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Abstract 
På senare tid har användandet av Scrum som verktyg för att organisera och hantera 

programutvecklingsprojekt växt avsevärt. Scrum anses av många som den bästa metodiken för 

programvaruutveckling, p.g.a. dess flexibilitet och tekniker för att hantera snabbt förändrade 

krav och lagarbete. 

 

De flesta av framgångarna för Scrum vilar på priniciperna för självorganisering och “subtil 

kontroll”. Med Scrum arbetar utvecklingsteamet självständig, utan direkt kontroll, och 

övervakning och påverkan utifrån är minimal. 

 

Trots fördelar och de möjligheter till att lyckas som Scrum erbjuder så har dess införande inte 

alltid varit en helt positiv upplevelse för användarna. Självorganisering och subtil kontroll må 

vara utomordentliga principer för att främja samarbete och självförbättring, men de kan även 

orsaka riskabla situationer när de missförstås eller inte appliceras alls. 

 

Avsaknad av auktoritet och ledarskap är typiska risker med alltför självorganiserande team, 

medan obehag och frustration kan bli följden av för mycket kontroll och påverkan utifrån på 

teamet och dess aktiveter. I båda fallen blir resultatet ett hinder som äventyrar den stabilitet och 

ordning som måste finnas på arbetsplatsen. 

 

Studien har för avsikt att åskådliggöra orsakerna till sådana extrema situationer. Genom analys 

av information inhämtad från scrumanvändare, visar undersökningen på möjliga orsaker till 

varför självorganisation och subtil kontroll ibland inte fungerar som väntat, samt de negativa 

konsekvenser som detta kan få på ett projekt. 

 

Slutsatserna återspeglar även hur människor uppfattar och applicerar självorganisation och subtil 

kontroll, samt hur de tolkar och antar sina roller under processens gång. Andra relevanta frågor 

som har noterats i undersökningen är hur scrummästaren och teammedlemmarna hanterar 

problems såsom avsaknad av auktoritet eller överdriven påverkan utifrån. 

 

Utfallet från studien visar att en gedigen introduktion och utbildning i scrumteori och dess 

principer är viktigt för att undvika risker. Resultaten har också påvisat betydelsen av en aktiv, 
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genomgående kommunikation och engagemang bland alla roller som är delaktiga i projektet, för 

att slippa onödiga konflikter och påfrestningar. 

 

Sammanfattningen och slutsatserna inkluderar även en kort beskrivning av vad som kan 

förbättras för att undvika att extrem självorganisation eller överdriven kontroll inträffar, eller 

åtminstone minimera deras negativa inverkan på projektet. 
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Abstract 
In recent years, the use of the Scrum methodology as a tool to organize and manage software 

development projects, has grown considerably among organizations. Due to its flexibility and 

approach to handle fast changing requirements and enabling team work and improvement, Scrum 

is considered by many software professionals to be the best alternative to implement their 

solutions. 

Most of the success of Scrum rests upon the concepts of self-organization and subtle control. 

With Scrum, teams work independently whereas control is applied indirectly and supervision and 

intervention are minimal. 

However, in spite of all the benefits and possibilities for success that Scrum offers, for many of 

its users not everything has been quite a happy experience. Indeed, self-organization and subtle 

control may be excellent principles to encourage cooperation and self-improvement, but they can 

also trigger dangerous situations when not applied or understood properly.   

Loss of authority and direction are typical risks with excessively self-organized teams, whereas 

discomfort and frustration are the results of too much control and intervention over the teams and 

their activities. Eventually, either case becomes an obstacle that jeopardizes the stability and 

order that shall exist within the working environment. 

The study helps visualize the reasons that originate such extreme situations. Through the analysis 

of the information obtained from Scrum users, the research shows the possible reasons why self-

organization and subtle control may not function as successfully as expected, and the negative 

consequences that this may have over the project. 

The findings also reflect how people understand and apply self-organization and subtle control 

and how they interpret and assume their roles along the process. Other relevant issues that have 

been remarked during the research are the Scrum Master's and team members' approaches to 

handle problems such as loss of authority and excessive intervention. 

Additionally, the outcome of the study shows that a solid introduction and lecturing of the Scrum 

theory and principles are equally important to avoid further risks. The results have revealed as 

well, the importance of an active, constant communication and commitment among all the roles 

involved in the project in order to keep away unnecessary conflicts and tensions. 

The summary and conclusions include a brief recount of what can be improved in order to 

prevent that extreme self-organization and excessive control happen or at least minimize their 

negative impact on the success of the project. 
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 1 Introduction 

The term Scrum has become increasingly popular within the software community. Scrum is a 

framework commonly used in Agile development and it is considered one of the most successful 

methodologies to manage software projects [ 26 ]. Scrum introduces new approaches and 

practices into project management that are much more suitable for dynamic and complex 

environments than the traditional methods [ ibid. ]. This is an important issue in software 

development, specially when requirements are always emerging or changing in a fast pace, 

making the project unpredictable [ ibid. ]. 

Scrum has been in the software market for quite a time but it was just during the early 1990's that 

the methodology was first introduced into companies [ 26 ]. Since then, Ken Schwaber, who is 

considered the creator of the modern Scrum, together with other software experts like Mike 

Beedle and Jeff Sutherland have worked intensively and contributed to the evolution of Scrum [ 

2 ]. Books such as Agile Software Development with Scrum (Schwaber, Ken, 2001), Agile 

Project Management with Scrum (Schwaber, Ken, 2003), and The Enterprise and Scrum 

(Schwaber, Ken, 2007), are part of the core literature for Scrum users.  

The main characteristic of the Scum methodology is the organization of work in incremental 

cycles or iterations called “sprints”. Each sprint usually has a duration of two to four weeks, and 

aims to satisfy a set of prioritized customer's requirements [ 1 ]. The outcome of every sprint is a 

“potentially shippable increment” of software [ 2 ]. Such piece of software shall contain all the 

functionality for the features, non-functional requirements, and bug fixes that have been 

previously specified and committed at the beginning of the sprint [ ibid. ]. 

Among the reasons of Scrum's popularity are features such as simplicity, flexibility, high 

productivity and ability to enhance team performance and facilitate communication and 

interaction  [ 3 ]. Since every sprint is meant to produce incremental pieces of software, faster 

deliveries are possible, as well as rapid responses to emerging requirements [ ibid. ]. Also, due to 

the simplicity and adaptability of the Scrum methods and practices, this framework can easily 

serve “as a wrapper for various engineering practices promoted by other Agile methodologies” [ 

2 ]. 

 1.1  Background 
For many companies, Scrum has become the best approach to manage and organize software 

projects. It optimizes the development environment with a set of interrelated practices and rules 
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and enables delivery of working functionality in short periods of time [ 4 ]. Furthermore, “Scrum 

is scalable from single projects to entire organizations. Scrum has controlled and organized 

development and implementation for multiple interrelated products and projects with over a 

thousand developers and implementers.” [ ibid.].  

But despite of all the advantages that Scrum may offer, there are still many cases where the end-

product is not always satisfactory. The organization of tasks and team dynamics play an 

important role in software development. A number of factors may affect the execution of work, 

the achievement of expected results, and ultimately the success of the project itself. Whether this 

situation takes place due to how the methodology is applied or for other reasons, it is certainly a 

matter that concerns many of the Scrum users.    

Self-organization and subtle control are core principles of the Scrum methodology. With Scrum, 

the team becomes autonomous whereas the project leader assumes a guiding role [ 23 ]. Team 

members are encouraged to self-organize and manage themselves, and they take most of the 

responsibility during the development process [ ibid. ]. On the other hand, the project leader 

becomes a facilitator, coaching and influencing the team in a rather indirect, subtle manner. In 

this way, the team strives to excel and fully commits to the project [ ibid. ].  

Self-organization and subtle control can also become a double-edge knife, when not correctly 

applied and understood. Many risks and problems may easily occur when control is subtle and 

indirect [ 5 ]. Team members become too independent, working in an overly open development 

environment where leadership and authority bounce from one member to another [ ibid.]. Then, 

control and order can be lost with catastrophic consequences for the project.   

 1.2  Problem description 
As Ken Schwaber [ 5 ] states in his Control Chaos website “it can be difficult to give up the 

control that it takes to support the Scrum methodology. The approach is risky, there is no 

guarantee that the team will not run up against real limits, which could kill the project”. In fact, 

when people are given plenty independence to work, there is always a possibility that they will 

act beyond the project's guidelines and rules in order to achieve their goals. This can affect 

negatively their performance and the project itself. 

Also in his book Software Development with Scrum (Schwaber, 2001) [ 13 ], Schwaber has 

mentioned that many problems related to subtle control and self-organization happen because of 

poor knowledge, misinterpretation, or misuse of the Scrum rules and practices. The way people 

conceive and implement the Scrum principles shall determine the success or failure of the 
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project.  

Therefore, it is important to clearly understand what self-organization and subtle control mean. 

Even though teams are encouraged to manage themselves and be independent, they are still 

under control from the management [ 23 ]. However, control shall always be exercised in a 

rather indirect way. It is equally significant to achieve and maintain balance between self-

organization and subtle control [ ibid. ]. Extreme situations could be very risky and dangerous 

for the project.    

And the risk can be really high. An excessive self-organizing environment can lead to poor 

communication and foment barriers and conflicts among the team members. Socialization and 

synchronization deteriorate and instead, instability, ambiguity and tension emerge [ 13 ]. The 

situation then becomes chaotic and, unless proper controls are adopted promptly by the 

management, the entire project can be seriously affected [ ibid. ].   

But is the problem just a misunderstanding of the Scrum rules? What really causes that self-

organization and subtle control do not always function successfully? What can be done to 

reinforce the effectiveness of self-organization and subtle control? To get the answers to these 

questions, it is necessary to investigate how Scrum is applied in reality to develop software. It is 

important to find out how people understand and use the Scrum principles, what problems they 

face regarding subtle control and self-organization, and what can be done to minimize or avoid 

such problems. 

 1.3  Purpose 
The purpose of this thesis is to introduce an investigation of how Scrum users understand and 

apply the Scrum theory, roles and methods, focusing on the principles of self-organization and 

subtle control. The research aims to provide a clear view of the practice of self-organization and 

subtle control in software development projects, as well as the problematic situations and risks 

that Scrum users experience regarding the practice of such principles.  

Through the analysis and evaluation, the study pursues to investigate the reasons of why self-

organization and subtle control sometimes do not function as expected. Issues such as levels of 

commitment, trust and active communication are also factors of interest. The information 

provided by the report describes the risks of the lack of knowledge of the Scrum theory and 

principles, and poor communication and interaction among all the roles involved in the project. 

Other risks such as giving up control, granting plenty autonomy and independence, and relying 

considerably on peoples' skills and experience, have been as well pointed out.   
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Another matter of interest is to highlight the importance of achieving and maintaining balance 

between self-organization and subtle control in order to ensure the success of the project. A clear 

description of how self-organization and subtle control are handled along the development 

process, as well as a summary including the findings and conclusions will be the outcome of the 

investigation.  

Moreover, the observations and recommendations intend to improve the way the Scrum 

principles are being used and/or complement somehow the existing advantages of the 

methodology.    

 1.4  Goals, target group and public welfare, ethics and sustainability 
The goals of the study are: 

• To analyze how Scrum users understand and practice self-organization and subtle control 

to produce software and what positive and negatives situations they have encountered 

• To investigate and show what problems and risks exist regarding the principles of self-

organization and subtle control  

• To analyze what causes such problems and risks and find ways to avoid them or 

minimize them in the future 

The target group of the research includes all IT professionals who work with software 

development using the Scrum methodology. The conclusions and recommendations presented in 

the report can be beneficial to all Scrum users that have experienced difficulties understanding or 

exercising self-organization and subtle control.  

The ethical effects that are expected can be considered positive since the findings aim to improve 

the performance and productivity of Scrum users and to contribute to the success of the projects 

they are working on. 

The misunderstanding or misuse of self-organization and subtle control can easily generate 

extreme situations and major risks. Team members that become too self-organized can create an 

atmosphere of instability and disorganization within the group. Tensions emerge due to little 

communication and poor cooperation among the members which, at the same time, could affect 

their performance and productivity.  

Too much control and intervention can also foment a milieu of uneasiness and discomfort for 

team members. Frustration grows when the management does not understand the independent 

nature of Scrum teams and their group dynamics. This as well, could affect seriously the way of 

conducting the work and the quality of the product.    
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When such problems exist, then the relationship between the client and the development team 

can deteriorate and even come to an end with the respective negative consequences for the 

business.   

That is why it is important to identify the causes of extreme occurrences of self-organization and 

subtle control. Exploring the reasons will allow find solutions to the existing problems and/or 

prevent them to happen in the future. Minimizing this sort of risks will contribute to the 

improvement of the working environment and have a positive effect in the execution the project.  

The recommendations included in the study may involve making changes and adjustments in the 

way Scrum users and clients conduct their work and interact with each other. Therefore, Scrum 

users must consider the level of the risks and the seriousness of the problems existing in their 

environment and evaluate the benefits that can be achieved after such changes have been 

implemented. 

 1.5  Method 
There are two main models or methodologies in research: the quantitative method and the 

qualitative method [ 29 ]. The quantitative method aims to explain a problem or prove an 

hypothesis by collecting numerical data and processing it using mathematical methods [ 31 ][ 29 

]. The qualitative method pursues to understand in a deeper way, an event or issue taking place at 

a specific moment within a group of people. Therefore, the information to be used in the research 

usually consists of conversational or observational reports [ 28 ]. More detailed definitions of 

both methodologies and their uses are provided in Chapter 3.     

The methodology that has been chosen to conduct this study is the qualitative method. The main 

reason for this decision is that the primary goal of the research is to investigate how Scrum users 

understand and exercise self-organization and subtle control, what problems they encounter and 

what the possible causes are of such problems.  

Therefore, it is necessary to explore and analyze how the Scrum principles are being applied and 

what risks surface during the Scrum process. A more profound investigation about the use of 

self-organization and subtle control is necessary in order to find out the causes of problems and 

how they can be prevented in the future. For this purpose, a collection of the users' experiences, 

comments and opinions constitutes the main source of information for the study.  

To begin with the research theoretical and empirical data are needed. The theoretical information 

has been obtained through research on the Internet, and the use of documents [ 15 ]. Whereas the 

Internet provides a sea of information of all sorts, books constitute an excellent source of more 
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reliable academic knowledge. For this thesis, both Internet and documentation research are 

equally important. Moreover, the information obtained from the Internet complements the 

information extracted from books, and vice versa.  

The theoretical information collected falls into the definition of unstructured data (Sapsford, 

Jupp, 2006) [ 16 ], since it is a recapitulation of articles, papers and books. Therefore, the 

qualitative method has been used to compile and summarize such information and extract what is 

relevant and useful to carry out the study.  

Theoretical information is as important as empirical information. It helps introduce and describe 

the subject of the thesis and the problem to be studied in a clear, concise way to the public. The 

method used to collect the empirical information is explained more in detail in Chapter 3. 

The steps to be taken during this thesis are: 

• Studying relevant literature about Scrum 

• Collecting empirical data in the host company using qualitative methods 

• Selecting and compiling the collected information 

• Analyzing and evaluating how Scrum users understand subtle control and self-organization 

and how such principles are applied and work in reality.  

• Identifying possible risks and dangerous situations and what their causes are 

The study of literature concerning Scrum includes a review of the basic terms and concepts used 

in the framework, such as roles, artifacts, ceremonies, and phases.  

In collecting empirical data, information will be obtained by using questionnaires that will be 

answered through face-to-face interviews or by email communication. The participants who will 

provide such data for the study are the ScrumMaster and the members of the development team. 

The aim in this step is to find out how people conceive their roles and duties, how they 

understand and exercise subtle control and self-organization, and how they interact with each 

other in reality.  

Furthermore, the questionnaires and interviews shall also provide information about the negative 

and risky situations that have occurred along the process, which are related to subtle control and 

self-organization. As mentioned previously, the qualitative method has been employed to build 

the questionnaires. The questions are rather open-ended and non pre-specified (Sapsford, Jupp, 

2006) [ 22 ]. Thus, the resulting data have a rather unstructured format. 

In selecting and compiling the collected information, all the data obtained during the interviews 

and through email communication are carefully prepared to carry out the analysis and evaluation. 
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This compilation is ordered and summarized. 

Next, a close study is conducted in order to analyze and evaluate how subtle control is applied 

and how the self-organized team functions. The study focuses on finding out whether there are 

risky occurrences and potential problems that are caused by either a misinterpretation or misuse 

of the Scrum principles. The analysis includes as well, a view of other possible circumstances 

that may be leading to such dangerous situations.  

Thus, the evaluation aims to show whether the principles of subtle control and self-organization 

have been properly understood and exercised during the development process. In addition, the 

observation of other factors, such as communication flows, group dynamics and levels of trust 

and commitment are as well, part of the evaluation.   

 1.6  Limitations 
The study will be focused in examining how Scrum users understand and exercise the principles 

of subtle control and self-organization to develop software. Other Scrum principles such as 

iteration, incremental production, and cross-functionality are not part of the study, although they 

may be mentioned sometimes.  

The area of research will be the development process itself using the Scrum methodology. Areas 

that are not included in this study are all production areas that do not have software as their final 

product, such us services, hardware, medicine, and finances.  

Neighboring and relevant processes are requirements definition, specifications, design and 

testing [ 33 ]. Other models related to this work are Agile development, Extreme Programming 

(XP), and Iterative [ 33 ]. The limitations for this work obey to the specific need of evaluating 

how self-organization and subtle control are understood and exercised in order to develop 

software, and to identify problems and possible improvements. 

 1.7  Disposition 
The thesis has been structured in eight chapters. Chapter 2 provides a detailed description of the 

Scrum methodology and Chapter 3 introduces a brief description of the research methodologies 

and the methodology used to collect and analyze the empirical information. Chapter 4 gives a 

step-by-step view of the application of the qualitative method in the research. Chapter 5 presents 

the empirical information gathered in the host company.  

Chapter 6 contains the analysis and evaluation of how self-organization and subtle control are 

applied and function during the development process. Chapter 7 consists of a summary of the 

results of the evaluation and Chapter 8 presents a brief discussion and conclusions of the study as 
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well as possible topics for further research.  
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 2 Scrum and software development 
This chapter gives a brief description of the Scrum methodology, roles, ceremonies, and artifacts. 

The phases of the Scrum process and the principles of self-organization and subtle control are 

also briefly explained.  

 2.1 Scrum methodology 
As one of the creators of the modern Scrum methodology, Ken Schwaber has employed several 

ways to describe Scrum [ 4 ]. For example, in his website ControlChaos, he states that “Scrum is 

an iterative, incremental process for developing any product or managing any work”. He has also 

said that Scrum is “an "all-at-once" approach to software engineering” [ 5 ].  

Additionally, Schwaber mentions that Scrum is “a team-based approach” and “a process that 

controls the chaos of conflicting interests and needs” [ 4 ]. He has also described Scrum as “a 

way to improve communications and maximize co-operation”, and “a way to maximize 

productivity” [ ibid. ]. 

When Scrum is applied to develop software, the work is organized in incremental iterations or 

sprints. For the development, small teams are formed selecting the people with the right skills 

and experience [ 5 ]. The team members split their work and commit to solve specific 

requirements. The content of the delivered product is based in environment variables, such as 

time, competition, cost, and functionality [ 21 ].  

Tasks are usually carried out simultaneously and everybody strives to deliver the final product. 

Software is produced taking into account that requirements change rapidly. Communication and 

cooperation are just some of the keys of the methodology, as well as, forming self-organized 

teams. Thus, at the end of every sprint, working software should be produced with all 

functionalities needed to satisfy the committed requirements [ 5 ].  

The philosophy of Scrum states that the system development process is unpredictable and 

complicated and shall be described as an overall progression [ 6 ]. Thus, issues like what will be 

delivered, when it will be delivered, and what the quality and cost will be are just hard to 

determine. 

On the other hand, Scrum projects are meant to deliver the best possible software under the 

circumstances, combining the best available tools, techniques, knowledge and skills to build the 

system [ 6 ]. Moreover, “Scrum defines the systems development process as a loose set of 

activities that combines known, workable tools and techniques with the best that a development 
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team can devise to build systems. Since these activities are loose, controls to manage the process 

and inherent risk are used” [ ibid. ].  

The simplicity and practicability of Scrum resides in the fact that it basically consists of three 

roles, three ceremonies, and three artifacts [ 4 ].   

 2.2 Roles 
There are three important roles in Scrum: Product Owner, Scrum Master and Team. They are 

described based in the source [ 9 ]. 

 2.2.1 Product Owner 
The Product Owner is in charge of the management [ 19 ], and can be a customer representative [ 

10 ]. This role defines the basic parameters of the project such as: features, release date, content.  

The Product Owner is also responsible for the business value or profitability of the product and 

sets the priority of the features according to the market value, and makes adjustments if 

necessary. The list of such features and their priorities becomes what is called the Product 

Backlog [ 19 ]. The Product Owner is the one who accepts or declines the results obtained [ 9 ]. 

 2.2.2 ScrumMaster 
The ScrumMaster “is a facilitative team leader working closing with the Product Owner” [ 9 ]. 

This role is responsible for the productivity and functionality of the team. Additionally, the 

ScrumMaster makes sure that all roles and functions are involved actively in the process, and 

that impediments, either internal or external, are overcome [ ibid. ].  

The ScrumMaster is the organizer of the Daily Scrum, Sprint Review, and Sprint planning 

meetings [ ibid. ], as well as the workflow in the sprint. Other responsibilities are: following the 

progress of tasks, updating the Burn Down, removing barriers that affect the execution of work, 

addressing problems and conflicts and within the team, etc [ ibid. ]. 

 2.2.3 Team  
The team is a cross-functional group of five to nine people who are in charge of selecting the 

sprint goals and defining the results. The team shall include developers, documenters, and 

quality control professionals [ 20 ]. The members of the team “are selected based on their 

knowledge and expertise regarding sets of packets” [ ibid. ].  

The teams are usually self-organized and autonomous [ 9 ]. They can do anything that is allowed 

under the project guidelines, in order to meet the sprint goals. The team presents the final 

product to the Product Owner.  
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 2.3 Meetings 
There are three important meetings or ceremonies: Sprint Planning Meeting, Daily Scrum 

Meeting and Sprint Review Meeting. They are described based on the source [ 10 ]. 

 2.3.1 Sprint Planning Meeting 
All preparations needed before starting the sprint are arranged during this meeting. The Product 

Owner provides a business plan for the new project to be developed. Issues such as vision, 

revenue, road map, Return on Investment (ROI), and time frames are included in this plan. Then 

Product Owner builds a list with customer requirements and sets their priorities based on their 

business value, which is later known as the Product Backlog.  

Before the initial sprint is launched (which will last approximately 30 days), the Product Owner 

and the team examine together the Product Backlog, the road map, the vision and the release 

plan. The team reviews the estimation of the features to find out their accuracy. According to the 

resources available (i.e. team size, time and level of productivity), the team defines the amount 

of work that will be successfully done during the sprint.  

Next step, the team commits to deliver a selected number of priorities at the end of the sprint. 

Such priorities come from the list of items included in the Product Backlog. Afterwards, the 

ScrumMaster and the team start breaking down the selected features into tasks, which will be 

implemented and form the Sprint Backlog.  

 2.3.2 Daily Scrum Meeting 
The meeting is led by the ScrumMaster and takes place everyday that the sprint is running. 

During 15 minutes, the team and the ScrumMaster examines the state of the Scrum. Each 

member that is actually committed to deliver something during the Scrum, should answer the 

questions: “what did I do yesterday, what did I do today, and what impediments got in my 

way?”.  

The daily discussion helps getting a general view of how much has been done, how much is still 

pending, what additional resources or adjustments are needed, etc. 

 2.3.3 Sprint Review Meeting 
The meeting takes place at the end of the sprint. During the first half of the meeting, the team 

demonstrates “the potentially shippable code” that they have produced during the sprint to the 

Product Owner. Other stakeholders may take part of the meeting as well. “The state of the 

business, the market, and the technology are reviewed.” The Product Owner reviews how much 

of the Backlog has been already completed and determines, together with the team and 
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stakeholders, the goals for the next sprint.  

In the second half of the meeting, the ScrumMaster together with the team members make a 

retrospective of the sprint. Then, the team evaluates the way they work as a group and “identifies 

positive ways of working together that can be encouraged as future practice. The team also 

identifies the things that could work better and develops strategies for improvement.”  

 2.4 Artifacts 
The artifacts are used to prioritize and keep track of the tasks. There are three types of artifacts 

used in Scrum: Product Backlog, Sprint Backlog, and Burn Down Chart. They are described with 

information from the source [ 11 ]. 

 2.4.1 Product Backlog 
The Product Backlog is a list of customer requirements prioritized according to their business 

value. The Project Owner is in charge of preparing the Product Backlog and the Scrum Team 

estimates the costs and developing features. The technical requirements needed to build the 

product are included too.  

 2.4.2 Sprint Backlog 
The Sprint Backlog is specified during the Sprint Planning Meeting. The team selects a number 

of prioritized features out of the Product Backlog and commit themselves to deliver it during the 

current sprint. Then, these features are broken down into specific tasks to be developed which 

are then placed in the Sprint Backlog. The team estimates the total work that will be necessary to 

complete the tasks and compares it to the estimations in the Product Backlog. Negotiations may 

take place to ensure the right amount of work and success at the end. 

 2.4.3 Burn Down Chart 
The Burn Down Chart shows day-by day how much work is remaining in the Sprint. Every time 

tasks are done during the sprint, the ScrumMaster recalculates how much work is remaining so 

that the Sprint Backlog diminishes. The necessary time to complete the pending tasks is also 

calculated periodically during the sprint until all tasks are finished [ 18 ]. At the end of the sprint, 

the Sprint Backlog should be zero, indicating that the sprint has been successful. 

 2.5 Scrum phases 
There are three groups of phases in the Scrum process: Pregame, Game and Postgame. 

Information from the source [ 8 ] is used to describe these phases. 

 2.5.1 Pregame 
l Planning: The new release is defined based on the current backlog. During the planning 
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relevant details are specified, such as date, functionalities of the release(s), priorities to be 

developed. For new systems, the pregame focuses on conceptualization and analysis. For 

existing systems to be enhanced, the pregame focuses on limited analysis. 

l Architecture: Design of the implementation of the backlog items is done in this phase. 

The tasks are system architecture modification and high level design. 

 2.5.2 Game 
l Development Sprints: The new functionality is developed according “to the variables of 

time, requirements, quality, cost, and competition”. The sprints of cycles iterate until all 

the requirements are satisfied.  

 2.5.3 Postgame 
l Closure: “Preparation for release, including final documentation, pre-release staged 

testing, and release”. 

