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HME #21
What is meant by a team or organization practicing 'zombie' or 'mechanical' Scrum?

Ef#:

R -

Practicingzombie' or "'mechanical' Scrunrefers to an approach where teams and organizations follow the rules and events of Scrum
n a superficial manner, merely going through the motions, without embracing the underlying purpose, values, and principles of the
framework.

In mechanical Scrum, teams conduct the required events, maintain the prescribed artifacts, and use Scrum terminology, but do
sowithout focusing on value, learning, or outcomes. Scrum events become routine meetings rather than opportunities for inspection
and adaptation. The Sprint Goal may exist on paper, but it does not meaningfully guide decisions. As a result, Scrum s reduced to a
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checklist of practices rather than a framework for solving complex problems.

This approach contrasts sharply with practicingReal" Scrum, which isvalue-driven and goal-oriented.

Real Scrum emphasizes delivering meaningful outcomes for customers and stakeholders, rather than simply completing tasks. Teams
focus on achieving the Sprint Goal, maximizing product value, and understanding the impact of their work.

Furthermore, mechanical Scrum often ignores theScrum Values. WithoutCourage, teams avoid difficult conversations;
withoutOpenness, problems are hidden; withoutRespect, collaboration suffers; without Commitment and Focus, teams optimize for
activity rather than outcomes. This leads to stagnation and missed opportunities for improvement.

In contrast, Real Scrum recognizes that Scrum is aframework, not a rigid methodology. It intentionally leaves room for teams and
organizations to discover and adopt additional practices that support empiricism, continuous improvement, and stakeholder
satisfaction. These practices are chosen to reinforce Scrum's core values, not to replace them

H #22

A Scrum Team has been working on a product for nine Sprints. A new Product Owner comes in, understanding he is accountable
for the Product Backlog. However, he is unsure about his responsibilities.

Which two activities are part of the Product Owner role according to Scrum?

Ef#:

A -

According to Scrum, theProduct Owneris accountable formaximizing the value of the productand for effectiveProduct Backlog
management. Two key activities that are explicitly part of this role are:

1. Ordering the Product Backlog to Maximize Value

The Product Owner is responsible forordering the Product Backlogso that the most valuable work is done first. This ordering
reflects:

* Business and customer value,

* Risk and uncertainty,

* Strategic goals and learning from previous Sprints.

Through this activity, the Product Owner ensures that the Scrum Team is always working on what matters most.

2. Ensuring Product Backlog Items Are Transparent, Clear, and Understood The Product Owner ensures that Product Backlog
Items are:

* Clearly expressed,

* Transparent to the Scrum Team and stakeholders,

* Understood well enough for Developers to select them during Sprint Planning.

This does not mean writing detailed requirements alone, butcollaboratingso that shared understanding exists.

ER#23
Mid-sprint a development team forecasts it will not be able to deliver all the planned backlog iters. They are worried andask for
your advice as Scrum Master. What will you tell them?

Efi# -

AR

When a Development Team realizes mid-Sprint that it may not be able to deliver all planned Sprint Backlog Itens, this situation
should be handled throughempiricism, not concern or blame. As a Scrum Master, I would reassure the team and guide them back to
Scrum principles.

First, I would remind the team that in Scrum they donot commit to delivering all Sprint Backlog Items.

Instead, the Scrum Team commits todoing their very best to achieve the Sprint Goal. Discovering additional work, complexity, or
unknowns during the Sprint is expected, especially in complex product development. The Sprint Backlog is a forecast, not a fixed
contract.

Second, I would help the team assess theimpact of what they have discovered. Ifthe newly discovered work is minor and theSprint
Goal is still within reach, the team can continue as planned while adapting the Sprint Backlog as needed. This reflects normal
mnspection and adaptation during the Sprint.

Third, if the impact is significant and threatens the Sprint Goal, the Development Team should have a focused discussion aboutif and
how the Sprint Goal can still be met. This may involve changing the approach, reducing scope while preserving the Sprint Goal, or
identifying alternative ways to deliver the intended value.

In such cases, theProduct Owner should be involvedin the conversation. Including the Product Owner increases transparency and
enables faster value-based decision-making, such as re-negotiating scope or adjusting priorities while keeping the Sprint Goal intact.
This collaboration ensures that adaptations are aligned with product value.



