
The game plays like planning poker:

1. Listen to the Scenario.
2. Select a Stance in secret.
3. Everyone shows at once.

Tips:

1. Imagine yourselves as a ScrumMaster.
2. Fill in missing information with your

imagination.
3. There is no right or wrong!

Rules: Participant
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MEQIFY Academy delivers toolkits,
seminars, workshops and trainings,

physically or digitally, within the agile
domain. We have a lot of things

prepared, but usually do a custom setup
to give maximal impact and value.

Our experience frommany different
industries help us find something that suits

you!

Want to knowmore?
academy.meqify.se
info@meqify.se

About MEQIFY

We are based in Lund, Sweden and have
since 2015 helped product companies,

often outside the software industry, with
team and organisational development.

Our Vision is to unleash creative power for
sustainable delivery, with people at the

heart!

Sounds Interesting? Let's chat!
www.meqify.se
info@meqify.se

About MEQIFY

Options for selecting scenarios:

A. Random Draw.
B. Draw three, select one.

C. Sort out topics you are interested in
(i.e Daily Scrum).

Tips:

1. Use scenarios from your own experience.
2. The random draw helps you uncover

unknown information.
3. Rotate the person that reads the

scenarios.

Rules: Scenarios

Rules for facilitation:

1. Don't be afraid to rotate facilitation
between rounds.

2. If you get asked for more details, use
your imagination!

3. Everyone should get an opportunity to
explain their Stance.

4. Follow-up with open questions.

Tips:

1. Stay in the scenario.
2. Be curious, ask open questions.

3. Try the suggested follow-ups if you get
stuck.

Rules: Facilitator
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The concept Stances was introduced by
Barry Overeem in the article "The 8
Stances of a ScrumMaster" (2017).

This has been refined as movie
characters by MEQIFY (2023).

Pragmatist was introduced by Comic Agilé
(2020).

Actively Doing Nothing was introduced by
Bas Vodde (2019).

History





During a Daily Scrum you notice that a
teammember is more quiet than usual

and seems distant. Nobody says
anything and the event ends.

1.Whydidn'tanyonereact?
2.Inwhatwaycanyoubuildateamculture

whereyoureact?
3.Howcanyoustartaone-to-one

conversationabout"Difficultquestions"?

Daily Scrum

1

The team is in the middle of their Sprint
Review, and the Sprint Goal, as well as
many of the user stories have not been
completed. The Product Owner is visibly
disappointed and begins to question the

effectiveness of the ScrumMaster.

1.Isinspectionoftheteameffectivenessa
topicfortheSprintReview?

2.HowcanStakeholdersgivefeedbackonif
theteammeetsexpectations?

3.Inwhatwaycanyoumeasureprogress
towardscustomercommitments?

Review; Sprint Goal

8

During a Sprint Retrospective, the team
discusses its struggle to meet deadlines
and that they are frequently falling short
of the Sprint Goals. The ScrumMaster
also notices that teammembers are not
communicating effectively and are not

collaborating on tasks.

1.Howcanyouincreasecommunication
andcollaborationinateam?

2.ShouldaSprintGoalalwaysbefulfilled?

Retrospective; Developers

9

A teammember has invited a sales
person to the Daily Scrum. They are both
very enthusiastic about a new business
opportunity. It's a small and risk-free
implementation, but it has to be done
before the next Sprint starts. The team
member quickly adds the task to the

Sprint Backlog.

1.DidyounoticethatitwasnotthePOthat
cametogetherwiththesalesperson?Isthat

anissue?
2.Wouldyouhavereacteddifferentlyifit

wasthePO?
3.Howcanyoubalanceenthusiasmwith

followingtheframework?

Sprint Backlog

2

The Developers have thoroughly
prepared their Review. During the

presentation everything goes smooth,
and the Stakeholders looks interested.
When the team open up for questions

the room gets quiet.

1.HowcanyoudesignaReviewtogetmore
interactivity?

2.Isitaproblemiftheteamalwaysdoesa
goodjobandthatthereisnofeedbacktobe

given?

Review; Stakeholders

3

A line manager contacts you regarding
the upcoming performance review. She
has noted that you have a good dialog

with a teammember and would like you
to give her some written statements for

the performance evaluation.

1.HowcanaScrumMasterandaline
managershareresponsibilitiesand

accountabilities?
2.Canthisco-operationhaveanylong-term

effects?

Line Manager; Developers

4

The team have had some rough Sprints
and looks like they will miss their Sprint

Goal once again due to unforeseen
issues. During a team lunch a member
proposes that they skip the next Review
to get some peace to try to stabilize the

product.
1.Whatcouldbethereasonthatyoumiss

severalSprintGoalsinarow?
2.Arethereanyconsequencestoskipa

Reviewifthereisnothingtogivefeedback
on?