 

 

Figure 1: The Scrum process 

 

Figure 1 [ 7 ] illustrates the Scrum process: Before the start of the sprint, the team selects a 

number of prioritized customer requirements from the Product Backlog to form the Sprint 

Backlog. Tasks are split and times are estimated. The team commits to develop the functionality 

The linked image cannot be displayed.  The file may have been moved, renamed, or deleted. Verify that the link points to the correct file and location.
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for the items included in the Sprint Backlog during the next two to four weeks, which is the time 

the sprint lasts. Everyday, the team meets for 15 minutes to discuss what has been done, what is 

still pending and what problems they have encountered. At the end of the two or four weeks, a 

demonstrable working piece of software is produced and shown to the Product Owner.  

 2.6 Scrum Principles 
The two Scrum principles that are the focus of this study are self-organization and subtle control. 

They are described with information from the sources [ 24 ] and [ 25 ]. 

 2.6.1 Self-organization 
Mike Cohn, in his article Self-organization and Subtle Control: Friends or Enemies? [ 24 ], 

defines self-organization as “the team determining how they will respond to their environment”. 

Ken Schwaber in his book Agile Project Management with Scrum [ 25 ], remarks that teams shall 

organize themselves around the boundaries of the project and do not turn to the ScrumMaster for 

instructions about what to do, how and when. In this way, according to both experts, teams shall 

strive to excel and reinforce their commitment to the project. 

Self-organization allows team members to feel free, creative, and spontaneous. It is a continuous 

process as the team is always evolving in order to adapt and respond to the challenges of the ever 

changing environment. A self-organized team becomes more proactive and innovative, 

maintaining a good communication flow among the members to ensure that all tasks shall be 

completed within the expected times. Team members see themselves as the owners of the 

project, the ones who are responsible for either its success or failure.  

 2.6.2 Subtle control 
Mike Cohn, in his article Self-organization and Subtle Control: Friends or Enemies? [ 24 ], 

introduces several concepts and examples of what subtle control is. Management and leaders still 

exercise control by influencing the environment where the team works. Even though teams are 

the main decision-makers during the process, they have to act always within the guidelines and 

boundaries that the management has established [ 23 ]. It is the management who decides what 

product to develop and who will be part of the project [ ibid. ].     

The management is, as well, in charge of setting check-points to prevent chaos and maintain 

stability. However, any extreme control measure is avoided since it could restrain the team from 

being creative and spontaneous. Some of the tactics used by the management to influence the 

team are changing the team composition (in number and membership), altering the level of 

responsibility boundary, relocating or mixing team members, etc. The management can also 
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change the group dynamics and reconfigure the communication paths, if necessary, in order to 

handle conflicts and risky situations during the process.  
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 3 Research methods 
This chapter provides a brief definition of the two most important research methods: quantitative 

and qualitative. Additionally, the arguments for the election of the qualitative method as the 

research methodology to conduct this project are also described.  

 3.1 Quantitative method 
The quantitative method is used in research when the aim of the study is to obtain numerical 

information that shall explain a particular event or phenomenon taking place at certain period of 

time [ 31 ]. These numerical data is then analyzed using mathematical based methods, such as 

statistics. Through quantitative investigation, “researchers tend to draw a sample of persons at 

random from a broader population” [ 30 ]. 

The quantitative method “utilizes strict control of variables and the focus is on static reality” [ 30 

]. One of the common reasons to use the quantitative method is for example, when it is necessary 

to calculate the number of times an issue or circumstance is occurring within a larger population 

and how prevalent it is [ 29 ]. As previously mentioned, the information needed for this kind of 

research is usually numerical and structured. The data is then processed during the analysis by 

using elements such as variables, scales and tests [ 30 ].  

Due to its “value-bound” [ 30 ] nature, the quantitative method is also referred as controlling, 

exact, and conclusive [ 29]. In some cases, the results obtained after the analysis shall serve to 

project them to a bigger group or to recommend a course of action. Other purposes of the 

quantitative method are: to explain characteristics or attitudes of groups of people, to find out 

about consensus on a specific topic, to test a hypothesis, and to identify and measure market 

segments [ 29 ]. 

 3.2 Qualitative method 
The qualitative method is used in research when the goal of the study is to help understand in a 

more profound way people's experiences and points of view [ 28 ]. Therefore, no numerical 

information is collected but rather unspecific types of data are used, such as quotations of 

opinions and conversations with the participants [ 30 ]. The information is usually gathered 

through observation but other instruments are commonly used too, such as focus groups, 

questionnaires and interviews [ 29 ].  

The qualitative method has an “exploratory” [ 29 ] nature. This means that the aim is to identify 

a problem by examining its context and characteristics in a deeper way, which will contribute to 
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finding out possible solutions to the problem in question [ 29 ]. The qualitative method is also 

referred as ethnomethodology [ 28 ], and naturalistic [ 30 ]. The reason for this is that the 

information generated for the research comes from groups of people within a common social 

context [ 28 ]. It is also progressive and flexible, since tends to adjust to the flow and 

environment of the on-going investigation [ 28 ].   

During the collection of the data, there is not imposition or manipulation over the participants' 

answers from the researcher's part. Instead, the researcher can adjust the focus and the meaning 

of the questions according to what the participants are expressing [ 30 ]. Therefore, the 

participants are free to provide their opinions and comments about a specific issue without being 

influenced by any variables or treatments [ 28 ]. “There is no intervention, or control group” [ 30 

].  

In qualitative research, the analysis of the data can be performed using different methods, such as 

analytic induction, grounded theory, and narrative analysis [ 32 ]. Commonly, the focus of the 

qualitative analysis process resides on three major factors: identification of opinions within a 

specific population, documentation of the issues that affect that group of people, and description 

of their approach to handle such issues (Sapsford, Jupp, 2006)[ 16 ]. 

One of the common purposes of the qualitative research is to investigate social issues associated 

to groups and categories of people such as ideas, feelings, experiences and sets of mind [ 29 ]. 

Other uses of the qualitative method are: to reveal motivations and factors that may affect 

decisions and attitudes towards a specific issue, to describe similarities and differences of 

opinions and points of view within a group of people. The qualitative research can also provide 

information for a quantitative study or help understand its findings [ 29 ].   

 3.3 Selecting the research methodology for the study 
The research methodology that is the most suitable to conduct this study is the qualitative 

method. Therefore, the collection of all data as well as the analysis of such information shall be 

performed using the qualitative method theory. This decision obeys to the following reasons:  

- The research aims to explore in a deeper way [ 29 ], how Scrum users understand and apply 

self-organization and subtle control in reality, what problems and risks exist, and what causes 

such negative situations. 

- To perform the study, it is necessary to obtain a collection of answers and comments that 

constitute the base for the analysis. For this purpose, questionnaires and interviews are used to 

get the information. The character of the questions allow the participants to feel free to share any 
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thought or comment regarding the topic of the questions [ 28 ][ 30 ].  

- As mentioned previously, the empirical information consists of transcripts of the personal 

interviews that are video-recorded, and questionnaire documents filled in with the answers given 

by the participants who could not attend an interview. Therefore, all data resulting of this 

collection are somehow unstructured and rather descriptive or narrative, and falls in the category 

of qualitative data (Sapsford, Jupp, 2006)[ 16 ]. 

- The theoretical information used to make the questionnaires and carry out the analysis is 

considered unstructured data (Sapsford, Jupp, 2006)[ 16 ]. The sources are basically books and 

articles located on the Internet that have been reviewed and summarized. 

- In general, the information needed for the study is not numerical, neither based on variables or 

mathematical methods, such as statistics [ 30 ].   

- The questions employed in the questionnaires and interviews were mainly open-ended and 

without pre-specified answers. Thus, the information extracted from the questionnaires has a 

narrative format and needs to be prepared properly before performing the analysis. 

- Since the character of the study is exploratory, the analysis process has been performed having 

in mind matters of interest such as: what the participants' perspectives are regarding self-

organization and subtle control, what problems they encounter, and how they deal with them. 

- To carry out the analysis, it was necessary to depurate, select and categorize the information in 

order to get a better perspective of the contents and facilitate the process. This approach follows 

the set of procedures that are also known as “Ground Theorizing” (Sapsford, Jupp, 2006)[ 16 ]. 

- The results of the analysis shall provide a first-hand view of how people interpret and exercise 

the Scrum methodology, and give a better understanding of how people think and act under 

similar conditions and situations [ 29 ]. This will also reveal the similitudes and differences of 

experiences and interpretations of the Scrum theory and its application in the real world. 
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 4 Application of the qualitative method for the research 
This chapter describes step-by-step, how the qualitative methodology has been employed to 

carry out the investigation.    

 4.1 Procedure for the collection of the data 
This section is based on the source [ 22 ]  

The most suitable method to gather the empirical information necessary for this study is the use 

of questionnaires and interviews. In order to get the information about the application of Scrum 

in software development, the questionnaires have been answered in two ways. One way is 

through face-to-face interviews using a standardized interview schedule (Sapsford, Jupp, 2006) [ 

22 ].  

The interviews are not limited solely to the questionnaires' contents. There is a possibility of 

making supplementary questions and discussing other topics that may be also important for the 

study.  

The second way to collect information is by emailing empty questionnaire documents to be 

answered by the participants who were not able to attend a face-to-face interview. When it was 

necessary, additional questions and further comments were also exchanged through email 

communication to complement the answers provided.  

Questionnaires and interviews have been chosen due to the importance of getting clear, specific, 

detailed information about the application of the Scrum methodology. With a standardized 

interview is easier to obtain different points of view about the same topics and find out how 

people see and understand same situations and problems.  

Besides, during a face-to-face interview, it is simpler to approach and motivate the respondents 

to collaborate and give all the information needed (Sapsford, Jupp, 2006) [ 22 ]. It is also easier 

to clarify questions that are not well understood, explain the purpose of the research and even ask 

additional questions that may be necessary to obtain more detailed, relevant information.  

The questions that have been formulated are basically open-ended or uncoded (Sapsford, Jupp, 

2006) [ 22 ]. In this way, the respondents' answers are not constrained to specific categories. 

Instead, the participants are allowed to give free, non-specified responses, and express their 

beliefs and opinions [ ibid. ]. Consequently, the answers to the questions will provide massive, 

unstructured data that needs to be compiled and prepared for its further analysis.  

Two different questionnaires have been built based on the two roles that are the target of the 
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study: one for the project manager or ScrumMaster, and the other for the team members. Both 

questionnaires contain standard open-ended questions and use the same format to approach the 

respondents. In this way, the participants have the chance to provide details and examples 

regarding a specific issue, but still maintaining a delimited scope.  

The questionnaires are intended to obtain answers dealing with three main subjects of interest in 

the study: level of knowledge and application of self-organization and subtle control by the 

participants, problems and their causes, and what measures exist or can be taken to address such 

problems.  

The questionnaires are handed out ahead the interview meetings, so that the participants have 

time to review them and think about their answers. All the interviews are video-recorded, to 

prevent useful information been bypassed or missed out while writing down the answers, which 

may happen due to time constraints. Therefore, the data collected in this way are disposed as 

transcripts of the interview sessions with the ScrumMaster and team members. Such transcripts 

are presented in the Appendix C and Appendix D.  

The participants who could not be part of a face-to-face interview were provided with empty 

questionnaire documents to be filled in with their answers and sent back afterwards. As it was 

mentioned before, additional comments and points of view were also included in the data 

collection process. Therefore, the data obtained in this way are disposed as filled-in 

questionnaire documents and presented in the Appendix E. 

The number of participants who contributed to this research is five. Two participants held the 

position of ScrumMaster, and three were team members. 

 4.1.1 Questions for the ScrumMaster 
In this section, the questions addressed to the participants with the role of ScrumMaster are 

presented. 

 1 How do you see your role as Scrum Master? What are your main tasks and duties?  

 2 What is your understanding of the Scrum principles of self-organization and subtle control?  

 3 How do you see the team's role?  

 4 How is a Scrum project organized in your company? Explain briefly.  

 5 How is your relationship and interaction with the team during the Sprint? Please give some 

brief examples.  

 6 How are the tasks organized and distributed during the Sprint? Please give some brief 

examples.  
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 7 Do you consider that a self-organized team is more focused, motivated and efficient?  

 8 Do you think that a certain level of authority over the team is necessary to ensure the success 

of the project? Please give some examples of situations you encountered where more authority 

and control were needed. 

 9 How is a Daily Scrum meeting carried out in your company and how do you participate? 

 10 How do you monitor the team's performance and the progress of the Sprint? Do you apply 

specific control procedures for this purpose? 

 11 Has the team sometime exceeded the boundaries and constraints of the project in order to 

achieve their goals? If so, how did this fact affect the progress and success of the project?  

 12 What is your approach to handle risks and impediments brought up by the team members 

during the Daily Sprint?  

 13 If changes in the organization are needed to accomplish the goals of the Sprint and the 

success of Scrum, what strategy do you use to achieve such changes?  

 14 How do you achieve and maintain balance between self-organization and subtle-control?  

 4.1.2 Questions for the Team Members 
In this section, the questions addressed to the participants with the role of Team members are 

presented. 

1 What is the role of the team in your point of view and what are its main tasks and duties?  

2 What is your understanding of the Scrum principles of self-organization and subtle control? 

3 How are the tasks organized and distributed during the Sprint? Please give some brief 

examples.  

4 How do you see the role of the ScrumMaster? Is it a controlling or a leading role?  

5 How is your relationship and interaction with the ScrumMaster during the Sprint? Please 

give some brief examples.  

6 How is a Daily Scrum meeting carried out in your company?  

7 How do you participate in the Daily Scrum meeting? Please give some brief examples.  

8 Do you consider that a self-organized team is more focused, motivated and efficient?  

9 What is your approach to handle risks and problems during the conduction of the project? 

How is the ScrumMaster involved in this situation? 

10 Do you think that there is balance between self-organization and subtle-control along the 

execution of the project? How do you see the ScrumMaster's approach regarding this issue? 

11 Do you think that a certain level of authority over the team is necessary to ensure the success 
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of the project? Please give some examples of situations you encountered where more 

authority and control were needed. 

12 During the development process, have you encountered risks or problems related to the self-

organizing nature of the team? If so, how did you handle such situation?  

13 During the development process, have you encountered risks or problems related to the lack 

of control and authority over the team? If so, how did you handle such situation? 

 4.2 Procedure for the analysis of the data 
This section is based on the source [ 16 ]  

The compilation and analysis of the empirical information have been performed following the 

theory of the qualitative methodology, and more specifically Grounded Theory. Up next, the 

steps of the process are briefly described.   

 4.2.1 Data preparation 
The answers and comments given by the participants have been collected either through video-

recorded interviews, or through filled-in questionnaire documents. Thus, the information 

obtained afterwards needs to be prepared.    

For the data gathered during the interviews, the information is prepared by transcribing the 

recordings. For the information gathered through email communication, additional comments 

sent by email have been added at the end of the questionnaire documents with the participants' 

answers. Therefore, all the answers to the questions plus additional observations and opinions 

that the participants have provided are written down.  

The resulting information may contain issues that are not actually related to the questions 

themselves or even to the topic of the study. Consequently, a classification and depuration of the 

data is needed as well, so that only the useful facts are included in the analysis (Sapsford, Jupp, 

2006) [ 16 ].  

The process of depuration and selection is based on three criteria that constitute the core of the 

study: understanding and practice of self-organization and subtle control, risks and problems 

related to those principles and what originates them, and possible solutions and improvements.  

The depuration process means to exclude all statements and comments that are not actually 

related to the criteria previously mentioned. After this, all pieces of information that deal with 

the focus of the study will be gathered and put all together into a summary in order to proceed 

with the analysis.  
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 4.2.2 Analysis 
Once the data have been prepared, selected and summarized in a way that it includes only 

information related to the topic of the research, the analysis begins. This process will be 

performed following the method of Grounded Theory.  

The first step is to go through the data record and try to identify relevant aspects that can be 

defined as categories. The definition of categories must be done carefully since the purpose is to 

create class names that shall fit the contents of the data. Categorization is an important step in 

Ground Theorization as it will establish the course of the analysis and help understand better 

what the information is saying about the matters that are being investigated (Sapsford, Jupp, 

2006) [ 16 ].    

Once the categories have been determined, the next step is to assign segments of data that match 

the subject of each category. The segments may come from different parts of the information 

record and yet they are related by their topic or their core meaning. Distributing the data into 

categories will help organize the analysis process as well as set the structure of the report 

(Sapsford, Jupp, 2006) [ 16 ]. At the end of this process, the resulting information shall consist of 

a summary of the prepared information record that has been arranged into specific categories 

according to the issue they deal with.  

The last step in Ground Theorization is to compare and contrast the pieces of information that 

are part of the same category. The purpose of this task is to make sure that the categories that 

have been defined and their contents really match. This will also help find out whether some 

segment has been placed in the wrong category, or it is necessary to redefine the existing 

categories or create new ones (Sapsford, Jupp, 2006) [ 16 ].  

The task of comparing and contrasting the contents of the categories also facilitates getting a 

deeper understanding of what the information is really saying about the participants' outlooks. 

Through this process, it is easier to obtain a good perspective of how the participants think and 

act under the same circumstances or situations, and which experiences and opinions they share as 

Scrum users. At the end of the analysis, the results shall reveal the differences and similarities of 

how people understand and perceive a particular issue, i.e., subtle control and self-organization.  

 4.2.3 Categorization of the information for the analysis  
The review of the information record has disclosed three main aspects that can be considered as 

categories. Such categories have been created based on the contents of the data and help 

comprehend better the meaning of the information. The categories created to be used in the 
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analysis process are the following: 

- Understanding of self-organization and subtle control 

- The role of the team and the ScrumMaster 

- Application of the principles in the work environment 

 4.2.4 Quality Assurance and Assessment of Validity 
After the analysis, a brief reflection of how the research has been conducted takes place. This 

step is important since it helps improve the process of research and the role of the researcher 

throughout the analysis (Sapsford, Jupp, 2006) [ 16 ].  

Quality assurance enables researchers to evaluate themselves and their own work. Furthermore, 

the assessment of the study brings the opportunity to verify the trustworthiness of the results and 

claims, as well as the application of the methods and procedures throughout the investigation 

(Håkansson, 2013) [ 32 ]. This step is aimed to re-enforce the credibility and validity of the 

research material and prove the reliability of the work that has been done [ ibid. ].  

The indicators that should be considered to assess the quality of the research are the following 

(Håkansson, 2013) [ 32 ] [ 34 ]: 

- Validity: Proves the way the researcher has followed the existing rules to carry out the 

investigation (Håkansson, 2013) [ 32 ]. For this research, the validity is measured based on how 

the steps of the qualitative method have been executed to collect the empirical data and to carry 

out the analysis.  

- Dependability: Verifies that the methods used for the research have been clearly and properly 

documented [ 34 ]. It shows how reliable the process of research has been (Håkansson, 2013) [ 

32 ]. The technique of evaluating the effects of the researcher over the research process will be 

used to discuss the dependability of this research [ 34 ].   

- Confirmability: Evaluates to what extent the findings of the research are the product of an 

objective analysis (Håkansson, 2013) [ 32 ] [ 34 ]. The assessment of the researcher's influence 

over the execution of the investigation will measure the confirmability of this report [ 34 ]. 

- Transferability: Verifies whether the results of the research can serve as a base for other studies 

(Håkansson, 2013) [ 32 ] [ 34 ]. The summary of the results and the conclusions presented in this 

report must include clear arguments to support their positive value and potential benefits for 

other studies [ 34 ].  

- Ethics: Means “norms for conduct that distinguish between acceptable and unacceptable 

behavior.” [ 35 ]. In research, ethics involves to follow moral principles to execute every step of 
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the investigation (Håkansson, 2013) [ 32 ]. This research is intended to help Scrum users 

understand, apply and exploit better the important principles of self-organization and subtle-

control. Therefore, the study has a positive outcome. The research is evaluated based on moral 

issues such as protection of participants, privacy, honesty, objectivity, avoiding coercion and 

confidentiality of material (Håkansson, 2013) [ 32 ] [ 35 ].   

Another aspect to be included in the evaluation of the research is the sustainability of the results. 

It is necessary to analyze how easy or difficult could be to carry out the suggested solutions and 

what the probability is for the recommendations to be implemented. The discussion about the 

quality assurance and the assessment of validity of the study is presented in Chapter 8.   
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 5 Data collection 
In this section, excerpts of the questionnaires including key questions and their answers are 

presented. This will help illustrate in a better way the purpose of the questions and how the 

participants responded to them. Afterwards, the summary of all the data collected through the 

interviews and answered questionnaires is presented as well.  

 5.1 Extracts of the questionnaire addressed to the ScrumMaster 
Question 1. How do you see your role as Scrum Master? What are your main tasks and duties?  

Participant A: “I've identified what I see as my main tasks and duties. And the main task I would 

say is to remove impediments, which is a classic answer I guess, it's a school book answer, but to 

me that's very.. the most important thing. To identify impediments, or help team member identify 

impediments, and then of course, I have to remove them and make them visible so everybody 

knows about the impediments. And by everybody, I mean team, and Product Owner and bosses, 

and sort of whoever in the organization, everybody could know the impediments (everybody 

involved...). Eh then communication, both with the team and with the Product Owner. To be sort 

of the point between the team and Product Owner. The one talking to both ( yeah you are the link 

between them...) yeah exactly. And to me, communication is one of the most important parts of 

the ScrumMaster's role. (...)” 

Participant B: “My main task as a scrum master is to enforce the process. Enforcing the process 

means that I make sure that there are continuous improvements, daily meetings, etc. I also work 

to remove impediments from the team. If I also at the same time am a team leader, I will protect 

my team from outside actors and act as the communication hub towards higher-level 

executives.” 

 

Question 2. What is your understanding of the Scrum principles of self-organization and subtle 

control?  

Participant A: “(...)To me, maybe the most important thing is that it's much more fun to work 

self-organized. When no one gives you assignments. No one tells you what to do. And, as a 

ScrumMaster, my opinion is that, much often, much more work is done. Because people feel 

committed, and it's more commitment and communication, rather than control. And I think, 

people are usually working on.. doing what they have said they're gonna do, than what someone 

else told them to do. (...)” 
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Participant B: “My understanding of the principle of self-organization is that informal positions 

and processes should be encouraged. My understanding of subtle control is that you should guide 

and empower the self-organization, but not disturb it.” 

 

Question 3. How do you see the team's role? 

Participant A: “(...) I see the team's role as the experts. They're the one that knows the technical 

problems, the technical specifications, everything about that. They're the expert on the product. 

And then, as for me, I'm maybe like just someone who helps them. And then the Product Owner 

is the expert on the customer. (…)” 

Participant B: “The team’s role is to be predictive. If the team commits to a story, the team shall 

deliver that story.”  

 5.2 Extracts of the questionnaire addressed to the team members 
Question 1. What is the role of the team in your point of view and what are its main tasks and 

duties? 

Participant C: “(…) since I'm a developer, my focus is more on actual development. I'm 

interested in my organization as a team and so forth, but it's not really my main interest. But I've 

seen how it's been applied, and in general I think Scrum is a good thing. (…)The role of the team 

is to accomplish some project. (…) with Scrum, you do yet more self-organization. You can 

choose a bit more the tasks you want to do, and you can have a bit more of discussion with.. 

There isn't real.. you don't have a person who tells you what to do, there might be still someone 

saying “hey why don't you do this task?” But there isn't that autocratic thing like “you do this 

and you do that”, you know...(…)” 

Participant D: “(…) The team has always been.. (Independent and self-organized?) Well no, I 

don't really have that.. There is a hidden assumption in that question, that leadership comes from 

outside and that's very contrary to how a really mature Agile process works. A really mature 

Agile process is leadership from within the team. That is the strongest possible leadership that 

you can have, in terms of building or doing something (…)“ 

 

Question 2. What is your understanding of the Scrum principles of self-organization and subtle 

control? 

Participant C: “Yeah this is the one I wasn't sure what to answer.. Can you elaborate on what 

you're looking for... (…) (And about subtle control..Do you know..?) What do you mean by that? 
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(…)” 

Participant D: “(...) Yes, self- organization to me is stimulating and enabling leadership from 

within the team. That's what it is to me. That is very rarely formulated in that way, but that is, I 

think, the most proper way that I can think of actually to stating it (...)” 

 

Question 4. How do you see the role of the ScrumMaster? Is it a controlling or a leading role?  

Participant C: “(Answered within question N° 2) (…) Well, I mean, the role of the ScrumMaster, 

from I remember of the course.. The ScrumMaster is not.. should not be the leader or have 

authority. He's always more a facilitator. He's like the interface to the outside world for the team. 

And he's like.. helps remove obstacles so the team can focus on their tasks. (…) So, that's how he 

also becomes a leader, but it's not like a leader in the more autocratic stands, but he still becomes 

a leader (…) There is authority too but it's real strict. Not like in the military that.. “You do this, 

you do that..” It's more like.. he becomes sort of (not understandable), organizer, technical 

leader, as well. But sometimes, you can still discuss and argue with him if he disagrees. But 

typically he's the one that decides, in my experience. (…)“ 

Participant D: “(...) Controlling or leading.. It's definitely more leading, to me. But controlling, 

I'm not sure.. that's like a word that can be interpreted in several different ways. And I guess so 

it's leading as well.(...) I'd probably say more leading if I would have to choose. But that to me 

it's more like.. It's being an enabler of learning, enabler of helping and coaching the team to learn 

how to deliver something consistently, and things that actually work. (A facilitator..) Yes, that is 

ultimately the work, and then there are a lot of things that you can do, like practically to facilitate 

that. (…) Supporting the team but enabling things to improve, enabling the team to work 

smoother, removing turbulence. Like spotting turbulence, understanding the root cause of 

turbulence, and helping the team see things the cause turbulence, and helping them get away 

from that into an improved situation. Sometimes it takes a lot of work with the environment as 

well. (...)“ 

 5.3 Summary of the answers provided by the ScrumMaster 
The information provided by the ScrumMaster has been summarized and categorized as part of 

its preparation for the analysis. This section contains the summary of that information divided in 

the categories described in Section 4.2.3. Such categories are: understanding of self-organization 

and subtle control, role for the team and the ScrumMaster, and application of the principles in 

the working environment.  
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Additionally, the participants' personal view of self-organization and subtle control is also 

presented.  

 5.3.1 Understanding of self-organization and subtle control 
Self-organization means to encourage informal positions and processes. Self-organization helps 

reinforce the commitment of the team to achieve goals. In this way, team members have a 

positive feeling about working in a group where they can decide themselves about their own 

tasks and times. 

Subtle control is a guide to empower self-organization but without disturbing it. It is not to tell 

the team what to do. 

 5.3.2 The role of the team and the ScrumMaster 
The role of the team is “predictive”, they have committed to deliver a story, then they should 

deliver it at the end of the sprint. Team members are “the experts” since they have all the 

expertise necessary to carry out the tasks. They know also all the technical specifications of the 

product they work on. They organize themselves and do the estimations for the sprint. 

The role of the ScrumMaster is a facilitating, leading role. The main tasks of the ScrumMaster 

are to identify and remove impediments that the team might have found, and enable 

communication with all the parties involved in the development process. He or she is the hub 

towards higher-level executives.  

In order to maintain a good communication flow, the ScrumMaster organizes and attends all the 

Daily Scrum meetings, and tries to create and maintain a friendly atmosphere. The ScrumMaster 

protects the team from outside actors and helps them with everything they need. He or she makes 

sure also that there are continuous improvements which helps enforcing the process.  

