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Excelled Project Management Series


Battle-tested knowledge for IT professionals who deliver results that matter.




This book is part of a growing series of focused, hands-on guides designed to help you succeed in real-world project work. Whether you’re new to project management or a seasoned professional, each title delivers tools and advice you can use immediately.
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Figure 1. Current Books in The Excelled Project Management Series


Scrum Master Essentials. This toolkit is for you if you struggle to keep your Scrum meetings organised or find the transition to agile difficult in a traditional environment. It is designed to help you establish a team from day one and drive professional excellence through proven tactics. You do not need to be a full-time agile guru with decades of experience to start; you can take small steps and grow alongside the team as you learn to proactively remove impediments. The book is divided into the following key areas:




The Foundations of Pragmatic Scrum. This section includes the foundational “Right Tool for the Job” analysis and a soft-launch strategy. You will learn how to manage the human side of change and establish a sustainable team rhythm. This approach builds trust and stability before you demand full framework compliance.




Efficient Event Execution. You will find a tactical roadmap for scheduling and conducting every essential Scrum event. This guide helps you gain clarity on roles and improve collaboration to ensure every meeting remains productive and goal-oriented. The content is informed by professional experience delivering over 40 projects since 2008.




Driving Professional Excellence. This chapter focuses on the transition from basic facilitation to high-performance leadership. You will learn to drive professional excellence by using proven tactics to identify and remove impediments before they occur. This section empowers you to grow with the team, taking a phased approach to mastering delivery.




Pragmatic Risk Management. This chapter introduces ten specific tactics to mitigate risk in agile teams. You will learn to use risk management to remove impediments before they occur, attack risky requirements early, and balance flexibility with the firmness required to meet hard deadlines.




Strategic Long-Term Planning. This guide includes strategies for planning beyond a single sprint to help you adapt to changes under tight deadlines. This section covers quick estimation techniques, team collaboration, and the strategic use of buffer sprints to keep your projects on track.




Acknowledgements: Finally, I would like to thank Mette Schou Schmidt and Robert Dolan for their sharp-eyed review of this book. Their insights have been invaluable in refining the content.




Jens Øster, Aarhus February 2026
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Release Notes


Version 1.5 - February , 2026



	
Peer Review Integration. Updated the manuscript based on initial peer reviews. Corrected typographical errors and refined the prose for increased clarity and impact.









	
New Appendix Added. Included “Use AI to Accelerate Scrum Implementation” to provide practical guidance on augmenting Scrum roles with generative tools.









Version 1.4 - January 14, 2026



	
Pragmatic Risk Management. New chapter introduces ten high-impact tactics for mitigating risk in agile and hybrid environments. It leverages project management tools to complement the Scrum framework, drawing on experience dating back to 2008. Key additions include strategies for solution design, formal risk analysis, and proactive stakeholder engagement to address “Monday’s problems” before they occur.









Version 1.3 - January 12, 2026



	
Getting the Basics Right: Step by Step. This chapter has been expanded with new steps for defining vision, creating the product backlog, and establishing a repeatable sprint cycle. The flow is now more logical for first-time implementations.




	
Driving Professional Excellence. This section has been completely restructured into eleven actionable tactics. It now includes specific guidance on using burn-up and burn-down charts, challenging the Product Owner on mid-sprint changes, and acting as a “Value Bridge” to the user.










Version 1.2 - December 26, 2025



	
Preface. This new section explores the critical shift from traditional corporate hierarchy to a team-first mindset. You will learn about the “Pragmatic Scrum Master” — a leader who protects the team from scope creep while remaining professional enough to acknowledge when business reality shifts.




	
Driving Professional Excellence. When your Scrum team is up and running, you can use this chapter to take the team to the next level. It provides advanced techniques for data-driven transparency using user story counts and methods for direct customer observation to ensure the team delivers genuine value.










Version 1.1 - December 19, 2025



	
Getting the Basics Right: Step by Step. This new chapter provides a pragmatic soft-launch strategy to help you manage the human side of change. You will learn how to establish a sustainable team rhythm that builds trust before you demand full framework compliance.









Version 1.0 - November 16, 2024



	
Initial Launch:





	
Scrum Process Introduction. This section offers a concise overview of the Scrum framework to get you started quickly.




	
Scrum Event Templates. You will find ready-to-use meeting invitations designed to streamline your event planning.




	
Long-Term Planning Appendix. This guide outlines practical strategies for managing agile planning over extended horizons.



















Preface


The CEO Myth: Who Really Delivers Value?