3.Areyouallowedtogooutsidethe
Frameworktoreducestress?

Sprint Goal; Review

5

During a Sprint planning session, the
ScrumMaster notices the team has
become self-admiring and is not

engaging in productive discussions.
Potential risks are met with an "It will

be fine!".

1.Isitanissuethattheteamdon'tchallenge
themselves?

2.Howcanyouhelpthemtoraisethebar?
3.Howcanyoufacilitatearisksessionto

understandifitisurgent?

Sprint Planning

6

During a Backlog refinement, you notice
that teammembers are discussing

features and designs at a detailed level,
which is preventing them from

understanding the big picture of the
product.

1.Whatlevelofdetailshouldbediscussedat
Backlogrefinement?

2.CantheFrameworksupportyouin
communicatingthebigpicture?

3.Whatmethodscanyouusetocreatea
compellingGoal?

Backlog Refinement; Product Goal

7





During a Daily Scrum, a teammember
reveals that they have been struggling to
keep up with the Sprint commitments
due to a lack of external resources to

complete their tasks. You notice that the
teammember is becoming increasingly

frustrated and that the tone of the
meeting is becoming tense.

1.Howwouldyoude-escalatethesituation?
2.Arethereanywaysofhandlingexternal

dependenciesintheframework?

Daily Scrum; External Dependencies

10

You are standing in for a colleague to
facilitate a Sprint Planning. They are
supporting several projects. Before the

planning has ended, the Developers asks
you to help them find one Sprint Goal for

each of the three active projects.

1.CanyouhavemultipleSprintGoals?
2.WhoiswritingtheSprintGoals?

3.ShouldtheSprintGoalbewrittenatthe
startorattheendoftheplanning?

Sprint Planning; Sprint Goal

11

You are in the middle of a Sprint and are
facing major issues with progress. The
Product Owner has requested numerous
changes to the Backlog, but the team has
found it difficult to keep up with all the

changes and has fallen behind.

1.WhencantheProductOwnerchangethe
scopeoftheSprint?

2.Ifthefeedbackcomesoftenandis
relevant,howcanyouhandleit?

3.Arethereanydrawbackwithtoomuch
feedback?

Sprint Backlog; Product Owner

12

You are working on a project that
requires a very complex Product
Backlog. The team is frequently

running out of time to complete the
Backlog items assigned to them before

the end of the Sprint. The Product
Backlog items carried over from the
previous Sprints have continued to

accumulate.

1.Whatoptionsdoyouhavewhenthe
realityisthatanitemisnotDonewhenthe

Sprintends?
2.Arethereanydownsidewithpushing
itemstofutureSprints?Howcanitbe

avoided?

Product Backlog; Sprint

13

The company has been using the Scrum
methodology for their projects for many
years. You get assigned to a team that
struggles with meeting their Goals.

Upon investigation, you discover that
the team has been skipping the

Retrospectives.
1.Arethereanyvalidreasonstoskipa

Retrospective?
2.Whatcouldbepotentialissueswithdoing

so?
3.HowcanyoukeeptheRetrospective

valuableforseveralyears?

Retrospective

14

Amature team needs a replacement
during a paternity leave. During

handover, you immediately notice that
the team has Daily Scrum only three

times a week.

1.Whataretheprosandconswithnot
havingDailyScrumeveryday?

2.Whatcouldbethereasonforthis?
3.Shouldyouenforceanychangeswhen

youareatemporarystand-in?

Daily Scrum

15

At the end of the Sprint Planning, it is
concluded that the work is too much to
fit into the sprint, which is often the

case. The Product Owner struggles with
finding anything to descope from the
Sprint: "Everything is highest priority

from above, what can I do?"
1.CanyoustartaSprintevenifyouthinkits

toomuch?
2.Howcanyoumanagethesituationshort

term?
3.HowcanyousupporttheProductOwner

insolvingthelongtermissue?

Product Owner; Sprint Planning

16

The Scrum team has been working on a
project for five Sprints and progress is

steadily increasing. However, this Sprint
the team has noticed that their output is
not increasing any more, and it is not

meeting the expectations of the
Stakeholders.

1.Is"continuousimprovement"alwaysthe
goal?

2.Howcanyoumeasure"improvement"?
3.Howcanyoumanagetheexpectations

fromtheStakeholders?

Sprint

17

Your team is working on a large project
that involves multiple dependencies to

other teams. The project has been
ongoing for several months and progress
has been slow due to delays in getting

the necessary resources and
information.

1.IsthereanythingintheFrameworkthat
canhelpyouout?

2.Howcanyoumanagethesituationshort
term?

3.Howcanyousupportthecompanyin
solvingthelongtermissue?

