructive force if misused. Scrum Teams can yield no shortage of metrics, from velocity to lines of code to bugs created, to business value created, and dozens of others. I would encourage you to think about all of the possible metrics that your team can yield and decide which ones would be the most beneficial to your team's progress. However, when you do, there are a few things that you should keep in mind. 









Moving On


Coaching Your Development Team

Starting Your One-on-ones on the Right Foot




		"It looks like we have a lot to talk about!" Shaun says. "





		We do," answers Alan. "This is a very important week. Unless I am mistaken, you will begin your one-on-ones with the rest of the Scrum Team this week. Is that correct?" 





		"That is right," said Shaun, "but I have to admit I am pretty nervous about it. I have never been a manager, so I do not know how to go about having one-on-ones with my team or how to mentor them since I am just getting started with the Scrum Framework myself." 





		"That is okay," answers Alan. "Do not think of the purpose of one-on-ones as coaching the rest of your team on the specific details of the Scrum Framework. Rather, the one-on-ones are more about building a relationship with your team so you can improve the communication between you and each member of the team. Communication is an essential part of coaching because, without a bridge of comfortable, trusting conversation between you and the other member of your team, you will not be able to provide the feedback necessary to help the individuals on your team succeed." "But," Alan adds, "there are some specific strategies that I would like to share with you that you can use to help get your one-on-ones off on the right foot. 








		"What is a Scrum Master's journal?" Shaun asks. 





		Alan answers, "I am glad that you asked since that was another suggestion that I wanted to share with you." "You may have noticed my notebook. I keep my notebook with me at all times, so it is always by my side. I recommend that you get your own notebook that you can use not only in one-on-ones but also as a way to capture your general observations about the day-to-day activities of your team. Here are some things that I recommend that you record in your Scrum Master's journal. 









Creating Your Coaching Plan




		"Okay, I think that all makes sense," Shaun says. 





		"I can try this with my first coaching session with Caitlin tomorrow." 





		"There is one more thing that I would like to share with you," Alan adds". 





Coaching Technical Leads



		"Thanks for coming today, Caitlin. I have to admit that I am a bit nervous. I have never done this before." 





		"That is okay," answers Caitlin. 





		"This is the first time anyone has ever shown an interest in talking about my development, so I am grateful for the chance. So, what should we talk about today?" Shaun answers, "Alan suggested that we follow a format called 10-15-5, which suggests 10 minutes to talk about any recent events, 15 minutes to talk about upcoming topics relevant to our own coaching, and then a 5-minute buffer. Does that sound good?" 





		"That sounds great," answers Caitlin. 





		"Great," answers Shaun, "let us get started." "I am glad that we have this opportunity because there is something that I have wanted to talk to you about. Do you remember in our last sprint planning session when you and Josh were discussing how to implement the new social login for the product? I would work on a similar feature last year as an engineer, and I made a few suggestions for implementation." 





		"Yes, I remember," Caitlin answers tightly. 





		"Well," Shaun continues, "I could not help but feel that you were a bit annoyed at my suggestion. Was something wrong?"





		Caitlin gazes quietly out the window for a moment before answering. "I am sorry that you picked up on that. I did not intend to let my feelings show. I suppose what you saw was simply the result of something that I have been struggling with for the past few weeks. I have been an architect and tech lead at Globomantics for the past four years, and I have enjoyed it. Plus, I think I am quite good at it. Being the leader of a team of engineers is something that I have prided myself on, but since we have adopted the Scrum Framework and have adjusted our team to suit, I have struggled with understanding what my role is in this new way of working. I used to lead the engineers, but now everyone is a developer, and I am not sure what that means for me. I do not feel qualified to lead Peter as a tester, but is he a developer, or is he not? It is very confusing to me. However, there is also the relationship between you and I. When we worked together as an engineer; I was your tech lead. Now I know that you did not technically work for me, but I always felt like a lead to both yourself and Josh. Nevertheless, now that you are our Scrum Master, I am not sure exactly what our relationship is. Am I still your leader, or are you mine? I know that the Scrum Master is not the leader of the Scrum Team, but sometimes it feels like you are. I am sure that I will get used to it, but when you started to suggest how to solve that issue with the social login last week, it just really felt like you were overstepping your bounds." 