In 2008, my first Scrum Master certification turned my understanding of corporate hierarchy upside down. Before that point, I believed the CEO was the most important person in any company. I thought every action should be directed toward supporting the executive level.




The Impediment Epiphany




The certification introduced me to the critical concept of impediments. I realised that the C-suite does not deliver value to the customer; the teams do.




If a developer is blocked by a missing software licence or lack of access, the Scrum Master must act immediately. If that impediment remains:





	
The sprint fails.



	
The customer receives nothing.








Why the Scrum Guide Isn’t Enough




You might wonder why we need more books on this subject when the official Scrum Guide is only 15 pages long. There are two primary reasons:





	
The Guide is Intentionally Incomplete
It is easy to explain but notoriously difficult to implement in complex, real-world environments.




	
Scrum is About People, Not Just Processes
Humans naturally resist the unknown. You need proven strategies to convince a team that this new way of working will actually improve their performance.









The Scrum Master as Coach: From “Old Boys” to National Teams




I see many similarities between a Scrum Master and a football coach.





	
A local “old boys” team playing for fun might not need a dedicated coach.



	
A national team? Unthinkable. High stakes demand professional leadership.








The same applies to Scrum:





	
If you lead a high-profile team of highly skilled professionals, you need a dedicated Scrum Master to maximise the value of every hour they invest.



	
For a standard team focused on steady maintenance, it may be sufficient to train a team member to facilitate the process part-time.








The Two Extremes: Agile Hippie vs. Process Fascist




In the world of Agile, I often see two extremes that lead to failure. I call them the “Agile Hippie” and the “Process Fascist.”






	The Agile Hippie
	The Process Fascist





	Treats the team like a group of friends.
	Treats the Scrum Guide like a rigid law book.



	Feelings matter more than features.
	Rejects urgent business issues to “protect the sprint.”



	Adds every new request into the sprint.
	Ignores real-world fires for the sake of “process purity.”



	Result: Over-committed, stressed teams.
	Result: Rigid, tone-deaf processes.






The Pragmatic Path: Trade-Offs Over Dogma




There is a third path. A pragmatic Scrum Master understands that we are adults working in a business.




When the Product Owner insists on adding a “critical” item mid-sprint:





	
Don’t just “add it.”



	
Facilitate a trade-off: Ask, “If we bring this in, what are we taking out?”



	
Be firm enough to protect the team from scope creep, but professional enough to acknowledge when business reality shifts.
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Figure 2. The two extreams in agile and the pragmatic path


The Ultimate Goal: Work Yourself Out of a Job




A world-class Scrum Master should eventually strive to work themselves out of a job. This means:





	
Empower the team to remove their own impediments.



	
Let them facilitate their own events (e.g., take turns running the Daily Scrum).



	
Mature teams don’t need a Scrum Master in every meeting—they need a mentor who trusts them.








Tools: Configure for the Team, Not the Other Way Around




The world has changed since 2008:





	
Then: Excel was considered advanced; anything more was “over-engineering.”



	
Now: Tools like Jira and Azure DevOps can supercharge productivity.








Bottom Line: Scrum Needs a Champion




You can implement Scrum without a full-time professional, but you cannot do it without someone willing to champion the duties.




This book provides the battle-tested strategies you need to:





	
Launch a new team effectively from day one.



	
Lead a high-performance unit toward consistent delivery.



	
Grow in the most efficient way possible by avoiding common pitfalls.



	
Empower the team to run Scrum successfully without needing a dedicated Scrum Master as a permanent crutch.











Introduction


Why This Book Exists




This book is a pragmatic guide to help you implement Scrum in a way that works with real people who might not believe that Scrum will make their jobs easier. It explains how you can navigate the messy reality of corporate environments, legacy systems, and human dynamics.




To build a high-performing Scrum team, you need to:





	
Understand how the team works today and identify what needs to change.



	
Communicate the benefits of Scrum in a way that resonates with the team.



	
Adapt Scrum to fit the team’s context, rather than forcing the team to fit Scrum.








This book provides the tools, strategies, and real-world insights to make that happen.




What is Included in the Book


This book is designed for both new and experienced Scrum Masters. It provides a complete roadmap to help you establish a strong foundation for the team and then lead them toward professional excellence.




Part 1: Foundations





	
The Scrum Process: A visual guide to roles, events, and flow.



	
The Right Tool for the Job: When to use Scrum—and when to walk away.








Part 2: Launching Scrum





	
Getting the Basics Right: Step by Step: A pragmatic 11-step guide to launching Scrum in the team, including how to align stakeholders, define goals, and establish a sustainable rhythm.



