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Scrum Approach
to Software Development

Software product development is often been plagued by rapidly changing requirements and 
highly unpredictable results. Underlying these is the assumption that such development 
environments can be repeatable, defined and predictable. A methodology that accepts the 
inherent uncertainties, provides techniques to resolve them, would result in a more productive 
development. A methodology that caters to the empirical, rather than defined is the solution for 
such development environments. Scrum is one such empirical project and product 
development methodology that rapidly delivers working software to the end users. It is an 
iterative, incremental and adaptive process that accepts that the development process is 
unpredictable.

The role of a Scrum Master in such a scenario is critical in ensuring that the ecosystem for 
building software is balanced at all times. 
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Role of a Scrum Master

The demand for Scrum Masters is outstripping supply and with a good reason. A scrum 
master is like the micro-processor (process driver) that checks the health of the engine and 
makes adjustments to keep it running efficiently. As a software company continues to grow, 
a Scrum Master becomes vital in delivering amazing products. When trying to recruit a 
Scrum Master, hiring managers can feel like they are playing a high-stake game. Yet for 
software product companies, it’s such a foundational hire that you have to take the utmost 
measures to hire the very best talent.

There is a huge temptation to follow the best practices when embarking on the journey to hire 
a Scrum Master. The Internet is replete with resources on the ‘Hows’ and Whys’ of hiring a 
Scrum Master. This is, of course, completely understandable, but it can also backfire, if it’s not 
backed by sufficient internal understanding of exactly what is expected from the Scrum Master. 

For example, the definition of a Scrum Master tends to vary from one organization to the next.
So the first question you should be asking is:

What kind of a Scrum Master are you trying to hire – Agile Manager?  Agile Coach?  Agile 
Project Manager of geographically distributed project teams? Or an Account Manager?
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The product development team has a goal to make the best possible products for their clients.
Scrum Masters ensure that software delivery happens in an Agile and iterative way and that 
developers can get on with developing without impediments. As a software company continues 
to grow, a Scrum Master becomes vital in delivering amazing products.

You want to hire someone with clear passion for Scrum, so that he/she enables the team to be 
the best they can and deliver quickly. After all, quality and speed to market is everything in 
software development. When trying to recruit a Scrum Master, hiring managers might feel like 
that they are playing a high-stake game. Yet for software product companies, it’s such a 
foundational hire that you have to take utmost measures to hire the very best talent.

There is a huge temptation to follow the best practices when embarking on the journey to hire 
a Scrum Master. The Internet is replete with resources on the ‘Hows’ and Whys’ of hiring a 
Scrum Master. This is, of course, completely understandable, but it can also backfire, if it’s not 
backed by sufficient internal understanding of exactly what is expected from the Scrum Master.

First, let us drive a few myths out of the way

A Hiring Manager shouldn't ideally be hiring a Scrum Master; instead the team should do the 
job. One of the main reasons behind a malfunctioning team is when hiring decisions are 
relegated to the HR department of a mid-size or a large organization. Since the Hiring 
Managers and the HR are typically unaware of the intricacies of the team or the actual 
requirement in place, they tend to go by a checklist of generic qualities of a Scrum Master and 
give undue importance to certifications.

So, what kind of questions should you really ask to pick the right one?

Of course, there is the usual test to see if they are "smart," "flexible," "eager to learn new 
things," and so on. But beyond core technical competency and prerequisite qualities such as 
education, skills and experience, you can gauge whether the person is a good fit from the 
questions that follow.
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      Be Sure About the Kind of 
         Scrum Master You Need
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Assessing a person’s ability to perform the role of a Scrum Master at your organization is 
greatly dependent on whether they are a good cultural fit and if they are able to adapt to the 
processes and work culture of your team with an open mind. This is where their ability to 
understand company needs and their work history becomes vital in determining whether they 
can fit your needs. 

How would you describe your leadership style? 
What you should be looking for here is the ‘servant leadership’ aspect to surface. Are they 
the kind to just throw around instructions or are they truly seeking to remove impediments for 
the team and enable them to perform their best? You can better understand their leadership 
style by eliciting examples and anecdotes from their work history where they have been able 
to be the servant leader and a person that truly enjoys working with people. It is vital that 
you take the time to understand the candidate’s various intelligence parameters such 
as IQ, EQ and so on.

How do you apply the values of Scrum and encourage your team to do the    
same? 
You should know whether the person has applied the Scrum values -- Courage, Commitment, 
Focus, Openness and Respect -- and in what situations. Their experience in applying these 
values, as well as, techniques they use to encourage other team members to apply them, is of 
key importance.