 5.3.3 Application of the principles in the work environment 
The teams are self-organized, with 5 to 9 members in each team. Team members shall have all 

the knowledge and experience needed for the sprint and also be cross-functional. They distribute 

and prioritize the tasks in the Backlog and make them visible for everybody, as well as writing 

the list of the impediments that have been found.  

Team members decide also the times of what they are going to deliver at the end of the sprint. 

The team and the ScrumMaster work all together in the same room and keep a good 

communication flow with each other. When problems or risks occur, the team members try to 

solve them themselves. If they can not find a solution, then the ScrumMaster takes over and tries 

to address the difficulties as soon as possible.  
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Daily meetings are scheduled to learn about the status of the tasks and the problems that might 

have surfaced. During the meetings, the ScrumMaster tries to pinpoint impediments and makes a 

plan to address them as soon as possible. Also, he or she is always checking carefully the 

progress of the work. The Burn Down chart is used for this purpose.  

If some task is not advancing as expected, the ScrumMaster tries to find out the reason of the 

problem and how it can be fixed. When impediments are found, then the ScrumMaster makes 

sure that they are solved and visible for everybody. The ScrumMaster is always there to help the 

team by giving technical advice and feedback, and makes sure that the course of work goes as 

smoothly as possible.  

The rules and norms of how to work with a specific project are always set by the management. In 

this way, they influence and determine how the team should work. It is the ScrumMaster's task to 

see that team members work within such rules and norms and that they adapt to the guidelines 

established by the management. 

 5.3.4 Personal view of self-organization and subtle control 
Scrum helps facilitate communication, increase motivation within the team, and reinforce their 

commitment. Scrum creates also a more open, friendly environment for the team members where 

they can organize their own duties and times according to their technical knowledge and skills. 

People strive more when let alone to work independently in a group where members help and 

support each other to achieve their goals.  

With a self-organized team, more work is done. People feel more committed. They become more 

efficient and there is more and better communication. Team members feel more motivated when 

they can decide what to do, instead of being told what they should do. They support each other 

and more gets done. However, in some cases, self-organization may not work for some team 

members.  

Not all the parties involved in the project really know and understand Scrum. Sometimes, team 

members do not know the methodology very well so the ScrumMaster assumes the role of trainer 

and coach. It is more often that the Product Owner is not really familiar with the Scrum process, 

which causes difficulties and stressing situations. 

There is a certain level of authority from part of the Product Owner, since he or she decides what 

should be developed and the priorities of the requirements. Still, some more control and 

authority is needed because sometimes the team tends to decide about features and 

functionalities in the product that are not up to them to decide. Then, good communications is a 
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good way to address this situation.  

In many occasions, team members try to take more than one assignment at the same time, which 

may delay their schedules and affect the quality of the end-product. The ScrumMaster is always 

making sure that these situations do not happen by maintaining a clear, direct communication 

with the team about their activities and their progress.  

Even though team members can decide about their tasks and times, they cannot decide over the 

processes they should follow to accomplish them, or just change priorities or specifications on 

their own. The ScumMaster supervises that these premises are always followed by everybody 

along the sprint. Therefore, the ScrumMaster has some level of control and authority, but not 

extreme. Subtle control should guide and empower self-organization and do not disturb it.  

The ScrumMaster encourages always the team to attend the meetings, be efficient and help each 

other. During the Daily Scrum meetings, he or she sees also that all members participate actively 

and discuss about the impediments they have.  

The ScrumMaster is as well in charge of lecturing the team about the norms and rules of how to 

work, and make sure that they follow the preset processes in every step of the project. The 

ScrumMaster assumes this task when the team does not do it itself. He or she as well, works to 

enable improvements during the retrospective meetings after every sprint. 

The ScrumMaster is the main link between the team and the Product Owner, specially when 

handling impediments and risks. There have been problems with the management because of 

poor communication which has affected the success of the project.  

Team members learn normally the Scrum methods with the practice or with courses. However, 

this is not common with the Product Owner who represents the side of the management. This 

fact becomes frequently a problem that could be solved with a course about the Scrum 

methodology for the Product Owner.   

Scrum is the most appropriate tool to use when working with software development projects 

where requirements change to a great extent all the time. Setting short sprints helps in some way 

to handle changes that suddenly come up during the process. In addition, Scrum helps identify 

and clarify existing problems that are not only technical issues but also difficulties within the 

organization that surface during the development process.  

When organizational problems somehow become impediments for the team, the ScrumMaster 

may, if possible, try to adapt what is supposed to be delivered to the requirements of the 

organization. In addition, good communication and negotiation with the management are crucial 
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in order to reach a common agreement about the expected results. 

 5.4 Summary of the answers provided by the team members 
The information provided by the team members has been summarized and categorized as part of 

its preparation for the analysis. This section contains the summary of that information divided in 

the categories described in Section 4.2.3. Such categories are: understanding of self-organization 

and subtle control, role for the team and the ScrumMaster, and application of the principles in 

the working environment. Additionally, the participants' personal view of self-organization and 

subtle control is also presented.  

 5.4.1 Understanding of self-organization and subtle control 
Self-organization is the capability to delegate tasks. It is also to stimulate and enable leadership 

from within the team. The team members discuss and decide what tasks to do. Decisions are 

usually made after a discussion and common agreements. 

Subtle control means that team members themselves regulate the quality of their work. It is 

leading by setting standards of performance and norms for behavior that should be followed 

consistently. The ScrumMaster influences the team but without a real authority.  

 5.4.2 The role of the team and the ScrumMaster 
The main goal of the team is to accomplish a project. Team members have all the expertise 

needed to deliver something that works. They learn and support each other. They share 

knowledge and experience, specially when there are new members in the team. The team works 

independently but always within the guidelines and norms.  

The role of the ScrumMaster is an assisting, leading role. He or she is in charge of organizing the 

team's meetings and helping them with everything they need. The ScrumMaster as well, helps 

the team to maximize learning. He or she is a facilitator and coach that enables improvements 

and removes obstacles so the team can focus on their tasks. The ScrumMaster is also the 

interface between the outside world and the team. He or she is a leader with certain level of 

authority but not strict. 

 5.4.3 Application of the principles in the work environment 
The teams are self-organized. Team members manage their tasks, times, estimations and criteria 

of how to do the work. The tasks are distributed according to the members' expertise and 

knowledge and after common commitments and agreements. Communication and discussion are 

very active among team members and the ScrumMaster.  

During the sprint planning, the Product Owner presents the requirements for the upcoming sprint 
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and together with the team and the ScrumMaster, they build a list of stories and priorities that 

will eventually be converted into tasks to be developed. Negotiations take place between the 

Product Owner and the team in order to estimate times and determine what is the most important 

to do first.   

Meetings take place everyday and the progress of the work is monitored constantly. Everybody 

participates and discusses about the status of the tasks and the problems found. Sometimes 

discussions tend to be over extended and out of focus, then the ScrumMaster intervenes to try to 

make the meetings more efficient and productive. 

The ScrumMaster is always present and very involved in the meetings. He or she helps the team 

with anything they require to carry out their work. During the meetings, the ScrumMaster spots 

out possible risks and problems, and identifies the members' strengths and skills. The team and 

the ScrumMaster work all together in the same room which facilitates communication and 

interaction.  

Team members use to solve the problems together and if necessary, include the ScrumMaster as 

well, but they try usually to manage it themselves. Team members check each other's progress 

and try to locate possible risks and problems, specially when working under pressure. They give 

also feedback to each other and try to improve and learn. 

In some few occasions, even the Product Owner is present during the Daily Scrum meetings, 

although this does not happen very often in most of projects. There is normally a good and active 

participation of all the people involved in the project.  

 5.4.4 Personal view of self-organization and subtle control 
Scrum is a very good tool for software development. It creates an atmosphere where technical 

and business leadership work together to deliver something. Scrum reinforces productivity and 

enables a frequent, active communication in all levels.  

Self-organized teams are commonly more motivated, productive and focused but their success 

depends also on the quality and potential of their members. For some team members, self-

organization itself does not ensure that a team will be more motivated or focused. 

In some cases, the Scrum methods are applied too extremely or not enough. When this happens, 

people do not get all the benefits. Sometimes, the principles are not 100% applied or they are 

combined with principles and methods from other Agile frameworks.  

People need time to learn and assimilate the concepts of Scrum and not always there is full 

support from the management. There is a tendency to think that some of the principles are not 
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applicable and people do not get to know them well.  

The team needs someone who at times, can decide over certain things. This person should be the 

ScrumMaster since he is usually the most senior technical experienced member. The 

ScumMaster decides and people listen to him and trust him. Team members need directions and 

they are open to receive advice and suggestions from the ScrumMaster regarding which tasks to 

do and how to do them. 

The ScrumMaster helps the team to learn and follow the norms, the principles and criteria set by 

the management. Sometimes people have to be told what to do and how to do things, because 

they just do not know. Therefore, some direction is needed until they can learn.  

If people know what to do, it is better to turn them loose so they can keep learning by 

themselves. But still, some control and authority are necessary to tell people what to do and how 

to do it, specially when either they do not have enough experience or they do not have the right 

experience. Some team members may come from other projects with a baggage of “bad 

practices”. 

People have to work within the guidelines and norms preset in the environment. There should be 

an alignment, people should be addressed and adapt to the norms. Communication is important 

to deal with risks and problems, and provide constant feedback to promote improvements. When 

communications is not fluent, then risks and frictions surface.  

A self-organized team is more focused, motivated and efficient, but there should be also 

leadership from within. Teams follow sometimes the trend of “meritocracy” when they discuss 

about tasks and procedures. Meritocracy is leadership based on the skills and performance of the 

team members. People tend to listen and follow the members that are more experienced and have 

proven success in what they do.  

It is not rare that team members have the chance to decide who might become ScrumMaster and 

choose a candidate based on his/her merits. Still the management is the one making the final 

decision. Problems occur mostly with external parties, like the Product Owner, which represents 

the management, because they are not very involved with the team and their work.  

In general, there is a balance between self-organization and subtle control. So far, there have not 

been many situations of extreme self-organization or lack of authority. The level of authority and 

control is usually right. People feel more motivated to do a good job. They also monitor each 

other about their progress since they all work together in the same room.  

Scrum enables self-evaluation and constant improvement. It is good and necessary to have 
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someone in the team, apart from the ScrumMaster, who can organize and keep track of the work 

in progress, but without being autocratic. A balance is important because extreme situations, like 

too little use of the methods or too much “process-focused”, are always negative.  

There have been some stressing situations when for instance, the ScrumMaster did not really 

understand the nature of his role or the Scrum methodology. Then, instead of facilitating and 

helping the team, such ScrumMaster created more stress and frustration. More education and a 

better understanding of the Scrum process would have helped avoid such problems. Training is 

important to learn the basic concepts, specially for new team members. 

Many team members do not really know much about the Scrum principles. They are supposed to 

know the mechanics of the methodology and just make assumptions which are not always 

accurate. Training is needed, specially when starting a new project. A good introduction is 

necessary. Therefore, as the concepts of self-organization and subtle control are not clear for 

many of the team members, it is hard for them to say that there is a balance.  

Sometimes team members feel more pressure when using Scrum because of the use of control 

tools like the Burn Down Chart. This affects eventually the quality of the product, since team 

members just rush to finish what they are committed to for the sprint without making sure that 

the outcome is really sustainable.  

More control from the ScrumMaster is needed to make sure that procedures are followed and 

that the quality of the results is the one expected. A more effective, clear communication is 

necessary among team members and the ScrumMaster, as well as with the other parties involved 

in the project.  

Communication is crucial, specially when problems occur, such as quality issues. Team 

members should tell the Scrum Master about the flaws and risks that they have been found as 

soon as possible. Then, the ScrumMaster shall inform the management and business levels about 

such impediments right away, so they can be solved in time.  

A good and active interaction among all the parties involved in the project is important in order 

to create a more comfortable environment for the team, specially when working under high 

pressure.  
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 6 Analysis and Evaluation 
In this chapter, the description of the outcome of the analysis and evaluation is presented. The 

method to analyze the data provided by the participants is to compare their definitions of the 

Scrum principles, roles and practices with the definitions used in the theoretical information 

described in Chapter 2.  

The description of the findings has been divided using the categories in which the information 

had been previously classified. Such categories are: understanding of self-organization and 

subtle control, role for the team and the ScrumMaster, and application of the principles in the 

working environment.  

 6.1 The ScrumMaster 
The analysis of the information collected from the participants with the role of ScrumMasters is 

presented in this section.  

 6.1.1 Understanding of self-organization and subtle control 
The answers for the questions about the meaning of self-organization and subtle control were 

contrasted with the definitions included in Section 2.6.  

What was found is that for most of the participants, the understanding of self-organization is 

rather intuitive. The ScrumMaster is aware that the team members shall decide what they will 

work with and estimate their times since they know better about their own expertise and 

capabilities.   

The principle of subtle control as a concept, is not very clear, or even unknown in some cases. 

However, the ScrumMaster considers that one of his/her main duties is to supervise that team 

members work within the guidelines of the project and make sure that the outcome of the sprint 

fulfills the requirements.  

 6.1.2 The role of the team and the ScrumMaster 
The answers for the questions about the role of the team and the ScrumMaster were contrasted 

with the definitions included in Section 2.2.  

The results show that the teams are mainly seen as the executors of the project itself and have all 

the knowledge and expertise necessary for the development. Team members are usually let free 

to organize their activities and times.  

The ScrumMaster is seen as a facilitator and a leader. He or she assists the team and does not 

actually assign tasks or decide how to carry out them. The ScrumMaster however, influences the 
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team by supervising its performance and progress and by making sure that people complete the 

tasks that were committed for the sprint. 

 6.1.3 Application of the principles in the work environment 
The answers for the questions about how the Scrum principles and methods are applied in the 

working environment were contrasted with the definitions included in Chapter 2.  

The information obtained during the interviews shows that self-organization is applied in 

general. Teams work in fact independently, whereas the ScrumMaster acts like a facilitator and 

leader without real authority. Team members discuss and decide about the strategies and tools 

that will be used to work out the tasks. On the other hand, the participants have also expressed 

that in some cases, more control over the team was needed to avoid jeopardizing the success of 

the project.  

This is particularly true when for instance, team members try to work with more than one 

assignment at the same time or get involved in other parallel tasks outside the project, which can 

disrupt their schedule. In such situation, the ScrumMaster intervenes and makes sure that they 

focus on what they have already committed to do at the time, so that the progress of the tasks 

continues as planned.  

Another common case where the ScrumMaster must apply more effective control over the team 

is when developers try to change certain specifications or qualities of the product that have been 

requested by the Product Owner at the beginning of the sprint. The ScrumMaster supervises that 

all the features and functionalities correspond with the ones required by the Product Owner and 

no changes have been done without previous approval.  

The way how the ScrumMaster interacts with the team and the external parties of the project 

reflects that subtle control is also in practice. Commonly, at the beginning of a project, team 

members are informed of the pre-established procedures and methods that they should follow 

during the development process.  

For example, a task can not be called “finished” until it has been properly tested and 

documented. The same way, they should follow specific procedures for testing and documenting 

that they cannot alter or dismiss. During the Daily Scrum meetings, the ScrumMaster has the 

chance to oversee that the team is working under these rules.  

 6.2 The Team Members 
The analysis of the information collected from the participants with the role of Team Members is 

presented in this section. 
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 6.2.1 Understanding of self-organization and subtle control 
The answers for the questions about the meaning of self-organization and subtle control were 

contrasted with the definitions included in Section 2.6.  

The findings show that self-organization is understood as deciding what to do and how to do it, 

once the priorities and requirements of what to develop have been defined. Technicals 

specifications and development methods are determined by the team members, and tasks are 

assigned after a group discussion.  

The participants do not have a clear or accurate concept of what subtle control means. There is, 

however, an acknowledgement that there are guidelines and standards that the team should 

follow during the execution of the project. Team members are also aware that there are certain 

details such as level of importance and specific features that cannot be changed or disregarded 

without an authorization and approval from the Product Owner and the management.   

 6.2.2 The role of the team and the ScrumMaster 
The answers for the questions about the role of the team and the ScrumMaster were contrasted 

with the definitions included in Section 2.2.  

The results reveal that for the participants, the team's main mission is to work out the project and 

all the challenges it contains. To achieve that, team members have all the capabilities and 

expertise needed. They work together and take decisions and actions after a group discussion and 

agreement. When there are impediments or more serious problems, they turn to the ScrumMaster 

for help and assistance.   

The ScrumMaster is considered a leader, a facilitator and supporter for the team. He or she 

enables a good communication flow, both among the team members and also with the external 

parties. Team members see the ScrumMaster as another member and try to involve him/her in all 

relevant events taking place during the execution of the project. 

 6.2.3 Application of the principles in the work environment 
The answers for the questions about how the Scrum principles and methods are applied in the 

working environment were contrasted with the definitions included in Chapter 2.  

Once again, the information gathered during the interviews reflects that self-organization is 

generally applied. Team members consider that they are capable to manage their activities and 

schedules and also solve the problems that they may encounter during the sprint. They are 

always sharing information with each other, and that also includes the ScrumMaster.  

However, the participants have also said that at times, it is necessary to have someone who can 
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make decisions for the group. A common situation that shows this is when new members in a 

team do not know well what to do or how to proceed. Then, the ScrumMaster takes the 

responsibility of coaching the team, educating them in the way to work out the sprint, and even 

assigning and planning the execution of the tasks.  

Another example that has been mentioned is that during the Daily Scrum meetings, some team 

members get involved in lengthy discussions about technical issues that are not really related 

with the progress of the tasks. Then, the ScrumMaster must intervene to try to keep the meetings 

short, concise and efficient.  

Regarding the principle of subtle control, a situation that illustrates how it is applied is when the 

management requests changes to be made in the requirements that are already in process. Then, 

team members have to adapt their activities and procedures to the new situation. In some cases, 

they have even to start over again in order to fulfill the new organizational needs.  

The participants have said as well that in many cases, Scrum principles are combined or used 

partially with other principles from other Agile methodologies. When this happens, it is not very 

clear for them to recognize all the benefits or flaws of the methodology, or to see if the cause of 

problems is the misuse or underuse of the principles. Some of the team members have also 

expressed that the occurrence of extreme situations is not uncommon.  
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 7 Summary and results of the investigation 
This chapter presents the summary of the findings obtained after the evaluation of the 

information provided by the ScrumMaster and team members.   

 7.1 The ScrumMaster 
For some of the participants, self-organization is an excellent way to reinforce commitment and 

increase performance in teams. On the other hand, they have admitted as well that self-

organization does not ensure that people will strive and work better. They have recognized that 

normally, people working in a group are open and even willing to receive directions and advice 

about the things they should work on and how to proceed. 

As it has been mentioned during the interviews, the ScrumMaster still holds some authority and 

control over the team that for some situations, might be more strict than expected but still 

necessary. Some team members are so used to work independently that sometimes they try to go 

over the standards and norms that have been already established.  

When this circumstance puts the project at risk, then someone has take action and redirect people 

to work within the environment that the management has outlined for them and for the project. 

Usually good and open communication helps avoid such extreme situations, but sometimes 

stronger authority is also needed. 

Therefore, this is a sign that even though people may be more productive and feel better working 

on their own, they still need direction and control to keep them in the right track and prevent 

further risks for the project. The ScrumMaster as a leader, must step out to ensure that team 

members continue working organized and that the execution of the tasks are well coordinated. 

Dangerous situations can also be related to the other side of the events, when too much control or 

intervention restricts the abilities of the teams and their performance. As it has been mentioned 

during the interviews, a common example of too much control from the management is when 

requirements change quite much and constantly during ongoing sprints, in many cases due to 

organizational causes. 

Team members are usually compelled to adapt to such changes but sometimes that is not so easy 

or even possible without some kind of compromise. So the ScrumMaster in his role of protector 

of the team, tries to handle the situation and minimize the impact by negotiating with the Product 

Owner that represents the management.  

Sometimes the negotiations reach an agreement but other times there is no other alternative but 
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discard what have been already done and restart again. Then the team feels obviously affected 

and must rethink their approach and dynamics in order to comply with the new requirements.  

As the actual technology changes in an extremely fast pace, so do software and business 

requirements. Therefore, this situation is quite familiar in Scrum projects, specially those dealing 

with multiple teams. People working with Scrum have already come up with their own approach 

to handle such fast changing environments, but they also feel more vulnerable to the influence 

from the management than they wished. 

Although the ScrumMaster has usually a good idea of how Scrum works, other roles such as 

team members and the Product Owner may not know the methodology well. This issue has also 

been mentioned during the interviews, remarking that the problem is more serious when the 

Product Owner is not familiar with Scrum.  

Sometimes, many of the difficulties between the team members and the Product Owner are 

consequence of his/her lack of knowledge about how self-organization and subtle control 

function. This may also be related to the little involvement that the Product Owner has with the 

processes in the project. Furthermore, this lack of involvement eventually originates poor 

communication with the team and misunderstandings. 

Therefore, a solid training for the Product Owner about the Scrum methods and principles could 

prevent that conflicts arise and also be a way to improve communication and interaction with the 

team members.  

 7.2 The Team Members 
For most of the participants, Scrum does reinforce communication, productivity and efficiency. 

People feel more motivated to improve and learn. There is normally a moderate level of control 

and authority, however they have mentioned as well that more than once there have been 

dangerous situations due to misunderstanding or malpractice of the principles. 

Team members have admitted that it is beneficial to have someone with more authority within 

the team, someone who can make decisions, organize their activities and supervise their 

progress. Ideally, this person would be the ScrumMaster, but it is not rare that another member 

of the team may also assume a leading role and help managing the teams' activities.  

In addition, the participants have expressed that they also need someone like the ScrumMaster, 

to help them learn and adapt to the norms and standards that rule their working environment. 

This is particularly necessary when there are new members or people that need more preparation 

and reinforcement to be able to set out with the work.  
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As many team members follow the trend of “meritocracy”, they use to go to the most 

experienced and most respected member inside the team for advice and directions. In some self-

organized teams, they even have the possibility to name one of their peers as a ScrumMaster for 

the ongoing project. At this point, self-organization might be going a little too far, since usually 

the election of the ScrumMaster is done by the management.  

It has been mentioned as well that team members should have a say about who would become 

ScrumMaster for their team. They would normally like to have a leader whose capabilities and 

skills they know and respect, someone they already have some kind of working affinity with. 

This might obviously depend on how flexible the organization is and how much the teams are 

allowed to decide upon their working environment. 

In terms of the application of subtle control, it has been pointed out that there is definitely a 

certain level of regulation and influence from the ScrumMaster. Quite often, team members turn 

to the ScrumMaster asking for suggestions and recommendations of what to do and how to 

proceed. The ScrumMaster must also supervise that team members work their tasks with certain 

order and good coordination, so that confusion and chaos will not occur within the team. 

On the other side of the events, the information gathered during the interviews also shows that 

applying more strict control can do harm to the project. Some team members have said that they 

feel too much pressure to measure up to the amount of tasks that have been planned for the 

sprint. When they are compelled to finish in time, they just try to complete what was promised 

but do not really validate that the quality of the product is the one expected. 

Perhaps more open and straight communication among team members and the ScrumMaster 

would minimize the risk of producing low quality code. Also, a closer supervision from the 

ScrumMaster would help verify that all the quality standards have been complied. Usually, when 

there are too many tasks to work out during short sprints, the team tries to negotiate with the 

Product Owner about which ones have the highest priority. Again, good communication is 

crucial to reach common agreements and diminish stressing situations. 

Another very important issue that has been mentioned during the interviews and that has been 

spotted after gathering the answers is the fact of poor or lack of knowledge of the Scrum 

concepts and methods. This includes also the understanding of the core principles of self-

organization and subtle control and the three major roles: ScrumMaster, team member, and 

Product Owner.  

The majority of the participants have said that very few of them have received a formal training 
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in what the Scrum methodology is about. It is more common that they learn with the practice but 

without a real solid base. According with their answers to what they understand as self-

organization and subtle control, most of them have a more or less right idea about such 

principles. They mainly make assumptions or have an intuitive knowledge of what such terms 

mean, and also about their own roles. 

The lack of education can be a major factor in making the execution of the project more 

problematic. Perhaps the risk is not as serious for team members as it might be for ScrumMasters 

or Product Owners. An example that illustrates this problem is the case of a ScrumMaster that 

was generating more pressure and discomfort within his team by giving them extra tasks that 

were not included in the schedule and pushing them to complete both the planned and unplanned 

ones.  

Therefore, when an important role like the ScrumMaster is not well understood, and neither is 

the way how to apply subtle control, the situation can become chaotic and lead to really negative 

results for the project. The same could happen when another major role like the Product Owner 

is as well, not properly assumed. As it has been mentioned several times in both the interviews 

for the ScrumMaster and the team members, the relationship with the Product Owner is not 

always as smooth as wished. 

Once again, a very good, direct and constant communication among all the parties involved in 

the project is the key for improvement and success. But also, as many of the participants have 

expressed, a better and mandatory training about the Scrum theory would help significantly to 

ease the relationship and interaction of the team as a group and the management represented by 

the Product Owner. It is important for the Product Owner to be able to understand well the role 

that he or she is assuming. 
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 8 Conclusions and further work 
This chapter presents the conclusions of the study, limitations, evaluation of the research, 

reflections and suggestions of related issues for future work.  

 8.1 Conclusions 
This research has aimed to investigate and analyze how the Scrum principles of self-organization 

and subtle control are being applied in software development projects. The study has also 

intended to show the common problems and risks that occur when such principles are not well 

understood or exercised and what measures can be taken to improve. One particular matter that 

has been of great interest throughout the study is how to achieve and maintain balance between 

self-organization and subtle control so that extreme situations shall not occur.  

To achieve the goals of the study, the use of theoretical and empirical information have been 

equally important. The literature has been used to explain and clarify not just the area of the 

research which is Scrum and its use in software development, but also the problem itself to be 

investigated. Moreover, the theoretical information included in the report together with the 

empirical data, has been employed to carry out the analysis.  

The information collected from the participants has helped identify some of the weaknesses and 

possible improvements regarding the practice of self-organization and subtle control. Such 

weaknesses need to be addressed and resolved in order to exploit even more the multiple benefits 

that Scrum offers for managing and organizing software development projects.  

The research has been based on the analysis of the information provided by Scrum users about 

their positive and negative experiences regarding self-organization and subtle control. Even 

though the group of participants was relatively small, many of them have worked with Scrum for 

several years, performing different roles in different projects. Therefore, their accounts of the 

risky situations and problems that they have encountered may be likely familiar to those of other 

Scrum users.   

The participants who collaborated in this study have been aware that problems exist but they 

have also recognized that sometimes it is not easy for them to find out what the causes of such 

problems are or how they can be handled. For that reason, it was necessary to conduct a study 

that, in an objective way, would help detect the origin of the risks and define possible ways of 

solutions for the future. Therefore, the findings and recommendations included in this study can 

be helpful and beneficial to all Scrum users that face similar set backs understanding and 
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exercising self-organization and subtle control.   