Scaling; External Dependencies

18





Your team is facing a high turnover rate,
which has resulted in a lack of

continuity and knowledge retention
within the team. This is causing delays
in the development and impacting the

team's ability to deliver on time.

1.Whatturnoverrateisacceptable?
2.Ifitistoohigh,howcanyouhandlethe

situation?
3.Canyouspendalotoftimeoncollecting
andstoringinformationandstillbeagile?

Developers

19

You get a new Product Owner with a
sales background. She is often
unavailable for clear and timely

feedback on the work being done, which
is causing confusion and rework.

1.WhenshouldtheProductOwnerspend
timewiththeteam?

2.Whatismostimportant:Customer
feedbackorProductOwneravailability?
3.Howcanyousupportanon-technical

ProductOwner?

Product Owner
20

The team is facing technical challenges
related to integrating their module with
the customers existing systems. They

are having difficulty getting the
necessary access and information from
the customer, which is causing delays.

1.IsthereanythingintheFrameworkthat
canhelpyouout?

2.Howcanyoumanagethesituationshort
term?

3.Howcanyousupportthecompanyin
solvingthelongtermissue?

External Dependencies; High level plan

21

You have just transitioned from stage-
gate with a strong line organization to
cross-functional agile teams. A team
member has not adopted well and is
refusing to do things outside of his

specialist area.

1.IsScrumsuitableforeverypersonality?
2.Whatcouldbetheunderlyingissuesfor

therefusal?
3.Howcanyouhandlespecialiststhatneed

tostayspecialists?

Transformation; Developers

22

The team is facing unexpected delays in
receiving critical components from an
external vendor. The Stakeholders are
also becoming increasingly impatient
and are putting pressure on the team to
deliver on time despite the challenges

they are facing.
1.IsthereanythingintheFrameworkthat

canhelpyouout?
2.Howcanyoumanagethesituationshort

term?
3.Howcanyousupportthecompanyin

solvingthelongtermissue?

External Dependencies; Stakeholders

23

Two teammembers are disagreeing over
the best approach to solve a problem,
resulting in them taking a lot of time
arguing with each other during Daily

Scrum. It is intensive but your
evaluation is that it is a constructive

dialog.
1.Whatprosandconsittherebyprolonging

theDailyScrumwhenneeded?
2.ShouldeachDeveloperspeakforthe

sametimeeveryday?
3.Canyouarguewitheachotherinfrontof

theteam?

Developers; Daily Scrum

24

During a Retrospective you notice that
the same issue has come up three

Sprints in a row. The issue is centred
around an individual that is refusing to
take the constructive feedback given.

1.Shouldyoutalkaboutissuesregardingan
individualduringaRetrospective?

2.Howwouldyoude-escalatethesituation?
3.Whatmethodscouldyouusetosupport

theindividual?

Retrospective; Developers

25

You are a ScrumMaster and plan a long
vacation. You let the team facilitate their
own planning the coming Sprint. When
you come back you notice that Backlog
items don’t have Acceptance criteria's

(as they usually have).

1.Whydoyouthinkitchangedwhenyou
werenotpresent?

2.ShouldtheScrumMasterbeavailableon
allevents?

Product Backlog; Sprint Planning

26

Another ScrumMaster approaches you
in the middle of a Sprint. They are
missing a key competence, which a
specific individual in your team has.

They do not seem to be able to solve the
issue without her.

1.Whatareyouroptionsshortterm?
2.ArethereanythingintheFramework

thatcanhandleprioritiesbetweenteams?
3.Howcanyousetupastructuretohandle

thesesituationslongterm?

Developers; High level plan

27





At the start of the Sprint Planning an
important and well-informed

Stakeholder comes to the team area.
"Our most important customer will try
out the feature at the top of your Product
Backlog at the end of this Sprint. Failure

is not an option"!

1.WhoshouldparticipateintheSprint
Planning?

2.Whataretheprosandconsofhard
deadlines?

3.Howcoulda"Failureisnotanoption"
approachaffecttheteamlongterm?

Stakeholder; Sprint Planning

36

The manager for the ScrumMasters
approaches you. There are budget cuts
needed and she wishes you to take on

two additional teams since the team you
are supporting right now is already high

performing.

1.Howmanyteamsaremaximumfora
ScrumMaster?

2.CanyouhavetwoScrumMasterinone
teamifDevelopersarebeingcut?

3.WhatissuescouldriseiftheScrum
Masterisoverloaded?

ScrumMaster

28

A teammember is constantly telling bad
jokes that you find offensive. No-one is
laughing, but no-one is objecting either.

1.ShouldtheScrumMasteracceptthisif
sheistheonlyonethatareoffended?

2.Whatwaysaretheretocreateastrong
andacceptableteamculture?

