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Scrum Professional Scrum Master level 111 (PSM III) Sample Questions
(Q11-Q16):

NEW QUESTION # 11
One ofthe Scrum events is the Sprint Review. How does the Sprint Review enable empiricism? What would the impact be if some
memnbers of the development team were not present?

Answer:

Explanation:

TheSprint Reviewis a key Scrum Event that directly enablesempiricism, which is the foundation of Scrum.

Empiricism is based on making decisions using what is known, observed, and learned, supported by the pillars oftransparency,
inspection, and adaptation. The Sprint Review operationalizes these pillars at the product level.

How the Sprint Review Enables Empiricism

First, the Sprint Review createstransparencyby making the current state of the product visible. During the event, the Scrum Team
presents a"Done" Product Incrementthat meets the Definition of Done. Stakeholders can see and often use the actual product rather
than relying on reports or assumptions. This shared visibility ensures that discussions are grounded in reality.

Second, the Sprint Review enablesinspection. The Scrum Team and stakeholders jomntly inspect the Increment and assess progress
toward product goals. The Developers provide context about what was delivered, what was not, and what challenges were
encountered. This inspection is focused on outcomes and value, not individual performance.

Third, the Sprint Review supportsadaptation. Based on the inspection and feedback, new msights emerge about custormer needs,
market conditions, risks, and opportunities. The Product Owner uses this information to adapt the Product Backlog, reordering
iterns, adding new work, or refining existing items. This completes the empirical feedback loop by ensuring future decisions are
based on the latest evidence.

Impact of Development Team Members Not Attending the Sprint Review
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If'some Developers are not present at the Sprint Review, empiricism is weakened.

First,transparency decreases. Developers possess critical, first-hand knowledge about implementation details, technical trade-offs,
constraints, and risks. Without their presence, stakeholders receive an incomplete picture of the Increment and its implications.
Second, inspection becomes less effective. Stakeholders may ask questions about behavior, limitations, or quality that only
Developers can accurately answer. The absence of Developers limits meaningful dialogue and reduces the quality of inspection.
Third,adaptation suffers. Decisions about what to do next-such as changes to scope, priorities, or technical direction-depend on
accurate understanding. Without Developers participating, adaptations to the Product Backlog may be based on assumptions rather
than evidence, increasing the risk of poor decisions.

Finally, excluding Developers underminesScrum Values, particularlyRespect and Openness, by treating the Sprint Review as a
reporting event rather than a collaborative working session. This can lead to disengagement and reduced shared ownership of
product outcores.

NEW QUESTION # 12

Someone from the HR department approaches you. They regret to inform you that the Product Owner for your team isabsent
starting today and will be unavailable for the rest of this sprint. The Product Owner might be back at work somewhereduring the
next sprint, but it's all unknown at this point. What should the Scrum team do?

Answer:

Explanation:

‘When the Product Owner becomes unexpectedly unavailable, the Scrum Team nust respond in a way that preservescontinuity,
transparency, and value delivery, while respecting Scrum accountabilities.

Short-Term Response

In theshort term, covering the current Sprint and possibly the next Sprint, the Scrum Team should be able to continueworking.
Scrum s designed to be resilient to short-term disruptions. The team can proceed by relying on:

* TheProduct Visionpreviously communicated by the Product Owner,

* Thecurrent state and ordering of the Product Backlog, which should already reflect the Product Owner's value decisions.

During this period, the Developers continue to work toward the Sprint Goal, and the Scrum Master ensures that Scrum events take
place and remain productive. No one should assume the Product Owner role informally, as this would undermine accountability.
Longer-Term Impact

Ifthe Product Owner's absence extends beyond a short period, it becomes animpedimentto the Scrum Team.

The Product Owner is accountable for maximizing product value and managing the Product Backlog,

Prolonged absence prevents effective backlog ordering, stakeholder collaboration, and value-based decision- making,

In this case, theScrum Master must make the impediment visible to the organization. This includes explaining the impact on value
delivery and helping leadership understand the need for a clear Product Owner accountability. The organization should thenappoint a
new Product Ownerto ensure continuity of decision- making and accountability.

NEW QUESTION # 13
A Development Team, arguing it is selforganising, indicates it no longer needs the Daily Scrum; they collaborate throughout the day
and they feel it has become a needless ritual.