 8.2 Review of the findings, suggestions and recommendations 
After carefully reviewing and analyzing all the answers and comments obtained from the 

questionnaires and the interviews, the results reveal that there are three major issues that can be 

regarded as problematic and highly risky. They are described up next. 

 8.2.1 Extreme situations dealing with self-organization and subtle control  
The participants have given examples of team members that become too self-organized or 

projects where more control and supervision from the ScrumMaster could have prevented other 

problems. Also they have described some of the negative effects that too much intervention from 

the management may have on the team members and their performance.  

Such extreme situations occur when either people attempt to overrun the rules and boundaries of 

the environment that have been defined for them, or when there is too much control from part of 

the management or the organization. Although much of these events depends on factors that are 

not easy to modify such as human behavior or organizational structures, there are still ways and 

means of preventing that such extremes take place or at least, reduce their negative impact on the 

project. 

 8.2.2 Misunderstanding or lack of knowledge of the Scrum theory  
In most of the cases, the participants have showed a certain knowledge of what self-organization 

and subtle control mean. However, they have also expressed that in many occasions they must 

just assume ideas that may or may not be correct. 

A good introduction to the Scrum theory is definitely an important step to help people 

understand better how the mechanics of the methodology function. With a solid knowledge, 

people shall comprehend better what is expected from them in addition to fulfill specific goals, 

the role they are playing in the process, and most important, how to exercise self-organization 

and subtle control in a more responsible, efficient way. 

 8.2.3 Misunderstanding of the main roles such as ScrumMaster and Product 
Owner 

It is very important to attain a more committed and serious involvement from part of the Product 

Owner with the teams' work and activities. It has been mentioned that many of the conflictive 

situations happen due to the absence of the Product Owner and his/her poor interaction with the 

group. As the participants have stated in several occasions, quite often the Product Owner keeps 

a rather distant and minimal contact with the team and the ScrumMaster. He or she is mostly 

available when there are major impediments and problems that have to be solved with his/her 
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help.  

Such absent attitude has been remarked as negative and in certain way detrimental, by both the 

Scrum Masters and team members who have been part of the interviews. Even though it is true 

that the people who are in charge of the hands-on job are the team and ScrumMaster, it is 

necessary as well that the Product Owner takes a more active part in the meetings and keeps a 

constant communication with the group.   

The lack of involvement and little interaction between the Product Owner and the team is 

perhaps a sign of the poor understanding of such important roles in Scrum and how they shall 

relate with each other. The participants have expressed that when people do not communicate or 

participate more actively in the process, tensions and conflicts can easily arise and create 

problematic situations that can affect seriously the achievement of results. 

In some occasions, it is also the ScrumMaster who does not know well the responsibilities that 

his/her role involve and how the relationship with the team should be like. Although, this is not a 

very common event, it does happen. Again, a solid training in the Scrum practices could help 

people working as ScrumMasters assume their roles better and become the leader that the team 

needs. 

 8.3 Limitations 
The research has been focused in the investigation of the use and understanding of the Scrum 

principles of self-organization and subtle control. Other principles such as incremental 

production and cross-functionality that are also part of the Scrum methodology were not 

included in the analysis of the information and description of the results. However, during the 

interviews some of the participants have referred to those principles to narrate the problems and 

situations that they have experienced during their work with Scrum.  

Also, processes such as requirements definition, design, documentation, and testing have been 

mentioned during the interviews to illustrate the team's activities and procedures. The use of 

Scrum in the production of hardware has been as well mentioned in order to tell about the use of 

the methodology in other areas.  

The number of participants in this research has been relatively small. Although more people 

showed initially interest to be interviewed and share their experiences, eventually they could not 

collaborate with the study due to lack of time and unavailability.   

The research process has been ongoing for approximately two years. The main reason for such 

lengthiness is the difficulty in finding Scrum users that could have had the time and the 
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availability to provide the empirical information needed for the investigation.   

 8.4 Evaluation 
This section is based on the source [ 32 ]  

In qualitative research, there are principles and norms that have to be considered during the 

execution of the investigation. As an important part of their work, researchers must discuss their 

approach to apply such principles throughout the investigation process and specially during the 

collection and analysis of the data (Sapsford, Jupp, 2006) [ 16 ]. By doing so, the researcher lays 

a solid ground of support to the quality and validity of the study material and the outcome of the 

research (Håkansson, 2013) [ 32 ]. Up next, the evaluation of the research is presented using the 

criteria specified in Section 4.2.4. 

 8.4.1 Validity 
The data collection and analysis processes have been carried out applying the method of 

Grounded Theory. The collection of the empirical information has been done following the 

definitions found in the literature. In the same manner, the procedures for the preparation and 

analysis of the data have been performed based on the steps described in Grounded Theory. The 

application of the method is presented in detail in Chapter 4. 

 8.4.2 Dependability 
The role of the researcher during the investigation was intended to be objective. The data 

collection process has been carried out following the procedures of the method of Grounded 

Theory, without any other additional step or action.  

In the same way, the preparation of the empirical data and the analysis process have been 

executed based on the Grounded Theory approach.  

The findings of the analysis are the product of comparing the theoretical information included in 

the report with the information collected from the participants. No personal thoughts or 

judgments have influenced their achievement.  

The results of the study can be subject of auditing to evaluate their reliability. However, it is 

important to mention that the investigation was carried out following an observational approach 

and under a specific context and time frame. 

 8.4.3 Confirmability 
The findings of the research are the result of the examination of the information provided by the 

participants. The questionnaires that were used to collect the data, had three specific purposes: to 

learn what the participants know about self-organization and subtle control, to know how they 

practice these principles and what positive and/or negative experiences they may have had.  
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The approach to carry out the analysis was to compare the answers dealing with definitions of 

the Scrum principles, roles and practices with the contents of the theoretical information 

included in Chapter 2.   

The results have been described without any personal judgement, influence or opinion and they 

can be traced back to the transcripts of the interviews and the filled-out questionnaires 

documents. 

 8.4.4 Transferability 
The recommendations presented in this study are meant to improve the practice of self-

organization and subtle control and make better use of all the advantages that Scrum can offer.  

An example of such recommendations is to lecture Scrum users in the theory of the 

methodology. The participants have expressed their wish of getting a proper training in Scrum so 

that concepts and roles can be better comprehended and exercised. 

Another recommendation of the study is to get the Product Owner more involved and committed 

to the project. Keeping a more active interaction between the team and the Product Owner would 

diminish the risks of misunderstandings and tensions specially when changes in requirements 

have to be implemented. 

It also is important to mention that the outcome of this investigation can serve as a reference and 

an introductory step to further studies and research about the risks and dangers that may happen 

when Scrum principles are not properly applied or understood.  

 8.4.5 Ethics 
Ethical principles have been observed all throughout the investigation. The participants in this 

study have freely and voluntarily provided the empirical information needed for the analysis. In 

the same way, they have also made available their identities and professional occupations.  

Some participants who attended the video-taped interviews asked for privacy during the filming. 

In those cases, only the voice of the person giving the interview is heard and no personal images 

are displayed, respecting in that way their wish for privacy. 

All the material and documents used in the preparation of the theoretical data have been open to 

the public access and properly noted as source of reference. The information record used for the 

analysis is the result of the preparation of the empirical data that have been collected from the 

participants. The preparation of this information has been done in an objective way, without 

adding personal notes or comments.  

In the same way, the analysis has been executed based solely on the theoretical information and 

the facts provided by the participants. No personal views or judgements have been implicated in 
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this process.  

 8.4.6 Social benefits 
The ways of improvement suggested in the study are intended to enhance the working 

environment and create or maintain a more amicable atmosphere within individuals working 

with Scrum projects.  

Tensions and conflicts appear when people do not understand or assume their roles properly, or 

do not know how to proceed and act. This could have a negative effect in their performance and 

productivity and make the working atmosphere less comfortable. A good introduction to the 

Scrum theory and how its mechanics work as it was recommended, could prevent this risk and 

avoid further problems.  

Also increasing communication and involvement, specially from the Product Owner's part, 

would facilitate better understanding and coordination to implement impeding changes in 

requirements. At the same time, more interaction could definitely improve the rapport between 

the team and the Product Owner. This issue is also discussed in the recommendations.   

 8.4.7 Sustainability 
As an important way of improvement, training and education on the Scrum theory has been 

recommended. As many of the participants have expressed, learning is always positive and in 

this case, necessary to enhance their performance and competency when using Scrum.  

Courses and literature are available in specialized training centers and also on internet. 

Experienced ScrumMasters and team members can also teach other team members about the 

theory and methods of Scrum. So there are multiple possibilities for learning. 

Regarding the training for the Product Owner, the matter may be not that simple. It would 

depend on how much the management and the person assuming the role of Product Owner are 

willing to invest in terms of time and effort for this purpose. However, they have also to consider 

the benefits that better education would have on the relationship between the team and the 

Product Owner.  

 8.4.8 Goals 
One of the goals of the study is to analyze how self-organization and subtle control are 

understood and applied by Scrum users and what negative and positive experiences they have 

had. The analysis of the empirical information has determined that the participants have certain 

knowledge of self-organization and subtle control. The analysis also reveals what kind of 

experiences the participants have had when applying those principles. So this goal has been 

fulfilled.  
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Another goal specified at the beginning of this research is to investigate what problems and risks 

dealing with self-organization and subtle control exist. This is also another result obtained after 

performing the analysis of the data. Risks and problems that are related to how Scrum users 

apply self-organization and subtle control have been described during the investigation. 

Therefore, this goal has also been fulfilled. 

The third goal of the research is to uncover the causes of the problems and risks and find ways to 

avoid them. The results show the reasons that originate the problems and risks dealing with self-

organization and subtle control in the environments where the participants work. The results 

have also helped find possible solutions to such problems and ways to minimize the risks. This 

goals has also been achieved.  

 8.5 Reflections 
The research and all the investigation for this project have been performed during a period of 

two years. Although it has not been really easy to find a group of professionals that would have 

had the time and availability to be part of the study, in some way, this difficulty has given a more 

clear and wider perspective of what the problematic may be and how it can be addressed.  

All the examples and cases that have been described, as well as the information provided by the 

participants about their own experience and points of views, have been very valuable for this 

study. 

An observation that has been pointed out during the interviews is that, in the opinion of the 

ScrumMasters and team members, sometimes more control and direct influence is needed to be 

able to carry out the job successfully. According to the participants, in their own experience it is 

always positive to have someone in the team, either the ScrumMaster or another member, who 

can take control and be a more active leader to organize and distribute the work.  

Of course, this shall depend on the situation and what is necessary to do in order to work out the 

project. For example, new members or new formed teams always need directions and 

instructions of how to proceed and who should do what from someone more familiar with the 

environment. It has been also mentioned that more authority is definitely necessary to supervise 

that people will comply with the standards and norms that rule the project. This is particularly 

important in terms of assuring top quality and superior performance.  

Therefore, there should be more flexibility when practicing self-organization and subtle control. 

In some cases, perhaps having a person with more authority in the team could be very beneficial. 

Other times, leaving the team alone to organize themselves and not intervening in their decisions 
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could be the best strategy. The decision obviously depends on what is needed at a specific time 

and place, but also it depends on the expertise and skills of the people involved, their working 

affinity and the trust they have on each other.  

In any case, people should use their own criteria and experience to decide which is the best 

alternative in a specific situation. As environments and requirements change so often, people 

should be aware that they have to adapt to the new conditions and keep an open mind when 

deciding which is the most suitable strategy to use. Falling into the extremes can be very easy 

and tempting, but it can also have quite serious consequences.   

 8.6 Future work 
This study has presented the information and results of a relative small group of people who 

work with Scrum and software development projects. A further study of more extended projects 

involving several teams would possibly bring out and expose much more complex and 

interesting issues about how self-organization and subtle control are being applied. 

In such large environment, it would probably be necessary to employ a different methodology to 

obtain all the information and details needed for the research. Also, it would be absolutely 

necessary to take a much closer view of the daily interaction of the main roles involved in the 

process and see how they handle extreme situations.  

An extension of this research would definitely help identify other critical problems related to 

self-organization and subtle control, as well as, help figure out how they can be prevented in the 

future.  
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 1 Appendix A 
Questionnaire for the ScrumMaster 

Author: Marlene Mosquera 

Email address: marlene.mosquera@gmail.com 

Master program: Engineering and Management of Information Systems at KTH  

Name of participant:  

Email address/phone number:     

Company:  

 

 15 How do you see your role as Scrum Master? What are your main tasks and duties?  

 

 16 What is your understanding of the Scrum principles of self-organization and subtle control?  

 

 17 How do you see the team's role?  

 

 18 How is a Scrum project organized in your company? Explain briefly.  

 

 19 How is your relationship and interaction with the team during the Sprint? Please give some 

brief examples.  

 

 20 How are the tasks organized and distributed during the Sprint? Please give some brief 

examples.  

 

 21 Do you consider that a self-organized team is more focused, motivated and efficient?  

 

 22 Do you think that a certain level of authority over the team is necessary to ensure the success 

of the project? Please give some examples of situations you encountered where more authority 

and control were needed. 

 

 23 How is a Daily Scrum meeting carried out in your company and how do you participate? 

 

 24 How do you monitor the team's performance and the progress of the Sprint? Do you apply 



Analysis of the use of self-organization and subtle control in software projects 

57 

specific control procedures for this purpose? 

 

 25 Has the team sometime exceeded the boundaries and constraints of the project in order to 

achieve their goals? If so, how did this fact affect the progress and success of the project?  

 

 26 What is your approach to handle risks and impediments brought up by the team members 

during the Daily Sprint?  

 

 27 If changes in the organization are needed to accomplish the goals of the Sprint and the 

success of Scrum, what strategy do you use to achieve such changes?  

 

 28 How do you achieve and maintain balance between self-organization and subtle-control?  
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 2 Appendix B 
Questionnaire for Team Members 

Author: Marlene Mosquera 

Email address: marlene.mosquera@gmail.com 

Master program: Engineering and Management of Information Systems at KTH  

Name of participant:  

Email address/phone number:      

Company:            

 

14 What is the role of the team in your point of view and what are its main tasks and duties?  

 

15 What is your understanding of the Scrum principles of self-organization and subtle control? 

 

16 How are the tasks organized and distributed during the Sprint? Please give some brief 

examples.  

 

17 How do you see the role of the ScrumMaster? Is it a controlling or a leading role?  

 

18 How is your relationship and interaction with the ScrumMaster during the Sprint? Please 

give some brief examples.  

 

19 How is a Daily Scrum meeting carried out in your company?  

 

20 How do you participate in the Daily Scrum meeting? Please give some brief examples.  

 

21 Do you consider that a self-organized team is more focused, motivated and efficient?  

 

22 What is your approach to handle risks and problems during the conduction of the project? 

How is the ScrumMaster involved in this situation? 

 

23 Do you think that there is balance between self-organization and subtle-control along the 

execution of the project? How do you see the ScrumMaster's approach regarding this issue? 
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24 Do you think that a certain level of authority over the team is necessary to ensure the success 

of the project? Please give some examples of situations you encountered where more 

authority and control were needed. 

 

25 During the development process, have you encountered risks or problems related to the self-

organizing nature of the team? If so, how did you handle such situation?  

 

26 During the development process, have you encountered risks or problems related to the lack 

of control and authority over the team? If so, how did you handle such situation? 
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 3 Appendix C 
Questionnaire for the ScrumMaster 

Author: Marlene Mosquera 

Email address: marlene.mosquera@gmail.com 

Master program: Engineering and Management of Information Systems at KTH  

Name of participant: Jennie Kronander  

Email address/phone number: Jennie.Kronander@hiq.se 

Company: HiQ       

   

 1 How do you see your role as Scrum Master? What are your main tasks and duties?  

 

I've identified what I see as my main tasks and duties. And the main task I would say is to 

remove impediments, which is a classic answer I guess, it's a school book answer, but to me 

that's very.. the most important thing. To identify impediments, or help team member identify 

impediments, and then of course, I have to remove them and make them visible so everybody 

knows about the impediments. And by everybody, I mean team, and Product Owner and bosses, 

and sort of whoever in the organization, everybody could know the impediments (everybody 

involved..). Eh then communication, both with the team and with the Product Owner. To be sort 

of the point between the team and Product Owner. The one talking to both ( yeah you are the link 

between them..) yeah exactly. And to me, communication is one of the most important parts of 

the ScrumMaster's role. And then, to make sure that meetings take place, to book meetings, to 

book rooms for meetings, make sure that everybody has it in their schedules, and also to remind 

everybody. Make sure that everybody knows when the meetings are, and that they're there on 

time, that the meetings don't take too long time. If we say it's an hour, we make sure it's an hour. 

All these small things about meetings. Make sure that the meetings take place and are efficient. 

(organizing the communication flows and..) yeah and also, usually like when it's time for a 

Scrum meeting if we have at 9 o'clock, I usually take.. just walk through , usually everybody sits 

close so I just take a walk and say “Okay, now 9 o'clock, come on now”. Just make sure that 

everybody get there on time. Because it's really a waste of time if people have to wait. And also 

maybe, if we have lots of things in our mind, people forget meetings or say that “oh this meeting 

is not so important”. But to me, really all the meetings are important. If they weren't that 

important, then we wouldn't have them. And we can discuss later if maybe we should change a 
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meeting but if we have booked a meeting, we should have it. And the fourth and last thing that 

I've identified as my main task and duties is to make sure we have a good atmosphere. That the 

atmosphere in the team is good. So.. (you mean personal interaction among the team members? ) 

Yeah, make sure that everybody feels part of the team, and involved, and maybe make sure that 

everybody has a someone to go to lunch with. Like small things, just make sure that everybody.. 

(a friendly environment..) Yeah, that nobody feels left outside and anything.. Because I think it's 

very important, if you're supposed to work together, it's important that we know each other a 

little bit. You don't have to know everything but, you know a little bit about each other, and that 

you feel comfortable talking to everybody. (Yeah that's important, because if there are some 

conflicts or someone is isolated, then it's not.. it's not a team really). Exactly. And I think that the 

small things like going for lunch together, or having a fika together, that makes a better 

environment, and makes it easier. if you've talked to someone during lunch about the summer or 

where you'll go on Easter or whatever, it's easier to ask for help later on. Because you know the 

person a little bit, you know that the person isn't scary and... things like that. And I think that as 

ScrumMaster, also a very important part, to make sure that the atmosphere is good. (Yes, that's 

right) That was my main tasks that I've identified. (Yes it's supposed to be for the ScrumMaster 

to support the team).  

 

 2 What is your understanding of the Scrum principles of self-organization and subtle control?  

 

Yes. I'm not sure if I understand correctly, but this is how I've thought when I read the question. 

That it's a very big difference.., this is a very big difference if you work with Scrum or if you 

work with something else.. like waterfall or whatever you call it. To me, maybe the most 

important thing is that it's much more fun to work self-organized. When no one gives you 

assignments. No one tells you what to do. And, as a ScrumMaster, my opinion is that, much 

often, much more work is done. Because people feel committed, and it's more commitment and 

communication, rather than control. And I think, people are usually working on.. doing what 

they have said they're gonna do, than what someone else told them to do. So if I stand in front of 

my group and say “I'm gonna solve this question until tomorrow”. Then, I have said this to all 

my colleagues,  I'm committed to this. And it's rather that I sit and really try to solve this 

problem, than if I come and say “you will have to do this until tomorrow”. So, for my point of 

view I think that a lot of.. we get more done. Because people think it's more fun, and they help 
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each other, so people don't get stuck. And.. so that's self-organization to me. But, of course, it 

takes time to get a working team. So it's important that the team is working well to get this. 

(Also, some of them are used to the old models, like they have to be told what to be done, when 

and so on. I mean it's hard for them sometimes to adapt to this..) Yes, but now Scrum is pretty 

old. We've been working with Scrum for nearly 10 years. So I don't think that.., I don't think it's 

that hard. (Maybe, it's a bit more difficult for these a bit old managers that are still in the..) 

Maybe, but I think.. I do not have that problem. I think that when you.. I think that people 

actually see the benefits pretty fast. They understand that if you have fun at work, it's.. gets more 

done. People.. they.. That's my opinion.  

(Okay, about subtle-control then..) Yeah maybe you can elaborate. How do you..What else do 

you mean there?  (Yeah that's the way how you, like ScrumMaster, let's say, monitor the team. 

Their performance, what they're doing, how they're doing it..if there is something. But like you 

said, not telling them what to do or when to do it. But if they have some problem, maybe if there 

is some conflict or something. You can change a bit the dynamics of the group). Yes I think 

maybe.. Your last question, about how do you achieve and maintain balance between self-

organization and subtle-control. Maybe that answer would be the one you're looking for here 

then or? (Yeah that's like your own let's say personal approach, and in this case it's just how you 

understand it, how you, let's say, think it is, it is working). Okay, you mean how much I am 

controlling, I think I'm controlling?... (How is subtle-control applied here, in your group or in 

your company. Is it clear or?) No.. I think that my answer to the number 14 would be my answer 

here. (yeah maybe with a.. like a.. Because here it's more like you give some examples, or 

illustrate how you use it or how it's happening here. But I think you gave some, or mentioned 

something.. for example you let the team to decide what to do, and when they commit to 

something. And then you don't have to, let's say, tell them, “you're in charge of this or you're in 

charge of that”) Yeah, no no no I don't. (Yes so that's subtle-control, to lead or to assist them..) 

No, as ScrumMaster, I always step back. I never tell what to do. If someone tells what to do is 

the Product Owner, not me. That's my view of it. 

 

 3 How do you see the team's role?  

 

I started with just the basics, which are, as I think, very important. It's very important that the 

team contains all knowledge. That ah.. they don't need too much help outside of the team, but 
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the.. yeah. Like back-end, front-end design, whatever they need, they have the knowledge in the 

team. But we have a tester, we have a back-end developer, front-end developer, U-Xpress.. 

everything is in the team. Not too big, not too small. Of course, I usually say 5 to 9, and that's not 

a coincidence, that you say 5 to 9. So you should think about that when you make a team. Very 

important also that the team is cross-functional. But I think that's very hard. Ah I have I had a 

really good cross-functional team. Usually, for example, in my last, I'm not in assignments now 

as you know, I'm on parental leave, but hmm all my.. all the examples are from my latest 

assignment. And, there we had back- and front-end developer. Yeah and the back-end developer 

could not really do the front-end development and other ways. (Ah yes, they were a bit like.. 

stuck in a specific task). Yeah and that's very difficult in Scrum. But as I see it, it's very 

common. (Yeah maybe. Some people are just used to some specific thing and then.. it's hard for 

them to learn and to change to something new). So that's a problem I would say. And, to me, the 

team is, when you said, how do I see the team's role. I see the team's role as the experts. They're 

the one that knows the technical problems, the technical specifications, everything about that. 

They're the expert on the product. And then, as for me, I'm maybe like just someone who helps 

them. And then the Product Owner is the expert on the customer. And.. it's very important to me 

that the team is the one doing the time estimation. (Yes, so self-organization) Yes. Because 

sometimes, I would be the one to do the time estimations and that's not good. (No, no. They 

should know when and how long and so on) Yeah. (They know they're going to really finish 

what they should..during the sprint). Yeah. (Okay) 

 

 4 How is a Scrum project organized in your company? Explain briefly.  

 

As I said, it's always different. Because I'm at the customer. And there are different projects all 

the time. And usually, I cannot decide how the team or the project is organized. I come to 

something when it's already organized. (It's usually the management that decides which product, 

within which environment or..) Yeah. Sometimes I can change some things, and sometimes not. 

The biggest problem I've had is the lack of Product Owner in almost all of my projects. (It is.. 

why is that? Because it's a bit difficult maybe to negotiate sometimes?)Yeah. I think that.. 

usually, the ScrumMaster knows Scrum very well, maybe the team also. They work in a lot in a 

Scrum teams. But the Product Owner is usually somebody from the organization, that knows the 

organization which is important, of course, but doesn't know Scrum. And only knows that he or 
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she is supposed to own the product. So they think that Product Owner is a role that a lot 

companies had before. So they think about that role, and don't realize that this is a new kind of 

role. And.. so I think that, the lack of knowledge of Scrum for the Product Owner is a very big 

problem that I had. In, for example, my last but also in other projects, I had a lot of problems 

with that. In the latest project where I worked, we had two Scrum teams, backbone and backlog. 

We took turns. Every second week.. No, we had..the sprint was two weeks. So every second 

sprint, we did the maintenance of the existing product. And so we always switched between the 

new development and maintenance. Because we had a product that was already used by 

customers, and we were doing new development, but we needed to also make a lot of 

maintenance on the product. And that's why we had one backlog. And that was some.. 

difficulties, but also pretty good.. (Okay, so how many people were involved in..?) Like five 

persons in each team. (Okay, yeah..) So pretty small. But too many to be just one. (So you 

weren't (Not understandable)) Yeah. And we were two ScrumMasters then. And also two 

Product Owners, which sometimes can work. But in this case, it was very difficult. Because they 

wanted different things. And that's really complicated.  

 

 5 How is your relationship and interaction with the team during the Sprint? Please give some 

brief examples.  

 

So also here I take from my last assignment, an example... First of all, we sit, we all sit together, 

so it's very easy to talk. We just have to like.. look up and you see the whole team. And that's 

very good I think. So it's very easy to you have...(..to be in the same room and..) Exactly. And, of 

course we always.. during the sprint meet every morning, or the Daily Scrum. And.. uhmm.. My 

relationship is that I'm the one who's protecting them. And it's important to me to give them.. to 

let them know that they can always come to me, to give them the feeling. So I know that if they 

have any problem or something comes up, that they will tell me. And that they trust me to come 

to me when they have problems. (And that usually happens??) Yes, but it takes some time. You 

have to.. (Yeah) People have to trust you. And.. I think that it's important to ask them about 

questions as ScrumMaster. So you're in, for example, the Daily Scrum and people say I got stuck 

here or something. You always say “why? why are you stuck? Maybe I'm still waiting for an 

answer. Why are you waiting for an answer? Well that person is still sick. Okay, can maybe.. can 

we ask someone else?”. You always like ask a lot of questions. And make them feel that you're 
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on their side. So they know that. And that.. I think that also helps to.. with the lunch thing, and.. 

as I said, that you know them. That you.. you know.. maybe not like really private stuff but some 

things. You know like if they have kids, if they don't (some familiarity..) Yeah. So maybe on 

Monday morning you ask “How was your weekend?”, things like that. So they will trust you a 

little better (Yeah). And that you trust them, it's should be both ways.   

 

 6 How are the tasks organized and distributed during the Sprint? Please give some brief 

examples.  

 

I try to always have a prioritized backlog. So make sure that all backlogs are always prioritized. 

With some brief estimations. Not that the whole backlog is estimated, but we have some 

knowledge about small, medium or large we usually use. So you know.. so the Product Owner 

knows if this task or this user story is something that will take all the sprint, or just like maybe 

rather a day or two.. or if it's really really simple. So we have something like that. And the 

backlog is always visible to everybody. So we have it.. have it on the board. And then, during the 

Sprint meeting, we breakdown the user stories into tasks. We estimate them. Not always.. 