		After a moment of silence, Shaun finally answers.






		"Thank you for your understanding, Shaun," Caitlin answers, "and I will make an effort to be more understanding of the new team structure and not to jump to conclusions about your true intentions when you are simply trying to offer your assistance." 



Understanding the Dynamics of Your Team


		"Speaking of team structure," Shaun says, "I believe there is a new topic we should discuss in the portion of the upcoming topic of our one-on-one." "I understand that a new developer may be joining our team. Is that correct?" 





		"Yes," answers Caitlin. "His name is Joe, and he should be joining our team on the first of next month. Our organization has been very pleased with our progress and wants to increase its investment in our team. I am excited to have another engineer joining our ranks." 





		"I am excited too," says Shaun, "but I am also a little concerned about the possible effects that it may have on the dynamics of our team. Do not get me wrong; I am looking forward to growing our Scrum Team, but Alan has warned me that every time we change the composition of our team, we have to give ourselves time to gel as a team once again. We discussed the underlying reasons for this very deeply in my last one-on-one with Alan, and it is pretty interesting. The concept is called Tuckman's Stages of Group Development, and it describes the four stages of development that all teams progress through as they begin to work as a team. The first stage is called the forming stage. In this stage, members of the team are still getting to know one another. Everyone tends to be polite and tries not to ruffle any feathers. As a result, conflict rarely occurs because the team members tend to work pretty independently of one another. As a result of this, the team as a whole is not quite as productive as it would be if the team was truly collaborating. The second stage is called the storming stage. In this stage, the members of the team begin progressing beyond basic politeness and start to become more candid with one another. 







		"That is a fascinating model," answers Caitlin, "but it makes sense, and I agree that the third stage, norming, sounds the most like our current situation." "But I do not understand what this has to do with adding Joe to the team. Will Joe help us get to the performing stage more quickly?" 





		"Not exactly," answers Shaun. 








		"That is all very interesting, but what do we do about it?" "We have already decided to add Joe to our team, and I think that we will benefit from having an additional developer on our team." 





		"Good question," answers Shaun, "but I do not think the point of the Tuckman model is to discourage us from changing our team when necessary. I believe it is intended to make us more aware of the effects that those changes will have so we can better plan for them. For example, Alan recommended that we should prepare ourselves for the reality that adding a new team member may not result in the increase in velocity that we are expecting for at least the first few sprints and that it may even cause a drop in our velocity at first as the team learns how to function with a new team member on board. However, in addition to updating our planning, we can also be more vigilant of any issues that may occur as the team reforms. For example, we know there are personality quirks that each of us has or that sometimes we may misinterpret the intentions of those whom we are just meeting. Being more aware of those tendencies during this period will help us steer clear with pitfalls that may occur as Joe integrates himself with the team and ultimately could get us back to the norming stage more quickly, maybe even to the performing stage." 





		"Okay," says Caitlin, "thanks for letting me know." "This was very helpful since now I will be more aware of how we are functioning as a team, as well as of my tendencies when meeting new people, which, if I am honest with myself, is something that I have struggled with in the past." "It looks like we only have 5 minutes left. Shall we call it a day?" 





		"Almost," answers Shaun. "I have one more question for you if you do not mind." 





		"Sure," answers Caitlin. "What is it?" "I would like for any feedback that you may have for me on how I am doing as a Scrum Master." 





		"I do not know what to say. I think you are doing fine. You keep things moving in the ceremonies, and you have been a big help to the team in clearing our path so we can move more quickly. I mean, I do not have any specific feedback, but I think that you are doing well." 





		"Thanks!" answers Shaun, "I appreciate that, but if you ever have any specific feedback, I would love to hear it. For example, if you ever notice anything that I am doing that seems to be working very well, or even anything that I am doing that does not seem to be working well, I would appreciate you sharing it with me so I can continue to improve." 





		"Certainly," answers Caitlin. "I will start paying closer attention and keep an eye out for anything that I can provide feedback on." 