R #24

You are a Scrum Master working with a Scrum Team The Development Team constantly complain that requirements are not clear
enough. The Product Owner clains she is too busy to provide extra clarity. What should you do?

Ef#:

RN -

This situation represents a breakdown inProduct Backlog transparency and collaboration, which directly threatens empiricism and
value delivery. As a Scrum Master, my responsibility is not to solve the problem myself, but toenable the Scrum Team and the
organization to resolve it.

1. Reframe the Problem: Requirements vs. Product Backlog

First, I would help both parties reframe the issue. In Scrum, we do not work with "requirements" in a traditional, fixed sense.
Instead, we work with aProduct Backlog that is emergent, ordered, and continuously refined. Lack of clarity in Product Backlog
Itens means that the backlog is not in a usable state, which is an impediment to the Developers.

2. Make the Impact Transparent

Next, I would facilitate a conversation to make the impact of unclear backlog itemstransparent:

* Developers cannot reliably forecast work,

* Sprint Goals are put at risk,

* Rework and waste increase,

* Delivery of value slows down.

This conversation should mvolve the Product Owner and be grounded mnevidence, not blame. The goal is shared understanding of
the consequences, not assigning fault.

3. Reinforce Product Owner Accountability

The Scrum Guide is clear that theProduct Owner is accountable for maximizing value and for Product Backlog management, which
includes ensuring that Product Backlog Itens are clear, understood, and ordered. Being "too busy" does not remove this
accountability. As a Scrum Master, I wouldcoach the Product Ownerto recognize that insufficient availability is itself an
organizational impediment.

4. Enable Collaboration, Not Handoffs

At the same time, I would coach the Developers that clarity is oftenco-created, not simply provided. Scrum encourages close
collaboration between Developers and the Product Owner. Techniques such as:

* Regular Product Backlog refinement,

* Joint discussions during Sprint Planning,

* Asking focused questions around the Sprint Goal,can significantly improve shared understanding without relying on detailed upfront
specifications.

5. Address Organizational Constraints

Ifthe Product Owner's lack of availability is due to organizational overload or competing responsibilities, this becomes asystemic
impediment. In that case, the Scrum Master must raise this issue to the organization and help leadership understand that a Product
Owner who is not sufficiently available puts product outcomes at risk.

R #25
In what way does Scrum encourage ethical behaviour, doing "the right thing", in software development?

IEf#:

AR :

Scrum encourages ethical behaviour in software development by creating a framework that promotes transparency, accountability,
quality, and respect for stakeholders, all of which are grounded in the Scrum Values. Rather than prescribing ethical rules, Scrum
embeds ethical behaviour into the way work is organized and delivered.

First, Scrum promotes ethics through its focus ondelivering valuable, high-quality working products. The Scrum Guide emphasizes
delivering usable Increments that meet a shared Definition of Done. By prioritizing quality and value for both the organization and
end-users, Scrum discourages practices such as cutting corners, hiding technical debt, or delivering misleading progress, which are
ethically questionable.

Second, Scrum strongly supportstransparency, a core pillar of empiricism. All significant aspects of the work-such as progress,
impediments, risks, and uncertainties-are made visible through artifacts and events.

This transparency encourages honesty about what can and cannot be achieved and prevents unethical behaviour such as
misreporting status or concealing problems until it is too late.

Third, Scrum encouragesaccountabilityat both individual and team levels. Clear accountabilities for the Product Owner, Developers,
and Scrum Master ensure that responsibility is not diffised or avoided. Teans are accountable for delivering value, improving their



way of working, and meeting their commitments. This accountability fosters ethical decision-making and ownership of outcores.
Fourth, Scrum supports ethical behaviour throughcontinuous learning and improvement. Sprint Retrospectives create a structured
opportunity to reflect on mistakes, share knowledge, and improve processes and practices. This openness to learning promotes
humility, integrity, and a willingness to correct issues rather than ignoring or rationalizing them

Finally, Scrum is explicitly guided by theScrum Values of Commitment, Courage, Focus, Respect, and Openness, which form its
ethical foundation.

* Commitimentencourages teas to do what they say they will do.

* Courageenables individuals to raise concerns, admit problems, and challenge unethical practices.

* Focushelps teams concentrate on delivering real value rather than superficial outputs.

* Respectensures consideration for colleagues, stakeholders, and end-users.

* Opennesspromotes honesty about progress, challenges, and uncertainty.
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