Sometimes we don't estimate. And.. sometimes we are lazy there. And.. we commit..to how 

many of these stories we will commit to this sprint. And we put this on the board. And we 

usually make sure we have some extra. In case, we can do some extra. Because usually the user 

stories.. we have had a lot of problems with the user stories. They need clarification.. always. We 

had someone who can view them.. that can look at them.. how do you want them to look, how do 

the experience for the customer to be.. And maybe the tester needs to look at this. Is this even 

testable if we do it like that?? Stuff like that. So that's why it's important to have some extra user 

stories ready.. In case we do a couple.. And then we put them on the board.. visible for 

everybody. We put them in prioritized order. And during the Daily Scrum, they are distributed. 

With that I mean that a person says “Yes I can do this today”. Yeah. We.. at my last.. we had 

both we had digital.. we had Jira which is a good way to have them digital. And we had them 

also on the board. So we had both. Which.. I mean that's also.. as a ScrumMaster, it's a lot of the 

work. It's (Not understandable) work, where you have to write on paper, stuff like that. Maybe 

not the most fun part of Scrum.. eh of the ScrumMaster, but I think it's important. Because the 

digital version gives you more information. You can.. you can look back. How was the last 

sprint, things like that. Easier. And if the.. usually the Product Owner is the person that is very 
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busy, maybe he won't come around all the time..So, therefore it's also good to have it in a digital 

version, where he can access it from home or from traveling. (Oh yes, he can..) Yes, exactly. 

And then, the visible part, we always have it on the wall, it's very important. So you can always 

see it.  

 

 7 Do you consider that a self-organized team is more focused, motivated and efficient?  

 

Yeah, we already.. (Yes, I think you already mentioned this..) Yes, something.. Maybe because 

it's more fun as I said. you are more involved, more committed. (In that point, you usually find 

people who don't have problem to.. let's say strive or get used to this new self-organizing 

environment..) Uh.. (Maybe it's easier for those who have more of the theoretical knowledge of 

the methodology but not everybody may have that..) No, usually, my experience is that most of 

people don't really know how the Scrum.. They have worked with Scrum but they have never 

really taken a course or they don't really know what Scrum is about. Uhm I've never really had 

problems with the Scrum team. I mean, most problems that are due to Scrum anyway. 

Sometimes you have a person that don't want to work as a team. But that is a problem.. (a 

personal problem..) Yeah, yeah that is always a problem. No matter if you work with Scrum or.. 

(yeah it happens sometimes) I think that.. because I've always worked in software development, 

and I think Scrum is very suitable there. I think maybe it can be more difficult if you work with 

hardware, or something (some other product) Yeah, maybe it's not that easy to apply it there and 

might be more problems. But I don't really have that kind of problem where I have to convince a 

person to work with Scrum. Uhmm I'm sure you can have that problem with a person, but I think 

that that person may have been a problem.. anyhow (anywhere) Yeah. I think so at least. (It's a 

personality problem, not..) Yeah, exactly. Not a Scrum problem. (Yeah).   

 

 8 Do you think that a certain level of authority over the team is necessary to ensure the success 

of the project? Please give some examples of situations you encountered where more authority 

and control were needed. 

 

When I say.. Authority not really but communication, yes. So.. But then I thought so more and I 

(Not understandable)... I mean the Product Owner has authority. The Product Owner makes the 

Return On Investment decisions and that's important. Because sometimes, some team members.. 
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they think “we work with Scrum, we can decide everything”. And that's not true. They can..they 

can decide maybe on technical solutions, and things like that, and who makes what. But the 

Product Owner decides what should be done. And also the order, what is more important. It's 

also decided by the Product Owner (They set up that) Yeah. So that is authority to me. So there 

is some authority but not from the ScrumMaster. (Yeah that's right) Yes. So the product issues 

should always be clear. And that's important. And the Product Owner usually fails there, to me. 

The Product Owner usually says “No these things are all important, equally important.” But you 

cannot say that. You have to decide about this, what's more important. (Yeah set the priority). So 

in that case, sometimes, authority and control is needed. Because sometimes, people in the 

Scrum team can start thinking “No I don't think that that should be yellow. I think it should be 

red”. Because they are so used to making their own decision, but that is not for the team to 

decide. Usually. Maybe if you're going to (Not understandable). But usually, I think the Product 

Owner should be the one deciding these things, so the team won't take a lot of time thinking 

about this. (Yeah, they just decide the outcome and they just have to implement it) Yeah. (But 

you've seen that situation. I mean that they.. for example, some team members will try to build 

things as they think it should be and..) Yeah. And that's why you also have communicate. You 

have to talk all the time: what are you doing now, how does it look, do you need any help. And 

you have to teach them that they have to ask for help. (Okay).   

 

 9 How is a Daily Scrum meeting carried out in your company and how do you participate? 

 

Yes, we meet every morning. We stand up in front of our board. We usually take some coffee 

first. And one at a time updates the board, and tells of what they've been doing. And I try to 

listen and take notes. And ask all the time “do you need any help?”. And I try to look for tasks 

that are not moving. Sometimes people try to take new tasks. (And they haven't finished the 

previous tasks) Yeah. So I try to focus on that, and maybe sometimes I also say “No, you can 

not”. So I say “No, you shouldn't do that. You should make sure that things you're already 

committed to, are done, before you take a new task.” (Yes, of course) And “do you need any 

help?”, and “why?”. And of course, if I see something that is an impediment, I list it. So we have 

a.. on the board. We have a headline saying “Impediments”, so we put it there. And that's always 

also important. Because if the Product Owner comes by, or someone else comes by, they can 

also see it, very important, very clear that we have impediments here and may be his fault. Or 
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they can understand why we have problems. And I try make it fun, nice, short meeting. Efficient. 

(10-15 minutes) Yeah, yes. And if people start discussing technical things. (Yeah that's nit part 

of the.. ) I.. But it happens all the times. (Specially because they're the ones mostly talking so..) 

Yeah. (So they start discussing with each other.. or some tool or some bug or something) Yeah. 

Exactly. And you say it very important. Very important. Now take that out of the meeting. Now 

we keep going. (But they do have meetings.. I mean only them.. to discuss for example, when 

they have some bug that is stuck and no one can fix it or something) Yeah. I wouldn't call it a 

meeting. It's very informal then. (Yeah) Maybe they just sit together. Because it's always.. 

everybody sits so closely. We just ask someone to come. “Hey you can come with me for a 

while, and we can discuss this”. Or maybe they.. and I sit there as well. So maybe I can write 

some emails but I also can listen a little bit. And if they think “huh maybe this.. is it a problem?, 

and do we have to ask the Product Owner.?.”, then I hear that and I say “Oh I can do that”. Like 

that. (Yeah). And sometimes we actually think “Oh we really need to have a big meeting 

together with other Scrum team or something”. Then I just write it down and afterwards I send 

an invitation that we have a meeting, we need it. Yeah (Okay) 

 

 10 How do you monitor the team's performance and the progress of the Sprint? Do you apply 

specific control procedures for this purpose? 

 

Yeah. That would be the Burn Down. And.. in my last assignment, we didn't use Burn Down 

there.. that much. Maybe we should have used it more. It's often like that.. that we have.. we 

have a deadline, we have a lot to do, and you don't really have time to focus on the Burn Down. 

So.. no we didn't.. we had the Burn Down but in the computer. So I didn't.. (So you didn't update 

it so often..) It updated it itself in the computer, but I didn't do anything. I did not... (Ah Okay) 

put it on the board. But then, the project before that, we had a Burn Down that we always had on 

the board that we looked at a lot. So it depends a little bit on the project.. how much I think it's 

used and.. I think.. a good Product Owner should demand a Burn Down. Because it's a very good 

way for the Product Owner to see (Yeah to see how much they're doing..) Yes, exactly. So no, 

we didn't really have any specific control procedures or anything. (So, well maybe just doing the 

Daily meeting, maybe..) But.. okay, maybe.. we do have definitions of  “done”. That's maybe 

also a bit of a control procedure, depending on how you define it. Before a person can say that a 

task is “done”, the tester has to also say the it's “done”. So we have a.. it has to be documented, it 



Analysis of the use of self-organization and subtle control in software projects 

69 

has to be..  So we have some control points like that.. (Okay) before calling a task “done”. So I 

don't know if that's.. maybe that's.. ( Hmm yeah well I think that's common in the.. ) Yeah, yeah.. 

(this idea that is common, it should be like that) Yeah, we didn't invent anything. (Okay). 

 

 11 Has the team sometime exceeded the boundaries and constraints of the project in order to 

achieve their goals? If so, how did this fact affect the progress and success of the project?  

 

Well, not really. But sometimes, members have more than one assignment. (Yeah) And that's a 

very big problem. I attempt to say “No” to that. (Yeah) Because.. and I don't think that's all.. 

That's not a Scrum problem either. I think it's always a bit difficult, to work with more than one 

thing. No matter how you work. Uhm but I've had a.. I've had that problem. That they suddenly 

haven't been working with my things.. and when we stand up in the Daily Scrum, they say “No, I 

have not worked with that because I had to work with this other thing”. And then I usually get a 

little bit upset because.. they didn't say that yesterday.. I didn't know that.. But usually, when you 

get to know the people, you find out that they don't want this either. They want to work with just 

one thing maybe. And they feel pulled. (So it happened mostly because maybe some other 

manager comes and say “I need this..you have to finish this”. Yeah yeah. So my experience is 

that.. when you get to know a team, they start coming to you and say: “Well I know a told you 

today I was gonna work with this, but this manager came and told me I couldn't. What should I 

do now??” And then I can solve the problem. Maybe it's right, maybe he should work with the 

other thing. But then I have to tell my Product Owner, that we will be delayed, is that okay? And 

they have to talk together. So it's not that person's fault, it's not person's problem, it's somebody 

else's. (It's communication) Yeah. And as I said before, sometimes, the Scrum teams are not 

cross-functional, which is a big problem. That has also happened to me that we have made a 

whole.. this is what we're gonna do in the sprint and then one person starts working with 

something else. Because he could.. he had nothing to do.. because none of the tasks.. none of the 

tasks in the sprint had a front-end to do. So he couldn't work the sprint. And that was also a big 

problem, because.. (he could have helped with something else.. in the back-end..) Yeah, but still 

it's.. I can understand that it's not so good that he doesn't have anything to do. So that's also.. you 

have to talk about all these things, and you can solve them. And it's important that they come to 

you. And after a couple of weeks that usually happens. That people come, “Oh I cannot work 

now because I have nothing to do”, and then we solve it. (Okay) 
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 12 What is your approach to handle risks and impediments brought up by the team members 

during the Daily Sprint?  

 

Yeah, as I said, I always want all impediments.. should be on the Scrum board. So they're visible. 

Because.. that way you can clearly see that nothing has improved since yesterday, for example. 

And if the Product Owner walks by, he or she can see that we have impediments. And it's also 

nice for the team.. to like see that it's not our fault. It's very visible to them. And usually.. and 

also for me, that I can easily follow my progress. Because I don't have everything in my head, I 

can look there what do I have to do today. Because that's one of the most important things for me 

everyday. To make sure that we don't have too many impediments. (Yeah, sure) And usually, I 

think the solution is almost always to talk to the Product Owner. It's almost always the Product 

Owner, who can solve these impediments.. it's nice. And, with risks, I think, I usually just.. I 

don't have a good way maybe..I rather.. I mean I have a way for myself, but maybe not a perfect 

way for the team. And I always like to have a document with risks. As a project leader, I always 

like to know what the risks are. And I usually discuss them a lot with the Product Owner. So he 

or she knows about them. But I usually don't communicate them really with the team. So I don't 

have any Scrum version of that really. (Yeah I think that's more like management knowledge.. 

how to handle these things) Yeah. (Try to avoid that something will become a problem) Yeah. 

And a lot of risks are organizational, or communicational, or stuff like that. And I think.. actually 

think that it might be a little bit more of the Product Owner's task, than ScrumMaster's task.. to 

look at the risks of the project (Because they're usually..) Yeah, they're usually.. (with the 

management..) Yeah, and they usually have the money. Not me. The ScrumMaster is..(Not 

understandable) Yeah.. doesn't have the money. Usually it's the Product Owner who has to 

answer too, to management, everything. But as a ScrumMaster you help the Product Owner a lot, 

with it. But I think that it's rather the Product Owner's responsibility with the risks (Yeah it's the 

one taking action, you just.. let's say pinpoint the risks and then communicate them..) Yeah, 

yeah, exactly. (We can have this or this..) Yeah. And always.. I would think that it would be 

great if the Product Owner would be at the daily meetings, but they're usually not. I've never had 

that. (Yeah it's at the end or the beginning) Yeah. Not even. They're never around. So I usually 

make notes. So I can always inform the Product Owner of risks and things that are coming up. 

(Yeah)    
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 13 If changes in the organization are needed to accomplish the goals of the Sprint and the 

success of Scrum, what strategy do you use to achieve such changes?  

 

This is.. unfortunately it's usually not that easy to fix. Specially, as a contractor or consultant, 

where you don't work at the place.. It's usually very hard to come and say “No, this is a problem 

because your organization is that”. So it's.. unfortunately you have.. sometimes you have just to 

live with it and do the best anyway. But I always, of course, try to tell the Product Owner.. and 

you have to tell him or her in a way, in a money-related way. Which means that you have to 

really say that “This will be more expensive, because less is done due to organizational 

problems”. So if you can.. if you have, for example, a clear impediment where you say “This is 

an impediment because this person doesn't listen to us or doesn't do what we have to..or doesn't 

help us, due to some kind of problem here..this will be delayed by so many weeks, which will 

costs you 1 million bucks”. And then, they will really understand the problem. So that's usually 

the way you can communicate it. And to me.. I mean organizational problems are always there, 

you always have. It's one of the main things you have problem with. So it's not really a Scrum 

problem, but I think Scrum is a very good way to make it visible. Because you always work with 

impediments so clearly. So you.. as a Product Owner for example, you can see that you have 

organizational problems that you wouldn't see otherwise. If you have impediments clearly on a 

board for example. So it's doesn't solve anything, of course. But you can make it..(yeah 

sometimes) sometimes you can make it more clearly, if you have a problem. (So you can 

understand this or if there is a delay or..) Yeah.  (Or changing what's supposed to be done or 

something..) Yeah. But as I said, my main problem has always been that we haven't had a 

Product Owner that has been committed or.. In my last, we had two Product Owners, which was 

very difficult. And then, the manager of that department was the one I talked to a lot, telling him 

that this is a big problem. When one Product Owner says one thing. And sometimes I ask the 

Product Owner “Have you talked to the other Product Owner? Did you agree with this?” And he 

says “Yes, we agreed”. And then, an hour later, when I talked to the other, he says “No, he has 

not told me that”. So that was a big problem. And that was an organizational problem, because 

the manager wanted them both to be on that project, because of all the internal reasons. They 

both had.. we're both shareholders in that project, so.. But I think you should have.. I think it 

might work with two Product Owners if they're really good to work together, but if they can't 
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collaborate, you have to have one Product Owner that talks to the other, once. So one of them 

talks, and they can have other people they have to talk to. But one should be the one to decide. 

Because it takes a lot of time, money and energy for everybody to always ask two persons. So 

that was a big.. And also, a very big problem with the organizational stuff is that.. you always.. 

you use Scrum when things change a lot. The obvious.. I mean, you have different project 

management tools, you can use Scrum and other things. And usually, when you decide which 

one to use, they say, there are different models for this. But usually you say that if a lot of things 

change a lot, you should probably use Scrum. If you're building a bridge and nothing changes 

then not use Scrum, if you just take that (People are supposed to that.. everything is always 

changing.. the requirements) Yeah exactly. (People are aware that..) Yeah, and that's when you 

use Scrum. And of course then.. that's also a bit of the problem. That.. it is always difficult when 

the requirements change a lot. And I try.. yeah you usually have really short sprints because 

things change a lot all the time. And that's also on the organizational side.. that people come and 

tell you: “No, we don't.. we're changing that.. No, we're not doing that anymore, we're doing this 

right now.” And yeah.. you cannot do so much about that I guess. That's.. that's another problem. 

That the management can't decide on what to build and why to build it. But it's annoying 

sometimes. (Yeah, not always go with everything) Yes exactly. (But it happens, it's not..) Yeah, 

it happens all the time. It doesn't mater if you use Scrum or whatever you use. It's always 

annoying when you have worked a lot on something and then suddenly they don't want it. They 

don't want it anymore.   

 

 14 How do you achieve and maintain balance between self-organization and subtle-control 

(influence and command)?  

 

As I said before, my first thought was “No I never command anything”. But when I think about 

it, maybe that's not really true. I wouldn't say that I command but still I try to be very clear with 

some things. Like for example, being on time. If we have a meeting starting at 9 o'clock, we start 

at 9 o'clock, and I get mad if you're late. And I close.. if it's a room I get, I close the door at 9 

o'clock. So you'll get bad conscious if you open the door and.. If we only have 1 hour, so we 

should stop it after 1 hour. Things like that.. I also try to be very clear on.. you should help your 

colleagues. If somebody is doing something else and not helping when someone needs help..  I 

also get angry. I say “No, you have to help your colleagues before, you cannot take a new task 
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now, you have to help your colleagues before”. I also get upset if people don't talk to me. If they 

have a problem, and they come next day and say “No I couldn't do that yesterday because I had 

this problem”. I say “But why didn't you come to me yesterday? I was here the whole day why 

didn't you talk to me about this?”. And if nothing has happened, I would always ask why. A lot 

of times I ask why, why did you do that? So I'm not sure if you would say, but that's of course 

some kind of control. I do tell them what to do, but I have like some principles. I don't tell them 

“write this and do that”, but I tell them how we work. (not exactly regarding their work but let's 

say, regarding the communication) Yeah, exactly ( the meetings, and talk to you, and..) Yeah, I 

have a lot of.. Yeah how we work, not.. (Not what to do) Exactly. And we have processes for 

things, that the Scrum team cannot decide. Because, if you have a bigger company, you have a 

lot of Scrum teams. It's not good that every Scrum team does exactly what they want. So we 

have processes for deployment, for testing, for documentation, things like that. So that's also 

control. Yeah. We always say “No you cannot deploy that, because you have not tested it”. Or 

“You have to deploy to the steady environment before you deploy to the production environment 

before”, for example. “And you cannot move this task to them before you have documented it”. 

(That's you who says that or?) Yeah. (Okay) I mean, it should be the team, but I'm the one that 

makes sure we stick to these things. We usually start in a.. some first meeting before we start 

working together. We talk about these things, this is how we work. And then of course, we have 

retrospective meetings. And we try to make things better. But if we have decided during the 

sprint that we work in one way, I make sure that we do that. Because, otherwise we cannot know 

if it was a good idea or not, if we haven't really tried it. So I try to be clear in some things, but.. 

yeah. Then.. I mean things like testing and documentation. That's usually a manager that decides, 

so the Scrum team cannot decide on that.  

 

(A next question, like to complement the whole thing, do you think that.. it may improve how the 

team works, and the whole dynamic with you and the Product Manager, if, let's say, all this 

group would have a better, yeah well you mentioned already.. a better knowledge of the Scrum 

methodology. More theoretical.. like understand the principles, and how.. what's expected from 

each member..)  

I think eh.. for the team, it's not so difficult to tell them. It takes maybe an hour or something. 

And I can.. I can do that myself. I can just say “let's have a meeting and talk about how Scrum 

works” and things... But I think it would be terrific if the Product Owner could.. I mean there are 
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Product Owner certification classes. Just as you can be a certified ScrumMaster, you can be a 

certified Product Owner. And I think it would.. most projects would gain a lot if the Product 

Owner could take a certification class like that. (Yeah, ) Exactly. So, we work in the same way. 

The team and the Product Owner. And the.. (And so far, most of them.. they don't really know 

how.. ) No, no, that my.. how I have seen it. They're usually managers, that think.. And when 

another manager says “Okay, we're doing this project, we need a Product Owner..” Usually they 

think we should.. we should ask that person because he or she has been a Product Owner before, 

but that's another type of Product Owner.. it's something completely different. Or maybe it's a 

high profile, and they think “Oh that person should be Product Owner..” but that person doesn't 

have the time that takes to understand that is.. the commitment takes a lot of time.. (Yeah). So.. 

(Okay, yeah because I've eh.. well, I've seen some answers of the questionnaire, and they 

mentioned that it would be better if people would know, I mean at least some concepts how it's 

supposed to be working.. And yeah, sometimes that happens.. they don't know or they have just a 

vague idea, but.. and that can be a problem sometimes..) Yeah. And I think, between the team, 

it's easier to talk about how you want to work. But I think the Product Owner never has time, and 

never really.. So yeah it's.. I think in the team, if you have a ScrumMaster, the ScrumMaster 

usually can talk to the team and tell them how Scrum should work or you just can send them to a 

class. But it's harder with the Product Owner. (Yeah) It's usually someone more.. a bit older, and 

they don't really want to go to this education class, they don't wanna read any books, they don't 

wanna.. (Yeah, some ScrumMasters are , they're not very.. sometimes they're not very much 

informed about how it should be..) Yeah, that might be true. (Specially when they're a bit older, I 

mean they can be sent to a course, but they don't really go or..) Yeah, Okay that's true. If the 

Product Owner doesn't know, that's a real big.. eh no the ScrumMaster, that's a real big problem 

as well. And I mean, I have been.. in this case when we talked, I was the ScrumMaster so.. But if 

I would have a ScrumMaster that didn't know about Scrum, that of course would be a very big 

problem. So there should definitely be a certified or taking some kind of course. Otherwise it 

would be difficult I think. And maybe sometimes, you just.. you assign one of the developers, 

and say they can be Product Owner.. eh no, the ScrumMaster, which I think is a good idea. But 

sometimes it's sad that you just take the developer that is the best developer, and that's not a good 

solution. Because that develop should probably develop. (Yeah).  

 

(...It was interesting, many things that you mentioned.. specially about the impediments, the 
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interaction with the Product Owner, that is eh.. It can be a bit difficult.. And.. ) 

Yes it can. And I thought about what you said if that the ScrumMaster doesn't know Scrum.. 

Sometimes here at HiQ we have projects where, at the customer, the customer wants to 

implement Scrum, and they want everybody to be from the customer. They just want help doing 

it. So the ScrumMaster maybe doesn't know so much about Scrum. He maybe just take one class. 

Maybe he doesn't.. Maybe it isn't enough to know Scrum. So maybe we just help the 

ScrumMaster. So one person from HiQ comes to the customer, and just.. doesn't say anything, 

just observes and watches the Daily Scrum. And then afterwards just talks to the ScrumMaster, 

just “maybe you can do more like this, maybe you can..” (so he gives some feedback). Yeah. 

And that's also.. that can be helpful if you're..if, because it's a new role and as anything you need 

some help. And you can get someone maybe give you some tips of how you work as a 

ScrumMaster. I know colleagues of mine that have helped other ScrumMasters like that. Like 

being a mentor for the ScrumMaster. (Yeah). That can be helpful.  

 

(Do you have some other experience that you would like to share, and or some comment or 

something? ) 

I think I've talked about everything.. I've talked about what you wanted to discuss. No, I've tried.. 

as I said, I don't think Scrum will solve any really big problem. but it won't give you any new 

either. It will just visualize the problems that are already there. And to me mainly, it's a fun way 

to work. And.. (So it's been, let's say, a positive experience for you..to work with Scrum). Yes, 

yeah definitely.    
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 4 Appendix D 
Questionnaire for Team Members 

 

Author: Marlene Mosquera 

Email: marlene.mosquera@gmail.com 

Master program: Engineering and Management of Information Systems at KTH  

Name and role of the participant: Mathias Holmgren      

Email address/phone number: Mathias.Holmgren@hiq.se               

Company: HiQ AB              

 

1 What is the role of the team in your point of view and what are its main tasks and duties?  

 

Maybe I should explain a little bit what I do, and what our project does, maybe for context. 

Because a lot of these are like very specific questions, and a lot of times, everything you do 

in our job is very context-specific or dependent, like there is always an environment that's 

very important to take into consideration when you implement something. So a lot of times 

you need like read re-descriptions of stuff. It's very like.. It's almost a little bit rigid in terms 

of structure and form. And a lot of our work was necessarily (Not understandable) good 

mature Agile project routine or just environment is very less structured. Not a lot less 

structured in terms of rules, and norms and principles, but rather in how you actually view 

how you do work, if that makes sense. It's a lot more fluid.. So anyway that's like one of the 

direct things I reflected on when I saw these questions because they're so specific, and I 

guess that's fine but.. (The reason why the questions are like that it's because I would like to.. 

I mean all my knowledge about Scrum is theoretical, and how it works is and in practice.. So 

what I want to know is what's the difference between the theory and the reality. Because the 

creators claim that the problems with Scrum happen because people don't understand it, 

people don't know how to use the methodology, and so on. And then, people say “No the 

methodology sometimes is not very flexible as we thought, we had to change too many 

things and that was not easy, people are hard to change to new things sometimes..” and so on. 

So I would like to see what's in the middle, you know. So that's why..) I have a lot of stuff we 

can talk about in that area. The super brief version would be like, it really comes down to 

expertise in people, like you have to have good people who understand how to get stuff done, 
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that basically would do it, and actually self-discipline and team discipline to focus on the 

right things, so actually deliver something. That sounds super fun (Not understandable) but 

it's something that's rarely talked about, like in the Scrum framework, because.. The Scrum 

framework kind of implies.. anything that works implies that you have to have good people 

that do work well. But it's not something you can prescribe within the structure of a method 

or methodology. And this is maybe a bit of a management fallacy behind any process 

framework. You think that a process framework is the thing, the “it”. In fact it's not really 

that. It's people who really know how to get stuff done, and have the expertise to solve 

problems and work together, and find solutions, deliver something that works. That is it. If 

that's the process, that would be it. That would be the thing to actually focus on, and anything 

else is something that enables and helps that. So that is something that people have 

backwards in my opinion... Anyway.. So maybe we should just get started..     

(Yes, how is the role of the team?.. You know the principles I'm focusing on are subtle 

control and self-organization. So one is the part of the leadership, and the other is the part of 

the team working independently. So in your experience, has it been like that? Has the team 

always been independent and..?) The team has always been.. (Independent and self-

organized?) Well no, I don't really have that.. There is a hidden assumption in that question, 

that leadership comes from outside and that's very contrary to how a really mature Agile 

process works. A really mature Agile process is leadership from within the team. That is the 

strongest possible leadership that you can have, in terms of building or doing something. The 

people who have the expertise to do their work, actually are able to lead. And by lead I mean, 

like being in an alignment with good business principles, and get something delivered. You 

know, do the work and do a good work, and do the right work to actually get finished, so 

somebody can actually use it. If you wanna have leadership, that's what you wanna stimulate. 