Coaching Developers



		"Hey Josh, how is it going?" Shaun asked with a smile. 





		"Great," answers Josh. "I have been looking forward to our chat, but I have to admit that I am a bit confused. Since you will be coaching me, does that mean that you will also be preparing my annual performance reviews?"





		"No, no," Shaun says, "nothing like that." "Do not think of these as an employee review session. This is a two-way coaching arrangement where we will collaborate to help us both get better. In other words, you should feel just as comfortable coaching me in these sessions as I do coaching you. Does that make sense?" 





		"I think so." Josh answers a little hesitantly. "How should we start?" "How about we start by talking about anything that you would like to improve on?" 





		"Okay, I have one. You may have noticed, but sometimes I tend to ramble in the Daily Scrum. It feels like I do not have my thoughts as organized as the rest of the team, and sometimes I feel like I am just going on and on when I try to talk about what I did to help the team the day before. And then sometimes I am so flustered that I cannot even remember what I plan to do on the next day."





		Shaun nods his head. "I have to admit I have noticed that, but do not worry; it is not just you. I find myself in that situation sometimes too. That sounds like a good topic for us to start with. Let us create a coaching plan to understand better what we need to do." 





		"Let us start with the opportunity. It sounds like we have an opportunity to improve your contribution to the Daily Scrum. Does that sound, right?" 





		Josh nods his head in agreement. "So if I understood you correctly, what happens today is that you feel your contribution may be unclear, and it does not convey exactly what you plan to do for the day or what you did the previous day, but you would like to be able to convey both of these things to the team to help them synchronize their own plans for the day. Is that also correct?" Josh nods his head again. 





		"Great," says Shaun, "then let us talk about what ideas we may have to make that happen."





		"Well," says Josh, "I could review all of the previous days commits just before the Daily Scrum to help refresh my memory, or I could look at what tasks are left in the item that I am working on to try to plan out what I will do for the rest of the day." 





		"I think we are off to a good start," answers Shaun, "but I think we should try to be a little more specific if we are going to be successful." "For example, what your describing makes sense at a high level, but it is not clear to me what we need to do to make that happen. Let me try to rewrite the idea in a way that might better capture the specific things that we need to do to be successful." Shaun rewrites the action item to say each morning while getting your coffee, take 2 minutes to review your previous day's work, and any remaining tasks. Shaun continues, "What I have written here is called a trigger. Are you familiar with the concept?" 





		Josh shakes his head no. 





		"A trigger is a reminder for us to engage in a new routine or a change in our behavior, but triggers are the most effective when they associate a new task or habit with something that we already do so it is easier to incorporate into our routine. For example, I know that each morning you grab a cup of coffee on the way to the Daily Scrum. By creating an association in your mind between the action of getting a cup of coffee and mentally reviewing your work yesterday and your plans for the day, you are more likely actually to perform those tasks before the Daily Scrum. This is because simply hanging tasks off of an existing habit is much easier to do than forming an entirely new habit. The other piece that I want to draw your attention to is that I explicitly said that this task would take 2 minutes, and I was specific about what needs to happen for the task to be complete. Often we are hesitant to begin new tasks because they feel very open-ended. If something feels open-ended and has an element of the unknown, then we may procrastinate starting it. However, by defining a timebox of long, we should expect to commit to the task, and then by defining the specific steps that need to happen to complete the task, it becomes much more manageable. In particular, it starts to feel less like a new problem to solve and more like a simple checklist." Josh answers, 





		"I like this idea a lot. Let us give it a try and see what happens. I am looking forward to contributing to tomorrow's Daily Scrum." 





		"That sounds great then," answers Shaun. "Let us give this a shot for a few days, and then we will follow up at next week's one-on-one and talk about how it went. We can decide from there whether there are some things that we need to try instead or if we accomplished our goal and are ready to tackle our next challenge." As Josh leaves the room, Shaun opens his Scrum Master journal and quickly makes a few notes about today's one-on-one session. In particular, he captures that he and Josh talked about Josh's concern that his contribution to the Daily Scrum was not as good as they could be and that they discussed ways to improve them. Then under the heading of things to follow up on for the next week, he describes a specific action that he and Josh agreed to try to improve Josh's contributions to the Daily Scrum so he could return to the item next week and ensure that both he and Josh stay on the right path of their coaching journey. 