Developers

29

You are a ScrumMaster in a team that is
half-way into Sprint seven. They have
fulfilled their last three Sprint Goals

with ease. Now you judge that they are
far behind their usual pace, but nobody

seems to notice this.

1.WhatmethodscanhelptheDevelopersto
noticethisbythemselvesnexttime?

2.Wouldyouactdifferentlyinanewteam?
3.Whoisresponsiblefortrackingprogress

inaScrumteam?

Sprint

30

You are a ScrumMaster in a team with a
Product Backlog that contains several
months of important work. The Product
Owner tells you that even more business

requirements are on its way.

1.IsthereamaximumsizeoftheProduct
Backlog?

2.Shouldyouaddallrequirementtothe
ProductBacklog?

Product Backlog; Product Owner

31

After reviewing the quarterly budget, the
Product Owner informed the team

during the next Sprint Planning that
they need to increase their pace of new
feature releases to meet sales quotas

without increasing costs.

1.Howcanyouhandleconflictingtargets
withsupportfromtheFramework?

2.Whataretheeffectsofastrictbudget
process.

Product Owner; Stakeholders

32

During a Daily Scrum at the end of the
Sprint, an important story has not been
started yet. When you ask what's going

on, you get the answer "Kim is the
assignee in Jira, and she is sick this

week".

1.Whataretheprosandconsofaclear
storyownership?

2.Howcanyoustimulateshared
responsibilitiesintheteam?

Daily Scrum; Developers

33

During a Daily Scrum, a Developer asks
the Product Owner "We need a quick

decision on the corner radius of the lid".
The Product Owner promises to come
back after the next meeting with the
customers Key Account Manager.

1.Whatarepotentialissueswiththatthe
Developersisfarfromtheendcustomer?

2.HowcanyougivetheProductOwnerthe
voiceofthecustomer?

Product Owner; Developers; Stakeholders

34

During a Retrospective, a Developer asks
"In Scrum there should be a burn-down
chart. Why don't we have it?". The team
asks the ScrumMaster to take action to

set one up and keep it updated.

1.Isaburn-downchartanessentialpractice
intheScrumFramework?

2.Whenwouldaburn-downchartbeof
value?

3.Whoupdatestheburn-downchart?

ScrumMaster; Developer; Retrospective

35





The teams only expert on low-level
programming comes to you "I'm told to
support another team the coming Sprint,
they don't have any experts in my field

and have a certification soon".

1.WhocanmakeprioritiesbetweenScrum
teams?

2.Ifthereisonlyoneexpertinthecompany
(andnonecanbefoundoutside),what

optionsdoyouhave?
3.Howwouldyouaddresstheissueshort

termvslongterm?

Developers; Scaling

37

As a ScrumMaster you find that the
Product Backlog contains a bunch of
features with no clear red thread, or

overall goal. At the next Sprint Planning
there is too much to do, and descoping is

needed.

1.ArethereanythingintheScrum
Frameworkthatcanhelpyouout?

2.Whataretherisksofateambecominga
"featurefactory"?

Sprint Planning; Product Goal

38

At the end of the Sprint, issues outside
the team’s control have resulted in most
of the tasks are stuck in the "waiting"
column. The team is lost, and the
Product Owner is on vacation.

1.ArethereanythingintheScrum
Frameworkthatcanhelpyouout?

2.ShouldtheProductOwneralwaysbe
reachable?

Sprint Backlog; Sprint; Sprint Goal

39

The sales department proposes new
features in the middle of a quarter. The
Scrum team thinks they are not valuable

and the sales department is only
suggesting them for a bonus. The Scrum

team is unwilling to discuss them.
1.IsthereanythingintheFrameworkthat

canhelpyoutostartadialog?
2.Inwhatwaydopersonalincentives
affectteamdynamics?Whatareother

optionstobonussystems?
3.Howcanyoucreateacadencethatsuits
boththeteamandthesalesorganisation?

Stakeholders; High level plan

40

A senior leader expresses concern to you
about your coaching style and the lack
of results from the team. "Other teams

have great output, you have three
Sprints to improve. Otherwise I will

replace you!"

1.ShouldtheScrumMasterfeelresponsible
forteamoutput?

2.Whatmetricsshouldyouusetocompare
teams?Cantheybecomparedatall?

ScrumMaster; Developers

41

You are close to shipping your product.
During planning, the team realize they
need a local safety certificate. You make
a quick phone call and get the reply: "I'm
very sorry, but our legal team is choked

and the certification body have a 3
month lead time". The team looks

depressed.
1.IsthereanythingintheFrameworkthat
couldhavepreventedthisfromhappening?

2.Inwhatwaycanyoutakecareofthe
teammembers?

3.Howwouldyoufindoutwhattodothe
coming3months?

Sprint Planning; High level plan

42
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