Then, in my view of Scrum, it's a process framework that makes it easier for that type of 

leadership to emerge. And that's something very few people talk about and that is something 

very strong. (But within the team?) Yes, like technical leadership, together with business 

leadership, joined venture to do the right things. And that's something that Scrum makes 

easier. It creates an atmosphere and an environment that is likely to be more.. it's more likely 

to occur, it's more likely to emerge. But if the people doing this, or can't apply these 

priorities, or are blind to these principles, it's very hard to get it to emerge. Unless, there is.. 

you know, the right people, the right person, you know.. it's a little more of chance. So 
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basically my view of the team, the role of the team, it's to deliver something that works. That 

is their job. Like to deliver something that somebody can use, and that actually works. And 

my comment on this, it's actually everybody's work..job. It's like a job description. (in your 

perspective?) Yes, so it's like you.. we're gonna get to that later but, in a maturity level, it's 

something you shall consider when you apply phrases like, how good are the people?, and 

how competent is the team to actually deliver something that works?. Do they know how to 

do this or it's something they need to learn?. If they need to learn this, then Scrum is really 

good because it enforces like.. enforces that you actually show what you did. You can't cheat, 

you have to get it done first, you have done criteria, and all of these things. That is a 

framework that forces the team how to deliver with something. So that's like a beginner's 

level. So, anyway, that would be my view of what the team is responsible for, it's delivering 

something that works. So.. (Interesting, because I've heard the same concept from other team 

members. The main thing is to deliver something, and to support each other, and also to let's 

say, commit to what you're supposed to deliver..) Yeah, work together and actually focus on 

getting done something and working. So that would be my answer. 

 

2 What is your understanding of the Scrum principles of self-organization and subtle control? 

 

Yes, self- organization to me is stimulating and enabling leadership from within the team. 

That's what it is to me. That is very rarely formulated in that way, but that is, I think, the 

most proper way that I can think of actually to stating it. It's.. Okay.. things like “Oh the 

management is not supposed to tell people what to do..” It's like “This is the task, go fix this, 

do this..” Here is something that needs to be done. I want this to.. I want this.. when it's done, 

it's looks like this..Or you can do a, b, c, you know.. accepting these criteria, things like this.” 

So it's basically, “Here is your assignment. Do it, I don't care how it gets done, but when 

you're done, this is what I think it's gonna look like and I want you to show it to me when 

you're done so I can see if it's what I expected, then you can..” (Accept or disagree?) Yeah. 

So, subtle control is something.. I don't know exactly what is meant by that, but to me it's 

more like leading by setting standards of performance. It's basically norms, norms setting. 

You set norms, you say these are the norms, like the principles that we're supposed to work 

based on, and then establish a culture of discipline to actually do that consistently, and 

achieve on those criteria. And that's.. I guess if there is a control mechanism, that would be 
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the most important and probably the most.. yeah probably the most important factor. One of 

the most important actions is actually setting standards, and establishing the norms for 

behavior like.. things like.. “Okay, we work together, we don't start in too much stuff until 

we finish something..” like things like this (And you see that, let's say.. you think that the 

ScrumMaster has the mentality when relating to you like team?) Uhm can you explain what 

you mean by that? (About.. setting norms, and..) Oh yes, absolutely. But that's like, if you 

have an immature team that needs to learn how to deliver something, then the ScrumMaster 

can actually help them. Because a lot of times it's due because the teams are blind to facts, 

like there are blind spots. They don't know that maybe somebody is good at something, and 

they don't see the whole picture. Like you have to have a lot of multiple competencies, and 

expertise in multiple areas to actually deliver something in software. And the single 

individual based on experience or what they've actually been their reference points from 

before, can be very different. Like one person maybe can't see the whole picture, can't see the 

consequences of stuff, you know.. testing, developing.. There are too many things that you.. 

that need to be in place in a good way, to actually have good end-results. So a good 

ScrumMaster has to help the team see things the team might be missing. And actually remind 

the team of the principles that need to be in place, reminding of the norms and the criteria. 

Like this is the standard, this is how you're supposed to do work, and these are, you know.. 

areas of freedom. These are the areas of freedom, there are the areas of constrains that need 

to be in place for actually delivery to happen consistently. So the team can learn.. It's all 

about enabling learning, like maximizing learning. That's I think, mainly the ScrumMaster's 

responsibility, helping the team to maximize its own learning, so the team members can..  

developer leaders.. they can lead themselves. Because leadership from outside must happen 

only when the team can't lead itself. But if the team can lead itself, in alignment with sound 

business principles, like technical.. all the things together, then that's is less necessary. (So 

that should be enough for them to..) So basically, you know..traditional methodologies, to me 

it's more like, it's what happens when there is a vacuum in the technical leadership area. 

Because somebody needs to go tell somebody what to do. Because they can't take.. you know 

there is less structure. So going Agile, it's more like a decision saying we want to stimulate 

and enable fast learning as a team and leadership from within. If you don't believe in that, 

maybe Agile is not for you. But it you think “Okay, all this other stuff sucks, we're fed up 

with it, we'll try something else..” Stimulate that. And then Agile will be the way to go. Most 
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people think that, about all these things.. (Yeah, that's right. Okay) So it's basically like 

enabling people to.. turning them loose within the... (To learn how to be independent..) Yes 

but independent not just like independent for independence sake, it's like independent in 

alignment with what needs to happen for things to get delivered (Within the guidelines..) 

Yes.  

 

3 How are the tasks organized and distributed during the Sprint? Please give some brief 

examples.  

 

The way we do is we have two teams, we're like 20-25 people. And my job is like.. I was 

ScrumMaster at the beginning, more like the development tech leader or whatever.. And at 

this point, I would say very premature Agile process, so there is very little of ScrumMaster-

like activities that I need to do. It's more like leadership, reminding the team sometimes about 

small things, just small tweaks. (Okay) But uhm.. the way we work right now is if the team.. 

Okay we're gonna have these stories, Okay let's.. maybe we can take.. you know work on this 

and this thing, whatever.. Take this on and typically.. typically, most often is like two 

developers that take a story together, and they're like.. maybe one tester on the team, and we 

just take on a bunch of stories, and some of the stories are not begun.. we don't begin with 

them until we finish the first ones. So basically those developers and that often one tester.. 

they're like completely responsible to finishing that story. It's like we do some task 

breakdown at the beginning of the sprint, but the purpose of that is to understand what needs 

to be done, so we can finish the story. We don't track hours per task, we're just like.. Okay, 

we have these tasks, and sometimes when we start working on a story, we figure out “you 

know what, we should be doing this and this and this. Do it”. Sometimes we pick.. you know 

post-it notes for those tasks as well, as we discover and work through the sprint. Sometimes 

we don't. It's like.. it's just a planning tool, it's something that helps us talk about what it's 

necessary to do the work. But we work mainly.. mainly focus on the story level, in terms of 

what we deliver, and how we plan, and actually execute it. (But do you use a Burn Down 

Chart?) Yes we use a Burn Down routine. So we have two teams that have their own Burn 

down, but we only burn down pre-stories so for tasks it's like.. it gives us a general sense of 

how much work is done in the sprint, because we have it visual. So.. Okay a lot of stories in 

the middle, some stories here, some tasks in the middle, and most of them to the right. It's 
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just like gives a feel of how much work we have left to do.. (Yeah probably) But it's very 

little about actually tracking each task, like exactly, you know.. It's.. we focus on the story 

level in terms of delivery, so that's what we mainly talk about. So task is less emphasis I 

would say. (Okay) 

 

4 How do you see the role of the ScrumMaster? Is it a controlling or a leading role?  

 

(Well you already..) I've talked a bit about that. (Yeah) Controlling or leading.. It's definitely 

more leading, to me. But controlling, I'm not sure.. that's like a word that can be interpreted 

in several different ways. And I guess so it's leading as well. Uhmm, to me like.. the way we 

do work in our team, in our project, it's very like super collaborative. Everybody like project 

management, like requirement people, business people, developers, testers.. we all really 

work a lot together, both in the requirement phase, and the development and testing phase. 

It's very even now, we have done a lot of leveling. But I think, the role of the ScrumMaster.. 

I wouldn't even.. I'm not sure if I would put it in either of these terms. I'd probably say more 

leading if I would have to choose. But that to me it's more like.. It's being an enabler of 

learning, enabler of helping and coaching the team to learn how to deliver something 

consistently, and things that actually work. (A facilitator..) Yes, that is ultimately the work, 

and then there are a lot of things that you can do, like practically to facilitate that. And that is 

what's usually talked about, but I think, on a deeper level it's enabling things to improve 

(Supporting the team..). Supporting the team but enabling things to improve, enabling the 

team to work smoother, removing turbulence. Like spotting turbulence, understanding the 

root cause of turbulence, and helping the team see things the cause turbulence, and helping 

them get away from that into an improved situation. Sometimes it takes a lot of work with 

the environment as well. Like a team is never like an isolated island, wherever network is 

that way.. It's always some sort of “fear” context, and there can be things that cause 

turbulence or cause friction (We're (Not understandable)) Yes, and that.. depending on your 

situation, that can be a very different situation. So that would be situation-dependent. (Okay)       

 

5 How is your relationship and interaction with the ScrumMaster during the Sprint? Please 

give some brief examples.  
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(Also you already mentioned some example..) Yes. I guess I was the ScrumMaster and 

maybe I am too still, I don't know, in some sense. So I'm not sure. The way I would answer 

that question it's something a little bit different. I would say.. Uhm a mature Agile process it's 

like a balance. It has a balance between different perspectives of software development. So, 

after a while the process becomes more like self-correcting, if that makes sense.. It's like.. I'm 

assuming this question is more like okay.. management, business, how you interact, how you 

balance things.. (No, it's more like the daily..) The daily work? (Yeah) Oh okay (For 

example, between the team and..) So for example, what would the ScrumMaster actually do 

in a daily basis.. Oh that was again very environment-dependent, but even more so, it's team 

maturity-dependent, in my experience. Or maybe not. I would put it this way, I think that's 

the good mind-set to have when you work as a ScrumMaster, you have to adapt to the 

maturity level of the team. Like if you have a team that is new, they have never worked 

together or less experience, or neither experience but they never worked in a really efficient 

way, like their experience, their reference points are just bad projects. That's gonna actually 

be worse than having.. you know newbies from the school. Because they assume things are 

hard, they assume things should be done in a certain way that is actually dysfunctional. So 

you have to take that out of them. Uhmm but I think it's very situation-dependent, like 

obvious things will be like “yes listening in all daily meetings”. Obviously helping out in 

terms of whatever is necessary. I think you have to fit like.. you have to feel around people's 

strengths.. again it's more like people, less than roles. If you have somebody that is really 

strong in one area, they can help.. improve that area. It's doesn't matter who you are, like if 

it's.. you know, let's say that you're really good at requirements and testing, that's very 

important stuff. You can improve a lot of things there, maybe spot some things earlier, and 

you can also help the software developers, like enabling things, maybe you know.. work with 

the Webi users and how they see you know.. whatever comes their way (You think that's so 

maybe because..) So it's really hard to ask that question because it's so general.. (Yeah) 

 

6 How is a Daily Scrum meeting carried out in your company?  

 

Yes, we have two teams. So at 9:10 am the first team, the team that I'm usually working on.  

We just stand up, we talk about you know.. what's going on. We have a nightly.. you know 

the continuous erase of validation tests, so we have also an automated functional test that we 
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run every night. It takes several hours to run them. So every morning it's like okay what's the 

status of these tests. That's surely something we talk about, and if there is some red test. 

Okay, maybe somebody is already taking a look at it and fixing few things, and then it's 

when people get to work in one hour. But it's okay, the usual stuff. We did this and we did 

this, and this is an issue.., and I talk to these people. Sometimes there is a lot of small 

discussion. Sometimes is more our sharing. Typically the Product Owner is almost always 

listening in, and the project manager matches some kind of people to listen in, our testers and 

also people from the other team, like one or two people listening.. (They're part of the Daily 

Scrum too? The Product Owner and?) Yeah. In our team yes. Usually, yes. We sit pretty 

close and there is (Not understandable) that works well. So yeah. That's something you 

would learn like.. Things we look for in the Daily meeting are like.. that we learn.. like the 

good things is uhmm.. For instance, sometimes when there is a little more pressure, like the 

team is really working hard, there is a tendency to.. like get television. Like if you and me are 

working on something, and we're working really hard. We kind of tend to narrow and get 

narrow a focus, so sometimes there is some other issue on the team, and there is a little bit 

less team-work when things just surface.. If people look in that are not so much involved in 

the issue themselves... they can actually spot things sometimes. Like have you thought 

about.. let's say you have a story.. like a little bit of turbulence in that story, and for whatever 

reason, anything.. Like maybe you know..we're working to.. maybe we should talk about it, 

maybe we can cut scope in that story so you know, it doesn't get too long. So it's.. Anyway, it 

can be good to have more than a few pair eyes on what's going on. So that's more than team 

effort in terms of.. Again, as I was talking about maturity level. It's more or less people learn 

what's necessary to be heads up about, if somebody sees something like that, maybe we can 

talk about it later. So, that would be one example. A lot of times we would just, “Okay let's 

talk more about that after the meeting”. (For the day..) Yeah after the daily meeting.. Okay. 

So we keep some discussion short, so it doesn't..you know.. Maybe it's like 10-13 minutes, 

typically per team. So that's team 1 at 9:10 and team 2 at 9:20. That's how we do it. (Yeah 

well a typical Daily meeting) Yeah. (Okay) 

 

7 How do you participate in the Daily Scrum meeting? Please give some brief examples.  

 

Just like everybody else. Not difference (Yeah, saying what you are doing and if there is a 
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problem..) Yes what we are doing, and.. It's very rare that we have impediments at this point, 

very rare. So it's more or less like “I've been doing this, these are my (Not understandable), 

these other are my issues and whatever is remaining. Maybe somebody.. “I know about that, 

and I'm not sure how to..” So it's more like things that surface and how we can help each 

other. That's typical.    

 

8 Do you consider that a self-organized team is more focused, motivated and efficient?  

 

I would say that when you have leadership provided by the people doing the work, that is a 

high potential. Again, it depends on like.. if leadership is that, that is the motivation. It's more 

about the quality and I think potential, that's the only way I can answer that question. It's 

more like.. I don't see.. think.. self-organization in itself.. I think yes, it can be motivational, 

but you have to be able to execute it and do it well. If you don't do well, it's less motivating, 

and if it's doing poorly because “self-organization” is not working, then it's not so motivated 

and focused either. So it depends on the quality of how you actually do the work, and people, 

and how you actually get the flanks. But I think yes, if you do it fortunate, I would say yes. 

(Okay) 

 

9 What is your approach to handle risks and problems during the conduction of the project? 

How is the ScrumMaster involved in this situation? 

 

We can talk about this on multiple levels in terms of risks. Like if you have a large project, 

and you have like we have, working for more than two years almost since.. You have to have 

some sort of project management like what.. I don't care. You have to talk about risks in 

terms of the big picture, like if you have a lot of system integration for instance. You have to 

talk about.. like the team can only influence so much, like you can't influence what some 

other company or some other organization is doing, and decoding their work, and if you 

gonna have time available, and technical.. We talk about environmental issues for the team, 

like there are so many risk factors that are necessary to address in any situation. And that's 

like on the bigger scale. That means that happens, and you know.. Scrum is orthogonal to 

that, like it doesn't talk about that because that's not what it's designed to fix, in my opinion. 

If people apply Scrum or any other process framework and thinking “That's the only thing I 
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need to think about..” That's like an illusion, it's like a management fallacy. So, I think 

experienced people don't get so confused about this, but to be specific, like in the concept of 

one team, yes the ScrumMaster can definitely do things to improve or reduce risks. One 

example would be like.. if you're experienced in Agile processes and actually work on a 

good, mature process, not as just any as it's good, you will see the signs early of a bad spread. 

You will see things like.. things like getting tested, or people starting everything at the same 

time, you know... what if everything is fixed but then undone, you get nothing done in the 

sprint. Like that's poor.. you're gonna see those signs early, so you can help the team see 

those things and point them out, but in the end it's also about the team, people in the team to 

learn because they need to learn how to lift themselves. So it's a combination, and again you 

have to adapt to the maturity level of the team. People need to learn how to think themselves, 

but risk management can.. there are a lot of things that can be improve risk management 

software. It's more or less like what can possible go wrong, and try you know.. traditional 

simple risk management things, what can go wrong and how bad can it be, and what we can 

do to reduce that risk that can actually happen. And then try to put things in front of the team 

that can help reduce risks, but also point out things that can lead to problems. So another 

aspect would be things that cause problems for the team, that they have a hard time to 

influence. You can actually go and try to escalate those things to people, for instance 

management or people who have more influence, so anybody who has more influence. (All 

right) 

 

10 Do you think that there is balance between self-organization and subtle-control along the 

execution of the project? How do you see the ScrumMaster's approach regarding this issue? 

 

I think you need to explain to me what you mean by subtle-control. (When we were talking 

about self-organization, and that the team is up to certain point independent, and that they 

manage themselves. And then, there is a leadership from the ScrumMaster's side that is 

supposed to support the team. But then this can be sometimes extreme. Or the team is too 

independent, they.. let's say, sometimes go over their duties because they think they're 

supposed to be like that, they have the idea that they manage themselves. So this is about 

when there are extreme situations, when people are too much independent and then they may 

do something that can put the.. can jeopardize the project results.. Or when there is.. maybe 
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some ScrumMaster that is too controlling, it happens sometimes, maybe not so often but.. 

For example, when the ScrumMaster has the idea that he has to deliver things or to deliver 

orders to people, instead of supporting them.. So do you see that there is a balance, that those 

situations don't happen often or the opposite, that happens too often? According to your 

experience..) Uhmm, anyway I don't know, for me these are very similar concepts, to me. I 

have a hard time putting myself in that mind-set because it's different in my head. (Okay) Not 

in terms of that you're wrong, but more like... In that situation, how it sounds like, it's 

misalignment, like some people want to do this, one direction, and some people want to do 

this, another direction. And that's a leadership problem. That's all about leadership, that's 

more about.. it's all about pointing out what we're gonna accomplish as a group. That's just 

social, human principles, if that makes sense. So it's point out people again, like people, 

people, people, okay? Never forget that. It really is about people, so okay, so what are we 

gonna do, what's our goal, when are we gonna get there, and what are our priorities, and how 

are we gonna get there.. Like are we gonna do this in small steps, are we gonna deliver 

something the long way.. And sometimes I get the sense that people look at software 

processes and whatever.. It is hard, software development is hard. Specially if you don't have 

a lot of experience or you have the wrong type of experience. So I think misalignments, in 

general, one common cause is that people have different skills sets, and they view things 

from the point of view of their strengths. And it's hard.. it becomes harder for them to see the 

value in other perspectives. So it's a little bit more than empathy thing.. Let's say you work 

like in project management and testing all your life.. Things that make it hard.. let's say you 

have a long project, like a lot of stuff to do, overtime work with a lot of people involved.. 

Things that make it hard, one example of things that make it hard to succeed in that particular 

project is poor quality, like intrinsic quality, like bad code for instance, like things that get 

harder and harder, longer in the project. So, it's hard for those people to actually (not 

understandable) the leadership necessary, even if they're very experienced.. The leadership 

necessary to reduce that kind of risk. You have to have somebody with a good expertise on 

what needs to be done to reduce that risk or keep intrinsic quality high, even over a long 

period of time in a big environment with a lot of people. That's hard and takes more 

expertise. That is just one example, like if you're a really good developer.. maybe you're very 

bad at project risk management. And you know how to execute within the imprints.. Okay 

here is something we need to build and you can build it, but you have no way of.. you know, 
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reducing risk in terms of software integration with other systems. So if you work in a project 

that is large, and you know how to build it but you can't finish, you can't deliver because.. 

you know everything breaks in terms of risk. A lot of risks actually kick in, and that's how 

you fail. So I think you need multiple perspectives, good people and have them working 

together with one goal. And that is what I mean with alignment. Like these are the principles, 

these are the priorities, our common priorities, our common principles, and work together. I 

think that a lot of these things have to do with that. So I don't know if that was an answer to 

the question but.. (Well fair enough, maybe if let's say, I mean you have a bit more 

explanations.. Maybe we can do by email, these questions?) Maybe, maybe I don't know. I 

mean self-organization and subtle-control. I's all about what we were talking about, labels. 

So we're comparing two labels that we don't really know what they're pointing. Like they're 

pointing different things, depending on who you are and who I am, so it can be hard to 

answer that question. Actually interpret the answers is probably as well. But anyway, to me 

it's more like what's the good essence to actually delivering something, infuse that into your 

team and environment. That's all it is. That's the ScrumMaster's job, infusing the right mojo, 

you know.. So.. And sometimes you need control, and sometimes.. because they don't know 

how to do things, you have to tell them how to do this, because they don't know. And 

sometimes they know what to do, you just turn them loose, so they can learn with 

themselves. So it's situation-dependent. (Okay. Oh that's also related to the next question..) 

 

11 Do you think that a certain level of authority over the team is necessary to ensure the success 

of the project? Please give some examples of situations you encountered where more 

authority and control were needed. 

 

(I think you've mentioned that..) Yes. The answer is yes. If they don't know how to do it, you 

have to tell them how to do it, then they can learn and they can do things out. It's just how 

you learn anything, you know.. So I think that is often pre.. Maybe that's like.. One of the 

reasons some people think this is hard like Scrum or whatever, because if just not somebody 

that thinks.. he buys in the values and principles of self-organization but don't understand the 

circumstances that are necessary for that work, that to work, you will have problems. 

Because, they need to learn first and then do things out. That's how the sound learning works. 

(It's the natural way..) Yeah. And that applies to Scrum and anything else. So.. (Yeah, that's 
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right) Another example would be like crisis management, or risk management, or people 

problems. Like somebody is an asshole, you know.. (Yeah) That's not acceptable. Everything 

that is norm-breaking.. Again, you live by norms, you set the norms and then you turn people 

loose within those.. you know alignment with those norms and rules and principles. If 

somebody goes in another direction, then that needs to be addressed, and that is by whatever 

means necessary, like you adapt that situation (Yeah that's negative for the..) Yeah, 

everything that is negative to implement something that is good.. (It becomes and 

impediment..) Yeah, exactly.   

 

12 During the development process, have you encountered risks or problems related to the self-

organizing nature of the team? If so, how did you handle such situation?  

 

(Okay, this is also related..Like you said, if there is maybe someone who is not following the 

rules, and what..) Oh okay, what we actually do? (Yeah) Uhmm, let's see.. We just talk to 

them about it I guess, a lot of times it doesn't take that much. Like a lot of people really want 

to do work. Sometimes it has to be.. maybe that's more in the beginning of actually setting a 

team or a project (Not understandable) when.. if you work in that project (Not 

understandable). Saying “No we're gonna do testing in the sprint..” It's like, not that other 

crap. And you have to.. You can apologize, be apologetic. It's more like “This is what we're 

gonna do..” You actually have to believe in something. And sometimes I think that is 

also..there is.. Sometimes it's, in a weird sense, it's too much compromise.. you wanna make 

something really good, there is always so much compromising that you can actually do, you 

know.. Uhmm, so I think.. Yeah I think more.. I think it's most important when you actually 

start something. That's when you got to be firm, and actually uhmm after that it's usually 

easier, when you.. It doesn't take that much. (You let people learn, and then they adapt to 

what you..) Yeah.  

 

13 During the development process, have you encountered risks or problems related to the lack 

of control and authority over the team? If so, how did you handle such situation? 

 

Yeah. You have to be very patient. Patience is a virtue. And you have to have belief in the 

learning process. And you can't get frustrated during that learning process. Like this is very 
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much the mojo in getting the good transition, because there is always paradox in greatness, if 

that makes sense. Like if you can't accept paradox, you can't really develop.. you can develop 

on this so far. One example would be like.. Okay somebody, just have a general example, 

like somebody does the wrong thing. Like if you are.. If you don't have a good process, you 

could reason like this.. There is something bad happening so I need to address that. Okay, it 

makes all sense, on a circle, right? But what you're actually telling that person, if that is like a 

common thing in your environment, you're actually telling them to do what I say to you. Like 

in my actions, I'm expressing that if you make a mistake, I would get on you. And that's not 

really good, in terms of developing that leadership from within the team. So, you have to 

allow a certain level of.. how should I put this.. (Of trust maybe to..) Trust, trust in the 

process, trust the process, and not take the.. You can't take an isolated incident out of its 

context, in terms of the development process of the team. That is a mistake. If you do that, 

you're gonna actually reduce learning and you're gonna actually stifle the development of the 

people, that you wanna develop. So it's more like being very very gentle, and knowing when 

to be firm, being firm rarely, if that makes sense. Because you have to allow them space to 

make mistakes and learn. And sometimes, the best way to do that is when the problem 

happens, do nothing and talk about it a lot later. Like uhmm, if that makes sense. Because 

that ring forces that the people do in the work are actually the ones responsible for delivering. 

Because the more you intervene, the less it becomes about them doing the work, if that 

makes sense. I think that is a really common problem, like a lot of people don't understand 

that, I would.. I would guess. I haven't seen like a lot of ScrumMaster making that mistake, 

and that's common. I'm just doing what I believe in, that's how I work. And I've done 

coaching but not.. you know.. A lot of times, when people talk about their problems, it's hard 

for me to understand what they're actually having problems with. So.. Yeah that would be 

one example. Uhmm risks and problems. Yeah, always risks, but you know, one example of 

how to actually.. I don't know.. If the team has to test before they actually demo, and if it's 

not done you can't demo.. That's a pretty good learning environment, because if you don't 

deliver, you're gonna figure out.. it's impossible to ignore that like.. a lot of things in Scrum is 

more like creating signals. Like.. if there is an issue, there will be a signal and that signal 

cannot be ignored. And that's really fundamental. Like if you talk about like.. continuous like 

engineering practices, inner testing, you know.. continuous integration.. Everything about 

that, those kind of things is about creating signals. And when there is a signal, you have to 
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have discipline on the team, so actually act on the team. I don't think like discipline.. good 

Agile matured teams are very disciplined. And some people confuse like “How do we turn 

people loose and not have chaos..” like uhmm.. It's actually.. it will become disciplined 

because there are signals that cannot be ignored. Because if there are signals that cannot be 

ignored, there will be feedback, and if that feedback forces people to align to being able to 

deliver something. Those are good constrains. Constrains that actually come out of signals 

that the team can learn from, that's what you want. Like you wanna have as much of those as 

possible and as fast as possible. That's my experience. So that's.. So yes, there can be risks. 

Risks are greater if people don't see that and understand that. If those are there, trust the 

process, just trust it and just help the people develop this as professionals.(Yeah)  

 

(An additional question, do you think that maybe there is less risk up to some point, to help 

them (Not understandable) other people? For all of them involved in the Scrum project? 

Team members, ScrumMaster, maybe the Product Owner?) 

I think training can be good.. I think training is very valuable if you're gonna start something, 

for instance- Like it's a good tool to set expectations. It's a good tool for again, like talking 

about setting norms. But the real training can only happen when you do the work. (Yeah) 

Because that's the dojo, so to speak. Uhmm, any theory running like description of how to do 

something well, has to come from the work, doing the work itself. Like anything else it's just 

backwards. Because uhmm it becomes just an idea in your head, if you don't do that right. 