Moving On


Coaching Your Product Owner

Creating an Environment for Coaching



		"So I see that you have had your first one-on-ones with the members of the Development Team. How did it go?" 





		"Really well," answers Shaun. "I think I am off to a great start with everyone on the Development Team. However, that only leaves Dave, our Product Owner. Dave is the only member of our team that I have not met with yet, and to be honest; I am pretty nervous about it. I have not even scheduled it yet. With the Development Team, I had worked with Caitlin, Josh, and Peter as a senior engineer for several years before becoming a Scrum Master, so felt like we had already built up a nice rapport over time and that I had earned their respect from that time as a senior engineer. However, with Dave, it is different. Dave is our Product Owner, so he has from a different part of the organization, and I would never work with him before he was assigned to our Scrum Team. Do not get me wrong, Dave is very nice, and he has been great to work with, but he also has a lot of experience in his field and is very well-respected in the organization, so honestly, I feel a bit uncomfortable with the idea that I am going to be coaching him." 





		"I see what you mean and do not worry. What you are describing is a widespread feeling when new Scrum Masters are asked to begin coaching their Product Owners. As you mentioned, Product Owners tend to be from a different part of the organization, so the Scrum Master may not have established a strong as a rapport with them as they have with other members of the team. They are also skilled in an area that the Scrum Master often has no experience in themselves, and while the Scrum Master usually does not report directly to the Product Owner, the Product Owner is often at a higher level in the organization than the Scrum Master. While I want to remind you that these one-on-one coaching sessions are intended to be a two-way relationship in which ideally you will derive as much value from the conversation as Dave, the Product Owner, and the Scrum Master relationship can still be a tricky one. The best advice that I can give you is to make an effort to create an environment that feels less like a formal coaching session and more like a two-way conversation. While being explicit about your goals, and the context of a coaching conversation is important, if the dynamics of the relationship have yet to develop to the point to the point where formal coaching would be successful, you will likely find more success by easing into the arrangement with some casual but intentional conversations. Let us explore this a bit more. Where have you been holding your one-on-ones so far?" Alan asks. 





		"In the conference room on the second floor," answers Shaun. 





		"And I think that makes sense for your one-on-ones with the Development Team, but it may be a bit too formal of a setting for your conversations with Dave. Many Scrum Masters find that rather than formalize one-on-ones, setting up weekly coffee chats with their Product Owner can be very effective. I have noticed that there is a coffee shop across the street from this building. I suggest that you set up a weekly chat with you and Dave at that coffee shop for half an hour. Simply getting out of the building can do wonders for encouraging people to open up and relax a bit, and many people find that having access to food and drink can be very comforting in otherwise awkward situations. Try inviting Dave to grab a cup of coffee at the coffee shop one afternoon, and mention that you would like to get his feedback about how he, you, and the Development Team are all functioning together and if there is anything that you could be doing differently. This will give the conversation a purpose and direction but still keep it relatively casual. 





Exploring the Dynamics Between the Scrum Master and Product Owner



		"Thanks for joining me, Dave," begins Shaun. "I have been wanting to chat to ask how you feel things are going with our Scrum Team or if there is anything that I could be doing differently as a Scrum Master to enable how you, I, and the Development Team all work together." 





		"No problem. Thanks for inviting me." Dave answers. "I appreciate you reaching out since we will be working so closely together for the foreseeable future, and I have been looking for opportunities to get to know everyone better." 





		"I think everything is going great," continues Dave. "I have been with Globomantics for two years now, and to be honest, I do not think I have ever seen a team that is created as much value in as short of a time as this team. I have been thrilled with what the team has produced, and much to my surprise, I would like the opportunity to be more hands-on in the process of determining what the team is working on from sprint to sprint." 