How do you increase the team’s ability to get cards through to 'Done'? 
This question is aimed at understanding specific skills that the Scrum Master brings to the 
table in helping teams breaking large pieces of work into smaller vehicles, to make it more 
conducive to iterative development.

What are the rules in Scrum? 
While this may seem like a tricky question, it is really designed to understand the essence of 
Scrum. Scrum is customized and blended to allow teams to work in cohesion, but at the same 
time, it offers scope for experimentation. So, it is important to understand whether the 
candidate understands and respects ‘the inspect and adapt’ aspect of Scrum.

Have you ever worked with distributed teams? 
It is a common knowledge now that distributed teams are becoming increasingly popular, to 
get access to better talent and better work. It is important that the person you are interviewing 
is able to handle collaboration in a distributed team environment and the intricacies that go 
along with it.

 Ask These 11 Questions to
Hire the Right Scrum Master
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How flexible are you to adapting to a new culture?
Assessing a person’s ability to perform the role of a Scrum Master at your organization is 
greatly dependent on whether they are a good cultural fit and if they are able to adapt to the 
processes and work culture of your team with an open mind. This is where their ability to 
understand company needs and their work history becomes vital in determining whether they 

can fit your needs.

How would you describe your leadership style?
What you should be looking for here is the ‘servant leadership’ aspect to surface. Are they the 
kind to just throw around instructions or are they truly seeking to remove impediments for the 
team and enable them to perform their best? You can better understand their leadership style 
by eliciting examples and anecdotes from their work history where they have been able to be 
the servant leader and a person that truly enjoys working with people.

How do you apply the values of Scrum and encourage your team to do the    
same? 
You should know whether the person has applied the Scrum values -- Courage, Commitment,
Focus, Openness and Respect -- and in what situations. Their experience in applying these 
values, as well as, techniques they use to encourage other team members to apply them, is of 
key importance.

How do you increase the team’s ability to get cards through to 'Done'?
This question is aimed at understanding specific skills that the Scrum Master brings to the 
table in helping teams breaking large pieces of work into smaller vehicles, to make it more 
conducive to iterative development.

What are the rules in Scrum? 
While this may seem like a tricky question, it is really designed to understand the essence of 
Scrum. Scrum is customized and blended to allow teams to work in cohesion, but at the same 
time, it offers scope for experimentation. So, it is important to understand whether the 
candidate understands and respects ‘the inspect and adapt’ aspect of Scrum.

Have you ever worked with distributed teams? 
It is a common knowledge now that distributed teams are becoming increasingly popular, to 
get access to better talent and better work. It is important that the person you are interviewing 
is able to handle collaboration in a distributed team environment and the intricacies that go 
along with it.

What metrics have you used for tracking progress? 
Metrics used can be points or hours. It is important to discuss common tools that are used to 
provide visibility such as burn up / burn down charts or card walls. It can be useful to find out 
how they handle an over-committed or under-committed burn down and burn up / burn down 
charts.

What approach do you use to remove impediments?
Impediments can slow down and even hamper the progress of an otherwise well-functioning 
Scrum team. It is the Scrum Master’s responsibility to be actively looking for impediments and 
working in conjunction with the Scrum team to getting these resolved and provides support to 
the team as required. It can be interesting to find out exactly what kind of a step-by-step 
approach the Scrum Master in identifying, differentiating and limiting the number of 
impediments.

How would you have us measure your success as a Scrum Master? 
This is an open ended question with several right answers. But they should be able to provide 
details of how they track progress, how they deal with various team issues, how they remove 
impediments and how they are able to drive the team towards continual improvement.  

What questions do you have for us?
This will give the candidate an opportunity to ask a lot of 
questions and will help the person who is conducting the 
interview to understand whether the candidate and the 
organization will fit going forward. Given that every 
organization’s needs and culture vary, this can be a critical avenue for an open and honest 
discussion.

How do you differentiate between monitoring and facilitating?
With autonomous teams, the centralized steering, controlling and managing roles no longer 
make sense. The team is assumed to be well equipped, well-trained and consists of 
responsible individuals who are able to organize themselves to work towards a common goal. 
The need therefore is that of a facilitator of the process, rather than the facilitator of the 
deliverables. Ensuring the smooth progress, resolving the blocking issues, influencing the team 
behavior to achieve the vision is where the competent leader is needed for the empowered 
teams.
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For any organization – whether small or big – the best approach to 
get started is to list down all the traits of a good Scrum Master, taking 
into account company culture and team style. In a nutshell, it is vital 
that the Scrum Master has the right leadership approach to Scrum 
and implements the right ideas and patterns to empower teams to 
become more effective. 
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