	
Scrum Events Meeting Invites: Ready-to-use templates for Sprint Planning, Daily Scrum, Sprint Review, Retrospective, and Backlog Refinement.








Part 3: Mastering Scrum





	
Driving Professional Excellence: 11 tactics to elevate the team’s performance, from tracking essential metrics to fostering technical excellence.



	
Pragmatic Risk Management: 10 strategies to mitigate risks in agile and hybrid environments, ensuring the team stays on track.








Part 4: Beyond the Sprint





	
Long-Term Planning: Strategies for estimating backlog items, quarterly planning, and using buffer sprints to adapt to changes.









The Right Tool for the Job


The Hammer and Screwdriver Analogy




If the only tool you have is a hammer, every problem starts to look like a nail. You can certainly bang a screw into a wall with a hammer, but the process is messy and the result is fragile. It is far more efficient to use a screwdriver.




The same logic applies to project management. No matter if your role is Project Manager, Team Lead, or Scrum Master, you must not blindly accept that you have to use Scrum for everything. Other ways of working might be more efficient for your specific team, your technology, or your project’s constraints.




When is Scrum the Perfect Fit?




Scrum excels when:





	
The solution is unknown.



	
The environment is complex.



	
User feedback will dictate the next steps.








Example: Building a new software product where you discover the “what” while building the “how.”




When Not to Use Scrum




Scrum is a poor choice for work that is highly predictable, repetitive, or strictly sequential. Pushing certain projects into a sprint structure often leads to broken commitments and team frustration.




Examples:






	Scenario
	Why Scrum Fails
	Better Approach





	Data Migration
	Requires upfront analysis, mapping, and cleansing.
	Sequential (waterfall-lite)



	Legal Compliance
	Fixed deadlines + known requirements.
	Sequential (waterfall-lite)



	Predictable Support
	High-volume, unrelated tasks.
	Kanban






Choosing Your Path: The Agilometer




Before committing to a framework, assess the environment using the Agilometer—a tool designed to evaluate:





	
Stakeholder engagement.



	
Solution complexity.



	
The team’s ability to work iteratively.








Take the Assessment:
Are You Ready to Go Agile?








The Scrum Process: A Visual Guide to Roles, Events, and Flow


What is Scrum?




Scrum is an agile framework designed to help teams work together more effectively. It emphasizes:





	
Iterative progress



	
Collaboration



	
Adaptability with continues improvement








The Scrum framework is structured around a series of events, roles, and responsibilities that ensure continuous improvement and delivery of high-quality products.
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Figure 3. The Scrum Process


Scrum Artefacts


Artefacts Defined: Artefacts represent work or value and are designed to maximise transparency of key information. They provide a shared basis for inspection and adaptation throughout the project lifecycle. By using these tangible outputs, you ensure that everyone involved has the same understanding of what has been done and what remains.




Product Backlog: This is an ordered, evolving list of everything needed to improve the product. It serves as the single source of work for the Scrum Team.




Sprint Backlog: This it items selected for the Sprint, and an actionable plan for delivery. It is a highly visible, real-time picture of the work the Developers intend to accomplish.





Scrum Events


The Scrum framework is built on a series of events that create regularity and minimise the need for meetings not defined in Scrum. These events are specifically designed to enable the three pillars of empiricism: transparency, inspection, and adaptation.




The Sprint: This is the heartbeat of Scrum where ideas are turned into value. Sprints are fixed-length events of one month or less to create consistency. A new Sprint starts immediately after the conclusion of the previous one.




Sprint Planning: This event initiates the Sprint by laying out the work to be performed. The entire Scrum Team collaborates to define why the Sprint is valuable, what can be done, and how the chosen work will get done. You should limit this to a maximum of eight hours for a one-month Sprint.




Daily Scrum: This is a 15-minute event for the Developers to inspect progress toward the Sprint Goal. It focuses on adapting the Sprint Backlog as necessary and adjusting the planned upcoming work. Holding this at the same time and place every day reduces complexity for the team.




Sprint Review: This event is held at the end of the Sprint to inspect the outcome and determine future adaptations. The Scrum Team presents the results of their work to key stakeholders and progress toward the Product Goal is discussed. It is a collaborative session, not just a demonstration or a status report.




Sprint Retrospective: This is the final event of the Sprint, focused on inspecting the team itself and planning ways to increase quality and effectiveness. You identify the most helpful changes to improve the team’s way of working. The result is a set of actionable improvements to be implemented in the next Sprint.