		"That is great to hear," Shaun answers. "I have felt the same way, but it is great to hear that you share my feelings." 






		"Yes, in general, I am very happy about how things have been going, but since you have asked, there is one thing that has kind of been bothering me. My understanding of my role within the Scrum Framework is to be responsible for ensuring that the Development Team is always working on what will create the most value for the organization. 





		Is that correct?" Shaun nods in agreement, "Yes, that is correct. The Product Owner is accountable for maximizing the organization's return on investment in the Development Team."





		"Well, then it seems like sprint planning should be my best chance to do that, but sometimes it seems like you dominate the sprint planning session when I am trying to share my plans with the team. Even in the first half of the session, when I am introducing the stories for estimation, it seems like you often want to add context to many of the items that I am introducing. Do not get me wrong; I am glad that you are showing interest in many of the items that I have selected for the sprint. However, I want to be sure that I have the team's complete attention while I am explaining the items, and that can be tough when you are trying to take their attention as well." 





		"Look," Dave says, "I am not trying to be difficult, but one of the things that I have struggled with within the Scrum Framework is understanding who runs the team. I am trying to understand the difference between our roles, but it seems like we have two leaders on the team, and that just does not seem like it will work long term." 





		"Thank you for saying this, Dave. I did not realize that you felt this way. I think that we should talk more about this, but before we do, let me first answer your question about who runs the Scrum Team as I have posed this same question to Alan. Scrum Teams technically have no leaders. Each role, the Development Team, the Scrum Master, and the Product Owner are considered equals. However, as you said, that may not work long term for every team. For this reason, many teams adopt an approach where they consider the Product Owner they are first amongst equals. This is because the Product Owner is responsible for deciding what the team will work on, so they are the most accountable for ensuring that the organization receives a positive return on investment from their team. To relate this back to our situation, you as the Product Owner are responsible for deciding what the team will work on, the Development Team is responsible for deciding how they will work on it, and I as the Scrum Master simply act as an enabler to ensure that everyone is in a position to serve those responsibilities. 



Fostering Productive Conflict



		Would you mind indulging me for a moment?" Dave nods his head slowly and says, "Okay, I suppose. What would you like to try?" Shaun continues, 









		"Okay," says Dave, after considering this. "I am intrigued, but how do we create productive conflict?" 





		"I am glad that you asked," answers Shaun. 





		"Unproductive conflict can be turned into productive conflict by following a few easy rules. The first is that we should try to state our concerns using "I" language, rather than "You" language. "You" language tends to assign blame to the other parties, while "I" language shifts the focus from the person who has the concerns without explicitly blaming anyone." 





		"I think I understand," says Dave. "Let me give it a try." "I am concerned that I do not have the opportunity to communicate the true intent of the items that I have selected without outside distractions. Is that better?" 





		"Much better," answer Shaun. "The next rule is that we should identify our common goals. Most conflict arises not from a disagreement in goals, but rather from a disagreement in approaches as to how we should arrive at those goals. By realizing that both parties want the same thing, but only differ in how to get those things, most conflict gets much easier to manage." "I can try this one," continues Shaun. "My goal for the sprint planning session is that the team leaves with a clear understanding of their most important tasks to move the product forward and with a clear plan of how to do that." 





		"I agree," says Dave. "I want the team to understand what we are trying to do in the upcoming sprint and why we are doing it, so you are right. We are in alignment as to what our goals for the sprint planning session are. We just need to understand better how each of us is trying to get there." 





		"Then that sounds like a great segway into our next rule for productive conflict," continues Shaun. "Then, the next rule is to listen reflectively. This means that to understand better each other's positions, we should repeat them back to one another to ensure that they are not being misconstrued. So, for example, if I understand you correctly, you are saying that you would like to run the first half of sprint planning when the items are initially introduced and that I will only start to facilitate in the second half once the team begins breaking down each item into its constituent tasks. Is that right?" 





		"Not exactly," answers Dave. "I appreciate your help in facilitating the session since it frees me to focus on the content of each selected item. I would just like for you to limit your contributions in the first half of the session to only those points that are necessary to facilitate the estimation. This will let me be the sole source of information for each backlog item so that there is no confusion on the team about each item's intent." 