Like.. it's almost like wishful thinking. It's like oh magical thinking. Like “I wish.. it'd be 

really cool if the world would work this way..”. But it doesn't, how do you know how it 

works. You have to do it, You can't do it.. It's just Annie in hell. So I think it's more.. I mean 

good for introduction, and.. and I also think.. yes you can always learn, you can always 

develop, you can always.. But I think, if you have experience, good teams, then you can do a 

lot of learning, like talking to each other. That would be the best, like sharing.. ((Not 

understandable) to each other..) Yes, like sharing from.. (other projects..) from real projects.. 

Because again, it's hard, software development can be really hard, so there are always 

problems. Like always something that gets in the way, and the environments, and people 

wanna do different things.. So yeah, I think training is good, but uhmm.. I think the people 

teaching have to have.. they have to come from the dojo, like out there, like from the real 

world. And.. but I think a lot of.. for instance what you do, like research, can be very good as 
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well. But I think the best research is.. in this area has to be empirical, like you have to go out 

there and look and observe, and talk and listen.. And then, like test on, like test from the 

field. It's hard, because you can't have control of the environment, but even if you had that, 

what would that research would be worth. Because you actually can't go out.. It's hard to go 

and play.. You have to go out and test what actually works. So I don't know what the best 

research would be, but I think it would have to have heavier empirical.. empirical studies, 

empirical evidence.. Like it's very hard to beyond the surface level, like you can say “A here 

is connected to B” Why? Maybe A is connected to C, D, E. And then it..You know, it 

surfaces as a symptom, there is not really a (Not understandable).. How do you know that? 

That's systems theory stuff. So.. so it's hard. It's so much that's environmental-dependent.. 

(Yeah, (Not understandable)) So, it's easier if you like.. maybe you could like.. maybe you 

could put constrains (Not understandable) like “Given these criteria in the environment, what 

can we say about the process?” Like.. let's say that.. given that the people can sit in the same 

room, given that they have full time.. you know customers on the teams, or like.. you know.. 

customers are beside them like.. or even end-users on the team.. You can even put like 

environmental constrains, like if yes, if yes all these questions, what can we say about that 

type of environment and the probability of success.. whatever, related to a given value.. 

whatever.. Maybe that is something that could be done in a research. But I think, projects are 

so different, that if you just put all these situations in one bag, it's always hard to come far in 

terms of conclusions.. (Yeah..) I don't know what you think.. What do you think is..? (Yeah I 

think that.. yeah it's better to (Not understandable) what I'm doing.. to listening to people, 

what they see in their daily activities, but.. still it's not the same like being there, or seeing 

how it is, being me part of the process, but still I have a little glance of what it is more or 

less. But it's very hard to generalize, to say “This is always like that..” or “This will work 

better like this..” It's very hard to.. Because there are too many factors involved, so..)  

How other people.. have you talked to some other people about this? (Yeah, two or three 

people more..) Okay. (Yeah, well they have a bit different points of view about the 

methodology, what is mostly the theory, the concepts.. Some of them told me honestly “I 

really don't know what this means exactly when you talk about subtle-control, or something 

like that, but I assume that it's something like this, maybe when we work like this, when we 

work together in a team, or working in a project or something” Then, I see that they know a 

bit what it is, they think that they never heard the term or they never read the concept..) As so 
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I did. (Yeah) So (Not understandable), like what do you mean with this? (Yeah, it is too 

academic maybe, but it's uh.. but they eh.. I mean at the end or in the bottom they know, or 

they have the idea.. Yeah and it works like.. they say also in the articles that people are 

independent, but still there is some kind of leadership within them, and that they also try to 

strive to improve, all of them, and then do things better. But then on their own, they..) Yeah, 

that's something I didn't mention, one of the absolute best ways to reduce risk and improve 

learning and like.. is to understand how to experiment, like in the correct way. More self-

correction will happen if you tell the team that there is this (Not understandable) with Scrum 

and with some small changes. It's like only, if there is an issue, what can we do like maybe 

this, let's experiment just for one experience with doing something. And that will give the 

team more information, and they will figure something, a better way to do things. They will 

figure it out. That's how we do almost any improvement in our team. Like eh.. I read this 

really cool stuff like.. we work together, you know like business people, and developers, and 

testers... Like if you have.. like ready criteria, and done.. Here is do generation, here is 

analysis phase, and whatever.. like really schematically, you develop form “concept” to 

“done”, and “production” here, whatever.. production here.. it's an idea here.. The developing 

and testing people, we really help out around this area a lot, and the (Not understandable) 

people help out in this area a lot. So we have like this, we level the work like way ahead. We 

have functional areas, and a couple of developers from functional, and the purpose of that is 

to learn how to design the requirements in the best way. So, we start with a small list of 

goals, and then we design the requirements together. Like multiple competencies in small 

groups. And we do some requirement iteration here, this would be like maybe two calendar 

months or something. You just space out. Just functional areas, like function feature team 

areas. And then, just work like that. And then we actually.. when we get here, we have stories 

that are ready to go into the sprints. We just.. everybody who has worked in that functional 

area at that time, knows exactly what it's about, and we know how to (Not understandable), 

and we also know how to scope, and prioritize within this period when I should be doing.. 

doing stuff. Testers are aware of the big picture of features and (Not understandable), and not 

just one little.. you know piece of the puzzle in terms of one story. It's easy to get lost in big 

picture things and get like.. you get like.. If these are the stories, you get the effects in the 

stories, and you know.. having the functional competencies like this, you just learn the 

domain, enables us to smooth out these edges, like understanding and getting less defects 
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within. Or also.. and this is the biggest thing I think, you get better at not writing 

requirements for the wrong thing. So you don't even do that, with (Not understandable) at all. 

You just.. You know what.. Yes, we need to do this, this and this. But what if we do this 

way, like isn't this and this exactly this but only simpler?, can we just get rid of this, but we 

need only this? It's like “Wow, yes..” You have to have (defining the requirements..) design 

expertise. And then.. almost I would say, 99.5% of our projects, the people writing the 

requirements have poor design expertise. Which means that this design.. if it's requirements, 

it's design. Like if I design a new car product, a car model.. And, I don't want a new car 

model, but I don't know how to design a car. A new car product. I know how to drive a car, 

and I love cars, but I can't design them. But I write the requirements, like we write software 

requirements, for a new car product that does not exist. That's gonna be a big problem.. 

(Because you don't know the technical..) I don't know how to design a car, but if you tell me 

that.. or if the expectation is that I'm gonna write detailed requirements for a new car product 

that you're supposed to be building and it doesn't exist, like a totally new car.. How do you 

think that's gonna work out? You know, not really good. But if I just list I wanna have four 

wheels, I wanna have that 4-5 people should be able to sit in the car, it should work in -20•C 

in the winter, it should be able to pack this number of bags (Then you have the picture..) It 

has to be very fuel efficient, it has to have air condition, air condition needs to be this range 

of temperature, and you know.. the quality of air, whatever.. That's good requirements, that's 

where you start the requirement process, and then you have to bring in the design experts, at 

that point. So, that's what we're trying yo do, we're trying.. you know, get more multiple 

competencies in even this area and even this area. So you level out everything, so that's really 

cool. I don't know.. I've never seen that, maybe in very few places. But it's good.. just 

experimentation, like let's try this, see what happens. This is cool, let's do this, let's try this. 

Now this is how we do things until we change it, like that's a chapter more for tomorrow.  
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Questionnaire for Team Members 

 

Author: Marlene Mosquera 

Email: marlene.mosquera@gmail.com 

Master program: Engineering and Management of Information Systems at KTH  

Name and role of the participant: Niclas Karlsson      

Email address/phone number: Niclas.Karlsson@hiq.se               

Company: HiQ AB               

 

1 What is the role of the team in your point of view and what are its main tasks and duties?  

 

Maybe I should give you some background about my experience with Scrum.. (Yeah) first so 

you know.. I'm a developer.. WebI developer, and I think in the last.. let's say two or three 

assignments we've been using Scrum (Yeah..) To.. but I wouldn't say.. neither.. not in the case 

that we've been using Scrum 100%. The further you go back in time, the lesser that the Scrum 

principles are advanced.. I think it's a question of maturity. Because Scrum is relatively new.. 

people haven't learned enough.. So in the beginning, like two three years ago, they were starting 

to talk about Agile, trying to apply some of the principles.. But they weren't very.. hmm 

dedicated in the right order, or didn't apply all the principles 100%, so.. (Do you think that's 

because maybe they don't have so much time to let's say, educate themselves..?) 

Yes, I'm sure that's the problem.. (It's not because they haven't..) Yes. That's probably.. not much 

maturity. Because it takes time for people to learn and assimilate these principles and maybe you 

don't have full backing from management to go 100%. Maybe they think that some of the 

principles are not applicable, or they don't realize some of the principles, and so forth.  

(But did you have the chance to, let's say, go to a course or you just learned on your own?) 

Yes I did. Before working here at HiQ, I was working in another consulting company (Not 

understandable) and there I went to an internal course about Scrum. And we had some practical 

examples, besides the theory and how to apply the Scrum principles.  

(And your experience is, let's say, mostly like team member..) 

Yeah, I mean but most of my experience.. I've had a bit of theory, but most of my experience has 

been practical. (But I mean, like a member of the team). Yes like a member of the team, exactly. 
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And I haven't really been a ScrumMaster, at least not officially, maybe in some aspects I have 

been, in some project development with some teams, but not officially.  

(Not understandable) 

But uhm.. since I'm a developer, my focus is more on actual development. I'm interested in my 

organization as a team and so forth, but it's not really my main interest. But I've seen how it's 

been applied, and in general I think Scrum is a good thing. I think it has maybe improvements, 

but in certain cases, it might be applied too extreme or not applied enough. So they don't get the 

benefits. (Yeah that's the usual when there are extreme situations where they don't really do what 

they should, while using Scrum, always they have to follow, let's say the rules, and.. And then 

maybe it's a bit hard for some people to adapt to those) Yeah. (Okay, so in general, how do you 

see the role of the team.. like a team member?) The role of the team is to accomplish some 

project. (Yeah but I mean.. the character of the team.. I mean, do you see the team like they 

should follow someone, or they should organize themselves and then decide themselves what to 

do and when to do it and so on or..That's the.. Is it a, let's say, a following role or an independent 

role for you, that the team has?)  

I'm not sure I understand the question.. (Well in the old times.. before team members used to do 

what the project manager said, they always waited for him to decide and then they do what he 

says and..) Yes so too autocratic, you know “you do this, and”. (Yeah, and they couldn't do 

something different or change something on their own decision..) Yeah I don't know if it's been 

that autocratic, specially in this country, I think in other countries where there is more direct 

control. It depends on the field too. I think in the field of software development, you kind of have 

to have some.. you can't have a manager, you know.. behind your back, controlling every move 

you do. Because it doesn't really work, you know.. Because if I'm a developer and there is 

someone behind my shoulder and tell me exactly what to do.. I would hate that, I couldn't work 

in an environment like this. So it never was like that.. you know before Scrum. (Oh Okay, not 

that..) But.. I agree, with Scrum, you do yet more self-organization. You can choose a bit more 

the tasks you want to do, and you can have a bit more of discussion with.. There isn't real.. you 

don't have a person who tells you what to do, there might be still someone saying “hey why don't 

you do this task?” But there isn't that autocratic thing like “you do this and you do that”, you 

know.. That's what you meant right? (Yeah. So you, let's say, being part of the team in your case, 

you decide yourselves what to do and who's going to do this.. let's say, you volunteer.. “Okay I 

can do this by tomorrow or so”. That's how you've been working with Scrum?) Uhm I think 
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that's probably another question.. (Yeah it's related) So,  

 

2 What is your understanding of the Scrum principles of self-organization and subtle control? 

 

Yeah this is the one I wasn't sure what to answer.. Can you elaborate on what you're looking 

for  (It's the principles I'm focusing with the study. And self-organization is what we've just 

talked about.. that you decide what to do, I mean the team members. You discuss.. Okay to 

do this today or tomorrow and so on.. You organize your resources too, for example, 

software, computers and so on, or whatever you need. And you decide your times too, that's 

self-organization. You organize yourself in the team. You let's say, don't wait for someone 

from outside to tell you what to do, what you can use or something like that.) Well when it 

comes to software and computers, you typically have them already (Then.. I mean if you 

need something additionally, let's say you say it to the ScrumMaster, you say “To do this or 

to complete this we need this additional thing.. Something like that) Yeah, sometimes you 

may need an additional tool.. Most of our work is in Java OpenSource, maybe there is certain 

task that you need to accomplish, but then you think.. “Oh I know about this OpenSource 

library that it'd be good to have in order to solve this..” You can bring it up on the stand-up, 

when you should bring that in.. Typically, when you bring something new, you discuss it. 

But it's easy most of the times to bring a little library.. (Yeah. But then as I explain what self-

organization is.. you think that the team is self-organized.. basically I mean..) Yeah when it 

comes to small things but if you need a tool that we need a license, we need to pay for it.. 

(Yeah) Then it becomes more than an issue, because then you have to go to your project 

manager, you have to get that approval (The management..) Yeah, because you have to pay 

for it. But that's a nice thing about OpenSource libraries, they're free so you just can 

download them and install them yourself. (But talking about the task you have to do, let's 

say, during the sprint.. you decide yourself, your times, and you pick the task for you.. or you 

suggest someone..) Yeah or someone suggests (Okay, so let's say there is some intuitive 

concept of self-organization.. maybe you don't identify the name but you have already the 

idea that you work like that, you work that way) Yeah, I mean self-organizing to a point. 

(Yeah.. And about subtle control..Do you know..?) What do you mean by that? (It's when, for 

example, the ScrumMaster is supposed to take care of the team, and he's just like a passive 

member. He doesn't have a voice when you meet for example to distribute the tasks or 
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something like that.. but) He's part of the members of the team, so he has some influence on 

that. (How is the way he influences the team?) Well, I mean, the role of the ScrumMaster, 

from I remember of the course.. The ScrumMaster is not.. should not be the leader or have 

authority. He's always more a facilitator. He's like the interface to the outside world for the 

team. And he's like.. helps remove obstacles so the team can focus on their tasks. (Yeah that's 

right, but is it in reality like that? I mean according to what you've seen.. Does it work like..) 

No, no.. well yes and no. He's that but in practice I think.. I mean the team also needs 

someone that decides things. Even though there is discussion, there is typically someone 

needs to make a decisions at a time, right?.. organize things. And then typically the guy who 

is ScrumMaster is most often the most senior technical experienced person. And the most 

senior technical person, is often the one that decides and organizes things. And he becomes 

that through the fact that he's the most experienced senior person, people listen to that person, 

all right? (So..) So, that's how he also becomes a leader, but it's not like a leader in the more 

autocratic stands, but he still becomes a leader (So it's not authority, but it's a..) There is 

authority too but it's real strict. Not like in the military that.. “You do this, you do that..” It's 

more like.. he becomes sort of (Not understandable), organizer, technical leader, as well. But 

sometimes, you can still discuss and argue with him if he disagrees. But typically he's the one 

that decides, in my experience. (And that, for example, happens here in HiQ? I mean here in 

the company) Well HiQ is a consulting company. We don't have Scrum unless it's an internal 

project. I'm talking about the assignments, assignments I've been at. Working at the 

companies where we use Scum principles. (But you.. let's say, the ScrumMaster was from the 

company, not from HiQ? (Not understandable) What I've heard is that sometimes, not so 

often, a full team goes to the customer, sometimes just some few members, or just the 

ScrumMaster because the company has a team or something like that..) Yeah, most of the 

times, when I work at an assignment, I'm one member of the team, and there may or may not 

be HiQ consultants, other HiQ consultants there. I worked at HM for example, they use 

Scrum and there was one more person from HiQ there, but that was it. My last assignment at 

Keen, the project manager was from Keen. And at the assignment before that, there was no 

one from HiQ. But then I didn't work on HiQ either.. (Okay) So yeah, I mean, I would say in 

most cases, it's not just HiQ consultants, because companies are taking consultants from a lot 

of different companies. Often they have a mix between programmer employees and 

consultants to work on a project. (Okay).  
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3 How are the tasks organized and distributed during the Sprint? Please give some brief 

examples.  

 

So typically, it varies. Because you have the Scrum board. In almost all the cases where 

we've been applying Scrum, we have a Scrum board. Where, you take a post-it note, you 

write down a little task, one for each tasks. Then you put it on the Scrum board.. and you 

have you know initial phase, validation, ongoing, and tasks that are done, or some variations 

of that theme. So, you know.. in the beginning of the sprint, someone decides what tasks are 

gonna to be done during the sprint and then put all the tasks up on the board, right?. And then 

on the Daily stand-up, you go up to the board and either.. someone just.. when you go 

around, you take times to going around, explaining what you did the day before, what you 

gonna do today.. (The Daily Scrum..) Daily Scrum. And during the Daily Scrum, a person 

either.. “Oh I've got nothing to do today.. so I'll pick this one..”. And puts it on the board. Or 

the project leader or ScrumMaster says “Why don't you do this one?” Or maybe there is a 

discussion. Something in between, “I'm not sure what do today, what do you think I should 

do? Oh maybe I should do this, Oh maybe I don't really think I'm the right person.. I think 

maybe he or she should do that instead because he is more familiar with that part..I think I'm 

more familiar with this part.. So I think I'm gonna take that one..Yeah sure..” So it varies. 

(Okay, but in most of the cases, you yourselves decide what to do, or you say “Okay I can do 

this..” and.. so you within the team, you decide..) Yeah, yes. (How to do and what to do..) 

Yeah. (Okay, that's self-organization..Well, sometimes maybe the ScrumMaster may suggest 

“Okay, maybe you can do or.. in most of the times, you are the one who decide it) Well the 

team, as you said, is deciding and there is (Not understandable) some kind of discussion.   

 

4 How do you see the role of the ScrumMaster? Is it a controlling or a leading role?  

 

We've already talked about this in question N° 2. (Yes) 

 

5 How is your relationship and interaction with the ScrumMaster during the Sprint? Please 

give some brief examples.  
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It varies. (But in general..). Another.. I don't know how to generalize because people are 

different, you know.. And relationship and interaction with the ScrumMaster depends on the 

personality of the ScrumMaster, depends on the project, and so forth. (Yeah, but I mean.. this 

is related to when you for example have some.. what you commented, when you have some.. 

you need some feedback, or some let's say, some information about something that you're not 

so sure. You mentioned that the ScrumMaster is usually already let's say.. experienced team 

member, previous team member.. And then you go to him for advice, and then.. That's the 

kind of interaction I mean, related to what you have to do for the sprint or for your task. So.. 

I mean you consider that there is a good communication flow? Or maybe sometimes the 

ScrumMaster tries to kind of keep a bit away from the team and then there is not so much 

communication with him unless there is a huge problem or something like that. So..) In my 

experience, the ScrumMaster is very involved with the team and the ScrumMaster is a 

developer as well. So you have to have a lot of interaction with that person, like you have 

with the other members of the team. Because it's typically a small team, half a dozen people 

or so, and consulting development is a lot about communication. You have to organize, who's 

gonna do what, how are you gonna do things, you know.. the problems, how are you gonna 

solve this. If I do this then you can use this part and this is how that's gonna work or how this 

interface is gonna look like.. that kind of thing. (Okay) And problems you often take up in 

the Daily Scrum, in the stand up. But sometimes in the middle of the.. Or often, during the 

day, you interact with other team members to.. how to solve problems, figure out how you're 

gonna proceed, and so forth. (Yeah, so let's say there is an active communication with all of 

you including the ScrumMaster, the team members and..) Yeah, and that's..That's one nice 

thing about Scrum is that the focus is on the communication. By having daily stand-ups, you 

have frequent communication, you have an organized frequent communication. Because 

before Scrum, it was easy that you didn't communicate enough and then you'd run into 

problems. (Yeah, they used to focus on what they're doing and don't even don't know what 

the others are doing, or..) Yeah, and those are not really well assembled developers, for the 

teams are so interrelated and too dependent. (Yeah specially if they're working in the same 

project, they need some information going on). And it also focuses on that people should be 

physically close when they're working. Before Scrum, you can maybe have people working 

on the same project but they sit on different floors, in different buildings. And when you 

physically remove people, I mean just a floor away.. (Yeah it's harder to..) You don't have 
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that easy interaction. I mean, if I'm sitting next to someone, and the one doing something 

says “No, I'm not sure if I did this, maybe this may have..  Uh huh, here is..” The other guy 

“Hey what do you think of this.. you know..”, it's goes easier, but if the guy is next floor, you 

have to walk down the stairs.. “Oh that's to much, I'll just try this, I'll do it this way and see if 

it works. And maybe then you make an assumption that was not good and then you have to 

re-do it later on. Or.. or you don't worry. Then you do something that.. it might even become 

frictions in the team, when you don't communicate good, people might be misinterpreted. 

When you are like checking code and they look like “What is.. Why did you this while I 

am..? Then you have friction and people start.. If you don't.. When you talk to people face to 

face, you can smooth it out.. things and this.. But when you separate, people start making 

assumptions of what they see. Start thinking “Why did this person do this? Why did..?” But 

only when you talk to someone, they can explain then you know.. they can resolve certain 

things, even before they become an issue. (Yeah that's a good thing about.. It's recommended 

to be close and in the same area.. And yeah, if possible sitting beside each other. So they can 

talk and see what they're doing and.. Because they're supposed to be working in the same 

thing or for the same result, so..) Yeah. So did I answer N° 5 or? (Yeah I think so. So it's an 

open communication with everybody that in the project)  

 

6 How is a Daily Scrum meeting carried out in your company?  

 

Yeah I've mentioned some of that before. (Yeah, uhm could you give some examples? For 

example..) Yeah, so the Daily Scrum meeting or it's also known like daily stand-up.. (Yeah, 

very short..) Because you stand up, that's why it's called the stand-up. And well you know, 

the reason why you stand up is because you have this meeting everyday. But if you have a 

meeting, people come and sit down.. Because you're discussing things, people have the 

tendency to start talking about things for lengthy periods of time.. Maybe not everybody is 

interested in.. Some people may start talking about a problem, how I'm gonna resolve that 

and.. And then you might be sitting there for an hour or two hours, and the rest of the people 

are not getting anything done because they're just there listening and they don't wanna leave 

because it's rude right?. So, the idea was to stand-up. If you stand up, it's more work to stand 

up. So it's like to encourage people to make the meeting short. So you're supposed to.. you 

say what you did yesterday, and what you're planning to do today. And sometimes, you know 
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people may have problems too. And.. but if you do, you're supposed to do be really short. 

And, you know.. I have a problem, maybe you can help me with this, or.. But sometimes you 

still have the same problem, where people start talking about a problem, they start going off, 

into the technical details, and having it so and so on.. “Oh maybe you should do it this way, 

or how about if you do this way..” And they still tend to drag on.. (There should be another 

meeting to discuss technical things..) Yeah, so, that's a constant problem in every stand-up. 

You have to try to.. when people start getting into this “Okay, why don't you take a separate 

meeting.. You guys go and talk about that separately, after the meeting..” To keep the 

meeting short. (Usually how long it lasts the..?) It varies a lot. It can vary from 5 minutes, it 

can take from 5 to 10 minutes. Ideally, you say what you did yesterday, what you plan to do 

today, then you go around and you're done. But I've been in stand-ups that last about an hour. 

And that's not what you want. (Yeah the Daily Scrum shouldn't take more than 15 minutes). 

But sometimes, there are things that come up, that are important. Which the whole team 

needs to be involved in, you need to resolve. And then, you resolve it during that, or you try 

to resolve that issue during the meeting. But maybe then you should go to a separate room 

and discuss it. But then it might take even longer and you're still there so.. (Yeah, well, it's 

hard to control how much people talk or want to say and share something..And then if there 

are problems, then it's even.. takes even longer..)  

 

7 How do you participate in the Daily Scrum meeting? Please give some brief examples.  

 

(Well this is related too, how you participate in the Daily Scrum. You say you stand up in 

front and then you say what you did, what you're gonna do, and then if you have some 

problems. That's the typical..) Yes. (And then, yeah these spin-off conversations about 

technical things.) Yeah. (Okay) 

 

8 Do you consider that a self-organized team is more focused, motivated and efficient?  

 

My answer is yes. (Okay. But you still consider there should be some little, let's say, little 

authority..) Leadership, yes. I mean, all teams need some kind of leadership. (And you think 

that, it should be better if that's from the ScrumMaster, or you think that maybe you can 

assign someone in the team to assume the leadership?) Well.. (Because sometimes, there is 
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this tendency.. there is someone always trying to, let's say, assume some..a bit higher role 

over the other team members. Sometimes, but no..) A nice thing about these groups here.. 

because you have a bit more control, you can often decide who's gonna be the ScrumMaster, 

becomes sort of de facto.. (Does the team decide that or the management?) Uhmm, it 

depends. Sometimes, the team can, sometimes management decides. In my last project, the 

team decided. Or one person who wasn't the architect, the senior technical.. He became the 

ScrumMaster, and we all agreed, that he's gonna be.. be appropriate, he volunteered for that 

role. So we all had some input on that. But in my other project, the guy who became the 

ScrumMaster was a new guy who came in from another project. And that's a bit more 

difficult situation I think, because then you don't have 100 % buying from all the team 

members. Because they're not being taken into account. (So you think that the team should 

also, let's say, give an opinion who should be the ScrumMaster?) Yes, definitely. In 

OpenSource development, there is a term called “meritocracy”. You know merit, the word 

“merit”? (Uh huh, yes). And then there is democracy, And the combination of that is 

“meritocracy”. It's a hard word to pronounce.. (Okay, meritocracy) Yeah, meaning that the 

person who, in a group like that which is also self-organizing.. The person who does most of 

the work, and every other member sees what he does, he becomes.. he has more influence on 

the direction of the team based on his merits. In other words, on how much he has done, and 

the quality of what he has done. (Let's say, his performance, like..) Yeah. So the more you 

do, the more experience you have, the more you commit and do things, the more you get to 

say. Because people would respect what you have done, and therefore they would listen to 

you more, and therefore you get more influence. It's called meritocracy. So.. and I think that 

applies as well in Scrum teams. Because you respect the person whose work you respect, you 

know what I mean? (Yeah). So the person who is the most senior, who's been in the team, 

people have seen what he has done and what he knows, they would respect that he becomes.. 

If there is such a person that is the most experienced, he would have the most to say. People 

respect him. And he would also become the ScrumMaster. The problem which can happen is 

if you have two people, tow or more people that are more or less equally senior. And then.. 

because then you can have the problem like “too many shells make bad soup”. Then you can 

have conflict, if they disagree on how things should be done, then you can have conflict. And 

that happens from time to time. (Yeah, I guess so..) Do you understand? (Yeah, because 

they.. yeah of course they try to, let's say, also protect their “territory”, and if they think they 
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deserve to be the leader, or their way, how to organize and then..) Yeah. In my experience, 

when I was working in H&M, I have worked there for few months, there wasn't too many 

people in the group. And when I came in, I was like the most senior person for a while. And 

then, they brought in this new guy, and then made him ScrumMaster. And he wasn't familiar 

with the project. So I wasn't too crazy about that. (Yeah) You know.. I think it's wrong to do 

something like that. I think it's better to bring someone in first as a developer, so that they 

can.. people get to know them and respect their knowledge before you actually promote them 

into that role. (Yeah, yes). And it is also unethical for that person to come into the new 

project, because he has to gain respect. (Yeah, also people have to a take time to know him, 

how he works, and..everything) Yeah. So when you come in a project like that, you have to 

prove your worth to the other people, and then you may cause conflict. Because you're trying 

to show off in a sense.. it might cause conflict unnecessarily. (Yeah) 

 

9 What is your approach to handle risks and problems during the conduction of the project? 

How is the ScrumMaster involved in this situation? 