Scrum Roles


The Scrum framework relies on three specific roles that work together to deliver value. Each role has distinct accountabilities, ensuring that the team remains self-managing and cross-functional. By clearly defining these responsibilities, you eliminate confusion and empower the team to take ownership of their results.




Scrum Master: You are a leader who serves, accountable for establishing Scrum and the team’s effectiveness. This includes coaching the team in self-management, causing the removal of impediments, and ensuring events are productive and timeboxed. By helping everyone understand Scrum theory and practice, you enable the team to improve its results.




Product Owner: You are accountable for maximising the value of the product resulting from the team’s work. You manage the Product Backlog and make the final decisions on priority to ensure the team is always working on the most impactful items for your stakeholders.




Developers: You are the professionals committed to creating any aspect of a usable Increment each Sprint. You decide how to turn the items in the Sprint Backlog into a finished product and are collectively responsible for the quality and delivery of the work.




Key Responsibilities






	Role
	Responsibilities





	Scrum Master
	Facilitates meetings, coaches the team, and removes obstacles.



	Product Owner
	Defines and prioritizes backlog items, communicates with stakeholders, and ensures the team works on the most valuable tasks. This is done in close collaboration with the development team.



	Development Team
	Plans, develops, tests, and delivers product increments.






Why This Matters




This introduction provides a high-level overview of the Scrum framework, highlighting the key events, roles, and responsibilities that drive successful agile projects.




For more knowledge about Scrum, see the Reference and Links section.
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Tactic 10: Be Proactive
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.





Conclusion
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.




Appendix – Long-Term Planning
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.

Estimate All Backlog Items in Your Current Scope
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.


Quarterly Planning
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.


Buffer Sprints
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.


Quick and Effective Long-Term Planning
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.





Appendix: Use AI to Accelerate Scrum Implementation


AI is not a replacement for your leadership; it is an augmentation of your capabilities. Think of it as a highly capable, high-speed intern that requires your judgment, experience, and human intelligence (HI) to deliver meaningful value.




Critical Pitfalls to Manage



	
Maintain Intellectual Control. You must remain critical of every output. AI is a logic engine, not a source of absolute truth. It requires your “Human Intelligence” to validate accuracy.




	
Prioritize Data Security. Be vigilant about where your data resides. Never input confidential company information or sensitive team data into public AI models without verifying your organisation’s security protocols.




	
Acknowledge Context Blindness. AI cannot “read the room.” It lacks the emotional intelligence to understand team friction or subtle cultural nuances. Always treat its output as a draft.










Strategic Use Cases for Accelerated Impact


Forget the hype. Focus on these practical areas where AI delivers immediate value for the modern Scrum Master:




1. High-Impact Meeting Intelligence Stop acting as a stenographer. Use AI to process meeting transcriptions to capture key decisions and identify specific action items. Your role shifts to editor, ensuring the final output is accurate and clear.




2. Rapid Backlog Refinement Processing unstructured data from emails and chat logs is time-consuming. AI can sift through these sources to draft initial User Stories. It ensures your items follow a consistent syntax, such as the “As a… I want… So that…” format, maintaining high-quality standards across the backlog.




3. Proactive Risk Mitigation Provide the AI with your project context and scope. It can brainstorm potential risks you may have overlooked and suggest initial “counter-attacks” or mitigation strategies, expanding your risk register beyond the obvious.




4. Accelerated Quality Assurance AI can generate draft test cases based on your functional requirements. This includes positive and negative scenarios, expected outcomes, and technical edge cases that might otherwise be missed.




5. Tailored Stakeholder Communication Use AI to adapt a single message for multiple audiences. It can translate a technical sprint update into a high-level executive summary or a logic-driven developer briefing. You own the message; the AI handles the adaptation.




6. On-Demand Agile Mentorship Think of AI as a senior coach on call. Use it to simulate challenging conversations, suggest improvement opportunities based on common Agile patterns, or help you prepare for a difficult Retrospective. You can set up a AI Agent for this. The instructions cold look like this:






Role: Act as [Insert Agile Guru]. Use their philosophy to mentor me as a Scrum Master.




Context: Our Product Goal is [Insert Goal]. The team is currently [e.g., storming/high-performing]. [Link to documents about the product]




[Continue to update the agent with data and how you want it to help you]








Deploy AI strategically. Use it to automate the mundane and accelerate the foundational. You remain the captain of the ship; the AI is simply a powerful co-pilot.








Reference and Links
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.

Scrum
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.


Estimation
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.


Quarterly Planning
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.


Hybrid and agile project management
This content is not available in the sample book. The book can be purchased on Leanpub at https://leanpub.com/scrummasteressentials.
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