		"Okay, that makes sense," answers Shaun. "I am not sure that I completely agree with what you are asking, but I would like to give it a try in our next session, and that plays perfectly into our last rule for productive conflict."





		"Really?" asks Dave. "What is that?"





		"The last rule," answers Shaun, "is that we need to understand that resolution does not necessarily imply consensus. Not all parties have to agree with the outcome for conflict to be resolved, but they must be bought into the next steps or at least agreed not to impede them. I am not sure that I agree that limiting my involvement in the first half of the sprint planning session solely to facilitating the estimation is the right solution, but I do agree to give it a try in the next session, and then we can discuss how it went." 





		"Thanks, Shaun," answers Dave. "I appreciate your openness to my thoughts. I have to admit, when you told me the highest performing teams have a lot of productive conflicts, I was a bit skeptical, but now I see how beneficial it can be if it is conducted properly." 





		"Yes," agrees Shaun. "Productive conflict can be very valuable for the right team, but teams should only attempt it after they have established some level of trust between themselves. Productive conflict requires a reasonable amount of trust to be successful, but ironically, when it is successful, it can serve to further the trust on the team. This means that properly facilitated productive conflict can help to establish a virtuous circle in regards to the trust that already exists on the team, making it a very powerful tool." 



Moving On


Plotting Your Career

The Scrum Master's Goal




		"It looks like this will be our final session, Shaun. Your team has turned into a high performing Scrum Team, and you have become quite the Scrum Master. It is time for me to move on to other teams who have a greater need for my help." 





		"Thank you. You have been a great mentor to all of us. I am sorry to see you go, but I am proud of what we have accomplished together." 





		"Before I go," Alan continues, "there is one more lesson that I would like to share with you." "You have done a great job helping your team adopt and internalize the Scrum Framework, and you have built some great relationships with those on your team. Now it is time for you to learn the final step to becoming a great Scrum Master. The goal of a great Scrum Master is to grow their team to the level that they are no longer needed." 





		"What I mean," Alan continues, "is that a great Scrum Master is a facilitator and a leader, but above all, a great Scrum Master is an enabler. You enable your team to produce great software within the boundaries of the Scrum Framework, but your team is who is ultimately responsible for doing so. Your goal is to grow your team to the point that they are mature enough that they no longer need you because they are fully capable of facilitating all of the Scrum ceremonies, removing any impediments, and fostering their own growth all for themselves. This means that the Scrum Master no longer becomes a single point of failure for the team, and the team becomes more productive and robust because anyone on the team is capable of stepping into the Scrum Master role when necessary."





		"I have to admit," says Shaun, "I am surprised, but I can see how this has benefits for the team, but that it does beg the question where does that leave me? If my team does mature to the point that they no longer need me to fill this role, then what are my next steps? 





		I have enjoyed this Scrum Master role and would like to stay in this role as long as I can." Alan answers, "I understand completely, and I am glad that you are enjoying the role. 




Career Paths for Scrum Masters




		"The next level," Alan continues, "is that of an Agile Coach role." "Whereas a Team Facilitator is rarely expected to work with more than two teams, and only mature teams at that, an Agile Coach often finds themselves working with more teams, many of which may be completely new to an agile approach. To be successful in this situation, an Agile Coach must have a deep knowledge of agile fundamentals, as well as a thorough understanding of multiple agile approaches, such as Scrum, Kanban, or extreme programming. Agile Coaches should also be skilled at coaching at both the individual and the team level as much of their time will be spent mentoring the different individuals on the team to help them fully adapt to an agile way of working. I should also mention that it is not unusual for someone who has reached the Agile Coaching level of their career to also specialize in a certain area or skillset. For example, some coaches specialize in scaling agile approaches to large scale implementations involving dozens of teams; others specialize in perfecting the engineering practices taught by extreme programming, while others specialize in helping their broader organization enable their agile teams to be as effective as possible by teaching the practices of business agility." 





		"Is this the level of coaching that you filled for us here?" Shaun asks. 