 

(And also how the ScrumMaster takes care of that situation.. when there is a problem or risks 

that you bring up) Not really sure. (Yeah, for example.. let's say you're working in the team, 

and then a problem, let's say, would be if you're assigned a task and then you have times to 

meet, but then some manager from outside comes and asks you.. because he's the high 

manager, he asks you to do something, and this should.. this has priority 0 and then you have 

to do it and forget the other things) Which you really shouldn't do, you should go through the 

proper process (Yeah that happens, very often) Yeah. (And then you can't say no, because it's 

a very high manager and.. Yeah, then you don't know.. I mean.. then what should you go? 

what would you do if that happens? That's a problem, or a risk too, because it's risking the 

you're finishing on time your task.. And then, to that..how do you involve the ScrumMaster 

to that situation?) So in that particular example, if he looks at me and just ask me to do a 

small thing that just takes some few minutes, (Oh yeah well, in that case..) I'd probably just 

do it. But if he comes and asks me to do this and drop everything I'm doing and do this thing 

which takes like days.. (Yeah then it's..) Then I would stand up to him and say “Well you 

know.. then this is gonna affect the schedule or that.. you know what we're gonna try to 

accomplish in the sprint, so you really take it up to the ScrumMaster..” or something to that 
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effect. You have to drop something else after the sprint..(Yeah so do you manage it only with 

that person or you also talk to the ScrumMaster about this? So he may know.. if you think 

that this person, let's say, goes to him and talks..Would you communicate about this with the 

ScrumMaster too or..?) Fortunately it doesn't happen to me too often, so I think I'm on the 

contrary would say exactly what I would do.. but I would do one of those things that I 

mentioned, either say “No you have to go and put it on.. make it.. have to use Jira to keep 

track of tasks. So you have to make a Jira task, then you have to.. you know.. to prioritize it 

and put it in the sprint plan..” (Yeah, go through the process..) Yeah, go through the process.. 

If he comes up right to me right then, when the rest of the team members are around me, you 

know, I would probably immediately try to involve them in the discussion “Hey.. what's 

going on here, we're under..” You know, all of them get involved. If he just calls me up or 

grabs me in some place else, maybe I would try to put it in Jira or something, I don't know. It 

depends on the situation. It's hard to say about generically how others function. (Okay, but 

have you seen this with other people, other members of the..?) Well yeah. (Did the 

ScrumMaster do something..?) I can give you an example. In my last project, everybody was 

sitting in the same place, and just one person was working remotely from Gotland. She was 

the front-end designer, doing most of the web UI, and the guy who sponsored.. the guy who.. 

I guess sponsor is the right word. The one who wanted, who had requested us to do the 

project, he was the sponsor of the project and also provided requirements.. “requirements”. 

(the Product Owner??) Product Owner maybe, yeah. And the requirements would come up 

very.. it was more like an iterative requirements process. And he would often call her up and 

ask her to tweet this little new item, change this little thing because he didn't like it. He 

would totally bypass the process and call her directly. He didn't bother about the Scrum 

process, he short-cut it because he thought it was so important to get these little things done. 

And she was getting a little frustrated with that. So she would bring it up, talk to us about 

bring it up on the stand-ups, and this happened several times. And we would tell her to tell 

him not to do that. But he would still do it. So we would tell her things like, you know.. “turn 

off your phone..” Things like that, ignore him.. you know.. Because he was just being 

distractive to the whole process. She couldn't get the things done that she was supposed to do 

because she was being interrupted with these all things all the time. And he wouldn't really 

listen. (Yeah, or if he needed some change or something different, then you have this 

meeting to review the sprint too, then you may say “Okay, we have these other things and..” 
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So it's officially that you have to do it, not under the table) Yeah, and some small things, she 

would still do it, if it wouldn't take very long. (Yeah, of course..) But still it disrupts her 

focus, right? (Yeah, No that's not, let's say, how it should be manage these changes or 

requests). But I guess he was saying “Oh it's just a small change” you know, didn't wanna do 

anything.. He didn't wanna go through..write up the Jira keys and so on. So I guess that's 

what he was thinking. (But then.. Okay, then there is a communication with others.. I mean 

it's not just.. usually, let's say, you share that this is happening.. So, well specially if there is 

something bigger, it's better to talk to someone else too..) Yeah.  

 

10 Do you think that there is balance between self-organization and subtle-control along the 

execution of the project? How do you see the ScrumMaster's approach regarding this issue? 

 

(That's a bit related to the third question, about these.. I mean your understanding of these 

two concepts..Like you said before that the team is basically self-organized, you decide and.. 

but still you think that there is some or there should be always some kind of leadership from 

the ScrumMaster let's say, or.. So do you think that that happens? There are these two things 

and they work together or that sometimes there are conflicts because for example, sometimes 

the team gets too self-organized and they are kind of lost there and do whatever they want, or 

the other.. the opposite, there is some ScrumMaster or some parallel manager that is too 

involved in controlling what you're doing..) I would say in general, I mean it works quite 

well. The process works quite well. Of course, I mean, people are people, and sometimes you 

have conflicts within people anyhow. (Yeah) But uhm for most, I mean people are motivated 

to try to do their job. They wanna do a good job. And if people.. other people see what you're 

doing, specially when you're working that close, you don't really have the opportunity to 

“goof off” if you will. Because you're constantly involved talking, discussing with other 

people how you're gonna do things. You know, before Scrum, I mean it was easy to.. because 

other people didn't have so much insight of what you were doing, you could do other things 

as well if you didn't feel like working. But when you work in a Scrum team like this it's hard 

to.. like one guy I was working with a few years ago, liked to say “work in a Scrum team is, 

you can't really goof off as much as you used to, like you know, surf the web” because.. 

(Everybody is..) Everybody is working in the same room, you know, looking at what you're 

doing and so you know.. so you have to focus in the task you're doing. So yes, teams are 



Analysis of the use of self-organization and subtle control in software projects 

106 

more productive. Uhmm I don't know if that answered the question? (No you answered the 

8th question.. But you mentioned that there are usually.. there are not big conflicts between 

the team and some authority..) Sometimes there are. Well, there is often more conflict 

between the external parties and the team, than there are conflicts between the team 

members. I think it's more that frictions occur because the sponsor, project leader, you don't 

communicate with them as much and then there is more opportunity for frictions, or you 

know.. Like when people work separately, if you don't talk to them personally from day to 

day, you only get like directions every now and then.. It tends to build up a little negative 

feelings, it's not too uncommon. (That would be the Product Owner that you mean??) Yeah, 

specially they're demanding, they don't really understand what you're doing and give big 

requirements, don't understand the process, don't understand the limitations of software 

development, or request too much done. (Yeah, well they usually don't decide for the team. I 

mean, they come with their requests or their complains or something.. but they don't change 

the dynamics of the team. I mean..) Yeah. I mean, as long as they provide the task to do, and 

priorities, and now and then meet up and decide the general direction of what's important, 

what you should try to do. That's typically enough. (Yeah. But do you think that the 

ScrumMaster should be the link between you as team, and the Product Owner who is the one 

giving you what to do or giving you work?) Well what you're supposed to do is the sprint 

planning, it's when you decide what should be put into the sprint. And then, as a team, you 

can be involved in what you should try to put in the next sprint. But that.. how it should be 

going the next sprint is depending on what priorities are, and input from the Product Owner, 

and what's important. But then you also apply your own.. the longest you think this is gonna 

take, you give like an estimate and try to say “Well what can we put in..” Because this is a 

really big task.. If the Product Owner says “Look, I want this, two big things to go in..”, I'd 

say “No, we can't do both, we don't have time for that”. You'd probably have to ask the 

Product Owner “Which one do you want?” because you can't do both.  

 

11 Do you think that a certain level of authority over the team is necessary to ensure the success 

of the project? Please give some examples of situations you encountered where more 

authority and control were needed. 

 

(This about the level of authority that you already mentioned that there is some and it's good 
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to have some authority..) Yeah. (Also you gave some examples before in some previous 

question.. Do you have something else to add to that case, to number 11? Some other 

example maybe or..?) 

I think in most cases the amount of authority and control was about right. We never really 

had a case where there was someone in the team that was very autocratic and decided too 

much. Because developers tend to be relatively humble. (Yeah, more the doing than 

planning) Yeah, and I mean if you're real.. If you have that kind of mentality where you just 

want to decide everything.. Those kind of people tend not to be developers. for some reason, 

it doesn't really work that well. People like that don't work well in the team, because they 

don't work well with other people. Those kind of people who just have the strong need to 

decide and not do things, they typically become leaders or something.. (Managers or?) Yeah. 

(Yeah, maybe they're more like in the administrative side, not let's say.. the hands-on side. 

They just want to decide and organize and not to do small things..) 

 

12 During the development process, have you encountered risks or problems related to the self-

organizing nature of the team? If so, how did you handle such situation?  

 

(Well maybe something that you mentioned that there is maybe someone that sometimes tries 

to be a bit too.. has or tries to have too much authority over the team, even if he's still a team 

member?) No, not really. (Okay, or maybe someone that is a.. because they see the team that 

is independent, they try to, let's say, go too over that.) I don't really have problems with 

someone trying to decide like too much within the group. I mean, problems encounter in the 

team are typically other problems with the person's personality or the way they approach 

certain things, or you don't agree with certain things, you know.. But not so much with 

someone trying to decide too much. That's quite rare, at least in my experience. (Okay. Also, 

well you mentioned too that, for example, there are these.. that you think that someone comes 

with some extra task and asks you to do it, and leave other things behind just to complete his 

request. Then you usually.. well it depends on the situation, you also comment this to the 

other members, so..) Well, I don't know if this is related, but I was thinking about another 

problem I had. We were working in a Scrum “sort of” not really, because we had a project 

manager, which.. so it wasn't fully Scrum. And so we had a more classic project manager 

and.. but we were doing sprints, and daily stand-ups. And the project manager which was 
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supposed to be the ScrumMaster then, even if we didn't have an official ScrumMaster.. He 

didn't appropriately prioritized the tasks and, but even more importantly, he would allow new 

requests come in from the group that was the one to have requested the work that we were 

doing. They were quite demanding. And they would come in with requests during the sprint, 

with things they wanted us to do. Which were tasks that could take like a day or two to do, or 

more. And he would just go straight to me or someone else “Can you do this?”. Which of 

course would take time off from the things we had in the sprint. And he wouldn't like.. put 

that in the sprint backlog or prioritize them. And he wouldn't take things out of the sprint 

either. He would just come in with new things directed to us without (Not understandable) it, 

questioning it, prioritizing it.. So it would just create more work for us, more stress and 

frustration. So I had some issues with that. I didn't think he was doing his job appropriately. 

Because he was just.. (But he was supposed to be, let's say, the leader of that team?) Yeah. 

But he wasn't doing a real good job. Because he was.. instead of facilitating, he was short-

cutting and just creating more pressure on us. When we already had a tight schedule as it 

was. And he also did other things too, which had problems or caused more problems too. He 

was a nice guy otherwise, but.. you know he wasn't a really good project manager. (Okay. 

But probably that was because maybe he didn't understand Scrum..) He didn't understand 

Scrum. (Didn't understand what his role should be..) Yeah, he didn't do it well. (Well that 

also happens. That's also an additional question: Do you think that some of these.. for 

example this problem, and some others that maybe you've seen before, could be, let's say, 

avoided if people would have a better.. would be better educated in what Scrum is? What 

they are supposed to do and to work the way they should work.) Yes, certainly. I mean, 

people work more.. (All of them, I mean Product Owner, ScrumMaster, team members and 

so on?) Yes of course, more education and understanding of the Scrum process would 

definitely help resolve some of these problems. But I guess, it's understandable when you..to 

change the way people think and act, it's not something that easily changes (Yeah that's right) 

It's hard to change people's habits I'm thinking. It takes a long time. (Yeah, also, when it's 

new in the organization, it's also hard to implement, at least at the beginning because they 

may need some changes in how the organization is and that's not easy to.. Too many people 

to deal with, or procedures, and then.. it can be difficult.)  I think, there is also the other 

extreme, it's when people gets so wrapped up in the Scrum process, and gets too focused in 

the process, and tries to enhance the process. And they become “process-focused”, and try to 
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do all these.. have all these meetings and, you know.. Spend so much time talking about the 

process, and improving it and so forth, and they just waste time on that, instead of.. I mean, 

one good thing about Scrum is that it has built on the.. you have an evaluation that takes after 

the sprint. After few sprints we try to improve, which is good. But if you.. if you do too much 

of it, I mean that's time unproductive too. Because the most important thing is to actually get 

something done, well on time. And when you focus too much.. you spend too much time in 

meetings, you're not accomplishing anything either. So, I mean, so I'm not too crazy about 

the process and so. I mean Scrum in general is a good thing, but I'm not fanatic. Some people 

get really excited about the Scrum process, and how to improve it. I'm not that fanatic about 

it. I'm more interested in the code, and getting that well than the actual process. (Yeah of 

course, it's good to have a basic knowledge and a basic foundation of what it is and how it 

works, and what's you're supposed to.. I mean which directions you're supposed to have and 

so on. But other things is to, let's say to meet every week two hours just to discuss the failure, 

or.. That's not also.. so good. But yes, definitely, some education is.. previous, specially for 

the new people is important.) 

 

13 During the development process, have you encountered risks or problems related to the lack 

of control and authority over the team? If so, how did you handle such situation? 

 

(It's something related to the previous. It's about lack of control and authority over the team. 

If you've seen some problems because of that.. when let's say, there is not much authority 

from anyone. You're let alone, to decide and..) I haven't really experienced that problem 

either. I was in a project few years ago. This was before Scrum was really taking off. We 

were in a sort of working in an Agile process, but we didn't call that. Because we were all 

working in a small group.. four or five people, and we were all siting around the same table, 

a round table. And every morning we would discuss what we were gonna do. And I was the 

most senior person so I would be more like the ScrumMaster even though we didn't call it 

that, we call it technical manager maybe. But you know, I became more like “unofficial” 

leader because I was the most senior. So, people would listen to me, I would just.. “Hey, you 

work on this, you do that, and I'll do this and..” And that was it. So.. I had a point with that.. 

what was the point??  

(Well it was the opposite, when there is no leadership..) Oh yes, I guess my point was.. My 
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point was that if I've noticed that there is no leadership. When I came in the group, there was 

not much leadership there. I took that role, by myself. (But you consider that it is good to 

have someone in the team..) Yes, someone definitely has to have some.. (Who would, let's 

say, have a bit more..) At least a facilitator if not (Not understandable) organizer technical, or 

deciding who's gonna do what, you know. And to make sure that we all focus and work on 

the same thing. It's like you said, if no one decides.. (Yeah) Yeah, Okay so no one knows 

what to do and you're not working towards the same. So someone has to try to organize the 

work. (Within the team, apart from the ScrumMaster, he's more like an observer of what 

you're doing) No, that person is involved in the team too, he's a participant, working. But 

someone has to make sure that.. The person who decides what to do, has to be intimately 

familiar with what is in there. Therefore it has to be someone that works within as well and 

understands the technical aspects of it. So it has to be someone that is actually working in the 

team. Because an outside observer could not.. would not be able to understand all the 

technical.. technicalities or details of what's going on. So he needs to know the details, all the 

overall picture and details in order to decide what should be more important. And also what 

the strengths and weaknesses of each team member are, in order to decide who's going to do 

what, you know what I mean.. (Yeah, that's right) So that's why he needs to be someone 

within the team, who's the most senior.. (Who knows people also and the things..) who 

knows the technology and the strength in people.. Because you cannot have someone outside 

who decides who's gonna do what, because they don't have the knowledge and experience to 

be able to make the proper decisions. (Yeah. But is that common that there is always 

someone like that or they're usually all around, let's say the same level, when they're in a 

team? In your case, like you said, you volunteered to organize a bit the tasks, but is that 

common that there is always someone like that or?) Yeah. (It is common?) Yes, it has to be 

someone right? Otherwise you can just sit and nothing gets done. (That's also going back to 

the previous, where they're so self-organized and they all think that no one should tell them 

what to do or how to do, and then..) No, people typically want, need some direction. (Okay) 

But they don't want to have.. (Not understandable) Yeah, they don't people to tell them in a 

very autocratic tone, they wanna be able to provide some feedback (Or give them something 

that they know they're not going to do right or there is way.. “Maybe there is someone better, 

maybe I should do something else”) Yeah and you typically can always improve what you're 

doing, but often you wanna also be able to be given something.. (Something that it's your 
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expertise..) Yeah you wanna be given a task, and be able.. have people trust you, that you can 

do it well, you know. Someone like micromanagement leader.. Because, you typically, as a 

developer, you have some pride. You take pride of what you're doing at least if you're a good 

developer. So you wanna do a good job (And you know that you're good at, so if I know this 

well then I should do it) Yeah. But even the best developer makes mistakes. (Yeah) And he 

could use suggestions and inputs. specially if it's something difficult to work on.  (Yes of 

course) 

 

(Do you have some additional comment or something that you'd like to add?) Well..(Let's 

say, in summary, you're experience has been good so far with Scrum?) Yes I think that.. (In 

general) In general, I think Scrum is a good thing, but there could be extremes as well, which 

are not good. If you have too little of it, it's not good, but also in the other extreme, if you try 

to apply it to extremely and just focus on the process instead of the people and what you're 

tying to accomplish then it also becomes too much extreme in the other way. (Yeah) And the 

customer, of course, because that's ultimately who you are doing it for. (It's usually the 

Product Owner the one reflecting what the customer wants and how they want it, and so on)  
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 5 Appendix E 
Questionnaire for the ScrumMaster 

Author: Marlene Mosquera 

Email address: marlene.mosquera@gmail.com 

Master program: Engineering and Management of Information Systems at KTH  

Name of participant: Peter Andersson 

Email address/phone number: peter.andersson@hiq.se               

Company: HiQ Göteborg AB  

 

 1 How do you see your role as Scrum Master? What are your main tasks and duties?  

My main task as a scrum master is to enforce the process. Enforcing the process means that I 

make sure that there are continuous improvements, daily meetings, etc. I also work to remove 

impediments from the team. If I also at the same time am a team leader, I will protect my team 

from outside actors and act as the communication hub towards higher-level executives. 

 

 2 What is your understanding of the Scrum principles of self-organization and subtle control?  

My understanding of the principle of self-organization is that informal positions and processes 

should be encouraged. My understanding of subtle control is that you should guide and 

empower the self-organization, but not disturb it. 

 

 3 How do you see the team's role?  

The team’s role is to be predictive. If the team commits to a story, the team shall deliver that 

story. 

 

 4 How is a Scrum project organized in your company? Explain briefly.  

Depends on the context, I would never use Scrum just because “it is scrum”. Instead I would 

use the principles from scrum and other processes that fits the team I am working with. This 

usually crystallizes after a few iterations with continuous improvements. So, a project’s 

process is tailor-fit to the team/assignment/customer/requirements. 

 

 5 How is your relationship and interaction with the team during the Sprint? Please give some 

brief examples.  



Analysis of the use of self-organization and subtle control in software projects 

113 

I prefer to work in the team as a normal team member with my duties as a scrum master as 

overhead. This means that in the start of a project where I have a lot of impediments to solve, I 

won’t contribute as much. As time progresses and impediments are removed, the more I can 

work in the team as a normal team member. 

 

 6 How are the tasks organized and distributed during the Sprint? Please give some brief 

examples.  

During the sprint, team members picks the task that they will work with. If I have done my 

work correctly, they will pick the currently highest prioritized task. “Pulling” work is an 

important principle, that principle should go before everything. If there are informal guidance 

towards completing stories and pricking higher prioritized tasks, it’s better. 

 

 7 Do you consider that a self-organized team is more focused, motivated and efficient?  

No, it depends on the team members, people are people. Self-organization works for some, but 

not for others. 

 

 8 Do you think that a certain level of authority over the team is necessary to ensure the success 

of the project? Please give some examples of situations you encountered where more authority 

and control were needed. 

The question is biased, the second sentence requires that I answers yes on the first question, 

should probably be reformulated. 

 

 9 How is a Daily Scrum meeting carried out in your company and how do you participate? 

People just giving short updates on progress/problems. Solutions are not discussed, instead 

people connects and discuss afterwards. My main contribution as a scrum master is to stop 

discussions not involving the whole team, gather impediments, and to keep it short. 

 

 10 How do you monitor the team's performance and the progress of the Sprint? Do you apply 

specific control procedures for this purpose? 

Using burn-down, no specific control procedures unless the burn-down is out of line when it’s 

negotiation time! 
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 11 Has the team sometime exceeded the boundaries and constraints of the project in order to 

achieve their goals? If so, how did this fact affect the progress and success of the project?  

No. 

 

 12 What is your approach to handle risks and impediments brought up by the team members 

during the Daily Sprint?  

If they are solvable by the team, they are injected in the projects backlog. If they are not 

solvable by the team, they are prioritized by the scrum master to fix asap. 

 

 13 If changes in the organization are needed to accomplish the goals of the Sprint and the 

success of Scrum, what strategy do you use to achieve such changes?  

First off, I would use an interface adaption strategy. Which means that we should firstly 

conform to the organizational requirements of WHAT to deliver. There is seldom a need to 

conform to processes that describes HOW you are supposed to do it. This usually solves the 

problem. If the WHAT to deliver needs a change, then it’s a bigger adaption of the company 

and the time it takes is directly exponentially dependent on the size of the company. It’s very 

hard and time consuming to change large companies. 

 

 14 How do you achieve and maintain balance between self-organization and subtle-control 

(influence and command)?  

Subtle control is only subtle if it guides and empowers the self-organization, but do not disturb 

it. I don’t see a reason to balance it since it stops being “subtle” the moment it disturbs the 

self-organization. 
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Questionnaire for Team Members 

 

Author: Marlene Mosquera 

Email: marlene.mosquera@gmail.com 

Master program: Engineering and Management of Information Systems at KTH  

Name and role of the participant: Hiram Åhlgren      

Email address/phone number: Hiram.Ahlgren@hiq.se               

Company: HiQ AB       

 

1 What is the role of the team in your point of view and what are its main tasks and duties?  

 

The task of the team is to support each member in different ways. The team may help a 

member by sharing its knowledge of the business and/or the system. The team should also 

assist in the incorporation of new members by explaining the processes of the organization. 

 

2 What is your understanding of the Scrum principles of self-organization and subtle control? 

I have never heard of such principles but I assume that self-organization refers to the team’s 

capability to delegate tasks. Subtle control may refer to the capability of the members to self-

regulate the quality of their job. 

 

3 How are the tasks organized and distributed during the Sprint? Please give some brief 

examples.  

The sprint starts by estimating the time that will take to implement the functionality of the 

prioritized stories. All members help in the time estimation. Changes in the priority might 

occur after the time estimation. Afterwards, the tasks are organized and distributed by asking 

the members who has more knowledge about certain task or part of the system. 

 

4 How do you see the role of the ScrumMaster? Is it a controlling or a leading role?  

The scrum master has an assisting role. He helps in the coordination of the team during 

stand-up meetings and assists when the team requires external help. 
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5 How is your relationship and interaction with the ScrumMaster during the Sprint? Please 

give some brief examples.  

I think the scrum master is a designated assistant to get external help when the team has not 

the necessary knowledge/resources to solve a task. 

 

6 How is a Daily Scrum meeting carried out in your company?  

The members have a minute or two to describe what they did, what they are going to do and 

the problems they might have to solve a task. Afterwards, if there are some implementation 

or guidance discussions only the members involved attend to specific meetings. The daily 

scrum meeting does not take longer than 15-20 minutes. 

 

7 How do you participate in the Daily Scrum meeting? Please give some brief examples.  

I explain what I did the day before, what I will do the present day and describe the problems 

that I have found to solve a task. I assist the other team members in later design or 

implementation meetings to discuss and assist solving a specific task. 

 

8 Do you consider that a self-organized team is more focused, motivated and efficient?  

I don’t think self-organization matters in that respect. A focused, motivated and efficient 

team is a team where the members trust each other, rely on each other, respect each other, 

are willing to help and communicate clearly. 

 

9 What is your approach to handle risks and problems during the conduction of the project? 

How is the ScrumMaster involved in this situation? 

Clear communication is extremely important to handle risks. As soon as I detect a failure in 

a design or implementation is necessary to alert the scrum master and the team. 

 

10 Do you think that there is balance between self-organization and subtle-control along the 

execution of the project? How do you see the ScrumMaster's approach regarding this issue? 

I don’t have a good answer for this question since I have a very vague understanding of both 

principles. 

 

11 Do you think that a certain level of authority over the team is necessary to ensure the success 
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of the project? Please give some examples of situations you encountered where more 

authority and control were needed. 

No, I don’t think authority helps. Trust and common sense helps. Some members might, 

without noticing, try to take more time during the daily scrum meeting but is up to any of the 

members to point out that the time is limited and that a specific discussion on a task might be 

arranged later. It’s not necessary to have any specific authority. Each member should have a 

good sense of quality and should be honest to point out quality problems to other members 

in a respectful way. 

 

12 During the development process, have you encountered risks or problems related to the self-

organizing nature of the team? If so, how did you handle such situation?  

Not that I can think of. 

 

13 During the development process, have you encountered risks or problems related to the lack 

of control and authority over the team? If so, how did you handle such situation? 

Some members don’t realize they take more time than the necessary in daily scrum 

meetings. Is just matter of reminding them to keep it short and concrete. Some members 

deliver bad quality code. We support each other to make changes and teach/learn about 

better design or implementation techniques. 

 

Information provided through email communication with the participant: 

 

“I think I'm not very familiar with the concepts/principles you mention. Maybe that's also a big 

problem of starting a project with Scrum since everybody is supposed to know the mechanics of 

the methodology, which is not always the case. A good introduction is necessary. 

 

I can tell you that for me (and, unofficially, for other members of the team) it was a big pressure 

to use Scrum because we feel forced to follow the burn-down chart in order not to disappoint the 

team. The problem is that sometimes we don't care about the quality of the code we deliver, 

which had bad consequences. I saw a lot of people delivering quick-and-dirty solutions that were 

not sustainable. Of course, nobody wants to disappoint the team but in the end that's what 

happen. I think the Scrum Master or project leader should be clear in that we should always 
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deliver with the highest quality even though we don't follow the burn-down chart. To see the 

burn-down chart as unrealistic goal based in, sometimes, vague estimations. The scrum master 

should be clear and forward the new information as soon as possible to higher leading/business 

levels. It's about making the team to feel comfortable, even in under-delivery cases.  “ 

 
 