Answer:

Explanation:

A Development Team claiming self-organization as a reason to stop theDaily Scrunreflects a misunderstanding of bothself-
managementand the purpose of Scrum events. As a Scrum Master, 1 would address this through teaching, coaching, and empiricism
rather than enforcement.

Daily Scrum Is Mandatory in Scrum

First, it must be made clear that theDaily Scrum is a required Scrum event. The Scrum Guide defines it as a

15-minute event held every working day of the Sprint for the Developers. Choosing to eliminate it means the team isno longer
practicing Scrum, regardless of how well they collaborate nformally.

Self-Organization Does Not Mean Skipping Empiricism

Self-organizing (self- managing) teaims decidehowto do the work, notwhetherto inspect and adapt. Scrum events exist to
upholdempirical process control. The Daily Scrum specifically enables:

* Transparencyabout progress toward the Sprint Goal,

* Inspectionof the Sprint Backlog and current plan,

* Adaptationof work for the next 24 hours.

Informal collaboration throughout the day does not replace theshared, intentional inspection momentthat the Daily Scrum provides.



The Daily ScrumIs Not a Ritual or Status Meeting

Ifthe Daily Scrum feels like a needless ritual, this is asignal that it is not being used correctly. It should not be a status report or a
meeting for the Scrum Master or Product Owner. Instead, it is aplanning event for the Developers, focused on how to best achieve
the Sprint Goal.

As a Scrum Master, [ would coach the team toimprove the Daily Scrum, for exanmple by:

* Centering the discussion on progress toward the Sprint Goal,

* Making impediments and risks explicit,

* Using different formats that suit the team's context.

Risks of Removing the Daily Scrum

Removing the Daily Scrum reducestransparencyand delays inspection and adaptation. Problems such as integration issues,
misalignment, or threats to the Sprint Goal may surface too late, increasing risk and waste.

Over tie, this undermines predictability and value delivery.

NEW QUESTION # 14
A fellow Scrum Master asks for your input. His team members see no value in defining a Sprint goal and he has trouble explaining its
use to them. What would you tell this Scrum Master?

Answer:

Explanation:

Ifteam members see no value in defining a Sprint Goal, this indicates a findamental misunderstanding of Scrum. As a Scrum Master,
[ would explain to my fellow Scrum Master that theSprint Goal is a core element of Scrumand is essential for alignment,
commitment, and empiricism

First, the Sprint Goal explainswhy the Scrum Team is doing the work in the Sprint. According to the Scrum Guide, the Sprint Goal is
the single objective for the Sprint and provides coherence to the Sprint Backlog. Without a clear "why," Sprint work becomes a
collection of unrelated tasks rather than a purposeful effort to deliver value. The Sprint Goal helps the team understand the ntent
behind the selected Product Backlog Itens and aligns daily decisions with that intent.

Second, the Sprint Goal represents acommitment by the Scrum Team. The team commits to doing everything in its power to achieve
the Sprint Goal, even though the specific scope may evolve. This commitment fosters focus and shared accountability. Instead of
optimizing for individual tasks, the team optimizes for achieving the Sprint Goal as a whole.

Third, the Sprint Goal actuallycreates flexibility rather than restricting it. When new discoveries, risks, or opportunities emerge during
the Sprint, the team can adapt the Sprint Backlog as long as those changes do not endanger the Sprint Goal. This allows the team to
respond to change while maintaining stability of purpose.

Without a Sprint Goal, change becomes arbitrary and increases the risk of losing focus.

Fourth, the Sprint Goal enables effectiveinspection and adaptation. During the Daily Scrum, the team inspects progress toward the
Sprint Goal and adapts their plan accordingly. Similarly, at the Sprint Review, stakeholders can inspect whether the Sprint Goal was
met. Without a Sprint Goal, there is no meaningful benchmark for inspection.

Finally, it is important to be clear thatwithout a Sprint Goal, Scrum is not being practiced as intended.

The Sprint Goal is a required element of Scrum, and removing it undermines transparency and weakens the empirical foundation of
the framework.

NEW QUESTION # 15
What is meant by a team or organization practicing 'zombie' or 'mechanical' Scrum?

Answer:

Explanation:

Practicingzombie' or 'mechanical Scrunrefers to an approach where teams and organizations follow the rules and events of Scrum
in 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
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, tearms 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

NEW QUESTION # 16
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