		"Yes, it is," answers Alan. "I have worked with you and, more recently, a few other new Scrum Masters here at Globomantics to help Globomantics transition to the Scrum Framework to be successful. Working with new teams is my favorite type of work to do. The final level of Agile Coaching is the role of Enterprise Coach. Rather than work at the individual team level, Enterprise Coaches work with a broader enterprise as a whole, usually at the leadership level. Enterprise Coaches teach larger organizations how they can adapt the pieces of their organization that is not focused on software delivery, such as finance or human resources, to work in a more agile fashion so that they can be more supportive of those parts of the organization who have already transitioned to Agile. Enterprise Coaches also focus on areas such as executive agility in training the senior leadership to begin to think with a more incremental and intricate mindset, as well as how to foster an overall positive change in the organization's culture." 





		"This is very interesting," Shaun says, "but I have to admit, although I could see myself becoming very interested in the idea of becoming an Agile Coach, I am not sure that I want to tackle the kinds of challenges that an Enterprise Coach has to face."





		"I am glad that you mention that," Alan answers, "because it brings up a point that I want to make sure you understand." "Although the three levels of Agile Coaching are often presented as a career ladder, do not feel that you must progress through all three levels should you decide to pursue a career in coaching. Although some coaches choose to progress to Enterprise Coaching, many coaches have very successful careers simply focusing on Agile Coaching, and many find that they are happy just focusing on Team Facilitation. There are a growing number of individuals who enjoy the more hands-on nature of the Team Facilitation role, as well as the opportunity to work more closely with the team that this role provides so much so that they decide to build a career focused only on this role. These individuals spend their time progressing from team to team either within the same organization or different organizations spreading the message of Agile one team at a time. Some even branch out from the Scrum Framework and learn to facilitate teams working with other agile approaches, such as Kanban, in order to become more well-rounded. As an industry, we still have a lot of room to grow with our overall Agile adoption, so there is plenty of time to chart the course that is right for you." 





		"This all makes a lot of sense," Shaun says, "especially if I want to stay focused on an Agile path. However, what if I decide that coaching is not for me? Are there paths that I could pursue where my experience as a Scrum Master would be beneficial?" 





		"Sure," answers Alan. "The skills and facilitation, coaching, or even the problem solving required by removing impediments that you develop as a Scrum Master can be useful on many different career paths." "For example, should you decide to pursue a path in team management, many of these skills will transfer directly. Although I have mentioned before that it is not ideal for placing managers in the Scrum Master role, managers often find themselves tackling many of the same issues as Scrum Masters. So if you do decide to pursue a career in management, you will likely find that your experience as a Scrum Master is invaluable. However, another more interesting option for Scrum Masters who are looking for the next step in their career is a move into product ownership. If you are beginning to find that you are particularly interested in a specific value that the team is creating or in the longer-term planning necessary to realize that value, then you may want to consider this role. 





Certification Options for Scrum Masters



		"I have one more question, if you do not mind." 





		"Sure," Alan says, "what would you like to know?" 





		"Since I have begun this role," Shaun continues, "I have noticed that there seem to be many different agile certifications available." "Are there agile certifications available that are specific to Scrum Masters?" 





		"There certainly are," Alan answers, "and many Scrum Masters have found that holding one or more of these certifications can be very helpful to their marketability." "Broadly speaking, there are two main certification bodies that are widely recognized for certifying Scrum Masters today. Keep in mind though that more are popping every day, so do not be surprised if you find more than the two options that I am about to share with you. In general, both certification bodies teach the broader aspects of the Scrum Framework, offer equivalent certifications for each member of the Scrum Team, specifically Scrum Masters, Product Owners, and developers, and offer multiple tiers of certifications for Scrum Masters. Where they differ is in their approach to the actual certification process, as well as their particular interpretation of the Scrum Framework as described by both the Scrum guide itself and its cofounders. The first certification body is the Scrum Alliance who offers the Certified Scrum Master certification, often referred to as a CSM. You can earn your CSM by attending a multiple day course taught by a certified Scrum trainer and then passing a short exam.







Wrapping Up
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